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INSTITUTIONAL" DEVELOPMENT 

Agricultural Marketing Organizations 

Project History 

On September 29, 1969, USAID/Ecuador submitted a Noncapital Project Paper 
(PROP) entitled "INSTITUTIONAL DEVELOPMENT Agricultural Marketing Organi
zations" to AID/Washington for approval. ~~ objectives of the pr~osed 
project, as described in the PROP, were to:1J 

a. form marketing crganizations that would enable small farmers to obtain 
better prices for their products; 

b. achieve a more equitable distribution of the income generated by 
agricultural production for the small farmer in selected areas of the 
country; 

c. motivate the marginal farmer into directing his efforts to increase 
production ~d better allocate his scarce resources through improved 
farming methods; and 

d. awaken in the marginal farmer a realization of hiD own worth. 

More specifically the project goals and targets were stated as: 

a. foment the creation of local, independent, self-sufficient marketing 
org~nizationo hhi~h ~!1ll enable the peasant farmer to sell the fruit 
of his labor at prices more consonant With the cost of production; 

b. provide educational experience to campesino leaders that will help 
coaslesce them into effective working Q~its capable of influencing 
needed attitude changes in their respective communities; 

c. enlist private and public sector financial as well as tec~~ical 
support for the continued operation of the organizations formed by 
the project; 

d. encourage an active participation among the leadership element in the 
realization that their needs can be met within the framework of a 
democratic society; and 

e. demonstrate that these cooperative efforts can exert influence on 
national policy effecting their economic, social and political 
interests. 

Achievement of the goals wan not to be measured in terms of organiza
tions form~d, but rather in terms of attitude and behavior change and· 
liS pronounced improvement in the environment, economic benefits derived, 
and the standard of living." These were to be measurable by FY 1971. 

!I See PROP, pages 3 and 4 
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It is significant to Dote that the PROP, and the proj~ct, were developed 
without the participation or approval ot the Food and Agricultural Officer 
or other agricultural personnel within the Mls~ion. In other words, at 
the time the project was developed it was not viewed as an agricultural 
project. It was designed to reach a low-income rural population (hence 
agriculture was the medium) but the goal of the project was to change the 
attitudes and behavior of this population, not increase their production 
or productivity. ;. 

Seen in this light, the project was an outgrowth of the Mission's experi
ments in c.!ll:lpesino leadership training; and as such it contained a number 
of implicit and explicit assumptions. First of all, it assumed that one 
of the major bottlenecks to hi~her incomes in the rural sector was the 
existence of marketing middlemen who bought cheap and sold high. Second, 
it assumed th:lt the ~r!Jistence of this relationship was due to cultural 
factors--sp.:?cificlllJ..:,r, the lack of Cot·rareness on the part of the campesinos 
of altel~atives to this situation. Third, it assumed that campesinos would 
willingly and eagerly enter into cooperative-style marketing organizations 
when made aware of the opportunity. Finally, it assumed the agricultural 
basis for the project--production, productivity, markets, etc. In other 
words, the bottleneck to increased rural income was assumed to be a cul
tural rather than technical one which could be overcome by motivation and 
organization. 

This oricnt~tion of the project is further evidenced in the selection of 
the cont~actor. The International Development Foundation (rnF), with 
headquarters in l'[e\-1 York and Lima, PerU, was tielected by t:oe Mission 
because =>f its "unique ex'Oel'ience ••• in establishing agricultural 
marketing organizations ~irL7 Peru, Colombia and elsewhere. We are not 
awar~_ of-' ~r other or.ganization with comparable expertise in this type 

.{"of organization. 11 iI However, the technicians selected by the contrac-
tor and approved by USAID) hac backgrounds in nociology, political science 
~nd social psychology rather thun agriculture. 

