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SUMMARY

In July 1986, ° Agricultural Ccoperative Develcpment
Irternaticnal (ACDI), cigred a Techrical Ascistance agreement
witrh  the Unidn de Ccocperativas Regicriales de Servicics
Ror secuarics  (UNIOCOOF). The furds for this technical
~eci1cstarce were Pravided by USAID/Harnduras urder the
"Urerational FProaject Grant No. S2E-0300. sigried bv the three
eforenerticred Irnstituticrns.,

“ne orincipal aobjectives of this agreemernt was tc provide
technical assistarnce to UNIDCOOR and tc its four affiliated
Ccocperatives, in  thase areas established in the scape «of
WK, and assigried ta the twc techrnical persarrel provideo
tc the UNIOCOOF by Rgricultural Cocperative Develcpmnert
Internatiorial (ACDI).

The duratican of the techrnical assistarce was faurteer (14)
menthe - July 1385 tco August 1986, arnd this report summarizes
tre oblectives acccmplisred urcer thase activities stated iw
trhe OF6G. The report éonéludes_' with & 7 ‘series of
recommendaticons, drawn fram thRe experierices gaired during the
work pericd. ' . N e

Ar.  1mpcrtarnt part aof the success of this OFG 1is the
praoressicaral marmer in which UNIOCOOF develcped its
activities and the cbjective way ir which it has made its
decisions, By warkirng in  this way it bhas gairned the

appreciation and reccagriticn of its awrn persorrmel arnd cthers
in & short pericd of time. scmething that merits continual
econcanic and techrical suppcert, which will result in a direct
berefit to its five (5) affiliates ard to cther Cocoperatives
that will join UNIOCOOF ir the future.

Regarding the five (5) affiliates: twa of them--Maya
Occidental arnd COHORSIL-—-are self-sufficiert. The first core.
net  only gained its self-sufficiercy at year's erd o April
30, 1386, but made-a price adjustment of L.1.5S0 tea each
member for every 100 pourds of coffee that were marketec
through their Cocoperative. They were alsc able ta pive a
small borus te their emplcayees. As a result, this
ccocperative - has not only assumed a pasiticon at the farefront
of Madels but reaffirms the ecorcmic feasibility <f the
cocperative mcdel as develaped urder the "Repicral
Cooperatives Fraject". It alsc demconstrates the impartarice
of tne "proafessicrnal adnmirnistraticn” coricept for the success
of this type of firmn.

The 20 de Marza caoperative, should reach ar break-ever pcint
&t the close of 1ts aperaticns in 1987.



The CREHSUL vy Fruta del=sScl  cogperatives. however, face
csericus finarcial praoblems resulting from the last two expor:t
seascons of cucumber ard melcan. Norethelecse, the BGaoverrmernt of
Horduras as well as USAID/Homduras, have decided that these
twe  firms should contirnue with cperaticorns and are studying
alternatives toa aid them with their eccoricmic difficulties.

Irn cur apinion, the lost iricurred by both firms should be
censidered as arn  EXFRERIMENTAL EXFORT COST. rot for any
vatermalistic reason, but rather that in these activities
existec much experimerntation, orivicipalliyv irn production 1n
ereas such as: drip irrigation, pianting of riori-starea
cucumpers. discovering riew varieties. of melaons, etc. Alesax.
thev were influericed by adverse effects rcot cocrtemplated bv
anc cut of the carntrol of the proaducer and the cocperative
such as: lawer  than nrcormal market price, ircomplete
inTrastructure (season 1984-85), hurricare winds at cucumber
harvest, frazern cucumbers due to the deficiency in  the
cocling system of trarsportaticorn, flocodings that delayed the
planting of melar_in CREHSUL, ard, from every point of view,
auesticnable technzcal . assistarice from Shemesh Interrational.
All «of these resulted in a rwpative impact irn the economxc
results. gf both firms. Ifymith the heln.of the Guvernmqnt
of Hornduras and the-USQID/Honduras, the Choperatlves CREHSUL
and . Fruta. del Scal are able to._stabxlx‘e their economxc—
financial situwatiaon, ard better conditicns are presented to
cormtinue ive the production arnd exportatiorn of fruits arnd
vegetables, we dco rict daubt that they will add toa a level of
success as the three other affiliates of UNIQCOOF. With
this, they will prave that the carcept of Madel Cccoperative
12 functicnal and that it shcould be practiced iri Hormduras as
& tocl for econcmic develcpmert.

FROGRESS INDICATORS: SITUATION: COMMENTS

e | e D Mo P 22 YN O

=.1. Advisory team of the University of Kansas will develcrp
trairing programs directed at stratepies to use ar
marketing cornfh:
The Kansas team held a semirar during the seccnd week of
August. . .to diseuss differert strategies to follow in  the
buying arnd sel¥ing of corn. Twerity members of the staff

of the five affiliates of UNIOCOOF atterded.

The kricwledge pgaired from this semiriar was immediately
put intc practice by the marianers of the Cocperatives 20
de Marzc and Maya Occidental, the two cocperatives mcst
directly invclved in the producticr of the basic grairs. #
Unforturiately, the adviscry team of Harnsas firiished ite!
contract orn February 1986. While they were in  country,
trey helped in the consultancy of the marvetivo of basic
prains. (%) (Rttached tco this report is a copy of the
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subjects giscussed 1r this semir.ar, ANNEY T, ‘Rttachers
is a copy of the ret™rt prepgared bv tne Karsze team .o
the marketirig at the rnaticral ievel. ANMNEY 11.)

