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Introduction
 

Because coffee 
is Costa Rica's most important export crop and
provides employment for more persons than any other sin8le
activity, the discovery in 1983 of coffee rust disease in the
country posed grave problems 
for the entire economy.
 
To combat the disease and, at the 
same time, attempt to reduce the country's heavy dependence on this one commodity,


large scale Coffee Technification and Diversification
in
1985 a 


Project was undertaken. Since the 

has 

fall of 1985 the Project

been implemented via a USAID/ACDI Operational Program
 

Grant.
 
The purpose of this report is 
to review and evaluate the
activity under this OPG to 
date, particularly in respect to
the criteria listed in 
the *Scope of Work-Terms of Reference"
 
which follows.
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Scope of Work-Terms of Reference
 

I - Credit Activity
 

i What is 
the number and value of Project loans to date
 
and how do these compare with Project targets?
 

N What policies and procedures have been employed in
 
providing this Project credit to 
coffee growers, and
 
have these proven to be adequate?
 

N In respect to 
those loans which have matured, what
 
has been the experience in loan-collection
 

- by primary-level co-ops from farmer-members;
 
-
by FEDECOOP from its affiliated cooperatives;
 
- by COFISA from FEDECOOP?
 

II - Technical Assistance
 

N What kinds of technical assistance have been provided
 
to Project borrowers--and by whom? 
Has this proven
 
to be adequate?
 

III - Project Administratiott 

N What ic the present status and performance record of
 
FEDECOOP's Project Coordination Unit?
 

IV - Diversification and Technification
 

M How many coffee growers have undertaken renovation of
 
their coffee land--i.e., plantin8 of disease-resist
ant coffee trees and utilizing new, improved cultiva
tion techniques?
 

N How do these .data compare with Project targets?
 

V - Training 

N What kinds of trainin8 programs have been offered to
 
coffee 8rowers--and by whom?
 

0 What has been the growers' reaction to these trainin8
 
activities?
 

VI - Impact
 
X What economic impact has this Project had 
on parti

cipatin8 coffee 8rowers?
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Methodology
 

The data and information contained in this report were 
gath
ered in those ways:
 

I. Meetings and interviews with key personnel of

USAID/Costa Rica, FEDECOOP, and COFISA.
 

2. A review of Project documents and records

plied by USAID, FEDECOOP, and COFISA. 

sup

3. Lengthy discussions with ACDI's Costa Rican

representative and Beverly Latham, former USAID

director of the Project.
 

4. On-site visits to 
II of the 31 of FEDECOOP's

affiliated cooperatives, located in five of
Costa Rica's coffee zones, and interviews with
 co-op managers, agronomists, accountants, and
 
board members.
 

5. On-site visits to 
a number of coffee fincas and

interviews with the 
farmer-owners.
 

Following the collection of information by the methods listed
above, this Draft Report was prepared, lncludin 8 
conclusions
and recommendations for the 
future of the Project.
 

Note: 
Throughout this report conversion of colones to dollars
is made at the rate 
of 62.5 colones per dollar, 
or one

colon = 1.6s.
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List of Acronyms Used
 

CATIE -
Center for Research and Education in Tropical
 

Agronomy
 

COFISA - Corporation for Industrial Finance, Inc.
 

FEDECOOP 
- Federation of Coffee Cooperatives 

IDA - Agrarian Development Institute 

INA - National Training Institute 

INCAE - Harvard University's Central American Institute of 
Business Admanistration 

INCAFE - National Coffee Institute
 

MAG 
- Ministry of Agriculture and Animal Husbandry
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Land Measures
 

Hectare 

Manzana 
I Hectare a 1.25 Manzanes 

47 Acres 

Acre I Acre a .40 Hectare 

a .50 Manzana 

I Manzana z 1.98 Acres 
x .80 Hectare 
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Persons Interviewed in Costa Rica
 

I. Frank Astacio, ACDI Coffee Credit Specialist

2. Paul Kretchmer, USAID Rural Development Officer
 
3. Ross Wherry, USAID Project Officer
 
4. Juan Arteaea, Banco de COFISA, S.A.
 
5. Gilberto Gutierrez, Senior Agronomist, FEDECOOP
 
6. Rafael Alvarado, FEDECOOP Coordinator of Coffee Project

7. Mario Castillo, FEDECOOP, Computer Data Processing

8. Diego Sanchez, Fedecoop, Copaputer Data Processing

9. Yanuario Herrera Ruiz, Chief Agronomist, Co-op Naranjo


10. Mario Lopez Vindas, Ass't Agronomist, Co-op Naranjo

11. Gerardo Cubero Chac"n, Ch.ef Accountant,*
 
12. Marvin Rojas, farmer-member of Cooperativa Naranjo

13. Heriberto Porras Zamora, . .. .
 .
 
14. Jose Miguel Fernandez, " a"
 
15. Francisco Gomez, .. .. .'
 
16. Luis Corales Acuta, of t
 
1?. Luis Rojas, Manager, Cooperativa San Juanillo
 
18. Manuel Rodriguez, Accountant,
 
19. Orlando Arrieta, Agronomist "
 
20. 
Onafre Hidalto Leitan, A8ronomist, Santa Rosa Cooperative

21. Rodrigo Joviquez Zumbrado, " " " a 
22. Elucer Camacho Regiemi N
 
23. Juan Bta. Moya, Manager, Cooperativa Libertad
 
24. Alfredo Bugantes V., a a Accountant
 
25. Rafael Mora Cano, " a 

26. Ronald Chavarria , " " Agronomist

27. Ricardo Saboria, Acting Manager, El General Cooperativa

28. Alfredo Monge, President, Board of Directors, El General
 
29. Mariano Ruiz Abarca, Agronomist, El General Cooperativa

30. Giver Alvaraco, Accountant, " a a 
31.Henry Fonseca, Agronomist, a • "
 
32. Guillermo Onezcora, Ass't Mr., 
 a 
33. Tobias Gonzalez, 9d. of Dir.
 
34. Juan Alvarez, Ind. Engineer, " a a 

(Cont'd)
 



35. Ilger Cubero, Bd. or Dir., 
Atenas Cooperative

36. Rafael Angel Hidalgo.,Bd. of Dir., 
Atenas Cooperative

37. Ulises Arce Arce, 
 Ass't. Manager, Atenas Cooperative

38. Guillermo Villegas, Member, Credit Com., Atenas Co-op.

39. Elsia SibaSa Soto, Secretary, AID Project, Atenas Co-op.

40. Guillerwo Ordonez Ruiz, AID Project Technician, Atenas
 
41. Virginia Castro, Accountant, Atenas Cooperative

41 
 Oscar Ramirez, Field Technician, Atenas Cooperative

43. Juan JorSe Rodrisuez,R., Agronomist, Palmares Cooperative

44. Hugo Armando Ledezma Vasquez, " 0 N
 
45. Lori Fuentes Valemoano, Cooperative Promotion, Palmares "
 4b. 
Francisco Vasquez Carranza, Accountant, Palmares Co-op.

47.Omar Alpizar, FEDECUOP Agronomist at El Dos Cooperative

48. Juan Carlos Alvarez, Ass't Agronomist, El Dos. "
 
49. Heriberto Castro, Accountant, El Dos Cooperative

50. Raul Villalobos, Manager, El Dos Cooperative

51. Omar Alvarez, Manager, Cooperativa Tilaran
 
52. Juan Castro, Ass't. Manager

53. Luis Alejo Alvarez, Accountant, "
 
54. Frank Lopez Ramirez, Accountant, Co-op Cenizosa
 
55. 
Rafael Antonio Fuentes, MAG Agronomist at Co-op Cenizosa

56. 
Brett Campbell, Peace Corps Volinteer at Co-op Cenizosa
 
57. Jorge Alfaro, Cooperative Promotor, 
at
 
58. Oscar Campos, Manager, Co-op Pilansosta
 
59. Hugo Suarez, Cooperative Promotor, at. Pilonsosta
 
60. Cerardo Quezada, Member, Od. of Dir., 
Pilansosta Co-op

61. Luis Salazar, Accountant, Co-op Pilaar8osta
 

62. Nautilio Monge, Manager, FEDECOOP
 
63. Michael Foster, Capital Development Officer, USAID
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The Cooperative Sample
 

During the 
course of this investigation visits were 
made to
 
35 percent of the cooperatives affiliated with FEDECOOP and

participatin 8 
in this Technification and Diversification Pro
ject. The eleven cooperatives visited are located in five of

the country's eight coffee 
zones and constitute a representa
tive sample of the whole 8roup--ran8in8 from small poor coop
eratives with 
less than 200 members to laraeosuccessful
 
enterprises with membership 
in the thousands .
 
Key personnel in each cooperative were inteviewed in accord
ance with a standard questionnaire form, so that the 'ind of

data obtained in each instance would be similar and could be
meanin8fuly tabulated and compared. A copy of the question
naire used appears in Appendix A. A detailed account 
of the

operations and financial 
position of each of the 
eleven

cooperatives will 
be found in Appendix B. What follows here
 
are general obvervations derived from 
these visits and inter
views.
 

There is 8reat enthusiasm for th3 technification aspect of

the Project but little interest in diversification into other
 
crops. The enthusiasm obviously is due to 
the much greater

yield of high quality coffee that is being obtained with the
disease-resistant 
 coffee plants and 
use of the new improved

cultivation Lechnology. 
 Yields are three, four, and five

times greater than previously. The members of 
one coopera
tive 
are getting an aversae of 80 fane8as of coffee per

hectare as compared to 20 before. 
 The yield on on. finca
 
visited Is 100 fanegas per hectare.
 

NAverago membership of these 
II cooperctives is 
1,264. But
 
beware of avorages: A man 
who could not swim drowned while

wading across a stream with 
an avernae depth of 3 ft., 2 in.
 

#This phrase "disease-resistant- is used frequently through

out this report. It is a snorthand expression to describe
 
the type of 
coffee trees that are bein8 planted in the renovation aspect of the Project. It does not mean these plants
 
are immune to the coffee rust. 
 They are not "disease-proof*.

They are two new commarcial varieties, called Caturra and
 
Catual, which bettor withstand the rust, 
are not as badly

damaged by it, and produce a yield several times greater than
 
the traditional variety of coffee plants.
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The project 8St off to a relatively slow start in 1985 but
 
soon thereafter expanded rapidly because of the strong demon
stration effect. 
 Many co-op members who were not participat
in8 in the Project saw the imprecsive results obtained by the
 
few who had undertaken renovation of 
their coffee land and
 
eagerly came forward to participate.
 
The result is thit the renovation-technification aspect of
 
the Project is wdy ahead of schedule, as figures shown later
 
will indicate. And the total impact of the Project goes 
far
 
beyond what is shown by Project *i8ures.
 

In the II cooperatives visited, an average of 20% of 
the mem
bers of each co-op had applied for and received Project loans
 
for renovation of their coffee land, 
and thus are registered
 
as participants in the Project. But, at same
the time, many

other members have undertaken renovation on their own--by ob
tainin8 credit from other 
sources or out of their own pocket.
 

Another thing that has happened is this: A member participat
ing in the Project who owns, say, three manzanas of land may

have obtained Project credit to renovate only one of the
 
three. Then later (or simultaneously) he may renovate a
 
second hectare by himself without Project assistance. The
 
result is that twice as much land 
is renovated than appears

in the Project statistics.
 