The National Planning Board (NPB), in a letter to the USAID Hission Di
rector, noted the bac~~rpunds of the contract personnel and stated 
" ••• it is necessary to keep in mind the fact that agricultural 
marketing is an economic phenomenon • • • which could better use profes
sionals with a clear specialization and practical experience in the field 
of agric\..ltural marketing." 'jj This rejection of the contractor pres~nted 
a problem as the three contractors had arrived in January, 1971, and at 

g/ Unclassified Telegram, QUITO 0003, January 2, 1970. 
JI Letter from Dr. Alberto Almeida H., Secretario ot the National Planning 

Board, to Robert J. Minges, USAID Mission Director, dated April 13, 1910. 
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the time of the letter of rejection from the NPB, had been working on the 
project for over two months. After further negotiations, however, the NPB 
accepted the nomina~~on of the three technicians, and the project was a1-
1ow~d to continue. ~ 

In the wording of the original contract, the objective of the project was 
"to develop self-sufficient marketing associations of small agricul}ural 
"t>roducers in Ecuador." To accomplish this the contractor was to present 
a work plan, conduct studies to identifY the first specific areas in which 
projects were to be initiated (a bencr~ark survey was to be presented to 
USAID/Ecuador no latEr than the fourth month of the contract), train CREA 
staff and lecel ngnocintion leaders, assist in the formal organization of 
the associ'ltion or Rssocintio!l!l as worked out with CREA and AID, and 
provide cotulSel and trnining to these organizations. Each association 
was to be s~lf-su!·!:'.lcient · .. ri thi:l approxirr.at::-ly one year of initiating 
marketing activities, and the CREA staff WbS to be able to take over and 
continue the 'leti vi tie~ ~d thin eighteen morJ.ths. After that initial phase, 
the contractcr wes to move to another area of the countrJ and repeat the 
procedure. 

The contractor established headquarters in Cuenca, selected a team of 
trainer/instructors frc:n the extensionists provided by CREA, developed 
a work plan in conjuncticn with a PERT e:<pert provided by USAID/Ecuador, 
and trained thE: i;-,:;tl'uctors iu field ;r.ethcdology. Three ~o~e:> of oper
ation ... ,ere selected at the instigation of CREA--one in each of Uoe three 
prOVinces :;ervic~d 1;y th~ organization. The bench:Jlark survey required 
by the contract was nevcr prepared and submitted to the Mission. 

The three zones in which the project operated were quite distinct. The 
Upano Valley (un area on the eastern slopes of the Andes mountains that 
has only recently been opened to extensive colonization) ,laS a fertile 
area devoted pdmllrily to cattle-raising. Canar 'Was a reasonably fertile 
valley of traditional settlement with a heterogeneous population of 
historically distinct Quechua-s~aking indigenous populations and mestizo 
small farmers. Azuay was a semi-arid region of mestizo small farmers. In 
the Canar aile Azuay reRions the contractor chose to work initially in 
forming m::lrketing associations of wheat famers. In the Upano Valley 
efforts were devoted to establishing cattle-marketing associations. 

From nearly the beginninR the contractor complained of the poor agricuf
tural potential of the CREA region and asked that the project be trans-

~ Letter from Robert J. Minges to Dr. Blasco Penaherrera, President of 
the National Planning Board, dated April 24, 1970. National Planning 
Board clearance of the contractors was received in a letter from 
Manuel Calisto V •. ' Deputy Director of the National Planning Board, 
Mn+lO,l 1;1,..,. f')t:.. , n""'/f"\ 
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ferred to another zone. In ~ovember, 1970, the Project Team Leader firmly 
stated that agriculture in the area would not support marketing organiza
tions. 

In December, 1970, USAID/Ecu"R.dor sent a 5-man fact-f'indingteam (including 
the Rural Developu;~nt Officer, ~Ussion Economist and a cooperatives expert) 
to Cuenca to assess the agricultural possibilities of the region, a~vise 
the Mission of alt~rni:ltive::; nnd recorruend a futu.re course of action' for 
the project. l1ds team~ ~hile recoh~izing the impoverished nat\~e of the 
region, conclt:ded that I!l~rketing organizations were feasible in the area 
and recc!.~.mended that Ii)F continue t.o work in the region with CREA.. It 
noted that ~hcut did ~ot ~eem to have been the best product to select for 
marketing e.ctivi ties Ilnd "'ccOl!lmended that the contractor p~ace increased 
emphasis on increasir.g yields and marketing other crops. 21 Further 
requests by lDP to tl·n.nJi'cL~ the project to another region were rejected 
by the 11iss10n and th~ contrl!c'tor accepted the responsibility to continue 
the project, es described ~~der the contract, in the CREA area. 