Throunh twe distirnct studies, the feasibility was
cetermirea for developing a project of rice bprocuctice
anc proacessing in both Cacperatives. The Cocperative =G
0e Marzo cstarted the operatior of its! rice mill i
Jarwary 16.1386. This rice mill was purcnased with furcs

dorated by U.S. 2agricdulture ccooperatives whe are members
=T  ACDI and who support cooperatives in  ogevelooiwcg
countriec. This activity did rot succeed as expected aue
tae poor rice quality — the ccocperative acaouired 2, 425
cwt. fram its' members of which 2,300 cwt. had toa be
scld urprocessed; the remainder was sald prcacessed.
There has alsa been rco pramoticnal campaigrn as was
iniatially cocntemplated due ta the pcar quality of the
rice.

Ir the same way as the Rice Mill Frcject, the Cocperative
20 de Marzc, with the support of UNIOCOOF, promcted arnd
develcpbed arn drrigation prcject for the praduction of
rice in core of its lacal group which has demcnstrated
pctertial for this corop. This project will have the
infrastructure for a2 gravity irrigation system covering
ar area of 140 mz, and an estimated arriual praducticrn of
12,000 cwt. With this PFroject, not  cnmly will  the
producticor increase, but the gquality of the rice prcoucecs
will be improved. The Praject has been campleted ard the
first harvest will be irn Octaber—-Ncvember cf this year.
The Proaject cost was I, 391, 85¢. Attached are ccpies of
pcth studies, and a summary of the updated results of the
mill's cperation. (ANNEX III arnd IV.)

For the acquisition of the rice mill, & detailec crigen
of the funds and applicaticrs follow:

Danatiorn ACDI (purchase equipmert) L. 53, 340
Working capital 20 de Mar:za L. Sq, GOO

A study fcr a Rice Mill Frcject for the Cocperativa Mave
Occidental is completed and stepe are beirng taker to
acquire the furds to get the Frcject working. We hcopoe
that it will be ir cperation befare the end of this year.
Attached is capy of the study aro ctrer cerrecponderce.
ANNEX V.)
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EHIA will sigrn a contract With the Midel Cocperatives tao

&1d irn ircreasirnp oreguctivity and gerreasing oroductior
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UnIocoor sigred ar agreement with FoH.I.A.,  ar August =3,

125 i whichk U I0CO0FR represerts  the five mcegeil
SLopErativaes and alsc included a weorw plan  feor ag-vear
FEE-8S. (Copy of the Ccoartract and wargk plar ic attacheaq.

FHIA &sszisted ir corducting melcor trials ir CREHSUL witr,
varvirc fertilizer levels, different varietiece, oruraneg
Techriques arnd Cravity ang arip irrigaticon systems. Thew
gave partial assisterce to Fruta del scl Coaperative i
their tamate awnd Cucumber trials arg aided COHORSIL in
the invest rgation tea determire diseasa affecting cabbane
product iar., :

A1l five cacperatives have usea thne FHIA labcrateries fonm
sc1l  aralysis the cost of whick has beceme a part - of
stardarag praducticr casts, -

No  vegetable variety trials were carrmied cut in 20 ge
Marze o Maya Occidental cacperative as disease argd
insect problems led FHIA ta recommerd that the lard lay
fallaw fer cre year. Plans are beirg made to cantiriue
these experimertis in 1386-g7. FHIA, did however, cffer
extensive aid ir arnalysirng coffee diseases ard superviced
wark  peirng carriedg or in the field. FHIR alsc aided ir
UNIOCOOR s and the coperatives pProoram = seed
praducticr., FHIA alsca aided ir past-harvest examinatiar
of melaons and Cucumbers focr ERIX caritent, diseases, ang
Dacking techriiques.

Hire shcrt term raticral or internaticral adviscrs to

—_—— - ——— e ——n = ——— el A —_———— e e 2

a. The SHEMESH Qgro—International Firm was cantractean
with UNIOCOOE" s furds as well as ACDI OFG furde to
proavide sheort term drip—irrigation Specialists fer
forney dew and cartaloupes with CRESHUL ard tomatces,
cartaloupes and cucumbers with Fruta del Sal.
Unfawtunately, marny factors were invalved whilich
deiavea planting ard furds were rict avallaple to
extend the Zriginal cortract S the SHEMESH team wae
rnet availatle thrcugh harvest seasan,

The firai report trat arne sShouwla sxgpect from suech &
contrace v.ag tTrierefore not avallacle. ang at this



0]

oo

wn

o

Writing tne fiva; analvsis ¢F the Griz-irrigat:cr.
Prciect is rot eVailaole., . ‘At tacnes A= the marscers
reports, ANNEY \VII arg VIII.)

B. A short tern expert wac hired to ald iwn Packirg niant
“rarations ir CRESHUL (December 15g5 thrcugh Jarimary
138¢). His wark included: aid  irn the set up oFf
packirg perscrriel, developing traffic patterrs,
exclairing testing Procedures  ang impraving post
Rarvest handling techriigues, (Attach capry of nisg
repirt. ANNEX IX.)

S. Nery Chirnchilla, ar ex-ACDhI aamirnistraticr, fdviscr wae
hiree ta aralyse areac 17 Hovidurae that mignt raove
pctential as future carndidates for batn  de Mcdel
Cooperative prcgran, arnd as arfiliates te UNIOCOOE.
Mr., Chirchilla identified ] area/cooperatives witn
shcrt—range Potertial, and 5 cther areas ag laorng rarge
Candidates (Feport ig attached, ANNEX X.)

