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’ CHAPTER I '@
INTRODUCTION AMND SUMMARY

A PROJECT OVERVIEW

This report describes and evaluates a project sponsorcd by USAID/Bolivia
entitled "ACDI/La Merced OFG YNo. 511-0533., Signed August 30, 1979, the
project was budgeted at USS495,CCO and scheduled for a period of three
years. This Cperational Program Grant had two baeric objectives. The first
was to strengthen and expand th. Zmall Farmer Credit Program of La Merced,
the largeust cooperative in Bolivia, which oparates throughout the tropi-
cal lowlands department of Santa Cruz. The second objective of the OPG
was to strengthen the administrative capacity of La Merced, thereby help-
ing it to meet the more complex decision-making requirerunts of large
cooperative institutisns,

The donation financed a full-tima, ACDI Resident Advisor stationed in
Santa Cruz for a period of 32 months. It also was to.finunce at least
three visits by a short-term manzgement consultant, assistance from lo-
cal Bolivian consultants, and periodic supervizcory visito by ACDI/Washing-
ton staff, These and related technical assistance activities were budgeted
at US$320,000, The grant also p:cvlded a direct donation of US$176,000 to
assist with the capitalization ¢f the Srmall Farmer Credit Program, For

its part, La Merced was to contribute the equivalent of US$138,000 in
existing loan fund capitalization plus an additional US$102,640 by the

end of the project. It was also to subsidize tlic Progran's administra-
tive costs, und was to establish three farm supply stores for project
beneficiaries with operating capitul and other contributions totaling
US5$525,000,

The OPG project was amended on four cccasions, but the clianges did not
alter its basic objectives or overall budget., All externri resoucces

to the project were provided by ACDI and USAID as coriginully planned.
The termination date of the three-year project has been axtended through
June 1983 to permit the use of unspent funding (aproximately US$14,000)
in financing an experimental program for mobilizing rural savings.

(W1




-2-

B, PURFOSE CF THE PRESENT EVALUATION

The present rarort contains the findings of a final evaluation of OPG
No. 511-0533. 3uch an evaluation was prograrmed and budjeted within the
original gran®: agreenent, The methodology of the evalua=ion ituelf was
developed !y tlhe consultants in close discussion with ACDI and senior
staff of La “:cced, '

The purvose 0”7 this undertaking was to conduct an evaluation of the

OPG in two diuactions: from the top-down and frcem the tottom-uwm. The
top-down appr~.ach, or "institutional evaluation", was intended “o lJlocu-
ment and appr.iise the performance of La Merced's Small rarmer Credit
Program, ac u»il as the Cooperative's administrative reorjanization

and str-ngthening, Careful attention was to be vaid to the degrew of’
compliance bLv th2 vroject with {ts planned objectivers and activity
targets, as :s:oci’ied in the OPG's "Logical Frarawerk™.

The bottom-up apnroach, or "impact evaluaticen”, was intsrdaed tc neasure
the socio~econcmic impact of the OPG project at the iz2v-l of individual
farm houscholds. For this purpose a simple farmer survey - +s to be con-
ducted--using other farmers as data-coullectors,

A secondary r:.pose of the evaluation was to review ar?! [whera acprop-
riate) ircocporate the cooperative cvaluation systeir r2-ently 0 2
by Development Associates, Inc.

C, SCFIULE, PARTICIPN(TS,' AD EVALUAT. . ACTIVITIES

Fleld data cnilection for thils evaluation besan in Bolivia on Septamber
20, 1982 and continued for two months until Movember 17th, Oy this last
date, t''> saparate preliminary reports--in Sranish--waerze crmoleted, one
for the irnstitutioral evaluation, the other for the irpact caluation.
Final analysis, editing, and preparation of the oflizi.! - uort--in
English--was completed in New York over the period Dece-tor 18-20, 1982,
Translation of the final report into Spanish wan conducted during the
first two weeks of January 1983. :

The responsibility for data collection and analysis ¢ *he instituticnal
evaluation was entrusted to Dr. Aqgulles Lanzo Flores -t Fferuvian citizen
with joint university degrees in Fconomics and Accountirny, and a crovera=
tive specialist with over 20 yecars experfence {n rural devslopnent pro-
jecta. In addition, Dr. Lanao coordinated all fieldwork for both the in-
stitutional and impact evaluations. He also ausisted in the training of
all Bolivian astaff employed to Implement the farmer rnurvey, In the per-
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formance of his duties, Dr. Lanao made two separate visits to La Merced.
The first, from Sertember 13-20, was devoted to finalizing the evalua-
tion methcdology, recruiting and training Bolivian field staff, and
making all necess:ry contacts to get data collection activities scheduled
and initiated, Dr., Lanac's second visit lasted nearly four weeks, from
October 25 to Novenbar 17, 1982, During this period he conducted and
completed the instictutional evaluation, assisted with the analysis of

the farmer survay, and conducted a general debriefing of evaluation
findings with seniz. staff of La Merced,

Overall : * wongsibillty for carrying out the impact evaluation was entrust-
ed to Jo.. ‘Yictor Mwales, a Belivian sociclogist who contributed 60 days
of work ti: che assisnnant and remained on location in Santa Cruz., He was
assisted by Aguilina Tucc Vera, a Bolivian technician specialized in
rural cormunity develspment, who was also contracted for two months,

Both of then: profezuicnals participated in the design of the survey
questior-aire, helund to train the farm “-interviewers who were to

apply ti . instruiiai:z, supervised the survey activities, assisted with
intervis ing when nacussary, and tabulatzd the data., Morales prepared

a compreiansive Lreliminacy report of survey findings which contains a
detailed summary <f each cf the four regions visited plus a summary of
the agqgregatad datps for the entire survey. The survey itself covered 251
rural houusehclds fror 53 separate rural communities.

At the farm-level, the principal interviewers were thenielves small far-
mers frcm the Santz Cruz region. There were threce of them, as follows
(L) Timcteo Flores I:laranda, age 29, a resident of MNaranjal (Yapacan{
Colonization), Ichilo EProvince; (2) Aurelio Garcf{a Olivcra, age 34, a
resident of Valle Heiroso, Ichilo Province; ard (3) Sabino Arrayaza Al-
mendras, oage 32, alvyo 2 reeident of Valle Fermdso. All three are colon-
ists who came to th: Santa Cruz region in the mid-1960's. They are
typical siall farp.-s, all cultivating no irore than thruw hectares of
land planted to traditional criops such as .ice, corn, pcanuts, and cit-
rics. The alsc ralce small cattle herds, a few pigs, and chickens.
None of these farmera has more than five years of formal schooling, yet
they prcoved th-rselves capable of accurately administrzting the survey
questionnaire and alsc assisted with data tabulation.

A list of all perscns contacted by the consultants during the evaluation
is presented in Annex A. The complete list of communitics and respondents
interviewed during the farm survey is contained in the duata summaries
--Resuren de Analisir e Interpratacién de Patos--copies of which have
been submitted to ACDI and La Merced as coirpanion docume :ts to this re-
port. A 1 .t of all deccuments reviewed by the consultants in the course
of this evaluation ioc presented in Annex B.

TR ament
Pest Agciluble Docv
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D, SUMYARY OF PRINCIPAL FINDIMGS OF THE INSTITUTIONAL EVALUATION

STRENTHS

1. PRCJECT PLANNING: The project's Logical Framework was very
well prepared is/ith regard to clearly specificd objectives, activities,
programmed r=2cources, and the respective tarcets for these ccmponents.
The Logical Framework was up-dated afier project initiaticn, served as
a continuing quide throughout the OFG period, and was of great help in
structuring the fipal evaluation.

2, LOAN PORTFLLIO EXPANSION: The first Indicator of successful
achievement of project objective--to 2xpand rur.:l loan portfolio to
$§b 9.5 million--was not only achiewsd but surpaizsed by 16 percent, to
$§b 11.0 million. The resource commitiont pledg.d by La Marced was ex-
ceeded by 68 percent. Furthermore, the numbter of zrcducticn loans per
year made by the Small Farmer Creiit Prcogram expanded by 33 percent,
from 400. to 593 borrovers.

3. INCREASE IN AVERAGE LCAMN VALUE: Th: avzrage snall facmer
loan increased by 297 percent, from €5 5,350 to $23,240, The targeted
increase (second success indicator) was only 13§ rercent. Although this
result must be qualified by the drasti:z cdevaluazisn of Bolivian currency
which occurred during the project paricd, the abnra expansion was none-
theless achieved without credit ra:tinaning and with an incrzased number
of total loans--a cons'derable achf.vement censidaring Bolivia's unstable
aconomic envircnment.

4, MEMBERSHIP INCRDASES AMONG GHMALL I/fMERS: The target of a
annual 10 percent expansion of rucral n:vbers was ot gulte rat, result-
ing in a gain of 710 net additional rciibars rather than the planned
1,066 members, However, considering local politinal and econcmic unrest
during the project period, ve consider the acti il achievcmant of new
members to be a great success, Furtherrore, the project first purged
its membership roll of all inactive members, rarcving more %han 119 of
them, which means that the base agains: which the target was calculated
was over-inflated to begin with.

5. INCREASED RURAL SAVINGS: The project tacget was %5 4,5 million
in total rural savings by the end of the OPG period, Actual rural savings
reached Sb 9.5, exceeding the target by 123 percunt, The net absolute
increase in savings (compared to the bi<a yvear) was 223 percent. This
result reflects a high level of srmall farmer trust in La Merced.
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6 ,REDUCTIUN OF LOAN DELINQUENCY: At the outset of the project
the numbar of delinguent loans as 2 perrentage of total loans had
reached 70 percenn, The projact propos2d to reduce this delinquency
by 60 percent ovur three veirs, In pracsice, delinguency was reduced
by 20 percent, and in 1982 cnly 7 peraunt of outstaniing loans ware
overdue, The project alco managed to racover 162 loans that had been
previoucly declared "unrersverable™ with a total value of §b 420,861,

F THE CREDIT PROGRAM: The ACDI
assistance in establishing new
15, new loan documentation
nr_ henzive systenm of statistics
¢d one-on-cne training to all Cre-
J trained a Central Credit Commit-

7. ADMINTSTFATIVE ST ENGTHENING O
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8. FARMLRE TRAINING: *lchough zi¢ cverall training and technical
assistance activities fell fur shart of “a:get, they were quite effec-
tive i: the Centril Tone. Thiee communities received as many as 18-21
charlaa mver thrue years co'*“‘rg crep hec 1nique s, aninal traction 1n-

ncial radio staticns. It pub-
2 ne Ceoperative newspaper, and pub-
its cWT. phamplets.

progrars on two centrzl ard &
lished 13 farm eitonsion actic
lichad and dig.ribulad threx ¢

operat‘visn, and crcdit ure . ?he P:o 5" _lso sponscred wﬂ-kly radio
rovi

F LA MERCED: As a result of

the Ccoperative's cwn efforts and em consultants (ACDI and Bo-
livien prcfessionals), La M:rced did ¢ @ a departmentalized organi-
zation, an Executlve Cormitice %o eaca *‘e decisicn-making burden of

the Executive Dicecter, a depacsmentalined accounting and budgeting sys-
tem, and preparec new or up-idated adrninistrative, accounting, and per-
sonn¢l manuals.

9. ADMINISTPATIVE STHENG
-

e *3
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—

0
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10, SUFPORT AND SUPER...ION BY ACDI/WASHINCTON: The project was
periodicully visited twice eaclhi year by ACDI/Washington staff, Some 58
dayz of field supnrvision weza provided Zuring six separa!; visits,
Whe!, political unrect cut short the pazticipation of ACDI short-term
consu'tants, ACDI arranged for Irice Wuterhouse of Bolivia to £1i1l the
gaps. Eventually 108 days of short~terr cunsultants were provided La
Merced under the project. All consultants were qualified prcfessionals,
and their efforts contributed significantly to the administrative strength-
ening of La Merced,

Best Availatla Docureit
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WEAKNESSES (Continued)

6. SMALL PARMER TRAINING PROGRAM: Only 109 of the 200 planned
charlas were achieved, Of these, over half were limited to only three
communities in the Central Zone. More personnel nmust be devoted to
this program for it to achieve broad importance for borrowers at large.
The consultants recommend the training of farmer-paratechnicians (sarn-
ing modest honorariums) to extend charla coverage.

7. DECENTRALIZED DECISION-MAKING: La Merced has greatly decentral-
fized its cperating structure and accounting/budgeting system, but the
clear del *;ation of decision-making authority to department heads remains
ambiguous. Excessive centralization of authority in the hands of the Execu-
tive Director remains a problem, Finally, although a departmentalized '
information system has been established, the data generated are still not
being routinely used for monthly decision-making purposes.

E, SUMARY OF PRINCIPAL FINDINGS CF THE IMPACT EVALUATION
STREMGTHS

1. BENEFICIARY FOPULATION: The Small Farmer Credit Program is
indeed lending predominantly to small farmers. Some 74 percent of all |
borrowers claim agriculture as their primary occupation, while two-thirds
of the balance consider agriculture their secondary occupation. Of total
rural borrowers, 90 percent cultivate less than ten hectares of land, and
60 percent less than five hectares.

2., USE AND BENEFITS OF PRODUCTION CREDIT: About 74 percent of all
loans were uged for agricultural or livestock activities. However, the
Program very wisely allows about 3O percent of its rural lending port=-
folio to be invested in "other" productive activities, thereby helping
the farm household to capture off-farm income opportunitics. The princi-
pal benefit from loans (mertioned by one of avery two retupondents) in
that the credit allowed them to conduct farming activitics on a timely
basis, which resulted in improved ylelds and income.

3. LOAN DISBURSEMENT EFFICIENCY: Some 65 percent of all borrowers
sald they experienced no problem whatsoever in obtaining credit from La
Merced. The typical loan takes less than a woek to proceas, and both the
preparation of loan documentation as well as credit disbursements often
occur at the local level. By far, La Merced is the preferred lending
source for small farmers in the Santa Cruz rogion.



4, FARMER TRAINING AND TECHNICAL ASSISTANCE: Less than one-
quarter of La Merced rural borrowers received training or technical
asaistance, and even fewer on a repeat or routine basis, but where
this service was made avallable it was very well received by farrers,
of 59 relpondenta who received training, 51 said they had not ex~-
perienced any problem with it, Among the most imvortant benefits of
training mentioned by respondents, 52 percent cited new crop practices,
42 percent cited new livestock practices, and 40 percent were grateful
for technical phamplets on crop and livestock methods,

5., INCREASED FARM INCOME: Over 60 percent of all househeclls
with agricultural occupations claimed their income frem this source
had increased significantly during the last year. Income from other
sources~~-livestock, business, or professions--likewise were viewad as

« having increased by 60-72 percent of houscholds claiming these scurces.,

Income growth as a percentage of total inccme increased By an aversge
35 percent for agriculture, 16 percent for llvestock, 25 percent for
business activities, and 19 porcent for professicnal inccre.

6. INCREASED SAVINGS: Overall, 97 parcent of »il housaliolds
interviewed had significant savings invested in La Merced, with the
average savings value reaching $b 10,697 or 46 percant of the avavage
value of loans, Overull, L. Merced appears to e a%crssting alort 22
percent of total savings of beneficlacy households.

7, INCREASED EMPLCYMENT: Torty=-fiva percant of all responlents
claimed an increase in remunerated ermployment during the last vaur, Thic
tenefit has also recazhed non-beneficiazies~-landlesas 1:%orevs und Lthe
migratory rural poor-=-through increased lator demand z«culting from im=
proved ylelds,

B, INVESTMENTS IN PRODLL.TIVE CAPITAL: Some B! parcent of all
respondents indicated they had purchased productive ausats ducli | the
last year, with the average value reaching $b 29,236, In order of {-=
portance, the principal purchases were tools, animale, land, and rmach=
inery. The data indicate that a very high portion of rural savin)s are
being used for investrant rather than consumption putgcres.

9. HOME IMPROVEMENTS: Two of evary five recyondanta said they
conducted new home construction or improverments during the lant yrar.
Fifty~four percent of families interviewved purchased ncw furniture or
domestic appliances during the same period. Cverall, 5{ percent ot all
beneficiaries enjoy potable water installations, 47 parcant have ¢lac~-
tricity, and 39 percent have latrines.




10, IMPROVED NUTRITION AND HEALTH: Thirty-one percent of all fami-
lies surveyed said their level of food consumption had improved during
the last year, These improvements were credited to increaced consumption
of meat (90 percent of all cases), vegetables (78 percent), and milk (63
percent). Some 29 percent of respondents claimed improved family health
during the last year. The principal reasons for improved health, in order
of importance, were better nutrition, better medical care, and a move
from the countryside into the nearest town,

11, EDUCATION, CLOTHING, AND RECREATION INVESTMENTS: Almost three-
fourths of all families interviewed had continued to keep one or more of
their school-age children in school. Ninety-six percent had made purchases
of new clothing and/or shoes during the last year, with the average annual
expenditure reaching $b 25,520, About 29 percent of all respondents said
their f::ilies had enjoyed increased participation in recreational acti-
vities cver the last 12 months.

12, LOCAL PARTICIPATION AND CIVIC RESPONSIDILITY: Two of every
five families interviewed hawe a household member who serves in a community
leadership position. About 92 percent of all respondents said they had
contributed voluntary labor to community projects, and of these just under
one-half had donated more than five days of work. Some 86 percent said
they had attended community meetings during the last year, and of these
two-thirds s:tiended moze than ten meetings. Finally, over one-quarter
of all respondents provided sone form of asslistance (labor or cash) to
projects benefitting a neighboring community or to a multi-community
undertaking.

IFCOR!

1, CO-SIGNERS AND OTHER GUARANTEES: Only one-third of all respond-
ents found any deficiency in the production crudit program, and of these
61 percent complained of axcessively stringent requiromsnts Involvi.g
co-signers (gerantes). Regarding recommendations for improved service,
the most-common one (mentioned 95 times) was the need to increase loan
amounts ,

2. INADEQUATE FARM SUPPLY SERVICES: Darely one borrower in ten
was able to purchase farm supplies from La Merced, Respondents in Mairana
urged the Cooperative to expand the quantity and variety of inputs made
available, while households from other zones urged the Cooperative to
install farm supply stores in their areas.

« 3, INADEQUATE FARMER TRAINING AND TECHNICAL ASSISTANCE: Only one
borrower in four received training or technical assistance under the
project. The domand for thio service among small farmers is extremely
high. Evan in communities receiving repeated chaclas, respondents request
more frequent visits by the agronomist, additional training in crop tech-
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WEAKNESSES (Continued)
niques, and more training in cooperativism,

4., LACK OF ADEQUATE MEASUREMENT OF FARM-LEVEL CHANGES IN INCOME
AND WELL-BEING: The impact evaluation conducted for this report provides
eloquent testimony of a dramatic improvement in the income and welfare
of project beneficiaries. The methodology intreduced by the consultants
now provides La Merced with a precedent for conducting farm level sur-
veys at very low cost., Indeed, because of this low cost, La Merced can
afford to conduct such surveys on an annual basis, It is truly a sharae
that a farm-lavel survey was not conducted at the outset of the project
to establish a baseline. But it iz never too late to begin., The present
impact evaluation, conducted in 1982, can now serve as a taseline for
follow-up surveys in the future.

F, SUMARY OF FIIDINGS CONCERNING THE DA, I, COOPERATIV
S A ST I LA

STRENGTHS

For the present evaluation, the consultants found 83 of the 143 sug-
gestod study questions in the DAI system to be relavant, !'zactically
all questions regarding (1) Project Inputs, (2) Intervention ferateyy,
(3) Institutioral Purposes, (4) Benoficiary Purpoces, and (3] Vroject
Goals were found to be useful as well as important, We furthe: considar
the DAI syastem to integrata well with the logical Framework rethodoloay
--gerving planrers as much as evaluators.,

hEAKIESSES

The so-called "indicators® of the DAT system are not indicators at ell
but merely lists of variables, because they totally lack norrs or cri-
toria for diatinguishing between adequate and {radequate project par=
formance. This abasence of parformance criteria graatly dilutes the DAI
systen's usefulness to plenners and evaluators. Similarly, DAI has mada
no effort to prioritize i{ts study questions, which leaves too much dis~
creticn to the user to pick and checle. A further deficlency involves
inadequate guidance on how %o collect different kinds of data fron dif~
forent sources; by only listing types of sources, DAI guidance {n this
area becomes merely trivial, Pirally, wa believe the DAI syctem's big-
gost weakness is that, as presently written, it appears to b« dependent
on U.8, profeszionals and AID financing. The systen is simply too expen~
sive for autonomous application by most overseas cooperative projects
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using their own resources. In summary, the content of DAI's system
per se (particularly the study questions) makes considerable sense,
but DAI's guidance for system implementation does not.

with due allowance for its many shortcomings, the primary strength of
the cooperative evaluation strategy used by the consultants with La °
Merced precisely compensates. the greatest weakness of the DAI system.
We have conducted the field portion of this evaluation entirely with-
out the participation of U.S. professionals. The very large farmer

s vey was carried out entirely by Bolivians, and the primary farm-
level interviewers were thems:lves small farmers. Ve strongly urge
that this kind of inexpensive, locally-controlled, farmer-implemented
methodology be given serinus consideration for future cooperative
project planning and evaluation efforts.



CHAPTER 11,
INSTITUTIONAL EVALUATION

In this chapter we evaluate the performance of the ACDI/La Merced OPG
from the "top-down". It covers project objectives, activities, and re-
source investments--the sum total of effort by Cooperative personnel

and external advisors--intended to create a large and positive impact

at the level of individual gmall farms throughout the Santa Cruz re-
gion. In Chapter III we will describe the project from the "bottom-up"®,
documenting its impact on rural households both individually and collec~
tively.

The present chapter 1s divided into five sections. Firct, we provide

a brief background on the Cc.perativa Multiactiva La Merced Ltd., re-
viewing its history, services, staffing, and its financial statements
. for the period 1978-1981. Next is prusented additional background on
the Small Farmer Credit Program, which began in 1974 or five years be-
fore the OPG itself. The third saction is devoted to a summary of the
components of ACDI/La Merced OPG No. S11-0533; it is based on the pro-
ject's excellent "Loglical Framework" and describes the OPG's principal
targets and performance indicators. .