Another point of contention between the contractor and the USAID during 
this p~riou of ti.ue ~~-llS the US)\]])' s insistancc that the purpose of the 
project • ... ·us to ins ti tut10r.~llize the ability to develop marketing coop
eratives wi'Vi]:!.n the reg1.lJ.3T CrtEA atructure, in contrast to the cont:r:ac
tor's preference to devel:>p nnd TJsintain the l'roject apart from CREA.. 

During g •. ty, Ju..'1C and July, 1971, two major changes in the USAID Mission 
substnnt:!.:illy nffect~d the project. The first of these was the intro
duction of the Project Lc~ical Framework Matrix nnd PAR system in 
USAID/Ecu3dor. Although o~ten3ibly a change in form more than content, 
the matrix sesJions focused incre.!lsed attent~.on on the outputs and purpose 
of the project, and tor the first time att~mpts were made to specify 
p.Xpected re~ults and establish targets. 

These targets w~re prionrily economic rather than social in nature. IDF 
was to establish 21 cooper£'.tives and precooperati ves (given the lengthy 
procedure of legalizC'.tion), of uhich 5 were to be self-sufficient. They 
were to establish at least three regional marketing aSSOCiations, one of 
which ~as to be totally self-sufficient by the end of the project. These 
orgnnizationa were to have at least 2,000 members. Attem~ts were made to 
specify target volt~~B of business and income. 

;In add~.tlon, the objective of establishing an ongoing program of :narketing 
cooperative development in CREA was specified. This was tu be established 

21 Trip reports by Clarence Zuvekaa, Richard L. Winters, Lewis Townsend, 
Robert HOladay and John Magill on evaluation trip of December 8 to 
December 12, 1970. 
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as a separate department in CREA that had a full-time manager, at least 
four full-time instructor/trainer/organizers, and an adequate budget. 

The second change involving the project was that with the arr,ival of a 
new Mission Director, USAID/Ecuador was reorganized along sectoral lines. 
Re.flecting the shift from an attitudinal and behavioral orientation to an 
emphasis on agricultural production, viable organizations and econb~ic 
benefits which re!;ulted from the Matrix-PAR exercise, this project (along 
with other rural cooperatives pro6raffis) was assigned to the Rural Develop
~ent Division rnther than the Education" and Civic Development Division. 

This basic change in Mission policy and orientation is further evidenced 
in the langu3ge of the fist amegclJllent to the contract. Under the'terms 
of this amen~ent, IDF Has to: ~ 

n. Assist " • • • in the organization of approximately 2,000 family and 
sub-family farm operators in so~~d and viable marketing associations 
and in the creation of one or more regional unions." 

b. ". • • encourage close cooperation between the two Upano Valley cattle 
cooperatives which rt!~y result in the organization of a sound and viable 
regional cooperative • • • " 

c. ". • • continue tr~ining of CREA personnel, including field exten
sionists , so that by termination of Contractor services, CREA will be 
capable of continuin~ the formation of new associations and advising 
already created associations". 

Behavioral and attitudinal changes, which were stressed so heavily in 
early project documentation, ~ere not mentioned in the language of the 
amended contract, wld disappeared from subsequent project documentation 
and evaluation. 

From that point on the relations between USAID and the contractor dete
riorated into a tU5-of-war over the project. Repeated requests by thE 
Mission for backsround data an~ information on the project for purpoaes 
of establishing perr'ormnnce t6.'gets and monitoring progress were ignored, 
obfuscated or only partially fulfilled. At one point the IDF represen
tative cannidly remarked, "I don't \-1ant to come up with that data: it, is 
going to rr,l\ke me loole like a fool. rr-ori'e technician resigned after taking 
Home Leave and the project director took two monthG of leave without pay 
during the final months of th~ project. 

§/ Contract AID/la-634 (Ecuador) Amendment Number 1, dated July 17, 1971. 
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It should be noted that this project did not receive as close monitorin~ 
as most Mission projects because of its location in Cuenca. It should 
also be noted that USAID project ~~agers changed rather frequently durln~ 
the course of the project, as can be seen in the following list of USAID 
personnel assigned to the project: 

Social Develonment Pro,ject Managers: 

Eugene Braun 
Robert Pcladny 
Kenneth Johnson 

January to July, 1970 
August.to November, 1970 
November, 1970 to October, 1971 

Rural Develo~ent Project ~~nagers 

Kenneth Jolmson 
Neil C. Fine 
Theodore Tenorio 

October, 1971 to January, 1972 
January to April, 1072 
April to July, 1972 

A certain continuity was provided to project management by the Mission 
Evalua.tion Officer, ~·'ho, first frcm his position as Social Development 
Division employee and later as evaluation officer, was the only Mission 
representa.U Ye to '1isi t the pro.iect site r..ore than three times dur::'ng 
the life of the project. He ma.de some nine field visits between 
~rovet:lber, 1970 and July, 1972, end ~iOrl~ed constantly with project man
agers to design, collect and evaluate data concerning the project. 

