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ission was pleased with the evaluation but douots as to the Maruska Burbano Dic./85
 
ecnnical capability of ex-ternal consultant to act as profesional
 

ommunicator In workshops led to the decision that the interim
 

valuation report should be provided to CARE and INSOTEC. These
 

nstitutions should then present the Mission with theIr plans to
 

vercome deficiencies detected by external consultant.
 

oreover, Mission developed a strategy to ensure that project Maruska Burbano Dic./89
 

ictivitles would be sustainable in the future. In order to reduce
 

he cost per hour of technical assistance, Mission requested that a
 

= duction of costs and an increase in revenues'be reflected in the
 

ex work plins. In addition, ,;e Mission encouraged Implementing
 

Sgencles to provide specialized training in strategic planing,
 

)udgetlng, financial analysis, marketing, personnel management, and
 

ield suoervision.
 

t this moment, CARE and INSOTEC have reduced operating costs and
 

ncreased their self-sufficiencv level. Both have been orovided
 

pecial training courses for their personnel to encourage an
 

nstitutlonal strengthening.
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PL EVALULATION ABSTRACT (ft ram ____z-espceP 

The Project purpose Is to Increase emo loyment and income In the small lc-eenterpr Ise sector through the 
increase and improvement of the supply of technlcal assistance, tra n-M and credit.
 
The project has three major components: (I) Training (CARE/Fundaql6n Carvajal/ACCION - AITEC), (2' Technical
 
Assistance Services (INSOTEC), and, (3) roject Coordination and Evaluation.
 

The oPjectives 1ne Interim evaluation were to: (() Analyze te characteristics and rsOus operandl of each
 
component and recommend tre glooal and comoonent-soecific measuraole indicators thal-can assure the evaluation of
 
the Progress and ;racT of activities, (2) Analyze tne self-sufficiency, :3) identlfv.the management and
 
financial problems facing the Implementing organizations, (4) Carry ou- an adminIstrative assessment of eacn
 
organization, the results of wnich would De used as b.Ilno 1- 'Or the evaluat~onof the inztitutional
 
rocielooment comoonenr of rre project.
 

RESULTS AND rINDINGS 
Results: Consultants designed a revised logical frame..jN will t.miflc Impact indicetors in coordination with 
reoresen-atlves of the tecnnical assistance agencies and USAID officials. 

Findings: Organizations face management problems that threaten their continued operation after the termination of
 
USAID funding in 1990. These proolems can oe grouped Into tnree major categories: strategic planning,
 
management, and program management.
 

Strategic Planning roblems: -h organizations: I) Have not analyzed treir comoetition, 2) Are unclear of their
 
missions and consecuently Proposed strategies are no- consistent, 3) None of the limlenienting agencies/offices
 
have developed their own annual plan or budget. These documents has been developed at The central office level,
 
4) Have a lack of clarity oetween tne organization and 'he project, 5) Most implementing agencies face a problem
 
of lack of demand for both training and tecnnical services.
 

Management problems: I) Lack of basic management Skills needed tc run these organizatIons after tne termination
 
of external tecnnical assistance , 2) In some cases, tecnnical assistance has r been aimed at the development
 
of tne organization Put at the program, 3) In some organizations, accounting ' -rems do not include*General
 
Leocer, making classification of income and expense difficult, 4) Personnel decisions reflect a lack of
 
administrative procedures, 5) Many organizations lacKed joD descriptions for all staff and did nave periodic

employee performance evaluation systems.
 

Program problems: On credit delivery: I)Line of credit does not work with positive interest r-ates, therefore, 
trere is a deterioration of 'me loan portfolio; 2) Program managers demonstrate a social rater tnan business or 
financial aDproacn to the credit program, 3) Liberal policy in t-e determination of loans terms has resulted in 
a) rapid utIlization of avai laole furids, b) a restricted beneficiary population; 4) Demand for credit is nigher
than supply; 5) Graduation of porrowers to commercial loans apparently has not been addressed. For the technical 
assistance component: Provision of tecnnlcal assistance Is either Inefficient or organ.izations are not charging 
for all hours of assistance provided; 2) Poor supervision and support of field stzff in some organizations; 3) 
Lack of productivity may also reflect a lack of demand for services. For the training cormonent: Lack of demand 
for services or lack of adeduate communication tnrough other less expensive channels of communication than a door 
to door promotion strategy. 

RECOMMENDATIONS: 7o rmolement a coordinated training and technical assistance strategy a- national level through

worksnoDs and tecnnikal assistance activities to ensure that organizations will evelop strategic plans,
 
accounting manuals and aaministratyve manuals.
 

L EVALUATION CSTS­
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Ouroose of ac"ivl4Iies evalated
 
The project purpose is To increase eno loyment and income in the small scale enterprise sector through the
 

increase and Improvement of the supply of tecnnical assistance, training and credit.
 

The orc'',w I 1S *hree major components: (I) TralnIng (CARE/FundacIon Carvajal/ACCION - AlTEC); (2) TechnIcal
 

Assis-nce Seti'ces (INSOTEC); and, (3) Proje-T Cordination ana EvaluaTion.
 

I. -!InInc !n -edit Deliverv Mechanisms Component Is Implemented by CARE, Fundaciln Carvajal and ACCION/AITEC 

anc :-:vices r nregrated package ot iecnnical assistance to support the development of credit and training 

proc--is -<-o-enterorises In selected areas of Ecuador. Through this component at least five 

mic -,mCfi, se Training and credit orograms are to be establisned In selec-red secondary cities. Two existing 

micro-cre1- :roarams in Quito and Guavaoul I (Funcaci~n Ecuatorlana de Desarrol lo and Fundaci~n Eugenio Espejo) 

are to receive tecnnlcal assistance To improve performance and Increase lending operations. 
To support small-scale enterprise activities,Witn 'he esTaolIsnmen-T of the AID-funded CN-iNSOTEC Credit Line, 


the Mission has included 'he participation of Fundaci~n Austral, a NGO tnat provides tr.aining, medical assistance
 

and legal advise To microenTrepreneurs from Cuenca, Loja and Morona Santiago.
 

2. Tecnnical Assistance Services omponent i's imolement4d by INSOTE and seeks to exand the Supply and quality 

of Tecnnical assistance to Tre smali scale enterprise sector In at least five secondary cities through the 

aevelooment of private consultant resources and through the provision of technical assistance. Tecnnical
 

assistance Is provided t.nrougn practical courses, worKsnops/seminars and clinics, as well as individual technical
 

assi stance.
 