In the case of the I sample cooperatives visited, although

just 20% of the members are officially listed as Project par
ticipants, actually 45% 
have actually undertaken renovation.
 
As for the total area under renovation, for the 11 sample co
ops an 
average of 16% of members' land has been renovatod via
 
Project credit--yet the true figure is 36% of members' total
 
land, the additional 20% having been done apart from the Pro
ject. The reason for so many renovating their coffee land on
 
their own account or via other credit sources is simply that
 
the demand for Project credit has been far greater than the
 
available supply.
 

As far as the diversification aspect of the Project is 
con
cerned, 
this has lagged behind Project targets and expecta
tions. Among the farmer-members of the 11 co-ops viatted
 
only a very few have diversified into other crops. There 
are
 
several reasons for this. First and fcrpmost, there is a
 
natural reluctance--even 
fear--of small growers everywhere to
 
abandon a familiar crop and commence cultivation of a strange

one. They are uncertain of the market. How much they
can 

sell, where can they sell it--and at what price?
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Other reasons: Une of 
the principal Crops recommended for 
diversification is macademia, but 
there has been a consider
able shorta8e of macademia seedlinas 
in the country. Also,

there 
are few personnel qualified to provide technical as
sistance to 
coffee growers who might wish to diversify into
 
other crops.
 

Ten members of one of the II cooperatives vioited (Ti~lran)

have obtained Project into
loans to finance diversification 

macademia and now have 16 hectares planted to this crop. But

their present complaint--and worry--is that they do 
not have
 
anyone to advise them in the 
proper cultivation of these
 
trees.
 

Even with greater Project efforts 
in the future to promote

diversification, it 
is unlikely that it will be undertaken by

coffee growers located 
in Costa Rica's central plateau (cof
fee zones #6 and 37).This is because conditions there are
 
ideally suited to coffee cultivation--the soil, rainfall,

altitude and temperature are among the best in the world for
 
coffee production. Thus, with 
these stron8 natural advan
tages there seems tc be little incentive for coffee growers

in this ra8ion to experiment with other crops.
 
Mana3ement of the IH cooperatives visited in 
the course of
 
this investigation generally appreciate the 
Project services
 
they are receiving from FEDECOOP, yet there several areas
are 

in which they feel improvements should be made:
 

N 	A few complained of the infrequency of visits by FEDE-
COOP's Technical Adviser and General Coordinator of
 
the Project.
 

0 	Several feel that the 
prices FEDECOOP charges for fer
tilizers and other agricultural chemicals are too hi3h
 
in comparison with prices 
offered by other suppliers.
 

N Another complaint in respect to agricultural inputs is
 
that FEDECOOP does not 
provide sufficient technical
 
information on their proper 
use. Co-op managers and
 
agronomists say that commercial vendors of 
agricul
tural chemicals provide their customers with such in
formation in 
great detail, but FEDECOOP does not.
 

N Moot of the cooperatives visited ask for more assist
ance from the Federation in several areas: 
 in coffee
 
culture, in improving the efficiency of their benefi
cios, and in management training.
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Total Project Activity
 

FEDECOOP's General Coordinator of this Technification and
 
Diversification Project was most helpful and cooperative in
 
providing ample statistical data and other information con
cerning Project activity from 1985 to date. The same was
 
true of all other personnel in FEDECOOP's Project Coordina
tion Unit.
 

Diversification &, Technification
 

The original Project plan callea for disbursement of credit
 
over a five-year period to approximately 6,000 coffee growers
 
affiliated with FEDECOOP for the purposc of renovating ap
proximately 7,000 hectares of coffee land.
 

In this respect the Project has been successful far beyond
 
expectationn These targets have been realized in less than
 
two years rather than the five contemplated.
 

As of June 30, 1987, 0799,935,000 in credit had been disburs
ed to 6.608 coffee growers to renovate 6,676.84 hectares of
 
coffee land. Details of these totals and how they compare
 
with Project targets are shown in Table #1.
 

Table #2 shows the planned and actual results of the nursery
 
stock program--the albicigos. Here Project targets were not
 
realized in two areas: the number of hectares devoted to the
 
cultivation of nursery stock and the amount of credit advanc
ed for this purpose. In each of these areas 83% of the Pro
ject 8oa15 were achieved.
 

Table #3 shows what has been achieved in the diversification
 
aspect of the Project. The origiral plan called for 1,500
 
hectares to be devoted to crops other than coffee--specific
ally cacao, macademia, and cardomon--and 1,000 growers to be
 
engaged in this activity. Results to date: 617 hectares
 
diversified out of coffee (41% of Lhe target figure), and 246
 
growers engaged in this activity (25% of target).
 

For reasons set forth earlier in this report, diversification
 
has proceeded more slowly than expected. However, it cannot
 
yet be said that FEDECCOP's Project Coordination Unit has
 
failed in this diversification aspect of the prog-am. The
 
original plan called for these goals or 1,500 hectares and
 
1,000 growers tn be achieved over a five-year period--and to
 
date the Project is barely two years old. If progress con
tinues for the next three-plus years at the same rat* thus
 
tar, the diversification goals should be reached.
 

http:6,676.84


ECTM 

PROGRA A USAIO-F[DECOOP R.L. 
SITUACIOU ACTUAL DE FJIUACIACIOI REIOVACIOI 

AL 30-6-87 
COLONES 

BENEfICIARIOS 

ETAFAS ILAS RlAS z VALOR VALOR 

REif A-I5 
REIA-8i 

IEIOVA-37 

TOTALES 

PiOG;AWAS 

1.333.0 
3,334.00 

2-C31.0. 

6,673.03 

20.05 
4?.96 

29.99 

100.00 

REALIZADAS 

1,630.51 
3.093.63 

1,952.70 

6,676.84 

121.86 
92.79 

97.59 

100.06 

MILES 

PROGRAMADOS 

160,182.1 
399,138.3 

?39.554.8 

798,875.2 

20.05 
49.96 

29.99 

100.00 

MILES 

REALIZADOS 

195.20.7 
370,361.8 

233,772.5 

799.335.0 

121.86 
92.79 

97.59 

100.06 

BEEFIC. 

ESTIMADOS 

6,000.00 

6,000.0 

I 

100.00 

100.00 

BENEFIC. 

REALES 

1,913.00 
2.992.0o 

1,703.00 

6,608.0 11 

• . 

IOTA:E1 c:nvenio estica aproxiaidiente 7000 bectareas.para beneficiar 6000 agricultores 
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Credit Activity
 

The chain of Project credit from top to bottom works like
 
this: AID loans funds to COFISA at 2% interest. COFISA in
 
turn loans to FEDECOOP at 9%, retainin8 the difference of 7%,
 
which it turns over to CATIE to finance research and experi
mentation in coffee culture. FEDECOOP then loans funds to
 
its affiliated cooperatives at 12% or 14%, retainin8 4% 
or
 
6%. (The reason for the difference is this: If FEDECOOP
 
provides technical assistance to the cooperative, it charges
 
2% more than if it does not.) The cooperative then loans
 
funds to its farmer-members at 18%.
 

To date, FEDECOOP has made 88 loans to its affiliated cooper
atives for the purpose of coffee land renovation, 50 loans
 
for the plantin8 of nursery stock, and 23 
loans for divsrsi
fication into other crops. The colon values of these loans
 
and the number of 8rowers who have benefited from them are
 
shown in Tables #1, 42, and #3.
 

Thus far no loans at any level of this credit chain have
 
matured--from COFISA 
to FEDECOOP, from the Federation to its
 
affiliated cooperatives, or from the cooperatives to their
 
farmer-rembers. Thus, no delinquency has occurred in respect
 
to repayment of loan principal.
 

The loan agreements call for a three-year grace period for
 
repayment of principal. Borrowers are required to make only
 
interest payments durin8 this time.
 

These interest payments are bein8 made 
on time by the grower
members of about 60% of the cooperatives involved in the
 
Project.
 

This is because a system sLmilar to "payroll deduction" is
 
employed: When the 8rower-membei delivers his coffee to the
 
co-op, he receives payment for the value of his crop--minus
 
the loan interest Hue at that time.
 

Beverly Latham, until recently AID director of 
the Project,
 
has noted that althou8h this is a most effective way of keep
in8 interest payments current, it does nothin8 in terms of
 
educatin8 the borrower in personal responsibility to repay

his debts. It teaches him nothing about how to manage his
 
own funds, how to save out of present income to meet future
 
obligations.
 

As for the other 40% of the Federation's affiliated coopera
tives, the members have not made interest payments because 
no
 
deduction system was employed--nor could it be, for the fol
lowin8 reasons:
 



vok 

PROGRAMA USAID-FEDECOOP R.L. 
SITUACION ACTUAL DE FINANCIACION ALMACIGOS 

AL 30-6-87 

ETAPAS 

ALJACIGO 85 
ALMACIGO 86 

HAS 
PROGRAJADAS 

155.00 
95.00 

I 

62.00 
33.00 

HAS 
REALIZADAS 

105.72 
102.03 

I 

68.21 
107.40 

VALOR 
MILES 

PROGRAMADOS 

60,060.5 
36,811.3 

% 

62.00 
38.00 

VALOR 
MILES 

REALIZADOS 

40,940.0 
39,535.0 

68.16 
107.40 

BENEFIC. 

REALES 

252.00 
300.00 

i 

45.6! 
54.3!3 

TOTALES 
----------------- ------

250.00 100.00 207.75- 83.10 

------------------------------------------------

96871.8 100.00 80475.0 83.07 

-----------------

552.0 100.01 
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Table No. 3

PROGRAMA USAIDFEECOOP R.L.
 

SITUACION ACTUAL DE 
FINANCIACION OIVERSIrICACION
 
AL 30-6-87
 

..........................................................
 

PROGRAHADO 
 I 
 REALIZAO0
 

I 
"- °-... ............-.
......
.. ........ 
 .................. 
.........
 

VALOR I 
 VALOR
AO
-.. - -.. . . . . HAS . . . . . . . . . . . . MILES z I HAS
. .
 . . .
. . . . . . . . . . . . . . . . . . . . . . . . . .. .
I MILES I BENEFIC. i
.
 . .
. . .
 .
 . .
 . .
 . .
. . . .CACAO'. 

. . . . . . . .
 

. . . ... . . .
. . .
85 
 C1.OI 60.00 31.45 7,975.00 31.35 1.00 0.00
 
86 33.00 7.37 4,400,00 15.00 I 
 59.00 30.93 7,894.00 31.03 37.00 0.15
87 157.00 82.63 20,038.00 82.00 I 71.75 37.61 9,567.00 37.61 55.00 
 0.22
 

...............
............. .............. 
 ....................... 
 .........

SUB-TOTAL 190.00 100.O0 
 24,438.00 100.00 I 
 190.75 100.00 25,436.00 100.00 93.00 0.37
 

55 
 "MACAOAMIA" 
I 16.00 4.48 1,669.00 4.27 10.00 9.01a& 402.00 40.50 44L071.00 
 39,47 I 236.00 66.11 25,873.00 66.25 75.00 67.57
87 590.50 59.50 67,593.00 60.53 1 
 105.00 29.41 11,511.00 29.48 26.00 23.42
 

........ .
........ 
 -............
...............
........ ........................................
SUB-TOTAL 
 992,50 00.00 111,664.00 100.00 1 
 357.00 00.00 39,053.00 100,00 111.00 100.00
 

CARDAMOMO
I 
86 50.25 30.13 5.544.00 30.21 1 
 55.75 85.44 6,151.00 85.37 31.00 81.58
87 116.50 69.87 12,808,00 69.79 1 9.50 14.56 
 1,054.00 14.63 7.00 18.42
 
... .. .-.. . .. . . . . . . . . . .
. .
 . . . . . . . . . . . . . . . . . . . . . .
.
 .
 . . . . . . . . . . . . -.. . . . . . . .
SUB-TOTAL . . . . . . . . . . . . . . .
166.75 100.00 18,352.00 100.00 I 

.