The remaining two-thirds of the chapter are devoted to a detailed per-
formance evaluation of the two central objectives of the project: (1
strengthening the Small Farmer Credit Program, and (2) Fortifying L-
Merced's Administrative Capacity.



A. BACKGROUND ON THE COOPERATIVE

La Merced was founded on October 22, 19€1 with 63 original members and
capital of $b 6,000 (US$500). It was initially chartered as a savings

and loan institution with the name "Cooperativa de Ahorro y Credito Nues-
tra Sefiora de la Merced, Ltd." Almost nine years after its founding, La
Merced modified its bi-laws to become a multiple-services institution,
changing its name to "Cooperativa Multiactiva La Merced, Ltd." In July
1973 the Cooverative again changed its by-laws to eliminate the distribu-
tion of net earnings to members, instead depositing such surpluses to a
capitalization fund.

1, Services

After 21 years of operations, La Merced currently has some 42,500 members
and total membership share capital contributions exceeding $b 34.8 million
(US$791,000), making it the largest cooperative in Bolivia. La Merced
offers its membership seven basic services: (1) Savings and Loans, (2)
Small Farmer Credit, (3) Home Construction and Financing, (4) Consumer
Stores, (5) Farmacies, (6) Health Services, and (7) Education.

Headquartered in the city of Santa Cruz, the Cooperative's main office

is located at 363 Calle Junin. Also located in Santa Cruz are eight
branch offices offering savings and loans services as well as four con-
sumer stores. Outside Santa Cruz, La Merced operates in six provincial
locations. These include (1) savings and loans, plus small farmer credit
services, in a rented office in Montero; (2) small farmer credit services
in a temporary office in Villa Busch Yapacan{; (3) small farmer credit,
farm inputs, farmacy, and a consumer store in Mairana, all located in a
building owned by La Merced; (4) small farmer credit in a borrowed office
in Chané-Independencia; (5) a mobile service of small farmer credit and
rural savings in San Juan Yapacan{; and (6) a savings and loan office in
Monteverde.

2, Staffing

To attend this service network, La Merced has a program staff of 60 and
an administrative staff of 23 employees. By service departments, the pro-
gram staff is distributed as follows: Savings and Loans--22, Small Farmer
Credit--8, Home Constrqction and Financing--6, Consumer Stores--11, Far-
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macies--6, Health Services--4, and Education--3. La Merced's employees
are supplemented by the services of 13 professionals who work for the
Cooperative on an honorarium basis. These include the Executive Direc-
tor, Internal Auditor, Legal Advisor, and ten physicians of different
specialties. ‘

It is necessary to highlight the exceptional dedication of Dr. Adalberto
Terceros B., who serves as the Executive Director of La Merced and Presi-
dent of its Administrative Council. He has provided the essential thread
of continuous and strong leadership of the Cooperative since its incep-
tion; the growth and service expansion of La Merced--its exceptional
social consciousness--is inseparably linked with the vision and energy

of Dr. Terceros. His active and continuing involvement in all aspects of
the Cocperative's operations has been erroneously described by other ob-
servers as excessive paternalism. But in the opinion of the consultants,
Dr. Terceros has demonstrated a willingress to decentralize responsibility
whenever his subalterns have proven willing and capable to assume decision-
making functions. Indeed, under the OPG significant progress was made in
the reorganization and decentralization of La Merced's administrative
structure.

3. Financial Statements

It was not the purpose of this evaluation to conduct a comprehensive
analysis of the financial status of La Merced, nor the effectiveness

of its services as a whole, but rather to focus on the Small Farmer
Credit Program and other activities supported under the OPG. Even so,

the consultants reviewed the Cooperative's financial statements for the
four year period 1978-1981. A summary--in comparative format--is present-
ed in Annex C. From these figures a number of very broad indicators of
the Cooperative's economic perfourmance can be measured. Collectively

they paint a picture of overall strength accompanied by several negative
trends and growing weaknesses.

TOTAL ASSETS: Between 1978 and 1981 La Merced's total assets grew by

38 percent, from $b 94.8 million to 130.6 million. Despite afl absolute
decline in 1980, the average annual growth in assets has been 12 percent,
including a 21 percent increase since the beginning of the OPG,

MEMBER SHARE CAPITAL: Over the four-year period member share capital
grew from $b 26.1 million to 29.3 million pesos, an increase of 12 per-
cent (or 3 percent per year) despite a net absolute decline in 1979.
Since the beginning of the OPG there was a 17 percent growth in mem-
ber share capital.



NET OPERATING INCOME: For three out of the four years of the 1978-1981
period, La Merced ran operating deficits., These grev from $b 4.4 million
in 1979 to $b 6.5 million in 1981, However, with previous surpluses and
other income the Cooperative was able to cover these losses through 1981.

INDEBTEDNESS: Short~term indebtedness grew by 45 percent over the four-
year period, reaching $b 39.4 million in 1981, or abaut $b 90U (US$36)
per member (based on a membership of 42,000). However, long-term debt
grew by 216 percent during the same period, reaching $b 34.3 million

in 1981, or-about $b 800 (US$32) per member. In terms of relative
shares of the debt burden, long-term debt grew from 29 to 47 percent

of total indebtedness. Ordinarily, such a shift wculd indicate that the
cooperative had.gained some breathing room and greater flexibility with
regard to its obligations. However, there are two factors which would
discourage optimism on this .score. The first is that the total debt bur-
den of La Merced increased by $b 36.1 million (USS$1.4 million), a 95 per-
cent increase in only four yeacs. This means that indebtedness is grow-
ing twice as fast as total assets and almost eight times rfaster than the
average annual growth of member share capital. Secondly, considering that
much of the long-term debt must be Yepaid in dollars--while most income
and share capital contributions are received in devaluation-prone locul
currency--La Merced's financial status at the end of 1981 could be des-
cribed as already highly vulnerable.

INDEX OF SOLVENCY: This indicator measures current assets as a percentage
of current 1li -bilities. The index was'1.45 in 1978 and declined slightly
to 1.3% in 1581. That the decline was not much larger is due to La Mer-
ced's restructuring of its debt burden toward lorg-term obligations.

DEBT CAPACITY: A business can measure its capacity for further borrowing
by calculating its total debt as a percentage of total assets, with 75
percent considered a reasonable limit. From 1978 through 1981, La Mer-
ced's total debt grew from 40 to 57 percent of assets, indicating a nega-
tive trend but one which is still within safe limits,

FINANCIAL AUTONCMY: The consultants consider this indicator to be the
®facid test"™ of a cooperative's financial and institutional strength,
Financial autonomy is measured by calculating member share capital as a
percentage of total assets. Over the four-year period La Merced's finan-
clal autonomy declined from 28 to 22 percent. This means that by the end
of 1981 slightly more than one-fifth of the Cooperative's assets were
owned by its members versus four-fifths by itn creditors. As savings and
loan ccoperatives go, financlal autonomy below 25 percent ic conslidered
quite lov, but when compared with the norm for agricultural cooperatives
the figure iz on the high side simply because most co-ops serving the
rural scctor !n the Third World fail to emphasize or mobilize large
amounts of member savings,



B, BACKGROUND ON THE SMALL FARMER CREDIT PROGRAM

The Small Farmer Credit Progcam ("Programa de Prestamos Campesinos™)
was begun by La Merced in 1974, In addition to its own capital contri-
butions to this program, the Cooperative received two US$10,000 loans
--at six percent annual interest--from the Menronite Economic Develop-
ment Association. These MEDA loans were eventually repaid in full. At
the outset of the OPG, the Small Farmer Credit Program had a loan port-
folio of $b 2.9 million (US$S116,000) and 502 borrowers. The average
loan value was $b 5,850 (USS$234). However, loan delinquency had risen
to 70 percent. By 1979 the Program was stumbling badly. It lacked a
rational administrative structure, clearly-defined procedures, loan
enforcement discipline, adequate farm-level follow-up and extension
education. Operating income covered only a fraction of Program costs.

During the Program's first year, farmer loans were made through the nor-
mal lending division of the Cooperative (Seccién de Prestamros Corrien-.
tes) and utilized the same loan documentation as the rest of La Merced's
borrowers., But in 1975 the Cooperative established Small Farmer Credit
as a separate division. However, due to the Instability of its direc-
tors, Prestamos Campesinos never managed to become a truly autonomous
operation, and field staff frequently reported directly to Dr. Adal-
berto Terceros. The first director was Sr. Oscar Antonlo Subirana, who
held the post for less than a year. He was reglaced by Ing. Pedro Jus-
tiniano, who occupied the position in 1976-1977. The third director was
Roger Saucedo Urquidi (1978), the fourth was Ing. Wilde Urquidi (1979-
1980). It was only in late 1981 that a strong and effective leader for
the division was finally named--Sr. Luis Soria--who had first joined

the Program as a field agent in 1975 (with respons ibility for the zone
of Yvapacan{). : '

In addition to problems in maintaining the continuity of its senior
staff, the Small Farmer Credit Prog-am experienced considerable diffi-
culty in keeping permanent fleld ard administrative staff. Many were
trained and tried for brief periods of time: Alfredo Barba, Arminda de
Kimm (Central Office), Luls Leitén (Puesto Fernandez), Duleardo Arteaga,
Urbano Patino (Malrana), Lmilio Montero (Montero), Alberto Luna (Chané),
and Fumlko Yamarmoto (Piraf). At present there remain seven staff mem-
bers with on~the-job continuity ranging from four years to 18 months,
They are Hildeberto Baz&n (4 years), Walter Artcaqga (3 years), Tito
Villca (3 years), Crisdstomo Santivaficz (18 months), Justina Mendez

(18 months), and Alda Mendoza (18 montha),
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Despite its many problems, La Merced's Small Farmer Credit Program was
considered to have high potential as an efficient channel for moving
production credit into the hands of the region's low-income rural pro-
ducers. For example, in 1979 almost one-tenth of the Cooperative's
membership were categorized as small or mediun-sized farmers, and of
these less than 15 percént were receiving production credit from La
Merced. Furthermore, considering the small-farmer ponulation of the
Santa Cruz region as a whole, the potential demand for productioa
credit was virtually unlimited since less than five percent of these
growers had access to farm.loans from the Bolivian Agricultural Bank
br other institutionalized lenders.

In early 1579, Mr. Robert Flick of ACDI conducted an analysis of the
Prestamos Canmpesinos Program and provided recommendations for strength-
ening and expanding its operations. Most of the suggestions contained
in this very useful report were later to be incorporated into the sub-
sequent OPG proposal. On July 1, 1979, a technical assistance agree-
ment was signed between ACDI and La Merced which authorized ACDI to
help the Cooperative prepare a project to improve its small farmer
lending activities. Late that same month, consultants Robert Flick-

and Dr. Héctor Acevedo completed an "Institutional and Financial Analy-
sis of the Cooperativa Multiactiva La Merced, Ltd." In mid-August ACDI
and La Merced sutmitted to USAID/Bolivia a proposal for an "Operational
Program Grant: La Merced Small Farmer Credit Project.”

The proposal was approved August 29 by AID/Washington. It was denomina-
ted OPG No. 511-0533. The grant was budgeted at US$496,000, which in-
cluded US$176,000 to be given to La Merced to expand the loan capital
of the Small Farmer Credit Program. The OPG agreement also specified
local contributions to the project by La Merced valued at US$632,702,
including $b 2.5 million (US$128,300) to be also invested in expanding
the Program's loan portfolio.

In October 1979, Mr. Steve Wiles began work in Bolivia as the Resident
Advisor of the OPG project. He was to provide 32 months of work, end-
ing in May 1982, He was accomganied on different occasions by short-
term ACDI advisors, and by Bolivian consultants from Price Waterhouse.

The OPG agreencnt was amended four times. The first amendment (August
1979) authorized funds budgeted for 1981 expenditure to be transfered

to fiscal year 1982. The second amendment (August 1981} reformulat2d

the original budget (without changing the total amount); it also changed
the project's very detailed "Logical Framework", altering several per-
formance indicators and targets to makc them more realistic., The third
amendment (November 1981) authorized the disbursement of the final
US$91,000 owed under the original grant agrecment. The final amendment
extended the project termination date through June 1983; it also author-
{zed unspent balances under the grant to finance a campaign to mobilize
rural savings.



C. COMPONENTS CF THE 0.P.G.

The ACDI/La Merced OPG No. 511-0533 is comprehensively and effectively
summarized in the project's "Logical Framework"--a planning/evaluation
matrix which is usually required of most AID-sponsored development pro-
ject proposals. The matrix requires project planners to clearly specify
the overall purpose, specific objectives, required activities, and re-
sources necessary for successful implementation of their proposed under-
taking. Th< matrix further requires specification of performance indi-
cators, targets, and how they are to be measured. In the opinion of the
consultants, the logical framework methodology is one of the most useful
tools currently available to development practitioners. Unfortunately,
the methodology is seldom taken very seriously. All too frequently,
logical frameworks are completed under duress, or as an afterthought by
project plannars, and are usually forgotten once disbursements begin.

Fortunately,OPG 511-0533 is an exception to the rule. Its logical frawe-
work was completed with great care. It is extremely detailed and inter-
nally consistent. It was revised and up-dated cne year into the project.
Continuing attention was paid to monitoring its indicators throughout
the duration of the project. In our opinion, we have never evaluated a
rural development undertaking which contained a more effective logical
framework. In fact, the careful design of this framework, and reasonable
corpliance with it, can be considered one of the central strengths of
the project itself.

In this section we will briefly review the project's components as they

were specified in its logical framework. For reasons of clarity and pro-
fessional preference, we have altered sligntly some of the original ter-
minology and rearranged some of the framework's content.

1. Project Purpose

The ultimate goal of OPG 511-033 was to increase the income and standard
of living of small farmers who are members of the Cooperativa Multiactiva
La Merced, Ltd.

This was the weakest part of the matrix. No specification of a quantifiable
target for increased income was given. Nor was any definition established
as to what would constitute an acceptable or successful improvement in
living standards. The framework mentions only one ambiguous indicator:
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that a net increase in income or assets (haber neto aumentado) will be
observable among farmer-members who take out loans on a regular basis,
This and other farm-level benefits of the Small Farmer Credit Program
were to be documented by opinions gathered from loan users, and obser-
vations by credit supervisors and other employees of La Merced.

No doubt, the vagueness which characterizes the measurement of the
project purpose was partly due to a belief that farm-level benefits
would be difficult to quantify--particularly within the brief span of
the OPG itself., Nevertheless, as will be documented in considerable
detail in Chapter III of this report, the income and welfare impact of
the project is already quite measureable and dramatically positive.

2. Specific Project Objectives

To achieve increased income and well-being among farmer-members, the
OPG specified two concrete objectives. The first was to strengthen

and expand the Small Farmer Credit Program of La Merced via the pro-
vision of short- and medium-term loans, sale of farm supplies, and
provision of technical assistance. The second objective was to fortify
the administrative capacity of La Merced, preparing it for the more
complex decision-making and administration required by such a large
cooperative.

STRENGTHENING THE SMALL FARMER CREDIT PROGRAM

The achievement of this objective was to be measured by the following
indicators and targets: (1) achieve 2 loan portfolio of $b 9.5 million
(US$380,000); !2) increase the value of the average loan by 135 percent;
(3) limit medium-term loans to a maximum of 20-30 per year, or 80 over
three years; (4) achieve that the majority of loan users employ improved-
technology and equipment; (5) increase the number of hectares under cul-
tivation by 25 percent among medium-term loan users; (6) increase by 10
percent per year the number of farmer-members; (7) achieve an increase
in rural savings of 15 percent per year; and (8) reduce the loan delin-
quency rate by 25 percent the first year, 20 percent the second year,
and 10 percent the third year.

FORTIFYING LA MERCED ADMINISTRATIVE CAPACITY

The achievement of this objective was to be measured by four performance
indicators, as follows: (1) creation of a departmentalized organization,
vith decision-making responsibility delegated to each department chief;

(2) creation of a budgeting and accounting system by departments, allow=-
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ing each to measure its own operating profit or loss; (3) prepate and
place in use manuals for administration, accounting, and personnel; and
(4) achieve that the Board of Directors undecrtake .long-range planning,
setting targets and objectives for the Cooperative,

3. Activities to Meet Objectives

SMALL FARMER CREDIT PROGRAM: To achieve the first project objective,

six activities were identified, as follows: (1) specification of farmer
lending procedures via the creation of an official set of rural credit
regulations (Reglamento de Prestamos Campesinos); (2) train employees

of the Small Farmer Credit Division--including the division chief, an
administrative assistant and secretary for the Central Office, a part-
time assistant in Mairana, ard credit agents in Villa Busch, Chané, Mon-
tero, and Yapacan{; (3) establish, train, and make ..operational a Central
Credit Committee; (4) establish, equip, supply, and place in operation
rural farm supply stores operating in !'iyirana, Villa Busch, and Chané;

(5) implement .. training program for small farmers coverlnyg the subjects
of animal traction, crop techniques, equipment maintenence, farm planning
and administration, livestock practices, cooperative theory, credit regu-
lations, and others; and (6) closely coordinate project activities with
public and private sector institutions serving the rural sector in the
Santa Cruz region.

LA MERCED ADMINISTRATIVE CAPACITY: To achieve the second project objective,
again six actlvities were identified, as follows: (1) reach an accord
on new administrative and organizational procedures, formalizing them

in a Procedures Manual; (2) establish a plan of accounts.and Accounting
Manual; (3) establish a procedures manual for internal audit; (4) estab-
lish a Personnel tanual which describes all posts, responsibilities,

and clearly delineates delegation of authority; (5) establish depart-~
mental budgets and periodic budget reports by each department; (6) con-
duct a training seminar for Cooperative officers covering delegation of
authority, decision-making responsibility, budgeting theory, cooperative
principles, etc. .

For most of the activities listed above, the logical framework specified
target deadlines for their achievement, thereby converting the activities
list into an implementation plan.



4. Resources

To achieve the separate sets of activities cited above, the project's
logical framework divided resource contributions into two categories:
AID/ACDI and La Merced. As originally budgeted, AID/ACDI contributions
came to US$496,000. The iLa Merced contributior was originally budgeted
at US$632,/02 but subsequently was reduced to US$596,850 under the
third project amendment.

AID/ACDI RESOURCE CONIRIBUTIONS

External resource contributions were to include (1) 32 months of an
ACDI Resident Advisor, from October 1979 to May 1982; .(2) a training
program for farmer-members cover ing 200 meetings (charlas), 5 field
days, 3 weekly radio program, and 3 phamplets; (3) an ACDI Management
Consultant (Asesor de Alta Gerencia) who was to visit the project on
three occasions; (4) visits by ACDI/Mashington staff; (S) visits by
local Bolivian consultants; (6) donation to capitalize' the Small Farmer
Credit Program loan portfolio valued at US$176,000; and (7) funds to
finance a final evaluation of the project.

LA MERCED RESOURCE CONTRIBUTIONS

.For its part, La Merced was to contribute (1) $b 2,760,000 (US$138,000)
in existing capitalization of the rural locan portfolio; (2) an additional
$b 2,566,000 (US$102,640)by the end of the project; (3) a total of three-
years administrative costs of the Prestamos Campesinos Program valued at
US$306,189; (4) contribute US$175,00C in salariec, equipment, and opera-
ting capital to each of the three farm supply stores to be established
in Mairana, Villa Busch, and Chané (total: US$525,000); (5) provide the
ACDI Residernt Advisor with an office; (6) provide the rural credit pro-
gram with a vehicle; (7) pay the salaries of five Prestamos Campesinos
employees--the Director, an agronomist, a secretary, an administrative
assistant, and another assistant; arnd (8) provide motorcycles to the
program's field staff operating out of Mairana, Chané, Villa Busch, San_
Juan Yapacan{, and the Central Office.



D, SYALL FARVER CREDIT: COMPLIANCE WITH PERFORMANCE TARGETS

In this section we will first review project compliance with the eight
indicators specified to measure successful achievement of the objective
to strengthen the Small Farmer Credit Program. We will ten review the
six activities that were to be implemented to achieve that objective,
and then determine if all resource contributions were contributed as

planned.
INDICATORS OF SUCCESSFUL ACHIEVEMENT OF THE PROJECT OBJECTIVE

1. Achievement of a Rural Loan Portfolio of $b 9.5 Million

The target was to increase the Joan pirtfolio from $b 2,936,656 (the
amount existing as of September 1, 1979, before OPG activities began)
to $b 9,500,000, for a net {ncrease of $b 6,563,344 in new capitaliza-
tion. The target was singly de:termined by adding the planned contribu-
tion of AID--equivalent to $L 4,267,600 or 65 percent of the new capi-
tal to be raised--and La Merced's planned contribution of $b 2,303,250
or 35 percent of the new resources.

The $b 9.5 million target was not only achieved but actually surpassed
by 16 percent. As of August 30, 1982, the Program's total rural loan
portfolio stood at $b 11,062,252, This represents a 68 percent expan-
sion in the resource commitment pledged bty La Merced. This result is
especially meritorious considering that the a. ditional resources were
contributed during a period of severe political unrest and economic
distress in Bolivia. Then too, it came at a time of severe contraction
of credit resources being made available to the rural sector by public
and private sector lending institutlons.

Even so, the achlevement was not an unqualified success. As shown below,
while the peso value of the portfolio increased by 277 percent, the num-
ber of loans cnly {ncreased by 33 percent--from 400 (1979-80) to 598
(1981-82) ., Furthermore, Solivian currency suffered a 25 percent devalua-
tion in late 1979 (from $b20 to 25 per US$1l) and again a 76 percent de-
valuation in February 1982 (from $b25 to 44 per US$1l), with unofficial
dollar exchange rates soaring far beyond 100 pesos., But cven if only
calculated at the official rate, the dollar value of the loan portfolio
only increased by 71 percent, Domestic pclces in Bolivia are generally
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very such in line with changes in the dollar exchange rate. Even under
nornmal circumstances, domestic inflation in Bolivia is usually estimated
at not less than 50 percent per vear. In real terms, then, the very im-
pressive 277 percent expansion of the peso value of the Small Farmer
Credit Program's loan portfolio has been wiped out by drastic currency
devaluations and domestic inflation. Even sc, considering the nation's
unstable political and economic environment, merely maintaining the
portfolio's real value constitutes a remarkable achievement.

