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Introduction
 

On September 25, 1982 USAID/EL Salvador authorized "The Rural
 
Small Enterprise and Cooperative Development Proiect" to be
 
carr:ed out under an CG with Technoserve, :nc., the purpose of
 
wnicn is "to strengthen farm cooperatives and enterprises,
 
part:cularly those within tne agrarian reform sector, and to
 
foster tne development of El Salvador's cooperative movement."
 

On July 15, 1983, USAID/ML Salvador entered into a contract with
 
Agriultural Cooperative Development international, Washington,
 
D.C. to o tain an evaluation of the work which has See, carried
 
out by Technoserve under this OPG since September 25, 1982.
 

:n compliance wizr t-:s contract, the ACDI Study Team has 
compiled th:s draft report for presentation to USAID/El 
Salvador. 
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_______ ___ __SCOPEOF WORK___
 

A. Review the Technoserve OPG as amendedo listing all targets 
and activities,. specific and implied. Using secondary

-information on, subprojects carried out by Technoserve and 
FESACORA and selected site visits, report on progress toward 
achieving targeted outputs and activites and/or problems
encountered in reaching the targets or carrying out the 
activites. 

B. Describe in detail the magnitude of Technoserve's technical
 
assistance program in terms of number of cooperatives assisted,
 
enterprises established and farm plans developed 
 and
 
implemented.
 

C. dentify and discuss what lessons have 
 been learned about
 
the methodology used by Technoserve to assist Phase I
 
cooperatives.
 

D. Ouantify and describe in a global sense the progress made by

Phase I cooperatives assisted by Technoserve in terms of
 
increases in volume of production, yields, sales and overall net
 
profits and, at the same time, attempt to determine the extent
 
to which these cooperatives have beco.!ie self-managing.
 

E. Report on the services FESACORA Is pro.-*ding to 
 its member
 
cooperatives, and whether these are the services they wish to
 
receive.
 

~*F. Assess the effectiveness of F-SACORA in providing service to
 
its membeL cooperatives and offer recommendations on how this
 
service-delivery might be improved.
 

G. List targets and activities, specific and implied, for
 
-.ESACORA in 
 the OPG and Action Plans and determine progress In
 
meeting those targets and activities and problems in reaching
 
same. Comment on whether these targets and activities are
 
reasonable. Also determine the present extent 
 of FESACORA's
 
capability to 
 perform technical, financial and Administrative
 
functions and its progress towards financial self-sufficiency.
 

1H. Provide recommendations concerning the following questions$
 

I. is it reasonable at this time to apply standard
 
economic critera in evaluating the performance of
 
TECSACORA and its member-cooperatives? if not now,
 
when?
 

* 2. :f AID support to Technoserve and/or TESACORA is
 
continued, should the Mission enter into an OPO directly

with FESACORA instead of, or in addition too an OPG with
 
Tochnoserve?
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* Report on degree~ to which member, cooperatives of
 
____EA~Aien1fy.w~h-h 	 s-eeain nd part icipate-in-tc--­

decision-making process, their financial. support of it and 

Visit a selected sample of cooperatives affiliated with the
 
regional federations for the purpose of determining: (1) what
 
services these cooperatives receive from the federations; (2)
 
reasons or motivations for affiliation by these *cooperatives
 
and the degree of support and member loyalty these federations
 
enjoy; and (3) the general overall performance and
 
effectiveness of these federations.
 

METHODOLOGY
 

The data and information which comprise this report were gathered
 
in these ways.
 

1. In accordance with Paragraph "A" of the Scope of
 
Work, the Study Team utilized secondary information on
 
sub-projects carried out by Technoserve and FESACORA.
 

2. Lengthy interviews were carried out with officials
 
of Technoserve'and FESACORA concerning the nature of
 
their activities, the strengths and weaknesses of
 
their organizations, etc.
 

3. Internal evaluation reports prepared by
 
Technoserve and FESACORA, training materials work
 
plans and other documents used by them were examined.
 

4. On-site visits were made to a selected sample of
 
cooperatives affiliated with TESACORA and in-depth
 
interviews were conducted with key personnel of these
 
organizations.
 

S. On-sit*e interviews were carried out with key
 
personnel of a selected sample of coooeratlves not
 
affiliated with FESACORA but with one of the regional
 
cooperative federations such as FECORAOK, FECORAPCEN,
 
etc.
 

Following the collection and tabulation of data by the methods
 
listed above, the Study Team prepared this Draft Report and
 
arrived at the conclusions and recommendations set forth on
 
pages 38-40.
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EXECUTIVE SUMMARY
 

1.since 1975 TNS has been operating. in El Salvador. working on
 
a number and variety of rural development projects# but it
 

* -was not until September 1982 that TNS commenced activity 
under the "Rural Small Enterprise ,and Cooperativer Project" with grant funding from AID..Development 


i. 2. T"NS activities under this project have been directed 
principally in these two ways: 

Directly 	helping a selected group of primary-level
 

cooperatives, providing them with technical
assistance in agricultural production, animal
 

husbandry, business operations, member-education,
 
etc.
 

Working 	 closely with FESACORA, a national
 
cooperative federation, in an institution-building
 
program, 	provding technical assistance, management
 
training, etc. in order to improve its
 
operational efficiency so that it may better
 
provide needed service& and guidance to its more
 
than 200 affiliated cooperatives.
 

3. 	The efforts of TNS in its direct assistance to primary-level
 

cooperatives have met with a high degree of success. Zn the
 
great majority of cases, productivity was increasedt
 
organizational efficiency improved and operating losses
 
converted into net gains.
 

4. 	"echnoserve's institution-building program with rESACORA has 
been effective in improving the organizational structure o! 
this federation and directing its energies and resources 
toward providing its-cooperative affiliates with a variety 
of needed ssrvicas. 

S .	 From interviews with a sample of 7ESACORA-affiliated
 
cooperatives, the Study Team learned that 77% of them are
 
quite satisfied with the nature and quality of services they
 
receive from FESACORA. There appears to be growing member
 
loyalty and support for this federation.
 

6. 	The Study Team found substantial evidence that the lot of
 
individual campesino members of TZSACORA cooperatives has
 
improved noticeably since the founding of these cooperatives
 

.and 	 their affiliation with rZSACORA. social benefits
 
received by members inzlude bettoer housing# potable water#
 

* .1 schools for their children# adult literacy classes, consumer 
shops and medical services.
 



F'7>.as-of 	 intermediation. legal aid and technical assistance
 
in agricultural production matters. Its relative
 
weaknesses.. at present, are in farm managemtnto finance and
 
accounting.
 

S. 	It is not possible at this time to apply standard economic

criteria in evaluattig FESACORA thus
for far it has 
generated only a small income stream from its operations and 
services to affiliates. standard economic criteria should 
be applied when FESACORA undertakes specific productive

*1investments and functions as a wholesalec of agricultural,
inputs for its'affiliated cooperatives. 

9. 	 Between December 1984 and rebraury 19815 four regional 
cooperative federations were organized. Among theme they
claimed an initial membership of 80 affiliated cooperatives
although many of the documents purporting to show such 
affiliations are of dubious authenticity. Those regiona 
federations - rECORACENi FECORAPCEN, FECORASAL, and FECORAO 
- re in competition with FESACORA for member cooperatives. 

10. 	Some FESACORA cooperatives have resigned from this national
 
federation to join one of the four regional organizationsi
 
and some of these some cooperatives later resigned from a
 
regional federation and rejoined rESACORA. LateLy, the
 
movement has been more in this directiont in June and early
 
July nine cooperatives resigned from the regionals and
 
returned to TESACORA.
 

*11. 	 Theos regional fodera.-ions appear to be at the same level of 
development as FESACORA was two years ago. At present they 
are not able to provide more than a few token services for 
their affiliated cooperatives. The impression is strong
that theio regional federations or* created more for 
polit.cal p'..rposee than to truly serve the cooperative 

* •sector 	 of El Salvador.
 

CONCLUSIONS AND RICOMNKNDATZONS
 

i. 	rESACORA should be urged and guided Into developing income­
*.producing 	 services with its affiliates, and to act as a 

wholesaler or intermediary in both production-reelatd activities 
and the marketing and procossing of agricultural products. The 
organizational structure of this federation should reflect the 
division of functions between economic activites and 
promotional, dfemnse and representational activites. 

S2. The four regional cooperative, federations competing with 
r9SACORA represent a distracting and divisive, force among
agrarian cooperatives. Unless or unt l these organizations 
demonstrate a service mentality toward their affiliates AZD: 
should not give them major attention.
 



premature to *aply'normal business criteria Inmeasuring or
 
evaluating the performance of the organization.
 

4. The present arrangement through which AID assistance to 
rESACORA is administered by TN3 is working well. No change in 
this arrangement is considered prudet or necessary. 

5.-Technoserve should consider mounting, on a trial basis, a 
team of specislists responsible for rapid response to problems 
end opportunites in the ograrian reform cooperatives. Possibly
related to FESACORA regional offices* this team would be 
encouraged to intervene in situations in which TochnosOrves'
 
normal procedures of project development and implementation are
 
too time-consuming or inepporopriate in liqht of need or 

* "opportunity characteristic of agriculturally-relatod pursuits. 



___ ~~ Technoserve/cl Salvador___ 

OVERVIw or TECHNOSERVE'S OPCRATIONS IN L SALVADOR
 

Technoservi h. been operating in El Salvador since l975, 
Initially without any arrangment with USAID. Then, beginning 
about 1978# AID and Technoserve,beqan collaborating on rural 
development projects. It wasn in September 1982 that AID 
outhorized grant funding for the "Rural Small Enterprise and 
Cooperative Development Project" whIch will expire at the 'nd of 
September 196i unless extended.
 

In its 10 years of operation. in 1 Salvador, Technoserve has 
*worked on a considerable number and variety of development
 

projects, mostly related to agriculture and aimed at creating

employmnt and helping improve the productivity and, thus# the
 
living rtandards of the poorer strata ot society. 

Technoserve carries out Its development efforts with
 
cooperatives, and other types of enterprise as well, in two 
wayst from the "bottom up" and from the "top down . It does 
the former by working directly with low-income people at the 
community level and the latter by dealing with more broadly
 
based entitles, both public and private, in an effort to
 
influence institutional policy and capability in a manner
 
favorable to grassroots development projects.
 

Another aspect of Technoserve's methodology Is its belief that
 
sound business operations of an enterpriste, cooperative or
 
otherwise, can and should be accompanied by social benefits for
 
Individuals and their communities. The two are not mutually
 
exclusive nor must the first be achieved before the second can
 
be realized.
 

With the advent of the agricultural reform movement in 1980-81 a 
number of agricultural cooperatives were formed by government
filat. A national organization called rESACORA-Federacion 
lalvadorena do Cooperatives do la Reforms Agrarti was chartered 

,: in 1962. There are now more than 200 primary-level cooperatives 
affiliated with rlSACORA. 

:n its devolopment work In Il Salvador, echnoserve has been 
working with FIlSACORA in on tnstitution-building program
providing technical assistanceo management ,tainng# etc. to 

*its personnel. The purpose is to strengthen its capabilities
 
and improve its cooperationol efficiency to better provide
 
guidance and service to its 200-plus affiliated cooperatives.
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ZIn another aspect of its work under the present .AID grant*

Tchnoserve 
 works dioctly with certain primary-level

cooperatives, 
 providing them with technical assistance of
 
various kinds.
 

rinanyt, another area of Technoserve' enterprise development
 
programs in El Salvador 
 since 1975 had to do with providing

technical assistance to a number of other cooperatives which
 
existant before the agrarian reform movement and not members of
 
rFESACORA.
 

To summarize# Techoserve has been, or is now, engaged in three
 
related development areast
 

(1) working from the "top-down" with broadly
 
based organizations or institutions including,
 
but not limited too rSACORA.
 

(2) working directly from the "bottom up" with
 
some primary level cooperatives affiliated with
 
FESACORA to improve their productivity and
 
efficiency of operations; and
 

(3) working with a number of other cooperatives
 
which are not products of the agrarian reform
 
move|ient or members of FlSACORA.
 

Technoserve's Targets ana Achievements Under Present OPO
 

The Study Team reviewed the Technoserve OPO, as amended,
 
enumerating all tarqets and activities TNS 
 undertook to

accomplish from September 25, 1902 to September 30o 1985.-hese 
 :s
 
are listed in Table,I on the followinq p#g.
 

S.. 

'4 :: 
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.able 1
 

Targets and Achievements of Technoserve
 

Under Present OPG
 

Estimates %
 
of Original
 

Projected Realized Estimated Prole,-t Goal
 
10/82-9/85 Ry 3/8i 9V 9/8i (bv 9/8i)
 

Enterprise Indicators
 

Project Request-i investigated 37 .48 0
 

Project Agr.ements 36 39 .2 116".
 

Proj,.i( ACLt ILIxt,s Analyzed 36 54 60 167.
 

Project Plans 36 4-0 48 133%
 

•lans I Project, Implemented 36 32 38 105% 

Inctitutional Indicators 

7ra , 'nrewi: irni 9 32 34 377% 

A,'tLVI'Lle with ,)Lr m n a 

;n t. 1tist i ors 2 33 36 1 

\,'Livittes w-th Priv'.ito 

t14 I I tit I nrl% 23 21 t9J 

In All o'jt ,no inst,%nce, proe,-ted targets were exc.eeded by t-e 
tind of M.%rch 198%. 3-y tno ond of 50.pt-3mbor 1985 al1 targets
 
wl'l h.ivo L.e,'n oxceedod, soio very subi t-snt ia 1y, as shown in
 
the f inol column of 7bl o I.
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Problems Encountered by Technoserve
 

Needles. to say, during its years of operations in El Salvador 

Technoserve has encounter a number of problems and learned
 
several le&vsons in carrying out: its cooperative development
work. The Study Team interviewed TNS management and field 
personnel to learn the nature o! these problems and lessons. 

: Here is a listing of the 
 more serious problems individual
 
technical advisers are faced with in 
their day-to-day field
 
work:
 

* An almost complete lack of understanding among co-op 
members as to what a cooperative is or how a business 
enterprise functions. 

* 
requent turnover among members of cooperatives' boards
 
of directors making continuing training programs
 
difficult to carry out.
 

* The extremely low educational level of cooperative 
members and the high rate of Illiteracy among them. 

* The difficulty of members to adapt to and become part 
of a business organization, to abandon their traditional 
serf/life role, accept new responsibilities and
 
obligations and their rights
understand new 
 and
 
opportunities.
 

* The political instability prevalent in the country 
which adversely affects all productive enterprise, 
particularly cooperatives, as evidenced by the
 
discouragement and frustr.e ion of members.
 

* The personal insecurity of TNS advisers in carrying out 
their work in zones of political conflict. 