To facl Iitate the provision of TA to microenterpreneurs, INSOTEC's beneficlarles have access to the AID-funded 

CFN-INSOTEC Cedit Line. 

to provide expert guidance In project implementation and to
3. The Coordination and Evaluation Component Is 


esTaolisn an'evaluaTion system wnicn wiII permit periodic assessments of project acnlevements at the output and
 

goal level.
 

Puroose of evaluation and rmtlhodoloqy used
 

Tre evaluation consultants proviaea "nrough a buy-in to the ARIES Project worked closely with the project
 

coordinator and GOO during the two stages of development of this componeni
 

Staae I: During May meetings were reld with USAID officials as well as rep, yntatives of the technical
 
impact and implementationassistance agencies to revise the project's logical framework and develop project 

After agreement was reacred, the consultants and :re project coordinator met separately with each 
and monitoring system In their specific Institutional

Indicators. 

agency to discuss the Implementation of the evaluation 

and implementationcontext. Subsequently, each implementing agency presented its goals under the new Impact 

Other Indicators which the agenclus considered valid for their specific areas of
Indicators to the Mission. 


Information with tre ARIES team.competence were also presented. The Mission then shared this 

Stace 2: In the months of July and August a second ARIES visit accomplished the following:
 
revised logical framework with specific Imoact Indicators.
1. Consultants delkered the 

2. Intensive field visits to each local Implementing agency In the secondary cities, Quito and Guayaquil, were
 

carried out In order to: a) Identify the problems facing these organizations, b) Determine the training and 

assistance required so that organizations can achieve self-sufficiency, c) Carry out an administrativetechnical 

the visits are being used to Improve the overall efficiency of the

and financial assessment. The results of 

programs.
 

A two day workshop was held on August 14-15 with the Imolementing agencies and field offices to train their
3. 

staff in the use of the instruments to monitor project Impact and self-sustainability.
 

16 with the CFN and intrermediary Danks to discuss the terms of the
 
4. A half day workshop was held on August 

credit line and to share the objectives of the project.
 

Findinas and Conclusions 
During the Two weeKs spent with the eleven Implementing agencles/zonal offices, a number of general problems were 

Generally, while organizations have adopted sound technical procedures, they face management 

problems that threaten their continued operation after the -ermInation of USAID funding in 19gO. These problems 

can be grouped Into three riiajor categories: strategies planning, management, and program management. 

Identifled. 
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i'TheI~y~% ,oaniztins1have not analyzed the Ircompetition
ii 

- ~ 	 2:. Ognizations are unclear as to.their missions'and consequently proposed strategies are not consistent with 

3.None'of tl-e impiementing agenciers/offices have dvlo teIrwnannjalpIa rbde. nms aea 
anrnual/plan and budget has been developed at the central oftice~Jevel for all oundi ions and zonal offces 

' Uytl1'this. semester,r tha zonal off ices~of INSOTEC did not have a budget. . 

4.Thur9 Is a lack of clarity between the organization and the project. 70 a cortali degree, in some 
_organizations more" then 01 rs,__t,hpropjecLs..t -gan-lzeition j .or_someoganzatJn,,there,Is5n,f,_ 
organlizaionafll 'identity of pups ousd ta fth SID<re poet 
5."Most implementling'agencies face a problem of lack of' jemanc for both training and'technical assistance 

............. services. TJhe,,reason for this have noT. been evaluated. 

B. Manragement ' 

r1r There is a general lack of basic management skills neededr To run these organizations after the termination of 

Inrsome assistancei ~has ntbeen at the 	 at the~ r" xena tehialsitaccases, technical 90 nt2.~ aimed development of the organization but 

program.. For exam'ple, Inone organization, whi le the records of the credit program are In the process of being
 

jr~r ~'computarlzeo, the organization has an Inadequate accounting system and lacks basic management information system.' 
-3. 
 in some organizations, accounting system do not Include a General Ledger, making classification of Income'anc 
expenses difficult. In additiorf there Isno distinction between program and administrative expenses. 
4. Personnel 	 decision ref lect a 'lack of administrativye procedures. 
5. 	Many organizations lacked job alescriptions for all, staff and did, have pericdic employee performance 
evalwation sysvems. " 

C. Programs

I Credit
 

a. 	 The first line of credit, with an Interest rate of 40%, has resulted mna def~erioration of the loan
"'- Jr 	 " ' ' ii r!il~:Ii~~~ii:!iil~i'" 	 -- ' 'iri~portfolio. With the second line of credit, the'Interest rate has been raised as hipI a'spossible, given the
V 	 relevant' laws, However, at. 51%, the Interest rate remains below Iiflation rate, 'resulting Ina continued 

deTeriorato,.of the portfolio.' Given the-fact that the beneficiaries wll1 pay additional fees for post-credit
technical asl.,stance the Impact of inflation has been minimized as much as possible.'

b. 	 Ilnmost cases, even for working capital, loans have been made for long periods of time. This liberal w 
-~policy 	 has resulted in:'1) the rapid utilization of availablerfunds, and 2) a restricted beneficiary population.'j 

'c. Demand for credit'Is'higher than supply. In spite of this, organizations have retained their position 
S th~at Intetest rates are'too hi gh'apd'that they shoulId be subsi dized for small busi neis'owners. Program managers

demonstrate a social rather. thian business or 'financial approach to the credit program~.,
6 d. We met benef iciarles'of 'one organization who~had up to I5 loans. Because of-:the excellence of the 

S program (simple and streamlined'loan application process and good service provided To'clients), it'appears that 
S withoutra push These Individuals will1not voluntarily gracluate to the commnercial "sector. Although graduation to 

'she conrircial loan sector is an objective of the program, this Issue does not'appear~to'have been addressed. 

2. Tec nical 	Assistance 
a.(.h leewe were not able to determine the exact cause, it seems that'provision of technical assistance Is 

encounerneeither'ireff iclentdrilnortheorganizationsfil tip are not charging *for all hourses 'of assistance provided.' For examplIe,:i robl 
organization, "Itimne sheets Indicate that technical assistance provided to clients accounits for only 30% of Their 

'co:am~llr atv~rlr 	 Inone 
rp"' 	 , ra4'zrI -<::rra'IS'affan : ay ns:'Iaidro"os ns 	 d hav e" Ic, or fc-nc~ 

ir r 	 ' r ' itime. The remaining hoursare either spent In marketing of services, management, non-objective-.related
activities,rrJr or in provision of'services that, are not Invoiced. 

b. There apoears to, be poor supervision 'and support1 of field' staff In'some organi-zations. Inone
:f r 

i-	 ,:11:::ti:I ine:;:a:i ff: c 	 'd r ; h:11;1h-a suIrt drn 1rn -ard t'lo' 4organ Ization, fileld staff was unclear as to 'the ir ro les and di d not appear to have th5 -necessary skillIs to 
provide Technicalipo~foAssistanceIO! r'e 1ed'7spos-W I ito their clients.	 :i 

A' f ',,.,',,r'ir.. 	 bothi ......... - , c. 'The'lack ofh .productivity'as listed Second. ne o'" In 2.a may also,7efilect a lack of demand for'' services.' In 

founda Ions and zonalI off Ices, filel d staff'spent consi dera~le'time marketing services.
 