The project terninnted on July 17, 1972. 

PROJECT ACCOl·1PL!8HMEriTS 

Three reports of the accomplishments of the project were prepared during 
the final months end inunediately follO"wing the termination of the project. 
In December, 1971, the office of thp. A.I.D. Area Auditor General conducted 
an audit of the project. In July, 1972, the International Development 
Foundation ~ubmitted its final report on the project. And, in September, 
1972, the USAID Cooperatives Advisor and Mission Evaluation Officer sub
mitted n Tep~rt on their findings concerning the project. These reports 
are summarized 'oelmr, but for additional ini'ormation reader::: should 
consult the original docucents. 

The audit performed by the Office of the Auditor General, ftxea Auditor 
General--Latin klerica (North) in December, 1971, presented a bleak 
picture of the acc~rrpli3~ents of this project. The goals had been the 
establishment of 21 marketing pre-cooperatives and cooperatives with 
approximately 2,000 members, at least five or which were to be financially 
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self-sufficient by July, 1912. Progress toward achieving these goals 
was considerably behind schedule, fer their investigation showed: 11 

••• only nine new cooperatives had been established with about 
360 members. Non~ of the cooperatives was financially self-.sufficient 
as of December 31, 1971, nor is there much hope of them becominB so 

,before the project terminates. The cooperatives had not yet developed 
the capability of sellln~ their ~,m products, arranging for credit, 
or performing other actions necessary to become self-sufficient. 

In their final report, ~ IDF claimed that not nine (as indicated in 
the audit report) or eV~l} twelve (as indicated in the Project Appraisal 
Report dated 5/31/71), ~ but thirty cooperatives) pr~:soopera~ives and 
pre-organiz~tions had ceen developed by the project. ~ SLx of these 
were located in 0r ncar th0 Up~mo V!llley of which three were identified 
as cattle cooperatives and three were unclassifit!d. Twenty-four were 
wheat or variOU5 a~icultur~l production COop~!~tives in the highland 
areas of Azuny and Canar. .t'\ccordiD;3 to IDl~: ill 

Upon return!nz from the ccurses, the leader:; held regional assemblies 
in which the deci:Jion ~\'llS l'!lQde to form cooperatives and elect their 
officials. During 1970-1912 the following cooperatives were formed: 

Zone 1: Indc~za/s. Ju~, DOsco 
Cooperative 

Indanza 
* San Juan Bosco 
* Yungantza 

N°. of 
Members 

60 
36 
19 

11 Agency for International Development Office of the ft~ditor General, 
Area Auditor General--Latln America (North), }\udit Re-port: USftJJJ! 
Ecu~dor: Institution':ll Develonr.lent-Mricultural H~rlceting: 
Projt.!ct 1';:-~it:::C~-·~;:)2.-oC)6. 4: !::~~ecl.lted bv L'1ternati:mal DeveloPment 
Fcunde,+.i0n t?d~r C(~ltr(\ct H

j
• AID/ln 634': Audit Reuort 1f). l-5iB-72-93, 

.. Tune 22, IQT2. '2:.;1. 
t8 1 ~ Interl1stione.l Development Foundation, Inform!? Finl'll de Asistencia 

Tecnica: Or~enizllc;1.§n de Pequeflos Productores rh1:r1colas para Mercadeo, 
Lim J ,. 'Jl 1-~2 at u~~() C-J... ,.LI( _', 

9/ Pro,iect Anprf!is .. 'l~enort (Ecuador) r Institutional Development.l 
~ul tu!'al :-IFj r}:etin~ Humbl?r 1-

!Q/ .D1F, Info~e Final, pp. 3 and 9-52. 
!!I ~ pp. 49-51 



Zone 2: 

Zone 3: 

Zone 4: 

Total: 