Period Loans Portfolio Value
Made PESOS DOLLARS
8/1/19 - 2,936,656 146,833
1979-80 400 3,922,611 156,904
1980-81 566 6,484,015 259,361
1981-82 598 11,062,252 251,415

The above figures would clearly suggest that any increase in the num-

ber of loans made will result in a lowering of average loan value and/or

a credit rationing situation. Program management already anticipates the

inevitabllity of credit rationing and estimates that it will cause delays
of up to one month in servicing credit applicetions,

In passing, it bears mentioning that ocutside consultants have recommended
the Program make loans exclusively for agricultural and livestock purposes.
After considerable internal debate, La Merced elected to allocate 70 per-
cent of its rural loan portfolio to crop and livestock production credit
and 30 percent for other uses. We wholeheartedly endorse the policy cho-
gsen by the Cooperative. The impact evaluation (see Chapter III) shows

that non-agricultural i{nvestments are very important to rural houscholds.
Even though 76 percent of all families interviewed list agriculture as
their primary occupation, no less than 42 percent list "commercial ac-
tivities™ (neqocios) as a major source of income. These business opera-
tions include small stores or kiosks, tractor driving, transport servi- |
ces, carpentry, tailoring, masonry, broom-making, slaughter houses, hide
tanning, and many others. Loans for non-aqricultural uscs allow farm fami-
lies to exploit many income opportunities currently available in rural

. areas. And thanks to La Merced's 1:2 and 1:3 ratios of savings to loan
values, greater flexibility in loan use should create additional incen-
tives for rural gsavings.

In the final analysis, La Merced's rural members are not farmers per sed
rather, they are farm houscholds~--families with multiple necods, talents,
and resources which face many alternatives for gainful erployment that
transcend agricultural or livestock enterprises. The Cooperative's firat
and foremost responaibility {s zerving the needs of {ts membors, not
gencrating incrcased food surplunes for urban consumors., We view La Maer-
ced's 70/30 loan portfolio dintribution as rot only correct, but worthy
of emaulation by other rural londing inatitutions.
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2. Increase of 135 Percent 'in 'Average Loan Value

\ .
Obviously, this indicator is closely linked with the expansion of the
loan portfolio value. At the outset of the OPG project, the average loan
value stood at $b 5,850, After one year (1979-80) it had grown to $b 6,717,
a modest 15 percent increase, Howaver, after two years (1960-81) the fig~-
ure leaped 66 percent to $b 11,179, and after three years (1981-82) it
soared another 108 percent to $b 23,240. The overall increase between
September 1979 and September 1982 was 279 percent. In other words, the .
performance target was exceeded by 144 percent., Of course, in dollar
equivalents, the increase was considerably less spectacular, growing from
US$292 to US$528 for a gain of 8l percent. This result is not only below
the target but also failed to keep pace with the rate of domestic infla-
tion. In real terms, the best we can say is that the project was reasonably
successful in sustaining the purchasing power of its average farm loan.

3. Limit Medium-Term Loans to 20-30 Fer Year

The Program defines a medium-term loan as one which Is amortized within
a period exceeding 12 months. The target limitation for such loans was
not met. In the first year (1979-80) there were 32 medium-sized loans,
in the second year 50 loans, and in the third year 6] loans. The total
for the three-year period is 145 loans, which represents an excess of
65 loans over target.

‘The consultants conducted an analysis of all loans made be'ween September
1, 1981 ard August 3O, 1982, Of these 63 loans, 38 (60 percent) were less
than $b 50,000; there were another 16 loant (25 percent) between 'L 50,000
and $b 100,000; and 9 (14 percent) over $§b 170,000, In other words, vhile
the number of medium-sized loans was excessive--at least relative to the
planned target--the value of these loans was kept within reasonable limits
i.e., below 25 percent of the total loan portfolio,

Two observations are in order. The 20-J0 loan limitation is itself a de
facto credit rationing system, designed to keep larger and more affluent
farmec-members from adsorbing a disproportionate share of the total avail-
able loan resources. On the other hand, since loan amounts are tiled to
each member's level of savings and the number of loans he has repald, any
limitation on medium=-term loans will tend to discourage further siarce
capital investments by the Cooperative's largest savers. For this reason,
we believe La Merced has acted correctly in exceeding the OPG target and
that it would be unwise to set an acbitracy limit on the number of medium=-
term loans, Par more important is to set a limit--say 25 percent--on the
value of medium-term loans as a percentage of the total loan portfollo,
which {s what the Cooperative has done.
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Nevertheless, our review of mediun-term loans leads us to the conclusion
that their documentation has been deficient. The major! y of the loans
made in 1982 were not accompanied by a consistent farm plan capable of
jJustifying the amount of! the loan itself. This was especially true of
loans exceeding $b 100,000, Undoubtedly, mos : of these loans went to
farmer-members with an excellent repayment record for previous borrow-
ings and who are producers of ohvious solvency. Still, the operating
rule should be that all loans, large and small, be documented by an ade-
quate investment plan, And precisely because they involve larger amounts
of money, for longer periods of time, ani :tie-up resources at a time of
soaring credit demand, medium-term loans 1iranted by La Merced should be
the best docurmented of all its portfolio, not the worst. Indeed, under
conditions of credit rationing, one of the best criteria for selecting
loan recipients is the quality and consistency of the credit use plan.

4. Increase Firmer-Members by 10 Percent Per Year

At the outset of the OPG, the number of La Merced's fcrmer-members was
estimated at 3,222, To meet the target specified in the indicator, mem-
bership increases of 322, 354, and 390 during the first three years of
the project were required, whicih would bring the total number of rural
members to 4,288.

The target was not reached. As of August 30, 1982 the total rural mem-
bership was measured at 3,932. The growth rate was eight percent in 1979-
80, four percent in 19060-81, and seven percent in 1981-82, Tails resulted
in an absolute shortfall of 356 or eight percent btelow the desired tar-
get of 4,238 rural members. Considering the political and economic in-
gtability which characterized the three-year period, the result must be
considered successful even though the target was not recached; for under
such conditions the target itself was unrealistic.

To their credit, both La Merced and the ACDI Resident Advisor refused-
to play a membership "numbers game". During the first year of the OPG
they elected to screen rural membership records and select out all in-
active members., In 1979-80, 119 inactive members were removed. It would
appear that this acreening process continued into the following two
years also, becauge in 1980-81 membership withdrawals reached 279 and
in 1981-82 they were followed by another 114. Unfortunately, the con-
sultants were unable to £ind any written documentation certifying the
total number of ipnactive members gelected out each year.

The growth of rural membership is detailed below. Listed by year are
new members, total membership, member withdrawals, and et active mem-
bers. It will be noted that with regard to new members, the target
growth rate was met or surpassed all three yuears.



Period " "New ~Total.. ‘Member - ‘Total
‘Members ‘Members ‘Withdraw  Active
9/1/79 - 3,222 - -
1979-80 409 3,631 13 123 3,508 8
1980-81 423 3,931 12 279 3,652 4
1981-82 394 4,046 10 114 3,932 7

5. Increase Rural Savings by 15 Percent Per Year

At the outset of the OPG, the accumulated total of rural savings was

$b 2,944,000. Based on a 15 percent growth rate, the targeted level

of savings should have been $b 4.5 million by tke end of the third
year. This target was exceeded by 113 parcent. As of August 30, 1982,
aggregate rural savings totaled $9,522,823. Compared to the 1979 base
level, the total increase in savings was a remarkable 223 percent. This
result also compares very well with the absolute expansion of the peso
value of the loan portfolio. Over the three-year period, the loan port-
folio increased by $b 8.1 million (see p.23 ), while at the same time
tutal rural savings increased by $b 6.6 million.

This excellent record of rural savings mobilization must be considered
one of the central strengths of the OPG project. In a time of unprece-
dented economic and political disorder, both the level and growth rate
of rural savings are indicators of high farmer trust in La Merced. This
conclusion is confirmed in the impact evaluation. Of 251 rural house-
holds interviewed, 242 (97 percent) had significant savings in the Co-
operative, with the average being $b 10,697 (US$107).

6. Recuce Loan Delinquency

The level of loan delinquency was 70 percent at the outset of the OPG,
The target was to reduce this delinquency by 25 percent the first year,
20 percent the second year, and 10 percent the third. The 70 percent de-
linquency figure is based on number of overdue loans as a plrcentage of
total loans. By this measure delinquency dropped to 23 percent after one
year of the project (1979-80),to 9 percent after the second year (1980~
81), and to 7 percent after the third year (1981-82). By this measure

the target was greatly exceeded.

When loan delinquency is calculated in terms of the value of overdue:
loans as a percentage of the total loan portfolio, the decline is also
impressive. In September 1979, delinquency (including unrecoverable
loans) stood at 29 percent of the portfolio. This was reduced to 22 per-
cent after the first year, to 22 percent after the second, and to 13
percent after the third. When loans classified as unrecoverable are
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gemoved from the calculation, the delinquency level drops from 22 per=-

cent (in 1979) to 11 percent (August, 1982), At the time.of the evalua-
tion, delinquency had been reduced even further to nine percent (Octo-

ber 1982),

In addition to the above achievements, the Small Farmer Credit Program
was also able to recover--during the OPG period--a total of 162 loans
that had been declared unrecoverable for a total value of $b 420,861
(US$16,834 at the 25:1 exchange rate).

Overall, delinquency reduction is one of the most successful aspects

of the project. Overdue accounts are very closely watched--classified

by 1-6, 6-12, and over 12 months; also by the number of overdue install-
ments. Up-to-date statistics on delinquency are kept by regional field
office, and any abnormal increase is followed up immediately. Perhaps

of greatest importance, the same field credit acents have the double
responsibility of both helping to prepare loan requests and making loan
collections. And finally, loan collections are programmed during or im-
mediately following the harvest-marketing period for the crop financed,
thereby forestalling opportunities for borrowers to spend harvest income
on other items before having repaid loan obligations.

7. Use of Improved Technology by lLoan Recipients

As will be Jocumented presently, the project made serious efforts to
educate small farmers in the use of improved farming techniques and
equipment . However, this effort was directed at farmers in general--
members as well as non-members~-and ultimately the coverage of the
training program was too narrow and too superficial to achieve sig-
nificant results, Of 251 households interviewed during the impact
evaluation, over 75 percent stated they had received no training or
technical assistance from the Program. Of the 59 farm families that
did receive training, 33 came from the Central Zone and 19 from the
Mairana-Pampa Grande Zone.

The impact evaluation itself failed to ask respondents to comment on
the extent to which they are employing improved technology learned
from the Small Farmer Credit Program. What was asked was the extent
to which they had purchased farm supplies from the Cooperative. Out
of 251 respondents, only 30 (12 percent) said they had done so. This
also reflects the poor outreach of the Program's input supply activi-
ties, for reasons to be described presently. This failure was made
more critical by the fact that both currency devaluation and rapid
price inflation made it nearly impossible for small farmers to pur-
chase significant amounts of fertilizer, insecticides, and other im-
ported farm supplies. In many instances these products were not even
available for purchase, assuming a farmer hacd the cash to buy them.
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On the other hand, farmers interviewed stated that one of the principal
benefits of the Small Farmer Credit Program was that it was agile and
rapid in its loan disbursements., This allowed them to purchase farm sup-
plies and to plant or harvest their crops opportunely.

From these considerations it may be concluded that if modernized farm-
irg practices were adopted, this occurred mostly because farmers got
their loans on time, which allowed them to purchase technology they
already knew how to use. However, it is even more likely that the farm
supplies purchased and the farming practices employed were mostly of
the traditional variety and did not, in the majority of cases, involve
innovations introduced or popularized by the Program. In itself, this
does not constitute a Program failure. "Modern" technology is by no
means synonymous with appropriate technology. High-yield farming methods
often jeopardize small farmers (by ihcreasing their costs and risks)
more than they help them (by increasing income). This tends to be espe-
cially true when yield-increasing technology is promoted in the absence
of a marketing program that assures small farmers will capture the in-
come their higher productivity has made possible.

La Merced does not have such a marketing program. Its extension educa-
tion effort has been weak. Its farm supply network is very limited.
But the Cooperative has performed its most important job extremely
well. It gets production credit to small farmers quickly and efficient-
ly. This is the greatest service a campesino household can receive.

8. Increase the Number of Hectares Under Cultivation

As amended, this indicator applies only to medium-term loan users. The
target was a 25 percent expansion in area planted. The consultants are
unaware of any statistics gathered by the Small Farmer Credit Program
that would permit easy measurement of area cultivated by credit users,
whether they be short-term or medium-term. No baseline study of area
cultivated was made at the outset of the OPG.

The impact evaluation provided a baseline for all credit users. The
land holdings and area cultivated vary significantly among the four
production zones surveyed. Overall, 50 percent of all credit users con-
trol farm holdings totalling less than 20 hectares, and 20 percent
have less than five hectares. Kowever, the large majority of farmers
cultivate 3-4 hectares only because of limited family labor and capi-
tal resources. Potentially, given an adequate and growing supply of
farm credit, rural members of La Merced would probably be able--on the
average--to at least double and perhaps triple the area they currently
cultivate. However, given presently available loan portfolio resources,
such an expansion of cultivated land is clearly impossible.



ACTIVITIES TO ACHIEVE PROJECT OBJECTIVE

1. Establish Credit Regqulations and Procedures

One of the principal functions of the ACDI Resident Advisor was to assist
Prestamos Campesinos in the preparation of credit procedures, policies,

and design of forms for small farmer lending. The credit regqulations were
completed June 11, 1980 in strict compliance with an OPG deadline. The
document was prepared colaboratively between Steve Wiles, the Resident Ad-
visor, and Ing, Wilde Urquidl, the former Director of Prestamcs Campesinos.
The requlations contain li chapters and 66 articles. Since its completion
the document has suffered a number of revisions which allow it to better
fit the difficult economic environmnent of Bolivia. Given the serious in-
flation and currency devaluation, loan interest rates have been continuous-
ly increased from 18 percent per year in September 1979 to 36 percent in
July 1982, .

Prestamos Campesinos has also developed a variety of useful forms that
have greatly enhanced the timely collection, sharing, and use of data
regrading loan activities. These forms include: (1) Frestamos Campesinos
Monthly Report, (2} Notification to Borrower of Repayment Due Date, (3)
Loan Request Form, (4) Loan Ccntrol Card, (5) Iop-Up File- on Loans Due,
(6) Monthly Work Planning Schedule, (7) Daily Control of Field Offices,
(8) Technical Assistance Report on Medium-Term Loans, and (9) Investment
Plan for Agricultural Loans., All of these forms are currently in active
use.

The activity indicator, then, was successfully met.

Nonetheless, the consultants believe there is one area of loan use docu=
mentation which neceds to be strengthened. The deficiency arises precisely
because training of loan users in farm planning and administration has
been wecak. We strongly urge the Program to require that every borrower
keep a simple Jdaily journal or summary sheet describing the actual costs
of production, labor and input use, yields, and net income of each crop
enterprise financed. Such a form would (1) teach credit users rudimentary
farm record-keeping skills, (2) allow users (and the Program) to compare
planned with actual farming performance, and (3) permit the Program to
evaluate the economic impact of its loans (at the farm-level) from one
year to the next.



In Annex D we present a very simple format for measuring the performance
of a single crop enterprise, It has a vyisual side, which allows it to te
completed even by illiterate farmers, as well as a quantitative side

that can be completed by anyone with 3-4 years of primary schooling. This
format has been successfully field-tested by the consultants in over a
dozen rural cocmmunities (130 farm households) throughout Bolivia. We

have also demonstrated that the system can be supervised--at very low
cost-~by farmer-paratechnicians. In sum, we believe such a record-keeping
system could be easily, economically, and effectively incorporated into
the routine procedures oZ the Small Farmer Credit Program, resulting in
important benefits for both the Program and its farmer-borrowers,

2, Traln Employees of the Program

Prestamos Campesinos has five fulli-time and four part-time employees,
as follows:

SR. LUIS SORIA MELGAR, age 45, Is the Director of the Small Farmer Credit
Program. Formerly a radio and television reporter, he joined the Program
as a field agent in 1975. He was subsequently named as a special assistant
to the Executive Director of La Merced and finally appointed as chief of
Prestamos Campesinos in March 198l. Sr. Soria has a deserved reputation
for dedicaticn and getting things done. As a participant in the Central
Loan Committee, he was instrumental in streamlining the review and ap-
‘proval procedures for farmer loan requests. He frequently contributes
evenings and weekends to his job.

SRTA. AIDA MENDOZA CABRERA, age 22, is the Executive Secretary and also
assists with loan review. She has work experience as a typist and secre-
tary. She joined the Program in July 1981.

TITO VILLCA SOLETO, age 27, serves as the Program's Agricultural and
Livestock Sgecialist. He also has field agent coverage responsibility
for 2one 4 B, Central Zone, with seven rural communities. Sr. Villca
joined La Merced in August 1980, after previous employment experience
with a credit cooperative in Mineros, the National Rice Growers Coopera-
tive Federation, and the Tropical Agriculture Research Center (CIAT).

WALTER ARTEAGA, age 24, joined the Program in October 1979, He had pre-
vious employment experience in a gasoline station and a travel agency.
He serves as an Office Assistant at Program headquarters in Santa Cruz,
and he also works as a ficld agent with responsibility for two program
arcas--Zone 4-A with 13 rural cormunities, and sunday visits to the
Chané-Pirafl Colonization Zone--where he collects savings and disburaes
loans to farmer-borrowers.
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CRISOSTOMO SANTIVANEZ, age 20, began work for the Program in July 1981,

In addition to serving as a loan field agent. for the Zone of Villa Busch
Yapacan{ he is also in charge of the farm supplies store established by

the Program in that colonization. However, the store has had no supplies
to sell since mid-1982.

BILDEBERTO BAZAN S., age, 32, is a rural school teacher. He works three
days a week as a professor of mathematics, while. the rest of the week
he serves as the loan agent for the Mairana--Pampa Grande Zone. He also
runs the farm supplies store located in Mairana.

SRA. BETTY HERRERA DE BAZAN, age 30, assists part-time at the f2-m sup-
plies store in Mairana. She also works as a school teacher. Mr. and Mrs.
Bazdn joined the Program in June 1980.

SRA. JUSTINA MENDEZ, age 25, attends rural savings and loans out of an
office located at the Colegio Fe y Alegr{a in Montero, where she also
serves as a librarian. She has worked for the Program since Auqust 1981,

SRTA. KUMIKO SASAMOTO, age 24, attends rural savings and loans every
Wednesday for the Zone of San Juan Yapacan{. The rest of her time she
works as a secretary in the colonization's secondary school during the
mornings, and in the afternoon teaches primary school.

Most of the training received by these and other employees during the
OPG was provided by ACDI Resident Advisor Steve Wiles, and mostly pro-
vided on an informal, one-on-one basis. Among the skills Wiles taught
Program staff are the following: (l) loan classification, by level of
risk, (2) delinquency controls, (3) principles of credit supervision,
(4) credit planning and repayment calendars, (5) administration by
objectives, (6) farm planning, (7) how to conduct farm visits, (8) in-
vestment plans for short- and medium-term loans, (9) loan quarantees,
(10) estimating asset value, (ll1) farm credit policy, (12) changing
repayment cchedules, (13) office administration, (14) cash flow analy-
sis, and (15) how to collect unrecoverable loans. In addition, Wiles
provided assistance to Program staff in the preparation of phamplets
and other extension materials for small farmer use. He also provided
training in farming techniques.

The available evidence suggests that efforts to train Program staff
during the OPG were quite intensive and fairly successful,
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3, Establish a genpral Credit ggmmlttee

—E—

The Resident Advisor devoted considerable attention to the formation.

of credit committees, botn at the central and regional level., The imple-
mentation plan of the OPC actually specified the creation of six regional
credit committees-~four by mid-1980 and two more by mid-1981. These conm-
nittees were to consist of members who were small farmer credit users

and respected local leaders, persons familiar with the needs and credit
worthiness of their rural neighbors.

The zonal comnittee idea was tested for six months in both Mairana and
Chané. The results proved disappoin .ing. Few farmers were encountered
who were willing to give acdequate time to committee responsibilities,
and comnittee attendance was poor. Furthermore, the committees actually
resulted in a slowing-down of the loan approval process. Finally, there
was a tendency for committee members to show favoritism toward relatives
and friends. The initiative was therefore abandoned.

In contrast, the Central Credit Committee was established and proved
itself to be an effective organizatinn, Wiles gave continuing training
and supervision to committee members, attending most of the once-a-

week (Friday) sessions. Among the individuals who participated (and
received training) in this committee were Wilde Urquidi, Victor Crtega
(Chief of La Merced's Orcdinary Loans Department), Lufs Soria, Alfredo
Montero (Chief of the Collections Department), and José Rivero (Account-
ing Department).

4. Establish Zonal Farm Supply Stores

During the OPG two farm supply stores were established, one in Mairana
and the other in Villa Busch. The third store planned in the OPG for
location irn Chané was not attempted. The Villa Busch store failed to
receive enough supplies or conduct enough business to justify its exist-
ence. The only reasonably successful store was in Mairana. In addition
to farm products, it offers consumer staples, farmaceutical products,
and educational supplies. Of 88 households interviewed in “he Mairana-
Pampa Grande Zone, 67 (76 percent) said they utilized this store. Of
these users, 82 percent had received benefits from the farmacy and 90
percent from the consumer products section. Two-thirds of all respond-
ents cited the stores low prices as its principal benefit. The Mairana
store began to turn a net profit beginning in August 1981, In recent
months profits have been running close to US$1,000 per month.