3., 	Training ' ' 

a." Field staff spend up to 25% of their time promoting the program Inorder to Identify courser:] ':p l ic :!:b sil s,, . . r~L d$utIiiza o a I a ',1 un' 1) s r A'd rrnf, i Y' tIo 
I sh door promotion'.indicatesj4p hIs haer~ lack of 

:i 	 :!!n:;1) ,r 'rI rO r4a ~ en : r " : 
participants.; en.o4 This heavyel need ! g, for'doorherr,. to:s .han! n Spt~ ara!ZtI~lack of demand for services'he or apol~lo< ' 
adequate comunicationr through other, less expensive, channels of commnunication.' The Implementing agencies have 
not,,appeared to have analyzed 'this withinr the 'context of 'wnether their program Is Indeed meeting,-the needs of 
their p'roposed Target. group. ". r ''r ', 

frrI '"aPrtnco r'n rn' 	 ..oalRRecommnendations '' 

tBasea on The results of 'rhorfield visits, a coordinated training andtechnicalrassistznce strategy was', 
presented.;hei'nstitutionaldevelopment strategy should be coordinated 'on a national level ratherthan 
separated between CA~RE and INSOTEC-assisted organ Izations/zonaIroffices. WhI le'trailnrng and +ecnnical assistanc, 
needs vary-somewhat,'they are generallythe same for both groups of I'mplementingorganizations. This was
reiterated by 	 evaluation workshop participants wh'o stated that they hadUlearned agreat aeal from s.ari g

inc an ia i 	 in canIn assist easing theinter-agency friction and e
encounteredexpern e nd deas. T cthi ae'rni 
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A Training
 
They are outlined in order of priority below: 

In order To create strong, autonomous organizations,A number of Initial training needs were Identified. that each have aIt Is critical 
I. Board Development: 

In those foundations with strong boards, the programs are more directed 
and 

directors.
strong, educated board of the four foundations and 
This one day workshop neld individually with 

success are hlgher. overallthe chances for stakeholders. The
board members, senior staff, and other

0e directed at presentINSOTEC/Ouito would 
In recruiting and training appropriate Individuals. The one day 

puroosed would be to assist each organization 

discuss:
worKsnOo would 


-no Doard; functions of specific individuals; e.g., President, Vice President, Treasurer, 
etc.;
 

unctio.s of 
 of board members.and oualificatIonsmission of tne organization; requirements 
that USAID funding will terminate in 1990, the most critical 

In the light of the fact1. Strategic Planning: 
for the Program Managers (Coordinators and Zonal

A five day course
need for tralning Is In strategic planning. strategic 
Consultants) and Board Presicents (as appropriate) 

would provide oarticiPants with the exposure 
to the 


mission; oujectives of the organization; analysis of external
 
planning process. This worksnop would cover: 
 of self-sufficiency strategies;

strengths and weaknessess (SWOT); development
environment and internal 

development of -orkplans; Dudgeting. 

A three day workshop for Program Managers would discuss In
 Analysis:
3. Budgeting, Costing, and Financial 


greater detai I: fixed costs; analysis o'
 
program and administrative costs; development of variable and 

cevelooment of oudgets for 

financial 

Inmarketing for Program Managers and Board Presidents would assist
Information; cash flow planning; break even point 
analysis; oudget monitoring.
 

4. Marketing: A three day workshop 
pricing of services; market studies, promotion strategies; advertising,
 

organizations In the following areas: 


public relations, etc. an accountant who Keeps tre zasn bocks and

Each local office has 

5. Elementary Accounting and Bookkeeping: This three day workshop would instruct or INSOTEC/Quito.
sends the Information to either cundaclon Carvajal 

records required in order to provide
ledgers an other financialhow to manage generalthese individuals 

Cost accounting would also be discussed.
 Information for management decisions. issues involved in the 
This five day workshop for Program Managers would address the 

5. Personnel Management: 
Include: motlvation; recruitment and selection; training;
 

efficient management of their staff and would 


supervision; performance evaluation. Program Managers in the supervision of field staff would 
 discus 
A three day workshop for7. Field Supervision: work. 

control of time; planning of activities; analysis of 
efficiency of 


such Issues as: 

3. Board Training: After recruitment of board members, a two day worKshop will De neld with board members of 

bI above; however, the training wlIl 
The same topics will be addressed as in Workshop

individual organization. 

and hands on, with an emphasis on ski Is acquisition.


more practical 


B. Technical Assistance listed below
 
areas of technical assistance are required by the Implementing organizations. They are 


A number of 

In order of priority. 

a local consultanwstrategic planning workshop,After the completion of the 
I. Development of Strategic Plans: In order to develop a strategy for. each 

each Institution, using a participative methodology on ire caability of the 
K wl II work with be necessary for each Institution, depending 

Institution. Approximately 5-10 days will 
in strategic planning of non-profit organizations
 

SwIll De local Individual
identified. with.extensive experience
organization. 


local office.
 
Written accounting manuals need to be developed 

for each 

2. Development of Accounting Manuals: Ledger; separation of program and aaministrati,

use of a General
This manual snouid Include the following Items: 


costs (cost accounting). Systems to Reflect Need for Program-related Income and Expenses.
 