65,25 100.00 
. .

7,205.00 100.00 
. .
 

38.00 100,00
 

85 
 "VIVEROS MACADAMIA'
 

86 
 1 4.00 100.00 4454,00 100.00
 
87 
 4.0100
 

.......................................................
 
SUB-TOTAL 
 0.00 O.00 0.00 0.00 I 4.00 100.00 4.j4.00 100.00 
 4.00 100.00
 
.............................................................................
 
TOTAIES 1,349.25 154,454.00 
 1 617.00 76,14000 
 24600
 

TOTAS 
En el conveno se 
estmo reilizir 
1.500 hectares pra benelicilr 1 1.000 ifilildos. 

CONVENIO: 1,500 HAS 1001 
 1.000 BENEFIC. 1001
 
kEALIZAD0: 
 617 HAS 411 246 BENEFIC. 251 

http:154,454.00
http:1,349.25
http:18,352.00
http:1,054.00
http:6,151.00
http:5.544.00
http:39,053.00
http:111,664.00
http:11,511.00
http:67,593.00
http:25,873.00
http:44L071.00
http:1,669.00
http:25,436.00
http:24,438.00
http:9,567.00
http:20,038.00
http:7,894.00
http:7,975.00
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At coffee harvest time it 
is customary for the cooperatives

to extend short-term credit to 
their members to cover 
the
 
extra labor costs they must pay for 
temporary workers 
to pick
the coffee. rhe bdvance 
these cooperatives made 
was 4,000

colones per fane8a.
 

If the coffee price is 
6,000 colones per fane8a 
at the time
of delivery to the co-op, the 4 ,
 0 0 0 -colon advance is deduct
ed and the grower is paid the difference of 2,000 colones.
 
But If there is a sudden drop in 
coffee price between the

time when the credit is 
advanced and the member delivers his
 
crop to the cooperative--then there 
are problems!
 
If the price drops 
to 4,000 colones, there can be no net
 
payment to the grower. 
 And if the price is less than 4,000,
he is in debt to his cooperative. 
 This is exactly what
 
happened at 
this last harvest time.
 

Not all the Federation's affiliated cooperatives gave such
 
generous advances to their members. Those who 
did so felt it
was necessary to meet the 
competition of commercial 
buyers

(who would offer a similar advance). Management of these co
ops made these advances in order to maintain member loyalty.
 
Nevertheless, these 
cooperatives which were 
unable to collect

Project interest from their 
members did pay FEDECOOP the sums

due out of their own funds. Thus, there have been 
no delin..
 
quencies further up 
the credit-chain.
 
This may keep these cooperatives 
in 8ood standinS with the
Federation, but it is a dangerous practice. 
 It serves to de
capitalize the cooperative, and this 
can have serious con
sequences if it 
continues.
 

These cases of member-delinquency in interest payments have
 
8iven rise to serious concern about the 
future. What may
happen when the members' loans mature--when they are required

to repay loan principal?
 

An apparent solution to 
this potential problem 
is obvious:

The cooperative simply deducts 
the loan payment due when it
 
pays the 8rower-member 
for his coffee. AlthouSh this is an
 
apparent solution, it is 
not a viable or practicable one.
 
Why? 
 Because when payments of loan principal fall due next
 
year, there 
is nothin 8 to prevent the cooperative member from
selling his coffee 
to someone other than his 
own cooperative,

someone who will 
make no deduction for loan repayment. And

there are many commercial coffee buyers--intermediarios--who

would be only too willing to buy coffee 
from co-op members at
 
a good price. What might be done 
to avoid this state of af
fairS is discussed in the final section of this report-"Conclusions and Recommendations".
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The policies and procedures that have been followed in providing Project credit to 
coffee 8rowers vary somewhat from
 one cooperative to another, but in 
almost all instances they
have proven adequate in weedin8 out 
loan applicants who are
 
not creditworthy.
 
These credit criteria emp!oyed by the cooperatives were 
in
place and in use before ACDI's 
coffee credit specialist arrived on the scene, but in his opinion they have proven to 
be
98% effective. 
 He has discovered that 
some *friendship
loans were made, but these 
were few in number.
 
He now is developLng 
standard criteria and procedure for the
screenin8 of 
future loan applicants, utilizin
8 the best features of the various 
systems the cooperatives have 
been usina.
 

-XXX
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Technical Assistance
 

Since the inception of 
the Project much technical assistance

has been provided to the participating coffee growers by the
agronomists of FEDECOOP's Project Coordination Unit and by
others employed directly by 
the affiliated cooperatives.

Some additional technical 
assistance has come 
from MAG, and
 a little from other sourcer as well. Yet much more is re
quired.
 
The Project has grown so rapidly--so many more growers have
 
undertaken renovation 
than was anticipated--that the 
demand
 
for technica: assistance has far outrun supply.
 
A study of the amou,ts and kinds of 
technical assistance re
quired, how it might be provided, and by whom is the subject
of a parallel investigation now bein8 completed by Dr. Edgar

Nessman of the University of South Florida at 
Tampa. Thus,
 
any further treatment of 
this topic here would be redundant
 
or inappropriate.
 

Trainin8 Programs
 

In addition to technical assistance provided to coffee grow
ers individually in 
the field, all participants in the Project have benefited 
from a number and variety of training

programs. 
 Thete have been, and are being, offered by the

cooperatives themselves and 
oy representatives of FEDECOOP,

ACDI, INCAFE. and MAC.
 
ropics covered include 
coffee culture, farm management, cooperative principles and practices, credit management. etc.,

and the training methods cover 
a wide range: Large group
meetings (attendance of 100 members a sescion
at is not un
common), h~tI s or small discussion groups, educational
 
bulletins, visual 
aids. and radio 
pro8rams. One cooperative
visited broadcasts an hour-long educational prosrie every
 
Sunoay mornin8.
 
Member reaction to these 
trninin8 activities has teen very

positive. Grower-partLcipants 
in the Project are eeoer to
 
learr and welcome all opportuntle-, to do 
so.
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Project Administration
 

FEDECOOP's Project Coordination Unit 
is fully staffed and
functioning well. 
 Its seven agronomists are constantly

active in the 
field providing technical assistance to affil
iated cooperatives and their members.
 
There is an operational plan for 
the Project Coordination
 
Unit (See Appendix C ), and it is 
bein8 followed as closely
 
av possible.
 

The Project's General Coordinator and Chief Technical Adviser

have made a number of field to
trips affiliated cooperatives

in 1986 and 1987. A schedule of these visits is given in
Appendix U, alon8 with 
a description of the functions and
 
responsibilities of 
the Technical Adviser.
 
Nevertheless, management of 
some of the II cooperatives

visited in 
the course of this investigation voiced the 
com
plaint that these two top-level Project officers visit 
some

cooperatives with grtat frequency and others very 
infrequent
ly or not at all.
 

Economic Impact
 

The Project is yet too young to 
provide comprehensive quanti
tative data on 
how it will affect the economic status of the
many small coffee growers who are participating in the Pro-

Ject.
 

Those who joined the Project early now have new disease
resistant coffee plants 
that are two years old and already

are providing yields several 
times greater than were pre
viously nbtained.
 
Were it 
not for the sudden and drastic drop in coffee prices

between the fall of 1986 and 
the early months of 1987, these
 
growers' incomes would have 8reatly 
increases. As it is,
their increaoscd yield to a considerable extent helped offset
 
the much lower market price.
 
Those 8rowers who joined the Project more recentl have not
been so fortunate. 
 Because they had not yet realized sub
stantLal increses 
in yield, they have suffered economically
 
as result of the sharp drop 
in the price of coffee.
 
Nevertheless, .me economic 
future of Project participants ap
pears very promising because of 
their increased yields of
 
very high quality Costa Rican coffee.
 

-XXX
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Conclusions and Recommendationc
 

All in all, the Project appears to be progressing very well.
 
In one major aspect--renovation of coffee 
land--it is running

way ahead of schedule. In the area of diversLication, it
 
has grown more slowly.
 
While this rapid acceptance of the high-yield coffee plants

and the accompanying advrced cultivation technology are very

positive developments, this has 
created a serious problem or

bottleneck in the area of technical 
assistance. The demand
 
(and need) for it has far outrun supply. The amounts and
 
types of technical assistance required and how it 
might be
 
provided is 
a separate study now being completed for ACDI.
 
Another 
area of concern, basic to the continuing success of
 
the Project, has to do with repayment of loan principal by

coffee growers when their loans mature.
 
Recent delinquency in 
interest payments by approximately 40%

of the coffee growers may be a harbinger of things to 
come.
 
It is true that this delinquency is due in large measure to
 
the precipitous drop 
in coffee prices from $193 per quintal

in the fall of '986 to $93 in February-March of 1987. Yet
 
this may also be indicative of 
a seemingly pervasive trait of

the Costa Rican farmer: Decades of welfare-state largesse

have conditioned him to expect to receive but not 
to give in
 
return. 
 If this attitude prevails, then the Project will
 
come t'" !-o *.Prly en,. 

On the other hand, if loan repayments are honored as they be
come due, 
tnen this Project can become a self-sustaining

revolving credit systkm which could continue far into 
the

future, aiding thousands of Costa Rican farmers in a wide
 
variety of agricultural activity.
 
To make sure 
this happens, such effort must be concentrated
 
on the matter of loan repayment during the next two three
or 

years. Crucial to the success of this effort will the
motivation of growers recognize 

be 

to and accept personal re

sponcibility for honoring their 
financial obligations.
 
This will not be an easy task. To succeed. the entire loan
collection process--method, echanics, psychology--must be

planned, supervised and coordi nated by 
usomeone expericnced

in this type of activity. Without such leadership and dir
ection there will be little chance of success.
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A second area of concern, and recommendation, is the diver
sification aspect of the Project. As noted previously, this
 
has prosressed more slowly than the renovation program.
 

Ther& are two problems here: 

0 If coffee growers continue to renovate their land with
 
the new hiah-yield coffee trees rather than diversify
 
into other crops, future markets for high-grade cof
fee coulc be seriously depressed. Thus, diversifica
tion should be implemented as soon as possible.
 

0 On the other hand, if diversification is pushed too
 
rapidly, without competent studies of the economic
 
feasibility of growing, marketing, exporting non
traditional crops, then 8rowers may incurr serious
 
losses, and tho acceptance of further diversification
 
would be set back considerably.
 

Therefore, it is recommended that before any cooperative ven
tures into the production of a new commodity, it first con
duct an economic feasibility of the type outli ned in Appen
dix E of this report.
 

As noted earlier, the number of coffee growers participating

in the Project has grown so rapidly that more technical as
sistance is needed at this time than was anticipated in the
 
original plan. Specific recommendations concerning this will
 
be found in a report now being completed for ACDI/AID by
 
Dr. Edgar Nessman of the University of South Florida-Tampa.
 

