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SUMMARY
 
In July 198 , PAricultural Cooperative DeveI
o ment
Interrational ('ACDI), signed a Technical Assistance aqreeniert
witr the Urtini oe Cooperativas Regionales de Servicios

Acr-:Decuarios (UNIOCOOP). 
 The funds for this 
technical
 -s istance 
 were provided by USAID/Honduras under the
'J" ~ratolna] Prc.ject Grant No. 522-0300. signed by the three 
&Fc.,-erier, t iored 
Inst iut ion s.
 

Me orincioal objectives of this agreement was to 
 oro vide
recnnical assistance to UNIOCOOP and to its four affiliated
Coonerat ives, in those areas established 
 in the' scope ofwork, and assigned to the two technical personnel provideo
to the UNIOCOOP by Agricultural Cooperative 
Development

International (ACDI).
 

The durat ion 
 of the technical assistance was fourteen 
 (14)

months - July 1985 to August 1986,
the 

and this report summarizes
objectives acccmplisned unoer those activities stated iretre OPG. The report concludes with a -- series
recommendations, 
 drawn frorn the experiences 
of 

pained "during the 
wori Dericd. 

Art, 2mportar,t part 
 of the success of this OPG is the
Qroressional 
 manner in, which 
UNIOCOOP developed its
activities 
 ard the objective way in which it- has made its
decisions. 
 By working this
in way it has gained the
appreciation, 
and recognition of 
its own personnel and othersin a short period of time, something that merits contr,inualeconornic and technical support, which resultwill ir, a directbenefit to its five (5) affiliates and to other Cooperatives

that will join UNIOCOOP ir, the future.
 

Regarding the (5)
five affiliates: 
 two of them--Maya
Occidental and COHORSIL--are self-sufficient. 
 The first cne.
not cnly gained its self-sufficiency at year's end on April
30, 1986, but made-a price adjustment of L. 1.50 to eachmember for every 100 pounds of coffee that 
 were marketedthrcough their Cooperative. They were also able to give 
a
small 
 bonus to their emplcyees. 
 As a result, this
cooperative has not only assumed a position at the forefrcntof Models but reaffirms the economic feasibility of thecooDerat ive model as developed under the "ReoicnalCooeratives Project ". It also demonstrates the 
importance
of tne "professiorial administration" concept for the success 
of this type of firm. 

The 20 de Marzo cc-operative, should reach an break-even point
at the close of its operations in !987. 
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The CREHSLIL y Fruta del-.Sol. c':,peratives. h,--,e.er. face 
Serious financial problerns resulting forn the last two export 
seasons of cucumber and rneior. Nonetheless. the Government of 
Hor duras as well as USAID/Honrduras, have decided that these 
two firrs should continue with operations and are studying 
alternatives to aid 	them with their economic difficulties. 

Ir, our c piri ion, the lost incurred by both firms should be 
considered as an EXPERIMENTAL EXPORT COST. not for any 
,aterril i st ic reason, but 	 rather that in these activities 

existec rmiucn experirentation, orincipaliv in production in 
areas such as: drip irrigation. planting of ncnr-st aReo 

cucriners., discoverin_ rLew varieties. of raelnrs. etc. AsI_-. 
hev were influenced by adverse. ef-fects not co..ternplated bv 

and out of the control of the producer and the cc,ooerat ive 
such as: lower thar, norrnal market price, incicomrplete 
infrastructure (season 1984-85), hurricane winds at cucumber 
harvest, frozen cucumbers due to the deficiency in the 
cooling syste of transportation, floodings that delayed the 
planting. of melon in. CREHSUL, arid, from every point of view, 
auest iortable technical assistance from Shemesh Iriternat ional. 
All of these r'.esulted in a-.r@.ative- imnpac-t i.n the economic 
results- of both firg.r-- s.tI-. If the help, 0f the Gov - t 
of Honduras ancL the USAID/Honduras, the Cocperatives CREHSUL 

and Fruta. del Sol are able. to. stabilize. their economic­
f irarncial situat ion, and better conditions are presented -to 
cor tinue in the production and exportation cf fruits and 
vegetaoles, we do not doubt that they will add to a level of 
success as the three other affiliates of UNIOCOOP. With 

this, they will prove that the concept of Model Cooperative 
is functional and that it should be practiced in Honduras as 
a tool for eccncernic development. 

II. 	PROGRESS INDICATORS: SITUATION-, COMMENTS
 

.1. 	Advisory team of the University of Kansas will develop 
tra. I ig pro .s directed at strategies to use irrmar ket ' i ng ce n a _ ',". 	 . . . 

The Kansas team'held a seminar during the second week of 
August....to discuss different strategies to follow ir the 
buying ard selling of corn. Twenty members of the staff 
of the five affiliates of UNIOCOOP attended. 

The knowledge gained from this seminar was immediately 
put into practice by the managers of the Ccoperatives 20 
ae Marzc° and Maya Occidental, the two cooperatives most 
directly involved in the productiorn of the basic grains.* 
Unfortunately, the advisory team of Kansas finished its' 
contract or, February 1966. While they were ir, country, 
they helped in the consultancy of the rnarketi ri, of basic 
prairns. (*) (Attached to this report is a copy of the 
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subjects aiscussed ir, this serinar.r ANNEX I. ) .ATtacr,ec 
is a copy of the re-lo-rt orePared by tne Karsas tea . 
the marketing at the national level. ANNEY I. )
 

As
Asist the Cooperative 20 de Marzo and Maya Occidental I.r
 

the rice prductio, arid the installatior and -operat-ion 
',f the rice mill. 