* A shortage of vehicles restricts the mobility of TNS 
field personnel and hampers progress of cooperative
development activities.
 

* Complete lack of production credit for some 
cooperatives, inadequate finan,.ing for others or 
finarcing available only at inopportune times or under 
onerous conditions. 

* Changes in the political makeup of organizations 
.. :directing agtarian reform process with athe consequent


* lack of continuity in official cooperative development
 
policy.
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iz The government's excessive valuation of land ceded to 
some cooperatives burdens them with huge debts and an 
annual debt service which threatens their solvency.
 

*Cooperative members' distrust of strangers and their
 
reluctance to employ them as managers or accountants of
 
their cooperatives.
 

* Lack of coordination amoung official institutions
 
connected 	with the agrarian reform process.
 

* Uncertainty concerning medium and long-term cooperative 

activity planning because of the unpredictable future of 
Technoserve's program in El Salvador. 

p 	 * Lack of equipment and audio-visual aids for use in 
cooperative member education programs. 

* Difficulty in finding, among cooperative members or in 
the communities, persons with even minimal skills inaccounting and management. Their abilities and skills
 

i: !::)i ,could be f'urv'her developed through on-the-job training if
they could be identified.
 

*A tendency for cooperative members to see only
 
short-term results and benefits; remaining oblivious to
 
those of the medium or long-term.
 

r The net.- for TNS personnel to spend more time with 
cooperatives and carry out the "participatory method" of 
merier education thoroughly. This is a most effective 
proca , but a slow one. 

S.. 	 These, then, are the principal problems the TNS technical
 
advisers have encountered in their field work during the past
 
several years. At the same time, Technoserve as an institution
 
has faced another set of problems duving the course of its
 
cooperative development activity in El Salvador. Here are the
 
major ones:
 

* Zgnorance on the part of some Institutions of the work 
Technoserve is doing in El Salvador. 

* ?he considerable organizational changes TNS has had to 
make in order to adapt itself to the phenomenon of the
 
agrarian reform movement.
 

* The need to design and implement training programs or 
TNS advisers in areas related to the development of
 
agrarian reform cooperatlves.
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* Lack of support by the government of 1 Salvador for 

the work TNS is doing. Some governmtent officials do not
 
understand the achievements and oenefits of the TNS
 
program and lack the capacity to evaluate its activities
 
properly.
 

* Actions by government aaencies which are contrary to 

the overill loaic of developing cooperative business
 
enterpr se.
 

* Lack of inteqrated and coordinated government po1icies 

conducive to tne promtion of coopt-rativp enterorise anz 
to the cluror .an reform criod instit,,jtlons related 
to it.
 

* Geograpnical re~triction5 within which TNS can carry on 
its work because of tne political violence. 

* Financial resource limitations of the program and the 

difficulty of financing it via collections from 
cooperatives. 
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Results of Technoserve's Direct Assistance to Individual
 
Cooperat ives
 

Since :nitiatlon of the present OPG on September 25, 1982, a
 
total of 18 Phase : cooperatives have received, or are now 
receivino, technical assistance from Technoserve. A:d to eight
 
of these Phase 7 cooperatives and one Phase I-- coooerative
 
currently 	receive support from TNS. were is a brief summary of
 
the latest information available concerning each of the eiaht
 
Phase I cooperatives which have received technical assistance
 
from TNS in the past:
 

Tangolona
 

This cooperative, with approximately 200 farmer-members, is
 
engaged in seven different activities including ovoduction of
 
henequin, cotton, corn, sugar cane, cattle-raising, et.c.
 
Technoserve agreed to provide technical assistance to this co-op
 
in one of these areas only, the production and marketing of
 
henequin. Prior to TNS support, the annual loss on the heneauin
 
operation for the 
year ending December 31, 1981 was S87,000. 
One year later, this was reduced to $1,000. Dup to oolitical 
conflict :n thi!; region, no information on tnis cODp!,tIV,: has 
been available since December 1982. 

El Tercio
 

This dairy cattle cooperativc is large, with 600 members at last
 
report. Before Technoserve bega4n providing asssistance, the
 
operating results of this cooneratve were not favorable:
 

March 1980 to 4pril 1981, a loss of $776,688.
 

May 1981 to April 1982, 1 o of S278,346. 

May to b,"cemLer 1982, a loss of $79,846. 

Technoserve b, gan working with th i :oooorati ve :n lato 1982. 
Operations f or the period January 1 to Docember 31, 1983 showed 
a not gain of s122,018. No information on this (ooperat ve has 
been .availabl.. ",'qc' D,:emor 1903. 

Mayacuaqu in
 

Accc,rci. ng 	t, - . lat ;st infDrrnmat Iun av lab 1 e, 'n 1 cope0 rt .V 

f .ir ir-m'm~-n r. enh,-is 171 rn- rr mc t:,t P a' nn ti r Si 
heneou n prodkuction. From At)r; 1 980 throuinh MaIrc-h 1981 be fore 
Technos,,rve uqan i; ssist. the r,-1tng on "eC,,, op, loss n ecuir 
ac t t was '2 ,, 67 :' . For tn ti r i od J.1 n u r y 1 - (Ig Li,-. t 31 
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1983, the henequin operation showed a net-profit of S90,000- No
 
information has been available on this cooperative since August

1983.
 

Obrajuelo
 

Principal activities of the 122 members of this cooperative are
 
the production of henequin and cotton. Technoserve began

working with this organization In February 1981 and for the 1981
 
fiscal year it had a net operating gain of $58f240,. and its net:
 
worth was $274,523. For 1982 there was a slight decrease in
 
operating gain, accompanied by a slight increase in net worth.
 
For 1983, net gain was $50,640. No data has been available on
 
this cooperative since the end of 1983.
 

Tamera
 

Dairy cattle operations are the principal activity of this
 
cooperative which, at last report, had approximately 100
 
farmer-members. TNS provided technical assistance from November
 
1980 until the end of 1983.
 

From March 1980 to March 1981, the cooperative showed an
 
operating loss of $21,386. For the period.January 1 - December
 
31, 1982, after assistance began, the cooperative showed a not
 
operating gain of $72,295.
 

TNS prepared a detailed work plan for 1983 but because of the

troubled situation in this part of the country it was unable to
 
follow through its work with. No information on operations have
 
been available for the past two years.
 

Los Lagartos 

Technoserve's period of assistance to this cooperative was quite
 
recent and brief. A diagnosis was made of the cooperative's

coffee processing and organizational structure and a business
 
plan for the 1984-85 coffee year was prepared. The assistance
 
contract was completed in March 1985.
 

San Rafael la Parada
 

,his cooperative requester help In analyzing an agricultural

machinery and cattli milking project which proved too capital
intensive for it to utirirtake at that time. Assistance ended 
December 31P 1983. 

San Arturo 

This cooperative requested adsistance in implementing a cattle 
project which Technoserve's study showed to be not feasible. 
The zooperativ. then requested a study tor cassava production 

:::!i ! .. I .. . r , : 
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:::<.:undertake The 30i,) atthe !time.: contract t:ierminated on September
1:.
98,3. 

izn addition to the ieight-Phasei .If cooperatives which received 
.technical. assistance f.rom :TNS, three -other~ cooperatives,
 
originating under.Phase III of the agrarian reform program also
entered into contracts with Technoserve. Two contracts, with La
 

withF'loridaEl and 22 do Abril GRUCOMES,
Castano, is currently active.have been completed and one,
 

within the past three or four weeks (late June or early July),,
Technoserve signed new contracts with three Phase I
 
cooperatives: San ose Miramar, Amato de ampo, and sonela.
 
Theyrare so recent that the Study Team cannot report on
 

~activities or results.
 
In addition to the active conract with Phase cooperative
seI 


Castano,c TNSalso wovks withtseven other cooperatives which are
Phase I.
under n Pertinent statistics for thesecooperatves are
 

shown in Table 2.
 

Note that this table shows the status of, these eight

cooperatives at two points intime December 31, 1983, or
 
shortly after Technoserve began working with them and December
 
3Wti 1984 at which time they had been receiving technical
 
assistance from Technoserve or a year or more. The differences
 
in operating results for each o these eight cooperatives due to 
T*chnomerve's assistance are shown In the table r
 

Belowis a brief summary o changes .in otal assets, not worth#
 
gross revenue and not income between December 31, 1983 and .
 

December 3le 1984.
 

C Total assets o the group grow by t31 from
 

$S,05885 to $6,627,394.
 
une PCombined net wort h for the iht cooperatives was a
o minus at nd of 1983. On year later this
t1h,315 the 


~ Talcnegative tgureresultshad been convertedegh of* iniesm oprating foreaho thes o a positivecooperatives'tsu, 


5111,563 -.an improvement of 167%.
 
shorl afGross revenue or the group grow durin thi period
 

e~rom 52f,854,37-S to S3'796,748, an increase of 33%. 
revenue,... or Deemerrom 31, 183anS31, gross{f7:7{;''> "198 :-Total nwhand< incomenet income"'"all betee bclmbed $64i822 toasitan$437 29, mor heven five-rold ncreae.T dfrc
 

7?!{/'g:?eemberS,Dg7 1,,o: 1984.r,!7-: ;: "5 g: ::<,g :' , " < < < " , ; v: 

* oa ses o h ru . .rew by 31..., from... ,,< ,. .... , 

retuhnos r assits and net worth in t/euity rable Those 
lhowawid ane iof insota tio wo vary cang a.st., fort
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a given cooperative, appear inconsistent with one another. The
 
only way to explain those Inconsistencies would be to do a
 

*detailed financial analysis of each cooperativef a task
 
impossible within the time allowed and well beyond the Scope of
 
Work.
 

Table 3
 

Operating Ratios of Eight Cooperatives Now
 

Receiving Technical Assistance Directly from Technoserve
 

Name of Return on Return on Debt/Equity 

Co-op Assets Net Worth Ratio 

El Castano 2.7% 16% 5:1 

Las Lajas 8.7% 424% 47:1 

La Chapina 6.0% 107% 17:1
 

Plan de Amayo 7.7% 62% 71
 

Santa Clara .3% 147% 38011
 

Las Victorias None None None
 

91 Tatuano 6.0% None None
 

Las Cruces 29.0% 42% .441l
 

Zn two instances, Las Victorias and El Tatuano, the debt/equity

ratio cannot be calculated, for there is no equity. in five of
 
the remaining six cases, the debt/oquity ratios according to
 
normal business standards, are abysmal, and range from 5:1 to
 
380:1. The only cooperative with a debt/equity ratio that might
 
be regarded as acceptable is Las Cruces.
 

A word concerning these highly adverse ratios is in order:
 

These cooperatives were established on land expropriated from
 
the former owners but the cooperatives were obligated to
 
reimburse the government for the land they received. Thus, they

began operations burdened with a large, long-term debt.
 

y 
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iZn addition, those parsons thrust into positions of managing and
 
operating these newly created cooperatives had little or no
 
experience or knowledge of management techniques, accounting

practices, marketing methods, etc. as might be expected, the
 
cooperatives began losing money Immediately.
 

Then, to make matters worse, world market prices of key export
 
crops coffee and sugar fell to their lowest levels In years

causing further loss to cooperatives dealing in those
 
commodities.
 

Given this combination of adverse circumstances, it does not
 
seem appropriate at this time to measure the performance of
 
these cooperatives against normally accepted business standards.
 
This should be done at a future date but Is premature now.
 

Table 4 gives the present status of all technical assistance
 
contracts TNS entered into with individual cooperatives during
the period of the present OPG, a total of 21 in all. Eighteen
 
originated under Phase I of the agrarian reform movement and
 
three under Phase Ill. As of July 21, 1981, TS had on-going

technical assistance contracts with 1I cooperatives. Assistance
 
provided to the other 10 during this OPO has been completed and
 
a summary of the results Is on pages 7-9.
 



Table 4 
Status of Technical Asuiutawuce Contraiotu lUtweea Toohnouerve anid 

21 Cou.porativev 

TyIa nTJlfrcx *Ouu Aotive NO. oftor (TCa'n p T~u~ TT~T' J (/L,2 C:p& Jul~yA~ ritr 

TT&n o1un7a I f, 19 

Lvr7w. X9f 
K a I ~ u i a q u f A1 7 3 

Obw:%Jixo1o xx 122 
F.1 nr-cics X 00IX 
L" _Lajau x :110 
.A&A Arturo X X 217 
La Clhayina 62X 

F.1 Caia. x 91 
Plan dc Ar.ajo x x 91 

La Flori(a / 37 
22 de A ri1 x 1 

x 70 
Lniz ictorinu X x 132 
3 aita C Iotr x X 32 
Rl Taun x 30 
Lots La irtofi x 547 
Lau tru,fjz: X 

J.Joue MiranaxrI 67 
AmAtr dt (Cnrpo 

Totiols x 138 

Ttu 18 3 6 10 113M07 



--

Tohnomerve/cl,Salvador
 
Ivaluation Reporte 176ZQC 12. 

Below are sample analyses of production and yids for various 
crops the coopertives rowt 

PRODUCTION ANALYSIS or SOME Tt45/ELSALVADOR PROJECTSt
 

-ita at T0. 
ArrjV11CurentLeat& Var.luiaa.
 

LAS LAJAS t
 

1. Area Worked 602.0 M, 682.0 Me 

2. Volume of Production 14,309.5 QQIOro* 12,$76.5 QO/Oro (1.733.0) 

I. Yield (00 Oro s) 20.98 18.44 0.5
 

SUGAR CAME 

1.Are& Worked .0.0 MR 18.0 Hr 100 

2. Volme of Producton Production Year 360.0 TX* 360.0 TK 

3. Yield (TN/Mm.) 
 90.0
 

CA1DAWN 

I# Are& Worked 6.0 Ms. 6.0 Yx. 

2. Volume of Pro4uation 
 -w16.0 
 0 16.00
 

3. Yield (0* MeH) 2.66 2.66
 

*MZ - (MAnsann) A unit of land equal to 7,06 squacre mstvra 

00- ( santams unit of volumae qual t 11~ %.fu..b. 

nrrieod RAOne
 

aTton (2006 tbs.)
 

*CColnfly 
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PINEAPPLE
 

t. \r,.it Worked -" 13.1 13.1
 

2. Vollimen ot Prodlj't,)In No Yi'ld 

1. Yield ----

FRUITS AND CITRUS
 

%.rva, Workeo lO.S 4z. 10.5 MR.
 

Votime- )f lProtie tton No Yield 

a) The product:on results 
 of this crop are the product of
 
aqrLcultural practices developed 
two or thrvo years previously.
 

D04tA 4L TNS
 
Arrivnl Corrnt flAta V.r t_inl
 

LAS VICTORIAS.
 

SUGAR CANE 

,. %rei Wsrk.-1 5I M . 130 M . 77 F. 

