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SECTION I ~ PROJECT PURPOSE AND GENERAL DIESCRIPTION

A) PROJECT PURPOSE.

The purpose of the project is to assist the Federacitn Uruguaya
de Cooperativas de Ahorro y Crédito (FUCAC) to establish a minimun
level of technica.l assistance, auditing, leadership and management
training services and to strengthen its genex;al administration and
resource nobilization capabilities with the objective of: (1) improving
the quality of credif union services to the more than 15,000 present
menbership, (2) expanding the system to benefit a larger number of
individuals belonging to lower incame gro;ups of soéiety and which
have no access to institutionalized sources of credit at reasonable
cost and (3) expanding the econcmic base of FUCAC credit union system
so that within a five year period its national representaticn ard
service organization can became financially sglf-supporting and with
a capability for further expanding benefits of the credit union system
to an even greater segment of the Uruguayan population.

B) PROJECT TARGET GROUP

The beneficiaries of this project are the mermbers of an incipient
credit union movement in Uruguay being promoted by FUCAC among lower
income industrial workers, government civil servants,. employees
of private businesses, dwellers of rural comunities and to a lesser

extent, workers of rural agro-industries.
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Broadly speaking, the target groups identified by FUCAC
fall into the im-ar half of the wage and salary scales in their
respective places of employment. Included in Annex 1 is a’ listing
of the potential groups identified by FUCAC for organizing credit
unions.
The benefits that the target groups are expected to derive
fram participating in FUCAC credit union system are the following:
1. An increase in their purchésing powver.
2. Stimulation of their personal savings.
3. Improved financial management of their family income.
4. Access to an opportune source of credit at reascnable
rates for provident purposes and emergency situatians.
E;. Greater participation and experience in the development
of mutual help service facilities and the development
of administrative and technical skills to operate them.

C) GENERAL DESCRIPTION OF PROJECT

The proposed project consists of AID financial assistance to
FUCAC over a 3 year period to strengthen its general administration,
program planning and resource pobilization capabilities and to esta-
blish a minimum set of services for its affiliated credit unions.
The increased administrative and service cai:acity contemplated under
the project is expected to play a critical role in FUCAC's successful
implementation of the five year credit union development program
it has fornulated. Specifically, the OPG project is designed to assist

FUCAC in the following operational areas:



1. General Administration

This project camponent is designed to strengthen FUCAC's
general administrative capability through the hiring of _gqll-
time professionﬁ}vngggggg_‘,ﬂwho will assume the overall responsa-
bility for executing FUCAC's five-year development plan, organize

’and coordinate the service facilities contemplated under the
proposed project, maintaining relationships with member credit
unions, other national cooperative groups and Uruguayan govern-
mental agencies. The manager is also expected to act as the
principal liaison person with AID under the OPG project and with
other international development agencies that FUCAC expects to
establish relationshirs in the near future..

2. Finnncial Management and Resource Mobilization

This project component contemplates the establishment of
financial department that will have the functions of financial
_Bl\anning, financial administration and preparation of project funding
proposals for submittal to support FUCAC in the third and fourth
year of its 5 year development plan. Eventually this department
will also have the function of managing FUCAC's central finance

program contemplatﬂed for implementation in the later part of FUCAC'S

5 year development plan.
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3. Credit Union Auditing Service

This project component is designed to es&a;}ll_l_s"hm FUCAC
a high quality auditing service for its affiliated credit unions
to corply with the Central Bank regulations governing credit
unions in Uruguay‘,- which require annual audits with specifiéd
norms to be established by the Central Bank and which must be
performed °by the national credit union federation. This department
will be staffed with a Chief Auditor and an Assistant Auditor.

4, Technical Assistance Service

This project component contemplates the establishment of
limited range of technical assistance services for affiliated
credit unions and new groups that need assistance to organize
their credit unions. Technical assistance services will be
provided in such areas as drafting of bylaws, financial planning,
credit administration membership expansion programs, accounting
systems and procedures, general office procedures and the function-
ing of a board of directors and comnittees.

5. Credit Union leadership and Management Training Program

This project campcnent is designed to educate credit union
leaders in credit union philosophy ard basic principles of credit
union administration. A very important element of this program
is the credit union management tfaining courses that FUCAC will conduct
each year to prepare full-time managers and treasurers of credit

unions in such areas as general credit union administration, financial
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planning, crediﬁ union administration, membei'ship and savings
promotion and accounting practices and procedures.

A notevworthy feature of this education and training program
will be the effective use of the Imore experienced and talented
credit union leaders in FUCAC's leadership management training
courses ard thus obtain a multiplying effect from its investment
in human resource development. The participating volunteer credic
union leaders in FUCAC's education and training activities will be
cocrdinated by FUCAC through the organization of a Credit Union
Volunteer Corps. Initially FUCAC will train a group of 15 to 20
volunteer leaders from various pax.'ts of the country in credit
unjon practices and procedures and basic principles of adult educa-
tion. Later FUCAC will mobilize these volunteer credit union
Instructors to participate in the various training activities-that
have been previously programmed for each year in various parts of
the countxy.

Concerning the credit union management training activities, FUCAC
will carry out each year f.he following courses:

a. Special Course for Credit Union Organizers: This course will be

of a two week duration to prepare volunteer léaders to assist
interested groups in the organization of ﬂ;eir credit union. This
course will be given éach year to no more than 20 participants that

have been previously selected.
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b. Credit Union Administration and Management Course: This course

will be offered once a ycar for a duration of 3 weeks to a total
nmber of 25 participants that will be selected through the use of
course participation. Mininum eligibility criteria to be established
by FUCAC.

c. Credit Union Accounting Course: This course will be offered

at least once a year to a total of 25 participants and will have a
duration of 2 to 3 weeks. fThese courses are intended for the managers
and treasurers of credit unions.

d. Family Finance Counselling Course. FUCAC plans to offer a special

course, on an experimental basis, for credit union managers and
credit cammittee menbers on the philosophy and practices of family
fin‘anée counselling through credit unions. A total number of 25
participants per year is erpected in this activity.

6. Furniture and Equipment

A complementary component of the project is financial assistance
to FUCAC in the first year to purchase basic office furniture and
equipment that will be required for program expansion. Procurement
of required furniture and equipment is expected to take place from
local sources. A list of needéd furniture and equipment is provided‘

in Annex 2.
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D) QUWITIONS EXPECILED AT THL EAD OF PROJECT

The proposed project is expected to have a very significant
impact in setting the foundatiang, during the first three ycars
of a five year development program, on which FUCAC can project
itself to become a financial viable, effective and efficient
national representational and service organization for credit
unions in Uruguay. Presented below are the conditions that are
excected at the end of the proposed OPG project as well as those

expected at the end of FUCAC's five year development progran.

1. Gro~sth and development of credit union system
The conditiorr;enncted at the end of the project period in
terms of growth and development of the credit union system promoted
by FIXAC are presented in the table below:

Beginning End of End of
Project Period Project Period 5 Years

N° of credit unions

organized and operating 38 80 120
N° of credit union nmermbers 15,000 38,000 65,500
‘otal member savings N$230,000 N$4,880.300 N$16,000,000
Outstanding Loan Portfolio N$190,000 N$4,392.000 N$14,380,000
N°trained C.U. leaders 100 300 1,000
N°trained administrators 10 60 100

N° C.U. with adequate
office facilities 20 60 80

N° C.U. with consurer
education programs - 40 75

administrators 5 60 80
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2. Institutional development of FUCAC

a. Trained personnel: By the end of project period FUCAC

is expected to have a basic corps of well trained professional
personnel to effectively and efficiently administer FUCAC's
program and to continue with the remaining 3 years of FUCAC's

5 year Credit Union Development Program. Specifically, FUCAC
expects that the following key personnel will be fully trained to

direct the activities of their respective departments:

Manager of Finance Department

Director of Education Department

Chicf Auditor and Director of Auditing Department

Director of Technical Assistance Department

b. Services for Crcdit Unions: By tﬁe end of ihe project

period it is expected that FUCAC will have three new services

for credit unions fully operational on a x_‘educed scale. These
new services are Auditing, Credit Union Leadership and Management
Training and Field Technical Assistance for established and newly
organized credit unions.

FUCAC also expects to have completed by the end of the project
period two_very mporbant feas:lbi:llgy studies that could lead to the
establishment of new services and programs for credit unions. The
two studies expected to be campleted are:

- A feasibility study for the establishment of a Central Finance
mechanism in FUCAC to: a) integrate financially the natj,ional

credit union system, b) serve as a source of credit for member
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credit unions of short term liquidity and serve as a
conduit through which external supplementary capital
resources can be effectively and evenly distributed.

- A study to determine the role that credit unions can perform
in the Urué;uayan rural saving credit system with particular
emphasis on how credit unions can assit the small scale
prdducers and workers of agm—indust'ry conplexes in the rumal

areas.

c. Financial Viability: Assuming a minimum level of services

described Section C as a point of reference, FUCAC expects to have
contributed 50% of its operating budget requirement at the end of
the 3 vear project pericd and it e)pects to be 100% financed at
the end of the 5 year Development Plan. .

d. Resource Mobilization: By the end of the Project Perinod, FUCAC

will have mobilized or negotiated at least $30,000 in financial
assistance from different international development agencies to support
its activities during the remaining 2 years of its 5 Year Development

Plan.

3. Consumer Education

Through FUCAC educational activities it is expected that credit
unions members widl achieve a better understanding of the value of
practicing sound family finance management and thus extend the purchasing

power of their gradually diminishing real income.
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4. Trained Credit Union Leadersj and Administrators

By the end of the project perioq, FUCAC expects to have trained
at least 300 credit union leaders in: 1) the application of the coopera-
tiVe':philosomy and principles to credit unions operations., 2) How the
elected leadeys of ‘the credit unions (Board of Directors, Supeyvisory
Credit Comuittee ang others) should function, 3) Legal and administrative
aspects of the credit unions, such as the leg'al' framework within which
the credit union operates, financial Planning, credit administration,'
membership promotion and educétion programs,

On another front Fucac €Xpect to have trained at least 6o full
and part-time administratorssof credit unioﬁs in such areas as financiajl
pPlanning, budiget forecasting and contfol, accounting, credit administra-
tion, membership and saving promotion, family finance counseling and other
related areas.

SECTION 11 - PROJECT BACKGROUND
&) THE SETrTING
—_—

increasingly more difficult to make financial means eet. their basic

needs in housing, clothing, food, education and health. as their real
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income position declined, so did their saving potential. In fact,
the reasonably good personal saving process that prevailed amongst
many Uruguayans in the late 1940‘s and 1950's was inverted i n the
next decade and a half when many Uruguayans have had to draw on '
whatever accumlatdd savings they have had to meet the increases in
cost of living and to meet unexpected emergency situations.

As their limited personal savings became depleted, lower incoame
groups of society -- the industrial workers, low and middle
echelon, government employees and enployees of private enterprises -
ware forced to resort more frequently to credit in order to meet
basic needs and to take care of unexpected financial needs.

The principal suppliers of personal credit during the early
1960's consisted primarily of cammercial banks; the Caja Nacional
de Ahorros y Descuentos, commrcial establishments, moneylenders’
and members of the extended family. However, personal loans fram
canmercial banks for the working classes were practically non-existent
as these types of loans were made principally to the banks' preferred
clientelc who had sizeable deposit accounts and who could meet the
banks' conservative loan guarantee requirements. With the reorganization
of the Uruguayan bankiné industry in the mid 1960's and later, the
enforcement of the Central Bank policy directing the banking systems.
credit resources to the productive sectors of the econamy, commercial
banks have dropped out almost campletely from the small personal loan

market.
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The Caja Nacional de 2horros y Descuentos, a subsidiary agency
of the Banco de la Repf@iblica, was established in 191] to provide
government employees with a source of short-term (10 months) credit.
While this institution was to becane an important source of personal
credit, its "modus operandi” became and still is awesamely bureau-
cratic and centralized in Montevideo. To obtain loans fram the Caja
Nacional requires a waiting time ranging fram 2 to 6 weeks as the loan
granting process requires approval of several authorities in separate
governmental entities. The Government employees living outside the
Montevideo area have to travel to the capital and spend from 1 to 3
days to prccess their loan applications. In many ways, the few advan-
tages the Caja de Ahorro loans have in terms of their cost vis-a-vis
other alternative sources of credit, are nullified by the loss of time
and the travel costs the loan applicant has to incur to follow-up
on the loan approval process. In the years 1970 th.rough 1975 the
Caja de Ahorro y Descuentos signfficantly reduced its lending operations
and did not begin normal operating until 1976 . Dl:tring this time, government
employees were forced to go to unscrupulous money lenders, who did not
fail to take advantage of the situation by charging interest rates
ranging fram 150%to 300% per annum.

For the industrial worker and employees of private businesses their
only access to personal credit wame the retail establishments that sold

their godds on 5 to 10 nontlﬂyinstalhnents at one to two times ths cash
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purchase price and the well financed moneylenders that operated
in the factory premises. See Annex 3. | ‘

It was and still is conmon practice by moneylenders to charge
anywhere from 200 to 500% on short term loans to industrial workers
and other individuals that had no access to an alternative source
. of credit. Wwhile high interest rates could be justified to save
extent in high inflationary situation such as that ex‘perienced
in Uruguay, the level of interest rate being charced by the caumercial
establishments and moneylenders were and are still extremely usurious
and overtime have caused a very significant income transfer from the
working classes of Uruguayan society to reduced groups of entre-
prenuers.

A limited source of credit for the average Uruguayan workers
have been the various consumer cooperatives that have been organized
primarily in the Montevideo metropolitan arca where 40% of the
country's population lives. Generally spzaking, credit is available
in limited amounts for periods of 30 days to buy basic foodstuffs
and clothing. In recent times, consumexr cooperatives have been
plagued with insufficient working capital to maintain adequate inven-
tory stocks and to pay their creditors who supply gpods and products
on 30 day terms. Thus they have pecn forced to significantly curtail

their credit sales to their membership.
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In the rural comunities, the 'personal credit market is not
much different than the urban areas. Perhaps the major difference
is that borrowing from family merbers and close personal friends
in the rural comunities is more prevalent than in the urban areas.
Borrowing from the local merchants is also a more common practice
among rural community dwellers. A general practice among commercial
and retail establishments in the rural areas is to factor in the
cost of credit into their retail prices. For those that buy with
cash discounts ranging from 10 to 20% are obtainable if the client

requests and insists on getting one.

With regard to credit for agriculture production activities
the Banco de la Repfiblica is the principai supplier. However,
the principal clientele for the BOR are large and medium scale
farmers and to a lesser extent small producers organized #n
producer cooperatives. _ ‘

There are at least 15,000 thousand small scale farmers dispersed.
throughout the country that do not have access to the BOR credit
they cannot nmeet the banks lending criteria, do not live close to
BOR branch office or-their method of farming does not make them |
credit worthv, It is a ccmmon practice among small scale tenant
fammers 1 to 30 hectares to rent small parcels of land fram

the larger land owners for an agreed percentage of year production.
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Potentially, small groups of these small scale farmers could be
organized into producerscooperatives to purc.hase land and work.
it; organize themselves to develop services cammonly needed such
. as credit, farm inputs, farm machinery, and others. However,
the feasibility of such schemes still requires a greater deal of
s'tudy. In the manntime, the small scale farmer has to fend for
hinself th;z best he can.

