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INTRODUCTION

"Promoting Economic and Social Development in the Tarqui Community
in Quito, Ecuador," was a three-year urban community development project
implemented from April 1979 to March 1982 by SEGESVOL (Secretariado
General de Servicio Voluntario) and the Cooperativa de Desarrollo
Comunal Tarqui, with technical assistance from the Overseas Education
Fund. TPunding for the project was provided by the U.S. Agency for
International Development/Ecuador.

The project final report is written in order to: (1) provide a
concise record of project activities and methodology; (2) to assess
the project impact on the Tarqui Community; women, SEGESVOL, the Govern-
ment of Ecuador; (3) to offer recommendations for the continuity of the
current project, and guidance for future projects of a similar nature.
The report was prepared by OEF's representative in Ecuador, Ronald A.
Carlson, who served as project director and *echnical advisor for the
project.

For all of the participating organizationms, particularly OEF,
USAID/Ecuador, SEGESVOL, the Tarqui Cooperative, and the persons asso-
clated with these organizations, the project was especially satisfying.
For OEF this project has demonstrated the feasibility of becoming in-
volﬁed in an integral development project where even though women are
the main beneficiaries, the development process has involved the
participation of a community as its framework. After many years of
not having conducted an urban community development project, USAID/

Ecuador hasviéwedthe Tarqui Project as a pleasant surpris:, especially
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since many of its components will be utilized in the up-and-coming
Solanda housing and urban community development project. For SEGESVOL
and the Tarqui Cooperative, the community mechanism created to be
counterpart, this project has proven to be of special significance
because it has shown that a group of dedicated people can accomplish
an objective if they join together to do so. And last but not least,
a very special thanks must be given to the project staff, community
leaders, and the forty local and international organizations that
have had faith in the project. Special recognition must be given to
the resident of Tarqui who were willing to trust and experiment in
learning and working effectively togettcr, unlike anything they had
previously experienced. All of these organizations contributed to
achieving the project's success; and to all of them, OEF would like

to express sincere admiration and appreciation.



I. SUMMARY OF PROJECT RESULTS AND ACHIEVEMENTS

The major goal of the Tarqul Project has been to improve the econo-
mic and social conditions of the 1,000 families of the Tarqui community.
The specific purposes for achieving this goal shaped the design of the
Tarqui Project. They were to:

A. Increase the capability of the people to work effectively
together in developing the community.

B. Increase earned income and decrease costs for obtaining food,
clothing, and other basic human needs of the families of Tarqui.

C. Provide adequate child care for the pre-school children of
wvorking parents.

D. Increase community access to social services.

E. Improve the capability of SEGESVOL to provide technical
assistance to poor communities in Quito.

To achleve these purposes the project design included four major

components: The formation of an effective community development coop-

erative to sponsor and operate a community market, a vocational skills

tralning center and a child care center. These four components were

unified in an integral training program designed to create a self-
help mechanism to improve the social and economic conditions of this
community. TFor each of the five stated project purposes, significant

results have been achieved.



A. Increase the capability of the people to work effectively

together in developing the community.

The Tarqui Project, seen as a whole, has definitely increased the
capability cf the residents of Tarqui to work together in community
action activities.

Community cooperation was extensive. Their cooperation was
essential for the success of the product and the efforts they made were
an important indicator of their willingness to improve their social and
econompic conditions given the opportunity. Furthermore, since the
community participated in the initial design of the project, their
commitment was more effective at the time of implementation. When
the project ended, the community participants of the project truly felt
that the achievements ACquired were their achievements. In other words,
the Tarqui Project was their project.

Before any project activities could actually begin, it was neces-
gary to acquire current data about the community. This was done with
the help of the Coordinating Committee of the community, composed of
six representatives of the three housing cooperatives that originally
formed Tarqui, by requesting the assistance of 70 local students and
interested persons to participate in the preparation and subsequent
execution of a survey. However, in order to be able to effectively
conduct the survey it was necessary to transmit surveying and inter-
viewing skills. This activity required a coordinated effort by these
participants to achieye thc amazing sample of 457% of families inter-—

viewed. Those responsible for conducting the survey were again the
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members of the Coordinating Committee, other selected participante,
with the technical guidance of the Instituto Nacional de Estadisticas

y Censo, and a private consultant hiredl to analyze the data accumulated.
It 1s interesting to note that one young woman of the community was so
fascinated with the survey that she alone conducted more than 30 inter-
views.

Initial work in the community was first done with the existing
coordinating committee. This group organized a meeting of 500 commu-
nity residents to explain the purposes of the Tarqui Project. They
were also instrumental in motivating 85 people to form the Community
Development Pre-Cooperative, which would sponsor the project's components
Because it was not legally possible for any of the existing housing
cooperatiyes to assume that role.

The Coordinating Committee then stepped aside to allow the newly
elected leaders of the pre-cooperative to accomplish the goal of getting
the pre-cooperative legally constituted, Fortunately, some members of
the Coordinating Committee were elected along with some young new lead-
ers, as the leaders of the pre—cooperative. The responsibilities of
this new group, of legally constituting the new cooperative, required
an active coordination in order to acquire all of the data such as
names, addresses, by-laws, etc., which the Direccion Nacional de
Cooperativas requested. As the persons responsiblie accumulated all
the data necessary for legal status, a cooperative education program
was sponsored which included not only aspects of cooperativism but also
human deyvelopment. These classes were conducted weekly with an average

attendance of 50 members of the cooperative. Due to the participatory



methodology, interest was especially high on the human development
aspect;. This was typified by the statement of a woman participant
who expressed that the training was one of the best learning experi-
ences she had ever had. Previously in large group meetings, only

a few of the outspoken people made comments. but after this training
almost everybody was actively participating. At times it was even
difficult to continue with the class because everybody had something
to offer. Thils new attitude lead to the eventual selection of mostly
the new and young leaders when the cooperative finally acquired its
legal status. Secondly, the human development training led to the
Insistance on a leadership seminar/retreat which was held outside of
Quito, with the participation of 34 members of the cooperative, in-
cluding fifteen women. It must be noted that the women were the most
enthusiastic because they had to request the intervention of the Pro-
Ject staff to convince their husbands to allow them to attend the
weekend seminar.

This combination of the weekly training classes and the leader-
ship seminar was. instrumental in strengthening the leadership, in
building a team spirit, and in coalescing the cooperative members into
a functioning organization. During the life of the project, the
training in the basic principles of cooperativism, human relations
and communication increased members' understanding of and ability to
participate in groups. This has helped effectively in overcoming
internal divisions that arose during the life of the project.

When the cooperative had to initiate various activities, the

inter ~st in participating was very high. For example, the group of



twelve members of the day care conmittee held together during the life
of the project. Although their basic motives were to eventually ac-~
quire employment ir the day care center, i1f it were not for the basic
human deyelopment training they probably would never have stuck together
the whole time. This continued interest has expressed itself when this
group voluntarily offered to care for the pre-school children of the
participants of the vocational center. Tt is worth commenting that the
women of this group were some of the most dedicated members of the
cooperative and supporters of the project.

Also, when the cooperative formed the marketing committee to
conduct a weekly outdoor vegetable market as a learning experience for
the future operationsof the market, many members of the cooperative
volunteered their services. It was very satisfying to observe the
unity demonstrated by these participants; one could sense the feeling
of cooperating for a collective purpose,

Later, yhen the market was finally built and operational, many
members continued donating their voluntary services to assist the
employees of the market to confront and experience many of the pro-
blems that came about.

The employees of the market, who have probably received the most

‘training and exposure to group activities, have voluntarily given
their free time over and above the labor law requirements in order to
provide the best possible service to the customers of the market,

With the opening of the new market, the community seemed to wake up.to
the fact that the Tarqul Project was a reality, even if it had taken

two years to do so because of the many bureaucratic procedures that



delayed the project for more than a year. Even though the general
consensus of the market was positive, a small group of residents ini-
tially objected because of individual interest, but now are participat-
ing actively and benefiting from the market. Although this initial
reaction was basically a reaction to change, it evolved into a dialogue
that motivated the community. This dynamism has led to the acquisi-
tion of new social services of the community, such as telephones, and
even the possibility of paving the streets.

Additionally, the skills training classes taught through the
vocational center have served to bring together different elements of
the community in an educational and purposeful environment. This

naturally created an attitudinal change that led to a decision to

go one step further and form work production groups that generated
income.

The above-mentioned activities are examples of Increasing the
capabilities of the people to work effectively together in developing
tbelr community. These examples are basically a result of all the
different training that the project sponsored. It is hoped that
these improved capabilities will manifest themselves in the future

development of the community after the project has concluded.

B. Increase earned income and decrease costs for obtaining food,

clothing, and other basic human needs of the families of

Tarqui

Because economic conditions are the priorities of low-income

groups, and Tarqui is no exception, this condition could be most



affected in this project by a positive approach toward decreasing the

costs of basic necessities and increzsing earned income, whether it be
'by employment or income generation. In Tarqui, the creation of a mar-
ket and a vocational center has helped solve in some degree these con-
ditions.

With the opening of the market, the residents of Tarqui began to
experience a direct benefit to their economic dilemma. Previously, the
Tarqui household had to either purchase their basic food products from
the local "tilendas" at exhorbitant prices or travel a half hour to an -
hour in a bus to the traditional opea markets of Quito. Many times on
the return trip, they were not allowed on the buses if their baskets
were very big or I1f the buses were full, which then caused them to
pay a taxi or private car, thereby increasing the costs enormously.
Also with thismethod they had to purchase almost on a weekly basis,
which perhaps resulted in the purchase of nutritionally unbalanced
products.

Now with the market, they have access to more than 600 different
products at économical prices and on a daily basis. Most of the pro-
ducts come directly from the producer or manufacturer. In fact, even
some products are produced by people in the community. The direct
savings to the residents of the community is through reduction in
costs, approximately 20%, and as an additional benefit they saved one
to two hours of time and the transportation costs. Furthermore,
since the schedule of the market (Tuesday through Saturday, 9 a.m.

to 1l p.m. and 5 p.m. to 8 p.m., and Sundays, 9 a.m. to 1 p.m.) was
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created to satisfy the specific needs of the community, the daily
access to the market has provided the ability to acquire better quality
and fresher products. Since the market is open to the general public,
everyone from the community has access to the market; but furthermore,
those who wish to be members of the cooperative are entitled to an
additional 3% discount at the time of purchase of most of the products
of the market, besides participating in profits, if any, at the end

of the year,

During the first 8% months of operation the market was able to
establish itself both economically and socially as a positive activity
of the community. Sales in these months reached 6.8 million sucres for
average monthly sales of 800,000 sucres. This level of sales volume
allowed the market to cover its operational costs, thus becoming finan-
clelly autonomous. Considering that this was just the beginning, indi-
cations that the market will be able to continue offering this service
in the future are bright, Previously, the community lacked any type
of market; however, the service they are now receiving is clearly
indicated by its popularity; it now averages more than 550 customers
daily. Because of the increasing demand, the cooperative had to build
an annex to thewarehouse and kiosks to sell prepared foods as a
complementary activity of the market.

An indicator of the success of the market is that other communi-
ties have visited the market and already two have been able to get
the support of local Ecuadorian organizations to sponsor a similar mar-
ket in their community. One, in the barrio of San Isidro de Puengasi,

1s going to be sponsored by a private Ecuadorian development organiza-



tion (Instituto Ecuatoriano de Desarrollo Social), and the other is

in the barrio Luluncoto, being sponsored by a political party (Demo-
cracia Popular). Even though these two new independent projects that
have come out of the Tarqui Project will be implemented fr different
motives, at least the concept that the Tarqui market is replicable
demonstrates the success of the Tarqui Project ar" the capability of
OEF to initiate change.