3. Installation of Appropriate Bookkeeping De used to Install these systems In 

generic accounting procedures, a local consultant can 
After oevelooment Of 

days per organizallon Is estimated for modifications and training of the 
the organizations. Three to ten 


be developedappropriate individual. is critical that written administrative rrocedures 
4. Development of Administrative Manuals: It 

policies; control of venicles; USAID regulations
such areas as: personnel

for eacn Imolemeting agency Including generic policies, a local consultant can be 
After development of 

5. Installation of Aaministrative Manuals: 
Two to three days per organization Isestimated 

for 
used to apply these policies In the organizations. 


modifications and training of the appropriate 
Individual.
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CHAPTER 1
 

EXECUTIVE SUMMARY
 

Introduction
 

During the period July 24-August 19, 1989, Tonia Papke spent four
 

weeks in Ecuador visiting the elev en implementing institutions
 
four technical assistance organizations of
and meeting with the 


the Small Enterprise Development Project. This report presents
 

the findings of that trip. Chapter Two presents overall con­
an analysis
clusions and recommendations. Chapter Three presents 


of the eleven implementing organizations .ith regard to their
 

ability to become self-sustainable upon termination of USAID
 

in 1990. Chapter Four presents a training and technical
funding 

assistance strategy for the sector thsl will develop the institu­

tional capability of these eleven organizations required to
 

ensure their ability to effectively manage their programs after
 

termination of 	USAID funding.
 

Scope of Work
 

The purpose of 	this consultancy was to:
 

1. 	 Analyze the self-sufficiency of the eleven implementing
 

agencies/offices.
 
2. 	 Apply the diagnostic tool in three implementing agencies/of­

train staff of the technical assistance organiza­fices and 

tions in application of the tool in the remaining institu­

tions/offices.
 
3. 	 Identify the management and financial problems facing these
 

organizations.
 
4. 	 Carry out an administrative assessment of each organization,
 

the results of which will be used as baseline data for the
 

evaluation of the institutional development component of the
 

project.
 
Determine the training and technical assistance required in
5. 

order for these organizations to achieve self-sufficiency
 

after termination of USAID funding in 1990.
 
6. 	 Plan and carry out a seminar on evaluation techniques and
 

methods for staff of implementing agencies/offices. The
 

seminar addressed such topics as:
 
the role of program evaluation in management,
a. 


b. 	 the focus of the Small Enterprise Development Project
 

1~ 



Evaluation System,
 
c. 	 definition and operationalization of evaluation in­

dicators,
 
d. 	 data collection and reporting, and
 
e. data analysis.
 
The schedule for this seminar has 
been 	included as Appendix
 
C.
 

7. 	 Participate in a seminar for bank officials on the evalua­
tion methodology and the bank's participation in that
 
process.
 

Appendix A indicates the persons contacted during the trip and
 
Appendix B outlines the activities undertaken.
 

2
 



CHAPTER 2
 

SUMMARY OF FINDINGS
 

During the two weeks spent with the eleven implementing agen­
cies/zonal offices, a number of general problems were identified.
 
The specific problems facing these organizations are discussed in
 

greater detail in Chapter 3.
 

Generally, while organizations have adopted sound technical
 
procedures, they face management problems that threaten their
 
continued operation after the termination of USAID funding in
 
1990. These problems can be grouped into three major categories:
 
strategic planning, management, and program management.
 

A. 	 Strategic Planning
 

1. The organizations have not analyzed their competition.
 
2. Organizations are unclear as to their missions and
 

consequently propose strategies that are not consistent
 
with that.
 

3. 	 None of the implementing agencies/offices have deve­
loped their own annual plan or budget. In most cases,
 
an annual plan and budget has been developed at the
 
central office level for all foundations and zonal
 
offices. Until this semester, the zonal offices of
 
INSOTEC did not have a budget.
 

4. 	 There is a lack of clarity between the organization and
 

the project. To a certain degree, in some organiza­
tions more than others, the project is the organiza­
tion. For some organizations, there is no organiza­
tional identity or purpose outside that of the USAID­
funded project.
 

5. 	 Most implementing agencies face a problem of lack of
 
demand for both training and technical assistance
 
services. The reasons for this have not been eva­

luated.
 

B. 	 Management
 

1. 	 There is a general lack of basic management skills
 
needed to run these organizations after the termination
 
of external technical assistance in 1990.
 



2. 	 In some cases, technical assistance has not been aimed
 
at the development of the organization but at the
 
program. For example, in one organization, while the
 
records of the credit program are in the process of
 
being computerized, the organization has an inadequate
 
accounting system ..nd lacks basic management informa­
tion systems.
 

3. 	 In some organizations, accounting systems do not
 
include a General Ledger, making classification of
 
income and expenses difficult. In addition, there is
 
no distinction between program and administrative
 
expenses.
 

4. 	 Personnel decisions reflect a lack of administrative
 
procedures.
 

5. 	 Many organizations lacked job descriptions for all
 
staff and did have periodic employee performance
 
evaluation systems.
 

C. 	 Programs
 

1. 	 Credit
 

a. 	 The first line of credit, with an interest rate of
 
40%, has resulted in a deterioration of the loan
 
portfolio. With the second line of credit, the
 
interest rate has been raised as high as possible,
 
given the relevant laws. However, at 51%, the
 
interest rate remains below inflation rate,
 
resulting in a continued deterioration of the
 
portfolio. Given the fact that the beneficiaries
 
will 	pay additional fees for post-credit technical
 
assistance, the impact of inflation has been
 
minimized as much as possible.
 

b. 	 In most cases, even for working capital, loans
 
have been made for long periods of time. This
 
liberal policy has resulted in
 
1) the rapid utilization of available funds, and
 
2) a restricted beneficiary population.
 

c. 	 Demand for credit is higher than the supply. In
 

spite of this, organizations have retained their
 

position that interest rates are too high and that
 

they should be subsidized for small business
 
owners. Program managers demonstrate a social
 

rather than business or financial approach to the
 

credit program.
 
d. 	 We met beneficiaries of one organization who had
 

up to 15 loans. Because of the excellence of the
 

program (simple and streamlined loan appliction
 
process and good service provided to clients), it
 

appears that without a push these individuals will
 

not voluntarily graduate to the commercial sector.
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Although graduation 	to the commercial loan sector
 
is an objective of the program, this issue does
 
not appear to have been addressed.
 

2. 	 Technical Assistance
 

a. 	 While we were not able to determine the exact
 
cause, it seems that provision of technical
 
assistance is either inefficient or organizations
 
are not charging for all hours of assistance
 
provided. For example, in one organization, time
 
sheets indicate that technical assistance provided
 
to clients accounts for only 30% of their time.
 
The remaining hours are either spent in marketing
 
cf services, management, non-objective-related
 
activities, or in provision of services that are
 

not invoiced.
 
b. 	 There appears to be poor supervision and support
 

of field staff in some organizations. In one
 
organizati(en, field staff was unclear as to their
 

roles and did not appear to have the necessary
 
skills to provide technical assistance tc their
 
clients.
 

c. 	 The lack of productivity as listed in 2.a may also
 
services. In both
reflect a lack of demand for 


foundations and zonal offices, field staff spent
 

considerable time marketing services.
 