5. Small Farmer Training Program

During the OPG period, farmer training efforts by the.Small Parmer Credit
Program were advanced with a variety of mediuns: newspaper articles, ra-
dio programs, phamplets, field days, and rural meetings. La Merced pub-
lishes a newspaper called "Alborada®™, and over the three-year project
period it carried 13 articles on subjects dealing with farm extension
education. In Santa Cruz, the Cooperative sponsored weekly radio pro-
grams on two stations: "Cooperativismo en Marcha" on Radio Grigotd,

and "Sobremesa Musical" on Radio Espectador. Additionally, weekly radio
programs gntitled "Cooperativism y Agricultura" were sponsored by the
Small Farmer Credit Program on the three regional radio stations of
Mairana, Ichilo of Villa Busch, and Montero. In the area of phamplets,
the Program published and distributed three of its own publication--

on La Merced, on Rural Credit, and on Cooperativism. An indeterminate
number of phamplets by other institutions such as the Ministry of Agri-
cultural and the Center for Tropical Research (CIAT) were also made
available to rural families,

The OPG specified a target of 200 rural meetirigs ("charlas”™) for dis-
seminatior of extension education. Over the three-year period of the
OPG, the Program managed to conduct 109 meetings. Seven charlas were
conducted in 1980, 43 in 1981, and 29 in 1982. A total of 1,205 far-
mers attended these meetings, resulting in an average attendance of

11 persons. The consultants elected to investigate this area of the
project in considerable detail, first to examine the intensity of train-
ing activities by community, and second to determine subjects covered.

The breakdown of rural meetings by community and by year is given below.
The listing--based on payment receipts to field staff-—-gives a total of
21 communities. Of the 109 charlas, 57 (52 percent) were restricted to
only three communities. Furthermore, at least seven communities and 77
charlas (71 percent) took place in the Central Zone to which the Pro-
gram agronomist, Tito Villca, was assigned loan coverage responsibility.
This result is confirmed by the data collected in the impact evaluation,
where 33 of 45 farm households interviewed ( 73 percent) said they had
received technical assistance or extension education from the Program.

Most of the meetingr were held at night, when it was easier for small
farmers to attend without interrupting their farming responsibilities.
The meetings did not restrict themselves to loan users or even Coopera-
tive members; rather, the invitation was generalized to members as well
as non-menbers. Before and after such meetings, the visiting Program
technician would attempt to conduct Program business--for example, de-
liver loan \nstallments, collect amortizations, or gather savings de-
posits,
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ANALYSIS OF PARMER TRAINING ACTIVITIES

Communi ty 1980 1981 ‘1982 ‘Total
Char. Part, Char, Part, Char, Part, Char. Part,

San Luis* . 1l 10 11 112 6 64 18 186
Taruni* 1 9 12 124 8 112 21 245
Jorochito* 1l 8 - - - - 1l 8
Pampa Grande 1 11 - - - - 1 11
Antofagasta 1 10 2 16 - - 3 26
Litoral 1l 14 1l 12 - - 2 26
Colonia Pirafl 1 10 2 32 - - 3 42
San Franilla 5 76 1l 8 6 84
San José* 5 61 3 33 8 94
Limoncito* 14 143 4 47 18 1%0
Las Gamas* 2 22 X 6 3 28
Los Tabijos* 7 66 1 15 8 8l
Villa Barrientos 2 17 - - 2 17
Quebrada Estancia 1l 7 - - 1 7
San Lorenzo 2 19 2 18 4 37
Hardeman 1 30 1 20 2 50
Todos Santos 2 28 1l 9 3 37
Siringal 1l 3 - - 1 3
Urubd 2 14 - - 2 14
Okinawa 1l 9 - - 1 9
Valle Abajo — I 3 10 1 10

7 72 43 791 29 347 109 1,205

* Communities in the Central Zone

The content of the charlas and field days was distributed somewhat as
follows: 4

ANIMAL TRACTION: There were nine demonstrations in Mairana, one in Suru-
td, and one in Villa Busch. These were conducted in conjunction with

the Mennonites and attempted to introduce new animal-drawn plowing im=-
plements. After a year of testing the initiative was abandoned for
reasons of excessive cost and unsuitability of local draft animals,

CULTIVATION TECHNIQUES: The Program agronomist as well as the Resident
Advisor gave talks covering the following crop techniques. Soil analysis
(11), soil conservation (5), tomato cultivation (2), potatoes (4), pine-
apple (8), sugarcane (7), rice (2), corn (8), beans (2), soya (5), weed
control (8), associated crops (1), moth control in grain storage (2),
general agricultural training (8), raising swine (2), raising cattle
(10), and livestock health practices (11).
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FARM PLANNING AND ADMINISTRATION: This subject was only taught to users
of medium-tern loans. Of a total of 145 medium-term loans in three years,
farn planning was apparently utilized in only nine cases, The farm plan-
ning form designed by the Resident Advisor is not being used; instead,

a simpler format has been introduced which contains a few planning as-
pects.

The existing forms need to be improved, but their use too is currently
inadequate. The completed farm plan--either the original or a copy--
should always remain in the custody of the credit user so he can use it
as a tool to monitor his performance and improve farm decision-making.
To file this plan exclusively at the Program office, as part of the loan
documentation, virtually defeats half its purpose.

COOPERATIVE THEORY: In three years, only eight charlas were given on this
subject, which must be considered totally inadequate considering that
there are at least 60 rural communities where the Program is operating.
The consultants recommend that the Program design a comprehensive member
training program on the subject of cooperativism, based on study groups,
using a highly participatory methodology, and using local leaders to
conduct follow-up. ‘

CREDIT REGULATIONS: Only five charlas were given on the Program's credit
requlations, again very inadequate coverage. We believe that all farmer
borrowers should receive a 30-45 minute briefing or lecture on credit
regulations, delinquency sanctions, and cooperativism before receiving
their loans~--whether they be first-time or repeat credit users.

In summary, farmer training under the OPG was deficlient, whether measured
against the targets established in the project plan, or when evaluated in
terms of loan user coverage and failure to establish routine and continu-
ous training contacts. For farmer training efforts to succeed in the fu-
ture, more than a comprehensive training plan is needed. So important is.
this area that it merits, at' the very least,” a full-time staff member

to coordinate and implement training activities. Even then, one person
cannot get the job done by himself. The consultants recommend that the
Program give serious consideration to a program for training rural farmer-
leaders to train other farmers. Such rural paratechnicians might work on
a part-time basls--say five days per month, one charla per week--in their
own and neightoring communities. Such services would be reimbursed with

a modest honorurium of perhaps US$25-50 per month. And in addition to
training functions, the paratechnician could be utilized to supervise
credit plans and farm record-keeping activities. The impact evaluation
for this report was conducted at the farm level precisely by farmer-para-
technicians such as those recommended above.
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6. Coordination with Other Institutions'

The final activity specified in the project implementation plan was for
the Program to establish close colaborative relationships with other in-
stitutions. During this evaluation the consultants found evidence that
Prestamos Campesinos, at one time or another, made contact or conducted
joint activities with the following rural sector organizations: (1) Ag-
ronomy faculty of Gabriel Rerné Moreno University; (2) Consortium for In-
ternational Development (CID); (3) British Mission in Santa Cruz; (4)
Center for Trcpical Research (CIAT); (5) Agricultural Cooperative "El
Progreso del Torno"; (6) Integral Cooperative of Montero; (7) Center for
Labor Training (FOMO); (8) Criollo Cattle Project of the Saavedra Experi-
ment Station; (9) ARADO, a national federation of peasant farmers; (1))
DESEC, a private-sector rural development organization; (11) Bolivian
Agricultural Bank (BAB); and (12) Integral Cooperative of San Juan de
Yapacan{.

AID/ACDI RESOURCE CONTRIBUTIONS

1. ACDI Resident Advisor

The project OPG called for 32 months of an ACDI Resident Advisor to su-
pervise and implement project activities. His assigned responsibilities
were specified as follows: (1) assist Program staff to restructure and
expand the Small Farmer Credit Program; (2) prepare a set of credit pro—-
cedures, forms, and regqulations; (3) assist in selecting and training
credit field agents and supply store managers; (4) assist in preparing
work descriptions for Program staff; (5) organize, train, and supervise
local credit committees and a central credit committee; (6) supervise
farmer loans and the activities of loan agents; (7) supervise the opera-
tions of the rural loan offices and sipply stores; (8) assist and orient
the collection of data and statistics for periodic project evaluation as
well as the final evaluation; (9) organize and supervise the farmer ex-
tension education program; (10) coordinate project activities with other
institutions serving the rural sector; (11) develop investmant plans for
different crops and investments by small farmers; (12) contract for the
preparation of a new Accounting Manual; (13) prepare reports on project
progress ("PIP reports") every four months; (l14) prepare a bascline re-
port on Program status at the outset of the OPG; and (I5) comply with any
additional functions to be assigned by ACDI/Washington.

The Resident Advisor's complliance with many of these responsibilitles

has already been alluded to previously in this recport. Based on our re-
view of available documentation, combined with Interviews with existing
Program staff, we believe that that the level of compliance of Steve
Wiles with the very ambitlous scope-of-work described above was generally
excellent. '



2, Training Program for Small Farmers

Some US$14,000 was budgeted in the original OPG budget for local train-
ing. This sum was not completely spent, and as a result.the extension
education component of the project did not achleve its performance tar-
gets, Unspent balances from this account and others of the OPG are to
be invested in a Rural Savings Mobilization Program., These balances
total US$14,286. The objective of the campaign is to mobilize $b 8.0
million pesos by October 15, 1983,

3, US$176,000 Donation to Capitalize Loan Program

The full US$176,000 of AID funds to expand the Program's loan capital
was received by La Merced as follows:

Disbursement Date Uss$ Sb Pesos Exchange

Rate
October 24, 1979 25,000 509, 500 20,28
December 14, 1979 25,000 612,750 24,51
March 24, 1980 30,000 ' 747,751 24,92
June 16, 1980 55,000 1,373,825 24.97
September 29, 1981 24,000 599,400 24.97
December 9, 198l 17,000 424,575 24,97

Total 176,000 4,267,601

4. Funds to Finance Final Evaluation

The OPG budgeted US$7,500 for the final evaluation. To finance a more
comprehensive evalvation effort--including the field-level impact sur-
vey and a testing of a cooperative evaluation methodology prepar.d by
Development Associates--ACDI has contributed an additional US$10,500 -
from other sources.

LA MERCED RESOURCE CONTRIBUTIONS

l, Loan Fund Capitalization

La Merced not only complied with its capitalization commitments totaling
$b5.3 million but actually exceed them by $b 1.6 million or 16 percent.

2., AMdministrative Costs of Small Farmer Credit Program

The OPG specifies a commitment by La Merced of administrative cost con-
tributions totaling US$306,209 over three years. Unfortunately, the con=
sultants were unable to determine the Cooperative's compliance with this
budget. We requested this information from La Merced's Accounting Depart=
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ment two weeks prior to our-departure on November 17th. On Novembar l6th ,
the Chief of the Accounting Department, Jorge Elfas Taborga, informed us
that administrative cost contributions for Prestamos Campesinos could
not be calculated because (1) during 1979-080 departmentalized accounts
had not yet been instituted; (2) departmentalized accounts for 1980-81
are only partial; and (3) expenditures by department have been kept
since September 1981, but there was no time to total them for 1981-82
prior to our departure. The last excuse was a specilal disappointment,
particularly {n light of the cor<iderable effort that had been invested
by ACDI in operationalizing a departmentalized accounting system (sce E,
Fortifying Administrative Capacicy). We must conclude that thig system--
{f indced operational--ig gencrating data that are not being used for
management decision-making on a monthly bacsis,

However, there is indirect evidence to Luggqest that La Merced did not
have to subsidize the administrative costs of the Small Farmer Credit
Program to the extent originally planned, The Resident Advisor reported
that as of July 1931 the Progran's operating costs began to be exceeded
by its {nccme, and that this surplus was now avallable to begin covering
part of La Merced's adrministratyve wubsidy. It {5 a share the data {s
not available to prove this assertion, for {t would constitute a very
important Program achlicverent.

J. Capitaliruticn of Fazn Suroply Stores

e e

Under the OPG, La Merced was to contribute U5%175,000 i{n salarles, equip=-
ment, and operating capital to ruch of three farnm supply atoves to be es-
tablighed {n Mairana, V{lla Busch, and Chand. Cnly a srall fraction of
this commitment wa: met. The only farn supply store to be established

on a perMarent banis was in Malraca. The Yilla Buszch store wag beqgun

in Cctober 1901 with an initial capital of UU925,000, but with negative
results (robtbery, low sales volure) that caused its cizcontinuation,

The stote {n Chand wau never attempred,  The Malrana store proved to be
quite successful, genecrating net tooome toralling almost US$4),000 In
three years, which averages atour U8Vl 200 fee ronth, Lven g0, {nventory
value for the ntore wan quite limived, far leleow the entirated 5175,000
fnvestment originally planned. Tle operatirg recformance ot ’he Mairana
store {u presented bLelow:

Period Tnventory VYalue Yearly Hot Income
' e I BOLLAREG PLESOS DOLIARG
Year 1 (0/30/40) 222,905 11,916 7,115 12,709
Year 2 (u/)0/01) 264, 304 10,172 418,702 16,702
Yoar 3 (0/30/02) 001,039 11,610 223,004 13,541
1,079,052 42,766 1,331,121 42,9%2
]
f
, /
: YWo®
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4. Office for ACDI Resident. Advisor

B S A0 N e S S S N aa

Thfs ccmpitment was met,

5. Vehicle for Small Farmer Credit Program -

La Merced acquired a 4-wheel drive 1979 Foird jeep. It was stolen in June
1980, a loss paid by the insurance company. The Cooperative did not buy

another vehicle for the Program, however. Instead, it provides transport
from its own motor pool whenever Program employees reguest it, No trans-
portation problems were observed during the OPG period.

6. Salaries and Motorcycles for Program Staff

La Merced complied successfully with this commitment. The names of
current employees have been presented previously. There are also five
motorcycles for the use of Program field staff.



E. FORTIFYING ADMINISTRATIVE CAPACITY:. COMPLIANCE HITH PERFORMANCE
TAREETS

As described in Section C, the OPG's second objective was to fortify

the administrative capacity of La Merced, preparing it for the speciali-
zed and complex decision-making requirements of large cocperative institu-
tions. Achievement of this objective was to be measured by four indica-
tors. Six basic activities were to be undertaken. The resource commitment
listed in the OPG was mainly external--consisting of technical assistance
by ACDI short-term consultants. Each of these components will be reviewed
in turn.

INDICATORS OF SUCCESSFUL ACHIEVEMENT OF THE PROJECT OBJECTIVE

1. Creation of a Departmentalized Orqganizatio. with Decentralized
Delegation of Authority

In 1979 the Cooperative was orqganically structured in six separate levels,
with the lines of authority runninc from the Ceneral Assembly to the Vi-
gilance Council, from there to the administrative Council, from there to
the Executive Director. Below the Executive Director were located two
Supervisors~-placed as advisory positions outside the direct chain of
authority--which ran from the Executiv: Director to the Department of
Savings and Loans and 13 separate sections (see Annex E, Exhibit 1). In
this structure all operational subdivisions were located at the same

level as advisory and acministrative support corponents.

From the ocutset of their contacts with La Merced, ACDI consultants who
came to Santa Cruz have urged the departmentalization of the Cooperative
into eight units, as follows: (1) Savings and Loan, (2) Farmer Credit,
(3) Consumer--with sub-sections of (a) Almacén, {b) Supermarket, and (c)
Agencies-- (4) Farmacy, (5) Housing, (6) Social Services, (7) Education,
and (8) Administration. In addition, they urged the creation of a Spe-
cial Assistant for the Executive Diractor as well as an Executive
Management Committee, bocth intended to alleviate the Director's excessive
decision-~making burdens. (Sce Annex E, Exhibit 2%)
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During our evaluation we were shown La Merced's "Organigrama Funcional”
for 1982 (Annex E, Exhibit 3), This structure incorporates the recom-
mendations of an Executive Management Committee, Special Assistant (called
the Principal Supervisor), and a decentralization based on ten operation-
al departments. However, this revised organizational structure is not

yet completely integrated into La Merced's daily cperations. For one
thing, the print-outs of the Cooperative's computerized accounting system
-~installed and programmed over a periocd of 18 months (1979-1961)--does
not yet reflect the 1982 Organigrama Funcional. For another, the Coopera-
tive's Bi-laws have not yet been amended to permit the Executive Commitee.

In the oplnion of the consultants, the 1982 Organigrama Funcional could
be further improved with the following suggestions. First, to avoid the
existing incompatibility with Article 21 of the Bi-Laws, the Executive
Committee can be designated as an "advisory committee" (comité de asesor-
amiento) composed of the Cooperative's Vice President, Treasurer, and
Secretary. Such a committee can be authorized by the Administrative
Council without necessity of a bi-law revision. Second, it would be ap-
propriate to make a coherent distincticn between the Cooperative's oper-
ational departments and its support departments. We therefore suggest
the organizational structure presentzd in Annex E, Exhibit 4. This pro-
posal establishes an Administrative Dzpartment responsible for nine
sections: (1) Accounting, (2) Computer, (3) Eudget, (4) Fixed Assets,

{(5) Caja, (6) Agencias, (7) Personnel, (8) Cafeteria, and (9) Collect-
ions. The remaining departments would zll be operating units, éach one
able to generate profits or loss.

It is evident that the organizational structure of the Cooperative is
still evolving, but significant progress has been made, The consultants
believe that decision-making authority has been effectively decentrali-
zed in the case of Farmer Credit. We ware unable to appraise the extent
of progress made in delegating authority to the heads of other depart-
ments. Overall, we would say that La Mecrced has demonstrated modest but®
solid success in departmentalizing and decentralizing its operations.

2, Creation of a Budgeting and Accounting System by Departments

La Merced had demonstrated its concern for improved accounting procedures
even before the OFG was approved. In 1973, with its own funds, the Co-
operative contracted Price Waterhouse and Ccmpany to prepare a catalogue
of coded accounts for purposes of introducing a system of computerized
accounting. In April 1979, La Merced signed a contract with Ing. Carlos
Glogau, the local representative of Wang Computers, to rent a complete
computer system to the Cooperative, provide all necessary programming
design assistance, and to teach COBOL to La Merced perconnel, After 18
months of effert (1979-1981), the departmentalized ~ccounting system
became operational, Print-outs now cover (1) fixed assets, (2) payroll,
{3) general financial statements, (4) Consumer Dept., (S5) Farmacy, (6)
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Housing, (7) Savings and Loans, and (8).Small Farmer Credit. The program-
ing of Small Farmer Credit data was completed by La Merced employees.
With training by ACDI short-term. consultant Héctor Acevedo--whose assist-
ance was cut short by political problems in Bolivia and the war in the
Galapagos Islands--some progress was made by La Merced in departmental
budgeting and financial analysis. Under the supervisfon of Sr. Victor
Santander of Price Waterhouse, personnel of La Merced prepared their
first departmentalized annual budget for the year 1982. What is perhaps
most impressive about their effort is that it was accomplished by staff
without formal training in accounting or economics; theirs has been the
"university of life"--the day-to-day learning on the job. :

It can be concluded that the budgeting and accounting system by depart-
ments is now a reality. The indicator of performance success, as speci-
fied in the OPG, has been broadly achieved. wWhat is still lagging some-
what is the timely use of data for budget analysis and decision-making
on a monthly basis.

3. Preparation of Administration, Accounting, and Personnel
Manuals

These documents were ccmpleted and in use. We found the Manual of Or-
ganization and Functions, prepared by Lic. Roger Ortiz, to be complete
and of highest qualitv. It conforms with the Functional Organigrama of
1982. However, of five chiefs of departments interviewed, three did
not have their own copy of this manual. We believe it would justify
the cost to have the manual xeroxed so that each department has its
own copy.

4. Long-Range Planning by Board of Directors

The evaluation enccuntered no evidence that the Board of Directors of
the Cooperative is now sufficiently trained, or has engaged in any
activity, to conduct long-range planning. Therefore, we consider this
performance indicator to show non-compliance by the project.



-43-

ACTIVITIES TO ACHIEVE PROJECT OBJECTIVE

1, Reach an Accord on Administrative and Crganizational Proce-
dures.

Compliance with this performance indicator was described in the previous
section. An "Organigrama Puncional" for 1982 was established which re-
flects recommendations made by ACDI consultants., A Manual of Organization
and Functions reflects these new changes In the structure of La Merced.

2, Establish a Plan of Accounts and Accounting Manual

This performance indicator was also described previously. The Plan of
Accounts and Manual was completed by Frice Waterhouse and Company under
a contract signed before the OFG began. ACDI inputs in this area were
ninimal. '

3. Establish a Procedures Mantal for Internal Audit

La Merced's Internal Auditor, Alfredo Barba Vel&squez, did not show the
consultants any procedures ranuval fcr internal aucdit. Mr. Barba's func-
tions have been established in a letter from the Administrative Counclil,
dated January 31, 1979, He says he has had conversations with ACDI con-
sultant Héctor Acevedo, but he did not participate in any training acti-
vity. Mr, Barba's job currently entails the review of all sales proceeds
from the departments of Consumer, Farmecy, and the Mairana store, pre-
paring a daily report to Accounting and to the Executive Director. He al-
80 reviews checkbook reconciliations.

In gsome, we are 'naware of any manual which formalizes internal audit
procedures, This activity of the OPG was evidently overlooked.

4. Establish a Personnel Manual

This manual was prepared, and corresponds to the 1982 organizational
structure. Staff positions and functions are adequately specified. How-
ever, in our opinion the real chain of command and decentralization of
decision-making authority within La Merced is still evolving.

5. Establish Departmental Budgets

This was finally achieved by La Merced in 1982, The {nformation system
allowing departmentalized budget formulation and income-expenditure re-
ports on a monthly basis currently exists. What is not yet clear is

the extent to which this information is used opportunely for routine
decision-making and budget control actions.
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6. Conduct a Training Seminar for Cooperative Staff apnd Diregtors

~1 - ta,

ACDI short-term consultants provided considerable training to La Merced
personnel on both a formal and informal basis. Dr, Héctor Acevedo made
two trips to La Merced, The first was for a month. (January-February,’
1981), during which time Dr. Acevedo taught a course on delegation of
authority. His second visit (July-August 1981) was cut short by political
disturbances. He had planned to give a comprehensive course on budgeting,
financial analysis, and cash flow. Although this training was interupted,
Dr. Acevedo did manage tc organize a "Budget Committee", He also left de-
tailed instructions concerning "Organization and Installation of a Budget
System”, "Preparation of Departmental and Consolidated Budge:s", "Budget
Controls", and "Questions Regarding Basic Factors to Be Considered in
Preparing a Budget".