Another benefit that the market 4as provided 1s a source of employ-
ment for some people. Currenq}y the market employs twelve full-time
employees and tlwee p. :-timeremployees. In addition, five members of
the community have been able to supplement their incomes by manufactur-
Ing products for the market, such as brooms, potato chips, vanilla
extract, etc,

In order to coordinate all of the components of the market, the
extremely active participation of the leaders and members of the
Cooperative was required. Visualizing the idea that within a six-
month perjod the cooperative went from nothing to building and
operating a 400-square-meter market is a credit to their efforts.
During this period the cooperative had to super.ise the construction;
make recommendations for modifying the construction; visit numerous
markets to determine staffing, equipment, and merchandise requirements;
analyze administrative and operational procedures; select and train
personnel; purchase equipment and merchandise; and inaugurate the
market. This inc:edible accomplishment demonstrates the enormous
effort of the people involved. These efforts have continued during

the first year of operation.
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In terns of increasing income, the vocational center's major
objective has been to provide marketable skills for future use in income
and employment generation. During the life of the project, 323 women
from the community were trained in three basic areas: dressmaking,
knitting; and handcrafts. Approximately 52 of those women participated
in the production workshops sponsored directly by the cooperative;
however, a majority of the participants (70%) ended up producing inde-
pendently of the cooperative basically because of personal motives.

Many more people probably could have been trained; but because
the community survey only identified those areas of preference of the
participants, the skills training program was designed to meet those
preferences. Also it appears that many of the initial participants
were only interested in saving money by making clothes for their
familles, instead of acquiring a marketable skill and generating
income. Many factors, of course, influenced more participation in
the training. TFor one, the fact that there was no mechanism to care
for their small children, the participants really had no opportunity
to market their skills; instead, by making their own clothes, they
were able to at least save money. [Ihis was most evident with one of
the young mothers who made a special effort tolkarn but who had to
leaye her four-year-old daughter to care for two younger brothers.

As the project p.:_cessed and the importance of the vocational
center increased, participants more inclined to increasing income
started attending. Also, when they saw that the day care center

was going to become a reality, the intrigue of acquiring a marketable
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skill was much more notable, especially the possibility of participating
in a specific production workshop. In the production workshops that the
cooperative sponsored (Christmas decorations, toys, sweaters, etc.),

it became evident that the skills training courses were not just for
acquiring a skill, but rather acquiring a skill that was marketable.

One of the factors that was a serious problem was the fact that many

of the participants felt that a diploma was essential for getting
employment; thus many participants did not take advantage of the oppor-
tunity to learn a skill, thinking that a diploma was sufficient.

Another factor that probably diminished the number of people
tralning "in 'a marketable skill was the lack of space and an appropriate
learning environment. From the beginning of the project it was assumed
that the Community Center would be used for this purpose; but because
of the varied uses of the center and limited space, it became apparent
that it was very inadequate. Unfortunately this fact was not contem-
plated in the original project design because of the community's ori-
ginal insistance that it would be adequate, so, the best was done with
vhat was available. For the future, it appears that a vocational
center will be built for the cooperative, financed by local funds;
and assuming that the cooperative continues with the same objectives
as the project, the new vocational center will be able to provide the
craining to the participants more effectively.

As for the child care center, it appears that the various women
members of the child care committee will become employed in the center.
Although the exact mechanism to administer the child care center has not

yet been determined, it appears in any case that these women will have
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priority in the secondary jobs as aides to the professional staff and in the
maintenance of the center.

As can be noted, the Tarqui Project had a definite influence in
increasing earned income and decreasing the costs for obtaining food,
clothing, and other basic human needs of the residents of this community.
Perhaps the number of persons benefited. did not reach the quantity
originally projected but at least, as a whole, this objective was

accomplished.

C. Provide adequate child care servicesfor the pre-school children

of working parents

The necessary framework has been established to permit, in the
near future, adequate child care services in Tarqui. After initiating
all of the necessary paperwork through three different government
administrations, the donation of the land and the financing for the
construction and equipping of the child care center was acquired. The
construction of the child care center is being completed as the Tarqui
Project is ending.

In this interim period, the child care committee of the cooperative
received both technical assistance and practical experiences for
future participation in the child care center. Since the sponsoring
organization, the Instituto Nacional de Nino y la Familia, does not
have the personnel to directly administer the center, most likely SECESVOL
and the community will jointly be responsible. If this should occur,
then the members of the child care committee will become employed as
assistants in the child care center. Even though two or three members

of this group might someday be able to hold some of the more technical
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positions such as teachers, the necessity of having qualified personnel
according to Ecuadorian requirements 1s impoxtant for the well being
of the children.

In an attempt to provide some sort of child care service, the
child care committee for a period of six months provided a temporary
voluntary service of caring for the pre-school children of the partici-
pants of the vocational center and production workshops. Although this
service would not be considered "adequate' because of lack of space
and educational materials, at least it was an invaluable experience
for the members of the committee to practice some of the theories they
had learned.

As a means of providing an indirect child care service, a preventa-
tive health education program was sponsored by the child care committee
and the Ministry of Health for 21 mothers of the community. This program,
as part of a national nutritional program, also distributed powdered
milk to the participants for a period of twelve months. If the child
care center were to become a reality, this program will continue with the
assistance of CARITAS.

Hopefully, after the project has ended, the objective of providing
an adequate child care service for the pre-school children of the
working parents of Tarqui will be accomplished. It should be noted
tha: no direct project funds had been budgeted for the child care com-
ponent, All of the resources and collaboration were provided by

contribut ons from Ecuadorian and international sources.
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D. Increase the Community's Access to Social Services

In many ways this 1s perhaps the objective that was best accom-’
plished. Since the Tarqui Project had so many different components
it required a vast participation of all types of organizations and
persons. At last count more than 30 different entities participated
(See pages 15 and 83) in one way or another on this project. The
participation ranged from donations of land, equipment, and furniture,
to time for training and recommendations.

Each one of these activities increased the access of the commu-
nity to social services available in Quito. The community quickly
became known in the public eye and this helped acquire additiomal
social services, other than those of the project, such as a health
center, garbage collection service, utilities payment service, tele-
Phones for these services, recreational facilities, and the offer
of paving the streets of the community. And now that the community
has a legally constituted community development cooperative, which
has both political and economic power, the Tarqui Community should
be able to improve its soclal services in the future. Listed
on the following page are the major contributions to the Tarqui Project

which helped the community expand its access to social services.
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Contributions to the Tarqul Project

Donor Type of Contribution
SEGESVOL Fifteen scholarships for vocational
center;
800 hours of volunteer work;
Project office and telephone
Ministry of Social Child care training program in
Welfare/UNICEF recreational therapy;
donation of educational material
Ministry of Education Teacher for vocational center
CARITAS 8,000 pounds of powdered milk for
Health Education Program
Ministry of Health One social worker and one health
educator for Health Education
Program
Municipality of Quito Land for market, child care center,
and vocational center
Consejo Provincial de Leveling and grading of land for
Pichincha market
Ecuadorian Housing Board Building plans for market
Instituto Nacional del Construction, equipment, and personnel
Nino y la Familia for child care center
Unidad Ejecutora de Construction of vocational center
Obras Emergentes de
Quito
USAID/Ecuador Used furniture and office equipment
First National City Used furniture and construction
Bank of Ecuador materials
High Scope Educational Technical assistance on child care
Research Foundation
TOTAL uUs

Value

$ 200
2,000
3,600

500

1,600

1,000

700

50, 000

10, 000

500

135,000

50, 000

4,400

4,000

2,500

$266,000



=16~

As can be noted by this chart, Ecuadorian participation in the
Tarqui Project has been extemsive, and subsequently because of the
success of the Project, the community has established a good image
among these organizations which will allew it to expand other communi-

ty services with their support.

E. Improve the capability of SEGESVOL to provide technical assis-

tance to poor communities in Quito.

SEGESVOL, as an institutiom, has improved some of its capabilities
to provide technical assistance to the poorer communities of Quito but
not as directly as previously thought. Their future participation in
a similar type of development project will be most likely 4in areas of
access to both human and financial resources.

However, it must be noted that even though SEGESVOL did have an
active participation in the Tarqui Project, its participation was in
areas that did not necessarily improve the capabilities of SEGESVOL
to provide technical assistance to the poor communities of Quito.
SEGESVOL's role has been basically that of a resource broker for the
Project.

Because of the nature of community development work it is neces-
sary to schedule activities according to the availability of time of
the community members. A majority of the work has to be conducted
during eyening and weekend hours. This coupled with the fact of the
remote distance of the community made it difficult for SEGESVOL to have
a more direct participation with the community. Although some commu-
nity work did take place, it was not an on-going assistance to the

community,



-17-

Another fact that has perhaps influenced the lack of a more direct
participation of SEGESVOL is the overall objective of SEGESVOL as an
Institution. Since it is basically a coordinating institution of other
voluntary institutions, the decision to participate in the Tarqui Pro-
Ject was based on the assumption that volunteers of the affiliated in-
stitutions wanted to directly participate in a grass-roots project.
Since this assumption never materialized, SEGESVOL's role in the pro-
Ject became limited. Also, the original role hay have been somewhat
unrealistic, considering the cultural limitations that Quito's
traditional society offers.

As can be noted by the accomplishments of the five major objectives,
as a whole, most have been achieved. Some have been accomplished more
than others, but based on the current situation of the community, it
appears that a definite development process has taken place. The peo-
ple have learned to work effectively together, some have increased
their earned income, and most have decreased their costs of basic
necessities. The Tarqui community now has a child care center and
has expanded its access to social services. Also SEGESVOL has been

able to identify its specific role in the development process.
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II. PROJECT COMPONENTS AND ACTIVITIES

The Tarqui Project has five basic areas of emphasis, and the
approach used to interrelate and interconnect these areas has counted
on the active participation of the community. The ultimate objective
of the project is the autonomy of the community in each one of the
proposed activities. Because the magnitude of the Tarqui Project in
a human development sense has been so enormous, it has been necessary
to coordinate both human and economic resources. This project has
shown that enormous resources exist in Ecuador, which with local input
and participation can and will go a long way.

In order to properly explain the method of implementation used,
each one of the five areas of the project--community development, the
market, the skills courses/small businesses, the child care, and the

training-~is analyzed.

A. Community Development

From the very outset of the Tarqui Project the idea of setting up
a community mechanism to participate jointly in the development of the
project's objectives was essential, However, because of the negative
experiences with the cooperative movement not only at a national level
but also at the community level, there existed and still exists commu-
nity suspicion of the benefits that this model presents. Therefore,
in considering the inputs of the community, of the cooperative authori-
ties in Ecuador, and other persons connected with the development
community, an assessment was made regarding the type of mechanism to

use.,
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Several meetings were held in the community with not only the
leaders, but with residents at-large, to consult with them ahout the
most appropriate mechanism. Initially there was some resistance to
using a cooperative; however, when it was brought out that generally
a majority of the people really did not understand cooperativism,
there were some observations indicating that it should be given a
chance if designed properly. This consensus was confirmed in the
subsequerit survey and study, in which a large percentage of the commu-
nity indicated their interest in forming a cooperative. Also in
consultation with the Direccion Nacional de Cooperativas and the Insti-
tuto Cooperativo Ecuatoriano it was reiterated that, although the
cooperative movement has not been all that successful in Ecuador, it
is well worth creating a model cooperative based on a strong educational
program. These two organizations indicated that the major reasons for
failure of the cooperative movement in Ecuador have been the following:

a) cooperative education has been almost non-existent;

b) cooperatives have been formed from the top down rather than
from the bottom up, as was the case of the three housing cooperatives
that made up the Tarqui community;

c) the failure to maintain some sort of efficient supervision of
cooperatives, especially with respect to the administration of funds;
and

d) lack of continued technical assistance.