Among the workers of agro-industries, their family finance
situation is similer in many ways to the industrial worker in the

urban centers, with the major difference being that he earns 40%

to _60% less than his urban counterpart. While he might be able

to have access to basic foodstuffs at cheaper-prices, they also have
to pay higher prices for goods and products produced in Hontevideo
and transported to and retailed in the rural camunities. With the
searly decline in real income being e.xperienced' in Uruguay, the agro-
industry workers easily fall prey to the local moneylenders because
they are the principal source of credit they can ~go to when he 1is

in need of money to confront emergency situations and frequently

just to neet basic needs.

B) EXPERIENCE IN CREDIT UNIONS DEVELOPHENT

In the late 1960s labor union leadars, pressed by the workers to
find practical solutions to their declining real income position, began

to pranote in their leadership training programs the idea of saving
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and credit cooperatives as an effective instrument to assist the
worker to resolve, in part, his day to day financial problems. To
sane extent, the Awcrican Institute for Free Labor Development
(ATFLD) collaborated with the labor leaders promoting credit unions
by making limited financial contributions to pay for credit union
training courses, printing of education material and occasionally
paying the travel costs of labor leader assisting groups in the
interior to organize themselves into credit unicns.

Ogor the period 1969 to 1972 volunteoer leaders organized a tokal
of eight ' credit wnions among different industrial
groups, employzes within public institutions and private businesses.
During this period organized credit unions functicned informally
_and without legal recognition. The Uruguay Cooperative Legislation
did not contemplate the functioning of savings and credit cooperatives
in the‘countxy.

Operationally, the credit unions that were organized provided a
rapid and opportune source of credit to its nembers at a reasonable
cost. Credit Unions were 50% lower than the Caja Nacicnal de AhOrrcs

and 300% to 500%
y Descuentos / jower than that lending rate changes of money
lenders.

By borrowing from their credit mnicns and paying cash for merchandise
at the camercial establishment members vare able to save as nuch as

30 % of the cost of merchandise previously bought at the sime place

on credit.
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The ability of credit unions to provide a practical response
to their credit nceds stimulated other groups in both the urban
and rural arca to become interested in organizing their own credit
unions. The lack of adequate legislation allowing credit unions
to legally operate, however, soOn became a major constraint for
organizing new credit unions. Leaders of those credit unions that
werc already organized became saewhat reluctant to esxpand their
credit union operation for fear or encountering difficulty with the
goveyxnment requlatory agen¢ies.

Iegislation to allow credit unions to function

legally in Uruduy, thus became one of the principal needs for the
8 credit unions existing in 1972. This situation led them to
organize a national Federation of Credit Unions (FUCAC) in April
of 1972. The first task given to the Federation was to seck legis-
lation that would allow credit unions to function legally in the
country. After an intense year of lobbying efforts, FUCAC was able
to convince government officisls of the neced for special legislation
under Public Law N° 13.988 to allow credit unions to operate legally.
rthis special credit union regulation is now knowa as Circular N° 714
issued by the Central Bank of Uruguay. Sce Anncx 4.

parallel to its legislation efforfs , FUCAC has since made a noble
effort, with an extensive participation of volunteer lecaders, to meet
the increasing technical assistance needs of its affiliated credit
unions in such areas as leadership and management training, credit
union: administration, crodit administration, financial planning,

rembership education and other areas.



-19 -

Since the special credit union legislation has been approved
by the Government of Uruguay, organized credit ﬁnions are now
requesting FUAC's assistance to obtain approval of their bylaws
by the Central Bank, New potential groups are also calling on
FUCAC to assis£ them in organizing their credit unions.

On another front, as a result of Central Bank Circular
N° 714, FUCAC nust perform the supervicory function for its
affiliated credit unions by conducting annual audits under cgrtam
specified norms to be established by the Central Bank.

The increased demand for technical assistance by member credit
unions and new group plus the performance of a supervisory function
has far outstripped FUCAC's capability to respond effectively
to these needs. This critical situation has led FUCAC leaders
to seek financial assistance of some external agency with the
purpose of establishing a minimm level of services it can provide
its affiliated credit unions over a period of 5 years and eventually
become self sustaining with the increased supporting dues and
service..charges to be paid by nember credit unions.

C. DRevelopment of Credit Unions in Urugquay

Although there has been considerable cooperative experience in
Uruguay in the agriculture, consumer, housing and transportation
sectors, it can be safely stated that cooperative savings and credit

(credit unions) are relatively new on the Uruguayan cooperative scene.
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As a matter of fact, the General Cooperative Law N°10-7€l passed
in 1941 explicitly excluded savings and credit cooperatives

and special provisions were included in the Law to prohibit
consumer and production cooperatives fram engaging in personal

and corporate credit operations. »Apparently, the strong private
banking system that existed during this period, effectively lobbyed
to prevent the organization of credit cooperatives as they were
seen as potentially undesirable competitors.

Previous to the passing of the 1941 General Cooperative Law,
during the period 1920 to 1940, a type of savings and credit
cooperative movenent known as the Cajas Populares developed in
the rural communities of Uruguay, inuch along the lines of the
Raiffasen Cooperative Bank system in Germany. The Cajas Populares
functioned essentially as small rural banks providing credit
to rembers for agriculture and livestock raising activities and
to a much lesser extent to the other caanunity dwellers tnat
became members.

With the 1941 Cooperative Law and its provisions prohibiting
the function of any type of cooperative credit system, the existing
Cajas Popularcs were practically obliged to reorganize themselves
into carmeréial banks or disappear. The financially stronger Cajas
Populares reorganized and the weaker ores either consolidated them-
selves with larger ones or eimply dissolved their operations.

Thus for alimst two decades follcwing the passing of the ‘Cooperative
Law of 1941, therc were fow attenpts to organize cooperative credit

schermes.,
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As the Uruguvayan econany aceentuated its decline towards
the end of the 1960-70 decade and the working people began to feel
more and more the effects of their rapidly declining purchésing
power, they began to look towards a cooperative solution to tneir
credit needs since very little of this service was available fram
the comercial banking system and other institutionalized sources
of popular credit.
As has alreadv been narrated in this document in the late 1960s

and early 1970s credit union groups began to surge among groups
of civil servant and industrial workers, even though they were not
allowed to function under the General Cooperative Law.

* In 1972 FUCAC became the first national savings and credit cnope-~
rative to become organized in 1972 and began to operate without
being formally recognizgd by the government. It lobbied effectively
to include special provisions in the new cocperative law of 1872 and
later lobbied to get special regulations governing credit unions and
national federations. Iater after the special credit union requlations
were passad, a second federation, known as the Cooperativas Federadas de Ahorro
(QOFAC) was organized under the auspices of the Centro Cooperativo
Uruguayo (CCU), a cooperative education and study center. COFAC
has directed its cfforts mostly to establishment of cooperative credit
departments within a few rural cooperatives and to lesser extent, urban
groups. The latest available figures indicate that COFAC has approximately

in
14 credit unions with 4,000 members with U$512,000 / savings.



-22 -

Due to ideological differences of the principal leaders of FUCAC
and COFAC and diversity of opinions over the objectives to be pursued
by their respective group of credit unions, no substantial efforts
have been made to reconcile differences arxl join forces in a cammon
effort. The possibility of getting together in the near future does
not seem plausible.at the present moment. Perhaps with time whan
the need, for conmon effort is more readily seen and when the political
differences are resolved, the path for an integration of the two
systems may be feasii:le. In the meantime, FUCAC and COFAC have chosen
to work independently.

In sumation, it can be stated that credit union experience are a
new cooperative experience for Uru§uay. Much needs to be done to
provide credit union leaders with the means to study and learn tne
vast credit union technology that has been developed in the surrcunding
Latin American countries. Notwithstanding the newness of credit unions
in the country, the pressing financial prablems of the average Uruguayan
worker, a relative ample experience in other cooperatives and high
level of education among Uruguayans, are conditions that offer relatively
good prospects for the development of a viable and effective national
credit union movement. Their present need is fimAing the initial stages of

developnent.to get the system going.
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SECTION III - PROJECT ANALYSIS

A. Project Economic Jmpact

The econamic impact of this project on the targeted beneficiary
group will be an increase in their purchasing power. This is expected
to be achieved by encouraging credit union members to save on a regular
basis to capitalize a commonly owned pool of financial resources fram
which they can borrow on favorable terms and at a cost that is 30%
to 200% below the cost of borrowing from - alternative sources of credit
that are available to the t;argeted groups. By borrowing from their
credit union at lower interest rates it allows credit union members
to purchase needed goods and services on a cash basis at the various
cammercial and retail establishments. By buying on cash terms the |
member is able to negotiate a better price than if he were to buy on
credit. Also by having money to pay cash, he has the opportunity

" to select what particular retail establishment he wants to do business
with, an opportunity that is not available to most working people.
They purchase where credit is available and always on very onerous
terms.

Also, the large transfer of incame from the working classes of
society to reduced groups of entrepreneurs and retail establishment
owners through excessive charges on crédit purchases will dacrease
in direct relationship to the growth of the FUCAC credit union system
and its participation in the consurer credit market of Uruguay. In

many ways this consumer credit situation existing today in Uruguay
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is similar to that which existed in the industrial cities and
urban cities of the United States during the 1920s and 1930s,
when the credit wnion movement in that country really took roots
and began to serve the credit needs of the common worker, government
enployees and emvloyees of private enterprises.

Another way in which the FUCAC credit union system is expacted
to help its credit union nermbers to increase the purchasing power

of their limited monthly income is by providing family finance

counselling. Through family finance courses to be offered by the
credit unions to their members on such subjects as determining
product quality, information on retéil pricing mothods, home food
processing and conservation methods, diet substitution and other
.related topics that can help credit union rembers to better manage
their limited family finances.

As i:he credit union system reaches a greater numder of people
(50,000 to 100,000) the potential for organizing buyers' -clubs
among credit union members to make direct purchases from local
manufacturers or wholesale outlets is indeed great. However, to
materialize this potential may take another 3 to 5 years, since
FUCAC first needs to develop the econamic base of its credit unions
and their mombership base.

B. Outreach Iotential of FUCAC Credit Union System

During the first year of the project, it is expected that a
total of 19,500 credit. union members belonging to the FUCAC system

will be benefitted by credit union services. Acoording to FUCAC's
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Five Year Crcdit Union Developiment Program, a total of 38,000 indi-~
viduals are expected to benefit fram credit union services at the
end of three year project period, and a total of 65,000 individuals
are expected to benefit from FUCAC credit unions at the end of its
Five Year Developrent Program in 198l.

With regard to the potential for expanding the FUCAD Credit |
Union System to reach a greater muber of individuals within the
identified target groups, a recent market survey performed by FUCAC
reveals that there are at least 220 groups of workers and employees
in industrial. i:lants, public institutions, banks and private businesses
that cauld be organized into credit unions. These 220 groups represent
a total of 200,000 potential credit union members. In addition to this,
there are a number of rural cowmmitics that ha‘ve been identified,
where credit unions could be organized to provide services to dwellers
of the comminities and those individuals living in the peripherial
villages where it is not econamically feasible to organize their own
credit unions. The potential credit union membership identi fied by
FUCAC in rural communities has been identified at approximately 50,000.

The ability of FUCAC to penetrate this potential will of course
depend on how effectivel}’r and efficiently it performs under this project
and whether it can reach financial self-sufficiency by the end of its
5 Year Development Program to continue with its credit
union expansion program without the need of outside assistance. In
any event, it will take FUCAC at least another 5 years beyond the end
of its initial 5 Year Developmont Plan to penetrate 60-70% of the

identified potential. This assessmentis made assuming that FUCAC will
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continue after the end of its first fsxsf Five year Development
wplan, its promotion effects with its own resources. With outside
financial assistance to acomplement its own resources, the
expansion of the FUCAC system could conceivably care about at a
much faster pace. However, this is a matter that is outside

the realm of this p_roject and is an issue that FUCAC will nced

to consider at some future date.

C. Cost Benefit Analysis

Assuming that FUCAC's projections for credit union growth
at the end of the 3 year pfoject period and those at the end of
its Five Year Development Program will be achdieved, the cost ratio
of this project is indeed very favorable. For a modest investment
of USS 200,00 on the part of AID, not only can a total of 23,000
more lowaincane workers benefit from credit union services,
but also/solid footing will have been established to allow FUCAC
to pecome a financially viable national credit union srrvice
organization shichno doubt will continue to expand the system to
reach a greater number of people. Credit union development expe-
riences in other Latin american countries have demonstrated that
once the econcmic base of the national credit union system has
grown sufficiently (2 to 5 million dollars) other camplamentary
services benefitting credit union members soon begin to be organized
such as life insurance on member savings and loans, cooparative

funeral services, buyerg clubs, cooperative health clinics, etc.
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Therefore, 5 thorough cost benefit analysis of a U$S 200,000
investment in the institutional development of FUCAC cannot be done
because there are many dirnensions to the project that at this yorent
are difficult to quantify and neasure as:;t will take several years:
before ancillary services begin to evolve. At this point, the
best we can do is to use as a ba;:,ic point of reference the evolution of
credit union-movements of other Iatin American countries that were
extensively financed by AID duriné their.initial formative years
during the 1960s and early 1970s. Generally spea}'.ing; evaluations
that have been made of theée credit union development programs in other
Latin American countries indicate a relatively high level of benefits related
to_investments made by AID. Onc of the mos‘;: significant achievemznts
of t};ese AID-financed credit union dcveloprm'xt programs has been tne
fact that in other countries a self-sustaining system has been installed
that continues to expa.n‘d its services after AID financing nas terminated.
In Uruguay the conditions for achieving a similar result to those
experienced in other countries, can be said to be quite good, the major
difference being that the AID investment for developing the system
would be around 60% to 80% less than the average investment made in other
countries. The higher cost/bencfit ratio projected for the FUCAC
project in Uruguay vis-a-vis other latin American credit union development

programns will be attributed to the following key factors:
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1. The initial stages of credit union promotion and
organization of a national credit union system
have been going on in Uruguay for the past S:years.
The concept of credit unions among industrial workers,
public en'rployees and similar groups has already been
accepted., |

2. The general high level of basic education among
Uruguayans facilitates a rapid understanding of the
benefits that credit unions offer and how credit
unions function. These are condlitions that favor
a rapid credit union growth.

3. Mpproximately 80% of the Uruguayan population lives
in urban centers and works in industrial plants,
public institutions, banks, priv;lte businesses,

a condition that males the organization of "closed bond"
credit vnions aeasier.

4. Credit inion legislation issued by tie i):mtral Banx
requires that credit members agree to a mininwn
obligatory monthly savings program during the time
that they alre menbers of the credit union.

5. Credit unions, by virtue of provisions included
in the cooperative legislation, are eligible for a
payroll deduction arrangenent with employers

where credit unions have been organized.
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D, Appropriateness of Credit Union Technology

Despite the fact that Uruguayan credit union leaders have
not had much direct contact with credit union movements of neighbor-
ing countries and have not participated in regional training programs
of COLAC and its predecessor organization, the CUNA Latin American
Regional Office (LARO), credit union technology in Uruguay has been
surprisinglv well assimilated. ‘1o a large extent, the existing
credit union technology in Uruguay has been ootained from credit
union literature and mamnuals published by CUNA, OOLAC, RFAC, the
Pan American Union and material requested by mail from other Latin
Arerican credit union federations. The more direct contact between
.Uruguayan credit union leaders and those of c.>ther couniries has been
with Argentina, which has been a source of technical assistance
in the initial stages of credit union development work in Uruguay.
Also the AIVLD program in the early 19305 was another source of
technology. The occasional regional credit union forums sponsored
by QOLAC and othor roegional cooperative organizations have also
made contvibutions to present credit union technology in Uruguay.