The coffee growers who are benefiting from the Project are
 
also paying for it via the 19 interest charge on the credit
 
they have received *or renovation and diversification. It is
 
true that this is a lower interest rate than they would have
 
to pay if they received credit from other Costa Rican lending
 
institutions.
 

Be that as it may. a number of growers are aware that 7% of
 
the interest they pay goes to support CATIE, and there is a
 
general resentment or misunderstanding of this aspect of the
 
loan agreements. Why, they ask, should they be required to
 
subsidize this institution? How does it benefit them?
 
Therefore, it is recommended that either (I) the rationale
 
behind this subsidy of CATIE be clearly explained to the
 
cooperatives and their members and that they be told how
 
CATIE specifically benefits them, or (2) this 7% subsidy be
 
discontinued and another way found to continue the support
 
of CATIE.
 

The growers do not mind payi8 18% interest, for they know it
 
in les than they would have to pay for credit from other
 
sources, Nor do they expect to receive credit for 11% if the
 
CATIE subsidy were discontinued. They are willing to con
tinue paying this 7% but would like it to remain within the
 

cooperative system and used as a means of strengthening the
 

capitailzatLon of their cooperatives.
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One final recommendation: 
 The entire Project would benefit
 
by providin8 key personnel 
in FEDECOOP's Project Coordination
Unit and 
a number of the manasers of the Federation's affiliated cooperatives with 
some formal training in business administration, with 
emphasis on mana8ement skills. 
 This could

be done in any one of 
several ways--via short courses offered
by Harvard University's INCAE in 
Costa Rica, or by sending
managers to 
the University of W'sconsin's Center 
for Cooperatives at Madison where short, intensive courses 
in coopera
tive mana8ement are periodically offered.
 

-Xxx
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Executive Summary
 

The observations, conclusions, and recommendations which
 
constitute this report are presented here 
in very brief form.
 

0 This Coffee -echnification and Diversification Pro
ject is proaressinc well, and 
in a major area of effort--the 
renovation of coffee land--it is far ahead of schedule. 

0 Diversification out of cnffee into alternative crops
 
has progressed more slowly--for several reasons: a natural
 
reluctance of traditional coffee 8rowers to abandon a fami
liar crop, a shortage of macademia seedlings, and Insuffi
cient. technical assistance in cultivation of alternative
 
crops.
 

N While increased diversification is important,it should
 
not be undertaken on 
any large scale without first conductin8
 
proper feasibility studies of the type presented in Appen
dix E of this report.
 

X Visits were made to 35% of FEDECOOP's affiliated
 
cooperatives to ascertain how their &rower-members are re
spondina to the Project. In every instance, growers are
 
enithuslastic about the new coffee plants and the 
new culti
vation technology. Yields are several times 8reater than
 
previously.
 

I Because this renovation aspect of the Project has 
,rown so rapidly, more technical assistance in the field is
 
orgont.ly requitred. Much is now beind provided by aarono
mists of FEDECOOP's Project Coordination Unit and by a8rono
mists employed by some of the affiliated cooperatives, but 
this is not suff.cient.
 

N FEDECOOP'2 Project Coordination Unit 1s fully staffed 
according to original plans and is functioning quite well, 
with only minor exceptions. 

0 No Project loans have yet matured, thus thore are no
 
delinquencies in repayment of loan principal. However, the
 
Rrower-members of approximately 40% of the affiliated coop
erativen are delinquent in makint required Interest payments.
This does not bode well for the future success of the 
Project.
 

i It is most important that much effort bo directed to 
collection of loan principal durin8 the next two or three 
year*. If this is not done, the Project will soon die. If 

http:orgont.ly
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this is done properly, the Project can 
become a self-sustainin8 revolvin
8 credit program which will 
benefit many Costa
Rican farmers in 
a variety of a8ricultural 
activity far 
into

the future.
 

0 Key personnei 
of the Project Coordination Unit,
well as managers of as
 some 
of the affiliated cooperatives would
benefit from additional trainin 8 
 in busines administration
and management skills. 
 This would strengthen the operation

of the entire Project.
 

-xxx
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ENCUESTA COOPERATIVA APPENDIX A
 

1. Nombre de la cooperativa:
 

2. 
 Ubicaci6n:
 

3. N(mero de socios: 
 N~maro de empleados:
 

4. Actividades principales de 
la cooperativa:
 

5. Vol~imen total do cafe vendido por la cooperativa durante 

el Oltimo afto econ6mico: 

Datos financieros por 
ano econ6mico do 
 a
 

Composici6n del activo
 

6. Activos circulzintes: 

7. Activos fijos: 

8. Otros activos: 

9. Activos totales: 

Composici6n delpasivo 

10. D(udan clrculantes: 

11. L)eudas a largo plnazo: 

12. Douda; totiiloti 

13. I'atrinlonio 0t totni s . 

14. Ingrosou totna on d,11 .11,, picaa(|o_ 
15. Gastcu (ograiix:) t(t,1I ,.,)l: , isado_ 

16. Qinancin notn (o L[Ard id ) do o[,eracioncoa *=..........
 

iv 
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APPENDIX A
 

17. 4Cuntos do los asociados do la cooperativa han pedido prista
nos do la cooperativa desde el principio do este proyeeto do
 
"Technificacion y Diversificacion"?
 

18. iCuantos han recibido pristamos?
 

19. LPara cuiles propositos?
 

20. jCu~ntos socios han recibido 
asistencia to'cnica?,
 

21. jDe quien?---De FEDECOOP? - *De esta cooperativa?.. Otro? 

22. Es suficiete esta cantidad y tipo do asistencia tocnica?
 

23. tSi "no", jQue mas seria necesario?
 

24. LCua'ntos socios han diversifica o de cafe a otras cosechas?
 

25. Que tipo do diversificacion?
 
26. tCuantos socios han adoptado tipos mejorados de cafe?
 

27. 	LQue porcentaje do Ia tierra total do los socios ahora es culti
vado con las ticnicas nuevas--cono resultado do esta prosrama do
 
"Technificacion y Diversificacion?
 

28. LQue tipo de prosramas de entrenamiento nan recibido los socios?
 

29. jQuieon ha dado estas 
prograwas?
 

30. 	LQue" fde la reacc1on do los socios a estas prosramas do entre
namiento?
 

31.jQue servicios recibe esta cooperativa do FEDECOOP?
 

32. 	 iQuedan ustedes satisfechos con la calidad y cantidad do ostos
 
servicios? Si "no", por quo?
 

33. 	jHay otros serviclos quo a ustedes les Sustarfa recibir do
 
FEDECOOP?
 

34. LCua'ntoc vocos por ano recibe ustede visitas do personal 
do
 
FEDECOOP? 
 Quienes son?
 

-XXX
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OPERATIONAL DETAILS
 

OF
 

SAMPLE COOPERATIVES
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Cooperativa Naranjo (Coffee Zone #7)
 

This is a large and very successful cooperative, 20 years old
 
It has 2,022 farmer-members, 92 full-time year-round employes
 
and employs 30 to 40 more at harvest time. Its chief acti
vities are the purchase, processing, and sale of coffee for
 
its members, provision of all a8-inputs, production credit
 
for members, and irrigation services, In addition, it has
 
or8anized a large consumer co-op to serve the members' needs.
 
For the most recent crop-year the cooperative handled 145,000
 
fane8as of coffee.
 

Of the 2,000-plus members, 650 have applied for loans to take
 
part in this program of Technification and Diversification,
 
and 543 of these applicants have received loans--all of which
 
have been used for renovation of coffee Land. As of Aug. 12,

1987, 459 hectares of members' land had been renovated since
 
the program began in 1985. This represents approximately 10%
 
of all land held by farmer-members, and all this land is
 
being cultivated with the new techniques introduced by this
 
program. Cost of this renovation has been 55 million colones.
 

All 543 members who received loans also have received techni
cal assistance, as well as assistance in credit manegement,
 
from two a8ronomists employed by the cooperative and from
 
Frank Astacio, ACDI coffee credit specialist.
 

None of the members has ventured into diversification out of
 
coffee into alternative crops. However, the co-op management

would like to encourea8e some members to try planting straw
berries and ca~a-India, an ornamentsl plant that has an excel
lent export market.
 

As far as training is concerned, this co-op offers frequent
 
and direct technical assistance to members, issues instruct
ive bulletins, etc., and the reaction of members to this has
 
been very positive.
 

After Interviewing co-op officials, visits were made to the
 
fincas of several of the members, varying in size from 2 to
 
10 hectares. (Approximately 80% of Naranjo's members are
 
small producers.) All farms visited are operating under the
 
new cultivation techniques and are using the new improved
 
types of coffee Introduced by this AID coffoe project. In
 
every case yields awo considerably ahead of expectations and
 
projections.
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A certain amount or shade is needed for healthy coffee plants
 
and thus inter-croppin8 is practiced on these farms--with
 
banana plants, 8uava trees or tall corn growln8 inbetween
 
some of the rows of coffee trees. 
 Th4s.arow tailer than the
 
coffee plants and 
so provide ,;hade. At the same time, the
 
grower benefits from the resuitin8 produce which he can use
 
for household consumption, or sell for a bit of extra income.
 

Interviews with a few framer-members revealed these results:
 
One grower who farms 7 hectares has 14 hectares planted to
 
the new coffee-type. Altho these plants are only 2 years old
 
(which is quite young) he already is realizing a yield of 15
 
fanegas per manzana as compared with the 5 f/ he received
 
from the old-type coffee.
 

Another 8rower--with 50 hectares under cultivation--has 6 of
 
these planted to the new coffee type and is realizing a yield

of 20 fanegas per manzana, as compared to 10 previously. And
 
because these coffee plants are very young (only 2 years old)

the yield next year should be 30 to 40 fanegas per manzana,
 
and then will continue to increase in the future. Finally, a
 
very small 8rower,who has a finca of only one manzana, has
 
half of this planted to the new coffee type. In just the
 
sacond year his yield already is double that of the old cof
fee variety.
 

-XXX
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Financial Data for Cooperativa Naranjo
 

(Period: Oct I, 1986 to Mar. 31, 1987)
 

Current assets $147,608
 
Fixed Assets: 772,552
 

Total Assets: $920,160
 

Current Liab. ---

Lona-tera Liab: $863,632
 

Total Liab: $603,632
 
Net worth: $56,528
 

Total income for period: $84,903
 
Total expense for period :70766
 

Net operating 8ain: $14,127
 

Operating Capital: $147,608
 

Debt/Equity Ratio: 15:1
 

Return on assets: I.5%
 

Return on Net Worth : 25%
 

-XXX
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Cooperativa San Juanillo (Coffee Zone #7)
 

Although only six years old, 
this is a large and successful
 
cooperative with 2,750 members, 79 
full-time employees, and
 
more at time of the coffee harvest. It buys, processes, and
 
sells members' coffee, provides then with a8-inputs, techni
cal assistance, and has a large consumer co-op whilch sells
 
food, clothing, and household appliances at very reasonable
 
prices. Last crop-year the San Jaunillo Cooperative handled
 
97,300 fane8as of coffee.
 

In the AID Program of Technification and Diversification,381

members have applied for and received loans for renovation of
 
coffee land, and 20 more have received loans to plant almaci
goes (nursery stock). At present, 462 hectares of members'

land have been renovated and now is being farmed with the
 
new cultivation techniques introduced by this Program.
 