2. Voltne- d, ProwLi.Ltnn 2,912.52 T% 7,A11.63 TX *.92l1.I 

1. y1#0141 %*..A 91 6,1).N.I25 


COFFEE
 

*Arria Workeret .2 v1.4. -2 Mr7. 

2. Volimo of Prili..tion 676 OQ/Orn 72 Of/Oro 7i 

A. Ytie td 16. 1-* 17.9) 1.76
 

CITRIS FRIJIT%
 

9~Pr~ttitL flM V4*Ii C 21 ,0~1.0 t ~ C 28,0.O' 

http:7,A11.63
http:2,912.52
http:FV11j.1L
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3. 15 Month Period
 

Data at TN'S
 

Arrival Ciarront DataVaito
 

LAS VICTORZASs
 

SUCAR CANS 

1. Area Worked Il8 x. 218.2% Mz 60.25
 

2. Volume of Production 10,211.33 TN 16,202.03 TN 5,990.72
 

* Yield (TV/Mz) 73.9 74.2 0.3
 

aRcs 

to Area Worked 21 26 S.0
Hi 5, 


2. Volume of Prodection 1,508.64 0Q 1,321.48 QQ (187.16)
 

I*Yield 71.A4 60.82 (21.02)
 

* DAIRY CATTLE
 

1. Pasture Area 60 xx 60 Xc.
 

2. Volume of Production
 
(lottle of Milk/nay) 160. At. 00. not. 240
 

3.yield
 
(bo|tles/ay/mn) 2.66 6.66 4.0
 

Lessons Learned by Technoserve
 

During the course of operations under this OPO, Tochnoserve 
&coped with any problems and learned a number of lessons. Key 

Lessons learned w'eros 

o The importance of active participation by cooperative
members in idontifytnq and analysing their own problems,
assigning priorities to them and then workcing out '-(.4 
action-plans to solve them. 

o To effeetivoly assist cooperatives, ?HS must wiorki inan
 
A i;:, :' . ' 

' 

dn:'::"aS ' fl g p l r| L s = h m n . :=h n : rkIn , u :'::i! :) :1 I,,Integrated and gomprehenstv4 manner# *ncompassing all
 

4 

http:1,321.48
http:1,508.64
http:5,990.72
http:16,202.03
http:10,211.33
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principal cooperative activities.
 

o When diagnosing a cooperative's problems and planning

solutions, TNS must consider the social as well as the 
economic effec.. . 

o The advantages of publicizing the work of TNS in El 
Salvadorl making its achievements known and disseminating 
the lessons learned in its operations and in its methods 
of implementing soclo-economic development. 

o The urgent need !or organizations and institutions
 
connected with the agrarian reform process to coordinate 
and redefine their policies and procedures, both 
internally and 	in respect to one another.
 

o The key to success in the agrarian reform effort lies
 
in training and education programs specifically directed
 
at and designed for the Salvadoran campesino.
 

o The internal training programs for TNS specialists who
 
advise and assist cooperatives Is an important and
 
continuing ctivity requiring special attention, ensuring
 
they are better able to transfer their knowledge to the
 
cooperative members with whom they work.
 

o T'NS programs and activities require continuing

* 	 evaluation to insure that the work being done is
 

effectively directed toward achievement of the
 
organization's stated objectives.
 

o TNIS work must always Identify with the needs of the
 
cooperatives, their members and their success as business
 
enterp lses. 

o The need to promote within cooperatives the importance
of maintaining a system of continuing member-education, 
so they can better deal with difficult situations, such 
as frequent changes of board members or malfeasance in

* office by key employees, as they arise. 

Cooperative "Self-Management" 

in addilon to reporting on the operating results of those 
cooperatives which have received, or are now receiving,
technical assistance directly from 'INS, the Study Team is asked 
to -att,%mpt to' determine the extent to which these cooperatives

have become self-managing," This is more easily said than done
 

beforo responding to
mnd this point some background informatcion 
is in orde 
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For years and decades the~campesinos who now are-the members of
 
these Phase I agrarian reform cooperatives were no more than
 
serfs, working this land at the pleasure and direction of a
 
patron. They 
 had no voice in the conditions of their
 

Sremployment; no 
freedom to make their own work decisions and no
 
control, whatsoever 
over their own lives, and destinies. The
 
same was true of their forbears for centuries past. The last
 
concerted protest against these conditions in the early 1930s
 
was met with violent suppression and the massacre of some 30,000
 
campesinos and their families.
 

To convert a deeply ingrained serf-like mentality to one of self
 
determination and personal freedom; 
to replace subservience with
 
assertiveness and dependence with responsibility; to feel like a
 
member-owner of an agricultural enterprise 
rather than an
 
exploited laborer, to accomplish all this is not easily done.
 

Cooperatives are one of the most difficult types 
 of antarprise
 
to organize, particularly in developing countrieu with
 
traditiona. land tenure, social and cultural patterns and
 
systems. This is because cooperative success depends on a true
 
understanding of the meaning of "cooperation"; an understanding
 
of the responsibility of the individual member 
 to the
 
cooperative, his rights and obligations as a member, the need to
 
make decisions and participate in the democratic process a
 
cooperative enterprise entails. 
 Over the years, members of the
 
study Team have encountered exactly these same problems in a
 
number of different setrings in Guatemala, Honduras, Peru,
 
Northeast Brazil, Liberia, Uganda, etc.
 

Technoserve is well aware of these difficultieg and handicaps

and its training programs are designed to address them. Rath'er
 
than restricting Its training efforts to a few 
 key personnel

within the cooperative i.e. manager, accountanto 
 etc., TNS
 
works with the entire group, including members. The purpose is
 
to indoctirinate the members in the principles and spirit of 
cooperation, to teach them their responsibilities as members and 
involve them in analyzing and solving their own problems. 

fTechnoserve's 
 programs of member-education are highly
participatory in nature which is much more effective than having 
an expert lecture to the group and tell them what to do. The
 
Study Team had the opportunity to attend such a training session 
and was most favorably Impressed by the manner in which it waq
conducted and the response and participation of the cooperative 

' members. The Study Team also examined the teaching materi.ls
 
TNS uses in member-education and found them to be well designed

and on a level the campesinos can relate to and understand. 

It is not possiblo for th* Team to give a quantitative responme
 
-. to this questions "To what extent have these cooperatives

become self-managing?" This Is not possible for thrve reasons.


7 . . + + + 4 
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(1) No base-line data was available, i.e. no exact measure of
 
the degree of self-management at the time Technoserve began
0 	 assisting them. (2) A number of cooperatives were located in 
very troubled areas of tho country and it was not possible to 
visit them. 
 TNS has not been able to obtain information on
 
their operations for the past ccuple of years. (3) Also, to
 
determine the degree of self-management would require

observation of day-to-day operations of each cooperative over 
 a
 

: , period of time and study time constcaints did not permit this.
 

The Study Team can report that Technoserve is well aware of the
 
need to help build these cooperatives into self-managing,

self-sufficient enterprises. Zts training efforts are 
directed
 
toward this end and the Study Team believes that progress toward
 

. this goal is being realized.
 

5.'
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p7 7 FESACORA'S Activites
 

The Study Team asked members of FESACORA'S central management team
how they divided their time between major service activities.
 

,: Their reply 	is shown in Table 5 below:
 

Table 5
 

Activities of FESACORA'S Central Management Team
 

Percentage of
 
Type of 
 Time Spent on
 
Activity Description 	 Each Activity
 

Training 	 Courses, talks, orientation sessions on
 
a wide variety of subjects 20%
 

Legal 	 Work on labor disputes, contracts,
 
legal interpretations and opinions, notary
 
services, etc. (lawyers' work) 2V%
 

Intermediation A general category of FESACORA work in
 
eunning handling paperwork,
errands., 


developing credit requests, delivering
 
complaints, advising on procurement, making

marketing contracts, negotiating fertilizer
 
prices, etc. 40
 

Direct Agricultural advice, farm management,
 
assistance to preparation of farm plans, budgets, credit
 
affiliates applications, assistance in co-op operations
 

e.g. accounting, decision-making, on-the-job
 
and on-the-spot training 184
 

Organization 	 Organization of cooperatives, CODTZOs and
 
FESACORA itself, education, promotion, public

relations, lobbying, leadership development 20*
 

10094
 

From this breakdown it appears that FESACORA's central
 
management team is directing approximately 80% of their time,
 
energy and resources to responding to the needs and requests of
 
the cooperative affiliates. Only 20% of their effort might be
 
described as "self-pierving", strength,ning their own structure,

consolidating support, developing awareness, projecting an image

and defending themselves from predators.
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As recently as two years ago this ratio was reversed; FESACORA
 
then spent 80- of its efforts on orqanization, building
 
recognition, Otc. and only 20% in responding to the needs of
 
its affiliates.
 

There still are a few elements in FESACORA who perceive its
 
mission in terms of struggle. But most, almost all, now speak

in terms of service. The battle for agrarian reform has largely
 
been won and now FESACORA's 
task is to make it work and insure
 
that real benefits accrue to the intended beneflciarie:, the
 
cooperative members. This is the prevalent theme within
 
.ESACORA and Tecbnosere has played a major role in develoning
 
it.
 

It has been Only within the past month or two, 
 June and July, 
that FEZACOR 1 completed the staffing of :ts four regional 
offices and supplied them with the necessary office equipment 
and transport. Neverthele,;s, before these branch off ices were 
establish(,d FESACORA was able to nrovid4- , substantiai number 
and variety of services to .if1iitciIt; cooperatives as ;hown 
in Table 6 on the fol lowing pa~j*1e 

's the four r,4jionai offices of FFSACOPA now move ino full 
operatloni 1tatu':U, 4zwrv:.-QIelA very to member _-ooperatives no 
doubt will feXp.4nd InC: ImF-r Dv. 

Profile of FESACORA's Affiliated Cooperatives
 

Following interviews with FrtESA(.ORA mria~p.ment personnel, the
 
Study Teim vi itod nine coperat iv,; at iited with FEACOPA. 

--. ,cDp,.rit ves h.tv,, r-,:c, , rv i:,, f I:,mia,,4.n ivi ni FFSACOPA 
b it nevert h.v. r ,n-1 1.Y'F,tan,e cir,ct from Te,hnDserve.
S:-deprt-r ir)ts-rviw.; were, ',ntii,:t#,d with key personnel of thuse 
assoc .at onIi-mna r , , accont:nt. P rPi n s nd bo rd
 
iiembers.*
 

The main pu r ,-)I),,, tCn,;e a,-', to f!] rnOf liter, 0w; 


1 Whit c,, these ves been3 ,. ':o)nperat have receiving 
from F15ACORA; 

2. wn Itr, r h,.,_. ,i, tn,. . h;,y want and need;erv.:,, 

3, t"e Ci, ,'Jr.. ;f,:t 1. ,;,'.
) -,t ,ict or ; .,--tin with 

th0, ,11J.11 It , ,, th,.,o, ,,-ryev ,, ,Inr 

4. wh IIt I, t Ir,, ,e r vi . -, 1 FF SA OPA: 1)A tO 

("D~0 ~~ ~) V1 rt., r-t,'. Cj M mhtV. 

st, nr i.,rd, ,' t l l ! o,m i :".nmr i r, a va ,.:e. f:e Appe nd i Y 



Table 
Services Provided bi ?=ACORA to It. Affiliated 
CooTperativeo. by Region. October' 1984 - Jue 1985 

T:rye of Service E gunW _ ____ 

Teobnioi AssiataIce 
(Production) 43 41 25 33 14 

Credit Assistance 54 *34 39 43 1700 

Mreig54 51 35 23 163 

Management & member 
Training__Courses _4 9 10 8 31 

Informal Meeting. 5 6 2 2 15 

Reactivation of Zonal 
Counils of Cooperative
Directors 2 1 1 4 8 

Interviewing &Hiring 
Cooperative Maenagers 

Interviewing &Hiring
oCooperative Accountants 

Legal Advice and 
Assistance 

15126 

15 10 

4-1 

13 

1212 

13 

5 

51 

b Totals I 217 205 153 149 724 
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During these interviews it also was possible to learn about the
 
standard of living of cooperative members and whether or not it
 

* 
 :has changed since the advent of the Phase I agrarian reform
 
cooperatives.
 

Zn selecting the nine cooperatives to visit, an attempt was
 
made to obtain a repre3entative sample of the 200-plus

cooperatives affiliated with FESACORA, thus, the nine varied
 
considerably in membership and area size. Also, their
 
principle activities differ; some work largely with cotton and
 
others with coffee, beef or dairy cattle. Their operating
 
results for the past two years range from excellent to poor.
 
Here is a brief pofile of these nine cooperatives.*
 

The smallest of rt0em 
has 46 members and 487 manzanas of land.
 
The largest ha, 4,801 manzanas and 311 members. Average

membership is 119 and average land area held is 1,392 manzanas.
 

Four of the nine showed very good operating results for each of
 
the last two years. Three enjoyed substantial net gains in one
 
of the past two years and a substantial loss in the other. The
 
principal reason for this sudden change was a considerable drop

in the world market price of the commodities they produced,
 
coffee and cotton. Two showed very large losses the past two
 
years due mainly to bad management and member apathy.
 

Seven 	of the nine paid their entrance tee to FESACORA (C500)

and keep up payment of their monthly "dues" or quotas. The two
 
cooperatives with very poor operations have paid their FESACORA
 
entrance fee but are month, or years behind in paying their
 
monthly quotas.
 

All nine receive a variety of services from FESACORA including

technical assistance in agronomy, animal husbandry and
 
artificial inseminationj legal aid, help with credit
 
applications, intermediation on behalf of co-ops with other
 
entitlest help in marketing produce, obtaining fertilizer a at
 
low price, management and leadership training, member education
 
in cooperative principles and general advice and counsel in
 
business operations.
 

Presidents and/or managers of seven of the nine report that
 
they are satisfied with the quality and quantity of services
 
FESACORA provides. Three of these seven not only are satisfied
 
but speak enthusiastically of the support FCSACORA has given

them. One cooperative regards FESACORA's service as only
 

Detis of each cooperatives operations are present in
* pedxA.
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mediocre and another complains that although the quality of 
riue s r isactory.r":.....equestsi for 'asi steance. . FESACORA is too slow in responding to 

Four of the cooperatives indicated they would like FESACORA 
 to 
provide other services it does not now otter including

provision of a full line of agricultural inputs at wholesale
 
prices) establishing a FESACORA "bank" or 
similar facility to
 
provide production credit on favorable terms and offering more
 
assistance in finding favorable markets.
 

Admittedly, this sample of nine cooperatives is too small to
 
draw statistically valid conclusions about the 
 225-plus

cooperative affiliates of 
FESACORA but time constraints did not
 
permit the Study Team to gather data on a larger sample.
 