Considering all of these observations it was obvious that using

a cooperative as the mechanism was not going to be all that easy.
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However, after considering the reality of the situation with the
community leaders who formed the Coordinating Commlttee, it was decided
to form a cooperative and to start it the right way with cooperative
education and technical assistance. In order to form the cooperative,
a pre-cooperative was formed with 85 founding members. These members
lmmediately started receiving cooperative education with an initial
emphasis on how to form a cooperative. The creation of the pre-coope-
rative included the backing of the Direccion Nacional de Cooperativas,
which offered its assistance in the legal area of forming a cooperative.
The Instituto Cooperativo Ecuatoriano, seeing the potential model that
this cooperative could have, signed an agreement with SEGESVOL to
provide technical assistance in the areas of education, management
and accounting. Getting started the right way provided the necessary
moral support that permitted the 85 members of the pre~cooperative
and its new leaders to start accumulating all of the data needed to
acquire legal status and motivated the residents‘of the community to
Join the cooperative and participate in the cooperative education
program. Since a cooperative functions effectively basically because
of the people who make it up and because cooperativism is somewhat of
a dry topic, it was decided to incorporate human development training
in order to stimulate growth of the participants. In that way it was
possible to create a positive environment for the cooperative and a
notable change in attitude among the participants.

This new environment and change in attitude lead to an extremely

successful constitutional general meeting held once the cooperative
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finally acquired its legal status. In the general meeting the new
leaders were selected. It 1s interesting to note that the new leader-
ship was composed of a mixture of the old, experienced, and male leaders
of the community and new, inexperienced but idealistic young qale

and female leaders borne out of the cooperative education program.

It 1s important to note that during this time there was a delay
in the donation of the land for the market and child care center, but
in many ways this delay permitted the realization of the cooperative
education program that created the human base of the cooperative.

Because of the participatory approach used to implement the pro-
ject, the community--first through the Coordinating Committee, then the
leaders of the Pre-Cooperative, and eventually the leaders of the
Cooperative--actively participated in the process to acquire the dona-
tion of land, to consult with the Junta Nacional de la Vivienda about
the design of the market, and to formulate the criteria for selecting
the building contractor for the market. Furthermore, in the weekly
meetings of the cooperative education program, the cooperative members
were informed at each step of the processes taking place, and their
observations were requested so that they felt they could express thelr
opinion and not later be able to say that things had been decided by
a small group. Their participation in this process helped create a
real sense of ownership.

At the end of the first portion of the cooperative education pro-
gram, the leaders and members jointly decided to conduct an extraor-

dinary general meeting to formulate a plan to increase membership and
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raise funds for the cooperative., The membership drive used direct
contact, including personal visits and correspondence with the residents
of the community. Also, since the cooperative began to offer skills
training in dressmaking and handicrafts, the token fees that were
charged were lower for members than non-members. Furthermore, as part
of the capitalization program, the cooperative established a monthly
maintenance fee and a monthly savings plan that would allow the mem-
bers to gradually increase their equity. This small influx of funds
helped the cooperative cover some of its initial administrative start-
up expenses,

As the cooperative was beginning to take shape, it became impera-
tive to provide some guidance to the leadership. With the assistance
of the project director and a consultant from the Instituto Cooperativo
Ecuatoriano, the Board of Directors began establishing the necessary
internal policies and controls. This guidance was provided continually
at the beginning; but as the leaders matured, these advisors remained
available for key decisions and problem situations, so that by the end
of the project, the leadership was basically autonomous.

As the cooperative began to show some visible progress and to
grow, it became necessary to form specific committees to ease and
divide the responsibility for directing the activities of the
cooperative. Marketing, social affairs, child care, and other committees
were formed. Most of these committees functioned well, partly because
of the likelihood of eventually acquiring a job in, for example, the
market and child care center; others did not because of the perceived

lack of personal benefit.
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Although the cooperative has had numerous minor internal problems
the internal structure and management ar: generally sound. As members
of the coopera‘.ive and community see that the cooperative is permanent,
nevw leaders are emerging and the cooperative will continue to grow.

At the close of the project, the membership of the cooperative stood

at 40Q, representing approximately 40% of the current number of
families in the community, Although the membership did not reach the
projected 800 members, it is probably that it will because the coopera-

tive 1s growing steadily,

B. Market

Since the market was the key component of the project and is the
key activity of the cooperative, it has been essential that it operate
efficiently. From the very beginning it was necessary to create a
type of market that could directly provide the service that the commu-
nity wasrequesting. Because the Tarqui Community was so isolated
from the rest of the metropolitan area of Quito and because it was
basically a "bedroom community" with hardly any infrastructure, it
was ripe for exrloitation, with the highest prices and iowest quality
of food products and other basic human needs. This situation coupled
with the traditional market places serving Quito's lower classes pre-~
sented the opportunity tocreate a market that would eliminate many of
these problems. Therefore, in consulting wich representatives of the
cooperative and the community it was agreed upon to create a self-
service market where a majority of the products would come directly

from the sources of production or the manufacturing, thereby circum-
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venting the middlemen and lowering the costs of the products.

This overall lowering of costs 1s exactly what has occurred. The
cooperative now has a "supermarket' that is providing the kind of ser-
vice that was desired. However, to reach this point required a special
effort on the part of the cooperative and especially its leaders.

The long drawn-out process of first creating the cooperative, then
acquiring the donation of land, building the market, selecting the
personnel, equipping and stocking the market, and eventually managing
the market took almost two long years.

The process began with the needs assessments survey. The study
indicated the basic desired characteristics of the market. However,
these characteristics had to be modified and adapted to the specific
needs of Tarqui. In order to establish a starting point, the services
of the Junta Nacional de la Vivienda were requested for assistance in
the design of the market. Although it did not have experience in mar-
keting, it did have experience with low-income housing and low-income
people. Also, because of budget constraints, it was thought that the
Junta would be the most appropriate group to design a market to meet
these constraints and to blend in architecturally with the community.

An initial design was prepared to provide the necessary starting
point. Analyzing the design jointly with the cooperative allowed
the adaptations needed to meet the needs of the community. Once
the design was determined, the cooperative proceeded to select a build-
ing contractor. Taitially many problems were encountered because when
word got out tl.i the market was being financed with U.S. funds,

the original construction bids were way out of proportion to the
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pre;:ct budget. Therefore, in order to attempt to limit the cost of
construction and also provide additional participation and resporsibi-
lity by the cooperative, it was determined that the cooperative would
be the contractee. Because of the cooperative's lack of experience

in construction, SEGESVOL and two Ecuadorian professionals, an
architect and an engineer, voluntarily helped the cooperative analyze
this situation. Upon making the necessary professional readjustments,
a second attempt was made to select a contractor. This situation helped
substantially lower the bids, including a bid from a retired contractor
who has been very active in social projects. He oifered to build the
market at very close to cost, and he even included the structural
calculations as his personal contribution.

As the moment was nearing to initiate the leveling of the land
for construction, 11 kiosks that occupied the land where construction
was to begin had not yet relocated. Therefore, considering that these
11 persons, most women street vendors, made their living this way,
the cooperative offered to build respectable kiosks for their use as
a complementary component of the market. With this offer they grace-
fully relocated. Currently, as the project is ending, these kiosks
are finally being built adjacent to the market.

Because of inflation and the spiraling cost of construction
materials, it was necessary to seek additional assistance from local
sources. Through a contact of the cooperative, it was possible to
get the land-grading done for free by the Consejo Provincial de

Pichincha, a "donation" that was valued at 200,000 sucres. As a
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clause of the building contract, the contractor was urged to use local
labor and semi-skilled personnel from the community. As a result,

most of the laborers and all of the semi-skilled people such as carpen-
ters, painters, electricians, plumbers, etc., came from the community
and included some members of the cooperative.

Since the cooperative was legally responsible for the terms of
the construction contract, it was necessary that it ensure that the

tket was built according to the agreed-upon specifications. Therefore,
the cooperative formed a building committee that supervised the construc-
tion almost daily. This committee was very useful because when two or
three problems arose, committee members were there to resolve the
situation.

Although many members of the cooperative and the community did
participate in the construction of the market, their participation
was pald, not voluntary. Therefore, in order to achieve scme sort of
voluntary input, the cooperative sponsored "mingas" to prepare the
exterjor lar scaping. A "minga" is an Ecuadorian indigenous term
meaning a community-action activity.

Since most of the members of the cooperative had véry little
experience in retail marketing of food products prior to the comple-~
tion of construction, eight open-air markets were held. The purpose
of these experiments was to learn the reality of the marketing system
and gain practical experience dealing with producers, distributors,
and consumers. The cooperative bought most of the products from
the production areas of Riobamba and Saquisili.

One of the problems encountéred in these experiments was the
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difficulty of accessing a steady supply of products, especially fresh
fruits and vegetables, because there are very few well organized farmers'
groups. In an effort to establish a relationship with a small group in
Riobamba, the Partners of the Americas provided assistance that eventually
led to a marketing agreement, but economy-of-scale concerns have not
permitted a continued relationship.

As the market was nearing construction it became time to start
selecting personnel, equipment, and merchandise for the market. The
selection of personnel was probably the most difficult because of the
intense competition and internal jealousies (see page 79 of the Appendix
for the selection criteria). The selection of equipment and merchandise
was rather academic but required time and a group effort to acquire
cost estimates.,

The selection of personnel created a serious problem for the Board
of Directors because four members of the Board were selected as employees.
This createda largevacancy within the leadership of the cooperative.
However, since many members had participated in the leadership seminar
and the cooperative education program it was fairly easy to fill those
Yacanciles.

When the cooperative began t¢ stock the market with merchandise,

a manager of the only supermarket chain in Quito provided technical
assistance in the areas of distribution of merchandise, proper display,
pricing policies, and warehouse distribution which contributed to the
maximum efficiency of the market. During the first few months of

operation this periodic assistance continued.
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Since the market is an integral service of the cooperative it was
necessary that the members perceive some sort of immediate benefit.
Therefore each member of the cooperative now has an identification card
with hig/her photograph on it, which permits a three-percent discount at
the time of purchase. Although not many of the members are taking ad-
vantage of this privilege, most from lack of habit or because a three-
percent discount does not seem very much, they are now beginning to
realize that the amount saved does add up.

Because of the importance of having a unified group of employees,
with the guidance of an organizational development specialist provided
by ASDELA (Asesoria para el Desarrollo en Latinoamerica), the employees
jointly prepared their own job descriptions so there would be no future
misunderstandings that could affect the future efficiency of the market.
This really helped to provide a team effort.

Finally after almost two years, the market was inaugurated with
great celebration. The community immediately responded. Although there
existed numerous doubts as to the probability that a self-service type
of market could be functional in a poor neighborhood, it has been shown
that the people at that socio-economic level can adapt to this type
of "modern" service, because it elevates their self-esteem and status,
and because the products are less expensive.

The first months of operation were above expectations, even though
not at a break-even level. After one year of operation, the market
finally attained financial independence. Because the first year of
the market was so critical to the success of the project, it was

necessary to provide some financial assistance that would allow the
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market to get on its feet. Therefore, the project subsidized the cost
of personnel in the following manner: 100% of the first four months;
80% of the next three months; 60% of the following three ronths; and
30% of the last three months. This procedure allowed the cooperative
to make the necessary adjustments and mistakes until the market actually
began to function by itself.

Average monthly sales during the first year of operation (8% months)
was 6.8 million sucres; and since the market is functioning with 15
percent gross margin and a two percent net margin, the market at the
end of the project is making an approximate gross profit of 17,160 sucres
monthly,

As for the community's response, an average of 550 transactions
take place every day. The average daily purchase per customer is 60
sucres, equivalent to 1,800 sucres monthly. Currently 40 percent of
the families of the community are making use of this service on a
regular basis for 60 percent of their monthly food purchases. The
factors that have prevented the other families from doing so have
been: (1) no credit transactions, (2) distrust of the cooperative,
(3) access to company commissaries, and (4) lack of certain products
on a regular basis,

It became necessary to build an annex to the warehouse. Since
many of the market suppliers are seeing the promising future of the
Tarqui Market, they have been providing volume promotional sales,
and the cooperative found it necessary to build the annex in order to

have additional storage space.
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The public sees the benefit of the service that the market pro-
vides, and requests have been made to expand into other product lines.
Therefore, the cooperative is projecting the construction of small
stores around the market to create a type of shopping center environ-
ment. This will complement not only the market but also the small

kiosks (restaurants) that are currently under construction.