Valle del Upano 

Macas 
Sucua 

* Mendez 

~ 

Cachi 
Nar 
Mol1no-Huaico 
Jahua Trmbo 
Coyoctor 
Pllcopsta 

* Chorocl'.pte # 
* La Posta # 
* Juncal If 
* GE!.llorumi # 
* Sigsihuaico # 
* De1eg # 

Azuay 

Asuncion/Son Fernando 
Coomntco-Sinincay # 

* Dnndan # 
* San Gerardo # 
* Chumbl!n # 
* Masts # 
* San Jotl9,uln # 

Lentag # 
* Susudel # 
* Corraleja # 
* El Progreso # 
* Comuna de Ofis # 

12 cooperatives and 
18 pre-cooperatives 
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N·. of 
Members 

50 
54 
24 

23 
15 
17 
11 
24 
27 
49 
16 
53 
28 
35 . 
32 

260 
22 
38 
26 
43 
32 
22 
55 
32 
32 
32 
32 

1,119 

* Indicates ,re-cooperatives in legalization stage. 
# Indicates newly formed cooperative organizations. 
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One feature of the !DF final report deserves special consideration. 
Throughout the report considerable data were presented on the cattle 
cooperatives and pre-cooperatives. 1bere were complete data on the 
sale of cattle, the economic viability of the organizations and.an 
appendix describing the current status of each cooperative and pre
cooperative. ill For the highlands cooperatives, information (incom
plete inforratioQ at that) was presented for only five of the twent;t
four claim2d cooperutive3. To some extent this is justifiable in that 
the second irhellt !:!Ilrketing cycle had not. occurred at the time of the 
report and many of the other cooperatives h3d been formed so recently 
that they could not h!iVe had time to begin marketing activities. What 
was conspicuously lackin~, however, was any information or oata on the 
situation or status of th~ or~anizations or any description of the 
extent and nutu..re of Ci\.E:A!IDF in'lol ver;:ent ~rl th them. It was this absence 
that first called attention to possible problems in the report. 

Nevertheless, the clear implication of the earlier quotatj:m from page 
49 of the report nnd the list of cooperatives presented is that CREA/mF 
had worked with them, they were definitely in th0 process of organizing 
thpmselves as cooperatives, and ~hat they were established to provide 
marketing or other cooperative services. 

The sudden increase in claimed p:rou-ps participating in the marketing 
program along with a conspicuous lack of information on the new cooper
~tives end the addition of a new classification--'~re-organization'~-led 
to a decision by USAID/E to make an on-site examination of the new coop
~rat1v('s. Preli:ninal"J field ~/ork wes performed by John Magill, l-lission 
~valuation Officer, nr.d recorded in a memorandum to Theodore Te~':i:i:lo; 

lated ,\ugust 4, 1972. kl a result of his preliminary findings ~ ~1es:;rs. 
~enorio end Hngill returned to the Cuenca area on August 23 to spend three 
lays visiting the cooperatives, pre-cooperatives and pre-organizations 
lentioned in the IDF report. It should be noted that their nndings were 
'onfined to the cooperatives in the highlands portion of the project. No 
,ttempt was mnde to visit the cattle cooperatives in the Upano Valley, 
hich are reportedly more developed and successful than the highlands 
ooperat1 'res. 

rom on-site visitation and personal conversations with the IDF-trained 
nstructors · ... ho accompanied them throughout the trip, the two USPJJJ/ 
~uador representatives were able to ascertain thp. status of the high
inds cooperatives mentioned in the IDF final report. Their findings are 
.unmarized below: 

~ Ibid., pp 54-62 and Anexos I and B. 
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1. Cooperatives that were actively engaged in marketing operations: 
(1) La Posta (wheat); (2) Molino Huaico (wheat); (3) Cachi (wheat); 
(4) Nar (wheat); (5) Coomacto Sinincay (this was a building-materials, 
not an agricultural cooperative). 

., .' . 

2. Groups that were in the process of formation, that were receiving as
sistance from the IDF-trained team, nnd that would probably begi~ 
marketing activities in the near future: (1) Susudel (wheat); (2) 
Dandan (tomatoes). 

3. Cooperatives that had been established as agricultural marketing co
operlltiVf.'3 by IDF, but \Thich had failed: (1) Pllcopata, (2) Coyoctor; 
(3) Jahua 1'ambo; (l~) Asu:1c1on-Snn Fernando (altho%-, this cooperative 
continued to f\mction as an agricultural supplies cooperetive). 