. With assistarce fram the QCDI/washington comput er
Soecialiist ard by coentracting a lacal Fipnpe UNIOCOOF

[ RS

Dersonrel wasg ~inmstructeg in -the MEe  of Persarnal
coemouters ang the_CQoperativg_EO Ge Marzc has begur to
Combuterize . it'¢ accaunting, System_  ueing UNIQCOOF :
equioment, _
i
e. A orip—irrigation Sbecialist, Mr. Dcug Feale, was
nired fcor a ane week pericd to arialyze bath the
phvsical set-up | well ag actual casts of
installation, cperaticorn  and Proaductiar, anc make
reccmmeraaticns ar the orip-irripaticn System used 1r
Bath  Fruta del Szl ard CREHSUL Cooperatives. (See
ANNEX XI.)
Develcp seminarg in auditivp and QQQ&EQEE&&Q tggnnigugé
UNIOCOOR spornscred twe semiriars for the Mcdel
Cccperatives executives cqp finarcial sSubjects ard oy
pererally accepted accaunting and &dmiristraticr
Principles. The riumber cf Participartsg in each semiviar

was 15 and 18.

In addition ta these Semirars, the UNIOCOOR auditeonr,
while Practicing perindic audits iy each affiliateg
cooperative, aids iy thaining the Persanrnel of the
Vicilarice Committees, Up to this cate there have beer
five Corrective audits,

Coordirate Yisgits tco the Urited Stacec
a. UNIOCOgE and affiliated Cooperative execuiive starf
atterded tre CEkI Carverticr, in New Oriears. I tris
trip, trhey aico atterted the West Texacg Regicoral Heg

ih
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Feoper cornvernticm; ard suos=2guent fielo vicite were
made to Texas A&M FRecearch statiore to see tre
praoductiornn of cavervie ana cother hnaot pecpers. The
Texas portion of this trip was casrdinated by Kiroy
Carperter ard consultant Richard Clark were paid witn
ACDI furds.

G. Funds were cbtaired through USAID CAFS pragram for 3
tour to Indiarna by ceooperative staff and bcard members
in coordination with Furdue Uriiversity. They vizited
reed millie; fertilizers plartes; uriversity vepetabnle.
melar. tamatea, ccorr, and saovbear plats: cattle. Cairy,
ooultry, ana swirie operaticrns; and nands-—crn visite to

lacal farms. This t cur vacs cacordinatea arig
accompanied by Richard Clark whe was paia witn OS¢
furds.

UNIOCOOF hired the caensulting firm "Atherian for the
Aorco Industry” to .determire the feasibility of
devel@oinb ar Exdanimemtal Frcaject of Marketirng Fruits
and Vepetables.ir the nortnern part of the country.
Orice tre study. was firnished, & Capy was sent - to
USAID/Horduras ' ta determire the passibility of the
'Project peing irntegrated inte _a Naticrial Fraject tnat
was under the carsideraticr. of the USAID. Up to thie
date we have rniat received ary infarmation regarding
the praoject. If riothing is develaped with the USAID,
UNIDCOOF will trv to pet the riecessary furde ara the
reguired technical assistance to implemert the
Froject. (Attached is copy of the study, ANNEX ¥II.)

——— — i = — —— - —— o — e e s e st s

In two cccasicons UNIOCOOR applied for admission to
FEFROEXAAH. EFROEXAAH deriied the first application
indicating © UNIOCOOF that it was more corverient to

beccine affiliated with the Flericulturict ang
Horticulturist Asscciaticr. UNIOCOOF cansidered this
inadmissible and requested FEFROEXRAH reccorsider the
case. Up to this date, FEFROEXAARH has rict made a

decisiari. UNIOCOOp. has decided that if .its direct
affiliation is ot accepted, to withdraw its interticr
of affiliatiorn, as teo do sc through arn Asscciation is
against ite' cwr interecst.

A  ouesticrraire was desigried with help fram ARID arc
UNIOQCIOR staff +to aetermire fraom a coogperative mernagerc?

u
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viewpaint the ecoricmic armc sccial smpact the coonerativs

Mas had or ite' mempers. . Interviaws were cormaucted Fram
Aoril through May on aver 250 coccoerative memoe-s. Al
gats was entered intc the central office computer T

analysis by UNIOCOOF and RID staff, and later mnade
avzilable both on diskettes ard documert form te  the
1invalved coaperatives. (See attached doccument. ANNEX

xI1I.)

Senare a
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Tnie activity was campleted with the reforms made tc tre
financial and statistical reports oprepared by trhe
affiliates. The infarmaticn was rict only for the marager
to evaluate results and make decisicrs, but alsc is very
helpful for (UNIOCOOF tc keeo updatea cri what has beer:
plarmed by each Cooperative. Arsz, - THE UNION tries ta
attend every cordimvary ‘sessicr of the Ecard of Directors
=f each affiliate; in order to- advise the-Board and bher

Manaoger in the ‘interpretation and amalvsis «of the
ecorcmic ard statistical indicators that are included: i
such repcorts. (Rttached is a copy of the madel used,

ANNEX XIV.)

———— —— m e tnce T

As & result of the varicus riegcatiaticons made with the
representatives of the shippirng transportation comoariec
and the use of are more broker fer the marketing of the
export products, substarcial impravements were made in
both areas. evert if the trarnsportatior cost ircreased bv
S percernt.