Even so, 
 the Study Team feels this modest survey indicates
 
that, by and large, FEIACORA does provide the type of services
 
its affiliates need and want and the general level of
 
satisfaciion with these services is high.
 

Social Benefits Accruing to Cooperative Members
 

Concerning the status of individual campesino-members of the
 
FESACORA cooperatives, the Study Team found evidence that, in
 
the great majority of cases, their standard of living has
 
improved substantially compared with when they worked the 
land
 
for a patron.
 

in two cooperatives, those with very poor operations, 
 the
 
members' standard of living has declined or, at best, 
 not
 
improved since the old days. But the lives of members of the
 
other seven cooperatives have improved noticeably, not only in
 
increased cash income but in a variety of other ways both
 
social and economic in nature.
 

These are difficult to quantify yet of considerable Importances

better housing, medical clinics and services, schools buiLt by

members, some of which offer clanses from first through ninth
 
grade, scholarships for some students to attend 
high school,
 
consumer 
shops providing basic items to members at low prices,

adult literacy classes, etc. All 
 of thee benefits were
 
minimal or non-existent in the days of the patrons.
 

In one case, campesinos formerly were not permitted to do any

subsistence forming, and 
 had to buy their food. Now the
 
cooperative has allotted small plots to each member for this
 
purpose. ,n another instance, the patron required campesinos
 
to pay rent to live on the estate, now the cooperative provides
 
members with rent-free housing. Details of benefits realized
 
by cooper members are given in Appendix A,
 

4 4' Z' 
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FESACORA' a OrganizatiLanal Structure
 

.	 With the assistance of Sr. Vicente Crespin of Technoserva,
 
FESACORA drew up a new organizational manual which was approved

by the federation's board of directors in May 1985. Its
 
purpose is to define clearly the functiona and responsibilities
 

- of each position within the organization and to delineate the
 
line of authority in the decision-making process.
 

Ultimate authority lies with the general assembly, composed of
 
representatives from each of the federation's affiliated
 
cooperatives. its powers include the election (and removal) of
 
members of the board of directors. The. board consists of a
 
president, vice-president, secretary, treasurer and five
 
others, all of whom are elected for a two-year term and may be
 
re-elected for only one additional term. The board is
 
responsible to their general assembly and hires the management
 
personnel who carry out day-to-day operations of the
 
federation. A "Junta de vigilancia" or vigilante committee,
 
oversees all activities of the federation and reports directly
 
to the general assembly though it has no authority over
 
management personnel.
 

The manual sets forth detailed job descriptions for every

position within the organization from general manager to office
 
boy and includes qualifications for each post. (Examples: an
 
office boy must have completed the "tercer ciclo de educacion"
 
or up through the 9th grade, a secretary must have the

"Bachiller Comercial" or "Secretaria" degree and at least three
 
years' experience, an agronomist must have a bachelor's degree

and at least three years' experience, an agronomist should have
 
a bachelor's degree in agriculture, at least three years
 
experience and a thorough knowledge of cooperatives.)
 

The Study Team feels this organization manual is
 
well-conceived, will insure the staffing of FESACORA with
 
qualified personnel and will help improve the overall
 
efficiency of the federation so it can better serve the needs
 
of its member-cooperatives.
 

r
 

"0
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Strengths and Weaknesses of FESACORA
 

On June 20-21, 19851 officials and key employees of FESACORA
 
met with TNS representatives to evaluate FESACORAs
 
accomplishments during the period October 1984 to Jun. lo 1985
 
and to compare these with the goals it had set for itself.
 

USArD/EX Salvador already has received this FESACORA
 
self-evaluation so there is no need 
 for the Study Team to
 

* 	report its contents in detail. Nevertheless, a few comments
 
concerning it are in order. The Study Team examined it
 
carefully and found it well written, giving a detailed account
 

* of TESACORA's activities. Its principal shortcoming is it is
 
almost entirely quantitative in nature i.e. how many training
 
cournes 
 FESACORA personnel conducted for its affiliated
 
cooperatives; how many affiliates assisted their
wore with 

credit applications; how many received legal assistance; how
 
many newsletters were published, etc. 

-.


The evaluation offers little in the way of qualitative analysis

of FESACORA's efforts: how effective wre the training 
courses
 
offered? How many credit applications were successful? etc.
 
Of course, it is more difficult to carry out a qualitative
 
analysis than a quantitative one. The former requires careful
 
value judgments, the latter does not. One is subjoctive, the
 
other objective.
 

With this in mind and taking into account the relatively brief
 
period the Study Team had for observation, hero art some
 
impressions concerning rESACORA's effectiveness:
 

o 	Zts relative strengths appear to be in the fields
 
of intermediation, organization, and legal
 
assistance and it promises soon to be quite
 
effective in providing technical agricultural
 
assistance.
 

o Weakest areas at present are in farm management,
 
planning and projections, finance, accounting and
 
auditing. These standard business skills are
 
needed both in rESACORA and its affiliated
 
cooperatives.
 

o A disproportionate number of FESACORA's board
 
members and its Vigilante Committee are also
 
employees of the federation with three working the
 
centrol office and seven in regional offices.
 
These men, by and large, are good leaders,
 
promoters and defenders of their organization.

However, as a group they do not seem to possess
 
the kills or aptitudes which are needed now to
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chievesound growth and economic viability.
 

oaESACORA personnel sre young, enthusiastic
 
and--amateurish. They do not seem to realize
 
their own limitations and feel they can take on
 
any and all problems. With time and experience
 
they will, no doubt, learn what they are good at
 
and what they are not. iZn the meantime, and for
 

* isome years to come, they will require guidance and
 
advice on the functions they should delegate or
 
subcontract to others.
 

Delays late last year in obtaining vehicles, recruiting staff
 
and setting up regional offices worked against prompt and
 
efficient provision of assistance to affiliated cooperatives.
 
Since then these problems have been resolved and service
 
delivery improved.
 

Financial status of rESACORA
 

Zt is impossible to apply standard economic criteria in
 
evaluating FESACORA, now and foc time to come,
some for these
 
reasons:
 

1. This federation has developed an insignificant
 
income stream through operations 4nd sscvi:es to
 
affilites. A system of monthly quota 
 assessments
 
of C30 ,on aff.ilialted cooperatives did not work out
 
effectively and, according to the bylaws, was to be
 
in effect only until the end of the first year of
 
operations. Other income-producing activities
 
developed by the federation to daote are legal fees
 
and charges for preparing documents and office
 
forms. During the first five months of 1985 these
 
activities produced only about C7,000.
 

2. Aware that member-capitalization is an objective of
 
the current work plan encouraged by TNS, the
 
federation Initiated a campaign to raise paid-in
 
capital during the first trimester of 198S. A
 
total of 33 cooperatives have paid C13370 to date, 
three-fourths of this amount during July alone. 
This is an encouraging sign and establishes a 
healthy precedent. Yet the amount of capita
raised in this manner Is so small to be almost
as 

symbolic in comparison to capital needs if
 
enterprises such as processing, marketing,
 
financing and supplying member cooperatives with
 
Inputs re to be undertaken. Those capital
 
intensive operations are being considered by

FEIACORA for the neor future.
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3. Another type of criteria which might be applied in
 
evaluating rESACORA is that of the relative 
efficiency of its service delivery compared to: 
(a) cooperatives working alone or independently and 
(b) other intermediary or second-level 
institutions. The Study Team was not able to 
measure this efficiency nor compare it with 
alternatives. rESACORA, however, does appear to be 
a low-overhead operation with an energetic staff 
dedicated to providing such direct services as 
training, intermediating with government on behalf
 
of affiliates, negotiating on inputs and legal

representation as well as the more 
 nebulous
 
function of maintaining esprit de corps, identity
 
and solidarity in the Phase I cooperative movement.
 

Standard and strict economic criteria should be applied to
 
FESACORA operations when, and if, it undertakes investments and
 
operates enterprises as a wholesaler for its affiliates. As
 
alternatives and opportunities are evaluated and implemented,
 
criteria such as return on investment, competitiveness or
 
comparative advantage and contributions to overhead and net
 
worth should be applied.
 

Zn conversations with /ESACORA management, the Study Team
 
detected that the challenge of economic viability and urgency

in developing income-producing activities are real concerns
 
within the institution.
 

When asked by what criteria new activities would be evaluated,
 
the manager of rESACORA responded in an articulate and orderly
 
manner. Giving as examples and in order of importance he cited
 
these criteria:
 

o Economic viability and profitability, I.*. coffee
 
processing.
 

o Felt needs and demands from affiliatest fertilizer
 
procurement, financial intermediation.
 

o 	Deficiencies and problems observed in 
the affiliates:
 
accounting services, production technology
 
dissemination and management programs (PAU).
 

o 	Social and political impacts consumer and supply
 
stores.
 

The Study Team mentions this to point out what appears to bb 
a
 
similarity in pmits 
of view of the Team and rISACORA 
management as wall as an illustration of the process of 
Institutional maturation which Is taking place in rESACOAA. 
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AID vis-a-vis FESACORA and Technoserve
 

*The impressions of the Study Team on the question of 
administrative and financial arrangements most appropriate 
between AID Mission and FESACORA may be summarized In the 
adages, "if it ain't broke, don't fix itt" 

:After discussions with officials of TNS and FESACORA and
 
* observations of the operations of these two offices and the
 

relationship between them# the Study Team believes that the
 
present arrangement of TNS serving as an intermediary between
 
AID and FEACORA is both satisfactory and efficient. Factor
 
contributing tj this ares
 

o TNS has Identified and assigned highly competent and
 
dedicated staff to the task of assisting FESACORA in
 
both the technical and administrative work under the
 
OPO. it would be difficult for FESACORA to attract,
 
supervise and support an equivalent staff at this
 
time.
 

o "echnoserve's capability in technical and
 
admi istrative functions, plus its wide experience

with respect to Phase I cooperatives, provides a
 
support resource which could not be duplicated, at a
 
reasonable cost, in ESACORA. The present arrangement
 
provides real economies of scale.
 

o 	The structured and orderly management systems which
 
characterize TNS operations in the country have
 
contributed to highly satisfactory working
 
relationships between THS and the AID Mission in the
 
Institution-building of FESACORA and other pro)ects as
 
well. To duplicate thit capability and discipline

within FESACORA would be difficult and time consumtng
 
and would burden mission staff unduly during a
 
learning period In the Federation.
 

o From what ths Study Team 4,1s able to detect, working

relations between TNS and FESACORA are good. 
There is 
mutual respect and differences have been smoothly 
resolved. Perhaps most importantly, TN1 has 
recognized that the Federation must develop its own 
personality, public image and identity with Its
 
affiliates and se, wisely, Technosorv4 maintains 4
 

Sfairly low profile.
 

in summary, if there are any convincing arguments for changing 
the present OPO arrangement, the present relationships between
 
AM, TNS. and FRSACORA, the Study Team did not discover them.
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Support of FEASCORA by Zts Cooperative Affiliates
 

As for monetary support of FESACORA by Its affiliates, the
 
financial indicators of paid-in capital. and rular quota

payments are not impressive. Of the 200-plus cooperative
 
affiliates of rESACORA, only 33 had paid in an average of 
just
 
$405 as ol mid-July 1985 and only two cooperatives made more than
 
one contribution. The tendency to date, is a sharp increase 
 in
 
payments but it remains to be seen 
if this ascending curve will
 
continue.
 

The Study Team suspects that the capitalization campaign may be
 
perceived by some cooperatives as a substitute for the previous
 
quota system, "affiliation fee" rather than nest-egg capital.

Another factor which may restrain voluntary capital payments is
 
.he fact that competing federations have not instituted a
 
capitalization scheme and they have criticized FESACORA for
 
soliciting capital contributions from its member-cooperatives.
 

Study Team predictions are that rESACORA will 
 not make much
 
headway in accumulating capital under the present system of
 
voluntary contributions for non-specific purposes or simply as 
 a
 
matter of Oprinciple,". Cooperative experience shows that proof
 
of loyalty and financial support is best manifested by the
 
response of members to specific projects or services for which
 
an equity contribution is required.
 

The advent of four regional cooperative federations which
 
commenced publicity and promotional campaigns for membership late
 
in 1984 has had some effect on TCSACORA's membership. These
 
regional federations are rivals of FESACORA and compete with it
 
for affiliates. Thus, membership in FESACORA during rucent
 
months has fluctuated somewhat with some of iLts members leaving

it to join a regional federation then later leaving the regional
 
to return to rESACORA. At the end of July#, ESACORA records
 
showed that nine cooperative affiliates which had defocted to the
 
regional federations had returned to r£SACORA. As of July 26#
 
1965, rESACORA affiliates totaled 227.
 

Although the records are not precise, there appears to be a •
 
steady increase in demands by affiliates for TESACORA's services.
 
Currently, the federation Is considering hiring a second
 
attorney. Requests for assistance In processing credit
 
applications also, are more frequent.
 

FESACORA gained considerable stature and qnhancod its reputation

with affiliates by negotiating lower fertilizer prices for the
 
1985 planting season. Although its success in this undertaking
 
may be due more to political influence than to skill in
 
wholesaling or economies ot scale, the IS "discount" negotiated

by ECACORA certainty hAd a favorable impact upon its affiliates.
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Loyalty and identification are probably best measured by the
 
response of affiliates to the competition, and to
 

.. counter-campaigns or threats to solidarity presented by the 
 tour
 
regional federations. FESACORA received numerous messages of
 
support and was successful in organizing an impressive show of
 
solidarity and political strength in its March 1985 general
 
membership meeting. Representatives of 183 affiliated
 
cooperatives were present. President Duarte attended the meeting
 
and spoke to an audience estimated at 5,000 persons.
 

Looking to the future, FESACORA management and technicians
 
predict that with the establishment and full staffing of its four
 
regional offices, communications and service delivery capability

will be greatly improved. This should contribute to
 
institutional identity, more dialogue and greater affinity

between the federation and base institutions. Reports frequently
 
mention that a three-month delay in late 1984 in placing staff,
 
obtaining vehicles and establishing permanent offices in the four
 
regions hampered the work of creating an identity and building
 
solidarity in FESACORA at a critical time.
 

Nevertheless, in the visits made to a sample of cooperatives

affiliated with rESACORA, the Study Team found substantial
 
evidence of support for this federation and appreciation for the
 
Rervices it provides. Seventy-seven percent of the cooperatives

visited reported they were quite satisfied with the nature and
 
quality of FESACORA assistan e. The same 77% 
are fully paid-up

members of FESACORA. Details of the Study Team's interviews with
 
them*e FESACORA cooperatives are given In Appendix A.
 