While Urugt;ayans have done a rcomarkable job of researching ard
developing their own credit union téchnology (it can be said
that it has been adequate for the initial formative stages of a
national credit union system), it is not adequate to accamodate
the rapid growth of existino credit unions and those to be organized

under FUUAC's Five Year Development Plan, This appraisal is even
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more applicable when one considers the fact that FUCAC's 5 Year
Development Plan proposes to instituticnalize many of the credit
union prowwtional and technical assistance activities that have been
performad up to now by volunteers to increase effectiveness and
efficiency in these areas.

However, given the high caliber of lﬁmesources heading FUCAC®s
present. agtivitics, their high degree of motivation and paét expe-
rience of doing things on their own, certaihly are favorabdle
conditions that will t.'acilitate the assimilation of the more advanced
credit union technoloygy that will be needed to successfully carry out
the project. . | |

Needed technology improvement aﬁ the credit union level will fall
into the arcas of more efficient accounting syst:ens , better mathods
for financial planning , consumer education programs for credit unicn
menbers and family finance counselling. Improvements in these areas
are expected to be achieved by the publication of monuals by FUCAC
for distribution to credit unions and for use in FUCAC's Credit
Union Leadership and Management Training Courses contemplated under
the project. The assimilation of these new methods on the part of
credit unions is c)\pected to be greatly cnnanced as they grow and
their level of operations allows them to pay for the services of full-tine
managers. No major problems are anticipated in getting adequate personnel
to become credit union managers as there is an abundance of well-educated

persons available for such jobs due to the liign unemployment situation

in Uruquay.
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At another level the technology requirements to bring about the
institutional developmant d)jectives for FUGCAC as contenplated in its
Five Year Development Program will be more sophisticated than those
projected at the credit union level. Human resources of hign caliver
and specialized training in such arcas as adult education, auditing
eccononics and general business management will be needzd to staff the
various FURC service departnents éompleted in the first year of the
project. These individuals are evpected to play a crucial role in
assimilating the specialized teclmology that is to be provided by the
Latin Iﬂ'nericaﬁ Confederation of Credit Unions (QOLAC), through
periodic visits by its technicians and threugh short-term training
programs which OOLAC will help FUCAC arrange with neighboring
OLAC affiliated federations (Paraguay, BOliViE:l, Brazil). Additional
training of FUCAC personnel is expected to be achieved through COLAC
by means of specialized regional training seminars that are geared
to upgyrade the technical skills of federation personnel in specialized -
areas.

An assessment made of FUCAC's human resources indicates that there
are several individuals that now collaborate on a voluntary basis with

develcanent
FUCAC's credit union/activities which could effectively function in
full-time technical positions under the projected operational structure.
The advantage of using this type of resource is that they are aiready

familiar with the philoscphy, principles and practices of credit unions.
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This is particularly important in the arcas of credit union
prarotion and leadership and management training. In the areas
of auditing services and financial management. functions, out.éide
hunan resources already trained in auditing, finance and economics
seems to be the nost desirable path to follow to rapidly staff up
to get on with the implementation of projected FUCAC progran
activities,

Assuming that FUCAC s2lects high quality personnel to head
up its various service and advinistrative departwents, the training
of these resources can be greatly accelerated by the transfer of
technology that has already been highly developed by federations
of n2ighboring countries such as Bolivia, Paraguay and Brazil.

Their technology is more attune to the needs of FUCAC at this initial
stage of its institutional developent than what is available in
Argentina, where credit union technology is far too sophisticated
and advanced for FUCAC'S presant needs.

Through vell designed two to 3 week training programs in
specialized operational areas with neighboring federations and
camplemented with COLAC's technical assistance vicits and the
supplying of technical manuals developed by OOLAC and CUNA, the
technical training of FUCAC's staff cuuld be brought to an acceptable
level within the first yg;ﬁ}/gfhgjlmf: project. Subsequent upgrading
of their skills could be achieved through the periodic regional
seminars sponsored Ly COLAC and continued on-the~job training visits

to other Latin American federations.
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E. Viability of FUCAC's Credit Union System

One of the major goals of FUCAC's Five Year Credit Union
Development Program is to become a financially self-supporting
national service .organization for credit unions. This goal
is expected to be' achieved essentially by expanding the econamic
base of FUCAC affiliated credit unions to peziut them to pay
annual supporting dues in increased amounts each year until 1981
when it is expected that the need for outside financial assistance
to support FUCAC's operations will have terminated.

The suprorting dues system being contémplated by FUCAC under
the project represents a 1% per month surcharge on the 3% per
month lénding rate charged by credit unions on their loans to
members.  In effect, credit unions would be charging a 48%
per annum rate of interest on their loans. While this rate nay
be considercd to be extremely high by U.S. standards, within
the context of the Uruguayan consumr credit market g]pda nigh
inflationary econuny, a 48% rate of interest is ~J'.ncbed very low.
Alternative sources of credit available to FUCAC'S target groups
are charged anywhere from 80% to G600% effective annual rates of
interest depending ;Dn the particular source of credit that is used.
Credit unions compete very favorably within the Uruguayan consurer
credit market, thus making a 48% rate of interest entirely feasible.

As a matter of fact, there are already 3 credit unions that are
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charging 48% per annum. Given these conditions, FUCAC anticipates

no major difficulties in establishing proposed supporting dues system

especially when one considers that credit unions will be able

to have a wider scope and obtain better quality services from FUCAC

than in the past.

162
Presented in the table/below are some figures indicating the

economic growth of credit unions projected by FUCAC and the contribution

of affiliated credit unions to support FUCAC's operations.

Table 1

Credit Union Growth Projections

Indicators 1977 1978 1979
a) N%f credit unions 48 63 . 80 .

b) N°of C.U. members 19,800 28,000 38,300

¢) Amount of savings
at end of year 701,400 2,013.000 4,880.300

d) Average outstanding
loans during year 392,800 1,377.900 3,364.350

e) FUCAC supporting 47,200 165,300  403.700
dues based on 12%

(Uruguayan iew Pesos)

1980 1981
100 120
50,400 65,500

9,389.800 16,000.000

6,836.100 12,100,000

820,300 1,453.000

of (4)
~Table 2
Projected FUCAC Omerating Budgets (Uruguayan New Pasos)
1977 through 1981
Indicator 1977 1978 1979 1980 1981

a) Projected Annual

Budget 400,880 615,000 716,324 972,600 1,202.270
Funding ) ‘

b) Inceme 400,880 615,000 716,324 972,600 1,453,000
FUCAC ducs " 47,200 165,300 403,700 820,300 1,453,000
AID coritributions 353,680 449,700 200,000 -0 -0~
Other sources 112,624 152,300 -O-



c)

d)
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Indicator ‘ 1977 1978 1979 1980 1981
Operating deficit .
or surplus budget -353.680 -449,700 ~312,624 =152,300 4 £V I
FUCAC

9/ contribution to 12% 27% 56% 84% 100%
operating budget

Concerning the feasibility of achieving the annual growth projected
by FUCAC, the analysis of the approach used and basic asswrptiéns used
will indicate that the projections arrived at by FUCAC are indeed quite
conservative. To arrive at the projected annual growth figures, FUCAC
has carefully selected from a list of potential credit union groups,
those that cbuld be most easily organized and represent a large number

of workers or employees or cammn ity dwellers. Their growth-aas

then projected over a five year time frane, * Likewise modest annual

" growth in menbers and mermber savings of ei#isting credit unions were

projected. The two sets of projections were then consolidated to arrive
at aggregated annual growth projections.

The basic assumption used in project'ingl the growth of member savings
was that each member would save at least one U.S. dodlar per month.
This saving rate is considered to be very conservative, especially in
light of the fact that several credit unions already have monthly savings
programs by members reaching 4 to 6 dollars per month. In any event,
the ronthly savings by menbers do not represent more than 2% of their

annual inconc.
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Added to the above conservative monthly member savings projection,
there are other conditions that favor a systematic growth of the FUCAC
system. Perhaps the most significant one is the Central Bank's decision
to begin the chartering of credit unions. In past years the lack of
a legal charter has been a major constraint to the growth of the FuCAaC
system because potential credit union menbers were reluctant to join
an organization that was rot recognized legally ard which provicded no
éuarantee for their rights in the credit union. Also many credit union
menagers have been reluctant to actively promote the credit union
because of their fesr that the governmont reculatory agencies would
intervene an operation that was not legally permitted to function.
As credit wnions receive their charters, they can openly pramwote their
_services to potential new menbers. |

Another favorable condition is that thie vast majority of the existing
credit ‘unions and those that will be organized will have a close connon
bond (factory workers, employces of private, lusiness and government
erployces). Closed bond credit unions are much easier to organize and
require little overhcad cost to operate as they can establisn payroll
deduction systens with the employees to collect menber savings and loan
payments.

One other condition that favors a répid and systematic growth of
the FUCAC system is the provision in the Central Bank circular regulating
credit unions which requires each credit union momber to agree, upon
entering the credit unions, to a mininum monthly saving plan that. he must
maintain as long as hc is a menber of the credit union. The Uﬁ:guayan

credit union legislatien is perhaps the only one in the world that
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requires a minimum obligatory savings program with their credit union.

Given the above conditions and taking into con sideration the high
literacy rate of Uruguayans and the fact that they have an extensive
expose to other types of cooperative enterprises, the credit union
growsth projections arrived at by FUCAC appear to be realistic and
achievable.

Concerning the institutional developm?.nt of FUCAC, at the present
noment it has a vast rescrvoir of talented and experienced credit
union leaders that can be mobilized to collaborate with FUCAC in the
implementation of the OPG. Somc of them are hired to provide services
on a full-time basis and others can collaborate on a voluntary basis.
The fact that for the past 6 years the FUCAC people have been operating
on their own with very little outside assistance and have, through
these efforts, developzd the present FUCAC system, is ample testimony
of their high lewvel of n\otivation and their ability to do things on
their own. Under the OPG, the camplexity of FUCAC's operations will
increase substantially from its present operations. However, it is
considered entirely feasible that with a limited amount of external
technical assistance and the opportunity for its people to get specialized
credit union training, that FUCAC should not have any difficulty in
implementing the OPG project, and ach.ievihg its institutional developnent
goals. |

F. Social-Cultural Immact

As has been indicated in Section I of this document, credit unions
in Uruguay have gained acceptance among the intended beneficiary groups

as well as on the part of the Uruguayan Government. The approval by the
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Central Bank of special credit union regulations unier the General
Cooperative Law is evidence that the Urugnayan: Government after nmore
than 3 decades of prohibiting the functioning of credit cooperatives,
has ocome to recognize the need for appropriate ccoperative legislation
* wunder which interested groups can organize cooperative savings and
credit schemes to mcet their camvor financial needs. In interviews
held with officials of the Central Bank K they have demostrated a
positive attitude towards FUCAC's credit union development activities
and have offefed to coilaborate closely with FUCAC particularly
in the chartering of credit unions and setting norms for the auditing
service to be performed by FUCAC. |

In tenns of interest groups that. may be affected by the FUCAC
project, thesce will probably bz the numerous moneylenders that operate
on factory premises or other places of employment. Retail shops
and conmercial establishments eventually will become affected as the
FUCAC system grows. Howwver, during the first three years under the
provosed project the impact on these interest groups will not be
that great to provoke any major opposition to the FUCAC system.
Regarding the camercial banking system, no opposition is expected
as this sector of the financial cormunity has over the past decade
reduced their consumcr lending operations to a level where it represents
a very small portion of their total loan portfolio. Wien they make this
type of loan it is only to those clients that have good guarantees and

represent corporate accounts with their banks.
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Concerning the participation of wamen in FUCAC's credit union
system, they are anply represented in all aspects of its operations.,
At the present noment 11 of FUCAC's 38 affiliated credit unions have
women presidents. In FUCAC itself, 3 monbers of its Board of Directors
of seven are women. There are also 5 credit unions where over 90%
of thesmenbers are wonen. FUCAC sees the active participation of women
as a valuablc.asset to the developient of credit unions because of tieir
insight of family finance management. Wanen are expected to play & very
ilmportmut part in providihg the consuwmcer education progreams that it
projects to help member credit unions to establish. In tcrms of borrowing
from the credit union, wamen are corsidered as equals to their male
counterparts, with the capacity to pay being the basic criteria uscd
to detenmine the level of loans they can obtain from their credit union.

G. Pelationship to Foreign Assistance PVO Guidelines

In many ways this project respends well to the guidelines set up
urnvler the Foreign Assistance Program for private véluntary organizations.
The FUCAC project is based on the principle of self-help, is directed
to the lower incare working groups of Uruguayan soci\ety, has the potential
for reaching a large nunber of people over tine and has the potential to
becan: a self sustsining system. In addition to these features, the FUCAC
project has the di_nransic.an of develoning a capital base which credit union
members can eventually use to develop other needed services that are not
being provided adequately by the government or private institutions as
has been the case in other Latin American countries. The FUCAC project
will also make a major contribution to teaching average working people

how to administar and operate their own service organization within the
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denocratic framework that has traditionally characterized
the cooperative movement throughout most of the world,

With regard to a possible linkage of the FUCAC project
activities with other prourams, these is the distinct possibility
that credit unio'r;s at same point in the future, once they have
developed a sufficient capital base, to have a greater ouf.reach
for small scale fammers and artesans that ao not have access‘
to institutionalized'sources of credit. In this effort, FUCAC
is expecting the assistance of the Latin American Confederation
of Credit Unions (OOLAC) initially by conducting a feasibility
study of credit L.mion services for small farmers and possible
relationships with other rural cooperative programs such as
CALFORU and the National Federation of Agriculture Cooperatives,
If this study demostrates that credit unions can provide a useful
service to these small farmer and artesan target groups, FUCAC
will than scek COLAC capital assistance to finance a part of

its expansion activities in this area.

SECTION IV - PROJECT DMPLEMUHTATTON

A. Implemontation Plan

Assuming the OPG project will be authorized and signed by
January 31, 1977 and that fund Jisbursements will begin by iarch 1, 1977,

FUCAC has fonmlated the following project implementation plan.
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1. Action Plan-- November 1, 1976 to March 1, 1977

To prepare the ground work for rapid project implementation
FUCAC has considered it opportune to accelefate the campletion of
a nunber of activities over the next four months that are int mately
related to the OPG. The principal action items to be completed during

this period are the following:

a. FUCAC Accounting System. FUCAC's accounting system will be
redesigned to incorporate new accounts and controls that will be
necessary to handle the increased level of operations under the OPG
and to generate the financial reports that will be nceded for sound
prgject management.

b. Chartering of FUCAC. At the present moment, the iinistry

of Finance is in the final stages of reviewing FUCAC's bylaws before
issuing its legal charter. FUCAC expects to intensify its efforts
to get approval of its bylaws by December 1, 1976.

c. Adninistrative Organization idanual. Anticipating the need

to have the adninistrative and opasrational sitructure clearly defined

before entering the project implementation stage, FUCAC will have

campleted an administrative organization manual describing the functional

activities that each administrative and operational unit will have ani

e lines of communication that will be established within the organization.

This activity is to be campleted by February 15, 1977.