Durirg the laiékseason, the export proaducts were saic
through more tham orie broker; this strategy erabled tie
Cocperatives to observe which braker was mcore diligent in
selling their product. UNIOCOOP, in ccordirnaticn with
tne export Cooperatives, mairtained a represertative irn
Miami throughaout the expcrt season. This persorn was the
Cooperatives's conitact with the brokers, aria keot
UNIOCOOF and the Cocperatives infocrmed of the details of
the expcrt cperatiorns. (Rttached is copv of hie Ffirc
repart: ANNEX XV.)
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Ovnarniize UNIGCOQOFE. assi1st in irnput services. auogits.

marketivig, technical assistarce, and educaticn arc

Fram the oegirming days of UNIOCOOF it was tre
responsibility of the Hormdurans to direct arnd admirister
all cperaticns. It is easily rcoted the proafessicral
gamirinstraticr, leadershic, armd externt of =ervices., that
ras beern agevelaped, and the trust and coarfiderce rot
crly of ite' affiliates. but aiso from the argaraizations
that lerd ecornomic anmd tecnrnical helbp. ard witn tne
cthers .wnhnich maintairn worr relations. Some data of the
services rendered are summarized below:

a. Importation and distribution oV 1500 tors of fertilizer.
b. Five cocrrective audits made by the specialized persormriel.

‘C. Support and contirnual assistarice to the .Maya
Ocecidental - Cacperatives arnd &0 de Marzo duriwn.: the
marketing season of coffee amd basic grains. Mmaya
Occiderital marketed.more tnarm 3,000 cwts of coffee.
841 cwt. of corr. 858 cwt. of rice, ard 1,144 cwt. of
dry beans. 20 de Marzc marketed 8,115 cwt. of corr.
110 cwt. ef dry beans, and Z,450 cwt. of rice.

Alsc support and assistance were giver ta COHORSIL,
Fruta del Scl, and CREHSUL in its exports cperaticrs.
The amcurnts exparted were as fallows:

COHORSIL 63,350 lbs. srncow pea

Fruta del Saol 58, 800 baxes of cucumber, aro
17,700 boxes of cantalcpues

CREHSUL &3, 000 boxes of melori. and

2, 000 cwt. sesame seed
g. Regarding techriical assistarce and services rendered
oy UNIOCOOP tc its affiliates, the followirg stard

cut:

~— Obtain techrical suppcrt from the Horidurar
Foundation for Agricultural Investigation (FHIA).

—-— Overseas training of 31 betweern extensicrists
ang/cor Mariapers,

-— Trarnsacticns of expartaticorn and impbortaticr documernts.

m



—-= Finarnce short term comsultercvy te:

COOFERAT IVE MEIN / MONTHS

T e o e o i o AR SLA DA A0 L ILE 4

Maya Occigertal

20 de Marzo 2
Fruta del Scal i9 ¢ "
CREHSUL 6 " "

-— Negetiate firnancial debt of tne Ccoperative Fruta
del Sal and CREHSUL for the amcunt of L. &, 300,000
anc L. &,852,800 ,respectively:; arnd wpern a riew line
ot credit for both firme for the amount  of
LaZ, OO0, 000 arnd L.1,7332,157. respectively.

-— Negotiate and cbtair a subsidy iv the expenditure
operationn for the affiliates for the foallawainc
amounts:

20 de Marza L 123,140
Maya Occidernital 111,964
PFruta del Scl 100, 000
CREHSUL 100, 000
COHORSIL 65, OO0
£.13. Affiliste cre cr mere Cgcperatives durirg the pericu

The Cocperativa de Horticultores oe Siguatepeaue, Lda. .,
(COHDORSIL) joirvied UNIQCODOF iv September 13985 beccming the

fiftn affiliate. Evern thaough the cacperative had oanly
fifty members at the moment of its' iricepticorn it has an
aoricultural prcduct sales volume of L. S0Q, 000, With

the ecorcmic help armd techriical assistance of UNIOCOOF i1t
was able to improve its professicrial staff by hiring a
full time maraper and accountant, rent an apprcapriate
office, and increase its exportation of sna peas. It has
has plarns tca ernilarge its receiving, classification, aro

‘packing facilities of sno peas. Also, it has plans to

diversify crop producticrn of 1ts members; iricorporating
the productiom,pf strawberries, okra, and cther proaducts
suitable for marketing through the Freezing Flant tnhat
the Agro Interraticral Company will initiate in the
Valley of Comayagua by the erd of this vyear. COHORSIL
was also givem an OFG grant by USAID to work with coroo
diversification anvd integrated crop maragement urder tne
puidarice of a Feace Corps Volurnteer.

The twoa basic orains Cocperatives will

The Mava Occioerntal and 20 oe Marzo Cooperatives have
created the basic infrastructure to collect, ary, staore

iy
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arng market basacC grelnis, Trieg 1mfrasceructure wES
firanced witn a L. 290,000 doraticn freom USAID for the
construction of offices arnd storage fecilities: and. witr
& medium—term firancement of L. S50, 000 cptailreo frezeg

BANADESA,

&
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)
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Froduction and marketimn of a variety of procucts

¥ area of 300 hectares in th

i
32
o
G.
0
|

Aes previcusly menticored. the larpe-scale divers:ficatiom
prodects plarrmed for Mava Occingental arnd partially those
for 20 de Marze were postooried for cne-year accordivpg to
reccmmendaticns of FHIA to combat disease arnd irsect
orobiems:  nowever, 20 hectares «of chile tabascs  were
planted irn the GLA «f Guangcolola of the Cocperative 20 ce
Marzo with relative success.