The Study Team observed that, if anything, rFSACORA moy be
 
suffering the consequences of excessive participation by its
 
affiliate groups in the decision-making process. This
 
federation, by its nature and origins, is highly democratic and
 
sensitive to participation by base group leadership. At times,

such as the recent process of approving the new organization

plan, it was difficult to establish norms and precedents limiting

the participation of leaders in a more ad hoc style of
 
decision-making. The high degree of participation appears to be
 
both a strength and a weakness of rESACORA.
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Regional Cooperative Federations and Their A'filiates 

The last item in the Scope of work for this evaluation report

calls for an examination of four regional cooperative

federations, FECORASAL, FECORACEN, FECORAO# and FECORAP£CN# %nd
 
their affiliated primary-level cooperatives. The purposes ot
 
this examination were to determine (1) why some cooperatives

choose to affiliate with these regional federations instead of
 
FESACORA3 (2) what services these federations provide for their
 
member-cooperatives; (3) the degree of member support and
 
loyalty the federations enjoyl and (4) the overall pqr orm~nce
 
and effectiveness of these federations.
 

To answer these questions, the Study Team engaged the services
 
of Mr. Jeffrey Nash of Servicios Technicos who, in turn,
 
recruited personnel to carry out field [-terviews with regional

federation affiliated coops and, itf possible, with federation
 
officials as well. Seven of the nine interviewers chosen by

PERA (OSPA's Agrarian Reform Evaluation. Project Office) and
 
most had participated in previous PERA-directed surveys. Thus#
 
they had experience in this area and were familiar with agrarian

reform topics and agriculture. This was important, for given

the time constraints neither field testing c' the questionnaires
 
nor supervision was fea.ss le.
 

Two questionnairo formse ono for individual coopecatives and the
 
other for the regional federations#* were prepared in advance
 
witn the help of Technoserve and informally reviewed by AID. As
 
is the practice, the interviewers were given letters of
 
introduction by 2STA which were signed by ISTA's general
 
manager, since ISTA's president had just resigned and the
 
vice-president hoaded FCSACOAA.
 

The four regional federations were formally organized between
 
December 1984 and February 196s, with a total of 80
 
member-cooperatives listed in 
 the minutes of these qeneral

assemblies. Comparing these lists with those of ISTA and NAG's
 
Departmento de Asociaciones Agropecuarias (the registry office
 
for agricultural cooperatives) 52 were found to be from tha
 
"reform sector" as defined by AtD, that is, organized on the
 
properties affected by Land Reform Decree 133-4. Since this
 
survey Is complementary to the Technoservo-rtSACORA evoLuotion,

only those cooperativeo that were potential FrSACCRA members
 
were sampled. These were separated in each region Into two
 
groups: those that had ben registored as TIBACORA members
 
(Group A)# and those that never were registered with rESACORA
 
(group B). They then were randomly assigned renkings by group
 
and by region.
 

' *SaeAppendix C and Appendix 0.
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4Ofthe 20 targeted cooperatives originally chosen, 18 
 were
 
interviewed, ten were 
from Group A (former FESACORA members) and

eight from Group B (never FESACORA members). These interviews
 
represent 35% of the 52 cooperatives which are eligible to Join
 
FESACORA, or 34% of all cooperatives in Group Aand 35% of Group

B. The interviewing teams visited all 
 four of the regional

federation offices but were allowed to 
 formally interview only
 
one federation.
 

With respect to the primary-level cooperatives interviewed,
 
responses did not differ substantially between members of the two
 
groups, however# several anomalies were noted: The cooperatives

stated flatly 
 that they did not belong to any regional

federation, 
 one said it belonged only to FESACORA, and another
said it belonged to no federation at all, regional or national.
 

One cooperative reported not 
having belonged to FESACORA when in
tact it had. 
 Three said they had been FESACORA members, when
 
.actually they never had been registered as FESACORA affiliates.
 
Assuming responses were made 
in good faith, then one-third of
cooperatives surveyed confused 

the
 
were about prior or present


affiliation 
which indicates there may be some informality

regarding the concept of affiliation. Another observation:
 
there was a regional federation representative present at only

five of the 18 Interviews which tends to lend additional
 
credibility to the survey. Here is 
a tabulation of responses to
 
questions listed on the queotionnaire form reproduced in Appendix

C1
 

Question
 
Number 
 Response
 

3 Primary reasons for affiliation with a regional
 
Five cooperatives reported that FESACORA
 

had violated its by-laws, refused reorganization,

committed irregularities or could not offer 
 services
 
to all agrarian reform cooperatives.
 

Four cooperatives stated that they felt the 
 regional

federation would help them obtain loans, would itself
 
lend money to needy cooperatives or would form a
 
cooperative bank.
 

Nine co-ops felt the new regional federations would
 
offer other services and defend cooperative
 
interests.
 

5 
 Sixteen cooperatives stated that the decision to 
 join

the regional federation was made by the co-op's
 
general assembly.
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6-8
> 	 Six co-ops said they had not previously belonged to 
any other federation or similar organization (but one 
of these really had belonged to FESACORA). Eleven 
said they had a previous affiliation and seven said 
they had belonged to FESACORA (three really did not) 
and four said they had been affiliated with UCS. Of
 
these eleven, the four in UCS remain affiliated with
 
UCS but are not active, whereas the other seven
 
supposedly resigned from FESACORA.
 

9-10 	 Fourteen of 16 cooperatives indicated that no
 
organizing committee as such helped promote and found
 
the regional federation to which they belong. There
 
seemed to be two patterns for soliciting affiliation:
 
One was a meeting of area cooperative representatives

to discuss the issue of a regional federation and the
 
other was for co-op representatives to visit the
 
cooperative during a general assembly to propose both
 
resignation from FESACORA and affiliation with a
 
regional federation.
 

Zn some cases, a decision was made at that time but
 
more frequently co-op members discussed this in
 
several meetings before arriving at v, decision. In
 
several instances they believed their participation
 
was needed only to find out about the new regional
 
federation, rather than to actually join it.
 

The duratiort of this stage of promotion and
 
preparation of documents was about one month or less
 
in the case of 11 of the cooperatives and in the case
 
of four, less than one week. rive others reported

that this period of promotion and document
 
preparation took up to three months and one had no
 
recollection of the time involved.
 

These relatively short time-trames and the fact that
 
no cooperative mentioned the participation of its
 
administrative council or the use of mimeographed

documents :combining resignation and affiliationt
 
often without even a mention of the new regional

federation's name or designation of representatives
 
to it, 	 a11 of this strongly suggests that the
 
procedures followed did not conform to cooperative

by-laws. 	 Zn other circumstances, the ISTA co-manager

and social promoter would be charged with ensuring

the observance of these procedures. Another point is
 
that in no case does o letter from ISTA appear in the
 
official 	 registry files certifyinq the existence and
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veracity of these proceedings, al of which had 
considered a requisite for acceptance of 
documentation by MAG's registry office.* 

been 
the 

11-12 All of the cooperatives have named regional 
federation delegates, most of whom attend all the 
regional federation meetingso usually weekly.
Complaints were common, however, that many of these
representatives did not report back to their 
cooperatives. if these representatives also held a 
regional federation office, they frequently stayed at 
the regional federation all week long. 

13 Of the cooperatives interviewed, only three 
recognized an obligation to contribute to the 
regional federation for its operating expenses and oC 
these three only two had actually made monthly 
payments of $10. Soveral cooperatives mentioned that 
one reason for joining a regional federation was that 
the co-op would not have to pay fees, at least not 
until some time in the future, in contrast to 
FESACORA which charges an initial entrance fee and 
also requests monthly contributions. 

Srreceived 

IS services which member-cooperatives reported receiving 
from their regional federation: Seven reported
nothing, no services of any kind. Six said they had 

some member education and literacy training. 
Four reported they had participated in "general 
information" meetings with representatives of the 
regional; three said they had received help in 
obtaining a loan and four received assistance in 
marketing and accounting. 

* 

16 Short-term expectations of what the regional
federations might provide in terms of services and 
activities, Six cooperatives expect nothingi six hope
for technical assisatanies four expect training and 
literacy; three, help with loans; and four, help In 
marketing, accounting and acquiring ag-inputs and 
machinery. 

*An examination of official documents on file at the 
Departamento de Asociaciones Agropecuarias of the Ministerto de 
Agricultura reveals that a number of the acta of 
cooperatives purporting to show affiliation with the regional
federations, particularly with FECORASAL and rECORAO, ar, of 
very dubious authenticity. it is most likely that theirvalidity as legal evidence of such atfiliation cooll besuccessfully challenged if anyone chose to do so. 

0L
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17-18 	 Theirquestions are.aimed at determining the.degree of
 
confidence and satisfaction the cooperatives felt in
 
respect to the regional federations: Ton cooperatives
 
thought that the regional federation they belonged to
 
could provide the services which the cooperative had
 
mentioned in the previous question. Five cooperatives
 
responded 	negatively, they felt the regional could not
 
deliver these services.
 

Eleven cooperatives reported on the quality of the
 
services they already had received from their regional
 
federations Six said these were adequate or better;
 
five said they were poor and five others did not
 
respond to this question.
 

19 	 When asked what services a regionol federation should
 
provide, the cooperatives responded in this way:
 
Twelve of them said the regional should provide help

in obtaining loans and/or for a cooperative bank;
 
seven expect help in marketing, especially with IRA in
 
the sale of basic foodstuffs; five mentioned technical
 
assistance and five others training and literacy.
 

20-22 	 Almost all co-ops felt the need for both regional and
 
national cooperative federations. The primary reason
 
for a regional federation, they feel, is to facilitate
 
solving local problems locally, given better
 
communication and contact between the 
parties
 
concerned. The major reason for a national level
 
organization, a confederation is to lend more force to
 
co-op requests and Issues.
 

23 	 When asked if the cooperative was aware of TESACORA,
 
one-half said yes and the other half no. it is
 
interesting to note that more cooperatives which never
 
belonged to FESACORA indicated they knew about it than
 
those which had been members. (Perhaps the
 
ex-FCSACORA members simply did not want to acknowledge
 
the existenco of rESACORA.)
 

Only in the case of the western regional federation
 
did all cooperatives surveyed answer affirmatively and
 
this was the only reason they mentioned for starting a
 
regional federation. Comments about FVSACORA included 
these: it is not weLl organizedi it only makes 
promist al it is inoperatlves it consIsts only of 
highly paid technicians and it attondi to th needs ofo 
only a few cooperatives rather than the whole agrarian 
reform sector.
 

24-2 	 All of the offices or Institutions listed In this
 

question were identified by at leant some cooperatives
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as offering technical assistance. Nearly all had
 
received some assistance from CENCAP, CENTA and ZSTA
 
and one-half had received help from BFA. Five
 
cooperatives mentioned UCS and four recognized TNS.
 

A large majority of th. cooperatives (13 out of 18)

have an accountant# a co-manager and a social promote,
 
but only six have a manager. The responses to this
 
question indicated that Group A cooperatives usually
 
had the first three positions tilled but only two had
 
a manager. Group B cooperatives had a more even mix
 
but fewer positions filled.
 

FECORASAL
 

The reception of the interviewers by regional federation
 
representatives was largely negativo, and only one granted an
 
interview. The western regional federation, FECORASAL, flatly

refused to talk with the team giving as 
the reason "the present

ISTA leadership (after the president had resigned) is against

agrarian reform". 
 The ZSTA adviser to the regional federation
 
was present and Influential in this short meeting, however, no
 
attempt was made by this federation to contact its members and
 
dissuade them from talking with the team.
 

The survey team noted that this regional was renting a large
 
two-story building, had sufficient office furniture and
 
equipment and had one or two full-time secretaries. Several
 
government vehicles were usually at the office and may or may
 
not have been for the federation's use.
 

Tinally, contrary to normal practice, the official minutes of
 
the meeting held to found the regional fedoration mentioned
 
neither the value of the social capital shares the
nor amount
 
collected as Initial capital payments. Usually this is a
 
prerequisite to voting power within an assembly. The by-laws

stat,,e# that a cooperative should pay $20 per month but none are
 
presently doing so.
 

Review of the documentation pretented to MAO showed these to be
 
standard for all cooperativest In many cases mimeographed with
 
the appropriate spaces left blank. 
 Since the cooperatives
 
should submit transcripts of the minutes (Supposedly copied from
 
a bound volume of the minutes of general assemblies), the use of
 

* prepared forms which are only filled 
 in by the cooperative
 
raises suspicions about their authenticity. The same could be
 
said about the forms used to resign from rESACORAi standardlzed
 
fill-in-the-blanks forms, several from cooperatives that never
 
were affiliated with FESACORA and all with the 
 Indication that
 
copies wer* macla for the AID nirector and the U.S. Labor
 

* Attache.
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similar observations might be made for the documentation in each
 
of the federations: nearly, if not totally, identical among
 
co-ops in a federatione although the forms changed slightly

between organizations. it should be noted that there was no
 
certification of veracity by ISTA included in any of the
 
document folders held by MAG. This is 
a normal procedure

followed whenever transcripts of minutes are sent to MAC's
 
registry office. This situation would seem to be a "red flag",

since AID was told by this office that such certification would
 
be required in the case of cooperative affiliation with a
 
federation.
 

FECORACEN
 

This central regional federation reacted even more strongly to a
 
request for an interview and stated the reasons wny, (1) to
 
provide Information they need previous authorization from the
 
"Instituto Interamericano" (which may be a reference to AxrLD)1
 
(2) elected officials from all four regional federations must be
 
present to provide information according to some agreement they

supposedly have and (3) they do not want to be "instruments of
 
political tactics". As a control on the survey team, they were
 
asked to sign the questionnaire, which was done by an unseen
 
person not present at the meeting and whose signature did not
 
correspond to the name of any cooperative representative.
 

Furthermore, this regional federation sent people to contact its
 
member cooperatives to deter them from granting interviews but
 
fortunately the interviews had been completed before this
 
contact was made.
 

The survey team noted that this regional federation has adequate

and permanent office space with furniture and equipment, three
 
secretaries and use two government vehicles.
the of This 
federation charged Its cooperatives a monthly fee of $10 and 
declared $160 as paid-in capital at the time of its funding. 

FECORAPCEN
 

This paracentral federation did allow an interview to be
 
conducted. Major points mentioned Include theses
 

(1) They ara planning to charge monthly fes based on 22
 
centavos per member of each cooperative although thin 
does not seem to be widely known as yet. 

(2) They said they had an organizing committee formed by

reproeentatives of eight cooperatives and promotional
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activities consisted of six meetings with cooperatives
 
over a period of 15 days and were aided by ISTA
 

*(supposedly for orientation).
 

(3) There is ^_ large house for permanent use with furniture
 
and office equipment and two secretaries but apparently
 
no vehicles.
 

* (4) A member-cooperative is required to pay an entrance fee
 
of $50 to belong to the federation and at the time of
 
founding $950 had been paid into the capital fund.
 