3. 	 Training
 

staff spend up to 25% of their time promot­a. 	 Field 

ing the program in order to identify course
 
participants. 	This heavy need for door to door
 

a lack of demand for services
promotion indicates 

or a lack of adequate communication through other,
 

less expensive, channels of communication. The
 

implementing agencies have not appeared to have
 

analyzed this within the context of whether their
 

program is indeed meeting the needs of their
 

proposed target group.
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CHAPTER 3
 

INSTITUTIONAL ASSESSMENTS
 

I. INSOTEC
 

The small enterprise development program is managed by PRODEPEM
 

la Pequena Empresa Manufacturera)
(Proyecto de Desarrollo de 


offices operating relatively autonomously in four

through zonal 

provinces. Support to the offices is provided through techrical
 

visits by PRODEPEM staff and staff training both on-site and in
 

Quito. All zonal offices carry out only the activities funded
 

under this USAID grant although, in some cases, strategic plans
 

include the expansion into other INSOTEC programs.
 

Introduction
 

Clients
 
sectors:
In each of the four zones, PRODEPEM works with four 


wood, metal-working, food processing, and clothing manufacture.
 
importance
Depending on the province, these sectors have relative 


less emphasis.
and therefore receive more or 


more
In the face of scarce resources, it may be

Recommendation: 


in less than four sectors, especially in
 
efficient to concentrate 


sectors dominate over the

those provinces where one or two 


This will allow for greater specialization on the part

others. 


at present must sometimes spend
of Lhe technical consultants, who 


a new technical area in preparation for a
 
up to a week learning 

workshop.
 

Quality and Description of Management
 

Strategic Planning
 
All zonal offices have developed strategic plans that also
 

In some cases, these
include self-sufficiency objectives. 


documents appear to be iore policy statements than actual plans
 

that can be translated into annual operational plans. However,
 

in all cases, they represent an excellent point of departure and
 

reflect hard work and analytical analysis.
 

some zonal offices have indicated
Recommendation: In cases, 


assis­their interest in working in the provision of technical 
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market­
and training in business management areas such as 
tance 


ing, accounting, etc. PRODEPEM should clarify the overall goal
 

of its program; these activities fall outside their present
 

mandate.
 

Budget ing
 
own budgets.


Until recently, the zonal offices did not have their 

a budget has been developed
Beginning with the last half of 1989, 


for each zonal office. However, it is unclear whether these
 

are based on program needs (objectives and planned
budgets 

activities).
 

Budgeting Analysis
 
There is no analysis of actual expenses against the budget.
 

Indeed, there are no financial reports prepared for the zonal
 

offices. Financial information is sent to Quito where it is
 

entered into the computer. One consolidated report is prepared
 

This report does not provide the information

for the program. 

necessary for decision making.
 

a monthly financial report for each
 
Recommendation: Prepare 


technical assistance,
zonal office, splitting expenses among 


training, and administration. In addition, expenses for the
 
zonal
 

three programs located in Santo Domingo (PRODEPEM office, 


office, and Women's Program) should be separated.
 

Financial Management Systems and Controls
 
The journals


Quito: There is no accounting procedures manual. 


in the central office. However, the General
 are up-to-date 

Ledger is current to the end of 1988.
 

offices is up-to-date and
 
Zonal offices: Bookkeeping of zonal 


ensure adequate control over USAID resources.
 systems 


Administrative Management Systems
 

Staff have clear job descriptions which describe 
overall job
 

is a
 
objective, functions, and required experience. 

There 

unable to
 

personnel procedures manual but the consultant 
was 


a periodic employee performance
assess its adequacy. There is 


evaluation system.
 

MarketinW
 
several offices. Workshop
to be a problem in
Marketing appears 


is low and it appears difficult to obtain paying
attendance 

technical assistance clients.
 

Several offices have begun to develop close
 
Recommendation: 
 well as
business associations as 

working relationships with small 


This strategy plus the establishment of
 with trade unions. 
 in­
advisory councils composed of local small businessowners, 


ex-students would not only assist in
 
dustrial leaders, and 


marketing of programs but would also strengthen program planning.
 

as a local Board of Directors,
can
A local advisory board act 
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strenghtening relationships with the local business and political
 

communities.
 

Financial Analysis
 

The methodology used by INSOTEC in the provision of technical
 

assistance and training is expensive. Participants pay an
 

average of $3,000 for workshops and $800/hour for technical
 

assistance. Taking into account central office and PRODEPEM
 

overhead, the cost of workshops runs from $12,732 to $54,126 per
 

participant ($111,873 for the Women's Program) and from S31,657
 
to $108,382 per hour of technical assistance.
 

is due to some degree to the
Recommendation: This high cost 

heavy overhead costs of the Quito office. However, there are a
 

number of program design elements that can be evaluated which
 

might reduce the cost.
 
o 	 Use of less expensive individuals for promotion of program.
 

o 	 Reduction of the number of technical areas in which INSOTEC
 

works. Each zonal office could concentrate in the two zones
 

which are the most critical in the province. This would
 

reduce the time spent by technicians in learning new techni­

cal areas.
 
o 	 Hiring of additional technical staff based on actual,
 

demonstrated demand for their services.
 

four zonal offices and the Women's Program are discussed
The 

briefly below.
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A. 	 INSOTEC Quevedo
 

1. 	 Introduction
 

Comoetition.
 
While staff indicated no serious competitive threat, they did
 
identify several siources of similar services:
 
o 	 Government. There is little government activity; CONAUPE
 

hasn't yet begun operations.
 
o 	 Vendors. In some instances, when a small businessowner
 

purchases a machine, the seller provides technical assis­
tance. However, this technical assistance is more expensive
 
than that provided by INSOTEC.
 

o 	 Banks. At times, when banks provide credit, they insist
 
that the credit recipient contract a specific engineer for
 
technical assistance.
 

o 	 Academias Artesanales. These institutions provide training
 
in basic elementary skills aimed at individuals starting
 
their careers.
 

2. 	 Quality and Description of Management
 

Marketing
 
The services are marketed through visits to businesses, radio
 
commercials, and meetings with the respective trade unions.
 