CREHSUL experimerted with chile tabascc, scacybeans, sesame
and grain sorhgum. However, uriseascnal, tcrrerntial rains
cauced externsive flocding that destrayed all of the chile
trarcsplarnte, and ruined the already harvested  saybears.
The .sesame and grairn scrghum plots were scmewhat more

‘successful  but  sti1ll belcw expectaticrns resulting fraom

iower trar projected yields. Tactal area was 820 marnzaras.
NZ larpge-scale diversificatici plots were carried cut in
Fruta cgel Scl. ! ‘

FHIA will use the venicle dcrnated by ACDI ta visit

experimental égg demcrnistraticon lots in the Mcodels, ang

will provide additicmal techrical assistance to its

ACDI, Frcun furnds givern by wvaricus Urnited States
Agricultural Cooperatives who support internationail
cccperatives, darated a four wheel drive small pick-up
truck te FHIA, which FHIA irn turr, assigried pevrmariently
to the head of the horticultural cepartmernt wneo at this
time is working exclusively with the model cccperatives
in experimental trials and traouble-shact ing. Each
caooperative had a schedule with the harticulturail
departmerit which in mast cases irncluded weekly visits to
ccaoperatives or in scome cases monthly week—lang visits.

UNICCOOF initiated cperaticrns July 1, 1385 with a highly
oualified staff., It has established ard has irn oractice,
wark standards and palicies., ari accounting system, andc
corresponding interrial contrals,

10
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Mmonthly sessions tare place witrm thne EBoara of Directeore
where the budget, work plarns., gevelcpment activities., anc
or—pcirng problems are awmalized, arig reconmengaticons  are
givern ta help scive tnem. UNIOCOOR reletiorme wiin
USAID/H, and other oropanizaticons with wnhich 1t nacs
warking relations are excellent.

Signed cantract betweer UNIOCOOF and ACDI to establish

—— i e o ey s p T e s s o e —— T T

This cantract was sigried or July 1, 13883. The workirng
reiaticons betweern the perscrrnel of UNIOCOOR and ACDI have
ceenn maintairned iv a climate of mutual coacperaticr., ario
with & profes=ziconal attitude. (R copy of the cantract 1g
attacrned. ANNEX XV1.)

UNIOCOOE will purchase $500, 000 irn agricultural irputs,

and will «cbtain a S% mivimum margin in the buv-sell

e e - — et S o — o T v S San o — e s T e S S

Tre purchase value an its iriputs obtained ard scld by

UNIOCOOF gurang its first year of coperaticrns was
£750, 000. . Its grass margin gbtained from this activif§
wilil be 6%. . Far its? secornid year of cperations.
purchaczes are prajected’ for the amcurt of
1, 000, 000 with a similar graoss margin. A major part of

this coperaticn will be with the firm UKF of Hallard.
ATter twa seasans, this firm will cpern a lire of ocredit
for UNIOCOOF for 500, 000, and give UNIOCOOF
distributorship fcr the central repgion of Honduras.

During its first year of cperatiars. UNIOCOOF will make
caorrective audits. It's importart to mentiorn that the
auditor that started with UNIOCOOF, Mr. Rasalic Urquia,
resigned on January 1, 1386, ta became the Maraper of the
20 de Marzo Cocperative wner the irncumbent resigreg due
te an ‘illiness. The boresert auditcr was contracted on
the same day of Mr. Urgquia's departure, arngd up ta thas
time he has made three audits. Mr. Urquia made twe
audits.

marketing their members's proaducts:

— i — . — - —— —n — o e S e e T —_— T o e e T

The Mava Occidental and &0 de Marzce Cooperativecs,
Tne Coocperative Mava Occidental marketed tne membper's

11
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fe accorc:ng TS CEel1lv markes ovicec, anc &t The eaewc
of tn SEASQY. nMade arn ajustment oF tre oriplival Dri1ce.
This price reajustimart reoreserniec. apoercrsimately, Loi. S0
per cwt. marretec (hnrcugn the Cocozeat:ve.

D

Tne Coaperative 20 ge Marzc usea & simiiar pracess withn
corr during the sessan 1356-87 as tre Maya Occidentali:
evers if carr does rot offer the same apporturnities as
coffee Tor this type of market system,

QCDBI cornmsultants and UNIQCOOF personnel orovidesadvise it
the affiliates iv administraticr. mavpapement. macketing..
ancg cooperative fields.

The ACDI corsultants as well as UNIOCOOF ecevrsarrns.
complied with  this cbjective, adhering to the Uricr's
Work  Flar. and &alsc accomplishing those special taske
reauested by the Marager of UNIOCOOF or fram the
affiliates.

b-

in trne area of admiristrative-mariagemert, 'pclicies and
st ancarcs. were revicsed, adjusting them to each
arfiliates" necessities. .  Aiong these are: ldan

regulations, capitalizatior system, “ivcertive pn11c1es t
emplayees. planm fcor c0n01t1ona1 sale of vehicles to the
members, and a svetem of camputerized accaunting,

Irn the area of marketirvno, the coerntract with the brokers
were repctiated under different corditions fram earlier
vyears; nrepotiaticorns were made on freight coaste witn
Huncuras campanies rather tharn through brokers in USA;
the Fort of New Orlearns was visited and varicus meetiros
were held with the comparies's cfficials ard with other
comcanies that work witn the port ir the maragement of
prcaducts, and the pcssibility of marketing procducts to
that pocrt was investigated.

