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13. Summary
 

In general, the Project achieved the expected outputs and purpose

with regard to all four Project components (administrative, educational,
 
technical assistance and credit). As a result of aoditional inputs to
 
the Project by outside agencies, FEHCIL was able to provide a greater
 
number and variety of courses of a technical nature than originally
 
envisioned. One of the originally planned general courses (Human
 
Relations) was dropped. With regard to the credit component, both of the
 
loans granted to affiliatea cooperatives achieved their planned purposes
 
of providing needed working capital for raw materials ana for purchase df
 
finished goods from cooperative members. In one case, the loan was paid
 
off with a delay of two motnhs. In the cther, the loan has been rollea
 
over for an additional six-month period. In each case, the underlying
 
reason was the rapid rate of expansion in the recipient coops'
 
activities, which basically rendered these relatively small loans (Lps.
 
15,750 each) inaaequate. That is to say, thie income generateu by the
 
sale of raw material and finished goods was to a large extent reinvested
 
in inventory in order to keep stocks at acceptable levels. The 6-10
 
month term of the loans was thus not long enough to permit their timely
 
repayment. As a result of the capitalization of the funa through reflows
 
of interest and principal, new loans have been made to two additional
 
affiliated coops.
 

The major problem encountered in the Project was the uncertainty of
 
the follow-on other donor grant financing, which is dicussed in detailed
 
in Section 15.
 

14. Evaluation Methodology
 

This final evaluation is intended to ascertain the extent to which
 
the specific project outputs, as listed in the Project Proposal (Annex A
 
of the Grant Agreement), have been met. The data for this evaluation gaas
 
been obtained through joint discussions conducted between FEHCIL and
 
USAID personnel, as well as through a review of reports and records
 
routinely compiled by FEHCIL.
 

15. External Factors
 

The single most important factor affecting this Project has been the
 
uncertainty of the follow-on, other donor grant financing which was an
 
important assumption for initial approval of the Project b) USAID.
 
Discussions with personnel from the Inter-American Foundation (IAF) left
 
the impression that if USAID were to finance the start-up costs for
 
FEHCIL, IAF would provide grant financing to continue and expand the
 
Project upon the termination of A.I.D.'s six-month OPG. IAF subsequently

requested modifications in FEHCIL's proposal and it was not until FEHCIL
 
submitted a revised proposal meeting these conditions that IAF eventually
 
approved in May, 1981 a three-year grant of $253,915. Unfortunately, due
 
to time-consuming approval and disbursement procedures, FEHCIL dia 
 not
 
receive IAF's initial disbursement until August. Since the USAID Project

originally provided funding through February 1981, FEHCIL uas without
 
external sources of funding for four months. 
This in turn caused serious
 
budget restraints for FEHCIL and curtailed many of FEHCIL's programmed
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activities. In an effort to alleviate some of FEHCIL's financial
 
problems, the Mission approved a one-month, no cost increase, extension
 

through March 1981, enabling FEHCIL to operate at a reduced level. The
 

IAF grant .will finance a continuation of the training program begun with
 

the USAID OPG, as well as a portion of FEHCIL's administrative expenses
 
and a $25,000 revolving credit fund for providing tinancing to member
 

cooperatives.
 

16.Inputs
 

There have been no problems regarding inputs.
 

17.Outputs
 

Output goals were either met or exceeaed in all cases. Actual 

Project outputs are compared in detail with planned. outputsain-Annex-A .. 

(attached). While two courses in Human Relations were piauned, only one 

was given; this was compensated by a number of additional courses not 
originally programmed. The acLual number of participants in each course 

(of a total of 13 given in the six-mouth period) greatly exceeced the 
projected number of participants. FEHCIL also fulfilled its goal ot 

affiliating five cooperatives, organizing five precooperatives, and 

providing technical assistance in bookkeeping, basic wanagement and 

marketing in excess of that programmed to these ten groups.
 

The rotating fund was established and initial disbursements were made
 

to the La Fraternidaa (shoemakers) and CIDAS (carpenters) cooperatives as 
planned. The loan to La Fraternidaa proved to be especially beneficial, 

as this particular cooperative was largely inoperative with a large 
number of inactive members. As a iesult of FEHCIL assistance and the 

loan for the purchase of raw material, membership in the cooperative 
increased from 55 to 80 active members, in less than six months. La 

Fraternidad repaid its loan, which became due in August 1981, in 
September. CIDAS, due to the rapid rate at which its activities
 

expanded, has been given a six month extension for repayment of its
 

L. 15,750 loan.
 

18. Purpose
 

The purpose ot the Project is to strengthen small manufacturers' 
cooperatives through affiliation with FEECIL, which will (1) promote and 

organize industrtal cooperatives composes of owners of small industrial 

and artisan workshops; (2) carry out training activities for leaders, 

managers and other cooperative personnel in the areas of manabement, 
planning, organization, direction and control; (3) develop cooperative 

eaucational activities for cooperative leaders; (4) establish a revolving 

fund for financing the procurement of raw materials by the cooperatives 

which in turn will sell them to their members. 