Through 
 two distinct studies, the feasibility was 
ceter-mined for developing a project of rice Dro uct ion 
a*,c Drocessing irn both Coorer-atives. The Cooperative 20 
oe marz- started the operation of its' rice mill or,
Jaruary 16. 1966. This rice mill was prChased with furics
 
CCr.ated by U.S. agri& lture coo,
perat ives who are members
 
o:f ACDI and 'whc support cooperatives in cev- 1oo i ,z 
conurtries. This activity did not succeed as expected aue 
tC, Door rice quality - the cooperative acauireo 2.4 25 
cwt. from its' members of which 2,300 cwt. had to be 
sold unrrocessed; the remainder was sold processed.
There has also been ro prornotional campaign as was 
iniatially contemplated due to the poor quality of the 
r ice. 

Irn the-same way as the Rice Mill Project, the Cocnerailve
 
20 de Marzo, with the support of UNIOCOOP9 promoted and
 
develooed ar, irrigation project for the productiorn of
 
rice in, one of its local group which has demonstrated
 
otential for this crop. This project will have the
 
infrastructure for a gravity irrigation system 
covering
 
art area of 140 
 rnz, and are estimated annual production of 
12,000 cwt. With this Project, riot only will the 
production increase, but the quality cuf the rice Drcaucec 
will be improved. The Project has beer, completed and the 
first harvest will be ire October-November of this year.

The Project 
cost was 1- 391,850. Attached are copies cf 
bcth studies, and a summary of the updated results of the 
mill's operation. (ANNEX III and IV.) 

For the acquisition of the rice mill, a detailec criaen 
of th. funds and applications fcll,-ow: 

Donation ACDI (purchase equipment) L. 59,340
 
Working capital 20 de Marzo 
 L. 50,000' 

A study for a Rice Mill 
Prcject for the Cooperativa Maya 
Occidental is completed and steps are being taker tc. 
acquire the funds to get the Project working. We hope 
that it will be in. operation before the end of this year. 
Attached is copy of the study aria otner corres-,oriderice.
 
ANNEX V.)
 



.. _rHIA willz. sigr a contract 
aid in 

witn the M.odel oceincreasinD teoard
 
12DOdct.. . .it 
 a ecreasi n D rocuct1 onr 

UNIOCOOP signed an anreement with F.I n wr ich H. I. r4. con Augu.stUNIOCOOP 29.reDresent = 
.yes ard al so 
the five rcceiircl uded19C.-SE. a wcr plar, f:or(Copy Cf ag-yearthe contract work plan
an is attache.
 

1I.aNEYt)
 
t.FHIA 
assisted 
in conducting melon trials in CREHSUL wilt
varyin1 . fertilizer levels.

Techniques different varieties.arid gravity or ur,,;ICand drip irrigationgave partial systerns. Tiievassisternce to Frutatheir tornatc del Sol cooperativearid cucumber trials in,
the and aidedinvest COHORSIL
_catior irn
to determine disease affecting cabbage

product ion.
 

All five coooer-atives have used the FHIA laboratories fcorsoil analysis th; cos,t 
of which has bei:rne a partstandard- production ofcosts.
 
No vegetable 
variety trials ,.wv
Marzo ,:or carried out
Maya in 20
Occidental cooperative de
 
insect problerns as disease andled FHIA to recomrnrnendfallow for that theone year. Plans land layare beingthese experiments made to continuein 1986-87.extensive FHIA, did however, offeraid ir, analysing coffee diseaseswork oeing carried and superviseaon in 
the field.
UNIOCOOP' FHIA also aided
s and in
the cooperatives 
prograr,
Drcduct i:n. of seed
FHIA also aided 
in post-harvest
of raelons and Cucumbers examinationfor PRIX content, diseases, 
ariDac.irng techniques. 

Hir-e shcrt_ term nationaladvise or internatioin different nal advisorsareas:. 
a. 
The SHEMESH Agro-International 


firm
with UNIOCOOPs was contracteo
funds as well
provide short 
as ACDI OPG funds
terr drip-irrigation to
 

roney sOecialistsdew and cartaloupes f-.o­with CRESHULcantaloupes and 
arid tomatoes.

cucumbers withUnfortunately, Fruta del Sol.mrany factors 
weredeiayed planting i nvo I ved wIn1 chand funds wereextend rot avallaolethe original contract t: so the SHEESHriot teamavailable wasthrough harvest seascn.
 
The final reijcrt one
trat snouijd
cortract was :pec, frNrm such atr,eref,:,re riot ava 3i arle. arc at this 
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2.5. 

.- ­

wr
it ing the 
 f inra li anpalys j'_= O f h 
 ' -itt . e 
Project is not &VaiaOle. , the 
reorts. ANNEX Oil ano yIII. )
 

b. A sho.rt 
termi expert 
was hired to- aid
or-ratic,rns 	 in 
 -iant

1986). 

in CRESHUL (December 1985 through 
Packl 


His work included: aid 
January


Packing 	 in the
perscnnel, 	 set up ofdeveloping
explaining 	 traffic
testino 	 Patte-rns,
procedures
harvest handling 	 and iMroving
technioues. 	 post

(Attach 
copy


rep:ort. 
ANNEX IX. )	 
of M
 

Nery Chinchilla. 
an ex-ACD1 
administratior
hirec 
 to analyse 	 advsos,,
areas 	 was_
poter,t ial 	 ir Horduras that
as future 	 Miight
candidates for' both 
rave
 

Cooperative 
 prcgrarm, de Mcdel
 
Mr. 
 and as affiliates toChi richi 1la 	 UNIOCOo.
identified

short-range Potential. 