C. Vocational Cente:/Small Business

Another major focus of the Tarqui Project has been skills training
for income- and employment-generation purposes. Because of the tendency
in Tarqui for the men to be employed outside of the community, most of
the women and young people remain at home and, as a result, they were
very interested in earning income. Since the project staff thought
that providing skills training during the life of the project only was
Insufficient, it was decided jointly with the cooperative to create a
formalized vocational center.

Based on the experiences of the initial courses it was noted that
the participants were extremely concerned about the status of the skills
training; because if it did not provide some sort of official certifi-
cate or diploma, they felt that the courses were useless. Therefore,
in order to make the Vocational Center officlal, it was necessary to get
parmission from the Ministry of Education. However, since the new
government was Introducing a nationwide literacy and basic education
program, the Ministry wanted to require the cooperative, through the
vocational center, to provide literacy, basic history, mathematics,

and civics classes. It became evident that if the vocational center
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entered into those activities, the participants would have no time

for the skills training, The Ministry investigated the literacy status
of Tarqui, declared it a "free zone" of i1lliteracy, waived all of the
requirements, and sanctioned the vocational center. In addition, it also
offered to cover the costs of one teacher for dressmaking and handicrafts.

As the vocational center began to offer different types of skills
training courses, 1t became evident that the community center was not
adequate for that purpose. But since there was at that time no other
alternative, two annexes were built adjacent to the community center to
serve as classrooms. This helped to alleviate the situation somewhat;
but because of an increased number of participants, it did not really
solve the problem.

Prom the beginning the manager and the secretary of the cooperative
were coordinating the activities of the vocational center; but as they
began to assume more responsibilities related to the market, it became
necessary to appoint a coordinator for the vocational center. With the
selection of this full-time person, the vocational center really began
to function in September 1980 as planned. Equipment arrived from the
United States and was bought locally. As the new coordinator learned
to program classes, up to five different courses were going on at the
same time. On the next page is a chart of the various skills training

courses conducted in the Vocational Center.



Date

11/79-12/79
5/80-12/80
8/80-12/80
1Q/80-12/80
1/81-8/81
1/81-8/81
1/81-7/81
1/81-5/81
1/81-6/81
7/81-9/81
9/81-12/81
9/81-12/81
10/81-5/82
10/81-5/82

10/81-12/81

 VOCATIONAL TRAINING CENTER COURSES
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Activity

Christmas decorations

Dressmaking #1
Handicrafts #1
Knitting (manual)
Dressmaking #2
Dressmaking #1
Handicrafts #2
Toy-making #1
Knitting (manual)
Knitting (machine)
Wood Engraving
Toy-making
Dressmaking #1
Dressmaking #2

Handicrafts #3

TOTAL

Number of
Participants Hours

48
60
17

8
10
33
11
14
11
17

6
11
26
14

16

302

10
150
100

65
170
170

70

95
115

70

50

70
150
150

50

1,485
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These courses eventually led to an exhibit of the participants’
work designed to demonstrate their capabilities and, of course, to
sell their products. Also, SEGESVOL provided some contacts and per-
sonal assistance to facilitate the sale of many of the products from
this and other exhibits.

As new participants began to request the additional dressmaking and
handicraft courses, a lack of teachers arose. At first an attempt was
made to obtain teachers from central Quito; but because of the distance
to the community, nobody was willing to come. Fortunately some teachers
vere found in the community who were qualified.

As it became more and rmore inconvenient to conduct courses in the
community center, the cooperative with the help of SEGESVOL began to
seek local financial assistance to build some classrooms. Luckily, a
nevly created presidential commission assisted in the provision of
necessary social services. This Unidad Ejecutora de Obras Emergentes
for Quito budgeted 2 million sucres (U.S. $50,000) for a vocational
center with 12 classrooms. Eveything was planned to initiate construc-
tion on the second half of the land that the Municipality donated for
the market, but a small group of residents who lived adjacent to the
land opposed the construction because they wanted the land to remain
as open space, This conflict led to a very serious confrontation with
the cooperative. In analyzing the problem, it was noted that some of
the leaders of the opposition group were among members of the coopera-
tive who were not selected as employees of the market and were therefore

displeased with the cooperative. Also there were some outside political



-3

implications because the project was being financed with U.S. government
funds, a fact that did not sit well with the left-leaning political
group that had previously had some influence with the people of Tarqui.
These two considerations combined with a reaction against change unfor-
tunately helped create this situation.

In an attempt to resolve this problem, the Municipality decided to
make the lot in question a park in exchange for donating another lot
for the vocational center. However, to this day that lot has not been
donated, even though the request is being processed by the appropriate
authorities. Luckily the Unidad Ejecutora de Obras Emergentes for Quito
has kept open its offer, so that as soon as the land is donated, con-
struction can begin.

Since one of the major problems that has hindered the development
of the community is the existence of many inter-personal rivalries, a
human relations component was added to the skills training courses. This
helped in motivating the creation of production workshops and the
desire to work in groups.

In the first production workshops it was noted that even though
the participants produced some very nice products, these products in
reality were not marketable; and with no market, the objective of
Increasing income could not be accomplished. Therefore, a marketing
study was conducted to identify the most feasible and marketable pro-
ducts on which the skills training courses and production workshops
should concentrate. Of the ten areas identified in this study the
cooperative selected three for implementation, one (production of

cardboard playhouses) to be initiated immediately, and two later
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(a bakery and clothes production) when the new vocational center becomes
operational.

The first production activity that the cooperative decided to
implement was the production of playhouses made out of cardboard.
According to the marketing study this product would have immediate
acceptance because it was marketable at prices much lower than similar
imported products. For example, the local market price for an imported
Playhouse was 2,000 sucres, and the cooperative could produce a similar
playhouse for 800 sucres and sell it for 1,200. Furthermore, the raw
materilals used were not before utilized. These factors led to a product
that would have wide acceptance. Unfortunately, it was not possible to
introduce the playhouses until after most of the local stores had already
made their Christmas purchases. Therefore, the first attempt to initiate
a small business was not very successful; but because of the interest in
the product, some of the stores plan on making purchases after April
1982. This experience has proven very beneficial for the cooperative,
however, because they have been able to learn many of the lessons
involyed in creating and implementing a small business.

A group of participants from the knitting classes, on their own
initiative and with financial assistance from the cooperative, formed
a small production workshop to produce knitted products that community
residents had requested. As word spread about the nice job they were
doing, the local community school placed an order for 700 sweaters.

This order naturally created great enthusiasm not only among the parti-

cipants-but also in the cooperative. After the successful delivery of
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these sweaters this group continued producing a variety of knitted
articles for the numerous families of the community.

As the project was coming to an end and as the cooperative was
awalting the donation of land and subsequent construction of the new
vocational center, the center coordinator redesigned the internal struc-
turing of the vocational center to maximize the future use of the build-
ing, so that when built it could function much more efficiently and
be of more direct benefit to the participants by focusing directly on

Income and employment generation.

D, Child Care Center

Because of the urgent need to provide some sort of child care ser-
vice for the children of Tarqui so that the women of the community could
have some free time to acquire a marketable skill, an enormous effort
has been made to acquire this service.

Due to the nature of development projects of this type, where
USAID provides the financing, it has been necessary to obtain local
financial participation. For this reason, the Ecuadorian government
in 1979 offered its participation through the Patronato Nacional del
Nino for the construction and equipping of a child care center. Unfor-
tunately with a change in governments, the offer to build and equip the
center was not recognized by the new government. However, since the
initial procedures in the Municipality had begun for the donation of
the land, the Municipality, considering the change in government,
requested a certification indicating that the new government would

validate its offer. The Patronato Nacional del Nino, however, was
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being reorganized into the Instituic “ucional del Nino y la Familia,
and new by-laws had to be prepared and apprcved before a certification
could be given. Eventually, the certificate was given and the land
was donated, but this process took almost a year.

In the meantime the cooperative formed a child care committee
that eventually participated actively in the acquisition of the child
care center. In order to provide some sort of academic background for
this group, this committee and SEGESVOL participated in a recreational
therapy training seminar sponsored by UNICEF and the Ministry of Social
Welfare. At the completion of this 12-week, 40-hour seminar, educa-
tional materials were donated to the Child Care Committee for future use
in the community.

As this group began to acquire some basic child care knowledge,
OEF in Washington was able to obtain the technical assistance of the
High Scope Educational Research Foundation to come to Ecuador as part
of one of its child care programs to assist the group in assessing the
child care needs of the community and in identifying the mechanism
most appropriate for the implementation of the Tarqui Child Care Center.
The Ministry of Health sponsored a health education program with the
technical assistance of one health educator and one social worker.
Although this program was directed to the community in general most of
the participants were women who were pregnant or who had very small
children. This naturally fit in very well with the plans of the child
care committee because they were able to have some direct contact with

the people whom they would eventually be serving: And since
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nutrition is a major component of child cace, CARITAS began to proyide
powdered milk for the pregnant mothers and small children as part of a
nationwide nutritional program.

When the child care group had acquired some basic understanding of
child care and its various facets, it became necessary to acquire some
practical child care experiences for them. Therefore, they participated
as volunteers in three different types of child care centers in Quito
to learn the day-to-day activities involved with child care. Also
they gained some practical experience by caring for the children of the
participants of the vocational center.

Because of the need for this group to work together as a unit,
and because of the need for being patient and understanding, they parti-
cipated very enthusiastically in both human Cevelopment and organizational
deyelopment training.

The Instituto Nacional del Nino y la Familia has offered an unde-
termined amount of funds for equipping the child care center. However,
based on experiences of other child care centers that have a similar
relationship with the Instituto these funds are usually not sufficient.
Fortunately, USAID/Ecuador was liquidating some used household furnishing,
which it donated to the cooperative for use in the child care center.

Once the land was donated and the funding for construction assigned
(3 million sucres), the child care center began to become a reality.

The child care committee began to design the internal structure of the
center based on the assumption that the cooperative would be administgr—

ing the center. However, the Instituto has indicated that it prefers
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SEGESVOL to be responsible, with the cooperative actively collaborating.
At the time of this writing and as the construction is in process,
SEGESVOL had not yet decided its role. If it does not decide to accept
this responsibility, it is not sure to which institution the child care
center would be assigned. If this should occur, it could put the child
care committee's participation in jeopardy, which would be extremely
unfair, since they had made such an effort to acquire the theoretical

and practical experience for dealing with the children of Tarqui.

E. Training

Training has probably been the most important component of the
Tarqui Project. Even though the physical structures of the project have
provided some infrastructural progress for the community, training in
the different areas has provided a real growth of the people involved,
which in turn has allowed the other components to be successful. If
this training had not been emphasized most likely the community would not
have been capable of becoming autonomous in the community's services
Initiated by the Tarqui Project. Training has been provided in human
development, communications, business skills, child care, and other
appropriate areas. The methodology used has been of a dynamic nature
with a special emphasis on group participation. On the following pages

1s a chart of the various trainings.