The End of Project Status (EOPS) indicators are as follows:
 

EOPS #1 Five additional cooperatives will become members of FEHCIL,
 

EOPS #2 Five pre-cooperatives will be organized.
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EOPS #3 	Many FEHCIL members will have benefitted from courses on
 

management development, cooperatives, auditing and inventory
 

control.
 

EOPS #4 	Technical assistance and advice will have been given to managers
 

and members of the boards of directors of five cooperatives and
 

five pre-cooperatives in the areas of management, inventory
 
control, planning and decision-making.
 

EOPS #5 	One cooperative will obtain funds from the revolving fund for
 

the procurement of raw materials and another cooperative will
 
receive a loan from the same fund for the procurement and
 
marketing of the finished products by its members.
 

Progress 	Toward Achievement of EOPS
 

EOPS #1 	The five new cooperatives affiliated are as follows:
 

1. Industrial Cal Los Pinos
 
2. Industrial Manufacturera del Junco Union, Ltda. (CIZIAJUL)
 

3. Industrial de Conservacion de Alimentos, Ltda.
 
4. Industrial de Modistas Mujeres Portenas, Ltda.
 
5. Industrial de Talabarteros del Sur, Ltda.
 

EOPS #2 	The five pre-cooperatives organized are as follows:
 

1. Pre-cooperativa de Sastres y hodistas de Nacaome, Ltda.
 
2. Pre-cooperativa de Nodistas de San Pedro Sula, Ltda.
 

3. Pre-cooperativa Santa Ana (San Marcos de Colon)
 
4. Pre-cooperativa ce Talabarteros, Ltda. (Tegucigalpa)
 

5. Pre-cooperativa de Modistas Concordia, Ltda. (Tegucigalpa)
 

In addition, three additional pre-cooperatives were organized between
 
April and June 1981, and four additional pre-cooperatives were organized
 

between June and October 1981.
 

EOPS 43 	 The number of courses given (13) exceeded the number of courses
 
planned (11) by 18%; the actual number of individual
 

participations by cooperatives (45) exceeded the projected
 
figure (36) by 25%; and the actual number of participations by
 

individual cooperative members (301) Vxceeded the projected
 
figure (103) by 192%. Circumstances dictated certain minor
 

changes in course content and geographic regionb served. In
 
addition, two special seminars were given on annual evaluation
 
and programming and general orientation for FEHCIL employees.
 

EOPS #4 	A total of 92 visits were made to 15 cooperatives and
 
precooperatives, with an average of one day per visit, and
 

technical asistance was provided in the development ot work
 
plans, budgets, administrative norms, growth projections and
 

membership promotion. Between April and June, a total of 57
 
additional visits were made to lb cooperatives and
 
pre-cooperatives.
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EOPS #5 The La Fraternidad (shoemakers) and CIDAS (carpenters)
 

cooperatives received loans of Lps. 15,750 each for purchase of
 

raw materials and finished products, respectively. Both loans
 

were successfully utilized, although the rapiu rate of expansion
 

of coop activities brought about repayment delays in both cases,
 

due to the need to reinvest in additional inventory the income
 

generated through the sale of raw material and finished goods.
 

La Fraternidad repaid its loan during September 1981; CIUAS has
 

been granted an extension of 6 months in the final maturity date
 

of its loan. New loans have been mace to Talabarteros del Sur
 

(Lps. 10,000) and COMACAL (Lps. 10,000) using reflows to the
 

rotating fund.
 

19. Goal
 

The goal of this Project is to contribute to increasing employment
 

and encouraging human resources development in the industrial sector.
 