3. 	 External Threats and Opportunities
 

Threats
 
o 	 With no overall economic development plan for the zone, it
 

is uncertain what role the government will play in small
 

enterprise development.
 
o 	 The poor economic situation of target group depresses the
 

demand for services and the price that can be charged.
 
o 	 Lack of support from the banks; i.e., lack of available
 

credit 	for program participants. INSOTEC staff stated that
 

training events dropped when participants
attendance at 

realized that there was no possibility of credit.
 

o 	 Lack of responsibility on the part of the large business
 
community.
 

o 	 Illiteracy of target group.
 

Opoortunities
 
o 	 This is a relatively recently developed industrialized zone
 

and has great potential for future development; it is a
 

growing market.
 
o 	 The target group is receptive to the kinds of programs and
 

services provided by INSOTEC.
 
o 	 There is little or no competit'on.
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o 	 The image of INSOTEC is improving.
 

4. 	 Planning for Self-Sufficiency
 

Resources
 
a. 	 Twenty seven manuals that can be used for workshops as well
 

as eight additional technical manuals.
 
b. 	 A well-trained technical team.
 
c. 	 Close working relationships with trade unions.
 

Strategies
 
a. 	 Provide similar services to new clients. Provide training
 

to:
 
o 	 agricultural associations
 
o 	 cooperative managers
 

services to the same clients. Publish technical
b. 	 Provide new 

books and journals for businessowners in the province.
 

c. 	 Provide similar services to new clients. Provide private
 

consulting services to large businesses in technical areas
 

represented by the INSOTEC team.
 
d. 	 Provide similar services to new clients. Give the same
 

workshops for larger firms for a higher price.
 

e. 	 Diversify funding sources. Work with public institutions in
 

joint ventures, with INSOTEC providing the technical e:per­

tise.
 
f. 	 Develop joint ventures with other organizations. With
 

APROSICO, an agricultural trade union, carry out a program
 
This project would include:
to industrialize soy beans. 


o 	 diagnosis of needs
 
o 	 identification of market
 
o 	 development and presentation of courses in industrial­

ization of soy beans
 
o 	 in conjunction with government, development and im­

plemenation of campaign to promote the consumption of
 

soy beans
 
g. 	 Develop joint ventures with other organizations. Coordinate
 

with 	other training organizations to provide industrial
 

in such topics as quality control and production
courses 

controls.
 

5. 	 Training and Technical Assistance Needs
 

Training
 
a. 	 Marketing
 
b. 	 Strategic and annual planning
 
c. 	 Budgeting
 
d. 	 Field supervision
 
e. 	 Bookkeeping
 

14
 



Technical Assistance
 
a. Development of strategic plan
 
b. Installation of cost accounting system
 

6. Financial Analysis
 

Pricing
 
Participants are paying approximately $3,000 per course. Accord­
ing to INSOTEC staff, the workshops are not full and program
 
participants are not able to pay more. Clients are paying an
 
average of $ 1,387/hour for technical assistance.
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B. INSOTEC Santo Domingo de los Colorados
 

I. 	 Introduction
 

Introduction
 
In 1972, Santo Domingo was converted into an industrial and
 

center because of its location on the Quayaquil-Quito
commercial 

road. This has resulted in rapid, chaotic urban development.
 

Competition
 
There is one major source of competition for similar services.
 

o 	 CECAP provides 60 hours of free training to industrial
 

workers. Although, according to INSOTEC staff, the quality
 

of this training is not good, it does provide participants
 

with access to the Camara de Artesanos which in turn im­
proves their access to credit.
 

2. 	 Quality and Description of Management
 

Marketine
 
They use door to door visits for promotion of workshops and
 

technical assistance.
 

3. 	 External Threats and Opportunities
 

Threats
 
o 	 There are few alternatives for commercialization of pro­

ducts.
 
is bad.
o 	 The socio-economic situation of program participants 


o 	 While there is little competition at present, the number of
 
or no
public projects providing similar services for little 


charge is increasing.
 

Opportunities
 
The local economy is growing, indicating an increasing
o 

demand for services.
 

4. 	 Planning for Self-Sufficiency
 

Resources
 
Twenty seven manuals that can be used for workshops as well
 a. 

as eight additional technical manuals.
 

b. 	 A well-trained technical team.
 
c. 	 Close working relationships with trade unions.
 

Strateeies
 
Provide technical
Provide similar services to new clients. 


medium size industry (especially exporters)
 
a. 


assistance to 
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within a 50 km of the office.
 
b. 	 Provide similar services to new clients. Provide the same
 

services to other sectors for a higher price.
 
c. 	 Diversify funding sources. Promote the participation of
 

large industries, especially in the donation of raw mater­
ials and training facilities.
 

d. 	 Diversify funding sources. Work with public institutions to
 
carry out industrial and technical studies.
 

e. 	 Develop joint ventures with other organizations. With the
 
Federacion Cantonal de Artesanos, establish an Artesan
 
Center which would offer:
 
o 	 workshops
 
o expositions
 
The Federacion Cantonal de Artesanos will provide the land
 
for the center. INSOTEC will provide technical and promo­
tional support.
 

f. 	 Develop alternative relationships with clients. In exchange
 
for technical assistance and training, 

stock in the company.
 

5. Training and Technical Assistance Needs
 

Traininz
 
a. Strategic and annual planning 
b. Budgeting 
c. Marketing 
d. Field supervision 
e. Bookeeping 

Technical Assistance
 
a. Development of itrategic plan
 
b. Installation of cost accounting system
 

6. Financial Analysis
 

receive a share of
 

INSOTEC charges an average of $800/hour for technical assistance
 
and $3,200 for each course.
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C. 	 INSOTEC Esmeraldas
 

I. 	 Introduction
 

Introduction
 
300,000 and of Esmeraldas,
The population of the province is 


a five kilometer radius of the
150,000. INSOTEC works within 


city of Esmeraldas.
 

Clients
 
INSOTEC work in 
four 	sectors:
 
a. 	 Wood. Operating outside the city, this sector is undevelo­

pec. For lack of a local infrastructure, the large mills
 

send wood to Quito for drying--there is no kiln in Es­

meraldas.
 
This 	sector is primarily represented by
b. 	 Metal-working. 


is a 	large potential market
small repair shops. 	 While there 

the restrIction on


for the manufacture of machinery due to 


importation of machinery, potential clients don't think that
 

they can purchase quality equipment locally. instead, they
 
be created
 go to Quevedo or Santo Domingo. A new image must 


for local equipment manufacturers.
 
sector is primarily composed of
 c. 	 Food Processing. This 


bakeries producing low quality bread and dairy cattle.
 