5 area/cooperatives 

and 5 other areas 	

with
 
candidates 	 as
(Reort is 	 long range
attached, ANNEX 
X. ) 

o. With 
 assistance 
 from the PCDI/Washingtor
soecialist and by contracting computejr
 
oersc, nel 	 a local firm:was 	 UNIOCOOP
instructed 

comuters 	 -the 
.use
ana the Cooperat.1ve 

in 	 of persaml
corm1outerize 
 it's in 	

20 oe Marzo has beour 4
account 	 tosyste_ using 
 UNIDQQP
equi omer,t 
.A orip-irripaticr 

specialist, 
 Mr. Doug Poole, was


hired 
 for 
 a 
 one

physical set-up 

week period to analyze both
as well 	 the
install 	 as actualat ion. operat ion 	 costs ofand
recormmendations 	 product ion on 	 make
 
both 	

the arip-irrioation and 

Fruta 	 system used
del Sol and 	 in
CREHSUL 
 Cooperatives


ANNEX XI.) (See
 

Develo 
seinars 
rinaudtin 
and boeina teqhn*qct
 
UNIOCOOP 
 sponsored 
 two 
 seminars
Coooeratives 
 for
executives 	 the Model
penerally 	 on financial subjects
accepted 	 and
accounting 	 or,

Principles. 	 and adrinistrat ion
The number of Participants in each seminarwas 15 
 and 18.
 
in addition 
to these seminars,
while 	 the
Practicing 	 UNIOCOOP


periodic 	 auditor,

audits
coooerative: 	 in 
 each
aids 	 affiliated
in training
Vigilance 	 the personnel
Committees. 
 of the
Up to this date there have
five ccrrective audits.	 been
 

LCor-ir,
ate vi51 
 tc1 the Urnited States
 
a. UNIOCOOP, ard 

attended 	the CBl 
affiliated cooperative executive
Cornvention staff
 

trip, 	 in New Orlears.also: 

Texas Regi:r,al 


tey atterted the West 	
In trhiiE 

Hot
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Peoper convent ic r- arid suasequerit f el c visit_ we,-e
made to Texas A&M Research Stat i ,rc t0:. see tneproduct ion of cayenne aria other hot Der pers. TheTexas portion of this trip was coordinated by Kiroy
Carpenter and consultant Richard Clark ware paid witn
 
ACDI funds. 

0. Funds were cbtained through USAID CAPS program for a 
tour to Indiana by cooperative staff boardard membersin cc.,ordiratior, with Purdue University. They vi=ited
feed miils; fertilizers Piarts; university vegetaole.


rmlelon. tomato, corrn, and soybean rlc',ts: cattle. cairy,P'Aultry, aria swine operati on-; and rands-on v15tE- tko,local farms. This tour was coord i rat ec anicaccompanied oy Richard Clar-k who was paia with OCIG 
f unds. 

2 7. Internal Marketing fcir FrLits and Vegetables 

UNIOCOOP hired the consulting firm "Athenian, for theA01r0 Industry" to .determrine the feasibility
deveic-Dirng an Experimental 

of 
Project of Marketing Fruits

and Veetables-in the niortnern part of the country.Once tre study was finished, copya was sent -. toUSAID/Honduras ' to determine the possibility of the
Pro ject being integrated into a National Project tnat was 
under the consideration,-of the USAID. 
 Up to this
date we have riot received any iniformation regarding
the project. If nothing is developed with the USAID,
UNIOCOOP will try to get the necessary funds aria thereauired technical assistance to irnpi ement the
Project. (Attached is copy of the study, ANNEX XII.) 

2.6. Affiliatior, of UNIOCOOP to FEPROEXAAH
 

In two occasions UNIOCOOP apolied for admission to,FEPROEXAAH. EPROEXAAH denied the first applicatic nindicating 4 UNIOCOOP that it morewas convenient t:.become affiliated with the Flcriculturist aria

Horticulturist Association. 
 UNIOCOOP considered this
inadmissible and requested FEPROEXAAH reccnsider 
the
case. Up to this date, FEPROEXAAH has not maae adecision. 
 UNIOCOOP 
 has decided that 
if .its direct

affiliation is accepted, to withdraw its intentionriot 

of affiliation, 
 as to do so through an Assciciation is 
acairst its' own interest.
 

2. S. Desiirn airL irmolernent a syst.e_ which measures trhe social 
ard ec,:rorn c irtact 

A auestioniraire was designed with- help from AID ancUNIOCOOP staff to aeterriine from a coocerative ranager-' 



viewpcint the ec.romic aric social irriact t?,e c-:- Derat iv­
has had :n its' merioe.s.. Ir,terviews Were c,:,,aucted fr,:,r,. 
ADri 1 through May ,:,r, over 250 c,:,c, lerative r e.ne's. A 
3ata was entered into the central office cc rnpcer t.r 

anaIysis by UNIOCOOP and AID staff, and later made 
available both or diskettes and document fc,rm to the 
ir vo 1ved cooperatives. (See attached do.,curnent. ANNEX 

. •. 	 ':--enare andi • .molersiere the reqqu1red retngcolqa v f,:, 
rnar oaers fcr a rnontnlv evaluation of its activitie= 

This 	activity was cormoleted- with the reforms mace to tr.e 
financial and statistical repo,,rts Drepared by 	 th'e
 
affiliates. The information was not only for the manager 
to evaluate results and make decisions, but also is very
helpful for UNIOCOOP to keeo updatea on what has been 
planned by each Cooperative. k1-so, - THE UNION tries to 
attend every ordt±taryls-essi-ron ofthe Board of Directors 
,Pf each a ffiiiate," in order toadv'ise th&--Rcard and tha. 
Marianer in the- interpretation and arlalysis of -the 
economic and statistical irndicators that are included in 
such reports. (Attached is a copy of the mnocdel used, 
ANNEX XIV.)
 

II.1. Encounter marketing ard transcrtatic, r alternatives for 
The exDcrt oroducts. 

As a result of the various negotiations made with the 
represent atives of the shipping transportation cormoar, es 
and the use of o:.ne more broker for the marketir,g of the 
export products, substancial improvements were made in 
both areas. even if the transportation cost increased by 
. percent. 

During the last season, the e';crt products we-e soiT 
through more than one broker; this strategy enabled the
 
Cooperatives to observe which broker was more diliaent 
in 
selling their product. UNIOCOOP, in coordination with 
tne export Cooperatives, maintained a representative in 
Miami throughout the export season. This persorn was the 
Coooeratives' s contact with the brokers, ana keot 
UNIOCOOP and the Cooperatives informed of the details of 
the export operat icrs. (Attached is cov cof his fino 
report: ANNEX XV.) 