‘Dates

10/79-1/81

5/80
1/80-8/80

4/80-3/82
2/81-3/82
10/81-3/82
7/80-3/82

10/81-3/82

2781-3782
2/81-3/82
2/81-3/82
2/81-3/82

10/81-3/82

A

TARQUI PROJECT TRAINING COURSES

Human Deyelopment

Topics

Human development
in general

Leadership

Human development
in general

Human development
in general

Human development
in general

Human development
in general

Human development
in general

Human development
in general

Original mem-
bership
Leaders
Health
Vocational

Center

Employees
Sports League

Child Care
Committee

New member ship

Organizational Development

Organizational
development in
general

Organizational
development in
general

Organizational
development in
general

Organizational
development in
general

Organizational
development in
general

Employees

Leaders

Child Care
Committee

Vocational
Center

Sports League

Parti-

‘cipants Hours Trainer
60 100 ICE (1)
34 20 ICE
22 75 ICE

323 50 ICE
15 25 ICE
9 10 ICE
11 40 ICE
50 15 ICE
524 335
15 25 ASDELA (2)
15 25 ASDELA
11 25  ASDELA
21 25  ASDELA
9 10 ASDELA
71 110



Dates

10/79-1/81

8/80

10/81-3/82

10/81-3/82

10/81-3/82

10/79-1/81

5/80

8/81

3/82

3/80

5/80

8/80

9/80

2/81-4/81

4le

Cooperativism
: Parti-
Topics Group
Cooperativism in Original 60
general membership
Oversight Commit- Oversight Com- 3
tee's responsi- mittee

bility

Cooperativism in
general

Board of Direc-
tors

Oversight Commit-
tee's Responsi-

cipants Hours .Trainer

New Membership 50
Board of 14
Directors

Oversight Com- 10
mittee

bilities
137
Communications
Communication Original 60
membership
Communication Leaders 34
Publicity and Publicity 28
propaganda Committee
Newspaper Publicity 12
Committee
134
Business Skills
Project Manager 1
development
Cooperative Manager 1
accounting
Cooperative Manager 1
accounting
Cooperative Of- Employees 3
fice management
Supermarket mar- Employees 12

keting and
management

100

40

15

15

15

15

20

20

40

40

40

40

15

ICE

ICE

ICE

ICE

ICE

ICE

ICE
ICE

Individual

ICE

TCE

ICE

ICE

Individual
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Business Skills (Concluded)

SEGESVOL

Parti- i
Dates Topics Group cipants Hours Trainer
3/81 Cash register Employees 2 50 EXISA (4)
operations
5/81 Marketing Employees 2 50 Catholic
University
3/31-3/82  Accounting Employees 4 100 Individual
7/81-9/81 Small business Vocational 30 20 COPROYECTOS (5)
management Center and
leaders
2/81-10/81 Employee/Customer Employees 15 10 Individual
relations
3/82 Small business Coordinator of 1 20 COPROYECTOS
management Vocational
Center .
80 384
Child Care
1/80-12/80 Disease prevention Child Care Com- 21 20 Ministry of
mittee and Health
Health Group
1/80-12/80 Nutrition Child Care Com- 21 10 Ministry of
mittee and Health
Health Group
1/80-12/80 Infant Care Child Care Com- 21 20 Ministry of
mittee and Health
Health Group
1/80-3/82 child Care Child Care 10 40 Individual
Committee
3/80-6/80 Recreational Child Care
Therapy Committee/ 8 40 UNICEF
SEGESVOL
"~ 8/80 Child Care Child Care 12 12  -High/Scope
Management Committee/



Dates

10/81-11/81

1/82-3/82

8/79

3/81

43

Child Care (Concluded)

Topics Group

Practical Experi~ Child Care
ences Committee
Child Care Pro- Child Care
gramming Committee

Other Training

Surveying Skills Surveying
Committee

Evaluation Evaluation
Committee

(1) ICE - Instituto Cooperativo Ecuatoriano

Parti-
cipants Hours: Trainer
8 10 Child Care
Centers
12 18 Individual
113 170
70 20 INEC (3)
8 10 OEF
78 30

(2) ASDELA - Asesoria para el Desarrollo en Latinoamerica

(3) INEC - Instituto Nacional de Estadistica y Censo

(4) EXISA - Private company that sold cash registers

(5) COPROYECTOS - Private company that conducted marketing survey
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Most of the materials used in all of the above-mentioned trainings
were either prepared by the collaborating organization or the individual.
Project staff played a vital role in providing the basic framework of
the training and the necessary modifications to fit the specific needs
of Tarqui.

As can be noted the training in the different areas has been quite
extensive and covered many areas. Activities in each of these areas

and their impact are summarized below.

1. Human Development

Th2 human development training has been dedicated to improving the
capabilities of the Tarqui residents to work together in community
action. The areas covered have been group dynamics, motivation, sen-
sitivity toward others, problem solving, etc. The methodology imple-
mented has been participatory. The major impact that this training
has had is the change in attitude, so that many more residents now
openly express their opinions and do something about it and have
become much more action oriented. Also they have seen and experienced
the benefit of doing things jointly and not individually. The training
in human development was designed to reach as many residents as possi-
ble. A total of seven different groups received this training, for a
total of 524 participants in 335 hours of training. Besides this, 34
leaders of the community participated in an intensive 24-hour retreat/
seminar where all the aspects of leadership philosophy, characteristics,

responsibilities, concepts, etc., were covered.
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2, Organizational Development

This training was designed to unify the different groups within
the cooperative and even some outside the cooperative, to effectively
plan and execute their specific activities. The specific areas of the
organizational development covered were: setting of objectives; dele-
gatlon of responsibilities, human relations, leadership, group dynamics,
problem solving, etc. The effectiveness of this training was most
noticeablé with the group of employees of the cooperative, a majority
from the market, because of their immediate application of what was
learned. 1In many ways the success of the market has been the teamwork

exercised by the employees.

3. Cooperativism

This training has been especially significant because many members
of the cooperative and the community thought that they knew cooperativism
through their experiences with the three housing cooperatives that form
the community. But to their surprise, they really knew very little
and were yery willing to learn what and how true cooperativism works.
Because of the nature of the topic of cooperativism it was necessary
to relate it to the human development training, and in this way the
presentation was much more dynamic and participatory. Group dynamics
was very useful in getting the participants to analyze and present
a consensus opinion on whatever topic arose that concerned cooperati-
vism. The basic areas of cooperativism covered were: philosophy
of cooperativism, how to form a cooperative, cooperative organization,

Cooperative management and finances, cooperative education, etc., This
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program was presented during the evenings, which was the most convenient
time for the residents, but which also limited participants., As a re-
sult, only 110 members got a well rounded exposure to true cooperativism.

More specific cooperative training was offered to the Board of
Directors and Oversight Committee, the main bodies that govern the
cooperative.

4., Child Care

The training in this area focused on creating an awareness of
what 1s encompassed in caring for children within the framework of a
child care center. Because of the possibility that the community
could have a very active participation in the development and operation
of the child care center, the cooperative formed a child care committee
made up of eleven women from the community. The group first participated
in a recreational therapy program that exposed them and some volunteers
of SEGESVOL to various methods of educating pre-school children with
very simple educational materials.

This eventually led to interest in sponsoring a health education
program for some mothers of the community, along with basic nutrition
and infant care. Also an aspect of child psychology was touched.

Because of this group's intense interest in learning about child
care (mostly because of employment motives) OEF arranged for a repre-
sentative of High Scope Educational Research Foundation to conduct
a workshop with this group and some volunteers of SEGESVOL covering
the implementation of a child care center and all of its intricacies.

The experience provided some basic knowledge of how to set up a child
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care center, including administration, programming, and service to the
community. Based on this framework, the child care committee acquired
some practical experience that has allowed it to recommend ideas most
adaptable for the children of Tarqui.

5. Communications

Specific training in communication was emphasized because it was
one of the most serious problems confronting the success of the project.
Lack of appropriate communication created numerous misunderstandings
among members of the community. In general terms, communication was a
basic topic for all of the groups within the cooperative; but because of
"supposed" lack of information (disinterest and apathy), a communications,
publicity, and public relations workshop was conducted with the participa-
tion of 28 students from the community. The idea was that this group
would form a publicity committee to publish a monthly newsletter. This
became a reality for only one issue. This issue stimulated interest
and helped resolve séme misunderstandings; but because of other commit-
ments, these students no longer wished to continue. As a consequence,
it was decided to form a new group to publish amonthly newspaper not
only for the cooperative but the whole community, thinking that as the
Project ends this will generate some strong support for the cooperative
in the future,

6. Business Skills

This training was designed to provide some technical skills to
the key people within the cooperative, especially the employees and
the leaders. This training has provided the backbone that has allowed

the cooperative and especially the market to function professionally,
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Training has been conducted in management, marketing, accounting,
including small business administration. The participants have responded
very well, which is evident in their ability to effectively manage the
market in all of its aspects.

7. Other Training

Other training has been provided in surveying skills and evaluation
skills. Both of these areas have been highly participatory. The
specific areas covered in the survey training were: information needed,
design of questionnaires, interviewing techniques, tabulation, etc.

The specific areas covered in the evaluation training were: evaluation

design, data collection, and analysis,

ITI. ANALYSIS OF PROJECT IMPACT

The overall impact of the Tarqui Project has been significant in
the community, on the women of the community, SEGESVOL, the government
of Ecuador, USAID/Ecuador, and OEF. The impact on each one of these
groups has depended on the specific needs and/or interests of each one.

In general, the impact has been positive.

A. Community

The impact of the project on the community has been in social,
cultural, and economic terms. It has been most evident in relation to
the problems that previously existed in the community, The problems
ldentified when the Tarqui Project was originally conceived are listed
below. These problems were identified in an intensive analysis of the

low-income housing project that formed the community and other data
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related to the problems of poor urban communities in Quito.

1. Excessive individualism, which prevented the people from
working together effectively.

2. Lack of leadership and group skills needed to develop the
community,

3. Limited access to goods and services (the center of GQuito is
one hour away by bus).

4. High cost of food and raw materials for making clothes. and
household goods.

5. Insufficient income to provide for the basic human needs of
the family (food, health, housing, clothing, and transportation).

6. Sources of employment are too far away from the community,

7. Lack of income-generation skills and/or vocational training.

8. Poor utilization of women's skills and potential,

9. Lack of child care facilities.

10. Lack of health facilities.

11. Poor nutrition due to limited purchasing power and access to
market places.

12. Young people out of school, unskilled, and unemployed,

Because of the Tarqui Project many of these problems have been
overcome to some degree. Since most of these problems are the result
of social, cultural and economic conditions existing in the community,
an analysis of the solution to some of these problems is summarized

below.
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1. Social and Cultural Impact

More than 500 residents (see chart on pages 40-43) of the Tarqui
community have been able to improve their capability in the development
of thelr community. Many individuals have developed a more positive
self-image and a greater self-confidence leading to higher aspirations
for themselves and their families.

Through participation in the Tarqui Project, these residents
have been exposed to a variety of training such as human development,
organizational development, communications, cooperativism, etc.,
which has helped many of them to resolve some of the basic problems
of excessive individualism and lack of leadership and group skills.
Also, because of the legally constituted cooperative, the community
has a mechanism that will permit it to be recognized and taken into
account for future assistance in the development of the community,

Also, through the cooperative, the community has been able to
use to a greater extent the public and private resources available.
This has led to improvements in the health, nutrition, education,
and recreational opportunities for the community. The women also
have taken a much more active role in the activities in the community
as well as in their families (see chart on page 53).

2. Economic Impact

In general economic terms, the project has allowed the 10,000
residents of Tarqui and 3,000 residents of the surrounding neighborhoods
to better utilize their income. This has become possible by increasing

the purchasing power through decreased costs in transportation and



-51—-

basic food products. Real purchasing power has increased by 20% as a
consequence of the market. For example, preyiousiy, the typical family
in Tarquil spent 2,000 sucres a month of food costs. Now with the market
in the community, costs have decreased by 10% because of the elimination
of many middlemen. Previously, the family made its purchases on a
weekly basls and had to spend 50 sucres on transportation. So, overall
200 sucres were saved on the lower costs, and 200 sucres were saved on’
transportation. Also more than 300 families have been able to supple-
ment their family income as a result of the women's participation in

the skills training. Furthermore 30 families will have acquired direct
and indirect employment opportunities as a result of the formation of
the Tarqul Cooperative. The supplemental income for these families

has increased by an average of 25%.