FECORAO
 

The survey team for this eastern regional federation managed a
 
shorto informalL interview with federation representatives
 
because two ZSTA advisers present did not allow the
 
questionnaire to be used. A polite letter of explanation was
 
given the team l#'cer.
 

According to the conversation, this regional federation had an
 
organizing committee with representatives of several
 
cooperatives and the ISTA advisers. Cooperatives having a
 
general assembly were visited by this group (not Identifild as
 
such by the cooperative) and agreed to send representatives to a
 
general meeting to discuss a regional federation. This turned
 

.. 
 out to be the meeting to found the regional federation.
 

it is uncertain whether cooperatives specifically approved their
 
affiliation since no cooperative minutes were submitted to MAC
 
as documentation for legal recognition which is 
 the usual
 
practice. Instoad, mimeographed statements declaring that
 

* minutes of a general assembly which voted to resign from
 
TESACORA and join the regional and which were signed by
 
cooperatives were submitted. Other information obtained by the
 
survey team includes the following points:
 

(1) Regional federation meetings are held weekly.
 

(2) Cooperative representatives do not return to inform their
 
co-ops of proceedings and# therefore, the cooperatives
 
have stopped paying their salaries. The team assumes
 
that ISTA, or someone, is now poyinq those people.
 

(3) There have been no meetings with member cooperatives as
 
Yet# only with cooperative representatives in the
 
regional federation office.
 

0:::... : : :
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(4) Virtully no .ictivitios hive taken place ind nothing 
spec if IC ! s b4-en pL ;.rit! r)L t he riear future taccord i nj
to the :;ev*.n 2oo[Iperit--IV*? lprsit- nt t ive.5 [present it t-hiz 
interv i ew. 

(5) The r.,,iuj ,il t .. 1,t,n r-n tfi I two-, t, 'y btilldin ,g
inst, i l r fujrni tur. .ind of fi,2 equ Ipmo, nt, hired , 
socrt-t,,ry n,i or) wcount-cnt btut ham; rIn vehiclet. 

of snaire 

collected by the time of founding.
 

(6) The vaiu , ,i of c-.ipitil i,, S100 in $67; hAd been 
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CONCLUSIONS 	AND RECOMMENDATZONS
 

46 	 Clearly, rESACORA is going through a timely and healthy
 
transition from an organization principally concerned with the
 
def*ens and representation of member cooperatives and keeping
 
intact the agrarian reform, to a more supportiv, and
 
service-oriented postur*.
 

rESACORA now provides its affiliates with services they need and
 
want in procurement, credit, marketing and relations with
 
government. Future assistance to the federation should not only
 
encourage this trend but should assist it in moving into a third
 
phase of developmert and institutional maturity: performing a
 
wholesale function in ag-inputs, credit and agricultural
 
commodities all of which would be income-producing activities
 
for the federation.
 

Although several preliminary project possibilities have been
 
developed to date (e.g., coffee processing, foeed milling,

ag-input anct machinery procurement, etc.), priority attention
 
should be given to this area of large-scale wholesale operations
 
as a condition of future assistance to rESACORA. Also,
 
Technoserve should be assigned the responsibility of taking the
 
lead in implementing this activity as part of its job
 
description in any future OPO.
 

A rather obvious corollary to this Is the matter of financing
 
- new ventures for the federation. Zf possiblo source4s of
 

financing from both debt and equity sources cannot be identified
 
early it makes little sense to work up profileso feasibility
 
studies and federation enthusiasm for such projects.
 

Zn Line with this recommondation of emphasis or priority,

* 	 consideration should be given to the possibility of
 

re-structuring rESACORA into two major departments , each
 
headed by its own assistant manager. All activities related to
 
promotion, general education, intermediation or representation
 
to government, lobbying on cooperative Issues, etc# should be
 
located in one department. Specialized staff with expertise in
 

* such matters should be situated in both the central and regional 
4 offices of FEBACORA. This would be the obvious department in 

which to place the majority of FESACORA's director-employees, if
 
the federation continues to follow this practice of providing
 
employment for its directors.
 

okThe second department would be responsible for the direct 
wholesale operations for affiliates as well as the pro:essing
 
activities, marketing of commodities, operating plants, supply
 

- stores and other income-producing activities. Xach of these two
 
departments should prepare and operate under separate and
 
distinct budgets especially during the poriod of external
 

S . assistance of subsidy.
 

0s 

P: ' 
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rrom tabulated results of the survey as -well as. subjective

reflection, the Study Team con4.ludes that the four newly-founded
 
regional cooperative federations do not merit major attention by
 
AID at this time. Certainly, at this juncture, the agrarian

reform sector does not need additional competing forces vying

for position, loyalty and representational strength and creating
 
divisiveness among the base organizations. Zt would seem that
 
the inspiration for forming these regional federations arose not
 
from disappointments or disaffection with FESACORA's objectives
 
and programs but rather from jealousy and personal and political
 
differences.
 

Zt is true that there are some differences related to certain
 
policies such as capitalization quotas and professional
 
management. Although feeble 
in both regards, these nevertheless
 
represent tendencies considered by dissident groups to be
 
negative.
 

A most interesting development in this regard will be the degree
 
to which the newly functioning regional offLces of FESACORA are
 
able to respond to and support affiliatoed cooperatives In an
 
effective and timely fashion without having to refer 
constantly
 
to "headquarters" for advice and instruction. if these regional

offices do well in their planned role, it would seem even more
 
logical for AID to continue supporting this regional focus of
 
FESACORA rather than several separate and divergent regional
 
untities.
 

The argument for regional federations as more effective vehicles
 
for representation of Phase ZZI cooperatives may have some
 
merit. However# there is no legal impediment to FESACORA
 
affiliating and serving these groups as well. fact,
In 	 two
 
Phase III cooperatives already are members of FESACORA.
 

The Study Team predicts that, in the long run, those inteqrating

institutions with tho greatest service capacity are the ones
 
most likely to survive and develop sincere loyalty among member
 
cooperatives and their campesino members.
 

FISACORA, admittedly with coaching and advice, appears to be the
 
organization most oriented in this direction present.
at AID
 
should cultivate and continue this orientation with its
 
assistance rather than sponsor competing organizations which# to
 
date, have not shown a strong service orientation.
 

* 	 As mentioned previously , the Study Team rocommonda no 
substantial change in the institutional relationship by which 
TNS fills the role of intarmqdiary and monitor of the ssistancoe 
AID providus to F:SACORA. One aspect of this arrangement, 
however# was not analyzd by the Team end might affect future
 
decisions in this regard. That is the matter of cost or charges
 



* 
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made by TNS for fulfilling the function of intermediary and
 
administrator of AID resources.
 

While FESACORA is concerned mainly with promotion, public and
 
governmental relations and training and intormediation, it does
 
not appear logical to apply economic-business criteria in
 
evaluating or measuring the work of the federation. The only
 
aspect of operations which might be considered is the relative
 
c ,ost-effectivenessof the activities carried out by TESACORA as
 
compared to similar programs, public or private, going on
 
elsewhere in the country. To say the least, this would be a
 
difficult undertaking and not likely to yield precise results.
 

The Study Team is of the opinion that economic-business criteria
 
can be applied to the federation's operations only when
 
income-producing enterprises are developed and under way. These
 
operations should be evaluated separately, using different
 
accounting procedures and controls for each, and should include
 
application of oves!head and other standard 
cost accounting
 
practices.
 

During the course of this evaluation, the Study Team has
 
reflected on the logical, orderly and thorough methodology
 
developed and used by TNS in its approach to diagnostic and
 
feasibility studies and planning prior to actual project
 
implementation. The Team applauds this approach which surely
 
represents one of the major strengths of Technoserves work and
 
distinguishes it from other organizations and programs working
 
in similar pursuits in El Salvador.
 

At the same time, however, this methodology implies a relatively

high cost both in terms of diroct, applicable costs in the
 
formal accounting sense and in opportunity costs. These
 

*represent foregone opportunities or alternatives which by their
 
very nature require a more spontaneous, improvised, ad hoc style

of intervention. This more "flexible" approach is needed to
 
deal with certain unexpected or critical problems, as well as 
to
 
take advantage of unusual opportunities which inevitably occur
 
in any agriculturally-related enterprise.
 

Agricultural and institutional development, particularly in El
 
Salvador at the present time, 
 is less than an exact science.
 
The human factor plus the unpredictability of events are a part

of the roality, part of the context in which the work is being
 
carried out. Such a situation frequently requires adaptation,
 
improvisation# modification of plans and on-the-spot responsq by

personnel of development organizations such as Technoserv*.
 
This requires initiative, intuition, a quick reactlon time and
 
creativity in staff And operating policies - something akin to
 
artistic instincts, leavoned with a mound Appreciation of
 
technology, logic and discipline.
 

....
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l s
Given the high level of technical skil and abundant experience.
 
of Technoserve in Its field of Apecializatlon, the Study Team
 
sugqests that It -iight be worth establishing within Technoserve
 
a capability to detect and respond to unique or unusual
 
problems, situations or opportunities In agrarian cooperatives.
 
In colloquial terms, what is suggested is a kind of "SWAT" team
 
of experienced, mobile technici4ns backed up, of course, by TNS
 
specialists as needed or appropriate.
 

The responsibility of this special -roup would be to detect and
 
respond to situations in which there is neither time nor
 
justification for the usual TNS procedure of formal project
 
development/approval/implomentat ion.
 

The Study Team recognizes that this approach should not come to
 
overshadow the well proven methodology of TNS in its Salvadoran
 
programs. In many respects, the concept is similar the
to 

short-term technical assistance ("SATCOR") provision, drafted
 
and incorporated into the TNS operations in El Salvador 
in 1983.
 
Still a minor component of TNS operations In the country, the
 
major difference between this and the approach suggested here Is
 
that SATCOR is mainly a responsive mechanism, whereas the SWAT 

group would be more venturesome and aggressive in seeking out
 
opportunities for its special style of Intervention.
 

If such a capability were to be developed in TNS operations In
 
El Salvador, possibly on a trial basis at the outset, there
 
would be merit in considering the activity as a support 
or
 
reinforcing resource for the regional office teams of FESACORA
 
just now getting their work programs developed and establishing
 
a favorable reputation with cooperatives in their respective
 
regions.
 

,0
 

0 
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Cooperativa El Eden - Department of Sonsonate
 

Dairy cattle, beet cattle, sugarcane and okra are the principal
 
activities of this cooperative. Membership totals 129 and there
 
are 
 seven paid employees including a manager and an accountant: 
there is no cogestor.* The cooperative hvs 922 manzanas of land 
allotted to it, however, the value placed on this land by the 
government is considerably higher than its true value. Thus,
 
the cooperative is burdened with an onerous long-term debt which
 
it regards as its major problem and has been unable to convince
 
government authorities that the land is suostantially
 
over-valued.
 

Since it became affiliated with FESACORA, this cooperative has 
received these services from the federations legal assistance, 
intermediatlon in various undertaXings and technical assistance 
on its cattle operations. Zt is satisfied with these FESACORA 
services, yet at present it would appreciate more advic, and 
counsel on general operations. El Eden has paid its 4ntrance 
fee to FESACORA and is keeping up !ts monthly quota payments.
in addition to the FESACORA services mentioned, the co-op 
members have received training In cooperative principles. 

Fiscal year for this cooperative runs from April 1 to March 31. 
The results of operarions for the 1983-84 fiscal year were: 

Total incomei $S553440
 
Total expanse: 330,86
 

;let gai#: 20574 

Operations picked up considerably for the latest fiscal year,
 
1984-85, as shown here:
 

Total incomes %2,478,295
 
Total expenses 2,261f,68
 

Net gain: 216,627
 

Members are paid for their work every 15 days, $105, !or a total 
annual imcome of $2,332. Via a payroll deduction system# five 
colones are taken from each member's pay every !S days ani 
credited to him in the form of share capital in zhe cooperative. 
Thus# $15,480 goes into member share capital .ach year and thit 
has e:n qeing on now for thro4 years. TotAl member share 

* A guarantor, utually an entity rather than n Individual,
 
which backs loans taken out by a cooperativ,
 

~I** *I:
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capital now is approaching S50,000. 

The cooperative sells mik to !ive djfferent buyers and s.... 
Aits okra to Ouality roods Company for the export marUet. 
 .T'e
 
sugarcane is sold to a nearby refinery.
 

:n addition to the extra-largeo land debt the co-op is burdened 
with, its other prcbems are the..: need for a member modical
 
clinic, potable water, better housing and electricity for
 
members' homes. Nonetheless, the president and vice ores. ent
 
of this cooperative estimate that members' incomes and 
 standard
 
of living have increased by :pproximately 204, compared to the
 
days when they worked this land for a patron.
 

Cooperativa Aguja Department of Sonsonate
 

This cooperative is engaged in the production of cotton and 
sugarcane and has 700 head of beef cattle. The 62 members have
 
a total of. 798.S manzanas. Of these, 34S m: are devoted to
 
cotton, 48 mz to sugarcane, and the remainder serves as pasture

for the cattle. The only permanent employee is an accountant.
 
There Is no salaried manaqer and no cogesor.* However, during

the cotton harvest season the cooperative employs up to 500
 
:Qmporary workers for a period of about three months.
 

Formerly, 
until about a year ago, this co-op sol6 its cattle to 
a Salvadoran company which, In turn, slaughtered and dressed the 
bee for export to the U.S. Sut then, herbicides or pesticides
used to spray cotton fields were washed by rainfall into -e 
water the cattle drank, rendoring ttie beef unacceptebl by U.S. 
s:andards and the cooperative lost its export market, leastat 

for the present. :t lells its cotton to the Cooperative
 
Algodonera.
 

-he fiscal year runs from April 1 to March 21. 
 For the ,98,3-84
 
fioscal year the results were these
 

T'otal Income: S,791P092
 

let QAn: 4:4#663
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But for the :atest fiscal year, 1984-85, the results were quite
 
different:
 

Total income: $1,338,239
 
Total expense: 1#460,137
 

Net loss: 121,898
 

The principal reason for this loss was a substantial drop in
 
the price of cotton.
 

This cooperative has been affiliated with TESACORA 
since 1981.
 
:1. joined because it felt 
it would need the help and services It
 
hoped FESACORA could provide. Thus far it has received legal

services from FESACORA and some technical assistance in
 
agronomy. Also, members have received a course 
in cooperative

principles offered by ?ESACORA personnel. The co-op is
 
satisfied with 
 the quality of the services it has received but
 
it would like to have additional technical assistance In cotton
 
cultivation and in its cattle operations. The co-op has not
paid its entrance fee to "\CORA nor is it making monthly 
dues
 
payments. Share capital ot 
 embers in their cooperative is very
 
minimal, not more than S2,500.
 