Dr. Acevedo was to hawve returned in Cctober 1981 to teach a course on
cash flow for La Merced serior staff and directors. When this was pre-
vented by continuing political instability in Bolivia, Acevedo was re-
placed by Sr. Victor Santarder of Price Waterhouse, who visited the pro-
ject in January, March, and May 1982, The first of these visits resulted
in the establishment of a work plan for each department, specification
of dates for controls, streamlining of information flow, and up-dating
of racords thrcough Cecermier 31 to conduct an evalvation of actual with
programmed performance. The March visit resulted in the budget control
for 1981, training in tudjet formulation, and the creation of a 1982-83
budget. The May visit resulted in training for monthly budget controls
and determination of shoct-term cash budgets. In June, Price Waterhouse
completed information flow procedures for Alracén, Accounting, and the
Computer Center. They also completc' a set of procedures for short-term
cash budgeting.

Several .employees of La Merced mentioned that they had also received
valuable training one-on-cne with ACCI consultants Percy Avran, who
visited the Cooperative for 30 days in June-July 1980; and from Juan
Alvarez, who conducted a two-week mid-term evaluation in November 1980
Avran and Alvarez's visits produced 11 and 27 recommendations respec-
tively, mostly applicable to the Simall Farmer Credit Program'rather
than La Merced Administrotive Fortifi{cation. Throughout the duration
of the OPG, Robert Flick of ACDI/washington made six supervisory visits
to the project totalling SA days. Flick's participation was generally
regarded as very positive by La Mewrced personnel.

We believe the evidence indicates that administrative training activi-
ties during the OPG were fairly active-~in formal seminars, informal
sessions, and one-on-onc contacts.
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RESQURCE CONTRIBUTIONS

1, yisits by Short-Term Consultants

During the OPG period there were 108 days of short-term consultants,
which were distributed as follows:

Dates " Person ‘Days
June 3-~July 3, 1980 Percy Avran 30
November 17-19, 1980 Juan Alvarez 13
Jan.26-Feb.21, 19861 Héctor Acevedo 27
July 26-August 8, 1981 HEctor Acevecdo 14
January 1982 Victor Santander 6
March 1982 Victor Santander S
May 1982 Victor Santander 3
November 1982 (pending) Victor Santander 10

Total 108
2. Visits by ACDI/Washingtop Staf€f

During the OPG period there were 56 days of ACDI/washington staff
supervision, distributed as follows:

Approximate Date Days
January 1980 8
September 1980 7
Fetruary 1981 21
July 1981 7
February 1982 10
November 1982 -]

Total 58

The consultants are of the opinion that ACDI provided La Merced with
short-term technical assistance using qualified professionals, and that
these individuals contributed significantly to the institutional forti-
fication of La Merced.
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CHAPTER ITII,
IMPACT EVALUATION

In this chapter we present the results of the farm—level evaluation of
project impact. The data was gathered by means of a fairly simple ques-
tionnaire which was applied to 251 rural households from 58 different
communities drawn from the four service coverage areas attended by La
Merced within the Department of Santa Cruz. This sample represents 52
percent of the beneficiaries of the Small Farmer Credit Program.

The questionnaire instrument consisted of two parts. The first part,
known as Form A, was designed to detect the characteristics and opinions
of rural households who had received production credit, farm supp’ies,
technical assistance, training, or other services from the Small Farmer
Credit Program. The second part, known as Form B, sought to detect posi- .
tive changes in family income and well-being during the last twelve
months. It covers changes in inceme, savings, employment, purchases of
productive assets, credit access, housing improvements, purchases of
furniture or appliances, domestic services, health status, nutrition,
education, clothing, recreation, and family involvement in the communi-
ty. Forms A and B are presented in Annex F.

The methodology used to conduct the impact evaluation was rather unique.
This was so not because of the survey questionnaire employed but because
the data collectors were themselves small farmers: campesinos interview-

ing other campesinos.

Furthermore, the design of the questionnaire, selection of the sample,
field supervision of interviews, cata tabulation, analysis, and report-
ing of the findings--all was conducted in Bolivia, by Bolivians, with
out the participation of a single U.S. professional. The entire survey
process from beginning to end was corpleted in less than 60 days at a
total cost of under US$5,000. We are extremely proud of this achieve-
ment. This is the secon? time in 1982 that this same type of locally-
controlled methodology has been attempted and proven successful in Bo-
livia. we believe it demonstrates a highly promising approach to lcw-
cost evaluation of rural development projects, and one which enhances
maximum local participation in the evaluation process.



A, PROGRAM SERYICES

1. Beneficiaries Interviewed

A total of 251 rural households were interviewed, Of the respondents,
203 were jgnen and 48 were women, The respondents represented 55 rural
communities, which vere distributed over the four coverage zones of the
Program as follows: (1) Mairana-Pampa Grande--20 communities, 88 fami-
lies; (2) Chané-Pira{~-12 communities, 66 families; (3) Central Zone
(4A and 4B)--9 communities, 45 families; and (4) Villa Busch-San Juan
de Yapacan{--14 communities, 52 households.

Of the families interviewed, 129 (51 percent). had been members of La
Merced for at least five years, while 51 (20 percent) had been members
for less than two years. Such data reflect considerable membership con-
tinuity &5 well as continuing emghasis to attracting new members. The
areas showing greatest incidence of old members were Mairana-Pampa Grande
(65 percent) and Chané-Pira{ (58 percent).

Of the 251 families interviewed, 143 (57 percant) had only one person
enrolled as a member of La Merced. In the Central Zone, however, as
many as 71 percent of all families had two or more members enrolled in
the Cooperative,

2. Membership Characteristics

Of total respondents, 185 (74 percent) stated their principal occupation
was farming and only 7 (3 percent) were ranchers. Of the 59 who claimed
other occupations--principally school teaching, commerce, and drivers

or mechanics--two-thirds claimed agriculture or ranching as a secondary
occupation. Of the 124 respondents who claimed secondary occupations
other than farming or ranching, 34 (27 percent) were merchants, 19 (15
percent were drivers), and 18 (14 percent) were carpenter. "Other" oc-
cupations included teachers, tailors, secretaries, plumers, broom-makers,
health promoters, musicians, and radio repairmen. This occupational di-
versity demonstrates that there exists a wide variety of income and em-
ployment opportunities facing rural residents in addition to farming.
Hence, a credit program "for farmers only" is likely to be of less

value to rural households in general than one which supports rural pro=-
ductive activities in general. Happily, La Merced recognizes and applies
this principle of flexibility.
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With regard to land holdings, 218 families (87 percent) own their own
land. Of these, 43 (20 percent) have less than fiye hectares (ayerage
2,7 has), 33 (15 percent) between five and ten hectares (average 8.3
has.), another 33 between 11-20 hectares (average 17.3 has,), and 109
(50 percent) with more than 20 hectares, Howéver, this overall profile
of land holdings varies considerably from one zone to another. Por ex-
ample, in the Chané-Piraf{ and Villa Busch zones, only 4 and 5 percent
respectively of all respondents own less than five hectares; in con-
trast, 41 percent of all respondents in Mairana-Pampa Grande have less
than 5 hectares and another 19 percent have no land at all,

When only area cultivated is considered, farm sizes plummet throughout
the sample. In this case, 60 percent of all respondents cultivate less
than 5 hectares (average 2.9 has.}, another 29 percent cultivate between
5 and 10 hectares, ané only 24 growers out of 218 (11 pertent) cultivate
more chan ten hectares. When asked how they would describe themselves,
168 out of 251 respondents (67 percent} said they were "small®" farmers
while another 62 (25 percent) called themselves "middle-sized" produ-
cers. Only one respondent considered himself a "large" farmer. These
data suggest that the Small Farmer Credit Program is indeed targeted
fairly effectively on small producers.

With regard to livestock holdings, although only 7 out of 251 respond-
ents consider themselves to be primarily ranchers, livestock raising
remains a very important farm enterprise. Some 50 percent of all res-
pondents raise cattle (average is 14 animals), 53 percent raise pigs
(average is 9 animals), and 68 percent raise chickens (average is 31
fowl). A minority of respondents raise horses and burros (17 percent),
ducks (9 percent), and sheep (8 percent).

3. Production Credit

Of the 251 families interviewed, 232 (92 percent) sald they had received
a production loan from Lz Merced. Of these, 208 (90 percent) said they
had received the loan witnin the last year, 1981-1982, For all respond-
ents receiving loans, the average loan value was $b 25,272 (US$574 at
the 44:1 exchange rate). when asked how the loan proceeds were used,
the most common reply was "agricultural activities®™ (62 percent of all
uses mentioned), followed by "livestock activities™ (12 percent). The
third most common use was for "home improverments" (8 percent), followed
by "commercial activities" and "food purchases" (both 5 percent),”in-
vestments in rachinery and tools" (4 percent), "purchase of furniture

or appliances” (2 percent), "debt payments® (1 percent) and "medical
expenses” (1 percent). The albove distribution of credit uses reflects
very precisely the policy of the Small Farmer Credit Program to lend
approximately 70 percent of its portfolio for agricultural and live-
stock uses, while devoting 30 percent to other rural uses.
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4. efits Receiyed from 4]

Eighteen separate benefits were mentioned by respondents with regard
to loans received from the Small Farmer Credit Program, By far the
most commonly-mentioned benefit (39 percent frequency) was that the
loans allowed farmers to conduct their agricultural activities at the
most opportune time, thereby resulting in increased yields. Another
18 percent considered timely disbursement of loans as the principal
benefit. The third most-important benefit was that it allowed borrow-
ers to improve their. homes (7 percent). Further benefits included the
purchase of food (5 percent), low interest rates relative to local
loan sharks (5 percent), livestock improvements (5 percent), purchase
of land (4 percent), the initiation or expansion of commercial activi-
ties (4 percent), poultry improvements (3 percent), equipment or tool
purchases (1.5 percent), convenient repayment installments (1.5 per-
cent), and loan disbursements made in the community (1 percent). The
remaining benefits included lack of red tape, the ability to purchase
medicine quickly, improved education of children, repayment of old
debts, better prices due to on-farm storage, and an improved standard
of living. :

5. Problems Regarding lLoan Use

Out of 232 respondents who received loans, a surprising 151 (65 percent)
said they had experienced no problem whatsoever in obtaining credit

from La Merced. When pressed for possitle deficiencies, 64 respondents
mentioned a variety-of nine different problems. Df these, 39 were concern-
ed withthe Program's requirement of guarantees and co~signers (garantes).
Eight mentioned poor harvests which resuited in repayment problems.

Others included loan disbursement delay due to lack of sufficient loan
funds, illness that delayed loan repayment, loan’'denial for reasons of
insufficient savings, la¢ck of land documentation, and incomplete loan
request paperwork.

When asked about problems relating to delayed loan repayment, 215 res-
pondents had a reply. Of these, 93 (43 percent) said they always pay

on time while another 53 (25 percent) said they pay before the loan is
due. Of the remaining 68 respondents who had had some kind of repayment
problem, 50 blamed poor harvests, 10 blamed sickness, 6 blamed inade-
quate knowledge of loan requirements, and two said they did not wish to
gell their harvest (to repay the loan) because market prices had fallen
too low.
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5. Recommendations for Improying Credit Seryices -

When asked to make recommendations for improving loan seryices, 28 of
the respondents (1 percent] said that the Cooperative's credit sys-
ten was good the way it is and should not be changed. There were an
additional 323 responses covering 36 separate recommendations. The
most important (mentioned 60 times) was that loan amounts were inade-
quate and needed to be increased. A related suggestion (mentioned 37
times) was that loans Be authorized on a ratio of 1:4 or 1:5 savings
to credit. The next most-important recommendation (mentioned 35 times)
was for the Cooperative to extend loan repayment dates when harvests
are bad. Twenty-two respondents suggested that priority credit service
be given to the oldest or most trustworthy members. A lowering of in-
terest rates was sugges*d by 18 respondents. A 24-month repayment
period for larger loan: .as recommended by 15 respondents., Au equal
number of farmers recom.:nded more intensive training and technical
assistance for -loan recipients. Twelve farmers requested that only

a single garante be required, while 11 respondents requested that the
Cooperative accept land title documentation as the loan guarantee. The
remaining recommencations were supported by fewer than ten respondents.

6. Farm Supplv Service

Out of 251 households interviewed, only 30 (12 percent) stated they
had purchased farm supplies from La Merced. Of these, the majority
purchased these supglies in 1981 rather than 1982. Among 66 responses
to the kinds of supplies purchased, 24 bought fungicides, 18 bought
insecticides, 12 bought fertilizers, and six each bought herbicides
and seed. The principal benefits resulting from input use were the
ability to fumigate crops in time (mentioned 18 times), improvement in
harvested ylelds (mentioned 12 times), and lower supply prices (men-
tioned 8 times. Other benefits included the acquisition of good to-
mato seed (4 cases), learning to use agrochemicals more effectively

(3 cases), obtention of unspecified hybrid seed (2 cases), and the
delivery of inputs in the community (case of Pira{, mentioned twice).
Seen from the viewpoint of the Small Farmer Credit Program as a whole,
the data reveals a major shortfall in service coverage. However, in
those instances were farm supplies were made available by the Coopera=
tive, the results of this service were seen quite positively by its
users.

There were 34 responses to the question of whether the respondent ex-
perienced any problem in the purchase and use.of inputs. Of these, 28
said they had no problem whatsoever. Of the remaining six who experienced
problems, two said the herbicide they bought had no effect on weeds, two
claimed they lacked insufficient instruction in input use, one farmer
claimed the Stam herbicide made his cows sick, and one claimed he bought
bad seed that never germinated.



Eleven different. recommendations (97 responses) were made by rural
bhouseholds to improve the farm supplies seryice, The most important
(by residents in Mairana) was to expand the quantity and yariety of
inputs offered for sale (mentioned 29 times), Eighteen raspondents
requested that farm supply stores be opened in their zone, Pourteen
farmers suggested a lowering in input prices and another 13 requested
more technical guidance in input use by the Program agronomist. Ad-
ditional recommendations included input sales on credit, more consist-
ent input supply to the Mairana store, sales of.vaccines for livestock,
acquisition of more improved seed, exclusive Input sales to Coopera=-
tive members, and continuation of the input delivery service (Piraf).

7. Farmer Training and Technical Assistance

Out of 251 families interviewed, only 59 said they received any train-
ing or technical assistance from La Merced. This coverage rate of one
facner-member out of every four is clearly inadequate from a total pro-
gram perspective, and represents a serious shortfall from the programmed
training targets specified in the project plan.

. But where training and technical assistance was available, it was well~
received by farmers and covered a fair variety of subjects, Of the 59
respondents who received training, 47 (80 percent) said it was techni-
cal assistance while 12 (20 percent) learned about cooperativism. The
most commonly mentioned topics of training were crop cultivation prac-
tices (27 cases), cattle raising and disease control (25 cases), veteri-
nary training in general (21 cases), instruction in the use of insecti-
cides, herbicides, and fungicides (18 casas), soll preparation and manage-
ment (15 cases), animal traction and new tools (13 cases), cooperativism
and credit operation (12 cases), and diverse phamplets about agriculture
and livestock ralsing (23 cases).

Among the benefits of training and technical assistance, 31 respondents
said they learned how to improve their crops, 25 learned how to use

new inputs, 20 learned how to detect and cure diseases in their cattle,
12 learned how their cooperative functions, and 11 leacned how to use
new farming equipment. Other benefits included improved pineapple
production (6 cases), faster loan paperwork preparation (2 cases), im-
proved corn ylelds (2 cases), and improved shelling methods for poa-
nuts, Of the 59 respondents who sald they 'received training, 51 said
they had no problem in obtaining it; the other eight had no reply to the
question.

The most important recommendation for improved technical assistance was
additional training in crop techniques (mentioned 23 times), closely
followed by a request for continued classes in livestock raising (21
cases). Touctteen farmers requested more training in cooperativism, and
13 recommended more frequent visits by the Program agronomist. Nine
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respondents requested more training {n the use of inputs to treat crop
diseases, and an equal nunber suggested more Intense general promotion
by the Cooperative, Other recommendations included rmore training in
chicken~raising (7 cases), more sales of farm inputs (7 cases), the
assignment of a permanent agronomist to Mairana and the Central Zone
(4), continued dellvery of phanplets (3), and new demonstrations of
animal traction (3},

8. Other Sarvices fren the Conperative .

When asked 1{f they had received "other" services frcm the Cooperative,
94 of 251 respondents (37 percent) answered affirmatively. Use of the
Co-op Pharmacy was the most {rportant of these services (mentioned 75
times), followed closely by the Co-op Consurer Store (mentioned 72
times). Twenty-three respondents mentioned receiving health services
from La Merced, theee recef{ved leqgal assistarce, and one received
educa:ional help. The most important benefit associated with such
services was that o!f lower prices (rentioned Y9 times), Considerate
creatment of canmpesino shoppers at the Maltana store vas mentioned .
17 times. Other bLenefits i{ncluded {nexpensive doctor consultations
(15 cases), health irprovement (7 cases), availabllity of products
not enccuntered in other stores (5 canes),

Sixty cight of the 94 rezpondents who recefved other nmervices said

*hey had experlerced no problem. Cf the twenty who mentioned problems,
12 complained of highly flucteating prices {n the farracy and consumer
store, three complained of excessively high prices, arnd four complained
they lived too far away to uxe these services conveniently.

The rost cormonly-rentioned recormendation for service {rproverent was
to expand the nurnber of food products =old at the Pairana atore (56
cages). This waa followed by a suggestion that rharracy prices be low=-
ered (22 causes). Cther recormerdations {ncluded the provision of a
phyaician attending Mairana ard other rural areas (1) cases), stibill=-
zing pricez {n Mairara (13), the opening of a consumer store and phar=-
macy in Harderan, Villa Busch, Puesto Fernande:, and Parmpa Grande

(L2 cases), more courses about cooperativiem (9), rore frequent techni=
cal asalatance by the agronomist (%), and trainirg {n crop rotation

(5 casen), '

'Y
“
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B. CHANGES IN FAMILY INCO'E AND WELL-BEING

l. Annual Income of the Rural Household

Of the 251 rural families interviewed, 227 of them (90 vercent) earn
income frem agriculture, with the average earnings from this source
alone calculated at $b 125,219. One household in four earns income
from livestock, the yearly average amounting to $b 107,235. About 105
families (42 percent) earn income from "business"™ (negocios), with
average earnings of $b 67,841. Finally, there are 67 respondent fami-
lies (27 percent) who earn income from professional occupations, like
school teaching, with the average earnings reaching $b 126,295. Given
these reference points, it is probably safe to estimate the total peso
income of the average project beneficiary at between $b 150,000 and
$b 175,000. These figures cover the 12 months prior to the survey.

While the peso estimate may be fairly accurate, it is almost fruitless
to place a reliable US dollar equivalent to the above amounts. This is
because during 1982, Bolivian currency was nfficially devaluated by

76 percent (from $b25 to $1)44 per dollar), but unofficially the ex-
change rate has soared well beyond $bl0O per dollar, and possibly even
twice that much.

1t {8 also important to emphasize that the composition of total rure’
household income is also quite variable from one program coverage zone
to another. For example, in the Chané-Piraf{ Zone, the agricultural
earnings of the re' ondents interviewed averaged $b 230,487, while in
the Central Zone income from agriculture only averaged $b 68,788,

2, Increase in Income

The absence of an income baseline prior to this study makes the measure~
ment of changes in rural household i{ncome extremely difficult and quite
subjective. The survey therefore attempted to ascertain whether rural
respondents believed their incomes had increased over the last twelve
monthsc, Of the 227 who said they earned agricultural income, 137 (60
percent) caid their earnings from this source increased significantly,
and almost cxactly half estimated the increase to have exceeded $b
50,000, Regarding livestock income, of 62 €amilies listing earnings

from this source, 41 (66 percent) declared significant increases in
income, and almoast 40 percent estimated the increases to exceed $b
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50,000. Similarly, of the 105 households declaring "business" incone,
63 of them (60 percent) claimed significant income increases, while *
48 of 67 households listing professional income (72 percent) alsoc ex~
perienced major growth of income. In general, estimated income jin-
creases as a percentage of total income from each source recorded
growth of 55 percent in agriculture, 16 percent in livestock raising,
25 percent in business activities, and 19 percent in professional in-
come.

Once again, given rampant currency devaluation and domestic inflation,
the importance of these changes--in terms of real improvements in
family purchasing power--can not be reliably calculated. Nor can the
income increases mentioned above be narrowly attributed to the Small
Farmer Credit Program as a direct result of production loans disbursed
to project beneficiaries. However, given the fact of rapid 'price in-
creases for traditional crops of the Santa Cruz region--particularly
rice, tobacco, corn, and sugarcane--and given the strong testimonials
from project beneficiaries that farm loans from La Merced allowed them
to plant on time and increase yields, it can definitely be assumed that
the Cooperative made it possible for many small farmers to capture
significant income benefits during 1982--~from agriculture as well as
non-farm enterprises.

3. Savings

Of the 251 rural families surveyed, 243 (97 percent) listed savings

in La Merced. The average value of savings for these respondents came -
to $b 10,697. Of these same respondents, 169 (67 percent) alsc claimed
to have other cash savings , with an average value of $b 37,596. These
combined estimated savings within and outside the Cooperative total

Sb 48,293,. which represents between one~quarter and one-third of the.
average household income suggested previously.