FEHCIL currently provides services to 22 cooperatives, uith a total
 

number of member entrepreneurs of 909. Of these, four cooperatives have
 

received loans through the revolving fund and all cooperatives have
 

received direct benefits in the form of technical-assistance provided
 

through periodic visits made by FEHCIL staff. In addition, a total of
 

207 individual member entrepeneurs (23% of the total membership) have
 

received direct benefits through training courses provided by FEHCIL or
 

by organizations contrasted by FEHCIL or by organizations contracted for
 

this purpose. other members are elegible to receive courses in the
 

future, and currently rqceive the indirect benefits which accrue through
 

membership in their coopeiatives and the affiliation of the latter with
 

FEHCIL (such as improvements with re&ard to cost and supply of raw
 

materials and marketing assistance. Each member has an average of five
 

employees, all of which are heads of household with an average of five
 
It follows then that the A.I.D. contribution of
family members each. 


$ 70,000 has impacted directly or indirectly on approximately 27,000
 

people. Due to its relatively small size, more detailea evaluation
 
The basit assumption is
procedures were not built into this Project. 


that the training and technical and credit assistance provided will
 

strengthen the individual cooperatives affiliated with FEHCIL and thereby
 

allow them to better serve their members, by providing t:nem with low cost
 

raw materials and serving as outlets for finished goods. This in turn
 

should produce higher retail prices and higher profit margins on finishea
 

goods for cooperative members, and consequent increases in income and
 

standard of living for the members, their employees ana families.
 

20. Beneficiaries
 

The target group of intended beneficiaries of this Project are the
 

entrepreneur members of the individual cooperatives, their employees and
 

the families of both groups. Individual entrepreneur members total 909.
 

Employees of these small entrepreneurs total approximately 4,500, and the
 

total number of family members, including the heads of households, is
 

approximately 27,000. The target group is generally characterized by low
 

levels of per capita income.
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The assumption was that the Project would assist in increasing the
 

per capita income, and consequently the standara of living, or the
 

project beneficiaries. Although no procedures were built into this
 

project to quantify the extent to which the assumptions proved to be
 

true, a reasonably good indicator of the potential success in meeting the
 
project goal would appear to be the success of FEhCIL in organizing and
 

affiliating new cooperatives and pre-cooperatives, as well as the
 

unexpectedly large attendance at the FEHCIL-sponsored training courses.
 

At the least, then, it can be confirmed that the expectations of the
 
direct beneficiaries are high. In one case, a special course i-l
 

cooperativism offered to a group of 42 wives of member entrepreneurs and
 
employees resulted in these women organizing a pre-cooperative for
 

dressmakers. This particular example was also a positive factor
 
contributing to the decision of the Inter-American Foundation to approve
 

FEHCIL's request for financial assistance.
 

21. Unplanned Effects
 

FEHCIL originally planned to provide all training courses and
 
technical assistance using its own staff. However, as a result of
 
arrangements subsequently established with development oriented
 
institutions such as INFOP, ASEPADE and the Instituto de Investigacion y
 

Fomento Cooperativo (IFC), by means of which these organizations were
 
contracted to provide training and technical assistance, FEHCIL personnel
 
were able to dedicate more time to promotional and educational activities
 
and also to provide a greater number of training courses than originally
 
planned. INFOP provided a number of courses in various areas of
 
entrepreneurial development, IFC provided courses in areas related
 
specifically to cooperativism (promotion, organization, accounting, etc.)
 
and ASEPADE assisted both FEHCIL and its member organizations in solving
 

organizational problems, incluuing the preparation of operational and
 

procedural manuals, market studies, training programs and, in the case uf
 
FEHCIL, a financing proposal for submission to the Inter-American
 
Development Bank.
 

22. Lessons Learned
 

The principal lesson learned from this Project is the importance of
 
determining beforehand, and with absolute certainty, the timely
 
availability of follow-on other donor financing for the Project, if such
 

financing is a factor in granting initial approval, or in assuring
 
continuity of operations. FEHCIL was able to reduce costs ano programs 

to a minimum and wait out the arrival of IAF financing. If their request 
to IAF had not been approved, however, it is doubtful that they would 
have been able to continue in existence for a long enough period to seek
 
and obtain financial assistance elsewhere.
 

A corollary lesson learned is that for projects such as this one, in
 
which A.I.D. is basically financing start-up costs, a life of project of
 

six months is too short a period for the organization to achieve
 
sufficient momentum in its operations to be able to successfully
 
withszand temporary internal or external crises, such as shortfalls in 
financing or human resources. 
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Third, the importance of exploring all avenues of external sources ot
 

assistance to a project is evident here in the example of inputs made by
 

INFOP, ASEPADE and IFC, which contributed significantly to FEHCIL's being
 

able to meet or surpass all of its planned outputs for the six month
 

period of the project.
 

23. Special Comments or Remarks
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