The typical family in Tarqui earns approximately 6,000 sucres a
month. The women who participated in the skills training were able
to earn approximately 1,500 sucres to supplement the family income,

As a result of the project, the increase in purchasing power and
Income is expected to grow as the residents of the community build on
the skills, experienres, self-confidence and marketing capability
acquired.

With a well run cooperative of 400 members, the residents will
be able to access a wider variety of goods and services than was
possible to develop during the life of the project. With the imminent
initiation of the child care center, between 60 and 100 families will

be benefited.
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Although the projert was only able to train 302 people of the pro-
Jjected 500 in the skills training, at least the mechanism--the vocational
center of the cooperative--will be able to continue providing this service.
And if the center's contacts with the private and public sector
become effective this service should expand.

Even though 25 residents of the community were not clearly identi-
fied as trainers in the different skills areas or the human and community
development skills, at least 15 women are currently helping the teachers
of the vocational center as assistants and could probably become the
future teachers. Also there are at least ten members of the cooperative
capable of becoming trainers in cooperativism and certain aspects of
human development if the cooperative should decide to continue this

type of training on its own or with the help of some organizations.

B. Women

The Tarqui Project, even though designed as an integral urban
community development project, has provided a direct benefit and impact
for the women of Tarqui. Also their active participation in most of
the activities has been significant.

Due to the fact that Tarqui is a "bedroom" community where most
of the men are employed outside of the community, it is the women who
are the "pulse" of the community. Because of the structure of the
Ecuadorian society, which Tarqui reflects, the men are the figure-head
leaders of the community, but it is the women who really make it
function. This same fac or has been observed during the life of the

Tarqui Project.



53

In the different components of the Tarqui Project, it has been

the women who have actively participated, as is indicated by the following

data:

Of the 400 members of the cooperative, 257 are women (64%).

0f the 85 founding members of the cooperative, 43 are women (51%).
Of the 34 participants in the leadership sessions, 14 are women
417%) .

Of the 24 original elected leaders of the cooperative, 6 were
women (25%).

O0f the 15 employees of the cooperative, 9 are women (60%).

Of the approximate 550 daily clients of the market, more than

450 are women (82%).

Of the 302 participants in the vocational center, all were

women (100%).

Of the 38 participants in the production workshops sponsored

by the cooperative, 34 were women (89%).

Of the 5 teachers of the vocational center, all were women (100%).
Of the 12 members of the child care committee, all are women (100%).
Of the 70 participants in the original survey of the community,
approx:imately 50 were women (71%).

Of the 525 participants who received human development training,
434 were women (83%).

Of the 72 participants who received organizational development
training, 43 were women (60%).

Of the 137 participants who received cooperative training, 83

wvere women (617%).
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e Of the 134 participants who received communications training,
74 were women (55%).

e Of the 80 participants who received business skill training,
45 were women (56%).

e Of the 113 participants who received child care and health
training, all were wouen (100%).

e Of the 8 participants in the evaluation training, 4 were
women (50%).

e Of the 34 permanent or occasional consultants o. the project,
17 were women (50%).

e Of the 20 volunteers who participated in the project, 14 were
women (70%).

Initially the first contacts made with the women of Tarqui indi-
cated that their main activity in the community was mostly confined
to the household chores. Their participation in community activities
was very limited because of established cultural patterns. These
limitations were most notable in:

1. their lack of participation in seeking solutions to the many
social and econonic problems of the community;

2. their ignorance of their importance, capabilities, and resource-
fulness;

3. their lack of self-confidence, which hindered the change in
attitude, behavior, and personal development which was necessary for
their more active participation in the daily development of the commu-

nity.
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Nevertheless, when the training activities of the Tarqui Project
began to take effect, it was possible to observe a positive change in
the attitudes of the women. They began to express their opinions and
exchange experiences within the different groups that they partlcipated
In. The women as well as the other participants slowly started to
understand the importance of group dynamics to the point that their
participation became much more productive.

Through the different courses offered by the Tarqui Project the
women were able to recognize their capatilities and values, which
provided the self and group confidence that contributed to the socio-
economic development of the community.

Likewise, when women were given the opportunity to develop some
economic skills, they were able to recognize their creative ability,
vhich allowed them to demonstrate the acquired skills on an individual
or group basis. An example was the formation of various production
workshops in handicrafts and knitting, which allowed the women cf
Tarquil to prove their economic capabilities to themselves and the
community.

The opportunity to participate in the human development training
allowed the women to be active participants instead of mere observers.
In that way they were able to carry out certain group activities that
helped achieve a purpose. As the women's capacity to be effective
leaders grew, their organizational abilities became apparent on various
occasions, helping to solve problems and channel concerns of different
groups.

This new leadership aptitude of the women demonstrated in various
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direct and indjirect roles their contribution to the development of the
community. They have hecomeé much more aware and expressive of the
needs to resolve the problem of the excessive individualism that is
the more serious problem in the community.

Their observations of the various other problems that exist have
been well taken and consequently this new interest has helped create
a new Image in the community.

As can be noted the women of Tarqui have played a very vital role
in the success of the Tarqui Project and the soci6-economic development
of the community. They took good advantage of the social and economic
opportunities that arose from the Tarqui Project. They continue their

active participation in a much more integrated manner.

C. SEGESYOL

SEGESYOL, the Ecuadorian counterpart organization, has played a
very important role in the development of the Tarqui Project. However,
it was not the role originally contemplated. Initially it was thought
that SEGESVOL would be able to take an active participation in the
development of all the aspects of the project; however, due to personal
limitations, especially of time, this was not possible. It was hoped
that SEGESVOL would acquire the necessary skills and experiences to be
able to develop a similar project in the future. Instead its role has
been that of a resource and contact broker. This role is probably the
most appropriate for SEGESYOL, considering its limitations. But because
of the prestige it has acquired through the success of the Tarqui

Project, its services are highly in demand, to the point that the
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Instituto Nacional del Nino y la Familia is virtually demanding that
SEGESVOL directly administer the Tarqui Child Care Center and continue
to assist the community.

This situation has of course had =2 impact on SEGESVOL, so that
it is currently realizing that it is goilng to have to restructure the
institution to eventually provide some sort of technical service direct-
ly to the poor, whether it be through a resource connection, training,

.or a direct participation in the community.

D, Government of Ecuador

Since the Tarqui Project has been a model it is hoped that many
of the components would be someday duplicated.

From the beginning of the project the participation and support
of the government has been very good. Many local and national govern-
ment agencies have collaborated in one way or another. Listed are
some of the most active:

~- Municipality of Quito: donation of the land for the market,
vocational center and child care center.

-= National Housing Board: donation of the building plans.

== Instituto Nacional del Nino y la Familia: construction and
equiping of the child care center.

~- Public Health Ministry: donation of a health educator and
a social worker for the health education program.

—-- Unidad Ejecutora de Obras Emergentes: promise of the financing
for the vocational center.

==~ Ministry of Welfare: community and SEGESVOL participation in
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child care training.
-— National Cooperative Board: assistance in the formation of

the Tarqui Cooperative.

Ministry of Education: donation of one teacher for two years
for the vocational center.

-- Consejo Provincial de Pichincha: leveling and grading of land
for the market.

The main impact that this project has provided for the Ecuadorian
govermment is that it has restored the government's faith in working
directly with communities in a non-paternalistic way. Although govern-
ment representatives now feel that it can be done, the logistics of
doing it are much more complicated for them because it requires a
commitment both in human and economic resources by the governing agency.
This will probably hinder any possible duplication of certain components
of the project. Also the current economic condition of the country

may also prevent any type of duplication by the government.

E. TUSAID/Ecuador

The impact that the Tarqui Project has had on USAID/Ecuador has
been very favorable because its results fit into AID's overall country
strategy. Many of the components of the Tarqui Project will be utilized
in the up-and-coming Solanda Housing and Urban Community Development
Project currently being planned just across the road from Tarqui and
possibly in a secondary cities project. Initial transmitting of the

experiences of Tarqui occurred during a three-month letter-grant
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agreement for OEF tc assist the Pundacion Mariana de Jesus in the
design and deyelopment of the social service program of the Solanda

Project.

F. Overseas Education Fund

For OEF this project has proved very satisfying because it was OEF's
first major project that involved both social and economic components
benefiting a community. Although the Tarqui Project dealt with a
community, the main beneficiaries and participants have been the women
of Tarquil (see page 52 for the impact on women). It shows that OEF
can reach its target group--women--through projects that are developed
through mixed groups.

Also this project has shown that OEF is capable of using its
expertise in human development to produce positive results in economic
developrent, as evidenced by the success of this project. It should
be noted that the project was very well designed, so that OEF could
achieve its goal of improving the social and economic situation of

women through an integrated community development project.

IV. CHECKLIST FOR CONTINUITY OF PROJECT ACTIVITIES

Since the Tarqui Community, through the community development
cooperative, and SEGESVOL are the major vehicles of the Tarqui Project
which will continue to be involyed in the activities established, the
following recommendations are made to help guarantee the continuity
of these activities. Listed below are some specific recommendations for

the different activities Initiated by the project.
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A. Tarqui Cooperative

1. TFor the Tarqui Cooperative, it is imperative that it acquire

the full support of the community. Although the cooperative is supported

by many residents of the community, it is necessary to get the full
backihg of everyone. The base that the cooperative has acquired from
the project could permit it to be the main economic and social force
In the community; however, this cannot be achieved unless the communi-
ty as a whole unites behind the cooperative. Even though numerous
attempts have been made to inform the people of the potential benefits
of the cooperative, any notable impact has been minimal because of a
high degree of apathy that is typical of urban communities in Quito,
As the project is ending, an attempt to publish a community newspaper
could be a solution, especially if the newspaper includes the partici-
pation of all of the different groups of the community., Also this
newspaper would cut down on rumors and inform the populace of the many
unseen activities of the cooperative which very few people know about.,
2. Another way of assuring the support of the residents of the

community is by initiating an effective membership campaign that would

not only increase the human resources of the cooperative but also help
capitalize the institution.

3. Much of the mistrust in the community of the cooperative and of
cooperatives in general is that many of the same people are involved in
everything. So, as a means of decentralizing many of the activities,

- a certain flexibility and confidence should be extended to allow a

much more active participation by the general membership in the

actual and future activities of the cooperative,



-61 -

4. Probably the most important recommendation of all but the
most difficult because of both time limitations and funding restric-

tions is to maintain an on-going cooperative and human development

training program so that not only the members of the cooperative but

also the residents of the community can better understand the philo-
sophy of cooperating together for mutual benefits. If this concept

is not understood, the probability of future expansion of services

and continuity is diminished. Special emphasis could also be placed
on preparing future leaders of the cooperative. If the cooperative
could acquire some funding, the Ecuadorian Cooperative Institute would

probably be able to provide the necessary training.

B. Market

1. Since the market is the key element of the cooperative and
the service that reaches the most people, it is imperative that this
Component continue. From an economic point of view, the key to success-
fully operating a self-service market is volume sales. Therefore,

attracting more customers to the market is essential. This can be

done through increasing the cooperative membership, informing
people from the surrounding neighborhoods about the market, advertising,
etc. Because of the design of the market, sales could potentially
double using the same floor space and personnel.

2. Inasmuch as the market has had to expand, it is recommended
to build an annex in order to expand the product line to include a
wider variety of non-food products such as clothing, household goods,

and pharmaceutical products. Having a large variety of products will
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stigulate sales because of the customers' confidence of acquiring any
needed product at all times.
3. Another mechanism that the market could use to increase sales

is by providing complementary services to the market such as the sale

of prepared foods. Even though this component has been contemplated
from the beginning, it will not be a reality until the end of the pro-
iect. It can, if well operated, attract more people to the market.

4. Because the cooperative in general and the market in particu-

lar do not haye any debts, it is advisable to take out bank loans to

Increase inventories and make volume purchases to lower costs. Pro-
viding a constant supply of all the basic products will stimulate
sales Lecause of the customers' confidence of acquiring any needed
product at all times,

5. And lastly, but probably most important of all, the market

staff must continue to work together as a team. Their team work has

been the key thus far to the success of the market; thevefore, this
effort must continue in order to vifectively manage the market, cut
costs, and maintain a good image and rapport with the customers.