In the area of ccoperative develcpnmert every opportunity
wacs taken to pravide cocperative administrative
assistarce tao the affiliates. Our objective was that the
Cooperatives perform as & private firmn, but always
respecting the cccperatives! principles. The meetirnpos &t
the lccal group and Cacaperative level were alwavs
important ; participaticr of the memberes ir the gecisiar—
rmaking was accomplisned through the local orcup meetirps
Covmsultancy Committees, Board of Directors, Creclt
Committees. and meetings of the Vipilarce Committee. arnc
the practice that the Cccocperatives be coen to  every
Tarmer irn the zore thnat fullfille tne aamission
reguirements was vigorousliy uphela.
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Durirg the 1384--85 ewpert GeCRing seasaor, CREHSUL cetr &
fived price for mel-orns delivered teo the plant, as was tre
Custom urder the borevicous cuyers, FARTSA. Tnis practice

led to disastireous results during this seascor, forcaing
CREHSUL ta charige its marketing aoreement with its
mempers. Tne riew aoreemernt stipulated trat CREHSUL Wworld
effectively act as a broker for the members, and & firal
ocrice was paid tea members based or the actual se@lling
orice 1w the Urnited States. This charge cof pclicy  was
more acoropriate for all invalved. ard was well receivea.
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The ACDI regicnal representative vic.ted Horduras frcin
Rugust 13-23, 198% ta aralyze the rewly—-formed Urnicr
regarding its objectives, staff requirements, advisar
respooricibilities, and preparirng a budget, He returrea
Ao~il &1-25,. 1386 to review UNIOCOOF activities and more
imocrtantlv aid in Dregcaririg ar. cutline for a .dccumant . to
U& oDreserntea to AID. The gocument. concisted of - the-
Alstory &f  each cocoperative from-. it'sg Concept jar,
1nclucing prablems encountered, salutians and.
acnievemerte: the actual status of each caoperative
includaing fivarcial aralysis,  diagncstic evaluatiaor, and
prapress irngicators;  the overall gereral abjective «of
UNIOCOGF arog it's affiliates; presernt budget arnd three-—
yvear prajections of  UNIOCOOF and each cocperataive
ircluding acticar Dlans. Ar aralysis of cther areas anag
Cocoperatives irn Hornduras with pxtertial to enter UNIQCGOF
and subseguent firiancial and well as techrical aid tnat
will be rieeded. This dacumert was to be presented to AID
irn late July, but as a result of set-— backs suffereco by
the two export Cozperatives its? completicon wiil prababiy
be delaved urtil Fall 1386.

Wo visits from the Svstem Arnalyst of ACDI/W

The computer sytems arialysist, Mr, Daie Key, maace three
trios to Herduras. The first, tc set-up the comouter
svetem ard teach the UNIOCOOr auditcr the nse of trhe
écccunting system: the seccrnd, to follaw=ubp on  aata
ertered from local cocperatives and aid irn teachivig more
camplex cperaticrs of the accounting system; the last T

eia in cocrdinating arnd Purchasirg computers for each T
the regiconal Cocoeratives, as well ac insurivo the use of
TNe accountairic svstem iwn cerntral coffice arg ite uce S
ail affiliates, {See ANNE ) Xviis
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Durivo  the month of Decemper 1385, Mr. Roosrt Flice
viceited Hornduras for & week. Durivrg his stay. he visitea
the five Cocperatives affiliated to UNIOCOQF. Durirg the
vieits to the Cooperativeese 20 de marzao, Mays Occidental,
Fructa agel 5al.  CREHSUL and COHORSIL, he was accomoaniea
ov  ULNICQCOOF s Mariager. Durinp this visit he irmterviewed
witn the Mariager ard perscrnrel of each Cocperative, and
e visited same field projects. At the era of hi1s  work
TErn, ne met witn the USAID Froject Official IMTormirn
rim «of tne results of his trip. The purpase of ras
fg20md vaielt v July 8-13, 13988 was to review the AZDI
firal repiort. iSee ANNEX XVIII and XIX. respectively.

The five affiliates fulfilled with the L. 1,000 initial
contributicom.

Tne proorammed income scurce by UNIOCOOF and what was
wotaivned are shown below:
FINANCIAL PLAN
BEUDGET OETAINED
Contrioution of UNIOCOOF's capital L. 10, 000 L. 10,000
UNIOCOOF coammicssicorn on sales S0, 000 &0, O0G
Furchase of 3 tractors feor
20 de Marzc 160, 000 130, 000
Workirng Capital Corntributicon
from the 20 ge Marza Cocperative
far tne operat;qn of the rice
mill -7 S50, 00 S0, 000
ACDI INFUTS
Deriaticorn of orme rice mill to
20 ae Marzc Cacperative $ E2.500
Doraticrn of arie 4x4 gick-up
to FHIRA 2. 500

14
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Two visite DY Hecic-a. res. .,
fee $3,426. cer cizm IS0,
&ir fare $S00. micc, 114, S. 200

Twa visits by ACD. /W Frcject
Officer: tee $Z, 800, per diem

360, air fare $1.400, misc, $140 S 300

Twa visite of ACDI systems aralyst

Pius 100 hrs of Drogramming in

home office: fee $1.870, per ciem

BYE0. sir Fare 51,400, misc. $170,

109 nrs ir DC 2, 500 €, 300
TOTAL B 45, SO0**

**The abave coantributicare by ACDI were coamoleted as  oianreg
and expenditures exceeded the budpeted amcunts a1 313
cases, except the pick~up and the rice mill.

ORx OF THE ACDI CONSUL TANTS

—— e e e e e e e . &

The lelowing is'the-“Scdpe of Work!" of each ACD! consultarnt
that worked fear UNIOCOoOor.

3. 1. Juan ARlvarez, Operaticns Cerisultant.

a. Assist in transfering the administraticr of the
Fraject ACDI/Horiduras ta the natiaral counterparct of
UNIOGCOoOoFr.

b. Resist the Cacperatives Fruta del Sal arid CREHSUL ir
desioriirng a firarcial plarn  ang identify the
available scaurces to refirnarce itsg current debt.