Nevertheless, it appears that the standard of living, the real
 
income, of members has increased substantially compared to when
 
they worked for their patron. They are now paid $101.16 every

two weeks and receive a Chrlstmas bonus of $200. Also, each
 
nember has his own plot on which -c grow food for 
 his fam.y,

something not permitted by th. 
patron. M.embors are now in t!e
 
process of constructIng a school for their children and for
 
evening literacy classes for themselves. Principal proolen of
 
this co-op is lack of production credit. Also needed are pumps

for two deep wells which are useless without them, an 
irrigation

system* better housing, a medical clinic and mail and telephone
 
service.
 

Cooperativa Kilo Cinco - Department of Sonsonate 

Principal activity of this cooperative Is dairy cattio 'uz it
 
also grows corn, sugarcane, pineapple, sorghum and sesame seed
 
on its 834 manzanas of .land. Its main 
source of Income Is the
 
sale of milk milk 
 processors including the multinational
 
company Foremost.
 

There are two paid employees, a managor and an accountant as

well an cogestor who works 
in the area of "social promotion".
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The 109 members are paid $1.30 each every two weeks. Thoy have
 
share capital in the cooperative but not very much, about
 
$1,600. Average yearly income of members is S3,400. They are
 
much better off now than before the advent of the cooperative
 
wil', year-round employment, better housing, medical services and
 
pc,.abl 'water.
 

This cooperative has paid its entrance fee to FESACORA and is
 
keeping up with its monthly quota payments. rt is quite

satisfied with the services it has been receivingo particularly
 
the assistance in obtaining medical services and potable water
 
for members. Also, FESACORA has.provided the cooperative with
 
legal, and general advice and arranged for members to receive a
 
CENCAP course in cooperative principles.
 

The cooperative's fiscal year is the the calendar
same as year.

For 1983 the results weres
 

Total Incomes Sl,401,141
 
Total expenses l,482#453
 

~et loss$
 

Results improved in 1994t
 

Total Incomes SI,545,847

Total oxpenses 1,419,447
 

Net gain: 126,400
 

Main problem facing this cooperative now is how to increase it0 
cattles' level of milk productioni there also Is a need :o 
Improve the herd with new blood. 

Cooperativa Sa, romas - Department of La Paz 

This is a very poor cooperative in most every way. :t Is deeply 
in debt, 1.5 million colones, due to an accumulation of 
production, credit (loans past due) over the past severall years. 
The entire debt Is overdue and the co-op is paying 161 !.nteres 
on this sum# or $240,000 per year. :t is not able to make any
 
payments on the principle.
 

the 233 members are also poor in many ways. First and foremost, 
they do not have any idea of what a cooperative is and 
therefore, no sp'rit or feeling of cooperation. They regard 
themselves as daily wage-laborers rather than as member/owners
of their own large agricultural enterprise. They to* little 
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difference between their present situation and when they worked 
this land for a patron. 

T:hey are paid S112 every 14 days but work full-time for only
 
eight months of the year. The remaining four months provide

only part-time work so on average they work, 
 and are paid for,

perhaps nine months of the year. 
 Their housing is generally

miserable and they lack potable and services.
water medical 

There is a cooperative school for their children but it offers
 
classes only through the third grade resulting in a high rate of
 
illiteracy among members.
 

Principal activities of the cooperative are the growing of
 
cotton (367mz), sugarcane (38mz), maize (230mz), sorghum

(19.-,z) and the raising of cattle (554mz in pasture). This

acco.its f 1,292,Smz of the cooperative's total land area of
for 

l,7llmz. 
 The remainder is forest or uncultivated.
 

The cooperative has paid its entrance fee to FESACORA but is two
 
years behind in paying its monthly quotas. TESACORA has given

the cooperative some help in marketing its produce and also some
 
assistance In administrative matters and mediation with other
 
agencies. The cooperative regards FESACORA's services 
as more
 
or less satisfactory, just so-so.
 

:t was not possible to obtain specific financial data on the
 
cooperative's operations but it is known that 
it has experienced
 
a succession of annual operating losses. Primary reasons for
 
this cooperative's bad situation are poor management and 
member
 

* apathy.
 

Cooperativa Nauhalapa - Department of La Paz 

This cooperative, founded March 6, 1980, has 642 manzanas of
 
land, 72 members and two employees, a manager and an accountant.
 
The manager has been on the job for only three monthss before
 
that the co-op had no manager but a cogestor managed things.
 

Main activities were growing cotton and raising beef cattle 
but
 
now the only activity is cattle for the co-op was unable to
 
obtain any production credit to plant cotton this year and last.
 

The fiscal year runs from April 1 to March 31, and 
 for the
 
1984-85 year the operatirg loss was $65,020. The 1983-84 year

showed a loss also although it is not clear whAt it was because
 
the books were badly kept.
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Services received from TESACORA to date arei technical
assistance in artificial insemination and a brief training
course for members In co-op principles. This assistance was
welcome and satisfactory but the cooperative would like more. 
:n particular, officials would Ilk* FESACORA to establish its 
own bank or similar entity to provide production credit directly
to its affiliates. Also, it would be appreciated if FESACORA
would supply agricultural inputs. This cooperative has paid itsinitial membership fee to FESACORA but has not been able to keep
up payment of its monthly quotas simply because it is in such 
poor financial condition. it is broke. 

v'Q 

Members have a total of' $2,015 in share capital in theircooperative, an average of only $28 each. They are paid S91 fortheir work every two weeks but last year most of the membersworked only two weeks during the entire year. Fortunately, each
has his own small plot on which to grow food for his family.
These members were better off in the old days. Their standardof living has decl'ined since the advent of the agrarian reform' 
program and formation of the cooperative. 

ImW? j"- : J­ : ,' , :: :-*, * °;~: '"'' " ':: : { : !*/ '"' O; ; " ... :':''- , ;- *' ' 
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The cooperative sells its, cotton (when It has any) to theCooperative Algodoneora which buys cotton from producers in the area. Cattle are sold on the local market. The main problem
facing this cooperative, is lack of finance production credit. 4 

:f this were solved it would help solve a host of other problems
such ast co-op members are very poor and have miserable
housing, little education (illiteracy rate is 701)o no school'nearby for their children, no medical facilites, no potablewater, no electricity and 701 of the children suffer from
malnutrition. 

Many serious problems and no solutions in sight. 

Cooperative Santa Clara Z1 - Department of La Paz 

p 

4 

. This cooperative has 4,001 mantanas of land, of which I,411 areIn pasture for 3,500 head of cattle (dairy and beef) and 1,799are under cultivetion as followst cotton, 14S78mzy suqarcaneo
136mzt incisu, 50mzi cocoa, 4mag coconut# 25m:s and platano, 6inz. 
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Operating results appear to be quite satisfactory. For the last
 
fiscal year which ended March 31, 1985, results were:
 

Total income: $10,091,866
 

Total expense: 9,430,994
 

Net gain, 660,872
 

For the 1983-84 fiscal year:
 

Total income: $ 9,949,257
 
Total expense: 8,379,604
 

Net gain: 1,569,653 

The cooperative paid its entrance fee to TESACORA and 
keeps up

with its monthly quota payments. The services it has received
 
from FESACORA include member-education, management training,

leadership training, technical assistance in artificial
 
insemination, conservation of pasture land and animal husbandry.

The cooperative's presidentlis generally satisfied 
with these
 
services but says 
that FZSACORA is very slow in responding to
 
service requests. Zn addition to the services has
it received,
 

co-op would like FESACORA's help in acquiring agricultural

inputs at lower cost and in obtaining better prices for the
 
cooperative's produce.
 

Lnembers are 
paid $112 every fourteen days. They work full-time
 
for 10 months of the year and only part-time for the remaining
 
two months. Via a system of payroll deduction of five colones
 
every two weeks, members have accumulated S74,229 of share
 
capital in their cooperative. As a group, the 311 members are
 
better off now than when they worked this estate for a patron.

The cooperative's president estimates that their incomes and
 
general standard of living have increased by approximately 20%.
 

Main problems of this cooperative are the need for better
 
markets and prices for 
Its produce. Zt sells the equivalent of
 
4,300 bottles of milk per day to a dairy. Formerly It received
 
8 centavos for each bottle but since July 1# 1995# 
 the buyer
 
has reduced this to 7S centavos, which is not enough to give the

cooperative am acceptable margin. For this reason, the
 
cooperative would like to sot up its own dairy plant 
to process

and bottle milk and not be dependent on their buyers. :t
 
presently is engaged in a feasibility study for this project and
 
is receiving the help of rESACORA in doing so. Another major

problem is the present low price of cotton and the high cost of
 
transport to deliver sugarcane to a 
 refinery located a
 
considerable distance away.
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Members have constructed a fine school for their children
 
offering clasas* from the first through the ninth grade.

Members are now In the process of constructing a medical clinic
 
and they also plan to construct 120 homes for members and their
 
fami1lies.
 

Cooperativ.; Pisa Tiempo - Department of La Libartad
 

Principle activities of this cooperative are production of
 
coffee, beef and dairy cattle, sugarcane and concentrated feed
 
for livestock. it has 662 manzanas of land 
 and 166 members.
 
The salaried manager is also a member. There is no cogestor.

Fiscal year is the same as the calendar year. Operating
 
results for 1964 wore these:
 

Total incomes $2,611,263
 
Total expense: 2t663,330
 

,got lossO 32,O67
 

For 1983:
 

Total incomes S1,086,366
 
Total expenses 1#330,145
 

Net loss: 253779
 

This large loss for 1983 was due largely to a sizeable drop in 
the price of cotfee; also, the cooperative received its 
production credit ,too lat. in the agricultural year. This 
co-op has paid Its entrance fee to FESACORA and keeps up with . .
 
its monthily quota payments.
 

President of the cooperative feels that rSACORA is the only

cooperative Cederation worth mentioning and he is very pleased

with the services it has been providing. These include
 
technical assistance in agronomy, intermediation on behalf of.
 
the co-op in a number of matters end educational courses for
 
members on co-op principles. One additional service he would
 
like to see the provisionof fertilizers and other ag-Inputs at
 
lower prices.
 

Members are paid for their work every 14 days, a sum of f102,
 
and they work all year. They are much better off in many ways

than before the advent of, his cooperative. when they worked
 
for a patron only 40% of the workers were p4rmitted to live on
 
the premises and eioy had to pay a monthly rent of $60 for this
 
privilege. Other workers had to live elsiwhere and pay rent 
to
 

. .other Nowt of the members have their homes on
landowners. 9 
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land owned by the cooperative and pay no rent. Also, they are

* 	 given a plot of land of their own to grow food for their
 

families, a practice not previously permitted.
 

The co-op has a school for members' children, ist thru 9th
 
grades. in the evenings, co-op members attend classes,

learning to read and write. Twenty-eight of them, formerly

illiterate, are now in 3rd grade. The co-op also offers
 
classes in sewing for the women, teaching them to make dresses,

shirts, etc., 
 so they can earn more income. None of these
 
benefits existed before.
 

0Members have $16*300 
 in share capital in the cooperative.

Also, they have used some of their earnings to purchase an
 
additional l8mz of land in order 
 to expand production. The
 
co-op has its own coffee beneficio and sells its coffee to
 
:NCArz to exports. A main problem at present is the depressed

world market for this commodity. Another problem is the long

delay in disposing of 
its coffee to ZNCAFE and in receiving
 
payment. Meanwhile it has to pay 13% interest on its
 
production credit loan and if the loan becomes overdue there is
 
an extra 2% charge.
 

Cooperative Ague Fria - Department of La Libertad 

This is a large and very successful cooperative. Zt has 214
 
members and 1,667 mansanas of land. 0ts 20 employees Include a
 
salaried manager* an accountant, several bookkeepers,

secretaries, etc. Also, there is a coqestor.
 

Almost all of the land is planted to coffee which the 
cooperative sells to a beneficlo. The co-op has a large

beneficto on its premises, but did not have title to it 
 until
 
recently. Now# with help from FZSACORA it is acquiring legal

title, making necessary repairs to the machinery and by October
 
or November of this year expects to be 
processing its own
 
coffee in its own beneficlo Instead of selling it to another.
 

Operating results for the recent fiscal year were most
 
successful, a net operating gain of $2s50000. 
 Thera 	was a
 
gain the previous year as wells though not as large for total

production 
was considerably less. Nevertheless, even in that
 
year members received a bonus of $500 
 each and in the most
 
recent fiscal y4ar the bonus per member was S,400. 7n
 
addition to these bonuses, members are paid $123.98 *vary :4
 
days 	 year around. 
 They also enjoy many social benemits they

did not have earlier when working under a patront the
 
cooperativq operat4s a school for members' and
children 
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furnishes the children with all 
their school supplies at no
 
charge. Also, there are scholarships available for older
 
children to attend secondary school; there Is a medical clinic

which a doctor visits every two weeks, or more often if
 
necessary, ond a consumer store for the members' 
 convenience.
 
Zn real terms, members are at least twice as well off 
as they

were before the advent of this cooperative. Member share
 
capital in the cooperative totals $50,000.
 

The co-op presently is engaged in cocoa production to a minor
 
extent and maintains five apiaries for 
honey which memoers can
 
buy at a low price in their consumer store. The surplus is
 
sold in local markets and brings in extra income for the
 
cooperative.
 

The co-op has paid its entrance fee to FEBACORA and maintains
 
its monthly payments. Zt has received a variety of services
 
including legal assistance# intermedisation, lower-cost
 
fertilizer, training courses 
for members and employees and help

in obtaining. spare parts for their tractors 
 (seven) at
 
reasonable cost. The cooperative is very satisfied with the
 
services FESACORA provides.
 

This cooperative Is faced with no problems at 
the present time,
 
maor or minor. 


Cooperativa Hacienda Nueva - Department of La Libertaud 

'his cooperative has 46 members and five employees# Including a 
salaried manager and there also Is a cogestor. Nose of its 487
 
manzanas of land is under cultivation as follows 234m: in

coffee, 23.5 In maize, Smz in plateno and 11Sme in sugar cane.
 

The fiscal year runs 
from April 1st to March 31st, and results
 
for the 1984-84 year were as followss
 

Total incomes S995#425
 
Total expenses 6_06,041
 

N*et gains 389,764
 

++:.++.+++:.:++i + :: ++ ++. +:++:++++ :+ ++++ + : ' + ' ++ +; + e++ 
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But for the previous year, 1983-84, the results were quite
 
differenti
 

Total income: $521,004 

Total expense: 730,739
 

Noet loss: 209735
 

The reason for this loss was a precipitous drop in the price
 
of Coffee.
 

trom rESACORA this cooperative has received technical
 
assistance in agricultural production intermediation, help in
 
processing credit applications, and training courses for
 
members and management. Also, rESACORA has arranged for
 
training courses by CENCAP. Co-op members are satisfied with
 
the services they have received from FESACORA and seek no more
 
at this time. The co-op has paid its entrance fee to FESACORA
 
and keeps up its monthLy quota payments.
 