A few additional hectares are 
planted to nursery stock--young

coffee plants. Throughout this process of renovation and
 
cultivation, members have received technical assistance from
 
three agronomists employed by the cooperative. None of the
 
members has taken part in the diversification program.
 

It should be noted that members of this cooperative began

planting the new disease-resistant coffee trees six years

ago--well before AID initiated the present Program. As a
 
result of this early start, some 
1,500 of the co-op's members
 
are 
8rowing the new-type coffee plants and employing the new
 
methods of cultivation. Approximately 85% of all the land
 
held by members is now being cultivated with the new technol
ogy. The co-op's agronomists are continually working with
 
members in training programs and making regular visits to
 
members' farms.
 

FEDECOOP provides this cooperative with production credit,

training programs, and technical assistance in the operation

of the co-op's bxeneficio. Also, FEDECOOP exports the coffee
 
handled by this co-op and imports as-chemicals for members'
 

Use.
 

While the management of the Sain Juanillo co-op appreciate

these services, they would indeed appreciate more assistance
 
from the Federation--particularly in these areas: more tech
nical assistance, additional long-term finance to meet mem
bern' needs, up-to-date information on the latest develop
ments 
in coffee culture, additional transport, and, very im
portant, more technical information on the proper use of the
 
agricultural chemicals FEDECOOP imports and supplies to 
this
 
cooperative. Commercial suppliers provide this information
 
to their customera, but FEDECOOP does not.
 

-XXX
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Financial Data for Cooperativa San Juanillo
 

(Period: Oct. 1, 185 to Sept. 30, 1986)
 

Current Assets: $12.645,507
 
Fixed Assets: 2,919,526
 
Other Assets: 99,846
 

Total Assets: $15,664,879
 

Current Liab.: $13,029,338
 
Long-term Liab.: 1,227,293
 

Total Liab.: $14,256,631
 

Net Worth: $1,408,248
 

Total Income for Period: $9,540,833
 
Total Expense for Period: 9,473,848
 

Net Operating Gain: $ 66,985
 

Operatins Capital: (0383,831)
 

Current Ratio: .97
 

Debt/Equity Ratio: 10:1
 

Return on A3sets: .004
 

Return on Net Worth: 4.8%
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Cooperativa Santa Rosa (Coffee one APPENDIX
 

This cooperative, with headquarters in the 
town of Heredia,

has 1,000 members, 40 year-round employees, and 20 
to 30 more
 
at harvest time. Its principal activities are the buyin8 ,
processing, and selling of members' coffee, supplying them
 necessary a8-inputs, and production credit. During the last
 crop-year, the co-op handled 38,000 fane8as of 
coffee.
 

Since the Technification and Diversification Program bean,
189 of the members have applied for and received loans for

the purpose of coffee land renovation. However, most of the

other members not officially enrolled in the Program also
have renovated some portion or 
all of their own fincas. All

1,000 members have received and are receiving sufficient
 
technical assistance from the a8ronomists employed by their

cooperative. Altogether, 280 hectares of members' 
land is
 
now renovated.
 

Training programs in coffee culture 
are regularly offered
 
members by the co-op's agronomists in periodic zone meetinas,

or "charlas", as well as buy agents of 
commercial suppliers

of a8-inputs, and representatives of the Ministry of

Asricultura & Ganaderia. 
Members' reaction to these training

activities is very positive. None of the members has entered
 
into crop diversification.
 

From FEDECOOP this co-op receives short-term production cre
dit for its members, Iona-term credit to participate in this
 
Program, and supplies of agricultural inputs.
 

In addition to 
these services Santa Rosa management would
welcome additional long-term credit so 
more of the members
 
might enter the Program--as well as technical
more trainin8
 
of its agronomists by FEDECOOP experts.
 

-XXX
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Financial Data for Cooperativa Santa Rosa
 

(Period: Oct. 1, 1986 to June 30, 1987)
 

Current Assets: $4,299,917
 
Fixed Assets: 854,101
 
Other Assets: 133,021
 

Total Assets: $5,287,039
 

Current Liab.: $4,029,191
 

Fixed Liab.: 729,145
 

Total Liab.: $4,758,336
 

Net Worth: $528,703
 

Total Income for Period: $3,107,041
 
Total Expense for Period: 3,077,275
 

Net Operatin8 Gain: $ 29,766
 

Operatina Capital: $270,726
 

Current Ratio: 1.07
 

Debt/Equity Ratio : 9:1
 

Return on Assets: .005
 

Return on Net Worth : 5%
 

-XXX
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Cooperativa La Libertad (Coffee Zone #6)
 

This cooperative was founded 26 years ago and now has 1,100
 
members and 180 employees. It buys, processes, and sells its
 
members' coffee, supplies them with all ag-inputs and tools,
 
and operates two beneflcios. Also, it has established a con
sumer co-op to serve its members' household needs. L;t crop
 
year La Libertad hardled 100,000 fanegas of coffee.
 

Since the Technfication and Diveresification Program began,
 
some 300 to 350 of the members applied for loans to enter the
 
program. To date, 226 members have received loans for the
 
purpose of renovation, and eight others were granted loans to
 
plant new nursery stock.
 

Although only 226 members are officially enrolled in the Pro
gram, an 
additional 269 have undertaken renovation of their
 
fincas. Thus, about 45% of all members have adopted the new
ty pe coffee plants and are using the Improved cultivation
 
techniques. But official figures show that only 21% of the
 
members have undertaken renovation. Approximately 20%, or
 
1,000 hectares, of members' land is now being farmed with the
 
new cultivation techniques.
 

The yields members are realizing with the new coffee trees is
 
four to five times 8reater than previously. Average yield is
 
now 80 fane8as par hectare. One finca visited is getting 100
 
fane8as per hectare.
 

All members, whether officially enrolled in the Program or
 
not, are receivin8 technical assistance from the co-op's
 
agronomists--yet this is not sufficient. Two more agrono
mists are needed, as well as additional transport, in order
 
to fully meet the technical assistance needs of members.
 

No member has gone into crop diversification, but the cooper
atLive itself, on land it owns, is arowing Guanabana (a tropi
cal fruit) and also raising cattle.
 

From the cooperative's agronomists and from representativeo
 
of INCAFE, members have received technical assistance in cof
fee culture, and from Frank Astacio they have received iome
 
instruction in credit management. Member reaction to theose
 
training programs is excellont; attendance averages 120 mem
bers per training session.
 

From FEDECOOP this cooperative receives production credit and
 
long-term finmnring for Ito members to take part in the AID
 
PSrogram. FEDECOOP also market% the co-op's coffee and pro
vides ag-inputz and some educational service%.
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La Libertad management appreciates these services, but feels
 
they could be 
improved and augmented with additional services.

In particular, La Libertad would like 
to see FEDECOOP be8in
to mix its own fertilizers in order 
to supply it to member
cooperatives at lower cost. 
 In addition, FEDECOOP's assistance would be appreciated 
in these areas: exploring new

fields of endeavor for development, conductin 8 feasibility
studies of potential projects, and providin 8 
more information
 
on the most recent experiments and developments in coffee
 
culture.
 

-XXX
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Financial Data for Cooperativa La Libertad
 

(Period: July 1, 1986 to Juno 30, 1987)
 

Current Assets: $5,978,935

Fixed Assets: 2,158,194
 
Other Assets: 1151,231
 

Total Assets: $9,288,360
 

Current Liab.: $5,676,413
 
Long-term Liab.: 932,346
 

Total Liab.: $5,768,759
 

Net Werth: $3,519,601
 

Total Income for Period: $11,577,051
 
Total Expense for Period 11,397,472
 

Net Operating Gain: S 179,579
 

Operating Capital: $302,522
 

Current Ratio: 1.05
 

Debt/Equity Ratio: 1.64:1.00
 

Return on Assets: 2%
 

Return on Net Worth: 5%
 

-XXX
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Cooperativa tl General (Coffee Zone 01)
 

This a8ro-industrial cooperative with 3.500 members and 200

empinvees will be 25 years old this November. While its most
 
Impo. ant activity is the buying, processing, and selling of
 
coffe, it is engaged in several other important lines. In
 
addition to operating a large coffee oeneficto 'which this
 
year will process 80.000 fanegas), it also operates a sugar

refinery (in8enLo) and a dairy.
 

Apart from the 1,190 hectares of land owned by tie farmer
members of this cooperative, the cooperative itself own5 
5t
 
fincas totalling 404 hectares, 
on which it raies sugar cane,

coffee, macadamia nuts, pineapple, timber, and beef cattle.
 

Since the AID Program of Technification and Diversification
 
began in 1985. some 900 members of this co-op have applied

for loans in order to take part in the Program. Of the5e ap
plications, 614 have been Sranted--JO 
for the purpose of al
micales (planting nursery 
.tock), and 5N4 for purposeo of
 
renovation of coffee land. But in addition to 
these 584 mem
bern who have 
undertaken renovation via AID-FEDECOOP loan5.
 
approximately twtle many
as more members have undertaken
 
renovation of their coffee land, are planting the new type

of disease-resistant coffee trees 
and are uLina the improved

Cultivation techniques. A% a Consequence of tht% "cproad ef
fect', approximately 50% of 411 members' land j,-'. under
 
renovation--or about 600 hectares,. of members
All the.. have
 
.3ceived and are receiving technical 
ati.ttance from the o
operative' four agronomi-t and 
from FEDECOOP pertonnel 4t
 
well. 

According to management of El General, at let two more as
ronomistt--as well a a few paratechnic14n%-are needed in 
order to properly meet the member- technical a9.51ctance 
needs. (In fact, there are five aaronosittz employed by FA
General, but one of them works eclutively with ''ugag cane.) 

This cooperAti,.e i1 carrying out a rather 
etenntive educa
tion program. It hold% periodic :one meetinat 
with evaber4,
*charlas'. 
itue3 educational bulletin%. 
and broadca~t.t an 
educational radio program every Sunday morning, All iind% of
 
topics are covered--technical azpect of agriculture. cooper
ative principle-. etc. The reaction of membert 
to tthee 
educational activities has been very POitive.
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FEDECOOP supplies this cooperative with the usual services,
 
but management of El General would appreciate greater fre
quency of service, eg., more visits by top FEDECOOP agrono
mists to assist with problems of coffee culture. (One FEDE-

COOP agronomist 8ives very satisfactory and frequent help

with the co-op's macadamia plants, but this is not true in
 
the case of the Federation's coffee agronomists.)
 

In addition--and very important--El General urgently requests
 
more complete and more accurate information from FEDECOOP
 
experts on the proper use of a8-chemicals which FEDECOOP sup
plies. Commercial vendors of a8-inputs give their customers
 
such information in great details--but FEDECOOP does not.
 

-XXX
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Financial Data for Cooperativa El General
 
(Period Jan 1, 1986 to Dec. 31, 1986)
 

Current Assets: $3,675,175
 
Fixed Assets: 1,690,542
 
Other Assets: 867,992
 

Total Assets: $6,233,709
 

Current Liab.: $3,876,077
 
Lona-term Liab.: 1,292,531
 

Total Liab.: $5,168,608
 

Net Worth: $1,065,101
 

Total Income for Period: $11,143,509
 
Total Expense for Period 11,055,035
 

Net Operatin8 Gain $ 88,474
 

Operatin8 Capital: $200,902
 

Current Ratio: .95
 

Debt/Equity Ratio: 4.85:1.00
 

Return on Assets: .014
 

Return on Net Worth: 8%
 

-XXX
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Cooperativa Atenas (Coffee Zone #7)
 

This cooperative with 1,000-plus members provides them with
 
the usual services--the buying, processing, and selling of

their coffee crops, providing them with all ag-inputs, as

well as with production credit. There are 75 full-time year
round employees in the offices and beneficio, and an addi
tional 20 to 25 are employed at harvest time. There also is
 
a consumer co-op for members' convenience. Last year the

beneficlo processed 42,000 fanegas, and this crop-year 50,000

fanegas are expected.
 