C. Assist UNIOCOOR 5 affiliatedg Cocperatives i
identifying rew products ard services irn which trey
Could compete ir the riatiocnail market.

d. Evaluate the develcapmenrt process of the "Madelsg” in
reaching ite selfsufficiency.

8. Assist UNIOCGOFR: g affiliateg Cccperatives iy tThe
evaluaticr of its “perations ard financial status,

f. Rssist, in Cotrdination witn USAID/Harduras irn
desigring a methadalogy to evaluate the impact &fF
services that the Cocoperatives Dive ite memoers.

B. Ass:ist tphe Cooperative'sg Maracers ir Oesigning arg
imolementing administraticn oclicies aro irterral
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procecures,

r. Assist UNIOCQOOF=s' mariapgement <«Tfice - any &ctivity
reguired to »eacn 1ts prol2ct poals

Res the infocrmaticon in the progress indicatore covered
in thise report states, the scope of ccoaoe was
completely covered. UNICCOGR® s Maragemernt Gffice, thru
its reporte, has informed orn the assistarce rendered.

Feparaing tne assistance rendered tc thne Maragers of
tme Cocoperatives, it is important to  mentiar, some
revisione and incorooraticonse made to pelicies  anc
procedures:

a) Capitsiizaticn palicies were reviewed, aric  wWere
ajusted to what was mcore convernient te the busirnecscs
arnd far the members. In scnme cacses. the
capitalization percentage was lawered fram 10% to S%
o tne amount of credit ogiven. In others, a
.percertage was estahlished to capitalize the
reveriues cbtairned fram the praducers.

D) Ar. irterest payment on the members stock . was
aporaveg arnd considered this payment as an . ordinary
cperatior expense. ’

c) An incentive pclicy. was established for the
caocperative emploayees, based ori specific gcals of
the selling of inputs, credit recuperatior, ezc.

d) New admivistration stangards for credit were
establisned in the Maya Occidertal arng 20 de marz.c
Cocperatives. Samething similar will be acrie in

Fruta del Sal and CREHSUL.

R rew policy was established for the selling of ag-—
oroaoucts. Distripution st res were cpered ir different
strategic local oroups, scale aof prices were
established accordivng to the purchase valumrne, &G
differerit prices were established fcr members ard ricr—
mempers.

Fichard L. Clark, Corsultant ir Mariagemert Operaticr-—
Rovisaor

a&. Coordirate with ACDI/W the selectiorn and contractiro
of short-term techrnical assistavrce for the "Moae:
Coccperatives" project.



Fs

Cocrainate vilT > ACDI/ W toe crcamicaticn o7
egucaticrial Toures anc vielt ta u. S. farme ano
packing plants usairpo RAID-LAC furics.

Caorrdirnate witn ACDI/W the oroerairnp. purchasirvg anc
shipmert of supplies rieedea by the Uriicr (UNIOCOOR)
arg its members.

Igentity and coordinate bpurchasing of trade
publicatians, subscription to trade crganizaticn and
any other related technical informaticr.

Icertify proolems tnat can be helped witt tecnraical
ascistarice availaple Tram RACLI members.

Rid UNIOCOGF in contracting with US  apri-chemica:d
dealers for the impartation cf registerec
pesticides.

fAissist UNIOCCOOR, the "Mcdel" cocperatives arnd FHIA
in th design and implemertation of a crop-
giversificaticr pragram. :

-Act as liaison between UNIOCOOR members and .. ..d. 5.

brokars, . .and 1dentify rrew husiness cpporturnities-in
the irnterratiornal .market ir pehalf of UNIOCOOF
mempers.

Assist the management of UNIOCOOF ard tnose of its
membere iv persanrel, marniagemerit and internal
croamization and administratian.

The acticnis accaomplished to camply witn the apove
meriticned scape of work have beeri describea tnrcaupncut
this repcort, however, it should be clarified tnart:

e

UNIOCOOF was urnable ta register any ag-cremicals
althcugh much work and investipation was acre. ARAll
riecessary documentaticori was campleted with the
Honduras Goverrment, and meetirngs were held with

various Itterraticral Festicide distributcrs. The

main drawback to any successful negociaticon was that
UNIOCOOP: had wide-rarige of small—-vclume praducts,
therefore, the prices received by the ccmparies plus
shipping: and impcrtaticrn caosts made their prcoaaucts
economically urattractive. It is assumed that in

the future as the praduct list is ernlaroed anc
volumnes ivcrease, UNIOQCOOFP will be able to directlv
import praducts urder it's cwrn riame.

As UNIOCOOF anag the Ccooperatives maintairea &
permarient recresentative i Micmi. tne rcole &=
liasicwm petweern U.S. browers arnd cocperatives was
rot a5 extensive as 1rn previous vears,



€. Rlthougn rnot in ocripinal scooe of work, muen of %.me
was spenit in &ai1ciro tne Cooperatives with comoutz--

cesionred tiguigation systemn., payralls, =G
statistical analysis of brokers. RAlsac. in wne
desigrn and evaluation of sccial-econcmic impact
study.