2. Oroanize UNIOCOOP. assist in irout services. aui ts. 
market ing. technical assist anceL and education ari 
trainingq services. 

Frcm the neginring days of UNIOCOOP it was tthe 
responsibility of the Horndurans to direct and administer 
all ooeratio-ns. It is easily noted the Drcfessic nal 
aariir nstrat icn. leadershio, arid extent of services. that 
r. as beer oevelc0Ded. arod the trust and cornfidence n:,t 
:r, v .:of its' affiliates, but also frcm the oroarizatiorts 
tnat lend ecconmic and tecnnical help. arid witr t ne 
others wnich maintain work relations. Some data of the 
services rendered are surnmarized below: 

a. 	 Imoortation and distribution o,: 1500 tons of fertilizer. 

b. 	 Five corrective audits rmade by the specialized personnel. 

*c. 	 Support arid continual assistance to the ..Maya 
Occidental - Cocoerat-ives arid 20 ae- Mavzo durir a the 
marketing season of ceffee and basic grains. Maya 
Occidental marketed. more than- 9,000 cwts of coff ee, 
81i cwt. of corn. 858 cwt. of rice, arid 1, 144 cwt. of 
dry beans. 1 20 de Marzc, marketed 8, 115 cwt. cf ccrn. 
110 cwt. of dry beans, and 2. 450 cwt. of rice. 

Also support and assistance were aiver to COHORSIL. 
Fruta del Sol, and CREHSUL in its exports operatiors. 
The arncounts exported were as follows: 

COHORSIL 63,350 lbs. snow pea 
Fruta del Sol 58,800 boxes of cucumber, ano 

17, 700 boxes of cantalopues
CREHSUL 	 53. 000 boxes of melon, and 

2. 000 cwt. sesame seed 

a. 	 Regarding technical assistance and services rendered 
by UNIOCOOP to its affiliates, the following stand 
out: 

--	 Obtain technical suoport frcrr the Hcriduran 
Foundation for Agricultural Investigation (FHIR). 

--	 Overseas trainin_ cf 31 between extensionists 
and/or Managers. 

--	 Transact ions of exortat icrn and irnDcrtat ion documernt s. 



-- Finance short term consultancy to: 

COOPERA~T VE MAN / MONTHS 

3 .. 	 ..Maya Occicental 

2 $ " 20 	de Marzo 


19 	 " " Fruta 	del Sol 
6 	 ofCREHSUL 

--	 Negotiate financial debt of the Cooperative Fruta 
del Sol and CREHSUL for the amount of L. 2, 300. 000 
aria L. 2.252 800 ,resoectively: and coen a new line 
of credit for both f i rms for the amourt of 
L. 2, 000,000 arid L. 1. 739 157. resoectively. 

-- Negotiate ard obtain a subsidy in the expendit;.ire 
operat ion for the affiliates for the followir, 
amo unt s: 

20 	de Marzo L 123, 140 
Maya Occidental 111,964 

Fruta del Sol 100,000 
CREHSUL 100. 000 
COHORSIL 65.000 

2.13. 	Affiliate one or more Cooperatives during the oeriou 

The Cooperativa de Horticultores oe Siguatepeue, Lda., 
(COHORSIL) joined UNIOCOOP in September 1985 becoming the 
fiftn affiliate. Even thouoh the cooperative had orly 
fifty mernoers at the moment of its' inception it has an 
acricultural product sales volume of L. 500,000. With 
the econcmnic helo and technical assistance of UNIOCOOP it 
was able to improve its professiconal staff by hiring a 
ful l timne manager and accountant, rent an appropriate 
office, and increase its exportation of sno peas. It has 
has plans to enlarge its receiving, classification, aria 
packing facilities of sno peas. Also, it has plans to 
diversify crop production of its members; i ricorporant i rg 
the productiown f strawberries, okra, and other oroducts 
suitable for marketing through the Freezing Plant that 
the Agro International Company will initiate in the 
Valley of Comayagua by the end of this year. COHORSIL 
was also given an OPG grant by USAID to work with croo 
diversification and integrated crop management under the 
guidance of a Peace Corps Volunteer.
 

2.14. 	 The twc_ basic orains Ccooeratives will expaid their 
operation s by adiniq storaqe facilities. marketi inq-moere 

rOcoucts. and obtaininq med ntm-term finarcirn for its 

cc,rresoondin invest ments. 

The Maya Occiaerital and 20 de Marzo Cooeratives have 
created the basic infrastructure to collect, cry, store 
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aria market basic _0r"ei rs. Tri s Irfrast -.tct ure V., 
firnanced witn a L. . 25C.j0'0 doratior f-com USAID for tre 
constructior of ,:,ffices and storage fEcaiaties, ard. witr,
 
a medi um--term firarcermert of L. 250. 000 ootaired ft.:,rm
 
BANADESA.
 

.5. 	Prod,.ctct icr arid market i rin c-:f a variety cff DrOducts 
cover iriD ar area of 300 hectares in tne Mocce 
Coooerat i yes. 

Ats oreviously mentioned. the laroe-scale divers:fication 
or:.iects planned for Maya Occinaental and partially those 
f,or 20 de Marzo were Dostnoned for ore-year acc:,rdirc to 
recoriirieridat iors of FHIA to combat disease and i rsecr 
D- ems: nowever, 20 hectares of chile tatasco, were 
planted in the GLA of Guarigolola of the Cooerative 2t ce
 

Marzo with relative success.
 

CREHSUL experirnented with chile tabascc, soybeans, sesame 
and grain scrhguM. However, uriseasonal, torrential rains 
caused extensive floodina that destroyed all cf the chile 
trariso iants. and ruined the already harvested'- soybeans. 
The .sesame and grain sorhurn plot's were somewhat more 
suc--essf ul but still below expectations resulting frron 
lower tnar orojected yields. Tctal- area was 820 mnanzanas. 
No lay-ne-scale diversificati- plots were carried cut in
 
Fruta ael Sol.
 

