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. ssion or AID/N Office Name

USAID/Chile,

Rural Development Division

2. Project Number/
AID Loan 513-T-065

3, Project Title

Apricultural Cooperative Development.,

3. Key project dates (fiscal years)

a.
Agreement
Signed Dec. 31, 1974

Project b.

Final c. Final
Obli- input
gat10n Aucust 31,]”7“de]jvered

5. Total U.S. funding -

1ife of project

$ 15,000,000

6. tvaluation number as |7. Period covered by this evaluation [8. Date of this
1{sted {n Eval. Schedule |From: Fav 1977 TO: Apr il 1078 Evaluation Review
Evaluation N¢5 April 1, 197F
Month/year Month/year Month/Dav/Year
9. Actfon Decisfons Reached at Evaluation Review, [10. Officer or Unit | 11. Date action
including items needing further study responsible for to be
(Note--This 1ist does not constitute an follow-up completed
action request to AID/W. Use telegrams,
airgrams, SPARS, etc., for action)
A Revaluation of USAID earlier request that Mural Levelopment December 31, 197
IFICOOP to review and improve evaluation procedures Pivision
to include the collection of more end-use data.
Althouph the evaluation data would help IFICCOD
support loan requests to other lenders, cost/
tenefits must be reassessed in lipht of tle precoen
financial state of IFICOOP,
Close meonitoring of IFICOOP's financial
recovery shculd be maintained.
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SUMMARY

Refore IT1COOPN was intervened (ceo Paragraph 16, Lelow) by the end
of June 1977, AID dishursements were arproximately $13 nillion or 87%
of the loan amount. A total of 59 different cooperatives received some
106 separate sulloans, The averave sulleoan size was $127.100. consistent
with the estimate of the Proiect Paper, Over balf the funding went to
cooperatives havine menbership alrmost rxclusivelv in the AID tarvet group,
i.e. reform sector cooperitives, gnyyfﬁjpp_coo;erntives, and artisan
fishine cooperatives. The lalance ot the fundiny was directed At the
so-called traditional arricultural cooreratives, which have a mixed
membership composition, i.e. small. redium and lorre scale farmers,

$200,00C of the $800,000 recerved for technical issistance and
equipment was uced to strencthen IFICOCH'< technical assistance unit,
feasibility and special studies for rrivary cooperatives,

Since the interverticn, ITICOOP rectallished a firm financinl lase
and has made subloans with rollover funds, A total of 27 sulloans
anounting to approximately SH3R MO0 were rade to nire selccted cooperatives
as of the end of March.

FVALUATION RETHOTOLOGY

The key clemcnts which warranted and were piven close attention in
the project review were:

a) IFICOOP's capacity te sienificontly increase the volure of its
rural sector lending;

b) IFICOOP's capacitv to select and develeop feasible subnrojects
that reach credit worthlv merters of the tarret group:

c) The incore impact of selected ;rojects on cooperative members
and the coocreratives; and

d) The effects of the rroject on evnlovment arc national level
agricuitural rroductier.

Semi-anrnual joint reviews have teern tle rrincipal rmeans of making
judremeris on the auantitative and cualitative asiects of the rroject
during the imnlerentation rrocecn,
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In January 1977, IFICQOP's manapercnt advised USAID that it was
facing serious financial difficulties lecause of a combination of
circurstances and past decisions that acversely affected its operations.
Chief amongy these was IFICCOP's commitrernt to workers' cooperatives, i.e.
enterprises owned and minared In coojerative form by the workers.

The GOC had been receptive to the rurchase of centerprises owned by
the state to worlkers' cooperatives, and encouraged IFICCOP's plans to
lend for this purpose. Arrarpements were made for acquicition of several
enterprises lv workers cooperatives. ITTCO0P was Involved as prantor of
future pavments, as terporary owner until the cooperative could te formed,
as lender of operating capital . and a¢ technical advisor, The AID loan

was not usecd for these predorinantly urtan-taced activities.

By early 1477, IPICONE ranayercnt bad Yecore auvare of scne of the
shortcominps of the worker cocperative concert, and decided that 1t would
no longer support new ventures and ttat {t weuld atterpt te divest itself
of existing loldinrs. (ITICOOP estirated tlat aprroxirately $1.5 million
would be nreeded to put several of its ac-iisitions into pocd shape, thereby
facilitatine disposal of ¢ rrofit.) fut by this tire, IFICOOP was in
financial Jifficult:,

With the belr of TDY assistance, VCATY reviewed ITICOOP's financial
situation in certl, o day 1677, it var olvicus that IFICCOOP had a
serious cosh flow prebler that would reuire droctie cutiacks In eperations.

Sutloar procesgine 'ud tecere cler o uring the firoucial corisis,

On Julv 15, 1977, the Tuperinteniois of fanbs arnointed a rrevisional
administrator of IFICO0OP ) srantinge bir iro. povere,

IFICOOP!« Fecovery: Urler tee provicional admiristrater, 1I'ICOOP has:
a) Pervpotiated ita Yot debt ittt local cormercial lanke.

t) Urdertaten the lirgicitior of unepcfitetle or raveinal ventures,
c) Recdured nersonnel (v over P

d) Irstituted a finaccial manacserent contrel svsten:

e) 3} taired Central tank financicl rurpert: and

f) Adopted rmore strinrent practices for sulloan collection.
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URAID collaboratad in the finarcial recovery effort by reimbursing
IRICOOP apnroxirately $1.1 rillion, refliectineg the fact that contributions
of subborrowing cooneratives had exceeded the stipulated host country
contribution. IFICONP cormitted itself to malntain a separate revolving
project account to relend AID funds and the IFICOCE contributions,

Evaluation fjnﬂjnﬁ§>9}9y£4gpﬁL/CUYCOA}

The Goal and Sutgoals as defined in the preject were "To encourasge

apricultural productior in Chile." and "To improve the standard of living
of the Chilean “mall Farner."” Preorrecs bas been made toward achieving
these poals, Lears to Feform Sector {urrers are per se to tarret farmers

and USAID ficld moniterine of the traditional agricultural cooreratives
(i.2. non reform sector) sublean recirilents, indicates that the tenefit
incidence of subprojects on the lower incrre rernters of these cooperatives
has reen hiph.