The composition of savings by production zone varies greatly, as do

the levels of total savings, For example, the average savings invest-
ment in La M ! by residents of Villa Busch came to $blé,221, which
is about twic much as the level of savings contributed by the
average member from Mairana or the Central Zone. Furthermore, 34 per-
cent of total avajilable savings of Villa Busch residents are invested
in La Merced, as ccmpared to 18-20 percent for the other three coverage
zones, This superior performance by Villa Busch in purchasing Coopera-
tive share capital is also reflected in its pattern of borrowing, for
it is the zone with the larqgest average value of loans. This result also
coincides with the fact that Villa Busch is the zone with the largest
percentage of new members in La Merced. The overall picture is one of
great trust of Villa Busch residents in their Cooperative. And as one
ACDI advisor commented in a trip report, Villa Busch is the busiest
field office of the Small Farmer Credit Program.



4. g!!EIO!!!!ent

Of the 251 rural households interviewed, 114 (45 percent) stated that
their family had experienced an increase in remunerated employment.
One hundred of these respondents (88 percent) experienced this increase
in the area of agricultural activity, two (2 percent) in livestock
raising, and 13 (11 percent) in "other™ (off-farm) activities. In nine
cases out of ten it was the male head-of-household who participated

in the additional employment. Increased work for wives and children
came mainly in off-farm activities. The incidence of new employment
cpportunities was highest in the Central Zone (67 percent of all res-
pondents had more work) and was lowest in the Zone of Villa Busch

(38 percent).

The generation of employment benefits, then, is quite clear. What is
less evident is the extent to which production loans from La Merced
contributed directly or indirectly to an expansion of employment. Based
on the opinions of borrowers (A-4, above), 38 percent credited the prin-
ciple loan benefit as an increase in yields resulting from the timely
conduct of loan activities. Such increased productivity would auto-.’
matically cause an increased demand for farm labor, particularly at

the harvest. We believe it is therefore probable that the Small Farmer
Credit Program played a major role in generating the increased employ-
ment benefit.

5. Investments in Productive Capital

No less than 212 of all rural families interviewed (84 percent) indica-
ted they had made some purchase of productive assets during the last
twelve months. The average value of these investments came to $b 29,336,
which represents about 78 percent of the total estimated savings of
beneficiary households ( $b 37,596). This result suggests that among
the rural members of La Merced, what they do not inwvest in Cooperative
share capital is being used for the purchase of productive assets. Of
the 212 households investing in productive assets, the most important
category of assets was tools (30 percent), then animals (23 percent),
then land (20 percent), machinery (16 percent), and “other"™ (11l per-
cent). In terms of the largest percentade of 'all respondents making
investments in productive assets, Mairana was in first place in the
cateqories of machinery, animals, and land/houses. Villa Busch was
highest in the purchase of farmina tool:x.
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6. Other Sources of Credit

Other than La Merced, the sources of financing available to project
beneficiaries are quite limited. The single largest source is that
of private loans received from relatives, friends, or local money-
lenders. Sixty five of all respondents (26 percent) utilized this
source, Pifteen families (6 percent) received credit from another
cooperative institution, 14 (6 percent) from the Bolivian Agricul-
tural Bank, and 15 (6 percent) from other sources. These data demon-
strate that three out of every four rural members of La Merced are
exclusively dependent on the Cooperative as their only source of pro-
duction credit. This, combined with the fact that La Merced is general-
ly viewed as a fast and efficient credit supplier, makes the Coopera-
tive the preferred small farmer lending institution in the Santa Cruz
region.

7. Home Improvements =

Of all respondents, 99 households (39 percent) said they engaged in
home construction or improvements during the last twelve months., A
surpriging 68 families (over two-thirds) engaged in the construction
of a new home, while 27 families improved an existing home and four
families only bought construction materials. The average value of
investments in new home construction came to $b 58,280. The value

of the average improvement to an existing home was $b 16,642. The
incidence of home improvements was highest in the Central Zone (53
percent of all respondents) and lowest in the Zone of Villa Busch

(27 percent). The home improvements indicator is usually an excellent.
indirect measure of the existence of increased family income.

8. Euznihnﬁg and Anpiian:gé

Of all families interviewed, 135 of them (54 percent) said they had’
purchased new furniture or a domestic appliance during the last 12
months. Of these, there were 64 furniture investments with an average
value of $b 8,286, and 71 appliance purchased with an average value
of $b 14,607. Once again, this indicator indirectly confirme the
generation of increased income among rural households participating
in the Small Farmer Credit Program.

9. Domestic Services

Among all respondents, 135 families (54 percent) have installations
of potable water, 119 (47 percent) enjoy electricity, and 97 (39 per-~
cent) have latrines. Water instalations are highest in Mairana and
the Central Zone (77 percent and 66 percent respectively), and lowest
in Villa Busch and Chané-Pira{ (33 and 30 percent respectively). A
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similar pattern exists with regard to electricity, while the pattern
of latrine use is fairly uniform in all coverage zones, The impact
survey failed to establish whether or not existing domestic services
had been installed during the last year or over the th.ee-year period
of the OPG. Nonetheless, this indicator shows that considerable gains
in the provision of domestic services have occurred among project par-
ticipants, Relative to the scarcity of potable water and electricity
prevailing in most rural areas of the Third World, the Santa Cruz re-
glon appears to be a striking exception. Both local community action
and semi-public service promotion agencies appear to be responsible
for this achievement.

10. Food Consumption

Among all respondents, 79 families (31 percent) said that their level
of food consumption had improved during the last ycar. Of these house-
holds, 71 (90 percent) cited increased meat consumption, 62 (78 percent
mentioned increased consumption of vegetables, and 50 (63 percent)

were drinking more milk. Other items that were listel as more abundant
in many family diets were fruit (30 cases), eggs (15 cases) and fish

(9 cases). The highest incidence of improved food consumption came

in Mairana and Villa Busch (both 42 percent of all respondents), while
the area of least perceived nutritional benefit was the Central Zone
(11 percent). '

11. Health

Of all households interviewed, 72 (29 percent) replied that general
family health had improved during the last year. The area of highest
perceived improverment in health was in Villa Busch (55 percent), and
the arca of least improvement was in the Central Zone (15 percent).
Among the reasons given for health improvements, the most-common was
improved nutrition (24 cases), followed by improved medical attention
(15 cases), moving from the country into town (10 cases), lack of
epidemics during the last year (8 cases), travel to Cochabamba and
Sucre for operations (7 cases), better family higiene (6 cases), im-
proved family health-carc knowledge (S cases), and improved income
with which to purchase medicines (5) cases.

In their order of importance, the principal illnesses suffered by res-
pondents during the last year were fevers (23 cases), pneumonia (21
cases), liver allments (19 casesa), diarrhcas (18 cacesn), rheumatiom
(14 cases), stomachaches (14 cases), heart problems (13 cases), tu-
berculosis (12 cases), and anemia (11 casces).
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Among all respondents, 166 families (66 percent) claimed to have re-
ceived professional medical attention during the last year. Of these,
141 (85 percent) were attended by a private physician, eight (5 per-
cent) by a doctor provided by La Merced, and 17 (7 percent) from other
health practitioners.

12. Education and Training

Of all rural families interviewed, 177 (7. percent) had children who
continued in school during the last year. Wren the number of children
studying was measured, 46 families (26 percent) had kept one child {n
school, 49 (28 percent) had kept two children, 40 (23 percent) had kept
three children, and 42 (24 percent) had kept more than three children
in school. These data demonstrate a very high priority placed by rural
households on keeping thelr children in school as long as possible,

a strategy obviously calculated to expand the family's future incone
and employment opportunities, This observation i3 confirmed by the
fact that the incidence of families supporting the continued education
of their children is rather uniform throughout all four coverage areas
of the project (ranging from 68-75 percent), desplte the fact that
some zones (Villa Busch, Chané-Piraf) are less conveniently located
with regard to secondary school facilities than others.

With regard to adult education, only 69 responients (27 percent) said
they had received some kind of training during .he last year. Of these,
40 had received training from the Cooperative, 23 from other sources,
and 6 from both La Merced and others. Overall, the distribution of
adult education opportunities was very uneven from ore zone to another.
No less than 73 percent of all respondents in the Central Zone had
received training. This contrasts with only 23 percent in Chané-Piraf,
16 percent in Malrana, and only 13 percent in Villa Busch.

13, Clothing

In 241 of the 251 households interviewed (96 percent), purchases of new
clothing and or shocs were made during the last 12 months. The average
gombined expenditure was $b 25,520, of which $b 18,021 (71 percent)

was for clothing and $b 7,455 (29 percent) was for shoes.

14. Recreation

Seventy-four houscholds out of all surveyed (29 percent) said that their
families had Incrcased their participation i{n recreational activities
during the last year. The moat common recrnational activity was going

to the movies (43 cases), follaowed by t:ips to town (36 caces), visit-
ing one's community of birth on itn saint's day (20 cases), school
picnics (16 cases), attending noccer qgemes (10 cases), and family
Cieatas (8 casnes).
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15. Community I »adership

Of all rural households interviewed, 96 of them (38 percent) contained a
family member who serves as a community leader. All but 14 leaders were
male heads-of-household. The leadership positions filled by these indi-
viduals, in order of importance, were local cooperative organizations
(18 cases), parent-teacher associations (16), agrarian syndicates (15
cases), municipal posts such as mayor or corregidor (12 cases), public
works committees (11 cases) and ad hoc committees for community develop-
ment projects (14 cases). Other organizations included mothers clubs

(4 cases), sports clubs (3 cases), and religious organizations (3 cases).
The incidénce of local leadership participation among respondents was
highest in Villa Busch (52 percent) and lowest in Mairana (24 percent).

l6. Voluntary Labor Contributions

Respondents were asked i1f they or any member of their family had contribu-
ted any voluntary labor to community development activities during the
last year. Of 251 households interviewed, 232 (92 percent) said they
had contributed some amount of voluntary labor. Among the contributors,
217 were male household heads, 18 were female houschold heads, and one
was a child. Of the 232 contributors of voluntary labor, 103 (44 percent)
gave nore than five days of labor. Voluntary labor contributions were
highest in Chané-Pira{, wkere Bl percent of interviewed houscholds gave
more than five days of work on community projects. Labor contributions
were lowest {n Mairana, where only 28 percent of households gave over
five days of labor. Overall, voluntary labor was most frequently donated
to road construction and maintenance (145 cases), followed by school con-
struction or maintenance (127 cases), collecting cash contributions for
community projects (32 cases), construction of health facilities (23
cases), construction of parks and streets (23 cases), bridge repairs

(22 cases), other public works (19 cases), church work (17 cases), water
supply systems (14 cases), and repalrs to soccer fields (11 cases) ‘

17. Attendance at Conmunity Meetings

Of 251 respondents, 216 (86 percent) sald they attended community meet-
ings. Of these, 62 percent attended more than ten meetings during the
last ycar. The principal types of meetings were discussions of community
buasiness (119 cases), school affaira (56 cases), cooperative business
(51 cascs), public utilities (44 cases), agrarian syndicate business

(30 cases), potable water comnittee buciness (16 cases), meetings of

the Farmers and Ranchers Asnociation (12 cacesn), and meetings by mothers
clubs (11 canes).
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18. Contributions to Other Commupities

Sixty-scven households (27 percent) provided assistance to neighboring
communities or to projects benefiting several communities at the same
time. The most common of such projects involved the construction or re-
pair of roads and bridges (13 cases), followed by voluntary cash contri-
butions (12 cases), school improvements (10 cases), and hospital work

(9 cases).



CHAPTER IV,
THE COOPERATIVE EVALUATION SYSTEM
PROPOSED BY D, A L

As a secondary objective of this evaluation of the ACDI/La Merced OPG,
the consultants were asked to review and, where appropriate, incorpor-
ate the cooperative evaluation system proposed by Development Associates,
Inc.* We did not use this system as carefully as we might have; its
utility for the present evaluation was more as an ex post check-out of
findings against relevant study questions, rot as a guide in developing
our evaluation methodology.

The following chapter is divided into seven sections. The first six
contain brief answers to 86 of 143 suggested study questions which we
found to be reléevant in the DAI system. These sections cover (A) Project
Inputs~-~7 questions; (B) Intervention Strategy--19 questions; (C) Spe-
cific Contant Areas--23 questions; (D} Institutional Purposes--1ll ques-
tions; (E) Beneficlary Purposes--ll questions; and (F) Project Goals--
15 questions., More detailed answers to these questions can be obtained
in Chapter II--Institutional Evaluation, and Chapter III--Impact Evalua-
tion.

We conclude the chapter with a section containing our general comments
on the DAI cooperative evaluation system, reviewing what we believe are
its principal strengths as well as its deficiencies.

* Development Associates, Inc., Evaluating Cooperative Development Pro=-
qjects: A System for Planners, Project Staff, and Evaluators, May 14,
1982, 78 pages.




A. STUDY GUESTIONS RELATING TO INPUTS

BRELIMINARY PLAMNING

1. Was the project plan sufficiently complete to guide project
implementation?

Very much so. The OPG document--and particularly its Logical Framework--
clearly and in great detail specifies (1) persornel requirements; (2)
budget--both external and local contributions; (3) project activities
-=-with deadlines; and (4) evaluation schedule.

2. How detailed was the needs assessment?

Very detailed. In fact, there were two assessments: the first by Flick
and Acevedo, "An Institutional and Financial Analysis of Cooperativa
Multiactiva La Merced, Ltd, (July 31, 1979); the second by Resident
Advisor Steve Wiles, determining status of Farmer Credit Program at

the outset of the OPG. Howeve:, both documents emphasized institutional
aspects of La Merced and therefore program or procedural needs to
strengthen services to small farmers; neither presented a survey of
small farm household.needs. The rural demand and need for credit was
taken as a given.

3. Were the reporting requirements clearly defined?

Yes, The Resldent Advisor was required to prepare quarterly reports
following a format established by ACDI covering (1) Long-Term Techni-
cal Assistance, (2) Short-Term Technical Assistance, (3) Small Farmer
Tralning, (4) Staff Training, (5) Loan Movement, (6) Institutional
Development, (7) Progress Toward Objectives, (8) Delays or Pgoblens,
with Recommendecd Solutions, (9) Activities Planned for Next Period,
and (10) Financial Informatfon on the Cooperative, The consultants
verified five quarterly reports,

4, Were thern any unanticipated events or conditions which had a
major influence on project implementation or reaults?

Yes. Currency devaluation on a drastic scale wiped out most of the ex-
pansion I{n the value of the farmer loan portfolio. Political disturbances
caused {nterruption of training visit by short-term advisor (Management
Specialist).
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RESOURCES

1, Was the number of project personnel adequate, and vere they well-
qualified?

Yes, particularly in.the case of ACDI Resident Advisor and short-term
consultants, All external staff commitments were met or exceeded, Inter-
nal to La Merced, the Small Farmer Credit Program failed to commit ade-
quate human resources to the activity of farmer training. This was an
error of implementation as well as planning.

2. Were project funds, equipment, and suppllies provided at the level
and schedule planned, and were they adequate?

In general, yes. The OPG was completed without amendment of the final sum
budgeted. However, given the drastic currency devaluation of 1982, the
AID donation of US$S176,000 to capitalize the rural lending fund proved

to be inadequate.

3. Was the organizational and technical support adequate from the
Mission, the host country government, host country cooperative
organization?:

In general, yes. The Resident Advisor, in his final report, acknowledges
the support and faith of the USAID Mission. The field visit of USAID
officer Howard Handler {s also noted. USAID cooperated in subsequent
amendments to OPG after one year of experience with project. No explicit
support from Bolivian Government was planned for the project. La Merced
provided most of the resources to which it was committed by the OPG,

and most importantly it surpassed its financial commitment. It did not,
however, contribute the planned level of capitalization for farm supply
stores,

B, STUDY QUEST IO‘JS RELATING TO INTERVENTION STRATEGIES AND THEIR
DIREFT RESULTS

TRAINING

1. How were the needas for trainirg assessed?

In the cage o. farmer training, by types of crops actually grown on

small farms; also, by staff perceptions of what rural households might
need to know in order to properly use agricultural credit from La Merced,
Training nceds of La Merced staff (for administrative fortification) were
determined via personal {ntervicws and nceds assessment by external con-

sultantsa.
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2, How was the training program organized?
\

Training of small farmers was carried out by a variety of mediums~
radio programs, phamplets, field days, and particularly meetings or
"charlas" held in rural communities in the evenings. Scheduling was
concentrated in only a few communities for the charlas due to manpower
constraints, Training of Credit Program staff mainly conducted via cne-
on-one informal contacts between Resident Advisor and employees. Adminis-
trative training conducted by a combination of formal seminars and in-
for.aal on-the-job training. In general, staff training was fairly in-
tensive and quite effective; however, farmer training was inadequate
in coverage and ineffective in results,

3. What were the qualifications of the tralners?

Resident Advisor and short-term ACDI consultants were highly qualified
professionals. Acevedo and Alvarez, as well as Price Waterhouse con-
sultants, were all native Spanish speakers. Wiles and Flick were fluent
in Spanish. Wiles' experience in rural credit was outstanding.

4. Who received the training?

Farmer training~-some 1,200 persons in three years., Credit Program--
some seven employees. La Merced--aprox. ten senior staff, 20 junior

staff, Note: Farmer-trainees included members and non-members, which
served to dissipate training benefit,

5. To what extent did training reflect participant needs?

Although coverage was limited, with very little follow-up except in 3-4
communities, content was of high interest to farmers. Content areas re-
flect crops they grow, training methodology practical.

6. To what extent were information and/or skills learned?

Unknown. Follow-up evaluation of training effectiveneas not conducted.
However, impact evaluation shows strong Interest on the part of small
farmers for more intensive training and technical assistance.

7. Did traineces utilize what they learned?

In cage of small farmers, unknown. In case of Farmer Credit Program, most
of the training content eventually found its way into daily use and was
formalized in regqulations and procedures. To a lesser extent, same {s
true regarding La Merced employees trained in administrative fortifica-
tion.
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8, Were there nmultiplier effects from training?

Very few. The small farmer training program did not develop a training-
by-trainees approach, Use of farmer-paratechnicians for this activity
iz recomnended.

TECHNICAL ASSISTANCE

1, How were the needs for technical assistance assessed?

These were,determined by a general institutional and financial analysis
of La Merced. The Cooperative, previous to the project, had already ini-
tiated a process, of administrative reform and reorganization. ACDI was
formally invited by La Merced to diagnose deficlencies and recommend
solutions.

2, How were the providers of technical assistance identifiecd?

Unknown. We assume ACDI has a resuné file and directory of professionals
qualified to be consultants,

3. How many persons recelved assistance?

Exact number unknown due to abundance of informal training contacts.
We estimate 24 individuals, including senior staff and Cooperative
directors,

4. Was technical assistance appropriate to reciplent needs?

Very much so. Review of reports by short-term consultants reveals many

. useful and important recommendations. Some of these have been adopted

by La Merced, many are still pending, and on others a compromise has been
worked out,

S. What changes {n operations have resulted from the assistance?

Small Farmer Credit Program has expanded coverage, loan portfolio, loan
size, slashed delinquency, recovered over US$16,000 in unrecoverable
debts. In areca of administrative consolidation, Cooperative has been de-
partmentalized, decentralized budgeti{ng and accounting now oporational,
modest progress made in decentralization of decision-making authority.
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CARITAL ASOIITANCE

1, What analyses vere performed to ldentify needs for capital
assistance?

Financial analysis conducted by Acevedo; alsn projections of rural cre-
dit demand based on existing portfolio, growth in savings and membership,

2. In what ways was capital assiatance I{ntended to i{improve co-
operative operations and/or facllitate scrvices to members?

Resources were Intended to (1) {ncrease number of members recelving
loans, (2) increase loan size to meet member p.oduction needs, (3) allow
users to Increase {ncome via productive Investments,

3. How was allocation of funds made to meet various nceds?

No multi{ple allocation by needs, Instead, there was a si{ngle need--capi-
talizatiorn of loan funds--which was Increased by US5%176,000, to be dis-
bursed over a threec-year perfod,

4, Waa the capital assistance provided when needed?

Yes.,

S. Was the capltal used for the I(ntended purpose?

Yes,

6. In what ways did the capital effect the operations of the
cooperative?

Loan portfolio, number of loana, and average loan value all {ncreased.
However, real gains were modest due to drastic devaluation of Dolivian
currency ard high local {nflatfon, wvhich served to neutrallize benefits
of reaource oxpansion,



C. STUDY QUESTIONS FOR SPECIFIC CONTENT AREAS

RLECTRIFICATION/ENERGY
Not applicable to this evaluation.

HOUSING
Not applicable to thig evaluation.

AGRICULTURAL NARKETING

The OPG project did not have a marketing component. However, in the
opinion of the consultants, the project should have had a marketing
component. We believe it is a disservice to provide small farmers

with credit for yleld-increasing inputs without also making arrange-
ments for assisting farmers to market their higher levels of product-
ion., The long history of agricultural credit programs is generally a
negative one. It has been 'ikened to playing "Russian Roulette" with
small farmers. This Is pr. 'sely because marketing components are left
out of most rural credit programs.

To its credit, La Merced did not tie credit uce to the obligatory appli-
cation of yield-incrcasing modern inputs. Modern input use was left
optional to the borrower. Again, in the absence of marketing services,
such flexibility is appropriate.

Nonetheless, for the future we believe that if La Merced truly seeks

to provide small farmers with services that are vital to their income
and well-being, then the Cooperative must study the possibility of
creating a marketing program. This could offer many potential benefits:
(1) a new source of income for La Merced; (<) an additional form of
rural loan recovery;s (3) establishing a functional linkage between
rural co-op rerbers who grow food, and urban co-op members who consume
food; (4) up-grade Mairana and other rural stores into produce collect~
ion, atorage, and grading centers; (5) assure two-way loads for co-op
trangport--carrying consumer goods and supplies to rural stores, and
carrying return loads of produce; and (6) introducing crop diversifica-
tion and programmed planting/harvesting to facilitate high prices to
producers. -

We recommend La Morced request asoistance from ACDI to study the feasi-
bility of a marketing program, and 1{f demonstrated promising, to prepare
an OPG to suppor. a marketing initiative.
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AGRICULTURAL SUPPLY
1, How was demand for joint purchase determnined?

Unknown. We are unaware that a formal derand. study or survey was under-
taken by ACDI consultants, Instead, farm supply stores were assumed to

be a valuable service to farmers, It was decided to begin one store each
year in a new area, allowing the.proje:t to learn from its own experience
and correct its mistakes as the project advanced.