- 42 -

d. Job Descriptions. As a prelude to the time when FUCAC

will be recruiting and hiring the personnel cc.mtemplated under the
OPG, FUCAC expacts to have defined job descriptions for each
position with an indication of the educational and professional
skills that are exnected te be met by candidates aspiring to these
rositions.

e. Information to Affiliated Credit Unions. FUCAC will call

an extraordinary general asscmbly of affiliated credit unions to provide

ample infornation on OPG project design and -to explain tne nature

and extont of their commitments (financial and otherwise) to the project.
More details on this four month action plan are provided on following

pagae. All activities included in this action'plan are to be parformed

by FUCAX's present volunteer huaan resources with the assistance .of a

few local consultants and legal counsel that collaborate with FUCAC

activities on an ad-honorum basis.



- 43 -

FUCAC PROGIA ACPIVITIES - Octobor 15, 1976 to February 283, 1977

1976 19717
Activitics Octoher |lovanier [December | January February

1. CHARTERING OF CRIDIT UNION
ONGAILZNTTOLE

1.J. Peach agreaement with GOU to
expedite C.U. chartering

1.2 Obtain chartering of FUCAC
now pending with Min, of
Finance

©

2. ENIRANRDTIARY GlilistAl, MILTING
OF NWTILINCLL CUDLT UGEON

2.1 Preparation offmeeting

2.2 Presentation FUCAC 5 yr.
Daveloment Plan Ceneral
Mooting of alffiliatod C.U.

3. ARALIISTRATIVEY ORGINMIZATION

3.1 Prepare adainistrative orga-
nization manual

.3

3.2 Identification of Techhiecal
Personnel for irmlcrentation
of OPG project

3.3 Identification office space
facilitics

4, RESOURCE MOBILIZATTON

4,1 OPG approval by GOU

4,2 Negotiate OPG aygreamwnt with
AID

[

4,3 itake arrangements with
Bolivia and Paraquay C.U.
federations and COLAC for
training of FUCAC personnel
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1976 1977
Activities October [ovaniner [pecarber | January  [February
5. PINAUWCIAL ACHMINIS-
TRATION
5.1 Redesign FUCAC s

accounting system
to manage OI'G
project

5.2 Audit of 1976
FUCAC financial
statement
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2, Project Implenentation -- Year One (1977)

For purposes of being consi~trnt with FUCAC's annual fiscal
periods, the first year under the OPG has been defined by FUCAC
to be the period lieginning March 1 to Dacember 31, 1977. Presented
on pages 4.9 thru ) is a general plan of activities to be campleted
during the first year of project implenentation.  Succinctly, the
implementation of the various project caponents is described in
following paragravhs,

Within 15 days of project initiation, FUCAC will hire its
executive directorito take charge of project implementation activities,
Recruitment and hiring of | other perscnnel is expected to take place
within the first 30 days as FUCAC will have had a nuiber of candidatas
selected by the time the project kegins.

By April 15, 1977, the new personnel is expected to have a clear
understanding of the program goals sought by FUCAC through its Fiva
Year Daevelonmant Progra;m, the design of the OPS and expectations,
and how FUCAC administrative and operational structure is expected
to function.

By *ay 1, 1977 FUCAC expects to have carpleted the organization
of its office facilities, procurement of basic equipment and materials
that will not be purchased through GSO.

By May 1, 1977 FUCAC will have a detailed plan of activities for
its credit union promotiaon and technical assistance program covering

the remaining 8 1onths of the year. Within this initial 2 nonth pericd,
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a series of ‘operational guideline. and instructional guidelines will have
b};cc[;;:epared to define the role of FUCAC's field extension agents
vis-a-vis the credit union volunteer corps that will be organized

in four geographical areas to assist FUCAC in the pramotion of

credit unions wif;hin their assigned geographical region * and to
-provide basic tecimical assistance to credit unions. A handbook
defining the role of the volunteer credit union leader prbviding
services under the Vqlunteer Corps will also be prepared.q‘lb

equip credit union leaders to better perform their activities

under the Volunteer Corps, FUCAC will conduct a two week course to
upgrade their }:néwledge and skill in sucli areas as credit union
philosophy, organization of credit unions, legal framework within

which credit unions operate, general credit ‘union administration

and mccounting practices and procedures. To carry out these project
implementation activities, FUCAC does not anticipate the need for

any outside technical assistance as it has extensive experience

in this program area.

Concerning ¢he implementation of FUCAC's Educational Program
conponent, FUCAC expects to initiate its basic credit union leadership
training courses during the month of May 1977. 1The first credit
union management. course is expected to be carried out in June of
1977. FUCAC will not require any outside technical assistance in
this program areca, except an occasional outside credit union expert
from a neighboring national credit union federation (Brazil, Paraguay,
Argentina, Bolivia or COLAC) who may be called upan to collaborate

in highly specialized credit union operational areas. Otherwise



- 47 -

there exists a vast reservoir of eyperienced management talent
in Uruguayan private enterprises, universities and within the
credit union movenent that can be called upon to mobilize to
collaborate in FUCAC's management training programs.

The implcnentation of the auditing service contamplated
in the OPG will take longer than other project camponents .to
get it to its operational stage, as at the present moment there
are no specialized credit union auditors in ijruguay. However,
there are high quality auditors available, on the job market,
but they need to get a practical exposure to credit union auditing
methods and procedures and fornulae for determining .the price
structure of FUCAC. auditing services. 7o overcorz tihis vaccum
FUCAC is planning to arrange a one nonth on~the-jab training visit
of its Chief Auditor to be hired under tie Ol-’G. with the Bolivia
National Credit Union Federation, which has more than 10 years
experience in managing a credit union auditing service. FuCAC's
auditing service is expected to becane operational by.July 1, 1977.

The FUCAC financial administration capability, contenplated in
the OPG 1s expected to be achieved by the hiring of a campetent
anxd experienced professional econanist or finance manager. Initially,
the activities to be parformed by this staff member will be rather
straightforward and rather sinple, primarily the establisnmant of

sound bixiget controls and cash receipt and disbursement procedures.



- 48 -

B cginning in the second year of project implementation
FUCNAC's Finance rlanager is expected to play a critical role in
formulating projoct funding proposals to mobiiize the external
funding recuirements contemplated for the third and fourth year
of FUCAC's Five Year Davelopment Plan. This staff member is
also expected to head a feasibility study in 1978 to determine
the feasibility of establishing a central credit union financing
uﬁit under the FUCAC organizational structure and to detenmine
alternatives for bringing about a financial integration of the
FUCAC credit union system. Given the fact that this is a program
area where FUCAC has had little experience, FUCAC's Finance Manager
will, during 1976, carrv ocut basic researcih on central finance
nodels used by other Latin American Credit Union Federations.
If it can be arranged, F'UCAC will also be sending its Finance
Manager to a COIAC sponsored Federation Finance Managemont Seminar

scheduled for mid 1977.
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FUCAC PIOGRIM ACLIVITIES - MARCH ) - DECEMRER 31, 1977

e

Activities

M |A

M

N

1. Mministrative

1.1l Arrange office rental
lease & organization
of office facilities

1.2 Hiring and orienta-
tion of persomel

1.3 Procurament of office
equipment:

1.4 PUCAC quarterly hoard
of directors neetings

2. Program Planning & Eva-
Toation

2,1 Design basic planning
framowork 1977

2.2 Formulation of con-
crete monthly work
April-Dec,1976 -
FUCAC progran activi-
ties

2.3 Performance quarterly
pProgran proaress
reviews

2.4 Prcparation of 1978
Program Plan of Acti-
vities

3. Financial Adrinistration

3.1 Installation of new
accounting system

3,2 Preparation of quarter}

ly financial reports

3.3 Formulation of project
proposals for:
a)Consumer educ.proqg.
b)FUCAC central fund

revolving furndd

-

e

-——— e ——— -
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FUCAC PROGRAM ACTIVITIES - MARCH 1 - DECEMBER 31, 1977

Activities M A M| J|l J1 A S 0 N

4. Credit Union Prountion &
W' N, Proaram

4.1 Administrative Organi-
zation of Deparizacnt ——

4.2 Yormulation of concrote -0
C.U0. Pronotion, 'Yech-
nical assistance Plan
and Inmlementation

Strategy

4.3 Preparation of opera- -
tional guidelines
for FUCAC field
extension personnel

4.4 Preparation of guidc- e
lines and instiuctions
for C.U. Voluntecer
Corps activities
(Prcnotion & 1'.A. to
C.U.

4.5 Selection of C.U. -~
leaders for partici-
pation in Voluntecer
Corps

4.6 Pasic training for -l
Volunteer Credit Union
Corps in credit union
oparations & field
extension work

4.7 Pronotion & T.A. Program —=fr b ~—2 *"‘"""'
Inplenentacion
4.8 Quarterly Progress L e »—

Feviews

4.9 Training C.U. Voluntcer !
Corps:- Upgrade skills 07-—
]

4.10 Preparation technical i
material
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Activities

| M

A

#

J !

J

A

5

Ny D

5. Credit Union Education &

Managoment fraining Program

5.1 Administrative organization

of Education Department

5.2 Programming & design of

FUCAC's Basic Education &
-Management Training HMate- -

5.3 Preparation of Education

& Management Training
Materials ’

5.4 Performance of Basic C.U.

courses to C.U. elected
Board & Camittee Members

5.5 Performance of specialized

C.U. Management Training
Courses

5.6 Specialized training for

mabers of C.U. Voluntecr
Corps

5.7 Special cowrse for C.U.

Education Comittee mombers
Consumer Education Program

5.8 Design of new educational

& management training
activities

e s

5.9 Premaration & Production of

FUCAC Bi-lMonthly lewsletter

6. Credit Union Auwditing Program

0 —————

6.1 Define with Central Bank

auwditing requirecnent for
credit unions

6.2 Specialized tng. Chief Au-

ditor in adm. organization
of C.U. auditing service
methods on procedures and
pricing methods for auditing

service charyes to C.U.
(Training C.U. Federat.co=

Bolivia)

e @

&

e s O

-8
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FUCAC PROGRAM ACTIVITIES - MARCH 1 'TO DRECEMBER 31, 1977

tivities M A M | Jd J A S

it

6.3 Organization I'UCAC Ll-—-d‘
C.U. Mditing Service
& training of auditing
personnel

)

6.4 Performance of audits -

6.5 Programming of 1979 !
C.U. aulit work plan
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3. Project Implomentation - Year 2

Prior to the beginning of FUCAC's 1978 fiscal year, a detailed

work plan will have been prepared for fiscal yéar 1978, This plan will
include the program goals sought during the year, activities to be
performed, operating budget requirements and indication of the technical
assistance required to implement the plan.

. Outside of the normal program activities described for -fiscal
year 1977, there are two major studies to be performed during the year.
.'l’hese are (1) a study to determine to what extent credit union services
can be made available to small scale farmer groups and artesans in Uruguay
and (2) a study to define a model for the financial integration of the
FUCAC credit unions through FUCAC and the feasikility of its implamentation.
To carry out these studies, technical assistance will he sought fram COLAC,

Clia,

B. FUCAC Project Monitoring Procedures

To nonitor the progress heing made on project implementation FUCAC
will establish a reporting systam that will cover the critical program
activities indicated in the work plan outlined on pages 49 thru 52
During the first four months under the OPG project monthly staff meetings
will be held to evaluate progress being made ‘on project irplementatian.
identify problems being encountered and to decide on courses of action
to overcorme thom. After each staff meeting a report will be written
by FUCAC's management and distributed to FUCAC's board of directors.

Copies of these reports will also be submiteed to AID and COLAC.
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Beginning with the quarter ending Juwe 30, 1977, FUCAC will
prepare cuarterly reports to be preparcd by FUCAC's Executive
Director and will be , resented at FUCAC's Board of Director meetings.
Copies of these reports will also be shared with AID and QOLAC
during the life of the project.

In addition to the above, it is anticipated that COLAC will
make periodic checks on projcct inplementation by FUCAC. During

he visits of the OOLAC tecanician, it is anticipated that technical
advice will be given to FUCAC in tnose areas where it needé
assistance in implementing the project. At the end of these visits
the OOLAC technicians are expected to meet with FUCAC Board of
Directors to sharz with tham his appraisal of progress being made

on the project;implementation and recomended course of action.

C. . Fund disbursement and nrocurement procedures

Regarding  the fund dishursenent procedurces, FUCAC proposes
the establishment of a Revolvnﬁug Fund of Ués 25,000 to cover
opcrating costs during the first three months of the project and make
procurarent of supplies and equipment that will be purchased locally.
The USS 25,000 Revolving:Fund would be deposited by FUCAC in a dollar
savings acoount with the Eanco de la Rep@blica or another bank
acceptable to AID. As funds are nceded to cover operating costs or to
make vurchases, the required amounts would be converted to local
currency and deposited in a checking account' in the same bank. All
payments riade and charged to the OPG will be made t;hrough a pre-numbered
check voucher system requiring authorized signatures duly authorized

by the Board of Directors. e authorized signatures would l»> the
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" Executive Director and FUCAC's Treasurer.

By using this procedure, FUCLC will be able to take advantage
of the frequont mini-devaluations of the Uruguayén Peso and thus
it can get greater mileage out of the U.S. dollar: funds advanced
to }:U(.J\(. by AID on a periodic basis.

At the end éf cach month, FUCAC will prepare a report of all
expenditures made under the OPG and will submit reinbursement voucher
to AID. AID would then reimbhurse FUCAC for approved expenditures
undar the agreed budget line itams., At the end of the project, |
the USS 25,000 Revolving Fund would be totally used and the separate
account would be closed.

Concerning the internal procedures to control the use of funds '
FUCAC has a supervisory committee elected by affiliated credit unions.
This conmittee has the responsibility of making periodic audits of
FUCAC's financial affs’'rs. Reports of these periodic checks are made
knosn to FUCAC's Poard of Directors for corrective action, if any
is needed. In addition to these controls, it is expected that the
Central Bank of Uruguay will perform annual audits of FUCAC's
operations.

Concerning the procurcncat .of materials and equipment with OPG
funds, FUCAC would like to acquire the major portion of its office
equipnent and material through the AID GSO purchasir'ng service.,
Procurament of equipment and naterial through ATID is proposed because
the prices are cheaper,quality on same products is better and nore
equiptrent can be bought than buying on the local market. Local

procurenent of equipment and naterials on the locar market would be
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limited only to those itcems that are nceded to begin project
inmplenentation and which could be purchased at a cheaper

price without sacrificing cuality.

SIECT'IOR V- BI_S_'QI LCY EVALUATION PLAN
FUCAC's Project Evaluation Plan will consist of three types
of activities performed at distinct periods during the life of
the project. 'These activities are (1) Quarterly project reviews
to bz performed by FUCAC's own staff members and Board of Directors
(2) ZAnnual routine cvaluations andl (3) An ¥nd of Project kvaluation.

A. Quarterly Project Roviews

During the life of the project FUCAC will perfornn quarterly
revieyls of project implementation to determine whether program
activities are on target and whether project purposes and outputs
are being achieved. The quarterly project reviews will be perforind
by FUCAC's own staff resources and members of its Board of Directors.
After each review session, FUCAC's Ixecutive Director will produce
a vritten report of the conclusions arrived at and new courses of
action that mav have been agreed upon to assure sound project
implementation. Copies of those quarterly reports will be made
available to AID and OOLAC. The 1977 and 1978 Project Implamentation
Plan will be used as a kacic instrument to perform these quarterly

evaluatinons,
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B. Ammual Routine Fvaluations -

Routine evaluations are scheduled to be parformed within
30 days following the end of FUCAC's fiscai year 1977 and 1938
to detennin::?ﬁv}mt extent project purposes and outputs have been
achieved in accordance with what was indicated in the project
logical frarr:“grﬂme'i‘b-)éoordlnate the performance of these
vjoint evaluations, a committee camprised of one representative
from AID and FUCAC will Le establishod,

The basic function of this comittee will he to determine
the timing of the evaluations and the method to be used in
performing them. In  the performance of these evaluations, COLAC
and CUNA Global Projects Office will be called upon to serve as
technical sources to support the joint committee's evaluation
activities. Both OOLAC and CUnA have experienced technical
capabilities to evaluate this type of project.