Proper management will guarantee that the market will continue providing

greatly improved service to the community.

C. Skills Training

1. In the coming months a new vocational center is to be built.

This new vocational center will provide sufficient space not only for

classrooms and workshops, but also for a small supply store, an exhibition

hall, and one or two small industries for the cooperative.



-63-

2, If the new vocational center should become a reality, the new

forms of the skills training should be much more production- and less

personal-enrichment-oriented. The center should be utilized as an

income- and emplbymenf—generation'mechanism.

3. The skills training courses should be much shorter in duration

and more practical and specific in substance.

4. The cooperative should continue charging for the courses so

that people take these courses more seriously. Less emphasis should be
placed in a diploma and more emphasis in acquiring a respectable market-
able skill,

5. The courses should be designed to meet the employment and
skills needs of local manufacturers and product needs of the Tarqui

Market. Perhaps even a job placement service should be created.

6. The cooperative should seek agreements with local manufac-

turers to provide technical training for groups of members of the

cooperative so that they can eventually be trainers/teachers in the
vocational center.
7. 1In order to assist the participants in the different courses,

the vocational center should maintain a small supply store with all

of the necessary raw materials.

8. Also some sort of credit or scholarship mechanism could be

established to allow the most needy members of the cooperative to
participate.
9. As a complementary activity to the income- and employment-

generation emphasis, training should also be provided in basic business

principles so that people wanting to start a small business could also

acquire some basic business know-how.
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10. As an additional service, the yocational center could act as
a talent bank for the business community of Southern Quito. This could
be accomplished by establishing agreements with the business community

so that the talents of the community could be employed.

D. Child Care
1. When the child care center is eventually completed it is very

Important that the community have an active participation in the day-

to~day activities. With this in mind, it has always been the idea of

the project that SEGESVOL and the Cooperative jointly operate the

child care center. Because the women ¢f the child care committee have
recelved a contlnuous exposure, both in a theoretical and practice sense,
to child care needs, these women should be given the first opportunity

for the Jobs in the child care center.

E. SEGESVOL

1. SEGESVOL should continue assisting the community but specifically

in the child care center. Since the Instituto Nacional del Nino y la
Familia has stated that SEGESVOL should be responsible for the Tarqui
Child Care Center, the relationship.between SEGESVOL and the community
should be long-term.

2, As a matter of policy and based on the assumption that SEGESVOL

and the community will jointly participate, the child care center should

be operated as an integral part of the Tarquil Cooperative. In other

words, priority of the child care service should be given to the
children of the working mothers and participants of the wvocational

center who are members of the cooperative.
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3. Also, if the philosophy is kept in mind that the child care

center will be taken much more seriously if the psrents of the children

attending have to make some sort of economic contribution, it is much

more probable that the center will provide a much better service.

4. The parents should be actively involved in the early childhood

development process. The child care center should be thought of as a

learning environment and not just a depository for children.

5. The cooperative with SEGESVOL's assistance should seek continued

technical assistance to prepare and implemeni an educational program

that is most appropriate for the children of Tarqui.
6. If more than the designated number of chiliren request child
care services, the child care center should be muiified to establish

a home-based child care program, whereby the center is used for specific

group recreational, educational,and medical activities. Identified
homes in which the children are placed during the other times of the
day could be utilized for feeding, resting, and small-group purposes.

7. The child care center should be permitted to receive the

children of the community on a temporary basis for specific reasons

such as emergency, illness in a family, etc.
8. With the assistance of SEGESVOL, the child care center should

seek assistance in acquiring economic resources. Even though the

Instituto Nacional del Nino y la Familia will provide a certain amount
of funds to equip the child care center, normally, this level is
not sufficient to provide all that is necessary.

The recommendations expressed have been discussed with the leaders
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of the Tarqui Cooperative and SEGESVOL. The general consensus is that
everyone wishes to continue with what the Tarqui Projecc began. However,
certain limitations may prevent further development, but in any case
both the Cooperative and SEGESVOL have committed themselves to finding

the way to continue and expand what has been started.

V. IMPLICATIONS FOR FUTURE PROJECTS

With the end of the Tarqui Project it is important to identify
some implications that could be useful for future projects in Ecuador

and other countries.

A. Securing Govermment Approvals

Project designers should not underestimate the time that can be
lost by bureaucratic delays. Many of the delays of the Tarqui Project,
in the market, the child care center, and the vocational center, arose
because of the length of time needed to fulfill the requirements of the
local and national governments. More than a year was spent waiting
for the completion of the land transfer, which delayed work on market
construction. As the project was ending a similar situation arose
with respect to the vocational center. The project designers did not
anticipate the problems that would be caused by these delays. It may
be necessary in future projects to include a longer and more realistic
period of time for thils task at the beginning of projects where govern-
ment’ approval 1s needed. An assessment of the time other organizations
have spent in this process as well as an understanding of cultural

variations would be ways to improve the implementation plan.
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B. Local Contribution

Operational Program Grants require organizations to contribute
20% of the total costs of the project. These contributions take many
forms, including the estimated value of volunteer labor, donated
equipment, office equipment, office space, etc.

In the Tarqui Project, the community and SEGESVOL originally
were to contribute a total of U.S. $81,074 in volunteer time. Included
in this total was U.S. $9,600 representing 3,840 person-hours for
‘construction of the market.

The time for market construction was not contributed for a variety
of reasons, though other contributions have been made which compensated
for it. For instance, the community's efforts to cut costs of construc-
tion by acquiring the donation of the land leveling and grading was
estimated at a value of U.S. $10,000. Also, local banks and companies
donated office equipment, materials, and machinery for specific purposes,
once the project was underway.

It may be that in calculating the in-kind local contributions
some flexibility should be given to enable planners/director to
change the nature of the contribution during the life of the project.
As it becomes apparent that one type of contribution is unrealistic,
such as the expectation of volunteer labor for construction, another
can be substituted. This appears reasonable, as many local groups

will contribute to proven, on-golng projects.
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C. Training in Human Development

Human development training has been a particularly positive feature
of the project. Integrating this training into other training (coopera-
tives, child care) appears to be more svccessful than offering isolated
courses,

Use of local consultants particularly in human development training
has been successful in Ecuador and should be considered for future pro-
Jects. They are competent, inexpensive, and still available after

the project is officially on its own.

D. Unintended Consequences

Unintended consequences from a project are inevitable. In Tarqui,
for example, two small groups of people have been negatively affected
by the market. Market construction forced about a dozen local women
to move their prepared food stalls and lose some business. A second
group were the women who came to the community every Friday to sell
vegetables in the open-air market. These women eventually lost their
clients as the market began to undersell them. They finally had to
move to another community.

The project has de 1t creatively with the first group by building
them the stalls next to the market as a complementary activity. The
second group is now serving another community and is no longer affected
by the Tarqui market.

It is important to remain alert to a project's potential negative
as well as positive effects and not be too narrow in the focus of the
Project, and incorporate the potential effects as an integral part of

future projects.
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E. Type of Collaborating Organizations

The nature of the organizations involved in providing development
assistance to low-income groups 1s extremely important. Voluntary
organizations such as SEGESVOL may be unable to fully carry through
their original commitments. This is particularly so if the organization
has little history as a dedicated and committed corps of volunteers.

It may be more profitable in the long run to pay for services than to
rely on volunteers who are not committed.

Further, the type of organization created within a community is
extremely important. Originally, the Housing Bank created three housing
cooperatives for the Tarqui community. Over the years they have grown
into independent: groups and are in fact part of the reason for a split
within the community. As a result, it becomes more difficult to create
a new organization based on cnoperation of the entire community.

The need to cénsider the implications of the Tarqui Project is
very important if future projects are going to be developed in Ecuador.
Even though many of the implications could apply elsewhere, the impli-
cations mentioned apply directly to Ecuador. Hopefully these considera-

tions will be taken into account in the future,
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"APPENDIX

A. PROJECT BACKGROUND AND CHRONOLOGY

The Tarqui Project was a complex project, with the various activities
occurring simultaneously. It is important that the reader understand
both the background and the chronology of the project so that its accom-
plishments are appreciated in a proper perspective.

In May of 1978, OEF's project developer for Latin America traveled
to Ecuador and visited SEGESVOL (Secretariado General de Servicio
Voluntario) to investigate the possibility of jointly developing a pro-
Ject in Quito. In conjunction with the President and Coordinator of
SEGESVOL, she began analyzing what kind of project could be developed.
Since 1970, OEF had been providing technical assistance to SEGESVOL, but
now it was time for SEGESVOL to embark on a project directly benefiting
low-income communities.

Based on a conversation with the Director of Social Research of
the Ecuadorian Housing Bank, the Tarquf Community was recommended as
an ideal site to develop a project. ¥irst of all, the Tarqui Community
had been created by the Housing Bank as one of the first low-income
housing projects in Ecuador. Secondly, it is a community situated in
the outer limits of the metropolitan area of Quito, where very few
soclal services and sources of employment existed.

In a general meeting attended by 500 members of the community,
the possibility of conducting a project was presented. Since the
support of a community was vital, it was the community that provided

the basic components based on their most important needs. Because
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of being so separated from most services, the community indicated that
its most important need was that of a market place, but one that could
provide a variety of food products and other tasic goods at low cost
and acceptable quality. Secondly, they indicated a need to provide
some sort of skills training and incomc generation for the women and
young people of the community. Thirdly, since the population of the
Tarqui Community is relatively young, many of the women have small
children. Because many of the families come from the provinces of
Ecuador, they had nobody who could take care of the children, and
therefo;e the idea of a day care center interested them.

With the three components in mind, OEF developed the Tarqui
Project, which became operational in April of 1979.

With the initiation of the Project, probably the most important

aspect was the necessity of acquiring the direct participation of the

community and SEGESVOL in the day-to-d=y development of the project.

In coordination with SEGESVSL and its volunteers, introductory
meetings were conducted first with the community leaders and secondly
with the general population of the community. Also meetings were
conducted in the 11 different blocks of the community to answer specific
questions about the prolect. To reinforce these meetings a project
description was prepared and distributed to the 1,000 families of
the community.

It was necessary to also inform the local authorities such as
the Municipality, Ministry of Social Welfare, and affiliated organiza~

tions of SEGESVOL of the Tarqui Project. Their initial support provided
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the necessary motivation that got the project rolling.,

To get a clearer consensus of the community's needs, a survey was
conducted. Since it is many times very difficult to acquire the correct
information and because of OEF's emphasis on participation, it was
decided to involve the community in the survey. In August 1979, with
the assistance of a private consultant and the Instituto Nacional de
Estadistica y Censos, 70 volunteers from the community participated in
a 10-day, 16-hour training session to learn low to conduct and how to
design the survey to conform to the reality of the community and the
general objectives of the project. The survey was conducted with a 45%
sample of the community's families; and according to the leaders, the
data appeared very valid.

With a much clearer understanding of the community, it was now
time to create the mechanism that would satisfy some of the community's
needs. With this in mind, it was decided jointly that a Cooperative
be formed. Since the objectives of the project were based directly
on the community's needs, not just any cooperative could be formed.
After consulting the Direccion Nacional de Cooperativas, it was
decided that a community development (multiservice) cooperative be
formed.

Since two of the major components of the Tarqui Project, the market
Pluce and day care center, required buildings, it was imperative to
acquire municipal land for this purpose, Therefore, in order to save
time, community leaders (Coordinating Committee) and program staff

‘jointly requested the donation of two lots, one for the market place
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and one for the day care center, from the Municipality of Quito.