Since the Technification and Diversification Project began in

1985, a total of 169 members have received loans under the
 
Project for renovation of their coffee fincas, and II have
 
been granted loans for the planting of coffee nursery stock.

In addition to these members, 80 others have undertaken reno
vation on their own.
 

Thus, while 18% of the members are officially participating

in the prograa, 8% more have copied the others and are doing

the same thing on their own.
 
Approximately 80% of all members are 
receiving technical as
sistance from the agronomists cf this cooperative and agents

of the Coffee Institute (a department of MAG). According to
 
Atenas management, 
this amount of technical assistance is not
 
sufficient. Two more agronomists are needed, along with ad
ditional transport.
 

None of the members 's applied for a Project loan for pur
poses of diversification, yet 25% of the members have under
taken diversification on their own account--planting mango,
 
oranges, tomatoes, and sweet pepper.
 
Of the total 2,000 hectares owned by members, 400 
are now
 
being cultivated with the new technology, although only 225
 
of these are officially a part of the Project.
 
A number of training programs have been given to members by

representatives of the Atenas cooperative and the Coffee
 
Institute--dealing with coffee culture, fare management, co
operative princples, etc., and the reaction of members has
 
been very positive.
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From FEDECOOP the Atenas cooperative receives long- and short
term 
finance, help with cooperative education, 
fare supplies,
export of coffee, and technical assistance in the operation
of the co-op's beneficio. 
 While Atenas appreciates these
services, its management is less than 
fully satisfied--for
these reasons: 
 It is felt that the price charged by FEDECOOP
for 
fertilizers and other a8-chemicals is too high compared
with the prices offered by the competition. Also, Atenas
would appreciate more 
technical assistance in the operation
of its beneficio. 
 Last year FEDECOOP's a8ronomist Roberto
Esquivel visited Atenas five times. 
 FEDECOOP's General Coordinator of the Project and 
its senior a8ronomist have never
visited this cooperative.
 

-XXX
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Financial Data for eooperativa Atenas
 

(Period: Get. I, 1985 to SEpt. 30, 1986)
 

Current Assets: 
Fixed Assets: 

02,063,509 
1,046,626 

Other Assets: 147,484 
Total Assets: $3,257,619 

Current Limb.: $1,592,765 
Long-term Limb.: 987,774 
Other Liab.: 12,186 

Total Liab.: $2,592,725 

Net Worth: $664,894 

Total Income for Period: $971,508
 
Total Expense for period: 894,595
 
Net Operating Gain: S 76,913
 

Operating Capital: $070,744
 
Current Ratio: 1.30
 
Debt/Equity Ratio: 3.9:1.0
 
Return on Assets: 2%
 
Return on Net Worth: 
 12%
 

-XXX
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Cooperativa Palmares (Coffee Zone *7)
 

The 1.300 farmer-members of the Palmares co-op receive from
 
it the usual services: the purchase, processing, and sale of
 
their coffee; production credit; a8-inputs, etc., as well as
 
a large consumer co-op which supplies food, clothing, and
 
household appliances. Last crop-year the cooperative handled
 
59,000 fanegas of coffee and expects to process 75,000 this
 
year.
 

Since the beginning of this AID Project approximately 300
 
members have applied for loans to participate in it, and 270
 
of them have been granted loans--all for the purpose of reno
vation. But in addition to these, 50% more (135 others) have
 
undertaken renovation on their own account and are not offi
cially a part of the Project.
 

All members of this cooperative, not only those enrolled in
 
the Project, have received and are receiving technical assis
tance from Palmares agronomists and from agents of MAG, and
 
Palmares management feels this is sufficient. No member has
 
ventured into diversification, but approximately 10% of mem
bers' total land is under renovation.
 

Representatives of this cooperative as well as the MAC are
 
providing members with training programs dealing with coffee
 
culture and farm management through group meetings, bulletins
 
and visual aids. Member reaction to this activity has been
 
very good.
 

FEDECOOP serves the Palmares cooperative with production
 
credit, ag-inputs, co-op education, and export of coffee.
 
Nevertheless, Palmares management feels the price it pays for
 
fertilizer and other agrilcultural chemicals ts too high com
pared with prices offered by other suppliers. Also, it Is
 
felt that because FEDECOOP buys I such large volume, It
 
should arrange to have its name printeO on all the sacks of
 
fertilizer, chemicals, etc.. for this would provide valuable
 
advertising and publicity for the Federation.
 

Last year FEECOOP's senior agronomist visited this coopera
tive five or six times. Also, other Federation agronomists
 
have visited, as well 39 FEDECOOP accountant Victor Nunez.
 

-XXX
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Financial Data for Cooperativa Palmares
 

(Period: Oct. I, 1985 to Sept. 30, 1986)
 

Current Assets: 
Fixed Assets: 

$5,521,736 
. 1,291,652 

Total Assets: $6,813,388 

Current Liab.: $4,918,166 

Long-term Liab.: 1,134,138 

Total Liabilities: $6,052,314 

Net Worth: $761,084 

Total Income for Period: $4,576,706
 
Total Expense for Period: 4,544,767
 

Net Operating Cain $ 31,939
 

Operating Capital: $603,570
 
Current Ratio: 1.12
 
Debt Equity Ratio: 8:1
 
Return on Assets: .005
 
Return on Net Worth: 4%
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Cooperative El Dos 
 (Coffee Zone #4)
 

This is a small cooperative with only 270 members and is lo
cated in n difficult relion of the country--mountainous, rel
atively ooor soil, 
very poor roads, etc. Nevertheless, in
spite of these handicaps and its small size, 
its financial
 
data compdre favorably with other cooperatives much larger

and more favorably situated.
 
El Dos operates its own beneficio, has 11 year-round employes

and hires two or three temporary workers at harvest time. For

last crop-year the co-op processed 5,200 faneaas of coffee.
 
Of the 270 memberu, 36 have received loans to 
participate in
the Project of Technification and Diversification--all for

the purpose of cropland renovation. In addition to these 36
who are officially registered as participants in the Project,

an additional 40 
members have undertaken renovation on their
 own account, plantina the disease-resistant coffee trees and

using the new cultivation techniques.
 
All of the 
36 members in the Project have received technical
 
assistance from the agronomist employed by El 
Dos and by FED-

ECOOP asronomists who 
frequently visit this cooperative.

Other members receive some technical assistance as well, but
available resources are insufficient to mot members' needs.
Transport is a major problem. 
 The topography and condition
 
of 
the roads are such that agronomists can reach many of 
the
 
members' fincas only on horseback.
 
Of the total 350 hectares of coffee land cultivated by d4l
members of the cooperative, approximately 25% is under reno
vation and is being cultivated with the 
newer more efficient
 
cultivation techniques. The remainder of vembers' coffee

land--approximately 260 hectares--is pla.ted to 
old-type cof
fee trees which produce a 2mall yield of low-grade coffee.
 
Members are reoeiving a variety of training programs in cof
fee cullture, 
 credit manalement, cooperative principles,etc.

offered by representatives of FEDECOOP, INA. 
MAC, and El Dos.

Reaction to 
these programs is excellent. Average attendance
 
is tO0 members per training session.
 
El Dos receives from FEDECOOP a number of 
services it roaards
 as very valuablo--production credit, longer-term credit for
this Project. supply of al-anputs, export of coffee, techni
cal assistance 
in operation of the boneficio, and assistance

in cooperative education. Aironomi'ts and others 
from FED-

ECOOP visit El 
Dos often (75 times last year), yet this co-op
never 
has been visited by the Federation's General Coordina
tor of the Project, nor by its senior agronomist.
 

-XYX
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Financial Data for El Dos
 

(Period: Oct 1, 1985 to Sept.30,1986)
 

Current Assets: $161,600 
Fixed Assets: 71,447 
Other Assets: 10,008 

Total Assets: $243,055 

Current Liab.: $ 72,166
 
Lonatera Liab.: 53,644
 

Total Liabilities: $125,810
 

Net Worth: $117,245
 

Total Income for Period: $567,159

Total Expense for Period: 553,823
 

Net OperatinS Gain: $13,336
 

0 0 . 

Operatina Capital: $89,434
 
Current Ratio: 2.24
 
Debt/Equity Ratio: 1.0"7:1.00
 
Return on Assets: 5%
 
Return on Net Worth: 11%
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Cooperativa l'ilaran 
 (Coffee Zone #5)
 

The 569 members of 
this co-op receive the usual services. The

cooperative also rows nursery stock of 
macademia trees which
 
it sells to those members who wish to diversify into this
 
crop. There are 27 year-round eiplopyos and a few others
 
are hired temporarily at harvest time. 
 Last crop-year the
 
co-op handled 11,730 faneaas of coffee.
 
Since the Project began, 10 members have received loans for
 
the purpose of diversification into production of macademia
 
nuts, and they 
now have a total of 16 hectares planted to
 
this crop. A total of 57 members have received Project loans
 
in order to renovate their coffee land. 
 They now have a tot
al of 
84 hectares planted in the dLseasse-resistant coffee
 
trees and cultivated with the new technology. These 84 hec
tares constitute 21% 
of total land owned by all members.
 
In addition to these 57, another 25 members have 
undertaken
 
renovation of 50 hectares their
on own account, apart from

Project funding. Addin 8 this to the official Project parti
cipants, there then i.s 33% of members' now renovaland in 

tion and cultivation via the 
new improved technology.
 
All of the official Project participants are receiving tech
nical assistance, and some of the other members 
as well.
 
Resources are insufficient 
to serve all members adequately.

At least one more agronomist (with transport) is needed 
to
 
provide proper technical assistance to coffee growers, and
 
someone expert in macademia culture is needed to assist those
 
members who have diversified into this crop.
 
The technical assistance provided to date has come from FEDE-

COOP, MAG, INA, 
and the Tilaran cooperative. Additional
 
educational programs h; 
 been provided in cooperative prin
ciples and credit manaement. Member reaction to these pro
gram% has been excellent. 

From FEDECUUP the lilaran co-op and its @ambert receive the 
usual serviceos--export of coffee, supply of as-inputs, short
and long-term credit, educational course, and technical at
sistance with operation of the boneficlo. Tilaran appre
ciates these servico, but at the same 
time would like to

have more help 
from tE(AUCOOP in manaaement-training, as well
 
as in member-education in cooperative principle% and prac
tices.
 

One FEDECOOP agronomist tpend% considerable time providing
technical assistance for Tilaran' mebers. and during last
 
year other Federa'lon personnel have vinited Tilaran to offer

short courzes in co-op education, In addition, FEDECOOP's
 
Project Coordinator and Senior Agronomist have visited this
 
cooperative on three occasions.
 