Iv. CONVCLUSIONS AND RECOMMENDATIONS

4.3,

We feel that UNIOCOOF ard its affiliates wili: be aple t=
maintair tneir recognition as a mogel coocoerstive
system. that can be put intca practice by cther erntitiecs
that see the cocperative system a useful tocl for agro-—
irdustrial develcpment ir Hcrduras. We carnrnct say tnat
tne mcael is perfect or that it does rot face prablems.
Thne case of Fruta del Scl and CREHSUL is of coricern, but
witn ocossible scluticons that are in ric way
naterralistic. Laaking back, it seemed we were very
optimietic and aogresive, wher we should have includea
tne producticorn and export cperaticrns under commercial -
experimental  conditions, we did so under the risk and

cast of tne memoers. Rlsao, a rew techrcology, driop
1rrigatioan, was adcoptea without passing through a
corresparding  experimental pericd, arnd witnout &

orevicus training of the ratiaral perscrmel; rct anly irn
the iwnstallatior arnd mairteriarce of the equioment, but
alsc irn its use.

Twa of the five caoperatives affiliated to UNIODCOOE are

alreacdy self-sufficient. The third orme should reacn
that point at the erd of its' operatiorns of tnis
ecornicmic vyear., The Fruta del Sol and CREHSUL

Ccaperatives have the potertial tc beccme twc laroe
agro-industrial ard self-sufficient firms. Everythinc
depoﬁﬂluqn’fﬁi?solutions that are faund to their actual
financial crisis.

UNIGEQOR: | ' petiticns of affiliation of ather
codﬂ':ittv;ﬁﬁbrganizations functiorning im the courtry.
In & short period of time, UNIOCOOF has establisrec a
opocd reputation anmd is reccgnized as a serious anc
resporsible imstitution, with the professicral capacity
to pravide services arnd adequate technical assistarce ©o
it's affiliates. This 1is confirmed by the relatiornes
that i<t has witn pbrivate barkse, multi-raticnal &ana
iccal commercial firms. tecnnical interriaticral firme.
ara the cfficee of the Goverrment of Hornduracs. in
sncart, the creationn of UNIOCOOF vot aonly fille &
rnecessity ir. the "Mcgel Cocperative" Froject, but
represernts ar  irvaluable asset to re-integraste tre

e
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cndurarr  cocperative swvetem to oa moQern concept  of
wperative develcooment. This corncent R0Qs to  Tre
tem, among cotvre-s. tre followirng orivricicles:

Praoftessional eamirnictratiorn.,
An adecuate and systematic capitalizaticon system.
Fotential for self-sufficieny of the busiress.

Ari  crganization structure that permits the member te
particicate im the decisicr—makirng.

Fractice the cocaperative prirnciples witn tre
flexipility that it 15 permited.

Rernder econcomic incentives toa its employees.

Marage the busiress with a minimum riamber of
emplayees, and utilize short term cortracts far
special prajecte.

Fractice pererally-accectea mariapemerit prirciples.

Erncourane the agro-irndustrial develcpmernt cof the
cocperative busiviess in order to offer to its!
members, a secure market fcr their products and
irncrease the prafitability of the praducers’
investment.

Irntegrate the primary cocperatives ir a seccrd-level
grade corpanizaticn so that they can take advarntage of
the ecornomies of scale.

Frovide timely, tachrmical assistarice ard extenmsicor to
progucers—members.

Fravide services and proaducts at a competitive price;:
while ma;gtaxnzng & just profit margir,

*4‘
Ma:ntazn poelitical rieutrality i.e. aArivone wno  meets
thl basic erntrance requirements will rnct be denied
adm&ss:on whether he be ar agrarian reform farmer or
ari i ndcpmdcnt .

The directors serve ov a voalurtary basis and are paig
a stipend ocnly for costs incurred to attend regular
meet irngs.
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Fram tne experiernces gained durinpo t-e foau-teew ment-c
of tecnriical assistance offerea to UNIOCQOR awnd 1ts
affiliates, we consider impcrtant to ieave some

recommendations  that should be considered and carried
aout at tne aporcocpriate moment.

&. UNIOCOOF shoulid take steps to procure ecorcomic
resources and to establish a Ratating Fund to be used
irn the follaowing way:

-= T uncertake feacsibility studies T aoro—
industrial projects or other oprojects trat will
cantribute to the develcoment. statility arna

consalidation of the cooperative firme affiliaten
te or Tuture affiliates with UNIOCOOF. Fae
example, irnn the five affiliates there exists a
potential to industrialize the raw materials that
1ts' members oroduce such as corn, milk, tamatoes,
caoffee, sesame, and cashew riut, - a pacterntial that
should be studied ard determiwea ecoriamical'y witn
the pricrity givern tnat each case merite.

-- To nelp its current and new affiliates in cabital
investments, wheriever -  tney face transitory
firnarncial crablems.

-- Ta finarce part of its affiliates budget casts
wheriever they rcarmat do it with their cwn
rescurces, and especially riew affiliatec.

—— The Retatirg Furnd{(s) that are establisheg will be
disbursed according ta the coriresponding
Regulaticne; in which standards, procedures and
canditions are indicated.

0. UNIOCOOR should count orn cutside rescurces at least
for the rext twoe vears, to help caver its cperating
costs. . This help is recessarv for UNIOCOOF to
conscalidate its cperatirno structure, oravaide shart
term technical assistarce to better serve its
affiliates, ard speed up its self-sufficiericy ncal.
Uo tou this moment, UNIOCOOFP'S principal sourece of
income is the buving/selling of irputs. This puts
the Unicon in a fragil self-support base, that ir arny
mzment can affect its coeraticnal stability.

c. It 1s 1mpertant foer UNIOCOOF ard its affiliates ¢«
implement projects that offer adogiticrnal income whior
will ircrease the rentability of 1ts affiliatec.
Rmorp these are:

—— A fertilizer mixinp plant cr pesticide formulataoo.
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