The routine evaluation will have the basic objectives
of determining the extent to which (1) project purposes are
being achieved (2) project outnuts are being préduced and (3)
AID projzct funding that will be needed in FUCAC fiscal years
1978 and 1979,

Written reports will be produced on the result; of these
annual evaluations and these should include a sumary of the
principal conclusions reached, and an indication of what are the
major problems being encountered in project. mplwnntatlon.-

(3) the recamended course of actions to overcame these problems

and (4) who is to be responsible for cariying out the recanmended
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action items.

C. Ind of Project Evaluation .

At the termination of the project a final evaluvation will be
conducted to determine the overall success of the project. It is
recammended that these evaluations be conducted by CUNA Global
Projects in coordination with the Latin American Confederation of
Credit Unions. A final cvaluation reporc is to be preparced that
should include the major conclusions reached and the recawrendations
to both AID and FUCAC that may be appropriate, particularly to FUCAC
who will be continuing to irplarnent its Five Year Developnent Program.

D. Logical Framcwork

Included in Annex 5 are the logical framework sheets
developed by FUCAC for the pronoscd three year AID Opcrating Project

Grant.. -

SECTTION VI - PINAUCTAL PRI

A. FUCAC's Five Year Financial Plan

Provioas to its actual OFG plonning and design exercise, FUlaC
had alrecadv fornulated a five year credit union developrent program
to determine: (1) Uhe minimuwn level of services and administrative
capabilitics that FuChC would need to inplement a 5 year proyram,
(2) the moans by vhich the developnent program coald be financed,
(3) the level and timina of external financial assistance that would
be needed to launch and implament the program and (4) the break-ewven
point in FUAC's operations - where external financial assistance

to cover its operating”costs would no longer be nceded.
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Based on the results of this initial 5 Year Development Plan,
FUCAC miade a preliminary proposal to AID fbr an OPG in late
Septenber of th» current year. After discussing this initial
OPG proposal with AID, agrcement was reached in principle,
that AID would consider a fonnal COPG prouposcl from FUCAC that
would not exceed U$S 100,000 in the first year, U$SS 75,000
in the sccond year and - USS 25,000 in the third year,
in the event that FUCAC could not nobilize all:the external
funding needs fram other donor agencies for that yecar. USAID/Uruguay
was hesitant in openly considering a three or rore years project
because AID"s operations in Uruguay are scheduled to close at tne
end of I'Y 1978. ‘Therefore the question of whether a USS 25,000
AID contribution could be madc under thie OIG to support FUCAC's
developnont program in its third vear is an iscwe that needs to
be discussad and resolved at the time the proposal is reviewed
Ly ATD. For the time being, FUCAC has assuned that this would be
possible and has plamnned accordingly.

Naving defined tne parameters of a possible OPS funding during
the first threz years of its credit union developmant progrom,

FUAC procecded to review its original financial plans to scale

dom tho size of operations oriainally proposed to AID. The result
of this five year planning cxercise is the projected 5 year operating
buiget arri organizational structure presented. on pages

61 and G2.
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The organizational structure reflects a minimum acceptable
level of services and adiwinistrative capabilities that FUCAC
needs to launch its five year development program. As financial °
means pamuit it in the future, FUCAC would then increase the lervel
of present services or add additional service components as needad
by wember credit unions.

hccording to this financial plan, FUCAC could reach its break-
even roint by the end of 5 years. In the first four years, FUCAC

would need external financial assistance as indicated below:
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PROJECTED FUCAC OPERATING BUDGLTS

(Uruguayan New Pesos)

For Annual Fiscal Periods Ending December 31, 1977
through December 31, 1981

BUDGET 1TEMS CYy 1977 CY 1978 CY 1979 CY 1980 CY 1981
Sources of Tncone
Annual Supporting Dues 47,200 165,300 403,700 820, 300 1,453,000
TOTAL INCOHL: 47,200 165,300 403,700 820,300 1,453,000
Operating Lxpenses
1, Salarices 176,000 246,400 295,680 400,810 451,929
2. Fringe Benefits 52,800 73,920 83,704 120,000 135,600
3. Local Travel & P.biem 42,400 66,780 86,810 133,630 176,660
4. International Travel 10,600 19,840 19,240 21,730 25,340
5, 0ffice kent 12,000 14,400 16,270 21,150 27,306
6. Electricity & Other
Public Utilities 4,400 7,390 9,600 12,450 15,600
7. Telephone & Cables 3,000 5,040 7,050 9,880 12,850
8. Office Supplies 4,000 6,700 9,380 13,130 16,3380
9. Postape-Corresp 2,200 3,900 5,460 7,645 10,700
10, Equip, Haintenance 2,000 3,300 5,040 6,550 8,520
11, Halerjals-Educ.Proe, 2,800 9,480 6,270 8,150 10,600
12, FUCAC Prorm. Haterial 1,500 2,100 2,730 3,510 4,560
13. Seminurs & Workshops 39,9860 55,970 83,9060 109,150 141,330
14, YExternal Audit -0- 2,000 2,600 3,380 [0,390
15, Board of uirecc.Meet. 1,200 1,560 1,030 2,640 3,430
16. Bi-Aunval cen. leet, 2,000 -0- 3,200 ~0- 5,120
17 Putlic Relations 1,200 1,680 2,180 2,830 3,680
18, Lepal & Counsult,Fres 4,800 6,240 8,100 9,720 1,170
19, COLAC Amual Duces 4,000 7,500 10,000 12,000 15,000
20. Depree. of Lquipineat 9,000 16,300 19,0600 28,170 32,490
21. FLCAC Personnel Top., 15,000 30,000 ~0- -0~ 40,000
22, Feasibility Studirs -0- 8,000 -0~ -o- -0~
23, Continpencices 9,400 26,389 33,420 46,000 54,500
TOTAL OPERATING EXPENSES: 400,880 615,000 716,324 972,600 1,202,270
Net Opcrating Loss or
Surplus: ~353,680 =449,700 =-312,624 -152,300 + 250,730
AID Contribution 353,680 449,700 200,000 -o- ~-u-
Other Donor Contributions -0- -0~ 112,624 152,300 -0~
Exchange Rate (Average/Yr.)N$4.75=$1,- N$6=$1.- N$B=$1.~ N$9.75=$1.- N$1l=$1,-
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PROJECTED FUCAC OPERATING BUDGETS

(v

«S. Dollars)

For Annual Fiscal Periods ending December 31, 1977

through ecember 31, 1981

BUDGET ITLMS CY 1977 CY 1978 CY 1979 CY 1980 CY 1981
Sources of Income
Annual’ Supporting Dues 9,937 27,550 50,463 84,133 132,091
TOTAL INCOME: 9,937 27,550 50,463 84,133 132,091
Operating Expenscs
1. Salarics 37,033 41,066 36,960 41,109 41,084
2. Fringe Benefits 11,116 12,320 11,088 12,308 12,327
3. Local Travel & P.Dicm 8,926 11,130 10,851 13,706 16,062
4. International Travel 2,232 3,307 2,405 2,234 2,576
5. Officec Rent 2,526 2,400 2,034 2,169 2,500
6. Electricity & P, Util, 926 1,232 1,200 1,280 1,418
7. Telephone & Cables 632 840 881 1,013 1,168
8. 0ffice Supplies 842 1,117 1,173 1,347 1,671
9. Postage-Correspondence 463 660 683 784 973
10. Equipment Maintenance 421 560 630 672 775
11, Materials - Educ. Prog. 589 1,580 784 836 9¢4
12, T'UCAC Promotional Mat, 316 350 341 360 415
13. Seminars & Workshops 8,417 9,328 10,495 11,195 12,843
14, External Audit ~0- 333 325 347 399
15. Board of Directors Meet. 253 260 129 271 312
16. Di-Annual Gen. Meeting 421 -0~ 400 -o- 465
17. Public Relations 253 280 ~273 290 335
18. Legal and Consult.Fees 1,011 1,040 1,013 997 106
19. COLAC Annual hues 842 1,250 1,250 1,231 1,364
20. Depreciation of Equip. 2,021 2,717 2,450 2,839 2,945
21. FUCAC Personnel Tuj. 3,158 5,000 -0~ ~0~ 3,630
22, Feasibility Studies -0~ 1,333 -0~ -0~ -0~
23. Contingencies - 1,979 4,397 4,178 4,718 4,955
TOTAL OPERATING EXPENSLS: 84,397 102,500 89,543 99,756 109,298
Net Operating Loss or
Surplus: -74,460 -74,950 -39,080 ~15,623 +22,793
ATD Contribution 74,460 74,9250 25,000 -0~ -0~
Other Donor Contributions -o- -0- 14,080 15,623 -0~
Exchange Rate (Average/Yr.) N$4.75=§1,- N§G,-=$1,~ N$8=51.- N§9,75=81.~ N§11=351.-



Basic Functions
* FUCAC Legal Representative

» Planning & Executing of FUCAC's

cverall operations

¥ Relationchips with member C.U.
® Relaticnshkips with other orcani-
zations (National & Internaticnal)

®» Mobilization of Resources

® Cocrdination & Control FUCAC's

Program Activities
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FUCAC” PROPOSED ORGANIZATIONAL STRUCTURE

GENZRAL ASSEMBLY OF
AFFILIATED CREDIT UNIOXS

|

|

EDUCATION &

® Planning & Coordination of

Activities

BOARD OF SUPERVISORY
DIRECTORS COMAITTEE
GENERAL
LECAL = —|  MANAGER
COUNSEL _——— ASSIST. '
T SEC. |
L1 T . M . —
EXTENSTON I FINAKCL AGDITING
TRAINING DEPT. DEPARTMERT | DEPARTMENT DEPARTMENT
®* Plarning & Coordination ® FUCAC Financial Planning ® Planning & Implemen=-
FUCAC's Education & Tng. of ¥uC~C's T.A. Acti- ¢ FUCAC Accounting System tation of FUCAC's
vities ® Budget Control Anrual C.U. Audit
<

® Training & Coordination of
C.U. Volunteer Instructor
Corps

® Production of Educational
Materials

® Design of New Educational
Programs and Methods

® Formulation of Educational
Projects for Funding by
External Agencies

® Evaluation of FUCAC's
Training Activities

® Promotion of new C.U.

®* T.A. chartering of C.U.

® Design of new programs
systems & procedures
of C.U.

® Collaborate FUCAC's
Educational Programs

Financial Administration
of Assistance Projects
Formulation of External
Assistance Proposals

® Special Studies on C.U,
Finance Related Activi-
ties

[ )

Program
® Establish Operating
Norms for C.U.
® Maintain C.U. Sta-
tistical System
® Perform Special
Studies of C.U.
Operations &
Financial Manage-
ment
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FUCAC 5 Year Financial Plan
(Fiscal Years Inding Docanber 31)

1977 1978 -~ 1979 1980 1981

A) Supporting Dues Incame 47,200 165,300 403,700 820,300 1,453,000
B) Operating Costs 400,830 615,000 716,324 972,600 1,202,270
C) Net Loss or Surplus -353,680 -449,700 -312,624 152,300 + 250,730
D) AID Contributions 353,680 449,700 200,000 -0~ = -O-

"E) Contributions Other
Donor Agnncies -0~ ~0- 112,624 153,300 -0~

F) Average Exchange late 4.75t0l 6tol 8tol 9.75tol 11 tol

During Year (Pesos
to U.S. bDollars)

The projected dues incane indicated above is expected to be achieved
by a 12% per annun surcharge to the 36% lending rate presently charged by
crodit wnions. As the financial base of the FUCAC credit union system
increases as a result of its Gevelopment program activities, so would the
aiourt of its lending opcrations and contributions to support FUCal
services,

To mobilize the external assistance fram non-AlIv sources in the third
and fourtl: year of the Five Year Financial Plan, PFUCAC will scck tne
assistimce of OILaC and the World Council of Credit Unions (WOCCU) .

While no concrete cvidence can be given that these resources will pe
available at the time this proposal is submitted to AID, QOLAC and WOl (u
have alrealy dumonstrated their effectivity in raising money for credit
unicn developent programs sindlar to that of FUCAC's.  The only rp

provision is that sufficient leadway is given to nobilize the resources
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before they are actually needed and that a sound project
proposal be fonmlated.

In this case FUCAC will have two years to prepare and market
funding proposals with the assistance of COLAC and WOOCU.
Concerning the feasibility of FUCAC's 5 Year Pinancial
Plan, the COLAC/CUJA advisor assisting FUCAC in the formulation
of the OPG indicates that it can be realistically achieved.
In several ways the FUCNC credit union developrent program
has the basic characteristics of other credit unioh development
programs financed by Ail) in other Latin American countries
during the mid 1960s and carly 1970s. However, in the case of
the FUCAC OPG project, the level of AID funding being considered
i.s substantially lower than in other coux'ﬁtries.

B. The OIG I"inancinl Plan

FUCAC's three ycar OPG ~ost budget is presented
on page 66. The cost buldget is broken down into the four
catcegories indicated in AID's Operating Project Grant Guideline
for PV0O's. The project vost bulget reflects the total cost of
carrying out FUCAC's credi; union developnent program during the
initial three years. Also included in the three year cost buodget
arc th2 values of scrvices rondered by credit union leaders that will
be collaborating with I'UCAC on a volunteer basis in the performance
of its program activities. The value of these services is narmally
not included in the more traddtional income and expense operating
budgat used by FUCAC. This will explain the basic differences that

may be identified between cost figures included in its five year
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opcrating budgyet and the cost figures included in the OPG cost
budget.

Anothier consideration worth mentioning is that the OPG cost
budget does not include the savings mrbilized by FUCAC's affiliated
credit unions during the project period as counterpart funding.

This was not done since it was not clear whether this would be
concsister. © with AID criteria for counterpart funding. If it

were to be considered as counterpart funding, then the ratio of-
FUCAC's contribution to:-total project costs would be substantially
improved.

Concerning where the procurement of the U$SS 25,000 in equipnent
and materials budgeted for the fixrst year of the project, this will
be determdned rore specifically after the project has been approved.
At that time a comparative study will be made by FUCAC of procuring
ecuipymnt and materials from local supplies, the U.S. or other
countries using product availability, maintenance service, price
and quality as key factors to be analyzed. In the meantime, a total
of U$S 15,000 has keen fixed for U.S. procurements and US$SS 10,000
for procuranent of office furniture and materials from local suppliers.
These figures are subject to change depending on the results of the
comparative study to be made once there is project approval.

A human resource budget has been also prepared to indicate the
level of staff resources to be used in project implementation. This

bulget is presented immediately after the OPG cost budget on

page 67.