2. 16. FHIA will use the 
venicle dcnated by ACDI to visit 
ex oera merit a 1 arid demonrstration lots in the ModelsL aria 
will orovide additional technical assistance t.c its 
riembers. 

ACDI, frron funds given by various United States 
Aar icultural Cooperatives who suoport internat i ora i 
cooaeratives, donated a four wheel drive small ick-uP 
truck to FHIA, which FHIA in turn, assigned permanently
 
to, the head of the horticultural oeoartment wno at this
 
time is working exclusively with the model ccooeratives
 
in experimental trials and trouble-shcct ing. Each
 
cooperative had 
 a schedule with the horticultural 
department which in mcst cases included weekly visits to 
cooperatives or in some cases monthly week-lcing visits. 

2.17. UNIOCOOP initiates ooeratlons
 

UNIOCOOP initiated operations July 1. 1985 with a highly
 
cualified .staff. It has established and has in oractice.
 
wcrk standards and policies. an accountirn_3 system,an
 
corresornd i ri irterna l cont ro is. 

1 U 
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Mortthly sessions tar-.e -lace with, the Ec, ar-o of Direct,:-rs 
where the bucget, woo. Diars. aeveic-Dr,lert activities. arc 
on-oing problems are analized, aria rec:r,,,rmenaetior,s are 
g iven to helo si,-Ve t nerm. UNIOCOOP rei at i, ns wit , 
USAID/H. and other cormanizatiors with wr, i cr it nas 
workirg relatiorns are excellent. 

2. 	 18. Siorned contract between UNIOCOOP and ACDI tc, establish
 
wc rKirn rel at ions between both crgariizations
 

This contract was sioned on July 1, 1985. The workirn 
reiatirs between the persorsrel of UNIOCOOP and ACDI have 
,ee rnaintairned in a clirnate of mutual cooDeratzion. ario 
with a professicoral attit.tde. (A copy of the contract is 
attacned. ANNEX XVI.)
 

2.19. 	UNIOCOOP will pqurchase $500.000 in agri cultural ir:.tt,, 
arnd will obtain a 5% mirirnur rnaroin ir the buv-sell 
coerations for its affiliates. 

The Ourchase value or its inouts obtained and sold by 
UNIOCOOP during its first year of operations was -$750,000. Its gross rnargir ,ebtained from this activi' 
will be 6%. For its' second year of operatins. 

Durchases are projected for the arnourt Cf 
$,000,000 with a similar gross margin. A najor part of 
this operat ion will be with' the firm UKF of Hollaarid. 
After two seasons, this firm will oper a line of credit 
for 	 UNIOCOOP for $500,000, and give UNIOCOOP
 
distributorship for the central region of Honduras. 

2.20. 	 UNIOCOOP will conduct two constructive audits of each 
affiliates 

During its first year of cperaticons. UNIOCOOP will rlaie 
corrective audits. It's iraDortant to mention that the 
auditor that started with UNIOCOOP. Mr. Rosalio Urquia. 
resigned on January 1. 1386,tc becorme the Manager of the
 
20 de Marzo Cooperative wrier the incumbent resignea due 
to an illness. The oresenat auditor was contracted or 
the same day of Mr. Urquia's departure, and up to this 
time he has rmade three audits. Mr. Urauia made two 
audits. 

.'.21. The Maya Occiaental ard 20 de Margo CaoDerat ives. 
marketirn their members' s ptoducts: 

The Cooperative Maya Occidental marketed tne mernoer' s 
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•-- ffee acc,:,,-Co n -C,:,, 11v marIe.e - ces. 60,1 at r-he e-,c
cf t-e seas,-,r. rilaae a.. ijstr t: , o a r --i et cr-.ie r i ce.Tr is rice reajustmer.t reoreserteo. a or.atel.y. L .5 
De,- cwt. rar-eted tr..on. the Coc ,t- ie. 

Tne Cooperative 20C) ae Marzo usea a sirnilar prcicess wit n 
corn durina the sescn 1966-87 as the Maya Occideentai: 
even if not thecorr, does offer same cpoorturities a s 
coffee fc-r this type of market system. 

E. ACDI corsuitants and UNIOCOOP personnel rovide/advise t­
the affiliates in administration. n mana emenmaretin. 
and cooperative fields. 

The ACDi consultarts as we 1l as UNIOCOOP oeronrrn 
comolied with this objective, adhering to the Union' sWork Plarn. and also accomlishing those soecial ta~rKs
reouested by the Manager of UNIOCOOP or from the 
affiliates. 

r, the area c:f administrative-management, *pc licies and
s-anriarcs. were revised. adjusting them to each a - li ates , necessi t i es. Ainoricn these are: l'ar
r'eouIat ions. caoitalization systeoi. pciicies.to-incertive 
eriipoyees. plan fcn cnditioral sale of Vehicles to the
members, and a system of comouterized accountina. 

Ir the area of marketing, the contract with the brokers were niemotiat_3d under different conditions from earlier 
years; neoot iat ions were made con freight costs withHonouras ccrnpanies rather throunhthan brokers in USA:
the Port of New Orleans was visited and various meetings
were held with the comanies's officials and with o-ther
companies that work with the oort in the management of
products, and the possibility of marketina products to 
that port was investigated. 

In the area of cooprrative development every opportunity
was taken to provide cooperat ive admini srrat i ve
assistance to the affiliates. Our objective was that rheCooperatives perfcrm as a private firm. but always
respecting the cooperatives' principles. The meetings at
the local group and Cooperative level always
were 

imroortant; participation of the members in the oecisior:­
maKina was accomplished through the local orOuD meet ins.

Cc,nsult ancy Committees. Board of Directors. 
 Credit

Committees. and meetings cf the Vigilance Committee. aricthe pract ice that the Cooperat ives be oper, to every
farmer in zonethe that full fills the aamissior,
reauirements was viaor:usly uohela. 