Members are paid for their work every 14 days, a sumi of S90.80,

and they work about 90% of the year. Member share capital in
 
the cooperative totals $3,600.
 

This cooperative was organized in 1980# and for the first 
 two
 
years of operation things went badly and the real income ard 
standard of living of the members declinedi they were, as a 
group, worse off than when working under their former patron.
Operations have improved since then and now most members are 
better off than in the old days. Some though, are not as well
 
off; they were "privileged" workers under the old system and
 
received higher income and more benafits than the rank and file
 
workers. but now all worker-members are treated equally, there
 
ar. no privileged ones.
 

Tho cooperative Sells Its maize t. several buyers,

* intermediaries, and sells Its coffee to a beneficio nearby. 

flaiA problem, or taskt facing the cooperative at present is the
 
refinancing o. a production credit debt of S31%,O00 whilh :t
 
incurred in earlier day& when things were going badly.

TESACORA is assisting the cooperative to arranle thls
 
refinancing.
 

A..4­
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Questionnaire form used in interview with cooperatives
 

affiliated with TESACORA.
 

COOPERATIVE SURVEY
 

1. Cooperative name: -.
 

2. Location:
 

3. No. of members:
 

4. Cooperativesl main actvies .. .. 
 .
 

S. TOTAL SALES during the 1st fiscal year (give dates)
 

Total expenses during the same years C
 

Operational profits or lossest C.
 

Total sales for the previous: C
 

Total expenses for that same year: C
 

Operational profits or losses: C
 

6. Total production and Income last fiscal. year: C 

Total production and income the year before: C
 

7. Why is your cooperative a member of FZSACORA? _ 
 -

8. What services does your cooperative receive from .ZSACORA?
 

a. Are you satisfied with the quantity and quality of the 
vervLcs
 

9. What other services wou.d you like FZSAC0A to otfer7_. 

.... . 44....4 . ,)
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10. 	Did your cooperative pay a quota to join rESACORA?__-,­

:f not, why not?_
 

II. Are you paying the monthly membership dues regularly?
 

:f no, why not?
 

12. 'Nas your cooperative received any kind of training or
 
education in cooperative principals, laws, rights, member's
 
duties and benefits? Please explains
 

12. 	 What is the average per onnum salary of the members of your
 
cooperative? C
 

14. 	Has this personal income risen or dropped since the formation
 
of the cooperative? 
_ 

:5. :ow ar* the cooperative members paid for their work?-
 -.­

16. 	no cooperative members hold equity in your organization?
 
Yes Not.-. What is the total?
 

:7. 	Where and how is the produce of this cooperative marketed?
 

!6. 	What are the major problems of this cooporatlve? 

19. 	Any other topic you would Ilke to talk about?­

4 4 
z D . ; ;
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* )'uestionnaire Interviews with cooperatives
form used in 


affiliated with a reqional federation.
 

INTERVIZW WZTH COOPERAX7ZVtZ REPRESENTATIVE
 

Cooperative's Name___
 
Locations
 

Date of Znterview: _
 

Place of :nterview:
 
interviewers
 

Names and Ttse of People Interviewed:
 

Seal of the Cooperative or Signature of a Representatives
 

I. When did the present Board of Directors take office?
 

2. Is your cooperative a member of any federation or cooperst.ve 
organization? No 

Yes
 
Which Ones
 

ECORASAL,
 
TECORACEN
 
rZCORAPCCN
 

____ _ TECORAO
 
S"-=SACOnA
 

.Other: 
_ __ :t is not affiliated 

.o _o not know
 

3. Why did your cooperative become affiliated with a federation?
 

4. How long has your cooperative been affiliated with this
 
federat ion?
 

http:cooperst.ve
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5. Who decided to affiliate your cooperative with the federation?
 
(there can be more than one answer)
 

3oard of Directors Approximate Date 
_.General Assembly Approximate Date 
President Approximate Date 

--- General Manager 
Cogestor 

Approximate Date 
Approximate Date 

- Social Worker Approximate Dat . 
do not know Approximate Date 

6. Was your cooperative affiliated with other federations or
 
cooperative organizations before?
 

No
 
Yes 	 Which ones? 

7. What is the present relationship of your cooperative to
 
the federation or the cooperative organization with which it
 
was previously affiliated?
 

:t Is still affiliated and active
 
. .t is still affiliated but inactive
 

____________In process of cancel:.ng membership
 
with the first 

..io .onger a member of the first 
.. _ do not know 

0. :f your cooperative cancelled its membership with the former
 
federation or cooperative organization or is in process or
 
cancelling the membership, who made this decision? (there can
 
be more than one answer)
 
..-	 Zoord of Directors
 

.eneral Assembly
 
. President
 

_____________._______GOeneral Manager
 
. _ .. Cogestor
 

+ -.
c-Social Worker
 
.do not know
 

Approximate date of the final decisior .. .
 

9. Has the cooperazive designated any "ember to participAte 
i+i the octivitits o! the !ederAtion to which it is current:y 
aifiiiazd? 

__2 _YesI9; 

'4 + + ++ '+ .. . + , " + + + + ' # i + + ; L + , '4 + + +' + + ; +. " + + + + + + "+ + ++ . . " : + " + +: 

V++ ++P ;; " + *+ 15 + - : +: +; k 1 ": . .; + + + , 4 

'4 w, + , ++ + : + +, / ! , : , ; + + : + + . 
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10. How often does the cooperative representative attend
 
federation activities?
 

AAttends all meetings
 
tteAttends only when the federation calls
 

-.Attends sometimes
 
How many time has he/she attended?
 

_-.Never attended
 
... Other (explain)
 

. Does your cooperative contribute financially to the
 
operations of the federation?
 

Yes :ow often?­

12. How often does the federation hold meetings such as working
 
meetings, informational meetings, a.semblies for reprowentatives,
 
etc,
 

..... Weekly
 
__ _ ___-Biweekly
 

Monthly
 
__...Ouarterly
 
. .. Occasionally
 
__There have not been any such activities
 

.o not know
 
her
* ... th (explain)
 

13. Has the federation held, in your cooperative, activities
 
such as training programs, technical, legal# or credit
 
procedures assistance sessions, et?
 

14. What activities does the federation hope to ho.d in your

cooperative during the next year?
 

IS. Do you think that it is possible for the federation to
 
hold those activities?
 

mmm L-Yes 

S: ndI atq +
 

s*A 
-+4 v-+++++++s- #+++ + + p+ m +-- ++++++++ i + 

+ + ++ ++ + 
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: ... i0+ :....+0 " .. r a r
m* a1Ua0I
16 In your opinion, how w..1 were federation activities
(including training and technical assistance proqrams, legal
 
and credit procedures help) performed inl your coop?
 

~~Vry Well
 

Badly
 
.- o not know 

17. Zn your opinion, which ar tee most important activities 
the federation should _- vey e0offer to your cooperative?
 

I$. Do you think It Is advantageous to form regional federation
of cooperatives? .
 

~~Yes
 

19. 0o you think It is advantageous to have a notional federation 
of cooperatives? 

"+ - ++ - No- + - + _ +l_+ 

Yeswhy?
 

__ Yes
 
20. Do you think It a's advteageou#s to hv cooperative yst io 
to have reqtonal federations and a national federation also? 

Why? 
 *.WNW 

4h?... .
 

21. Do you know anything about theo federatio 7oSACOA1?Jc. 
.ty uo l 3-

•What. Is your opinioln of TESACO & as a nalt+onal f+ederaton? 

i i) il_____ i n i n . p+i wi ... 

+ ++VjV. -V + ++++ +. •4 + + ++++....
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* 	 22. Which of the following offices institutions do you think
 
offer techn.1ca. assistance?
 

_ CZNTA DG/CECA
 
_ _ BFA __STA
 

:S.C -FXNATA
 
__¢CANCAP Cooperative Fedorat ions
 

UC5 ACOPAX
 
?Technosorve - .COPAL 

- __ ZNAZUCAR ZNCAFE 
Other Banks Private businesses that 

_ oAg. Assoc. Opt. sell ag. producte and 

23. 	From which institutions or offices has your cooperative
 
.eceived technical assistance?
 

.CENTA _ GG/CEGA
 
_rA ISTA
 
_ _ _¢ FTNATA
 

* ~CANCAP 	 Cooperative Federations
 
UCS _ACOPA.
 

_Tect-ioserve COPAL
 
INAZ oAR 	 :NCArc 

_._._ Othr Banks Private business*s that
 
-Ag. Assoc. Dpt. sell ag. products and
*machinery
 

24. Does your cooperative currently have the following posie'ons
 
filled? No Yes
 

General Manager
 
Accountant
 
Cogestor
 
Social Worker (promotes the
 

cooperative)
 

0!" -ii 2! z " . : : .. 

0 	 ri>;i 
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Ouestionnairo form used in interviews with reglonal cooperative

!*dorat ions.
 

.,.R'zw w:. RZO:ONA. -DEIA.zON" REPRESENTA.:VE
 

Federation name: 
0?!ace of interview: 

Date o! interviewt 

Name of interviower:
 

Name of :ntervIewee, .­

Federation's seal or signature of representatives
 

What motlvstod cooperatives in this area to organi:,

themselves into-,a foderat~om?__________
 

:. What :*go! procedures must a cooperative follow to becot 
a member of the federation? 

3. Must new members pay dues to Join the federation? Yes.
 

Dont know 

4. How often does a member cooperative need to pay d.es?
 

S. Are any of the new federation members still* affi:ioted wi~t
 
other cooperative organizations?
 

Yes
 
^
4.N Wo whI:h orq h atiions7r 
 i
 

4. Wha. Is1 the *pprOXI,,o:e dat~e the feder:io~s wAs orqanized? 

... 

,4i!/ i : : i , : , i : ; 
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7. Was the Organizing Committee of the fede-ation already formed 
and functioning as such? * 

How many cooperatives participated on this committ ,?
 

8. Approx.mateoy, how long did th. 
Initial promotion act.vitis
 
last to form the federation?
 

One week 
 .wo months
 
1S days Three months
 
One month 
 Do not know
 

9. Approximately, how many promotional actitivitles-.nformationa:
 
-. to cooperatives4 working sessions, took place
*t.nqss visits 


to the form th f*ederat.on?
 
Las t ean S 
etwoeen 6 and 10 

Setween 1 and 20,i 
*More than 20 
mon't know­

10. How many cooperatives signed the ^riginal constitution
 

of the federation?
 

!I. When was the federation .formed?
 

12. Did the Organizing Committee receive any type of technic#'
 
assistance during the Initial stages? No
 

What kind of assstence?
 

13. Whic of the to ow!ng organizations offered technic.:
 
asittane "o :h% Organ~aing Comettee during %heo nit.Ie, scagea?
 

CZONt".APIDptO Asoc. Alropic,.

CINTA :%.1AOCOo?
 
:s.A AN :3 
7: i.,.,72ZZCOPADZS
 
ACOPA: 
 Ot*her orart:At!n.s70 

... +........
 

.......................
 '.,,F.',.. 

http:f*ederat.on
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* 	 *4. Presently# how many cooperatives are actually affiated 
with the federation? Which one are they?
 
Cou:d you give their names and locations?
 

Cooperative Name 	 Town 
 Municipality
 

3 

2 

A4 

7 

* m 
9 

9
 

'S.How 	often does the Administration Committee et
4.. 

. .
 

16. How often,does the federation soard of Directors co1l the 
mqmber cp~iratives !or a genera: #ss emby77.. 

17. What are the most important activities or servic~s t!,*
federation offers to Its affillat'Os -plow? 

"4e 
 e i o 	le e
n s . i tl l l l a w
.. What ,addit.onal services does tio federation plan to offer
 
its affiliates next year?_-Iin 
 n na 

,_-	 ---T .... .
 .. . ... ...
 _
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.9. Does the federation plan to offer any of the following 
services next year, a. technical assistance? 

b. meeting facillities?
 
c. means of transportation? 
di. training? 

20. In what way is %h* federation organized, specific structure 
and people with specific responsibilities, to provide its 
,iffttatos with the services it ofaers? 

21. Does the federation have any employees with set salaries? 

NO How many in administration?
 
Yes How many technicians?
 

22. Does the federation have any means of transportation of 
its own to take its sorvic~n to all its members? 

23. Does the federation have an office or any type of physical: 
structure to operate and/or to hold meetings? 

,.,...__
oPeranent
 

oYeso-pernonent. 

24. Please add additional observotionsi
 

4 ­
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L:57 OF COOrRA "vzS :NTRV:ZWZD
 
WHZCH ARE ATFZL:A'.ED WTHf REGIONAL rEDERATZONS
 

FXCORASAL-


Santa Adela* 

San Diego* 

Paraje Galan* 


San Antonio Zacamil" 


Hacienda Las Tablas** 


TECORACEN
 

Santa Lucia Orcoyo* 


Los Naran~os** 

Acahuaspan** 

La Libertad*"* 


7ZC03APCEN
 

Nueva Santa .er*a. 

Santa Rita* 


El Recuerdo* 

Riveras del Mar** 


Santa Caeerin** 


FECORAO
 

Union del Socorro* 
Fe CrLstiana do Son 

Antonio Silva* 
La M.renoner* 
Obrauelo" 

La Divine Providtneia 

Ayuta, Santa Ana Santa Ana
 
Las Pioedras, Metapan Santa Ana
 
San V.cente, Candelar.a
 

do la rrontera Santa An.
 
Zacmil, Candelaria do
 

la F. Santa Ana
 
La Magdalena, Chalchuapa Santa Ana
 

Santa Lucia,

La "iber*tad 
 La Libertad
 

E£ alon, Villanueva La Libertad
 
Zl Palmer, Taman!que La Libertad
 
El Palmer, Tamanique La Libertad
 

=1 Playdon Tocoluca Son Vinconte
 
Las Guarumeso Santiago 

Nonualco La a= 
Las -ablas, zacate*coluca La 74: 
Las Isletaso Son Podro 

SNashuat La Pa: 
Cuyultitan, Rosario do 

La Paz La Paz 

El Socorro, Yayantiqste La Union 
San Antonio Silva,

San Miguel san viquel 
Tierra Blanco, Chiriloqua San iiluq0
Joalocatal, Quel*pa Sen !Iigue 
Zl Progreso, San tiqgul San mique ­

'Zx-TZ5ACORA member cooperative
 
" Other agrarian v.eorm cooperative formed under Decrees l3-S4 

*0 ?*on-reform sector cooperative, not considered .n tabulation 

http:ATFZL:A'.ED