While there are a number of businesses that


d. 	 Clothing. 


manufacture better-quality sportswear, many businesses
 
are strong.
aren't operating seriously. Labor unions 


Quality. control is a problem.
 

Major problems facing the industrial sector as a whole are:
 

o 	 lack of capital
 
o 	 labor unions
 

not reward hard work
 o 	 local culture which does 


o 	 large government and private institutions which absorb
 

the labor force so people aren't
high amounts of 

required to look for employment--they have safe employ­

ment for the rest of their lives
 

Competition
 
from 	five major sources.
Competition for similar services is 


Offers free workshops.
o 	 CECAP. 

sewing and food process-


Private schools provide training in 
o 

ing but primarily in basic elementary skills aimed at
 

individuals beginning their careers.
 

CENAPIA (Centro Nacional de la Pequena Industria y Artese­o 

next 	year with five courses
nia) plans to enter the region 


in administration and accounting.
 
in clothing manufacture and


Club 	de Leones provides courses
o 

a cost of $200/month.
food processing for three months at 


These courses, however, are offered once every five years.
 

o 	 Centro de Promocion y Empleo.
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2. 	 Quality and Description of Management
 

Marketinq
 
The emphasls has been on direct conversations with potential
 
program participants. INSOTEC presently uses bulletins, radio,
 

television, and newspapers in the marketing of workshops and
 
technical assistance. While trade unions are strong in the area
 

and INSOTEC has begun to work with them, results have not been
 

adequate.
 

Recommendation: Create a local advisory board that includes
 
representatives of the more powerful trade unions.
 

3. 	 External Threats and Opportunities
 

Threats
 
o 	 Due to the local culture, people expect to be provided these
 

services free.
 
o 	 The area does not have a developed industrial sector; it is
 

still young and incipient.
 
o 	 The participants resist technical assistance because they
 

don't yet see the need for those services.
 
o 	 The image and reputation of the INSOTEC services is not
 

strong.
 

Opportunities
 
are available lines of credit for small businesses
o 	 There 


that can be utilized by program participants.
 
o 	 Local organizations in the barrios can promote new busi­

nesses for entry into the program.
 

4. 	 Planning for Self-Sufficiency
 

Available Resources
 
a. 	 Twenty seven manuals that can be used for workshops as well
 

as eight additional technical manuals.
 
b. 	 A well-trained technical team.
 
c. 	 Close working relationships with trade unions.
 

Strategies
 
a. 	 Provide similar services to new clients. Provide consulting
 

services to large public and private entrprises. For
 

example, INSOTEC can charge $100,000 for six hours of
 

technical assistance to a potable water project in the
 

management of water pumps.
 

b. 	 Provide similar services to new clients. With funding from
 

the Conse Jo Cantonal, increase the radius of work to
 
new business development.
uininde Canton work in 


c. 	 Provide similar services to new clients. Offer private
 

in technical areas represented by
consulting services 
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INSOTEC staff for a higher price.
 
d. 	 Diversify funding sources. Develop proposals for presenta­

tion to government agencies.
 
e. 	 Diversify funding sources. Riczrcare Cooperazione plans to
 

work 	in the improvement of the educational infrastructure in
 
to primary
rural Esmeraldas. In addition to direct support 


schools, it will also work in the strengthening of agrarian
 
estimated at US$ 1,600,000 over five
schools. Funding is 


years for INSOTEC and USS 4,000,000 for the Government of
 

Ecuador.
 
f. 	 Diversify funding sources. Request the collaboration of the
 

the donation of human, economic, and
private sector in 

financial resources.
 

g. 	 Organize and carry out projects with specific industries.
 

For 	example:
 
fishing
o 	 Commercialization and transformation of the 


sector. As many individuals are small-scale operators,
 

they are not able to negotiate for higher prices. This
 

project would strengthen two organizations in order to
 

improve the commercialization of the products and
 

improve handling of fish.
 
o Development of the northern agricultural zone. With
 

funding 	from the yuza cooperative, strengthen the plan­

cocoa farms through agro-industrial
tain, yuca, and 

programs.
 

h. 	 Develop joint ventures with other institutions. Working
 

with a technical college, a trade union, and large busi­

nesses, 	develop a program to assist metal-working busi­

college will provide the physical infrastruc­nesses. The 

The trade union will provide the professionals. 	 The
ture. 


large businesses will donate raw materials. INSOTEC will be
 

responsible for overall project coordination.
 

5. 	 Training and Technical Assistance Needs
 

Training
 
a. 	 Strategic and annual planning
 
b. 	 Accounting
 
c. 	 Budgeting
 
d. 	 Marketing
 
e. 	 Field supervision
 

Technical Assistance
 
a. 	 Development of strategic plan
 

b. 	 Installation of cost accounting system
 

6. 	 Financial Analysis
 

in 1989. INSOTEC

No technical assistance was provided by INSOTEC 


charges approximately $2,200 per workshop.
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D. 	 INSOTEC Manavi
 

1. 	 Introduction
 

Introduction
 
Manavi is primarily composed of agro-industrial, fishing, and
 

agricultural businesses. Starting operations in Manta, INSOTEC
 

now also works in Puerto Viejo as well as in fourteen other
 

cantons.
 

Clients
 
family-owned enterprises. They are charac-
Client businesses are 


terised by lack of administrative and financial systems. The two
 

most important sectors are metal-working and food processing
 

followed in importance by clothing manufacture (maquila and
 

export) and timber.
 

are made up of
 a. 	 Metal-working. Metal-working businesses 

the fishing industry and manufactur­repair shops geared to 


ing enterprises producing agro-industrial machinery and
 
the low costs of market entry,
metal furniture. Due to 


there are a large number of small enterprises in this
 

sector.
 
b. 	 Food Processing. The financial base of the province,
 

With 	great potential
intermediaries make a lot of money. 

a high demand for
for agro-industrialization, there is 


practical courses.
 
an extra source of income for women,
c. 	 Clothing. Developed as 


a large number of home-based businesses. There is
there are 

for technical knowledge as quality control is
 a high demand 


a key issue in substitution of local products for those
 

imported from Quito.
 
raw material becoming more expensive, this
d. 	 Wood. With the 


sector is diminishing in importance.
 

Competition
 
There are a number of organizations providing similar services.
 

o 	 CECAP is not a serious threat.
 

CENAPIA offers training and technical assistance in manage­o 

a training
ment 	and technical areas. They may develop 

a list of
center for food processing. While they have 


courses which they offer, INSOTEC staff said that they don't
 

follow through. They have attempted to charge for technical
 

assistance but people don't believe that they should pay 
for
 

services provided by the government.
 