-XXX
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Financial Data for Cooperativa Tilaran
 

(Period: Oct. I, 1985 to Sept. 30, 1986)
 

Current Assets: 
Fixed Assets: 

$212,143 
347,902 

Other Assets 87,825 
Total Assets: $647,870 

Current Liab.: $188.182 
Long-term Liab.: 189,000 

Total Liabilities: $377,182 

Net Worth: $270,688 

Total Income for Period: $1,130,373
 

Total Expense for Period: 1.117.205
 

Net Operating Uain: $ 13,168
 

Operating Capital: $23,961
 
Current Ratio: 1.13
 
Debt/Equity Ratio: 1.39:1.00
 
Return on Assets: 2%
 
Return on Net Worth: 5%
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Cooperative Conizosa (Coffee Zone #4)
 

This is a small cooperative with only 180 members and 8 em..
 
ployees. It operates its own small beneficio, uslng the sun
 
to dry the coffee. Last crop year 583 fane~as of coffee were
 
processed.
 

Since the Technification and Diversification Project began,

65 members have been granted loans for purposes of renovation
 
of their coffee lands. 
 Another 80 members have undertaken
 
renovation on their 
own. Of the total 500 acres of coffee
 
l3nd owned by all 
members, 13.5% of it--or 67.5 hectares--has
 
been renovated and is being cultivated with the iew improved
 
technology.
 

All members are receivin8 technical assistance with their
 
with their coffee cultivation from this cooperative's own
 
agronomist, from FEDECOOP, and from 
a MAC aaronomist--yet

this is not sufficient to meet members' needs. At least an
 
additional agronomist and more transport are required.
 

Members have received training programs in coffee culture,
 
credit manaaement, co-op principles, etc., from MAC, LNA,
 
FEDECOOP, and their own cooperative, and member reaction has
 
been very positive.
 

FEDECOOP is paying one-half the salary of the agronomist em
ployed by Cenizosa as part of the AID Project. Also, the
 
Federation provides educational services, technical assist
ance with operation of the boneficio, and short- and long
term credit. In addition to these services received,Cenizosa
 
management would appreciate this additional assistance from
 
the Federation: financial support to improve the co-op's

boneficio, and additional credit so more members could take *
 
part in the coffee renovation program.
 

Thi s co-op is visited by an agronomist, an accountant, and a
 
credit supervisor from the Federation.
 

-XXX-
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Financial Data for Cooperativa Cenizosa
 
(Period: Sept. 30, 1986 to March 31, 1987)
 

Current Assets: $127,112

Fixed Assets: 39,123
 
Other Assets: 97,771
 

Total Assets: *259,006
 

Current Liab.: $127,662
 
Lon8-term Liab.: 87,827
 

Total Liabilities: $215,489
 

Net Worth: $43,517
 

Total Income for Period: $146,027
 
Total Expense for Period: 148,361
 

Net Operating Loss: $ 2,334
 

Operating capital: -$550
 

Current Ratio: .99
 

Debt/Equity Ratio: 5:1
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Cooperativa Pllanaosta (Coffe Zone #4)
 

This cooperative is quite different than the ten previous
 
cooperatives visited in the course of this investigation.
 
This is because cultivation of coffee is not the major activ
ity of its 220 members--but only a "ideline'. Their major
 
activity consistG of cattle raisin$ and cultivation of rice,
 
corn, and beans.
 

Nevertheless, more than 100 members applied for credit to
 
take part in the Technification and Diversification Project,
 
but not all of them received loans because some could not
 
meet the rai8d credit criteria established by management and
 
the cooperative's credit committee. Loans were 8ranted to 69
 
members for purposes of renovation and to 20 others for the
 
planting of nursery stock.
 

But at the same tLme other members also undertook renovation
 
of their coffee land on their own and are not officially
 
registered as participants in the Project. In addition to
 
this, some of the members who received loans to renovate a
 
portion of their coffee land undertook renovation of an addi
tional portion on their own. Thus, considerably more mem
bers' land has been ren.vated and is being cultivated with
 
the improved technology than appears in the Project records
 
for this cooperative. 0 f total coffee land owned and farmed
 
by members, 130 hecates or 50% of it hau been renovated.
 
However. this represents only 7% of total membersO land be
cause by far the 8reatest portion of it is devoted tc cereal
 
crops and pasture land for their cattle.
 

All members of this cooperative have received and are recelv
inS technical assistance--not only those officially in the 
Project. They are receiving this assistance from the cooper
ative itself and from an agronomvst of the Ministry of Aart
cultura and Canaderia. yet these efforts or* not sufficient 
to properly meet members' needs. At least an additional agr
onomist is required and additional transport for the sarono

mists.
 None of 
the members has applied for 
or received Pro
ject loans for purposes of diversification out of coffee into
 
other crops. This region of the country is not suitable for
 
cultivation of llcadqlIa trees, but it is quite tuitoble for
 
ca'A-lndis, mangoes. Guanabana, and citrus fruit.
 

Membera have received a number o trainitn courses from their
 
cooperative, from INA. and FEDECOOP--in a variety of topic%:
 
coffee culture, credit management, cooperative principle,
 
etc. Thio is done in large groups. in small charta. and with
 

members individualy, and member reaction has been very posi
tive,
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Pilangosta receives 
the usual services from FEDECOOP, Includ
ing assistance with their accounting system, 
educational pro
grams, technical assistance in coffee culture and 
in the operation of the beneficio. Yet the Pilangosta manaSement would
 
indeed appreciate more technical assistance in coffee cul
ture. In addition, management would like FEDECOOP to assist
 
technically and financially in equiping this co-op with 
a
 
complete computerized data system.
 
Representatives of FEDECOOP frequently visit this cooperative

One of the Federation's agronomists 
comes twice per week; the
 
FEDECOOP representative in chage of supplyin8 a8-inputs calls
 
frequently; an educational 
representative called six times
 
last year, FEDECOOP's senior agronomist comes by frequently,

and the Federation's general coordinator of 
the Project came
 
to visit twice.
 

-XXX

f,) 



-(31)- APPENDIX 8
 

Financial Data for Pilangosta
 

(Period: Oct. I, 1985 to Sept. 30, 1986)
 

Current Assets: 
Fixed Assets: 
Other Assets: 

Total Assets: 

$306,873 
376,573 

21,949 

$705,395 

Current Liab.: $301,143 
Long-term Liab.: 366,728 

Total Liabilities: $667,871 

Net Worth *37,524 

Total Income for Period: $742,849
 
Total Expense for Period 775,362
 

Net Operating Loss: $ 32,513
 

Operating capital: $5,730
 
Currert Ratio: 1.02
 
Debt/Equity Ratio; 18:1
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FEDECOOP's OPERATIONAL PLAN
 

(Note: The numbers across the top of 
the chart
 
on the followin8 Page indicate the type of

activity undertaken, an explained by the 
numer-

Lcal listings on pages 34 and 35. 
 The letters in

the boxes of the chartindicate in which week
 
of the month the activity is to take place.)
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I* Inicia do troajo dd revisidn del Documento 89sico del Proyecto de Tec
 

nificacidn y Divorsificacidn do Cafd
 

2. Preparcidn do inrorniacidn Vdcnica do cardcter agrfcola y crediticia pa

ra In colebrocidn dol Consojo consulkivo do FEOECCOP
 

3. Acuordo del Consojo Consultivjo do rECECCOP
 

4. Reunionus FECECOOP-AID-CCFISA para Ia dofinicid, 
 cel "mnemorandum, do-


Ofltendirmiento"
 

5. Rounicne, FFCECflPt-oFISA-rIo onra In distribucidn do Recursos Finon

cioros, tioa do intnrdo y olazos de amortizacidn
 

6. Dlstribucidn do sornilia3 moJorodas 
a las Cooporativas
 

7. Hachura d~o sernilioros
 

0. Hachuraj do aligrales
 

9. Establociiento do carotaoics (proparci&, dol Torreno, siar-bra do 

raro o, / irtYrthrf) 

10. 
Prep araciL'n y entrcrja do inForm'acien t~cnica'a nivel de Cccperativjo
 

11. Sclvcci~v d~o parscrnal t~cnico y auxilior para la soda central de'l 
 -

Prcy cto 

1?. An~lisis do ofortao porn nd'quirir vahtculou, equipos e instrurncntos
 

do trabajo. Adiudicacionos
 

13, A~1rnacidn do funclonvs y iu~.'rc, do trabajo ai 
prs-onal te'cnica 

14, Ccntmntos do Ccn-mlto.f: FECCCCP, U-.R, CATE, CrIcrrE, MAZ 

15. Preprar-irn (o,,a-~& cm u~io oe'~~~ain 

r*:CIa-i3, cmc nrc'-,trj,. flore5, incluyeneo cunCrC3 Cc 

16. PrVitoraldori'n~,iu oivtJtj.)t.vo obro loo dirk rontum arpoctoo 

nuo cubren al proyocto 

http:oivtJtj.)t.vo
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17. 	 Realizacidn do cursos t~cnico-pr~cticos para el personal t6cnico in

volucrado en el proyecto 

18. Supervisidn do trabajos do campo y oficina, par parts do funciontrios
 

de la Unidad Ejacutora del Proyecto
 

19. 	Anglisis dol Proyecto: Problemas, logrosp avance. Unidad EJncutor2 

con personeros A1O-COFISA 

20. 	Reuniones para discutir el Proyccto a nivel regional con gerentes, -

Consejos do Administraci6n y t'cnicos de Coopcrativas 

21. 	 Ccnclus!ones y recomcndaciones do la Unidad Ejecutora al Consojo Con
 

sultivo do FEDECCOP
 

22. 	Programaci6n do actividades 1986
 

CAL 	 OARIZACIOt rDE DESEt9CLSOS 

I- Donacidn- plan do compras
 

Almaclooles
 

2- CrSdito Tacnificaci6n
 

Oivarsficacidn
 

3- Consolidado
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FEDECOOP's FIELD VISITS
 

(Note: Pages 37-42 of Appendix C provide a lizt 
of the visits made to FEDECOOP's affiliated coopera
tives by the Project's Technical Adviser. Cilberto 
Gutierrez Zamora. Those visits marked with an
 
asterisk 
(a) indicate that on these occasions he
 
was accompanies by Rafael Alvarado Leiton,

General 	Coordinator of the Project. Pages 43 and 44
 
give the duties and responsibilities of

Technical Adviser.)	 

the
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INGENIERO GILBERTO GUTIERREZ ZAMORA
 