4. Previously established agricultural cooperatives that the IDF team 
had contacted and given a courEe to, but which had decided not to 
organize as ruurk~ting cooperatives: (1) Sigsihuaico; (2) Gallorumij 
(3) Choroccrote. 

5. Groups that the IDF tenm had ccntacted' but whicn had shown 11 ttle or 
no int€rt!~t in fOl":!ling mark.!ting cooperatives: (1) Deleg; (2) San 
Gerardo; (3) ChU:.lbllnj (l~) Husta; (5) San, Joaquin; (6) Lentag; (7) 
Corraleja; (8) El Progreso; (9) Comunu de Ona. 

One other cooper'l.t"j,ve mentioned in the IDF final report (La Union) had 
received aSGist!lnc~ frCin the CREA-IDF tef'..m, but it was neither viable 
nor an er:sricultu:r3.1 t:.~rl(et1ng cooperative. It was a cooperative of 
agu~rdiente pr~1ucerG ~ho had been forced to default on a cooperative 
bank loan. '111e CREA-IDF te.:un provided assistance in helping to reorga
nize the cooperative and forestall a foreclosure by the Bank. 

The .IDF final report further stated that during the first year of oper
ations wheat productio'l in the Tambo-Canar area increasp.d by 62% and in 
the San Fernando/Asunclon area by 72~. W 'The irnpl1catbn of the r~port, 
especially in the section on cost/benefit an~lysis of the project is that 
these increE>ses were dl:e to (lct1 vi ties of the IDF team. The report is 
open to challenge on the following grounds: 

1. The report stn'l.;ed tha.t original productivity in the Tambo-r;anar \:as 
22.5 qUintales per hectare and in San Fe~nando/Asuncion 12.0 ~er' 
hectare. Yet, earlier information subMitted by IDF at USAID/E I S 

request esti~ated original average yields of 25-30 quintales per 
hectare in the Tambo-Caflar region and 15 in the San Fernando/Asuncion. 
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It is highly unlikely that more accurate data on original yields waB 
collected by IDF one year after the first set of information was 
submitted. There appears to be no basis for changing the original 
estimates. If these original estimates are considered, therefore, 
gains in production were less grandio~e. 

2. The report :!.ndlca. ted that prod ucti vi ty rose from 22.5 to 36.55 quih
tales per hectare in the Tembo-CaBar region and ~tlO to 20.58 quin
tales per hect.are in San Fernando and Asuncion. 1:0 But, the amount 
of lc.nd in cultj';ation by sodos in those two areas divided into the 
total amount of wheat marketed does not yield the productivity per 
hectare claimed by the report. In fact, analysis of the statistics 
provided in the final report by IDF indicates that productivity in 
Tumbo-CHl1al' Has 25.7 qui::talcs per h~~'~6re and 'in San Fernando/Asuncion 
was only 1+.9 quintllles p.er hectare. 1::21 

3. Even the above da.tf.l. on productivity is misleading. Information obtained 
by the 1J8AlD r~presentQtives indicated that at least 50% of the • .... heat 
sold by the COoll?!'utin?s was purchased from non-member3. This means 
that the ~lheat sold '\Jas actually produced on more hectares than the 
report indicates, whit:h '.,'QuId further reduce the average yields per 
hectare. 

There was some evidence, hcwever, ~~at attitudes tmiard production tech
niques r::ight b~ chr.nging flS a rb::.ul.; of the project. Farmers interviewed 
were U:1uniI::ous in their commitment to the need for certified seeds and 
the use of fertilizer. 

Visits to the Upano Valley by the Rural Development Officer and other 
USAID persor.nel revenled that results in this area were more positive. 
Two cooperf.~tives in .3ucua and r-1acas Here successr"ul in organizing :::imall 
producers in the area, breaking the monopoly of the traditional marketing 
middlci:lcn and obtaining substantially incree.sed prices for their members. 
A third cooperative · .... ilS formed in the to-,.;n of 1-~ndez when this group split 
from the Sucllu cooperat1 '1'<: ·to form a separate one. These three coopera
tive::: aVi'i?clred to be sound, viable units that have a chance to survive and 
expand t,leir operations • 

. No regional or central ma.rketing organizations were establisbed by the . 
cpntractor. 
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FINAL VISrr AND REPORT ON THE PROJECT 

In March, 1973, a final visit was made by the Mission Evaluation Of ricer 
to the project site to gather .information for this evaluation. This 
visit was confined to Cuenca, and all information presented derives from 
personal conversations with project persormel. The results are as fol-
lows: I· 

Objective 1: Establish within CREA an on-going program of supporting 
and develo~ing agri~ultural marketing organizations. 