I _'
 

http:pciicies.to


0-22. Cnanoe CREHC;UL's rarPietiro Pocie 

During the 1964-85 eDort Oackirg seasor CRWHSLILfixed SeZ aDrice for meione delivered to the plant. as wascustom under the previous buyers, PATSA. This 
Tne 

led to practicedisastrous results during
CREHSUL this season! f:.rcingcto change its market ing agreementmemoers. with itsTne new agreemrent stipulated tnat CREHSUL wouldeffectively as a brokeract for the members,Orice was arid a finalpaid to members based
orice in 

on the actual sellingthe United States. This char.e of policy wesmore eoo.v00riate for all 
involved, and 
was well received.
 

.. Two1 visits tg Hondu.ras from the Repicor al Rearesertate 
of API 

The ACDI regional representative victed HondurasAugust 19-23, from
1985 to analyze the newly-formedregardino Unionits objectives, staff requiremen s! advisorresoonsibi tities, and preparing a budget. He returneaAD-il i-25,o 1986 to revie w UNIOCOOP activities andiMIO-tantiv more.aid in preparing ar- ,-utline for a .docraontDe Dresereo .tto AID. The ooccmnent ccnsistednistorv _thae-Of each cooperative 

cf 
from- it' s con.cepto!n,ircludiang prciblems enccuntered,

achievements; so I Lit i cns andthe actual status ofincludingi financial 
each coooerat iveanalysis, diagnostic evaluation,progress indicators; arid

the overall

UNIOCOOP general objective ofand it's affiliates; present budget an three­year project ions of UNIOCOOP 
including action plans. 

and each cooperat ive
An analysis cf other areascooperatives anin Honduras with potential to enter UNIOCOOParid subsequent financial and well as technical aid thatwill be needed. 
 This document 
was to be presentedin late July, to AIDbut as a result of set- backs suffered bythe two export cooperatives its' completicr, will probably

be delayed until Fall 
1986.
 

2.25. Two visits froLn the Syste Arialyst of ACDI/W 

The computer sytems analysist, Mr. Dale Key, mace threetrips to Honduras. The first, 
system 

to set-up the cc rnnuterand teach the UNIOCOOP auditor the 
 use of
accounting the
system: 
 the second, 
 to follow-uO onentered cata
frcom local cooperatives and aid 
in teaching
cornpex operations of more 

aid in 
the accoun ting system: the last t0:0coordinatirng and purchasirg computers for eachtme regional cooDera ofives, 
as well as irsuring the usezne account ing -vster0i of

in central office ariaai 1 its use Tvaffiliates. 
 (See 
 ANNEX Xv i) 
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Tw,:, v3sits t o Hocg.ras fr.,_,rp. -he ACD i 'W o:f f3ciaa1 

Durin a the rnr th o:f Deceroer IDS5. Mr. RoDert Flic. 
visited Honduras for a week. Durir g his stay, he visiTeo 
the five Cooperatives affiliated to UNIOCOOP. Durirsa 
the
 
visits to the Cooperatives 20 de Marzo, 
Maya Occidental. 
Fruta cei Sol. CREHSUL and COHORSIL. he was accOrlanieo 
ov LNIOCOOP's Manager. During this visit he interviewed
 
witn the Marager aria personnel of each Cc-operative, and 
r,e visited sorne field prcjects. At the erio of his worKterrm. ne nmet with the USAID Project Official irfcrnir; 
r.im of tre results of his trip. The puroose c:f ri 
S E-=OrC visit In July 8-13. 1986 was to review the AD: 
final report. (See ANNEX. XVIII ana XIX. resoecTivelv.
 

27. Caoital cortributior, from UNIOCOOP affiliates
 

The five affiliates fulfilled with 
the L. 1,000 initial
 
cont ri but ior,.
 

E.-8. Tne Pr.oramrnned in come -source- by UNI OCOOFr ard what was
 
.,nt a i ried are shown be low: 

FINANCIAL PLAN
 

B U D G E T OBTAINED
 

Contrioution of UNIOCOOP's capital L. L.10.000 10. 000
 

LNIOCOOF comrnissico '
on sales 
 50.000 60, 0)00 

Purchase of 3 tractors for
 
20 de Marzo 
 160. 000 180. 000
 

Workin Caoital Cortributiorn
 
from the 20 ae Marzo Coperative
 
for the operation of the rice
 
mi 11 
 50.000 50. 000
 

ACDI INPUTS 

Doraticn of one rice mill 
to
 
20 oe Marzc Coooerative s 22. 500
 

Dor at ior of ,:re 4x4 picK-uo
 
to FH-ii 
 S . 5'00 
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-------------------------------

Two visits oy pecl,:al Rem..
fee s3,426. 
,er dem siso.
air fare $500. Misc. S114. 

5. 300 

Two visits by ACD:/W Project

Officer: 
fee $2,800. Per diem$960i air fare $1,400, misc. $140 
 5,30')
 

Two visits 	of ACDI 
systems analyst
ilus 10)0 
hrs Of orograrnrning in
home office: 
fee S1.870, 
per Oieml
$960. air fare 
 i.400, misc. S170,10) nrs in DC $2500 
6,900 

TOTAL 
 s 49.2(:)0**
**The 
 above contributions by ACDI 
were completed
and expenditures 	 as olanrec
exceeded 
 the budoeted
cases, except the 	 amounts in ali
pick-uo 
 and the 
 rice 
 mill.
 

iQ!±. SCOPE OF WDRK OF 	'HE ACDI CONSULTANTS
 
The followino is the-"Scope of Work" of each ACDI consultantthat worked for UNIOCOOP.
 