(Uruguayan New Pescs)

PROPOSED FUCAC OPG COST BUDGET CY 1977, 1978, 1979

Cost Categories

Budget Contribution 1977

Budget Contribution 1973

, Budget Contribution 1979

AID FUCAC l Total AID FUCAC TOTAL l AID FUCAC Other Total
a.Personnel Costs 206,640 | 40,000 | 246,6401] 224,770 | 120,000 344,770 j{100,0004 311,690 | 100,000 511,690
1. U.S. technicians -0- ~0- -0- -0- -0- -0- -0~ -0- -0- -0~
2. Third Country -0- -0- -0~ -0~ ~0- -0- -0- -0~ -0~ -0-
3. Local Perscnnel 306,640 | 40,C00 | 246,640] 224,770 | 120,000 344,770 {{100,000{ 311,690 | 100,000{ 511,690
b.Training Costs 95,640 | 16,640 | 112,2801] 159,720 24,450 {184,170 § 75,090; 62,300 86,200, 223,500
1. Training in U.S.
2. Training 3rd Countd 25,000 -0- 25,000 30,000 -0- 20,000 -0~ -0- -0~ -0-
3. Local Personnel 70,640 | 16,640 87,2801} 129,720 24,450 | 154,170 || 75,600{ 62,300 §6,200{ 223,500
c.Conmodityv Cests 18,750 4,000 122,750 -0~ 6,700 6,700 ~0- 9,380 ~0- 9,380
1. U.S. Procured 71,250 | -0- 71,250 ][ =0- ~0- —o= =< ~0- purg ~0=
2. Third Country -0- —C- -0- -0- -0- -0- -0- -0- -0~ ~0-
3. Locally Procured 47,500 4,000 51,500 -0~ 6,700 6,700 | -0O- 9,380 -0~ 9,380
d.Other Costs 52,700 3,100 55,800} 65,510 38,300 }103,810 || 25,000] 59,430 52,940f 137,370
1. Office Rent 12,000 -0~ 12,000| 14,200 -0~ 1%4,%0074{716,270 -0~ -0- 16,270
2. Electric/Pub.Util, 4,400 -0~ 4,400 7,390 -0- 7,390 3,730 -0- 870 9,600
3. Cormrmunications 5,200 -0~ -5,200 9,000 -0- 9,000 ~0- -0- 12,5101 12,510
4. Maintenance & lepre .
ciation 11,600 -0- 11,600 |1 19,660 -0~ 19,660 ~0- 38,460 -0~ 38,460
5. External Audit ~0- -0- -0- -0- 2,000 2,000 -0~ 2,600 -0~ 2,600
6. FUCAC .Meetings 3,200 -0- 3,200 -0- 1,560 1,560 -0- 4,230 -0- 4,230
7. Public Relations -0- 1,200 1,200 -0- 1,680 1,630 ~0- 2,130 -0- 2,130
8. Leral Fees/Cousult. 4,800 -0- 4,300 6,240 -0- 6,240 -0- -0~ 8,100 8,100
9. COLAC Dues 2,100 1,900 4,000 -0- 7,500 7,500 -0- 10,000 -0- 10,000
10. Feasibility Studies -0~ -0- -0- -0- 8,000 8,000 -0- -0~ <0~ =0-
11. Other Direct Costs 9,400 ~0- 9,400 8,820 17,560 | 26,330 -0- 1,960 31,460 33,420
TOTAL COST OF PROJECT: | 473,730 | 63,740 | 537,470 450,000 " (159,450 [639,450 200,000 442,300 | 239,140] 831,940

Average Exchange Rate:

(N$4.75 to USS 1.00)

(N$6.00 to USS 1.00)

(¥$9.75 to US$ 1.00)



PROPOSED FUCAC 0PG COST BUDGET - CY 1977, 19783,

- 66 a

(U.S. Dollars)

1979

Budget Contribution 1977

{ Dudget Contribution 1978

Budget Contribution 1979

i
i
M

i
i

]
| FUCAC

Cost Categpories AID !FUCAC E TOTAL i AID TOTAL l AID FUCAC OTHER TOTAL
! i f ‘ i
a. Personncl Costs 43,503 1 8,421 | 51,924 | 37,462 !20,(““ 57,462 1 12,500 ! 323,960 12,500 | 63,960
l.lU.S.Technicians -0- i -0- -0~ i =0- -0-- -0- T =0 -0- -0- -0~
2,Thizd Ceountry -0~ -0- -0~ =0~ -0- ~-0- ! -0 -0~ -0- -0-
3.Lccal Personnel 43,503 8,421 51,924 i 37,462 | 20,000 57,462 [ 12,500 35,960 12,500 | 63,960
b. Training Costs 20,135 3,503 23,638 !26,620 « 4,075 30,695 | 9,375+ 7,733 10,775 27,938
1.Training in U.S. -0- ~0- -0~ r 0= -0- —C- R -0~ -0- -0-
2.Training 3rd Ctry,| 5,263 | -o0- 5,263 || 5,000 -0- 5,000 -0- -0- -0- -0-
3.Local Personnel 14,872 3,503 16,375 ;21,620 4,075 25,695 9,375 7,738 10,775 27,938
c. Cormrodity Costs 25,000 842 25,842 g -0- i 1,117 1,117 -0- 1,173 -0- 1,173
1.U.S. Procured 15,000 -0~ 15,000 3, ~u- ¢ -0~ ~G- —J- -0- -0~ -U=-
2.Third Country -0~ -0~ -0- i —0- -0- -0~ -0- -0- -0- -0~
3.Locally Procured 10,000 842 10,842 | -0O- 1,117 1,117 - 1,173 -0- 1,173
d. Other Costs 11,095 | 653 11,748 E]O,918 6,383 17,361 3,125 7,429 6,618 | 17,172
1.0ffice Rent 2,526 ; -O- 2,526 § 2,400 | -0O- 2,400 i 2,035 -0- -0- 2,034
2,Electricity/P.Util]. 926 -0- 926 1,232 § -0~ 1,232 § 1,091 -0~ 109 1,200
3.Comnmunications 1,095 -{ 1,035 1,500 ~0- 1,500 -0- -0- 1,564 1,564
4.Equip.Xain.& Dep. 2,442 -0~ 2,442 4 3,276 1 -0~ 3,276 -0- 4,807 -0- 4,607
5.External Audit -0- -0- -0- -0~ 333 333 -0~ 325 ~0- 325
6 .FUCAC “eetings ¢74 -0- 674 -0- 260 260 -0- 529 ~0- 529
7.Pubiic Relations -0- 253 253 -0- 230 280 -0- 273 -0- 273
B.Lepal Fees/Consulti "1,011 -0~ i,011 1,040 | -0O- 1,040 -0- -0- 1,013 1,013
9.COLAC Dues { 442 420 842 -0- 1,250 1,250 -0- 1,250 -0~ 1,250
10.Feas.Studies i =0= -0- -0- -0- 1,333 1,333 -0- -0- ~-0- -0~
11.0ther vircct Costs| 1,979 ! -0~ 1,979 1,470 2,927 4,397 -0- 245 3,932 4,177
-TCTAL COST OF PROJECT} 99,733 13,419 113,152 }75,000 ;31,575 106,575 25,000 | 55,350 29,593 {110,243
3

Average Exchange Rate:

i
(NS4&.75 = §1.00)

(N$5.00 = $1.00)

(N$8.00 = $1.00)
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PROJECTED FUCAC SALARY COSTS AND MAN-MONTHS
(Uruguayan New Pesos)

Fiscal Years 1977, 1978 and 1979 (a)

FY 1977 FY 1978 FY 1979
PGSITION MM(b) Salary MM Salary MM Salary
A) Administration
1 Executive Director 10 30,000 12 42,000 12 50,400
1 Secretary/Assistant 10 10,000 12 14,000 12 16,800
Sub-Total: 20 40,000 24 56,000 24 67,200
B) Finance Department
1 Finance Manager 10 16,000 12 22,400 12 26,830
1 Accounting Assistant '
Sub-Total: 10 16,000 12 22,400 12 26,830
C) Extension Department
1 virector 10 16,00C 12 22,400 12 26,880
1 Secretary 10 8,000 12 11,200 12 13,440
1 Field Consultant - Zone 1 10 12,000 12 16,800 12 20,160
1 Field Consultant - Zone 2 10 12,000 12 16,800 12 20,160
* Tield Consultant ~ Zone 3J
Sub-Total: 40 48,000 48 67,200 48 80,640
D) Audit Department
1 Chicef Auditor 10 16,000 12 22,400 12 26,880
1 Secraotary 10 8,000 12 11,200 12 13,440
2 Auditors 20 24,000 24 33,600 24 40,320
Sub~Total: 40 48,000 48 67,200 48 80,640
E) Education Uepartment
1 Director 10 16,000 12 22,400 12 26,880
1 Sccretary 10 8,000 12 11,200 12 13,440
i Sub-Total: 20 24,000 24 33,600 24 40,320
F) TOTAL SALARY COSTS: 130 176,000 156 246,400 156 245,680
G) FRINGE BENLFITS (30% of T) 52,800 ~73,920 88,704
) TOTAL SALARIES & FRINCE BEN. M M, mML

)

FUCAC's I'Y January/Dec. cach yr.

Assuming personnel will be hired when project begins March1]l977.
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F..JJECTED FUCAC TALARY COSTS AND MAN-MONTHS
(U.S. Dollars)

Fiscal Years 1977, 1978 and 1979 (a)

rY 1977 FY 1978 FY 1979
POSITION MM (b) Salary | MM Salary MM Salary
) Adninistration
1 Executive Director 10 6,316 12 7,000 12 6,200
1 Seccetary/Assistant 10 2,105 12 2,333 12 2,100
Sub-Total: 20 8,421 24 9,333 24 8,400
$) Finahce Department
1 Finance Manager 10 3,369 12 3,733 12 3,360
1 Accounting Assistant ~0- -0~ ~0-— ~ D~ ~0- -1
Sub-Total: ' 10 3,369 12 3,733 12 3,360
D) Extenﬁigq~992§£;ment
1 Divector 10 3,369 12 3,733 12 3,360
1 Sccretary 10 1,684 12 1,867 12 1,680
1 Field Consultant- Zone 1 10 2,526 12 2,800 12 2,520
1 ¥ield Consultant- Zone 2 10 2,526 12 2,800 12 2,520
1 Field Consultant- Zone 3
Sub-Total: 40 10,105 48 11,200 48 10,000
) Audit Department
1 Chief Auditor 10 3,369 12 3,733 12 3,360
1 Secretary 10 1,684 12 1,867 12 1,680
2 Auditors 20 5,052 24 5,600 24 5,040
Sub-Total: | 40 10,105 48 11,200 48 10,080
E) Education Department
1 Director 10 3,369 12 3,733 12 3,360
1 Secrctary 10 1,684 12 1,867 T 12 1,680
Sub-Total: 20 5,053 24 5,600 P24 5,040
F) TOTAL SALARY COSTS: 130 37,053 156 41,066 156 36,960
C) FRINGE BEKEFITS (30% of F) 11,116 12,320 11,088
B) TOTAL SALARTES & FIIRGE BEN: 48,169 53,386 48 048

a) FUCAC's FY January/Uec.each yr.

b) Assuming personnel will be hired when project begins March 1, 1977.
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SECTION VIT - GOVERGENT' APPROVAL AND AVATIABILITY OF NON-AID
SUPPORI'IVE RUSOURCES

A. Government of Uruguay Project Approval

Included in Annex 4 is a copy of the letter sent to USAID
by the Planning Office " in which it states its conformity
with the proposed Operating Project Grant being submitted by FUCKAC
to AID,

B. 2vailability of Non-AID Supportive Services

To implement this project, FUCAC will obtain a certain level
of technical and financial assistance from non-AID sources. The
required technical assisténce is expected to be obtained from OOLAC,
with whom I'UCAC expects to be affiliated as soon as it gets its
lega_l charter fram the Central Bank. As a member of (COLAC, FUCAC
will be in a position to request technical assistance as other COLAC
affiliated National Credit Union federations do.

Us$ 112,624  NS$153,300

Concerning the , and , in budget support required for 1979
and 1980 fram non-AID sources, these are expected to be mobilized
through the good offices of COLAC and the World Council of Credit
Unions (rbctu) . TWhile at this point no concrete indication can be
rade to FUCAC that the required budget support will be available, COLAC
is camitted to assist FUCAC in this area. COLAC itself has close
working relationships with the World Council of Credit Unions in the
arca of mobilizing financial resources for member organizations and
with a two year lead way, no major problems are anticipated in getting
the needed resources. WOCCU has extensive liaison with Canadian,

U.S. and European foundations and development agencies and in the past

nas been quite successful in mobilizing project fundings.
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12
12
12

OCNONWWEH &

O e e s b

N

32
800
50
50
200

OFFICE EQUIPMENT

Desks

Chairs

Sets of office accessories

Electric typewriters (100 spaces)
Electric typewriter (180 spaccs)
detal filing cabinets (4 drawers)
Metal bookstands with movable shelves

N§

Per Unit

600
160
240
4,000
4,400
800
740

Electric calculating machines (w.paper roll)2,000

Portable mini-calculators
Bookcases
Chairs with detachable side flap

for use by participants taking courses

or attending seminars, etc,
Table and chair for instructor
Complete slide proyector equipment
including cassette attachment
16 mm, movie proyector
Adjustable blackboard
Portable blackboard
Flannel graph
Revolving Card ladex
Overhead proyector
Automatic electric mimeograph' machine
Photocopy machine
Table for Board Meetings (15 persons)
with 15 chairs
Strongbox
Large stapler
Large perforator
Paper cutter
Portable typewriters
Bookshelf for printed material
File feor used stencils
Pendeflex
Pnedeflex folders
Boxes of stencils’
Boxes of carbon paper

Boxes paper for copies (100 green-100 pink)

660
740

200
600

3,200
4,800
1,000
400
240
160
1,200
8,000
4,000

4,000 .
4,800
240
180
260
1,600
1,600
800
)
2
40
40
50

Telephone equipment (including installation)

Transcriber

Total:

4,000

—————

ANNEX 2

N$§
Sub-Totql

7,200
1,920
2,880
16,000
4,400
6,400
2,220
6,000
1,320
1,480

6,000
600

3,200
4,800
1,000

400
248
160
1,200

8,000
4,000

4,000
4,800
240
180
260
3,200
1,600
800
320
1,600
2,000
2,000
10,000
4,330
4,000

e —

N$ 118,750

ety



COMPARATIVE COSTS

Financing by commercial firms and Ly

Credit Cooperatives

(Uruguavan New Pesos)

ANNEX 3

Cash Financed Financed Saving
Product Price by commercial by Thru
(1) firm Cooperative Coop.Financiu,
"ANGENSCHELDT" Lean |Interest] Total RQuota
ii Cooke . 2 c.x $99,00 .
TEi Cooker 686.00 ia < §]$?88 oo | 686.00 | 133.77819.77)68.31 | 368.23
L] 4! . [} om——
"EL MUNDO DEL
HOGARY
General Elecctric :
Refrigerator 1,280.00 (13 c.x $185.00 | 1,280.00] 263.80 1548.80/119.13 | 903.20
ea.=$2,457,00
"EL MAGQ"
Clothing 490.00 |(Down p.$93.10 490.00, 80.85(570.85! 57.08 95.55
(9 c.x 63.70 ea. :
(Total:§§§§.40

(1) When cash payment is effected for articles for domestic use,
there is a discount of between 10% and 25% depending on the

article and business establishment,
show an even greater difference in favor of coo

are not included in this report,

These discounts, which
perative credits,



ANNEX 4
FEDERACTON URUGUAYA DE COOPERATIVAS DI AHORRO Y CREDITO

REGT 2! LEGnL D2 L.3 COUPERATIVAS DE AHORRO Y CREDITO

LEY No _13.948, DL 19 DI JULIO DE 197)

.