A cooperative development department hils been permanently 
established within CaE~ All of the extensionists trained 
by IDF continue to work in this department and one of them 
has been assigned the position of depnrt~ent chief. The 
department hRS an adequate budget and all vehicles donated 
to the pro,j2ct are uc;ed exclusively by it, although one of 
the carry-u.lls brolte down and they have had trouble finding 
a replacement p~rt. p~ eco~omist and accountant have been 
assigned p~rt-time to the department. 

This department continues to \olOrk in developing cooperatives', 
although thenc uTe not limited strictly to agricultural 
marketing cooperntiveR. To a l~rge degree, therefore, this 
objt:?ctive of the p~'oject was realized, although it is dif
ficult to asseos their effectiveness. 

Objective 2: Establish sound, viable marketing organizations. The 
Upano Valley cooperatives continue to be the moat viable, 
a.s Macas, Sucua, Mendez and Indanzo. ( a nararlj illa marketing 
cooperative) are all functioning on a sound economic basis. 
Of the highlnnds cooperatj.ves, the following nre still engaged 
in marketing o;Jerations: Cnrcni, r.'.olino Huaico, Ne.r, La Posta, 
CClyoctor (revitalized from previous report) and La Tra.nca. 
These latter coope~atives have a total membership of 156 
families ~'/hile the Upnno Valley cooperatives have a member
ship of approximately 188. In other words, a total of 344 
families have been organized into ten reasonably viable 
coopereti ves-"11 ntmber for short of the targeted 21 coop
eratives with 2,000 members. 

or the other "pl"e-organizations" or groups mentioned in the 
IDF final r~port, th~ IDF-trained instructor/organizers were 
still working with Yunganza, San Juan Bosco (although no 
marketins activities had been initiated), Gallorumi (helping 
to prepare farm plans to obtain credit) Coomacto Sinincay 
(although this bUilding-materials cooperative was in severe 
r:J.nancial problems and may collapse) I Lentllg (although there 
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lnrge mills on the coast and one in Cuenca. Other products, espe
cially potatoe~ nnd vegetables, which might h~ve been more econom
ically viable, which might have benefitted more from the iptroduction 
of non-tradH,:\.onI1.1 ma:rketing channels, and which might have benefitted 
more small rJTIflerS in the region, were avoided by the contractor be-

. cause of the~r r:;reater complexity and risk. In other words, t)le 
contr.t;lctor chose \That he considered a safe product rather than one 
that offered greater potential benefits. 

4. The time fp.cLor was an important constraint on both the potential and 
success ""{ the pr·)ject. The project was limited to an initial phase 
of 18 month:; 'Ili th a mmcinnnn extenzion to three years. AID exp€rience 
in cooPerative c.levelop:lent has been that it takes a long time to 
establi.sh 'linol'2 co()per~tive orgardzetions. There was probably 
little chance that IDF could have de\"cloped a large number of "viable" 
coopernti VI..::; wi thin th~~ time frar.le of the project. As a result, they 
focused on relatively n:i.mple crop systems and few cooperatives. 

5. It appears th3.t for nc''/ r;;arketing organizations to be successful they 
must hl1ve some l~v('r~r~e to use against established middlemen. In this 
case the leverage of the cooperatives WGS their access to scales which 
could be u::;ccl to ;,.ei~~h the product being purchs.sed. ,\3 the middle.nen 
trad itlo:12.1ly :1" :.Icnt-we ic;hed I; the products they we re purchasing, wi t.h 
accompanying ciissatis+'action on the part of the producers, the scal-:s 
offered a !3ubstantic.l cClmter-weight to the pc;-.. er of the traditional 
middlerr.en. As much as 50t,:; of the , ... heat marketed by the highlands 
cooperatives, for example, was purchased frcrn non-members who preferred 
to sell their p .. ·oduct~ to the ~ooperatives because the weights they 
so16 at were ~ore advantageous. 
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