3. 1. Juan Alvarez, Operations Consultant.
 

a. 	Assist 
 in transferirg the administration
Project ACDI/Honduras of theto the national counterpart ofUN I OCOOP. 

b. 
Assist the Cooperatives Fruta del
designing Sol and CREHSUL in
a financial 
 plan 
 ana
available 	 identify
sources to refinance its current 
the
 

debt.
 
c. Assist 
 UNIOCOOP's 
 affiliated 
 Cooperatives
identifying 	 in
new products and services in which 
 they
could compete in the national 
market.
 
d. Evaluate 
the developrnen,t 
process of the "Models" in
reaching its selfsufficiency.
 

e. Assist 
 UNIOCOOP,s affiliate 
Cooperatives
evaluation of its 	 in

operations and financial 

t e
 
status.
 

f. Assist! 
 in coordiniation 
 with USAID/Hon,duras
designing 
 a mletho-,dclogy 	 in
 
to evaluate the
services that 	 impact :.fthe Cooperatives give its 
meMers.
 

o. Assist 	 tne Cooperatives manaers in 
cesinirg ar,

imerent
in administration 
 ocliicies 
ano internal
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Drocecur s. 

M. 	Assist UNIOCOOPs' ranaaerent 
:ffice In any activi;
 
reauired to -eacn its orojec ge:ais.
 

As the infformation in the orogress indicators covered
 
in this reoort states, the scope of scooe was
 
completely coverec. UNIOCOOP's Management Office, tnru
 
its reports, has irfo~rmed on the assistance renoered.
 

Regarin the assistance rendered to tne Managers of
 
the Cooperatives, it is impor.art to mertion, some 
revisions and irco'roorat ions made to oolicies arc 
procedures.: 

a) 	Capitaization policies were reviewed, anc were 
ajusted to what was more converient to the business 
and for the members. In some cases, the 
capitalization percentage was lowered from 10% to 5% 
on tne armount of - credit givern. In others, a 
Percerntae was established to capitalize the 
reverues obtained from the producers. 

o) 	 An. interest payrnert pp. the rer bers stock ,was 
aporove and considered this payment as an - o-dirary 
operat iorn expense. 

c) 	 An incentive policy was establisned for the 
cooperative emoloyees, based on specific goals of 
the selling of inauts, credit recuperation, etc. 

d) 	New adri inist rat ion stanaards for credit were 
established in the Maya Occidental and '2) de Marzc. 
Cooperatives. Something similar will be cone in 
Fruta del Sol and CREHSUL. 

A new policy was established for the selling of ag­
oronucts. Distrioution st~res were cpened ir different
 
strategic local groups, scale of prices 
 were 
established according to the purchase volurne, anc
 
different prices were established for members and non­
mernoers.
 

3.2. Richard L. Clark, Consultant irn Manaoerment Ooeratio,-

Aovi sor 

a. 
Ccordinate with ACDI/W the selection ard cortractir, 
of 
 short-term technical assistance for the "Mrocei
 
Cooperatives" Project. 
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r. Cooro i nate t ACDI /W t.-e c r-an - at ir. 
educat ioral r:ours arc visit to U. S. farrms a-',C 
oackin Dlarts '.slr AID-LAC f .ncs. 

c. 	 Cc.rdinate witn ACDI/W the .roerinc. ourChasir,13 a rc 
shipment of suplies needec by the Union LINIOCOOP. 
ana its members. 

a. 	 loent i fy arid coora inate Durchasira of trade 
publications. subscription to trade ornanization arid 
any :ther related technical iniformatiorn. 

e. 	 Ioenify prolems that carn be heloed with tecnrical 
assistance availaole frcm ACDI rernbers. 

f. 	 Aid UNIOCOOP in contracting with US aora-chemical 
dealers for the irnortat ion of re1isterec 
pest icides. 

. Assist UNIOCOOP, the "Model" cooperatives and FHIA 
in the desian and irmpl emet at ion of a crop­

civersification Drogram. 

A.-Act as Ii aisort betweern UNIOCOOP rnerdbers and ....U. S. 
brckerst and identify rew business opporturitie-ir1 
the international .-market ir, mehalf of UNIOCOOP 
mmern ers. 

i. 	 Assist the mianagernent of UNIOCOOP and those of iVs 
members in personnel, management arld i nt ernal 
organizationr and administration. 

The actions accomplished to comply witn the aoove 
mert ioned scope of work have been describec tnrou1onout 
this report, however, it should be clarified tnat: 

a. 	 UNIOCOOP was unable to register any ag-cmemicals 
aithouoh much work and irvestigatio was cone. All 
necessary docurnentation was completed with the 
Honduras Governrmrent, and meetings were held with 
various Ift rnational Pesticide distributors. The 
main drawback to any successful regociatior, was that 
UNIOCOOP; had wide-range of small-vclurne products, 
t hereforp, the prices received by the companies plus 

.,
shipping and imoortation costs made their orooucts 
economically unattractive. It is assumed that in 
the future as the product list is erlaroed ac 
voiumnes increase. UNIOCOOP will be able to directly 
impcirt products under it's own name. 

b. 	 As UNIOCOOP aria the Cooperat ives maintaineo a 
perrnanen re:.resentat ive in Mi. mi. the role es 
Siasion. etween U.S. br-oers and cooperatives Was 

rot as extensive as in, Drevious vea-s. 
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c. 	 Althouon rot in: orioiral scoDe of work. rnucr cf t.rr_ 
was soent in aicing the Coo:oerati ves with c.:,rnc,!. t­
oesi oneo iiouaoat ion system. payrc I Is. 
statistical analysis of brokers. Aso. 
i n.n e 
desigr, and eval uat ion of soci ai-econromi c imcact 
study. 