2. How and what resources were mobilized to provide farmers with
~ needed inputs?

Under the OPG, La Me:zced commited itself to provide US$175,000 in opera-
ting capital, equipment, and salaries to each store. Purchase of supplies
was to be strictly on a cash basis. Currency devaluation resulted in
foreign exchange shortages which virtually eliminated possibilities of
bulk procurement of imported farm supplies. As a result, the rural store
concept gradually abandoned farm supply sales in favor of consumer goods,
educational supplies, ard farmaceutical products--items also of vital
interest to rural households.

3. How were sources of goods, services, and equipment identified?
Unknown.
4, How timely and cost-effective was the supply process?

Under its revised formulation as a rural store for consumer goods, the
Mairana operation proved dramatically profitable, earning average net in-
come in excess of USS1l,C00 per month. Of those households interviewed

who used the store, large majority identified its low prices and its
convenience as its principal benefits, '"flla Busch store was not cost-
effective. Chané store was never begun.

5. What were terms of payment, repayment, and delinquency rates?

No credit for consumer goods--a cash arnd carry operation. For overall

agricultural credit, over 75 parceni of all loans on short-term basis,

repayable within 12 months at interest rates that grew from 18 to 32 per-

cent over project period. Loan delinquency rate dropped from 72 to 8
percent (by number of loans), and from 32 to 1l percent by value,

6. Were the supplies used ar intended?
Unknown. It is assumed that borrowers used credit to purchase supplies

that they already knew how to use, using traditional techniques. Project's
farmer training insufficlent to cause important i{mpact in {mput use.



1, Was the need for credit recognized by apptoprinte groups?

Yes. Project was specifically !bcused on credit £or small fa:mers-—
growers who do not qualify for loans from principal institutional lend-
ers,

2. Were reliable and adequate sources of credit identified?

Yes. Sources were AID and La Merced. AID disbursements made in full,

La Merced commitment was exceeded by 16 percent. Thus, both were re-
liable. However, increase in loan portfolio turned out to be inadequate
due to drastic local currency devaluation, resulting ultimately in the
need for credit rationing.

J. Was the management of credit resources competent and honest?

A strung yes on both counts. Over project period the performance of

the Small Farmer Credit Program improved remarkably. Program procedures
have now been institutionalized (procedures manual), planed on a routine
‘basis.

. 4. What were the lending policlies and financial conditions?

Interest rates increased from 1.8 to 36 percent due to currency devalua-
tion and local inflation. Over 75 percent of loans short-term, 70 per-
cent for agricultural and livestock investment, 30 percent for other
rural productive investment. Collection proc»dures very tight, including
classification of overdues and farm-level pschological intimidation of
delinquents with known repayment capacity.

5. Who received credit and in what amounts?

Of total rural borrowers, 24% with arca cultivated of 1-2 hectares, 36
percent with 3-5 hectares, 29 percent percent with 5-10 has., and 1l per~
cent with over 10 hectares. Regarding loan amount, 64 percent of all
borrowers received between 5,000 and 30,000 pesos (US$200-1,200), 17
percent received more than 30,000 pesos, and 19 percent received less
than 5,000 pesoan.

6. What effectn did credit have on farm finance?

Primaty effect appears to be equity Increases. Lack of a previous base-
line study prevents analysis of changes in equity, land ownership, land
rental.



7, Are subsidies, if any, clearly defined as to purpose and
method of use? '

A declining administrative subsidy by La Merced to the Small Farmer
Credit Program has been observed. No separate accounting for subsidy
capital, or formal application for subsidy, is practiced. Exact amount
of subsidy is not.known. Sources are mainly salaries, transportation,
and office space provided by La Merced.

8. Are appropriate concepts of credit built into the credit,
program?

Yes. Positive concepts inclucde (1) loan amount linked to member savings
and number of previous loans repaid-in-full, (2) repayment scheduling
to coincide with harvest prriod, (3) credit disbursement to coincide
with crop schedule, ( crc.it preparer and collecter are same indi-
vidual,

AGRICULTURAL PRODUCTION

1. To what extent did a clearly profitable production technology
exist?

Credit Program researched and established profitable farm plans for
tomatoes, potatoes, rice, corn, beans, soya, and several livestock enter-
prises. These model budgetls guided loan preparation by credit agents. It
18 not clear the extent to which model budgets wece annually revised to
account for inflation and currency devaluation (which effected use of
imported inputs).

2. To what extent was the technology adaptable to local condi-
tions?

Credit Program allowed borrowers to employ tested traditional farming
methods. Keynote of the Prcgram was flexibility--permitting complete
production decision-making autonomy to farmer-borrowers--combined with
very disciplined loan collection and supervision.

3. To what extent could farmers benefit from the new technology?
Unknown. Also unknown is the extent to which new technology was actual-
ly available to farmers. No baseline or follow-up net income summaries
conducted to establish cost-beneflt,

4. What is the level of awarcress of new technology among tarmers?

Unknown, It is acaumed that awarecness of technology introduced by the
project is low, because education and axtension effort was limited to a
small fraction of total rural communities and farmer-members.



5, To.what extent did farmers need new knowledge and skills to
1mplement new technology?

Unknown, Eowever, use of modernized farming practices generally higher
in the Santa Cruz region than elsewhere in Bolivia.

6. Bow was such knowledge or skills imparted to farmers?

Main communication vehicle was group lecture (charla), sometimes accompanied
with field. demonstration methods.

7. To what extent did farmers accept the new technology?
Unknown. See questions 3 and 4, above.

8. What were the effects of the technology on production levels?
Unknown. No pre-project baseline was established. Important economic
and social benefits have been documented among farmers who received loans
from the Program, but it is impossible to determine at this juncture

whether income gains were generated by improved or traditional technology.

9. To what extent was there a change in the nature of crops
raised?

No signif’ -nt changes detected.

NON-AGRICULTURAL CREDIT

Approximately 30 percent of ali Small Farmer Credit Program loan port-
folio went to non-agricultural rural loans, However, these were not
specifically studied or evaluated separately from agricultural loans.
For this reason we will not address the questions listed b- "AI for
this section.

HANDICRAFTS AND SMALL INDUSTRY

Not specifically relevant to this evaluation.



D, STUDY QUESTIONS RELATING TO INSTITUTIONAL PURPOSES
REVELOP NEW COOPERATIVES |
Not relevant to this éroject
STRENCTHEN EXISTING COOPERATIVE(S)
1., Was thére a continuing need for the cooperative orqgnization?

Yes, particularly in the rural sector. Une out of every ten co-op mem-
bers is a farmer or depends on agriculture as a seconda.y occupation.

Amonc these producers, less than five percent have access to institu-

tional sources of agricultural credit such as the Agricultural Bank of
Bolivia,

2. Were there appropriate resources for continuing operations?

Definitely. La Merced is the largest cooperative in Bolivia. It has a
staff of 83 employees, seven basic services, member ghare capital of
§b 29,3 million pesos (US$666,000), and enjoys reasonable solvency,

3. Did the organization function according to cooperative
principles?

Yes, on all accounts or indicators sugygested by DAI,

4. Bow many members were there? What was the economic condition
of members?

La Merced has about 42,500 nmembers, of which just about 4,000 are far-
mers. This evaluation made no attempt to establish a profile of {ncone
or social characteristics for membership in general, only farmer-ram—
bers. We estimate the income of the average farm family at US$1, 600

or about US$275 per capita, of which 20 percent is from non-agricultural
sources. The average family has US$107 in co-op savings. About 40 per-
cont conducted a houasing improvement in the last year, and 2.-28 per-~
cent purchased furniture or appliances Zor their home during that time.
Regarding services, 54 percent have potable water, 47 percent have elec-
tricity, and 39 percent have latrines. Some 59 percent claimed access

to the services of a physician during the last year, 12 percent claim
recent {mprovements {n family hcalth, and 31 state thecre have been im-
provements in farily nutrition in the lant 12 months,
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5, Was the cooperative legally constituted?

Yes,
6. How were member administrative groups involved?

Cooperative suffered from over-centralized decision-making structure
wvhich resulted in excessive control by Executive Director, underutili-
zation of senior staff and directors

7..How actively did members participate in the cooperative?

This was not addressed by the evaluation. More active member participa-
tion was not a concern of the project.

8. How were cooperative employees involved?

At project outset, minimal decision-making by department heads. All but
routine decisions referred to Executive Director. Administrative bottle-
neck had been created by over-dependence on Executive Director and under-
dependence on cenior staff,

9. What was the volume of cooperative activity?

Not addressed by this evaluvation, except for Small Farmer Credit Program,
The latter had a loan portfolio of $b 2.9 million (US$116,000), 502 bor-

rowers, and delinquency of 70 percent,

10, What was the economic viabi{lity of the cooperative organiza-
ion?

Strong, but with growing wecaknesaes. It displayed solid growth of member

savingn and reanonably good financial autonomy--i.c., member savi{ngs were
18 percent of total assets. However, debt burden of cooperative was grow=-
fng twice ag fant as asseta, but oti{ll within safe limits,

11, Did the cooperative {ncreace the level of community self-re-
li{ance rather than dependence on government inntitutions to
meet neads?

Unqueationably. La Merced more than doubled {tc own contributions to the
Enall Farmer Credit Program and ultimately more than matched dollar-for-
dollar the contribution by AID., Over the project period, local currency
increoanes {n rural savings recached 22) parcent. La Merced accomplished
thin fecat at a time whon the Bolivian economy was {n a ntate of noear-
collapoe and when government programs dizectad at the rural rector had
been draatically reduced.
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This was not among the objectives of the project,

E, STUDY QUESTIONS RELATING TO BENEFICIARY PURPOSES

RESOURCES, SERVICES, OR TECHNOLOGIES PROVIDED TO BENEFICIARIES

1, what specific benefits were expected to acrue to beneficlarles
based on membership or contact with the local cooperative?

The project only mentions an increase in the Income level and standard
of living of farmer-members of the cooperative. Types of benefits or
incone growth targets were not specifled.

2. Were potential beneficlaries involved {n determining the
nature of the resources, services, or technologles provided?

Yes and no. The praject was designed to improve an on-g9oing program, the
Small Farmer Credit Program. There i3 no evidence that bereficiaries
were consulted about how this improvement was to be implemented. However,
{nsofar as co~.op members had to originally approve the Program in the
first place--in General Assembly--it can be said that the bencficiaries
were at least minimally {nvolved in its establishment.

3. Were the rosources, services, or technologies to be provided
compatible with the soclo-cultural environment?

Yea. Flexibility {n {mplementation, leaving consi{derable loan-use dias-
crotion to tho borrower, assured this compatibility. The Program best
suits the nereds of permanently-cettled farmera. Many potential small
farmer benceficiaries have been excluled from the Program tecause they
are highly nomadic coloniats.

4. Were the potential bencficlaries Informed of the resources,
nervices, or technologies which are to be provided?

Yes, but not adequately. The Program has used local radio programs, the
cooperative newspaper, phamplets, and "charlas” to inform the membership
of the anticipated banefitas. Nowever, the Progran did not institute an
obligatory education activity prior to each borrower recelving their
loan. Although thls might pot bLe prac*ical anyway, the fact remains that
education of co-op borrowers was less than adequate.



5, What vere the nature and amounts of resources, services, or tech-
nology made available to beneficiaries?

In farm credit, the average beneficiary received two or more loans dur-
ing the project period, based on a ratio of about 1:2 or 1:3 on the
level of his savings, The average loan value increased from $b 5,850
to $b 23,240 over the project period. One farmer-borrower out of every
ten bought inputs from his Cooperative, One farmer-borrower of every
three purchased consumer ‘or pharmacy products from a Cooperative store.
One farmer-borrower out of every four received a "charla” or some kind
of technical assistance from the P--qram over the life of the OPG.

JﬂﬂEBﬂEEEh_SEB!I9ESL_IEQHEQLQ§X_QEEQ_BX_HENEEICIABIES.
1. What were the nature and amounts of resources, services,
or technology used by beneficiaries?

Of 251 rural households interviewed {(all La Merced members), 232 (92 per-
cent) had recaeived at least one loan during the project period., For in-
puts, consumer goods, and technical assistance services, see 5 above.

2. What was the nature of the beneficlary group receiving re-
sources, services, or technology? Were the poor and women
included?

Yes. Over 75 percent of borrowers were small farmers, with less than 20
hectares in total holdings. Some 60 percent of all Lorrowers cultivated
less than five hectares. It is unknown how many of the borrowers were
women. Approximately one out of every three borrowers held a leadership
position in his/her respective community. Average income of borrowing
family {s US$1,600,

J. Which cooperative services were considered moat ugsoful by
the beneficlaries?

Farm credit, Some 62 percent of all borrowers indicated that loan dis~-
busenment wan aqile and helped them to conduct farming tasks opportunely.
The second most useful nervice wac the connumar store, highly reqarded
for {te converlence and low prices. For detalls, cce impact evaluation.

4. To v'at extent were cooperative-provided servicea, recrources,
or techmlogicr used for their i{intended purpone?

Unknown. It is asaumed, however, that appropriate use wan high because
of high repayment rates, high incidence of declared benefite from loan



5. To.what degree were cooperative-provided resources used to
expand business opportunities.

Roughly 30 percent of total rural loan portfolio was allocated to non=
agricultural investments, In addition to those, about 5 percent of bor-
rowers also invested in "commercial activities?, and the impact evalua-
tion shows that no less than 42 percent of all borrowers list commercial
activities or "negocios® as a major source of family income. An exact
count of such businesses, by.type, was not conducted.

6. What were the results of unintended uses of resources, ser=-
vices, or technologlies?

None have become apparent to this evaluation.

F. STUDY QUESTIONS RELATING TO GOALS

RENEFICIARY SOCIAL IMPACTS

1. Did beneficiaries increase their level of political partici-
pation in their society?

Por lack of baseline study, measurement of increased participation was
not possible., However, it was documented in the impact evaluation that

38 percent of all borrowers hold a community leadership reaponsibility
Also, 92 purcent of families interviewed participated in community volun=-
tary work during the last year, with more than 80 percent of them giving
more than a week of voluntary labor. Some 86 percent of all respondents
attended community reetings during the last year, half of them attend-
ing more than 10 mectings.,

2. Did beneficlaries of the project gain personal/social skills?

It can be assumed that about 25 percent of project beneficlaries--those
reached by “charlas” or technical asaistance--improved their leovel of
skills. In the impact evaluation, rural houscholds expressed a strong de-
sire for more frequent technical ansistance.

3. Did benaficiaries gain additional health and sanitation
servicen?

Yes., Of familles interviewed, 12 cited improved health during the last
year, Fifty-nine percent claimed accens to a physician, 54 percent have
potable water, and 19 percent have latrinens,
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4, Did the health status of beneficlaries improve?
Yes. See 3 above,

5. Did beneficiaries increase their level of social integration
with the society.

Unknown, but presumed positive.

FICIARY ON

1. How did the project influence the economic circumstances of
beneficiaries?

Clear causality between the project and the impact can not be demonstra-
ted. However, 61 percent of all families interviewed cited an increase
in family income during the last year. Almost 80 percent of these house-
holds estimated the increase to exceed $b 20,000 (US$200).

2, Did the project lead to greater personal productivity?

Yes. Some 45 percent of all respondents indicated an increase in their
level of employment during the last year, while 84 percent indicated
the purchase of productive capital such as machinery, tools, or land—
which we may assume contributed to productivity enhancement.

e :
3. Did the project lead to diversification or new types of pro-
duction?

Unknown.

4. Did'tho project lead to increased employment opportunities?

Yes. Sce 2 above,

5. Were their differential impacts among diffcrent types of
beneficiari{es? Were the circumstances of the poor and of
women improved?

8ince the project wan targeted cpecifically on small farmers, {t can

be stated that tholr circumstancen have been {mproved and that thae

types of improvements ure documented. To what extent womoen benofitted
relat{ve to men, or the aslightly larqger farmers relative to the amallest,
is not known,
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STRUCTURAL IMPACTS

1, Did the project lead to a shift in income distribution favor=-
ing the poor?

For lack of a baseline, this question can not be documented. It can be

presuned that positive impacts generated by the project have helped to

promote an improved income distributlion among farmer-members of La Mer-
ced relative to non-members,

2, Did the project lead to increased services to the poor as a
group?

Apparently not, or at least not yet. The project did lead to increased
services for poor farmers who are members of the Cooperative.

3. Did the nroject lead to cooperative organizations gaining a
greater share of economic markets?

Probably not. No marketing effort-—other than consumer goods--was attempt—
ed by the project.

4. Did the project lead to an increased role by women in economic
and political decision-making?

Unknown. This question was not evaluated.

S. Were disincentives created in other sectors of the economy.
None are apparent, even at the level of the local etonomy. To the con-
trary, it may be assumed that given the shrinkage of government agricul-
tural credit, La Merced has bccome the largest supplier of farm credit {n

the Santa Cruz arca--and certainly the lender of praference--for amall
farmers.

G. GENERAL CCMMENTS ON THE D,A.I, COQPERATIVE EVALLATICH SYSTEM

1. Strenqths of the Synten

Overall, the syutem developed by Davelopient Associates Inc, to evaluate

cooperative development projects ham many strengths, oven though the pre-
sent evaluation may not have taken advantage of them. It is a falrly com-
prehensive quide to both thae project planner as well as the evaluator. It
is general enough to fit a broad spectrum of cooperative projects of many
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different types located in yery different settings, yet it is specific
enough to guide. the formulation of yery detailed questions abcut pro-

ject design or perfocmance. Among the systex's most salient strengths

are the following:

INTEGRATION WITH THE LOGICAL FRAMEWORK METHODOLOGY: The DAI system is
based on the formulation of a detailed Logical Framework, which itself
is a powerful planning and evaluation tool. This integration allows the
DAI system to easily fit into on-going planning/evaluation approaches,
particularly those employad by the Agency for International Development,
its many consultants and sponsored institutions.

[
THE CO-EQUAL EMPHASIS ON PLANNING AS WELL AS EVALUATION: The DAl system
is not just for evaluating completed projects. Possibly its best appli-
cation is in gquiding project planners to design a coherent, logical,
and effective cooperative development strategy in the first place. And
even before project design itself is begun, the DAI system offers a
very complete check-l1ist of ractors for conducting needs assessments
and i{nstitutional analysis on which to base a project initiative.

THE STUDY QUESTIONS: With due allowance for overlap and repitition
between sections, the study questions suggested by DAI are gunerally

very useful. Excluding the non-applicable sections (noted above), there
sere fewer than a half-dozen questions which we found did not apply to
the OPG project evaluated in this report. Not only are most of the quest-
ions applicable, but they are important ones as well.

2. Deficlencies of the System

INCOMPLETE INDICATORS: The DAI system's usefulness ls constrained by
fts so-called "indicators™., As prescnted, these are not indicators at
all but rather lists of variables. To truly "indicate®™ something, the
indicator must cstablish some kind of norm or criteria that allows one
to distinquish betwecen adequate or inadequate performance. Expressed
differently, for the variable to be converted into a true Indicator it
must be accompanicd by a meagurcable quantity or range of quantities -
that allows the rlanner or the evaluator to reach a declsion as to
*good® versus "bad", "adequate” versus "inadequate”, "high" versus
®lov", "advisable" versus "mistaken®, "neceasary” versus "unnoccessary”.

It {0 certainly cany to understand why DAI left out the specification

of criteria, enpeclally nunerical onca, because this would have jcopardi-
zod the application of their syotem to a wide range of projecta. Indeed,
ona might arque that specifying criteria for {ndicatora can only be done
on a project-by-project basias, Dut in leaving out criteris, DAI hao
greatly diluted the vsefulness of ita eyntenm.,



LACK OP STUDY QUESTION PRIORITIZATION: In our opinion, the DAI asystenm
leaves too much discretion and flexibility to the user. In effect, it
tells the reader: "Use only those questions you think are applicable’
to your project,” Such freedom ls clearly appropriate for Section 3-=~
Content Specific Questionz--but elsewhere it opens the door to the
danger o complete abandonment of the methodology {tself, What iz to
keep the planner or evaluator from saying all the DAI questions are
irrelevant?

We believe DAI chould hazard a prioritization of the study questions.
The user should have some guidance as to what are the most critically
important questions, and which are the nice-to-have-1f-time-permits
questions. To assure comparabfility of data or general conclusions across
different projects and countries, some minimum set of questiona must be
addressed. The DAI aystem presents 143 separate study questions, of
which 60 are content-specific. Each question requires a given data col-
lection effort which has attendant expens»s in terms of time and money.
Perhaps the questions should be graded aa to their complexity in gather-—
ing data to answer them. For example, quest!ons that can only be ana-
wered through a farmer survey are much harder to addresa than those
requiring a review of avallable accounting records. In sum, these mat-
ters of priority and complexity can be very {mportant in the planning
and budgeting of cooperative evaluations.

In {ts effort to be broadly applicable and flexibly applied, the DAIX
mathodology 13 in danger of becoming tco much of a shopplng liat, and
not enough of a guide,

INADEQUATE GUIDANCE ON COLLECTING DIFFERENT KINDS OF LATA:; The DAI
system lists data sourcas for answering ecach study question. Some of
theae listings are trivial in thelr gencrality--for exarnple, "farmer
gurveys”®, "government records”®, ®"accounting records®. The methodology
could be made more useful {f the document were to cite rmore examples

of how and where within cach source the deaifred data can be found. The
appendixed "Evaluation System for ACDI/Monduras Reglonal Jervice Co-
operatives® reprezenta a step {n the right directfon, but much nore
guidance i3 at{)l needed. It would neem that the DAl methodology was
written on the assumption that its readers would already know how to
design thelir own survey queationnaires, summary sheata, and other data
collection inatruments. Even among professlonals, and even acong those
with prior experlence {n planning and evaluation, very few would be able
to £111 the gaps left by the DAI guidance with regard to data gathering
methodology.