Articulo lo Las Cooperaztivas de ahiorro y crédito so regirén
por Jas disvosicionas de la presente ley y por la ley Mo
10,761, de 15 de asosto de 1946, no ricziendo para cste tipo
de cooperativas la oroliuicidn establecida en cl art{culo 11
del decrcto de 5 de naruo de 1948,

En lo nertinente estas cooperativas quedardn sometidas a las
normas ¢ue dicte el Danco Central del Urujguay, en el marco
de las disdosiciorncs vigentes, .

krticulo 20 Serdn consideradas coojerstivas de ahorro y
crédito Jas formadas por-personas fisicas o parsonas jurf-
dicas sin fines de lucro, relacionadas centre cllias por un
viaculo coxln debidanente acreditado (ya sea territorial,
ocupacional o de cmalguicr obtra especie) y oue tenza por
objcto prouover ¢l ahorro permanente y sisteiético de sus
socios y proporcicnarles c-4ditos y otros servicios, a fin
de obtener una mayor canacitacidén econdiica y social de los
mismos, Estas cooperativas podrdn operar solamente con
sus socios,

Para joder fundar uwna cihoperativa de’este tipo se necesita-
réin 20 (veinte) personas como afnimo, A los dos alos de su
fundacién deberéd coatar, para néder seguir funcionando, por
lo menos, con 100 (cien) SocioS,

Aftficulo 30 Deberdn incluir obligatoriamente cn los estatutos

los siguientes princinios:

A) La Asaablea Geheral o ol Conseje Directivo deberdn de-
sipnar uh Coiité de Crédito de tres personas coso mi-
nino,'a cargo del cua2l estard la aprobacién de los prés—
tauos, de acuerdo a la lezlamantacidn de Préstamos que
aprucbe la asanblea o el Consejo Directivo, sezln lo
prevean los estatutos) .

B) La distribucién de excedentes estaré sujeta a las si-
guientes normas:

lo Sec destinard un 205 (veinte por ciento) a la cons-
titucidn de un fondo de reserva para préstamos in-
cobrables;

20 Un 10; (dicz por ciento) para un fondo de educacién
cooperativa;

30 Del resto se pazardn intereses a las partes socia-
les hasta con el méximo del interés corriente en
plazaj

ko El remanente se distribuird entre los socies que hu-
bieren retirado créditos de la sociedad y en propor-
cién a los intereses pagados en el ado,

C) Hinztn socio podrd tener (cn partes sociales o ahorros)
nds del 10,5 (dicz por cicnto) del total de partes socia~
les y aborros de la cooperativa; .

D) Minztn aiembro del Cowité de-trédito, del Gonsejo Dirce~
tivo o de la Comisidn rFiscal, podrd obtener créditos su-
periores al ronto de sus parées sociales y ahorros, a mc-
nos quc su solicitud sca aprobada por un niiero no menor
de los 2/3 de los restantes micmbros de los tres referi-
dos cuerpos, reunides cn sesibén especial convocada a ese
fin; :

/.
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E) ‘Delerdn depositar en cwentas:en el Banco de la Repfiblica
Oriental del Lrusuay propias, o de los organismos de so.-
-gundo gravo cuando ellos se creen, el efectivo recaudado,
ya 3sca por partes wociales, anorro o anortizacidén de cré-
ditos;

"F) JMinzdn socio 20dré percibir créditos superiores 2l 5% (cine
co uor cientof ded. onto total de partes sociales y a&ho-
rros de su cooperativa) salvo que su solicitud seca apro-
bada .ediante 2l necani s-o0 previsto en el literal D) de
este articulo, Pero en ninzin caso se podrd superar el
10,5 (dicz por ciento) del monto total de partes sociales
Yy ahorros;

I3) Para quc sus Asantleas puedan sesionar védlidaiante, se
necesitard un quérum del 50,5 (cincuenta por c1entoj de
Sus socios nabilitados, :

Articulo Lo Las cooperativas podrédn constituir centrales,
federacicies o confederaciones, por el voto conforac de dos
tercios de jresentes de su Asamblea General, Las dispocicio-
nes de csta ley serdn aplicables, en lo vertinente, a "los or-
ganis.i105 de sejuido ~rado o tercer grado que se creen, Toda
cooperativa deberd cstar afiliada obligatoria.ente a una Fe-
deracién, Para que su falance General pueda ser aprobado- por
la Inspeccidn de nacienda, deberd contar, necesariazente, con
un inforie de auditorfa a car;o de la Federacidn,

Artfculo 50 So las auvtoriza a sestionar y-obtener sréditos
Para [inarciar la procuccidn de sus socinz, en fuecntes nacio-
nales o extranicras, (on referencia a estos fondons no regi-
ré la prolivicida,establecida en el literal F) del artfculo
30 de esta ley,

Artfeulo S0 Cunanco las cooperativas se organicen de acuerdo
a }a bresente ley, las dnstituciones o einpresas pblicas o
Mrivadas, estai-dn orligacdas a descontar del suveldo de sus
fgn01onarjos las retencicnes que las cooperativas les comu-
nigquen yentrezar el dinero dentro de los cinco dfas suhsi-
guientes, Las retenciones, va sean por aportes de partes so-
ciales, ahorro y axortizacibén de créditos, no podrén superar
el 20 (véinte por ciento) del sueldo nominal,

Articvlo 70 Comunfqurse, etc,



ANNEX 4

BANCO CENTRAL DEL URUGUAY

Montevideo, 26 de dicicembre ce 197§
" ANO DL LA ORIENTALIDAD "

CIRCULAR _ N° 7.1 4

75/5/16

Ref.: Rnglamentac1on de las Coopera-
tivas de Ahorro y Crédito.

Se pone en conocimiecnto, en lo per
nente, el texto de la nesolu01on adoptada por el Directorio de e
te Banco Central, en sesidn del d;a 28.11.75.

ti
s

Articulo 1.- (REGIMEMN APLICABLE). - La cstructura y func1onam1ento

de las cooperativas de ahorro y crédito quedaréd su:e
ta a las disposicionces legales y reglamentarias vigentes, a2 1la
normas y 6r~dune0 que dicte el Banco Central del Uruguay y a las
contenidas en los articulos siguientes. Las mismas normas serdn
aplicables, en loc pept*ﬂlntc, a les centrdles, federaciones y con
federacioncs de cooperativas de ahorro y crédito.

I.- REGISTRO

Articulo 2.- (GRGANIZACION DEL REGISTRC) - El Bance Central del

Upuguay orgﬂnlzar el regisiro de ccoperativas de
ahorro y CPLdltO, sean de primer gradc ¢ centrales, federaciones
y confederaciones

Articulo 3.- (INSCRIPCION PRLVIA) - Las empresas comprendidas en

estc reglamento sblo po*ran func1onar ur.a vez obteni
da la 1nscr1pc1on en ¢l registro que e organiza per el articulo™
2. Las inscripcicnes poopin ser den;gudgs o revocadas por el Ean-
co Central del Urugua" teniendo en cuenta razones de legalidad,
oportunided y conveniencia. :

Articul, 4.- (SOLICITUD DE INSCRIPCICN) - La solicitud de inserip
cidn en el registro a quc hace referencia el articulo
3, deberéd ser suscrita por las personas autorizadas a representar
a la cooperativa y contendri los siguientes datos: a) denomin=-
cibn; b) domIClllO, c) ccnstancia de la aprnbac1c1 de lcs Estatu-
tos y de su inscripcifn en &l Regis oo Plblicce de Com°rc1o, d) in
tebrac1or dcl COnoCJO Dircetivo, Comité de Crédito y Comisidn Fls
cal; e) Federacifn a la quec esté@ afiliada; f) ohpenden01as del
Banco de la Repdblica 0. del Uruguay en las que deposita sus fon-
dos y nimeros de 1dent1f1cac15n de sus cuentas; g) fecha de cierre
del e3crc1c1o econumlco Conjuntamente con esta declaracidn, pre-
sentaradn una némina con 106 ncmbres ccmpletos y demicilios de ca-
da uno de los socios fundaderes, cen indicacidn del importe de
las partes sociales que se ha comprometide a integrar cada uno y
forma de integracidén de las mismas.

Articulo 5.- (DATOS POSTERIORLS A LA INSCRIPCION) - Las cooperatl
vag de ahorro vy créditc inscriptas en el registro
rcapﬂctlvo dubcrun comunicar al Banco Central del Uruguay: a) la
fecha de iniciacién de zctividades, dentro de las 48 horas hébi-
les siguientes; b) toda modificacibn que se produzca en los datos

R,orB. 7
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contenidos en la sclicitud de inscripeibn, en la forma estableci
da ¢n el articulo 25,

I1,- NORMAS DI FUNCICHNAMIENTO, LIMITACIONES Y PROHIBICIONES

Articulo 6.- (NOKMAS DE FUNCIUNAMIENTO) - El1 Banco Central del
Uruguay para orienter el fuacionamiento de las coo-

perativas de ahorro y erédito y el . s centrales, federacio-
nes y confederaciones podrd: &) Detr _.. ~ el capitel minimo re-
querido para inicier las agtividafe; . orma y plazos de inte
gracnnn ds* cemo fijar periddicamente lo pons dbllldad patrlmg

nial minimz Lrlglca de acuerdo a las cond.ciones econdmicis y fi
nunc1urns, la imp :rtanc1a de la plazs en que actien y la situa-"
cidn y ectivicdad econémica de los asociados., b) Determinar losg
planes ce ahcrro vy reglenentos cc crédito que apllcarén las em-
presas. ¢) Estableccer el mantenimiento de encajes minimos obIAga
torivs en morada nacicnal. d) Establecer contralores cuantitati-
vos y-cualitativos del crédito. ¢) Establecer los plazos méximos
de v;nc1mlenuo pazra las cb nggc1unc; que integren su crédito ac-
tivo asi comc la clas; y monto minino de las ggraﬁt‘as que asegu
ren su recuperacidn. f£) Establecer el mlnlmo y ¢l méximo del mon
to de¢ las tasas de interés, de las comisiones o de cualguier
otro cargo que puedan cobrar o pagar, en cualquiera de las copera
c10ncs de tu girc. g) Establecer otras normas de prudencia qud,
segln lcs cas0s, periritzn mantener la debida liguicdez y la mayor
seguridad de las cnpresas pudiends intervenirles a efectcs de ve
lar por su estabilidz:l, h) Replamentar las condiciones y pleros
dentro de les cuales podrdn contraer obligacionec internacicna-
les que impongan papos a2l exterior. 1) Prohibir o limitar tempe-
ralimentc aqu:sllas creraciones que resulten contrarizs al interés
nacional. j) Letcrminzr los limites territcriales dentro Ze los
cuales deberén funcionar.

Articulc 7.- (LIVIFACICIES AL USO DEL CREDITO) - Pare la obten-
cidn de cr>”1toc en fuentes extranjeras a los que

se reficre el articulo 5° de la ley N° 13 988 de 19.9.971, sc re

querird la auterizacidn previa del Banco Central del Uruguaz

Articulo 8.- (LIMITACIONES PARA MODITICAR LA RED FISICA) - Para.

la apertura, clausura o traslado de sucursales o de
pendencias, estas cocperativas Geb~ran requnrnr la auterizacidn~
previa del Banco Central del Uruguay.

Articulc 9.- (PROHIBICIONES) - Las cooperativas de ahorro y cré-

dito no podrdn: a) recibir ahorros ni conceder cré-
ditos antes de otorgada la autorizacién pertinente ni fuera de
lcs planes habilitadocs; D) edquirir inmuebles v otros bienes del
activc inmovilizady que no fuesen necesarios para su uso propio;
¢) .invertip <n bienes de uso propic y gastos de constitucidn una
suma supericr &l 50% del monto de partes sccieles integradas; 4)
realizar por cuenta prepla o de terceroe, negocics u operaciones
ajenas a su actividad es ecifica, e) recibir ahcrros en mcneda
ewiranjera, {) oprerar con los miembros del Consejo DlPGCtlJO, de
la Comisién Fiscal y del Comité de Crédito en condicicnes mds fa
vorables que con respecto a los dem&s socios; g) dejap de hacer
constar en su documentacién y propaganda su caréctcr de ccopera-
tivac 2e ahorro y cerédito.

R.G.B. A
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Articulo 10.- (PLANES DE AHOIRO Y CREDITO) - Las cooperativas de

aherro v erécito deberdn solicitar la aprobacidn
por ¢l Barco Central del Urusuiv ce ics planes c= ahorro sistemé-
tico que se propongan llevar a zabe, el reglamento de créditos y
todo otro servicic financiore Gue proyeecten brindar a sus socios,
con especificaciln de las diferentss tasas de jntereses y ccmisio
nes que cobrardn y pagarin per sus opsraciones activas y pasivas,
En cportunidasl dc proceder a la inseripeién a que hace referen-
cia el articulo 3 4e& este reglaments, deberdn proponer al menos
un plan de ahorrc y el reglamento de créditos con el que proyec-
ten iniciar sus actividades. '
Articulc 11.- (AHORRO SISTEMATIN0) - Los planes de ahorro sistemd

ticc que se prupongan podrin ser de capitalizacién™
© de cepbsito. Cada empresa podrd preponcr mds ¢z uno. Todos los
socios de la ccoperativa deberin estar necesariamence inseriptos
en alpunos de los planes y al <2ic con lac obligaciones que éstos
impongan para poder hacer uso de 1cs scrvicios financieros que
brinda.

Articulo 12.- (TOPL DE LAS ORLIGACIONES DE LOS SOCIOS) - Las obli
pacicnes < gque se comprometan 1os sceios por concep
to de intcgracidn de participaciones socieles, cuctas de ahorro ¢
de amortizacién de cvéditos, no padrdn supcrar el 20% de sus in-
gresos regulare mensuzles. Esta disposicidn sdio podré ser obvia
da por wrcuclucidn funtaiy del Conscic birectivo, de la que queda-
rd constancia en actas, y ciumpre que se cuente con garantia real
O _personal suficicnte. Loz inlerrantes del Ccnscjc Cirectivo se-
rén responsables del eventual perjuicic que pudiera ocasionarse
a la cooperativa por esta resclucifn.

IV.- RESPONSABILIDAD PATEIMONIAL

érticulo 13. (DETDRMINACION DT LA RESPONSARTILIDAD PATRIMONIAL) -

La responsabilidad patrimenial de las cooperatives
de ahorro y crédito y la de sus centrales, federaciones y confele
raciones, se determinard sumando: a) les partes sociale: integraZ
das; b) las reservas obligatcrias y de previcidn, creadas con car
g0 a@ excedentes; c) las reservas de revaluacién, creadas con los
importes provenientss de las rivaluzcilnes de activos admitidas
por el Banco Central del Urvgray. La respeswabi.idad patrimonial
se disminuird con las pérdidas quce resulten de su gestién, desde
la fecha de clerre del ejercicio econdiico y con ¢l mento de las
deudas que deban computarse cono "Deudovncs Morosos" de conformi-
d2d cor las normas dictadas por el Banco Central del Uruguay.

V.- RLSERVAS DL ENCAJE Y RECTPTTIVIDAD DE DEPOSITCS

Articulo 14,- (RLGIMEN DE ENCAJE) - Estabifcese el régimen de en
-_ " caje en moncda pacional pern las coopzrativas de
ahorro y criédito y sus centiales, foderaciones y confederaciones,
a que sc refiercn los articulos siguientcs. Para determinar le si
tuacidn de encaje asf{ come para no admitir la compensacién, serdn
de &plicacién los articules 35 y 36 de la Recopilacibén de Normas
de Regulacidn y Contraler del Sistema Financiero,

R.G.B, //
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Artigglo 15.- (ENCAJL MINIMO OBLIGATORIO) - Las cooperativas de

ahorro y crédito deberan mantencr, en todo momento,
el encaje minimo establecido bor el articulo 38 de la RecopilaciZn
de Normas de Regulacién y Contralor del Sistema Financiero.