Subprojects have had hich henefit incidence for the low incore cooper-

ative memlers. For exarrle, IFICOOY firancing of ltee and honev production
activities, larrelv tenefited small seole formers who did not lave an
adequate lard tase to use their lalor fvliv, A culproiect invelvine

the export of rose hips (ros-ueta) rave eraleyrent to landless latorers

who pathered this wild terry in the countiy side, ‘ubtrcjects In remote

areas, such as Putre In Nhorthern Chile  sloa tended to have direct hcenefits
for rural rcor having lbeen carried out in an area of high poverty,

Project Purpose:  "To develop a {inncine and techrical assistance
system for the creation of irpreved morteting criortunities for erall
farmer coorerative rertere whicl @wili lrcreane their incore ancd increase
value added ard erployrent at the cooc erative Jevel,” froject Purjose
has been partly achieved, Althourt TU1070 P underwert a rericd of stress
when its face as an entity wac In ~ruesticn {(Tee externnl focters) it is
recovering and there is every rrocrect of achievips rroiect rurpose.

(See Surmarv).

To date, over S200,.000 has bteepn uned P ITICONOP'» techrnical asscistance
unit, for financine feasi}ilitv an' s-ecinl studies fer prinary cocperatives,

$150,C00 ¢f the Technieal Asnsistarce vortion of the loan is allocated
to finance the upprading of Fural Cooreratives to enatle them to rore
effectively serve thleir rembers,
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Fvaluation findinps about QUTPUTS and INPUTE

Project Outputs were:

a) "Sublean preijects in coop-cwred goro-lusiness, arricultural
infrastructure (for low-income ccep, wertere), ard fishing."

r)  "Technical ascistiance te IFICOOT and Lorrcower cooperatives,'
c) "Office enuipmert and vehicles and IFICOOP staff."

Project Innuts were:

a) "Fundine for technical assictance for borrowing coops in
cooperative mararerent, luriness and arricultural technolery" and
b) "Fundirr fer ecencmically vial le arro-lusirese rrojects for

ccoperatives.”

106 ceparate culloans vere made to S0 different cooperatives for a
total arcunt of arprevirately S12.0 rillicn under the loons  and 27
additional sulloans to rine cocperatives with rellever funds, for a
total of ap-romirmitel Sui0 200,

Aoprexirately $230,000 vorth of tec'nica) arsictance vas purctased -
for IFICOOD and fte sub-lorrower encrer otjves,

Approxirately Sub 020 vortl of of fien ractires (typewriters and
calculaters), «rd a telerdone cuitelicor - vas rrent for 1TICCOT arn
oririnallv pluurcd. Motor oveldcles ot a1l to e rurchased with
loan funds were finorcod o 9th thedr o vy e

18

A total of anvrexirmately 222C,9%0 Ve Yepr srent for tectnical

assistance. ond anrrexinotels $13,0 pillien for cublearcs,

Fvaluation firdings about I™PLANNID LFTFOTT

Mo signiticant  unplanned effect resulted from this project.

CHANCES IN DFSICN OFR FPYreuTIcoY
Early ex-~erience Indicated that mine of the aerricultural cocreratives
serving the tarret crour (~articularly tie multinurrene coorns of the

" reform sector and the camresine cnors) reeled oyeratine car-ital fer their

traditional activities of input distritutinn, harvestine and rarketiny
more urpently than investrent capital {er acroindurtries, Up until 1974,
short-term procduction credit bad been avajilable frorm the ~ublic sector
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Banco del Istade and Ministrv of Acriculture TEDAF at rates of interest
less than the inflation rate, IFICCOP telieved it could not compete

and resisted earlv AID surcestions to undertake production credit financing.
Once the GOC's credit cortraction pelicies tecare effective. the real
interest rates for arricultural preduction loans nuichly hecarme positive,
IFICOOP with AIDN wrcoura~erent, resncrced vodevelopine a credit rackape
desirred particularly for the reform secter cooreratives, The rackarpe
provided the cooreratives witl credjt to redistribute to their members
for arricultural sroduction credit with, arrropriate repavrent terns
(usually 12 ronthe) and follow-up {inancin~ for the cooperative to make
nececsary marleting arrarcerernts, With this adjustrent te its lerdine
nroeram, ITICCOP preatly stersped up its lercine activitier in line with
earlier NAEC uryrines,

LIISCONS LEARNED
IFICOCP roved a sulstantial arount of tew fundés into the lower
incorme strata of the arricultural sector ot o tirme financing was extremely

scarce. Gore cooperatives received mere tiat they could handle and to
some extent the arcunt aistriluted was reve than IFICOON could ;rojerly
supervise. Ar ITT needs tco talance doevelorrental loans «1ith profitable

loans for a lalanced portfolio to aveid iri delircuency levels,