AN EVALUATION SYSTEM DEPENDENT ON U,S, PROFESSIONALS AND A,I,D,
PINANCING: The content of the DAI document--particularly Chapter VII-+
Clearly suggests an eyaluation process controlled by U,S, profession=-
als and financed.by AID, A process flowchezrt on page 31 recomnends
that all planning and design tasks for the evaluation tak: place in
the U.S, The recommended composition of the "evaluation team" (pages
33-4) contains four presumably U.S., professionals including (1) a

team leader, (2) economist, (3] social/cultural analyst, and (4) a
cooperative .pecialist, Almost as an afterthought, it is mentioned
that it may be useful to also contract 1-2 local (host-country) special-
ists,

Unfortunate but true, an evaluation prccess dependent on U.S. profes-
sionals makes the DAI system just »‘out the most expensive option
available. Once their salaries, overhead, perdiem, travel, and other
expenses are totalled, the costs of an evaluation~by-Americans are
usually too great to be afforded more than once or twice in the life

of most cooperative projects, and only then if AID or another external
funding source pays the tab. Most cooperative organizations or govern-
ment promotion agencies in the Third World simply can not afford--using
their own funds--to hire Americans to do their evaluations.

Therefore, in our opinion the evaluation process guidancc provided by
DAI goes in exactly the wrong direction., What is most needed are sug-
gestions for making ccoperative cvaluations less expensive, less de-
pendent on U,S. professionals., Furthekmore, e believe the best -use
of American technical assistance is made when these specialists trans-
fer their skills to host-country counterparts, and when maximum use is
made of available host-country resources and expertise,

Very simply, a. long ¢. the DAI methodology remains an expensive, AID-
financed system, it will never be widely replicable or frequently ap-
plied. The ultimate test of the evaluation system's true merit will be
best measured by whether or not it can be read, understood, implemented,
and improved by Third World cooperative personnel--with little or no
extoernal assistance,



ANNEX A.
PERSONE CONTACTED

USAID/Bolivia

Roberto Leon de Viwero, Head, Div. Dewelomment, Planning, and Evaluation
Robert Thurston, Head, Office oxr Rural Develomment
Gary Bayer, Office of Rural Development

ACDI
Robert Flick, Project Monitor, ACDI,Washington
Stephen D, Wiles, Resident Advisor in Bolivia

Cooperativa La Merced
[ 4
*Adalberto Terceros Banzer, Director Ejecut{vo and President Admin. Council
Wilfredo Barba Veldsquez, Internal Auditor
Gilberto Arez Hoffer, Fresident, Vigilance Council
*Lufs Soria Melgar, Director, Seccidn Prestanos Campesinos
Aida Mendoza Cabrera, Seccretary
*P{to Villca Soleto, Agronamist
*walter Artecaga K., Loan Assistant
*Hi{ldeberto Bazdn S., Field Office, Mairana
Kuniko Sasamoto M., Field Officer, Yapacan{
Justina Mundez Vaca, Fileld Office, Mortero
*Crisostomo Santivaftez, Field Officer, Villa Busch
Betty H. de Eazan, Operator of Malrana Store
Gwercindo Alvarez Aguilera, Director, Seccidén Computacidn
Jorge Elfas Taborga, Director, Seccidn Contabilidad
Nora Valencia Guerra, Secretary, Exccutive Director's Office
Jorge Kinn Monasterio, Sub-Director, Seccidn Computacidn
Luciano Sanabria Soruco, Director of Personnel
Alfredo Montero Céspedes, Director, Seccidn Cobranzas
Victor Ortega Chdwz, Director, Scccidn Prestamos Urbanos

8nall Fammers

The names of 251 families contacted for the survey are contained in
the companion document, Resumen de Analisis e Interpretacidn de Datos

* = Persons who accanpanied the evaluators and intervicewers durim
their field visits.



ANNEX B.
DOCUMENTOS REVISADOS Y VERIPICADOS DEL PROYSCTO CAMDESIRO

DIKECCron .
BIERSGICN EJEcuTIva Oficina Bre Iuis Soria M. Jefe Seccién Préstamos Campesimos

- Institucional and Financial Analysis
Cooperativa Multiactiva "la Merced Ltda.™
Prepared by: Hector Acevedo and Robert Plick, Consultantg for
Consortium for International Developmer*. (CID) :
Date: July 31, 1.979

= ACDI 1.979 "A"
« ACDI 1,979 "B"
- Analisis Econémico del Crédito de una comunidad campesina: "la Enconada"

= BEncuesta sobre Créditos Agricoias en Cooperativas
Informe para los socios de "La Merced Ltda." - Yapacani
Por: Jaime Bravo 8. = y Gerwan Rivera ¥ -
Fundacion Integral de Desarrollo (FIDE3)

=~ Cooperativa Multiucﬁtiva "ILa Merced Ltda." ANEXOS

~ Operational Program Grant Proposal
Ia lerced Szall Parmer Credit Project
CFG # 511 - 0533
Date of Proposal: August 23, 1.979, Date Approved: August 29, 1.979

- Proyecto ACDI/AID 23-8-T79

~ Cooperatiya do fines Kultiples "La Merced Ltda." Eastados Financieroa
al 31 de “iciemdre de 1.979, 1.980, y 1,981 Moreno "Mufioa y Cia (Asociados con Price
W:terhouse).

= Enteban Wiles 1,980
- ACDI 1,980 "D"

~ Ia Kerced Small Farzer Credit Project
Informe del trabajo
de junio 8, 1980 a Julio 1, 1.980
Por: Percy Avram. ACDI Short Term Corsultant
Pecha Junio 30, 1.980

- Reporte de Evaluacidn

Ia Merced 3umnll Farmer Credit Project
Date: Dicilembre 1.960

Prepared by: Juan Alvarez, ACDI Congultant

=~ Préatamos Campesinos ¥anual de Procedimientoa.
« Price Yaterhouae Connultoren de r:mpromu.
- ACDI 1.981 "C"

=~ La Merced 3nmll Parmar Credit Froject
Rejuest for Amrendoent # 2
Prejared by: Robert Plick, ACDI Project Davelopment Officer
Patet March 4, 1.901

= Informe Evaluncidn y Suporvinién Prenupuestos en Cooperntiva Multiactiva
"Ia Yerced Ltda." Santn Cruz - Bolivia
Por Agriculturnl Cooprrative Vevelopment Interoational ACDI,.
Consultors Dr, Hagtor H. Acavedo
8an Juan, Puerto Kico Agcato 0 de 1.961



. Ia Merced Small Parmer Credit Project
Acceptance of Request for Am=endznt # 2
Prepared by: Maolcon H. Bulter, Acting Director, UDSAID/Bolivia
Date: Auguat 12' 10981

= la Merced Small Farmer Credit Project
Aceptance of Request for Ammendazent # 2
Prepared by: Malcom H. Butler, Acting Director, USAID/Bolivia
Date: August 12, 1.981

~ Informe: Evaluacién y Supervisidn de Presupuesto
Bn la Cooperativa Multicativa "la Merced Ltda."
Por: Dr. Hector H. Acevedo
Pecha: 12 de Agosto de 1.951

= Presupuesto 1.982

« Informe final Cocperativa Multiactiva "La Merced Ltda."
Desarrollo de G:operativas Agriculturales International (USAID/B)
Por: Ing. Sterhen D, Wiles

Asescr de Proyecto
Sr. Luis Soria 4.
Jefe Fréstarnos Cazpesino:
Pecha: 5, Kayo de 1,932

= Cooperative de fines Mulriples "La lerced Ltda."
Procediciento para el Presu puecto de Caja - Julio 1,982 Corto Plazo
Por: Price ¥oterhouse & Co.,

= Cooperativa de fines multiples "La Kerced Itda."
Inforcie de Avance al mes de Junio 1.982
Julio 1.982
Por Price Waterhouse & Co.

~ Cooperativa de fines Multiiyles "Ia Nerced Ltda."
Control de eristencia de depdsito y Julones de ventas Julio 1,982
Por: Price waterhouse.

- Lanpana ae lovilizacidén rural,
17-8-82

= Mantunl de Orgdniczacidn y Funcioznes Caja, Iréstamos, Contadilidad, Aseaoria Legal.

-~ Xerorias antnler de ln Cooperativea "i.y Nerced Ltda."
ﬂﬁon 10979' 1.980 y 1-9”1.

= Cocperntiva lultiactiva "L Kerced Ltda,"
Organigraz=a Puncionnl en 1.979

~ Fréuotaron Carfeuinco Uanual de Precedintento
Fecha: 1,941

- )Tice Waterhouse 13-12-1,941

= Evaluating Cooparative Debelopument ITrojoot: A oitem for Planners,
Projact Staff, and Evalunicra.
Dovelopmen Anonhinten, Inc.
Date: May 14, 1.902

= Corronpordencin recibidaus y deopiztadun 1,902
= Proyecto de Zvanluuncidn

= Cooperntiva Multinotiva "la Merced Lidu."
Cundron Eotndinticoa.


http:LaMpa.nn

= Morosidad total Préstamos Canpesinos

« Préstamos Campesinos Acuculativos

= Cartera de Prést o3 Campesinos

« Orden Cronélogico de Morcsodad

= Membresia Acumulativa

= Ahorros Acumulativos menos los retirados

« Cartera de Préstanos Campecinosg

= Nimero de Préstazos Acurulativos

= Valor Proredio de Préstazmos en Cartera

« Plan de Implementacidn

= Ahorroa Campesinos

= Membresia Acumulativa menos los retirados
~ Numero de Fréstarcs vigentea

¥orosidad total de Préstamos Campesinos
Cortrol de Xorosidad

Correspordencia recibida y desrachada 1,980
Correspondencia recibida y despackada 1,981
Correspondencia recibida y despachads 1,982
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PRODUCCION COSECHADA
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. L Falegy , Fapmers .. |
HOJA DE RESUMEN PARA CALCULAR INGRESM NETO ¥ RRIDINIRITO .-

Dr UV RUDARO AGRICOLA (Summary shect to calculate yleld i
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§° Pdag da Tnceretng
03 TOTAL |

TOTAL GASTOS OIRECTOS Sel RUERO

| PRepARACION
DEL TERRENO

SIEMBRA

I

e ———— —

LARONRES
CULTURALLS

T S B Bl S B B PN, S
—

= o e N P

PRCDUCCION COSECHADA

§UR-PRCOUCTCYE
TOTAL VALCR 03 LA arsDUcCIor DEL RUBRO

Mangg GASTCS DIAECTOS ;
GANANCIA (Margen ,Bruto) |
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ANNEX P Fom A.

A.» IDENTIFICACION.

, _‘ .‘n.

1.- Nombre y npel]ldo del entrevistndo st e e -
2.~ ¥ombre del lugar 6 Comuynidad donde vive.,
"%,~ Cudntos aFoc ‘de s0tio de’la"Cooperatiwa,"

4.-"Lidbreta No,

5.- Socio (o)enla familia (anotar todo los socior Ael grupo familiar con
sug mizeros de libreta ),

B. CARACTSRISTICAS® mi 8CCI0,

L -

6o Se conuldorn un productor grande,rediano, peque’o?.

T~ Su ocupacién principal es agriculter 6 garalero?.

8.- Ocupaciones secundariae: (FEnurare).

9.~ Cufnto animales tiene?,

10.,~ Qué extencidn de terreno tiene?,

11,- In el a®o 1.981,cuintos hectarens cultivé?,

iZ.v Ud. se arrfenda terrcno de otrus rersonas?  Quf extensidn?,

15,- Arrienda gus terrendss a otrar nersronan? Qie extensidn?.

CREDITC D™ PRCMIICCION,

14.~ Ea recidido préctaro de¢ lu Conperiiiva,cufntas veces? (S es NO,pase
a la pregunata No, 22 ).

15.~ Cufndo fue asu dltimo prértaco?.

16.- Cufnto dec dinero ae precid por dltica vez?,

17.- En qué lo util{z6?, ) |

18.- Qué beneficioa consignid con el prﬂﬁta:Sf.

19.- Tuvo n]gﬁn protlema p\r\ prectarue?,

20.- Se a trxzd en pagar gun cuotan de cu prdst&;o’Por qué motivo?,

21, -~ ‘QLd recozendaciones hace para corrigir las deficienclas mencionadas
'6 para mejorar el Pcru!clo de'c:é1£"”

INGIUMOSG CCVPRAbOS;

22.~ Ha cemprado {nouzon do la Cooperativa? (5{ en NO, pace a la pregunta
No 20 ;

23.~ Cufndc comprd por dltima vez? (rcn Y. nﬂo)

v e - . e e

.
. .

'24.- Qud producton comprd? (onunnrc(.

0 . '

5.~ Qud brﬁnf&cion conaiguid con unto' fnrumon?,
26.- Tuvo alpin proYlera en la compra y uro de ectén insumoa?,

27.~ Qud recomonaacionen hace jura corr{seir lan deficioncias mencionadae
6 para mejorar e¥  vvicio de {nnumon?,



J XA

E, CAPA_CITACION O ASTSTENCIA TECNICA .

28.- Ha recitido alguna capacitacion 6 asistencia tdcnica de la Cooperatt=
va ( 51 es NO,pase a la pregunta No,-34).:

29.~ Sobre que fue la caraciiacién a asistencia?,

30.- Cudnto durd y con qué frecuencia lo recibi&b.

31.= Qué beneflcios ha consiguido con esta caﬂacitacidn?.
32.- Tuvo problema con esta capacitacién 6 asistencia?,

33.- Qué recomandaciones hace,para corrigir las deficlencias menciornaday -
8 para el’ nejor gervicio de la capacitacidn 4 asistencla técnica?,.

Fo= OTRPOS STAVICICS °"CIBI‘OS

G.

34.- Ea recibido alsin otros servcio de la Cooperativa? (Educacién,Farmact:s
Consumo,Salud,Recreac{dn,Seccidén Legal)SL es NO,pase.a la seccidn G.

35.= Qué servclos Pueron?.:
36.- Qué bYeneficios cornaiz:lé con estos servicios?,

37.- Tuvo algin probleza para recibir estos ser¥iclos?.

.38.- Qué reccm=ndaciones hace para mejorar los servichos mencionados?.

CAPACITACICYN =N RXGISTRO PCR RTCRRO.

39.= Lleva alesin registro de sastos de.produccidn para sus princinales ruk=
agrfcolas? (en casod contestar SI,se lo preguntaré lo sigulente,Si er
NC,pase a la pregunta No. 47). :

40,- Cudl fue el fubro zds lmportante sembrado y cosechadp durante el dlt=
o ciclo ag ;ricola?( 1.981-19€2)

41.- Qué ex.e:aidn sembrdé?,
42.- A cudnto llegiron los gastos pars este ruoro dae cultlvo?.
43,~ Cudl fue la cantidad cosechada? En cudntn vendid toda la cosecha?,

44.~ Cufntos Jnrnalea de 2ano:dé obra fa miliar empled?.

45.- Cudl fue la financia bruta que quedd al agricultor? (Es lecir el No.
43 menos ‘a pregunta Xo. 52 .o .

46,.- Cuinto gu16 por jornal familiar. trabajado? (hay que dividir el No. 45
por 44 )Asradacer el entrevistado por su colaboracidn,felicitandolé
poraus anotacionen de cuentau. '

LB.A AGRICULTCR:S ¢ F‘ NO LLZVANY RFX}ISTRO.

47.- Le guntaria aprender una metodologlia sencilla,para llevar sus cuentasr
S1 es NC,toraina 1d entrevinta,Si es SI,ne prosederd a llenar una hojx
de RENLIMIZNTO POR RUTRO,para el rubro principal del entrevistado,

A 1l terminar una copla queda con el agriaultor 'y otra copia lleva el
entreviotidor.. .


http:reccmendacior.ea

FPORMULARIO - B

CUCSTION:RIO PARA MTDIR IlCPACTO o LA PA TLIA
COOPZRATIVA- VULTIACTIVA LA ~ ERCTD LTDA
A. CAR'CTIRISTICAS DL SOCIO

-1+ Honbre del entrevistado . = Socio .HE
2. Nombre del luga~ o comunidad -

3 Nsmbre de la esposa Socia Ne

4. Nomdre de los hijos: | — Socios . Ne

-8 C;rga familiar N© | . " Menores de 15 arios, NS

6. Ocupacidn principal del jefe de hogar - .

T. Ocupaciones secundarias del jefe de bogar e ‘ —
8. Ocupacién u oficio de otros miembros de la familia que aportan econdmica-

mente al bogur.

-

- B, IEX\CTC rCORG ICO .
9. INGR3SOS AL HCG.AR: Cuiles son las principzles fuentes de ingrcso de 1la

familia°

FUEHT 'S DS INGATS: VALOR ESTI:ADO I0RCTITAJE
MENSUAL ANUAL

TCTAL_ <
10, AUFEITO D: IFCRISC3: Hubo aumento significatlvo de ingrcsos en el Ultimo
aiio? RO ' SI
e (s): Valor estimado:

-
.
.

11. AUONRO3: En farilin se logré algin ahorro dursnte el dltimo aifio?

NO_- ) ) nproximndumente cudnto se logrd ahorrar?

"

en suo libdbretan + B en efcctivo

— o S—

12. E'FI.20: Hubo almin auvento en el trabnjo familiar durante el Wltimo afio?
RO ' SI : P e ..

B -~

- FULNTS DD TRABAJC _qu: TRIAMIC CUA' 703 DIAS

T B § - s e e et

1 ~ L4
.-

- .. G s s i . e s B . T > e Sy
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‘- 2 . -
15. CAFITAL PRODUSTIVC: Ia familia hizo alguné inversién en cabital productivo
durante el ﬂltimo afio? (®j. magquinarfa, herramientas, animlen, couvpra de ter=-
rrence, etc.) N ST

e mm —— tw ¢ - S —

DSTALL: ¢ INVTRSICR . VALCR 3STI DO

—————e e - * o mas s - —

LR

oo Om— - - =

14, FUTITIS DT PIV;"(“IUHENIO Ia ramilia ‘tuvo alguna fuente de financiamiento,
durante el \iltimo afio? NO . - _SI ..
STALLD DS LAS FUT B3 PARA UL? VAIOR

C. INiMCTO-30CTIAL . . . .
15. VIVI: DA:Hibo mejoras en_ la vivienda familiar, durante el #ltimo afio?
ST N . |

\L o

TIPQ D= ITJCRAS | VALOV TSTIZDO

- - -

——

16. NUSBIES Y N5 7S: Se compré alguno(s) durante el ultiuo afio? NO ) S
- MUEBLES O UNS RT3 COl‘fP'J_DO>. VALOR <STILADO

- ——

A

A7. COMIDi: Hubo alguna mejora en la alimentaci;ﬁu de la familia durante el dltimo
aiio? NO SI Qué productos fueron congsumidos en mayor

cantidad?(Zj. carne. pescado, leche, fruta, bortaliza,. Yy otroa.)

18, SALUD: SAIUD Se observd _alguna mejora en la salud de 1a familia? NO__ - SI
Aqué ae debid el cambid? T LT e e

19. Cudlcn fueron’las principales enfertedades sufridas por difcrnnteu micmbroo de

* la rumilia, durante el dltimo afio? ' :
NCMBRE TI'PO DE STSUITIAD ¢ DI\ IE - RECIBIO ATZNC,

T .DUNACION, NIDICA?
- COOP? PARI?




Izpacto social (Centipnacidp)
- . ¥ -
20, SERVICICS: Hubo la inawalacién © mejoria de algin(os) servicios como agua’
SI DE QUE?

- potable, luz, letr%na, u otros?l0

- —

;.cuéntos conti-

De los hijos en eded escolar

21, SDUCACION Y CAZACITACION:
nuan sus estudios durante el Uyltimo ano?

.

22. Qué copacitacidén recibieron los jefes del.bogar u otro miecbro adulto durante

el Wltimo aefio?
NOUBRL | IAToHIL D2 CiPACITACION

ICR wizie

DIAS DT CAPrCITACION

23, RCIA: La fa—dlia coupré ropa durante el Gltics
-+ D3CRIZCICH DT COITRAS

— " ——— T . ¢

efic? ''C

SI

V£LOR TSTI''DO

- — -

. -

24 . ‘RECRCACIOQN :Ha aurentado la participacién de la farcilia en actividades recre-

-~

ativas.durante el ultijo afio? NO S

Cudles y con que fre-

cuencia?

D. VIDA COLUMIT:RIA

25. LIDCRAZGO: Usted o algin miembro de la rnril-_, dnsezpefio algin cargo en la

Ay

corunidad durante el Wliimo afio? N

SI

NO: BRD CARGD

IN3TITUCION

——

- — -

— e b e e A -

TRABAJO VOLUNT RIO: Usted o algun miebro de la fr-ilia, deceopeiio algdn tra-

bajo durante el Ultimo aflo, para

RO S1

NO!BRZ

1

s5u Cooperativa o Comunida

TOTAL DIAS

— Lanannd

L ——

27, ASISTSICIA A R,UVIO IE3t Usted o alpin miebro de 1a

furilin nointié a reunionesn

de 1a Cooperativa Ia Morcwd, de otrnn Cooperntivas o Innstitucioneo de ln Comu-

nidad, durnnte el ¥ltimo aifo? NO__~ O
N . NOXBRE RLIT DB RANIONS I L eieion VECES/A O

S - B - ——

—— . S i T Aty St




- 4 -

28, TARTICIPACION GENTRAL:Oué otras actividades hizo usted u otro miembro de la

familia para el bien de las coounidades vecinas u otras instituciones de av
comunidad, durante el Wltimo affo?

-

E. COLTNTIRIO3 GCNSRALZ3
29. BZ.EFICIOS RECIBINCS:Cudles han sido los beneficios recibidos de su Cooperativa
o Comunidad?

30, DZRICI NCIAS: Qué problevas tuvo con su Cooperativa o Corunidad, durante el

dltimo afio? : —

— —— . E——— s

- - —— it et -

31. SOGTR ICIAS: Qué sugerenclias hace para correglr las de:lcienciaé anteriormente.

e iy

mencionadas, o conacguir las mejoras gue necesitan?

—— — . S——— - C—— . —————-

Y f .
“ - e tou

NOMBRS DL “;NCUTST.DOR: L
FECA DT LA ENCIZSTA: © - : -