During this same time period, the Instituto Cooperativo Ecuatoriano
(ICE) programmed a year-long intensive training program in cooperativism
and human development, with an initial emphasis on how to form a cooperative.
With ICE's assistance the cooperative was legally formed with 85 founding
members in March 1980 under the name "Cooperativa de Desarollo Comunal
Tarqui;" The cooperative now replaced the coordinating committee as
the community mechanism for developing the market place, the day care
center, and the skills training.

In the first general meeting conducted by the Cooperative, 24
leaders were selected, of which seven were women. Their first activity
was to name a manager to start implementing, jointly with the staff of
the Tarqul Project, all of the necessary activities to officially and
legally create the market, the vocational center, and the child care
center.

Because of delays in the donationsof the land for the market and
child care center, it was jointly decided to initiate the skills training.,
However, before the skills training began, some sort of relationship
between the women of SEGESVOL and the community had to be established.
This relationship was considered necessary because of SEGESVOL's initial
interest in working directly with the community. Considering "el media,"
1t was decided that SEGESVOL sponsor a reception for the women of the
community. This reception joined 45 women from the community and 15
volunteers from SEGESVOL. This activity lead to the first skills training

workshops conducted as part of the Tarqui Project, In these first
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workshops, conducted by volunteers of SEGESVOL in November and December
of 1979, 48 women from the community participated in the production of
Christmas decorations. These workshops resulted in an exhibit that
visibly showed the first positive effects of the Tarqui Project,

As the delays for the donation of land continued, a much more
formal skills training program was organized. However, this time it
was structured as a Vocational Center to insure future continuity,

Since the Cooperative had now hired some employees it was able to formal-
ize the new Vocational Center that opened in May 1980 with 57 participants
in two dressmaking classes taught by a teacher whose time was donated

by the Ministry of Education.

In June, the donation of the land for the market and child care
center was finally approved. Now the cooperative began preparing the
building plans and selecting a contractor. Finally, construction was
begun in August 1980.

Since the Cooperative was growing in membership and the cooperativism
and human development training was providing some very positive results,
it was éecided that a leadership seminar be conducted. This seminar
was conducted over a weekend. Thirty four members of the cooperative
participated, including 15 women.

As a result of this seminar, the leaders of the cooperative held a
secord annual meeting to determine a capitalization program whereby the
membership would voluntarily start accumulating funds for the cooperative.
This proposal was overwhelmingly approved.

Now that the land for the market and child care center had been

donated, the cooperative formed a construction committee of three members
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and a child care committee of four members to oversee these activities.
The construction committee was responsible for negotlating the building
contract and supervising the construction. The child care committee
was responsible for assessing the child care needs of the community and
becoming trained in this area.

The child care committee and four SEGESVOL volunteers participated
in a 12-week, 40-hour child care recreational therapy workshop sponsored
by UNICEF and the Ministry of Social Welfare. This workshop lead to
wveekly training meetings of this committee, which continue to this day.

In an effort toinitiate some sort of practical experience, the
child care committee, with SEGESVOL, sponsored weekly health education
seminars for the mothers of the community, with the Ministry of Health
donating the services of one health educator and one social worker.

Also CARITAS provided powdered milk as part of a nation-wide nutrition
program.

As the new Vocational Center of the Cooperative expanded with
additional classes, it was evident that two major problems had to be
resolved. The first had to do with the small children whom the parti-
cipants brought to the class because they had no one who could care
for them at home. Therefore, with the voluntary participation of the
child care committee, a temporary program wasprepared for those children.
In this way the women were able to better profit from the skills training
classes. The second problem had to do with lack of space. With the
expansion of additional skills training classes owing to increased
community interest, the community center originally projected for

this purpose was too small. And since the project had not contemplated
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funds to buildAa Center, SEGESVOL and the Cooperative started making
local contacts. Fortunately, a Presidential Commission, the Unidad
Ejectora de Obras Emergentes for Quito, had just been formed; and
although it had originally rejected a construction propvsal, the poten-
tial service that such a center could provide was finally seen. This
commission finally agreed to finance the construction of a 12-classroom
vocational center.

During this time, the cooperative selected the building contractor
for the market. Because of rising costs, the original project budget
was insufficient to cover the building cost, so it was necessary to
seek local assistance. The Consejo Provincial de Pichincha agreed to
do the land grading; and the building contractor, because of his goodwill,
agreed to build the market almost at cost; and the community offered
its voluntary assistance. Construction began in August of 1980,

Because of the internal restructuring of the Instituto Nacional
del Nino y la Familia, the Ecuadorian government agency responsible
for the construction of the child care center, the child care committee
of the cooperative continued meeting and analyzing the child care
situation of the community and providing a nominal child care service
for the children of the participants of the Vocational Center. Guidance
from one of the foremost preschool education foundations was arranged
by OEF headquarters. Mr. David Fisk of the High/Scope * Educational
Research Foundation conducted a three-day, 24-hour seminar/workshop
for nine members of the child care committee and four volunteers of

SEGESYQL. This seminar helped the child care committee clarify the
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type of child care most suitable for the Tarqui Community. As a result
of this seminar, a meeting was conducted with the First Lady of Ecuador
and the President of the Instituto Nacional del Nino y la Familia. This
meeting finally lead to the allotment of funds for the construction of
the child care center.

In an attempt to acquire experience in the marketing of food products,
during the construction of the market, the cooperative formed a marketing
committee responsible for conducting a weekly outdoor market. The
cooperative went to different producers around Quito purchasing mostly
fruits and vegetables for sale in the community in eight outdoor markets.
This experience provided a wealth of knowledge about the actual marketing
system that currently exists in Quito.

As the construction of the market was nearing its completion, it
was necessary to start selecting personnel. The selection process was
based on the criteria of: membership in the cooperative, participation in
the activities initlated by the Tarqui Project, knowledge of the specific
job skills, attendance in cooperative training, and up-to-date payment
of cooperative fees. The nine persons selected as employees, jointly
with the leaders of the cooperative participated in the selection of
equipment and merchandise for the market. Also, with the technical
assistance of a manager of a local supermarket chain, the cooperative
learned the proper methods of supermarket merchandising and administration.
Finally in April of 1981, almost two years after the project started,
the market became operational.

From the very beginning the market was a success. Sales were
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above expectations and it quickly became necessary for the cooperatiye
to increase the number of its personnel. Although a majority of the
people from the community supported the market there were some who
resented the type of market created. Since there exists an enormous
scarcity of employment opportunities in the community, some people
expected a traditional market with stalls. But since the project's
major objective was to provide a self-help service reaching the greatest
number of people possible, most would not increase their earnings
directly, though they would certainly sav: because of the cheaper
costs of food products and other basic goods that the market provided.

This misconception and subsequent rumors lead to a conflict regarding
the land donated to the cooperative. The cooperative utilized only
half of the land for the market and wanted to use the other half for
the construction of the vocational center, which the Unidad Ejecutora
de Obras Emergentes for Quito had offered. However, the people who
lived in front of the projected site opposed the construction because
they wanted it as a park. This situation somewhat polarized the commu-
nity. In an attempt to reach a peaceful solution and reunify the
community, the Municipality offered another site in exchange for the
current one. The cooperative accepted this offer; but until this day,
that offer has not become a reality because of bureaucratic red-tape,
even though it appears it will become so, but only aftes the project
has ended.

Diring this time period the Vocational Center continued to operate
normally with anywhere from three to five skills training courses in

dressmaking, handicrafts, and knitting going on at all timee. During









needs of each group. Although it was anticipated that members of the
community would be trained as trainers in the areas of cooperativism
and human development, this was not possible due to limitations of
time for most of the potential trainers.

As sales increased in the market, the complexity of managing
this type of enterprise grew, and it became necessary to improve the
managerial skills of the manager and assistant manager of the cooperative,
The Catholic University was offering a one-month, 40-hour extension course
In management and marketing, so these cwo key employees participated.

The skills that they acquired in that course have been demonstrated in
the improved day-to-day management of the market.

With the restructuring of the Instituto Nacional del Nino y la
Familia, the order to start construction of the child care center was
finally given in October 1981. This created enthusiasm among the members
of the child care committee, and they undertook practical experience as
volunteers in three different child care centers in the Quito area,

With this experience they are formulating the structure of Tarqui's
future child care center.

After the in-depth feasibility study of three potential cooperative-
run small businesses was completed, the cooperative immediately initiated
one of the recommendations, leaving the other two to be implemented when
the new Vocational Center is built. The one that the cooperative decided
to initiate was the making of toy playhouses of cardhoard for small children.
In this activity, the cooperative employed 18 people, 14 women and four
men. Initial indications showed very good prospects; but because of

late entry into the Christmas market, the overall result was not positive,
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However, this experience proved invaluable as a lesson for future
attempts toinitiate a similar type of activity.

As a pleasant surprise, the six participants in a knitting class
conducted by the vocational center, on their own initiative, got an
order of 700 sweaters from the local school in the community. The
cooperative sponsored the production of these sweaters, which turned
out very successfully and has now led to an on-going activity of this
group, including production of a wider variety of knitted apparel.

A footnote regarding these income-generating group activities
1s that a majority of the 323 participants of the vocational center
are producing independently. Many are working directly in their homes
and already have a list of clients. The reason why most of these women
are working independently is because of a lack of formalized structure
(i.e., credit, marketing, and technical assistance) which the coopera-
tive had hoped to institute; however, because of numerous factors
(time and staff limitations, unwillingness to assume too many commitments,
etc.), the cooperative did not begin this role. Another factor was
the cultural trait of most of the women preferring to work independently.

Because of a continued need to keep members of the community
Informed of these activities and all the other activities in the commu-
nity, the cooperative decided to publish a community newspaper. Also,
because of misconceptions about the objectives of both the project
and cooperative, there still exists a certain polarization in the
community. To best unify the community, the cooperative wants to

show through this newspaper that the cooperative is the community's
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vehicle for improving many services‘that are currently lacking.

As the project was coming to an end, it was naturally necessary
to provide some sort of guarantees for the continuity of the coopera-
tive., Therefore various manuals are being prepared, such as a training
manual for a future education committee, an accounting manual, a manual
on cooperativism, and a manual on cperating a market. These manuals
will be completed during the three-month reinforcement of the Tarqui
Project in conjunction with some %unlmical assistance to a much larger
housing and urban community develcpment project.

Since both the child care center and vocational center will not
become realities until after the Tarqui Project ends, OEF is leaving
both these activities completely organized with respect to their
future operation. The people will have been trained and prepared to

operate these two activities.

B. List of Collaborating Organizations

Below is a list of organizations that have collaborated in one
way or another to make the Tarqui Project a success.

1. Ministerio de Educacion

2. Ministerio de Bienestar Social y Promocion Popular

3. Instituto Cooperativo Ecuatorio

4. Direccion Nacional de Cooperativas

5. Banco de Cooperativas

6. Junta Nacional de la Vivienda

7. Asesoria para el Desarrollo en Latino America (ASDELA)

8. Servicio Informativo de Organizaciones Privadas (SIOP)



10.
11.
12.
13.
14,
15.
16.
17.
18,
19.
20.
21.
22.
23.
24,
25.
26.
27.
28.
29.
30.

31.
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Asociaclion de Guias Scouts

Ministerio de Salud Publica

CARITAS

Centro Integral del Nino "Tierra Nueva"

Casa Maternal "Carolina Teran"

Guarderia "Jesus Nino"

Citibank del Ecuador

Partners of the Americas of Ecuador

Consejo Provincial de Pichincha

Municipio de Quito

Unidad Ejecutora de Obras Emergentes para Quito
Empresa Nacional de Productos Vitales (ENPROVIT)
Federacion de Cooperativas de Ahorro y Credito (FECOAC)
Fundacion Ecuatoriana de Desarrollo (FED)
Instituto Nacional de Estadisticas y Censos (INEC)
Instituto Nacional del Nino y la Familia

Oficina de la Mujer

EXISA International

UNICEF

High Scope Educational Research Foundation
Comite de Damas de Arquitectos

Coproyectos

Camara de Pequenas Industrias y Artesanias