Articulo 16.- (ENCAJE KEAL) - El1 encaje real estard constitufdo
por monedas y billetcs de curso legal y depbsitcs a
la vista en el Bancc de 1la Replblica 0. del Uruguay.

Articulo 17.- (DLPOSITOS SUJETOS A ENCAJE) - A lcs efectos del pé-

gimen de¢ encaje, se considera que constituyen depési
tos todas las mumas de dinero recibidas a cualquier titulo, de los
que deriven dercches en favorp de terceros ~sociocs o no- excepto
las que correspoundan a la integracidén de partes sociales.

Articulo 18.- (MALGEN DL RECEPTIVIDAD DE DEPOSITOS) - Las coopera-

tivas de ahorre y erddito podrdn recibir depdsitos
en moneda nacinnai pur un cquivalente de hasta dicciseis veces el
monto de su responsabilidad patrimonial. Por los depdsites que su
brepgscn este margen de receptividad deberd mantcnerse el 100% ce¢
encaje. : :

VI.- INFORMACION, CONTABILIDAD ¥ ADMTNISTRACION

Articulo 19.- (INFORMACTON) - Las cooperativas de ahorrs crédite
articulo 19. - b€ .
y sus centr2les, fecderaciones y confederacioncs debe

. . £

ran propcrcicnar al Departamente de Centralor Permanente, cen la
. -’- . 1- . . - .

pericdacidard qua se indica, las informaciones referidas en los ar-
ticulos siguicntes.

Articulo 20.- (BALANCE DL SALDCS) - Las cooperativas de ahsrro ¥

crédito presentaran, dentro de los veinte dias hibi-
les siguientes a la feche que se inferma, sus balances de saldcs
contables al 31 de marzz, 30 de junic, 30 de setiembre y 31 Zde di-
ciembre dc cada ans, de eonformicdad enn el plan de cuentas y nor-
mas que dicte ¢l Banco Central del Uruguay. Estoc balances deberin
contar con la certificacién par contador piblice a que hace refe-
rencia ¢l articulo 310 de la Recepilacién de Normas de Regulacién
y Contralor Ze¢l Sistema Financiero.

Articulo 21.- (ESTADUS AL CIERRE DEL EJERCICIO ECONGYICO) - Dentp:

" de los treinta dias hibilos siguientes a la fecha
del cierre del ejereicic ecenimico, 1as csoperativas de ahorrs v
crédito presentarin ~1 balance do situacidn y el estado demestratd
vo de resultacos els coracde de conformidaz con los planes de ecuen-
tas y normas que dicce ¢l Bance Central del Urupua debidamente
certificades por countador pGbliee en los términes referidos por el
articulo 310 de la Recopilaciln de Normas de Regulaciln y Contra-
lor del Sistema Financiers.

Articulo 22.- (INFOR/JES DE AUDITORIA) - Las federaciones presenta-

- rdn el informe de la auditoria practicada a sus afi-
liadas, dentro de leos sesenta dias habiles siguientes a los respec
tivos cierres de 1los eicrcicios econdmicos.

Articulc 23.- (ESTADO DT ENCAJES) - Las ccoperativas de ahorro y
créditc prescntardn un estado mensual de los encajes

PRy 7,
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obligcatorio v real de acuerdc al modele e instruccicnes que propor
cionard =1 Banco Central dz1 Urupuiy. Dicha informacién deberd pre
sentarse dentro d¢ los diez primcros dias habiles del mes siguien-
te al que se refiere.

égxigulo 24, - (NUMERC DE SOCIOS Y MAYOR ATORTE IWDIVIDUAL) - Con-

juntamente con la informacidn a que hace referencia
‘el articulo 23, sc comunicard el ndmero de socios que tiene la coQ
perativa y el importe del mayer aporte incividual, confecrmadc por
la suima de las partes scciales integradas y ahorros efectuados por
el socio.,

égiiculo 25, - (VARIACION LL LOS DATOS DE INSCRIPU.LON EN EL REGIS~

TRO) - Toda moCificacidn en los datos suministrados
al solicitarse la inscripesdn de la ccoperativa c¢n el registro a
que se refiere el articulo U, deberé comunicarse dentro de 1os
diez ¢ias hibiles e ocurrida.

Articulo 26.-~ (EXHIRICION Y SUMINISTRO DE DATOS Y DOCUMENTOS) - El
- Banco Central deci Uruguay tendrd accesc a toda la in
formacidén y documentacidn de las coomerativas de ahorro y crédito
que estime necesaria fara el cumplit  nto de sus cometidos de con-
“tralor,

VII.~- SANCIONLS
Articule 27.- (REMISION) - Las infraccioncs a las dispcsicicnes de
¢ste replamento sorén sancicnadas de acuerco a lo
dispuisto en ¢l Titulo IV do la Parte Primera del Libro VII de 1la
Recopilacidn de Normas de Cemercio Exteric y Cambios.

DISPOSTCIONES CIRCUNSTANCIALES

Articulo 28.- (EMPRESAS EN ACTIVIDAD) - Las empresas que hayan ini

- ciado sus actividades antes de la fecha de entradz
en vigencia de este reglamento, para poder centinuar con las mis-
mas, deberin dzr cumplimicento a lo dispucste en cl articulc 3, den
tre del términs ¢= treinta dfas y contardn cor un plazo adicionzal
de noventa dias vara cefiirec @ las demfs disposicicnes del prescn-
te replanento. .
Articulc 29.- (DQALANCES DE SALD2S Y ESTALQS DIMOSTRATIVOS DT RECUL

~ TADOS) - Hasta tanto el Banco Central del Uruzuay no

establezea los planes de cuentas integrales y difercnciales y‘las
nermas para la cenfeceiln de les balances de saldoes y estacdcs d2mag
trativos de resul®wdas, las cuoperativas deo akorro y crédito presen
tapda las inlormnacioncs rcferias por leos articulos 20 y 21 de cs-
te replamento cn base a los planes de cucnta que utilicen las res-
peetives emprosas.

‘

Articule 30.- Circllcse y publiquesc.

"4 e ,._.- 7
Cr. Omar Capfzrf"

SUB-GLRENTL {NLRAL
R.G.B."~ '
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ANNZX S
PROJECT DESIGH SUMMARY -

) . ] Life of Project:
ALD 1020-28 (7-71)

41D 1020-28 177 LOGICAL FRANMEWORK (:STRUCTION: This 1saN opTioNar,  Frem FY_1927_ 1o FY 1974
PRI SR Y Tl s Fdins 3 200,000
Projcct Title & Number: _FUCAC - Credit Union Development Program REPORT, IT NEED NOT BF RETamED  ote Prepored ovabes—duds
OR SUBMITTED.) . PAGE 1
NARRATIVE SUMMARY OBJECTIVELY VERIFIABLE INDICATORS MEANS OF VERIFICATION IMPORTANT ASSUMPTIONS
Pregram or Sactor Goal: The broader objective to | Measures of Goal Achievement: ) : Assumptions for achieving goal torgets:
which this project contributes: : -
The basic goal of this project 1. At leasc a 10I increase in l. Sample survey among credit union j-That small faroers and artesan
is to increase the purchasing power purchasing power of individual members receiving loans from credit credit union members have an

of low income urban industrial workers|credit union members. unions. adequate mechanism for ‘marketing
employees of private businesses, 2. Increase of 10-20% in income 2, Member credit files in Credit

their productivity and have access
government employees and provide smalljof small farmers and artesans.

Unions and interviews with credit to sources of inputs and materials

farmers and artesans with a source of

uaion managers. at reasonable prices.

opportune and low cost credit for

3. Records of small farmers and [- Thuat .adequate technical “assistance
_production-oriented activities. artesans receiving loans from C.UA. in farming'and handicrafts will be
4. Interviews with C.U. members available to small and artesan credit

union mermbers.




AlD 1020-28 (7-71)
SUPPLEMENT 1

Project Title & Number:
S

PROJECT DESIGN SUMMARY
LOG!ICAL FRAMEWORK

“IUCAC - Credit Union Development Program

Life of Project: :

From Fy 1977 toFY1979

Tetal U.S. Funding $_200.uu0 )
Jate Prezared:__iioveaber J970

NARRATIVE SUMMARY

OBJECTIVELY VERIF!ABLE INDICATORS

MEANS OF VERIFICATION

FAGE2
IMPCRTANT ASSUMPTIONS

Project Purposo:

The purpose of this project is three

fold:

1.

To expand credit union ;ervices

to reach a greitet number of lower
income industrial workers, go;ern-
ment employees, artesans, small -
farmers and individuﬁls living

in rural communities.

Improve the quality of credit union
services.

Contribute to the development of

a financially self-supporting
national service organization

for credit unions.

Conditions that will iadicate purpose hos been
| achieved: End of project status.

1. Expansion of Credit Uaion

System Indicators:

" 78

6 7118 19
K° C.uU. 38 48 63 80 .
N° members (000)15 20 28 38

Amount savings’ .
(000 New Pesos) 230 701 2013 4880

2.'Imgrovcnenﬁ of C.U. Services
Indicator 77 18 19

N°trained C.U.,

leaders 100 -200 300
X“C.U. fulltime -
administracors 25 40 60
N°C.U. with ade-

quate office

facilities 25 40 60
N°C.U. wich con-

suuer education

programs - 20 40

Credit Union records, FUCAC
records and Central Bank files
on Quarter Financial Statement

submitted by credit unions.

. FUCAC program records and credit

union records.

FUCAC financial records, external

audic,reports; report by FUCAC's |

Supervisory Committee.

Assumptions for achieving purpose:

1. That Central Bank will issue
credit union charters expedi-
tiously.

Credit unions will accept a 122
annual surcharge on lending
operations to pay FUCAC's

supporting dues.
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SUPPLEMENT

Project Title & Numbar: FUCAC - Credit Union
N,

PROJECT DESIGN SUMMARY
LOGICAL FRAMESORK

Vevelopment Progran

Life of Preject:
Frem FY 1977 toFY_1973

Total U.S. Funding _3 209,000
Dote Prepared

SOVenud

(Cont.)

PAGE 2 €

NARRATIVE SUMMARY

OBJECTIVELY VERIFIABILE INDICATORS

MEANS OF VERIFICATION

IMPORTANT ASSUMPTICNS

Project Purpose:

Conditions thet will indicate purpose has been
achieved: End of projcct stotus.

3. Financial Sefl-sufficiency

National Credit Union* Federa-

tion
Indicator 77 78 79

Total operating
FUCAC contribu-
tion 47 165 404

% FUCAC contri-
buction 2% 27% 56X .

budget 500 615 717 -

Assumptions for achisving purpese:



ALD 1920.2y {7-21)
SUPPLEMENT !

Pzcject Tisle & Number:_ FUCAC -

opment Propram
NARRATIVE SUMMARY ' OBJECTI\’ELY VERIFIABLE INDICATORS
o] ts:
“Iputs 1978 1979

1.
2,
3

(%)
.

11.

12.

13.

Credic Union Deve}

PRaECT CESiG:

SUMKARY

LasicaL FRASEYORK

N° new c.y. organized.
Basic c.y, Courses for €.U. -leaders

Specialjzed c.u. Banagement trajp.
ing courses,

Special Consumer Educatiopn Courseg
for c.u, managers and education
Committeeg,

Bi-ﬁonchly FUcAC bulletin,
Technical Publicatjong on C.U,
Ooperationg (Accounting, credit
adminiscration, planning & others)
Auditg performed op member C,yu,
Specia] studieg pPerformed on futura
developmcn:-& expansion C.y, system
aclivities for credit unjong

(extension and educacionj

New funding Proposal Prepared and
forually submitted.

Internationa] training visjitg by

FUCAC pProfessiona]l 6taff memberg

Fundg mobilized from non-AIp
sources.

FUcac staffing.

Life of Proiecs:

From FYy 19772 ;o FY,

Total U. s, Fuading _§ 200 S0u
Date Pmcuam_\_

PAGE 3
MEANS OF VERIFICATION IMPCRT AT ASSUMETIONS
Magrirude of Outputs: Assumpticng for schieving Outpurz:
1575
0 s5: 217 . 1. Fucac records/Central Bank fileg, 1. That Proje.t will 8et initiated
10- . 13 13 . °n schedule and tpap qualified
) i - 2, FUCAC Education Program files, personnel will pe available
1 2 2 for hiring to head the various
3. FUCAC Education Program fijeg, CAC services and administrative
units,
4. FUCAC ti ileg.’ 5
1 1 1 Fuca Educatjog Progran files, 2. Thae FUCAC Personnel ger adequate
training jp special functiona}
. area of FUCAC Operationg,
) Ji i - i i . - -
3 6 6 5. Fucac files Credic unlona 3. Thar A1y funding in third year
- : : will be available and that FUcCAC
3 4 4 6. FUCAC Records/Credxt unxons.. will have mobilized the budget
Support it needs from non-Aly
sources, ’
: . i dit Dept. . .
1o 2 30 7. Fucac Audie Reporta/au * P 4. That technical assistance from
- 1 1 8. FUCAC records, coLac, CLLA, or otuer sourceg
' to perform the two special Studies
on financial integration, will
60 72, 72 © | 9. FUBC Personnel Records g Quarter- be available.
ly Progress Reports,
- 2 2 10. Fucac Records/COLAC/HOCCU.
3 4 - 11l. Fucac Financial records.,
§ 30,000
13 13 13
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SUPPLEMENT |

PROJECT DESICN SUMMARY
ZOGICAL FRAMEEORK

Project Title & Number: _FUCAC - Credic Union Develosmen: Procran

Life of Projec::
From FY 1977 vo FY_197S

Total U.S. Funding_S 200 900

Date Prepared: _Noyvomi simmi iy

NARRATIVE SUMMARY

CBJECTIVELY VERIFIASLE INDICATORS :

MEANS OF VER!FICATION

MPORTANT ASSUMPTIONS

Inputs:

A, ngrating'Budget: Total:

1. A.I.D. ¢ontributions
2. FUCAC contributions
3. Other Donor Agencies

B. Commidities:(Office Equipment § -
Supplies)

1. A.I.D. contribution
2.' FUCAC contribution
C. Value of Services Contributed

Volunteer Credit Union Leaders
to FUCAC OPG project activities

D. Man Days of COLAC T.A.

Implementetion Targer {Type ond Quantity)

1977 1978 1979
(New $) 400,880 615.000 ' 716.324
353,680 449,700 200,000
47,200 165,300 403,700
—o- -o- 112,624
122,750 6,740 9,380
118,750 co- = -o=
4,000 6,740 9,380
16,640 24,450 37,810
10 15 15

‘

FUCAC accounting records.

FUCAC records. -

COLAC records.

Assumpticns for sreviding inpute:

1. Assumiag that A.I.D. funding for
1979 will be available.

2. That FUCAC will be available
to effectively mobilize projected
. resources from other donor
agencies.

FUCAC accounting recorda/USAID/Urhgua33. That FUCAC becomes a COLAC affi-

liate to receive periodic tech=-
nical asgistance visits from
COLAC.

4. Thac FUCAC will obtain its legal
charter now being processed by -
the Ministry of Finance.