VISITAS A COOPERATIVAS 86/87
 

ENERO 1986 

8 COOPE CARTAGO 

10 COOPE SARAPIQUI 

16 COOPE LIBERTAD * 

17 COOPETILA 

29 COOPE ARAGON ' 

31 COOPE SUIZA
 

FEBRERO 1986
 

3 COOPE LIBERTAD
 

4 COOPE LECO 

11 COOPFZ UNION ' 

12 COOP|. ARAGON ' 

14 COOPE LIIERTAD 

18 COOPEf UNION 

20 C0O.OPf AGRI EI. GENERAL 

25 COOI I'ALMARIS 

26 CWPIH4NARANJO 

27 cuI: A(;RI 1:I. GENERAL 

MARO 1906 

4 C0011P NANTA ROSA u 

5 cwt:r. UNION 

18 COOPROSANVITO 
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ABRIL 1986
 

16 COOPE SANTA ROSA
 

24 COOPE ATENAS w
 

MAYO 1986
 

Durante 22 dias so viaj6 por 
las zonas cafetaleras de
 

Colombia y Brasil. m
 

JUNIO 1986
 

3 COOPE PEJIBAYE
 

17 COOPE DOTA
 

19 COOPE SAN JUANILLO M
 

23 COOPRONARANJO
 

24 COOPE PALMARES A 

27 COOPE CAFIRA 

JULIO 1986
 

I COOPE PALMARES 

3 COOPE CAFIRA 

10 COOPE SAN CARLOS 0 

11 COOPE TARRAZU 

17 COUPE ARAGON 

24 COUPE CAFIRA 

29 COOPE CARTAGO N 

31 COOPE LIBERTAD 
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AGOSTO 1986
 

2 COOPE SANTA ROSA 

7 COOPE UNION 

11 COOPE CARTAGO 

12 COOPE SARAPIQUI - COOPE SAN CARLOSM 

13 COOPE PALMARES - COOPE CAFIRA 

18 COOPE CENIZOSA 

19 COOPE CERRO AZULN 

20 COOPE PILANGOSTA U 

27 COOPE VALVERDE VEGA 

28 COOPE SAN JUANILLO 

SETIEMBRE 1986
 

1 COOPE PILANGOSTA 

9 COOPE LIBERTAD - COOPE RIO PIRRO 

17 COOPE LIBERTAD - COOPE RIO PIRRO - COOPE SANTA ROSA w 
23 COOPE UNION 0 

24 COOPE I4IIBERTAD 

25 
 COOPE CAFIRA PEREZ 'ELEDON 

30 COOPE LECO N 

OCTURRE 1986 

2 COOPE SARAPIQUX 

6 COOPE CAFIRA - SEMINARIO HOTEL DEL SUR n 

10 COOPE CAFIRA - PEREZ ZELEDON U 

15 COOPE I.IEDRTAD U 

22 COOPE GUIZA 
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NOVIEMBRE 86
 

5 COOPE LECO 

6 COOPE PEJIBAYE 

11 COOPE CARTAGO 

12 COOPE ARAGON 

13 COOPE LLANO BONITO N 

id COOPE AGRI EL GENERAL M 

19 COOPE AGRI EL GENERAL 0 

20 COOPE SAN CARLOS 

25 COOPE SAN CARLOS 

26 COOPE SAN CARLOS-

DICIEMBRE 1986
 

3 COOPE UNION
 

4 COOPE PALMARES 

11 COOPE SARAPIQUI 

18 COOPE SUIZA
 

22 COOPE LECO I 

22 COOPE SARAPIQU I 

ENERO 87
 

15 COO1PE PALMARES 

21 COOPE SANTA TERESITAO 

28 COOPE AIRAGON 

30 COOPE AGUA BUENA 

GIRA AID q 
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FEBRERO 1987
 

3 COOPE SARAPIQUIN 

4 COOPE SABALITO 

10 COOPE SUIZA 

12 COOPE CARTAGO 

Resto del mes en visita a Honduras. m
 

MARZO 1987
 

3 COOPE AGRI EL GENERAL N
 

10 COOPELDOSE
 

17 COOPE LECO 

23 COOPE SAN CARLOS M
 

27 COOPE PILANGOSTA
 

31 COOPE SARAPIQUI
 

ABRIL 1987
 

3 COOPRO NARANJO 

14 COOPE SAN CARLOS 

23 COOPE ATENAS 

28 COOPE UNION 1 

MAYO 1987 

I COOPE MONTES DE ORO 

5 COOI PALMARES 

7 COOPE CAFIRA 

12 COOPE SANTA TERESITAv 
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MAYO 1987
 

14 COOPE VALVERDE VEGA M 

15 COCPE PALMARES 

18 COOPE L[-ANO BONITO 

23 COOPETILA 0 

27 COOPE UNION 

JUNIO 1987
 

2 COOPE MONTES DE ORO%
 

9 COOPE PALMARES
 

16 
 COOPE AGRI EL GENERA6
 

22 COOPE AGUA BUENA
 

23 
 COOPE AGRI EL GENERAL
 

30 COOPE CARTAGO
 

JULIO 1987
 

7 COOPE PALMARES
 

8 COOPE CAFIRA 

9 COO ME PE:J I ,4YE 

14 COOPE SAN CARLOS 

16 COOPE :;UI ZA 

28 COOPE UNION 

29 COOPf PALMAiES N 
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0O SS R V AC 1I0N ES
 

Las funcionos y rtsponsdbllidades del Asesor 
T6cnico
 
del PROGRAMA USAID-FEDECOOP R., tin ol cdrpo netamente 49ron6
mico, comprenden los stqguicntas atspoctost 

I.-	 Superviscir 1Ic pz-ogrdimnci6n qua roalizan y ejecutan Ion 
ttdcn icos dol Progrnia 

2.- Culcsbor'ir on la o jtcuc ion de o mflfl4 10, ch'iril'i. , t ra8 
do ccimpo , t i liros do t rab'ijo to6r icoj-p:-~ct ico, curson 
pcirci t cTcnCoi; atir tco() i do 1cia CooJporai1vi 'ifii 'iaSS 
a F[:1&l:(:uuP R.i. 

3.- Identificir y rotiolves: problnness 'luquo'itoctain ol buen 
dotiarrollo y producc16n do lou c4ftitos. 

4.- Hutictsr y loqr'ir 14 pirticipact~in tie otpeci'itaa quo 
laboran cm tit r.-ir ont idaititt pdr'i let tiolucl6n do8 prItn10134 
do d ttiol1 h 1 1 tt 1(', 

5.- 1Prripn:i -t z i I (1)I l~it. ivo *5otrt 4*5pticto05viS tom5 do 

1'ip d o4 'I o t 

6, 	 f iiwlat ij -jjj *:iI -i,?ti ti ti:.i ewi: involut- ndo~t ill 

8.- I'utlik ~ It#11 1di fti!,un iti~*' 	 J518tin c ru~~ di 

u 


md tpl is.-


4ci v,,ic I t 7 i ft Ij tioI 1s p 4 4 "1 j * titn(t 1 u( p it ()1)10 

c-1 

18 ~1v 


-111 	 1 Wv~ . , 'ta iiCuonltiy -r 1ti*5 d 
ttir i n I C71j .I j IV -sti-isn 'ib1 I (It10 ~ t f 
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9.- En esta forma la 
labor del Asesor Tdcnico se enfatiz6
 
mAs como respuesta a las peticiones del Personal T6cnico
 
involucrado en el PROGRAMA USAID-FEDECOOP que como labor
 
o acci6n producto de un 
plan de visicas preconcebido.
 

10.- Actividades y labores 
de car~cter ejecutivo estAn con
templadas en la programaci6n que realizamos al inicio
 
del PROGRAMA USAID-FEDECOOP R.L. y en concordancia con
 
la posici6n que ocupo como miembro de la Unidad Ejecutora
 

del mismo.
 

veb.
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Here is an outline of the type 
 of 	 study that should be
carried out 
-before venturing into 
 the marketing 
of 	 a new
 

commodity:
 

1 -	 First, it is necessary to 

from a random sample of 

collect basic production data
 
the present farmer-members of the
district union's 
 primary cooperative societies. 
These
data should necessarily include the 
following:
 

A. 	 Size of Farm
 
B. 	 Nature of Land 
tenure
 
C. 	 Area planted to various crops

D. 	 Yields per heccare
 
E. 	 Amount of 
on-farm consumption of crops

F. 	 Amount 
sold through marketing channels
 
G. To wr. ! sold, and prices received
 

1I - Next, a description should be 
given of the sampling

technique employed 
in the data collection.
 

III 
- Projections of production by farmer-members for a period

of 
five years should be made, assuming growth 
rates a
 
follows:
 

A. 	 Growth in yelds of 
present members of 0%, 
3%,

and 5% per year.
 

B. 	 Growth in membership of cooperatives of 5%
 
and 10% per year.
 

C. 	 On-far crop consumption remaining 
 constant,

and 	decreasing by a certain percent per year.
 

IV - Projections of procurement of members' crops by

cooperatives:
 

A. 	 First, an examination of 
 present marketing

methods used 
 by 	 farmer-members, 
 and an

estimate of how competing buyers would affect
 
the 	amount procured by cooperatives.
 

B. 	 Based on th:s, assumptions could be made that
 
cooperatives would 
procure only 40% of
available crop (low), 
 6 0% (medium), and 80%
 
(high).
 

V -	 Summaryi As a result of calculations based on 
:11 and
IV 	 above, as well as 
examination of weather data over
 
past years to 
datermine probable frequencies of drought
in future, the volume of 
the 	various crops avatlable
for marketing 
 through cooperative charnels for the

first through the fifth 
 years of operation can be
 
estimated.
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VI - Transport: 
 Compare methods and 
 costs of collecting
crop at the primary society for 
later pick-up by the

district union. 
 Crop could be:
 

A. Brought 
in by farmer himslf S. Picked up by
primary society's truck C. 
Picked up by rented truck
D. Some combination of above three
 

Then, determine 
 costs of transport 
 ftom primary
societies 
 to district 
 union's storage or processing
 
center.
 

Next, determine costs of 
transport 
from storage center
 
to market.
 

VII - Storage: Determine storage 
costs per unit of crop
week or 
per month for crops under consideration. 
per
 

Determine percentage of shrinkage, spoilage and waste,
and add as part of total storage costs.
 
VIII -
Handling: Determine costs 
 of handling in bulk vs.
sacks, etc., 
 and make estimate of proportions of given
crop that will be 
handled in 
each manner.
 

IX - Interest paid on borrowed capital.
 

X - Depreciation of trucks and othec capital equipment.
 

XI - Payments to farmer-members for 
their produce at time 
oe
delivery 
to their primary societies, based on 
immediate
payment of at least current price 
 that farmers could
receive from competing buyers.
 

XII - Administrative and Management Costs: 
 will additional

personnel be 
 required to 
 manage the arketing

operations?
 

X1I1 - Anticipated Revenue to 
be received by district union 

result of 

as
 
marketing operations:
 

A. £xamlne seasonal price 
 fluctuations 
 over
recent past (preoerablq 
for the five previous

years).
 

B. Based on this historical sasonal pr:ce data
and probable volume 
of procureo..nt 
 (as

revealed 
 in III above), do 6rm:ino most
profitable marketing 
 strategy by :omparing

revenues and costs 
resulting fromi
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I. 	 A strategy of maximizing storage,
 
with minimum sales in immediate post
 
harvest period.
 

2. 	 A stragegy of 
even sales from harvest
 
to harvest.
 

XXV 	- Determination of capital requirements - based on
 
probable volume district
which union will procure,
 
calculate:
 

A. 	 Investment capital requirements needed for
 
purchase of trucks, 
 scales, stroage
 
facilities, and any other necessary capital
 
equipment.
 

B. 
 Working capital requirements to pay

farmer-members 
 for their produce upon
 
delivery.
 

C. 	 Total of these two is 
amount of loan required
 
to finance marketing operations, minus
 
whatever 
equity capital might be available
 
from the district unions and its
 
member-cooperat;ives.
 

XV - rinancial Analysis: 

A. 	 Determine break-even point of operations, as
 
follows: After calcualtion of capital
 
requirements (XIV above), anticipated revenue
 
(XII? above), and costs of oepration (VI thru
 
XI above), the break-even point can be
 
determined, 
 that is, at what point in time
 
the revenue is sufficient to cover all
 
operating costs, interest payments, and meet
 
the debt repayments required by the loan
 
agreement.
 

B. 	Prepare pro-forms balance sheets, operating
 
statements, and cash-flow estimates for the
 
first through the fifth years of operations.
 