PV. 	 CONCLUSIONS AND RECOMMENDATIONS
 

i. i. Corc us ions 

We 	 feel that UNIOCOOP ard its affiliates will be aoie t: 
maintain their recoonit ior, as a msoe 1 cocooerat i ve 
system, that car be Dut into practice by other entities 
that see the cooperative system a useful tool for agro­
industrial development ire Honduras. We carnot say tnat 
tne mocel is perfect or that it does rot face problems.
Tne case of Fruta del Sol and CREHSUL is of corcerr, but 
with possible solutions that in wayare rno 
Dat err al ist ic. Looki rig back, it seemed we were very
o'ptimi stic arid aagresive, when we should have includea 
tne prcoductior ard export operatiors under ccrnmercial ­
exoerimlental cotinditions, we did so under the risk and 
cost 
 of the mernoers. AI s0, a new technoloov, drip 
irrigatiorn, awas adoptea without passina through 
correspond i ng ex perimrental period, and without a 
Drevious trairninn of the rational oersor.nel; not only ir 
the installation and maintenance of the equipment, but 
also in its use. 

Two of the five cooperatives affiliated to UNIOCOOP are 
already self-sufficient. 
 The third one should reach 
that point at the end of its' operatiorns of tnis 
economic year. The Fruta del Sol and CREHSUL 
Cocoperatives have the potential to becorne two large 
agro-industral ard self-sufficient firms. Everytmir,_ 
depelbouvm W9Wsolutions that are fcund to their actual

finaw'iaa crisis. 

UNI1CO IjP. petitions of affiliation of other 
coop4rat£vsj..rganizatiors fuietioning ir the courtry. 
In a short period of time, UNIOCOOP has establisnea a 
oood reputation and is recognized as a serious aric 
resoorsible institution, with the professional capacity 
to orovide services arid adequate technical assistance to 
it's affiliates. This is corfirmned bvy the relatio sr 
that it has with orivate banks, mnulti-natiorai ari 
local ccmnercial firrns. tecnr, ical internatioral f rEs. 
ara the offices of the Goverrnmertn of Honduras. Tr 
snort, the creat icrs of UNIOCOOP not only fills e 
necessity it, the "Model Cooperative" Project. but 
represents art 
 invaluable asset to re-irtecrse tr e 



Honduran cooperat :ve sy-st er t.- a ,,oaer r C-rieDt Cf 
coooerative deve 1 c.ri-ert. Th i s ,_-ricet ;.Ccs t o r.te 
svstern. among ctr.es, tne followinn orinci]es: 

a. 	 Professional eorairistration. 

m. 	 An adecuate ard systemiatic capitalization system. 

c. 	 Potential for self-sufficieny of the business. 

c. 	 Ar, croar, zation strucrure that permits the rerter to 
oarticioate ir, the decision-makirig. 

e. 	 Pract ice the cooperative principles with thn e 
flexinli1tv that it is oermited. 

f. 	 Renoer economic i ricent ives to its employees. 

g. 	 Manage the business with a minimum number of 
ernoloyees, and uti I ize short term contracts fcr 
soecia Irojects.
 

n. 	 Practice _enierally-acceotea management principles. 

i. 	 Encourage the acro-industrial development of the 
coooerat ive business in 
 order to offer to its'
 
members, a secure market for their products and 
increase the profitaoility of the producers' 
investrment. 

j. 	Integrate the primary cooperatives in a second-level
 
grade oroanization s,: that they can take advantage of
 
the economies of scale.
 

k. 	Provide timely, technical assistance and extension tc
 
producers-members.
 

1. 	Provide services and products at a cornetitive orice: 
while maintaining a just profit margin. 

m. 	 Maintain political neutrality i.e. anyone wno meets 
thip basic entrance requirements will ncot be denied
 
admission.iihether he be an agrarian reform farmer 
 or 
avr* 	 i ndepedent. 

ni. 	 The directors serve on a voluntary oasis and are paic 
a stipend only for costs incurred to attend regular 
rmeet i rigs. 



From the exDerierices 13aireo dr.ririC ts;e fol.-een rnori ­
of tecnr, ica1 a-Si- aF1ce offe-ea to UNIOCOOP ard I t 
affiliates. we c:, r,s1der irnport art tc, eave so, rile 
recoriier,dat iors that should be considered and carried
 
out at the apprcoriate rnornent.
 

a. 	 UNIOCOOP should take steos to procure econormic 
resources an to establish a Rotating Fund to be used 
irn the f:.liowino way: 

--	 To ur,aertake feasibility studies for apr,:­
i ridustrial projects or other or,:,ects tnat wili 

ccntribute to the develoornent. stai i ity ard 
consolidation of the coo:erative firms affiiiate_ 
to 	 Cor fut ure affiliates with UNIOCOOP. For 
example, in the five affiliates there exists a
 
Dotential to industrialize the raw materials that 
its' members oroduce such as corn, milK, tomatoes. 

coffee, sesame, arid cashew nut. - a potential that 
should be studied ard determinea ecor.tcilical'y with 
the priority given that eacj case merits. 

T-0z	 nel its current and new affiliates in caDital 
i rvest ments, whenever- they face transito-ry
financial P-7ob1ers. 

--	 To finance part of its affiliates budget costs 
whenever they cannot do it with their own 
resources, and especially new affiliates.
 

--	 The Rotatino Fund(s) that are establisheo will te 
di sbursed accord i ng tco the correspond i rig
Regulations; in which standards, procedures and 
ccnditicns are indicated. 

b. 	 UNIOCOOP should count or, outside resources at least 
for the next two years, to help cover its oeratira 
costs. This help is necessary for UNIOCOOP to
 
consolidate its ooeratin, structure, orovide short 
term technical assistance to better serve its
 
affiliates, and speed up its self-sufficiency goal.
Uo tQ tiis mcment. UNIOCOOP'S principal source of 
iricome is the buying/selling of inputs. This puts
the Union in a fragil self-support base, that in arv 
r:°ement can affect its operational stability. 

c. 	 It is impcrtant for UNIOCOOP and its affiliates t o 
i rnlerer,t projects that offer adaitii:onai income wriFr. 
will increase the rentability of its affiliates.
 
Ariion tnese are:
 

--	 A fertilizer mixing plant or 	 pesticiae f.-rmulator. 

.:.' 
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