CENDES (Centro de Desarrollo Industrial) prepares project
o 

proposals and provides technical assistance. They have one
 

staff person but they haven't yet started operations.
 

o 	 Several foundations have formed in the area:
 

o 	 HUMPATH
 
a foundation developed by CONAUPE/UNEPRON--Ministerio
o 
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de Bien Estar Social
 
o FACE (Swedish) working in the design of machinery
 

o 	 Camara de Comercio y Industria offers courses in administra­
tive management.
 

o 	 Academias de Corte y Confeccion offer three month courses
 
o 	 Colegios provide training in metal-working that last 1 1/4
 

months; however, they do not provide practical training.
 
o 	 Flour mills offer free courses to bakeries in bread making.
 

2. 	 Quality and Description of Management
 

Marketinz
 
INSOTEC has found that the best way to get new clients is through
 
word of mouth, from old clients. They also speak with local
 
communities who organize a group of 25 individuals interested in
 
receiving INSOTEC training. INSOTEC also uses the radio and
 
newspaper to publicize their organization and its services. They
 
work closely with trade unains and the Camara de la Pequena
 
Industria.
 

3. 	 External Threats and Opportunities
 

Threats
 
o 	 Lack of secure line of credit for program participants.
 

ODortun :ties
 
o 	 There is underutilized installed industrial capacity in
 

several industries which creates an opportunitity for
 
expansion without significant capital investment.
 

o 	 The unemployment rate is 15% which creates a potential
 
client base for INSOTEC.
 

o 	 Many products have a potential for greater commercializa­
tion, assisted through INSOTEC services.
 

o 	 The fishing industry is characterized by poor post-harvest
 
treatment which could be significantly improved with techni­
cal input.
 

o 	 There is a large potential market for the manufacture of
 
agro-industrial machinery due to import restrictions.
 

4. 	 Planning for Self-Sufficiency
 

Available Resources
 
a. 	 Twenty seven manuals that can be used for workshops as well
 

as eight additional technical manuals.
 
b. 	 A well-trained technical team.
 
c. 	 Close working relationships with trade unions.
 

Strategies
 
a. 	 Provide new services to present clients. Develop and/or
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obtain designs for machines in order to create a design
 

then 	be sold to metal-working
These blue prints can
bank. 

businesses.
 Prepare feasibi­services to present clients.
b. 	 Provide new 

lity studies.
 
Provide similar services to new clients. Working with the
 

c. 

increase the radius of the cachement
 same 	four sectors, 


area.
 raw mater-
Obtain donations in
sources.
d. 	 Diversify funding 

ials 	for workshops from large industry.
 

institutional 
resources. Charge 	more
 
e. 	 More effective use of 


realistic prices for workshops ana technical 
assistance.
 

Control time
of institutional resources.
f. 	 More effective use 

accurate time sheets in
 of technicians better 	with more 


in technical assistance is
 
order to ensure that all time 


billed to clients.
 
resources. Utilize the
 

use of institutional
g. 	 More effective 
 i.e. 	the computer:
physical resources of office, 


offer bookkeeping services to program 
participants


o 

o 
 prepare computer-generated blue prints 

(technical
 

plans) for industrial 	machines
 
Promote the formation 	of small
 

h. 	 Diversify activities. 

the tierras invadidas.
businesses in 
 entrada
Use PRODEPEM as the puerta de 
i. 	 Diversify activities.
of INSOTEC.
 

for other programs 


o 	 form agro-industrial campesino organizations 
that will
 

promote the formation of new businesses
 

improve the post-crop systems for fishing--industri­o 

the fish industry
alization of 


and crafts produced in
 develop and commercialize arts 
o 

the area
 

Develop joint ventures with other institutions. 
Develop a
 

j. 

training center for food processing 

on a piece of land
 

a local individual.
donated by 
 Work 	with a
 
Develop joint ventures with other institutions.
k. 	

form a Metal-Working and Food
 local university that 	wants to 

INSOTEC will develop the project design
Processing Faculty. 
 to three
 

for the faculty and provide ongoing 
support for two 


years.
 

Training and Technical Assistance Need!
5. 


Training
 
a. 	 Strategic and annual planning
 

b. 	 Budgeting
 
c. 	 Personnel management
 

d. 	 Field supervision
 
e. 	 Bookeeping
 
f. 	 Marketing
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Technical Assistance
 
a. Installation of cost accounting system
 
b. Development of strategic plan
 

6. Financial Analysis
 

INSOTEC charges an average of $667/hour for technical assistance
 
and approximately S2,200 for workshops.
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E. Programa de la Mujer-Santo Domingo de los Colorados
 

1. 	 introduction
 

The Women's Program provides assistance in two areas: (I) sewing
 
and other arts and crafts (painting of fabric) and (2) food
 
preparation.
 

2. 	 Planning for Self-Sufficiency
 

Resources
 
a. 	 Peace Corps Volunteers with skills and experience in in­

dustrial areas and marketing.
 
b. 	 Twenty seven manuals that can be used for workshops as well
 

as eight additional technical manuals.
 
c. 	 A well-trained technical team.
 
d. 	 Close working relationships with trade unions.
 

Strategies
 
a. 	 Provide similar services to new clients. With USAID fund­

ing, begin operations in other zones.
 
b. 	 Diversify activities. With the support of a Peace Corps
 

Volunteer, export quality clothing to the United States and
 
Europe.
 

3. 	 Training and Technical Assistance Needs
 

Training
 
a. 	 Strategic and annual planning
 
b. 	 Marketing
 
c. 	 Budgeting
 

Technical Assistance
 
a. 	 Development of strategic plan
 

4. 	 Financial Analysis
 

No technical assistance has been provided to program participants
 
in 1989. The average price of workshops is approximately $4,300.
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II. Carvajal-Supported Foundations
 

Introduction
 

use the same
All four foundations supported by Fundacion Carvajal 


program methodology. The organizational structure for all four,
 

at least for the project, is similar, and with a few minor
 
Technical assistance is pro­exceptions, budgets are similar. 


the field
vided by Carvajal technicians who spend their time in 


assisting the local organizations in the implementation of the
 

Carvajal methodology.
 

Quality and Description of Management
 

Strategic Planninq
 
the level of the


No strategic or annual planning takes place at 

Program targets are developed by
implementing organizations. 


Carvaial.
 

Budgeting
 
An annual budget is developed for all foundations by Carvajai.
 

Financial anagement Systems and Controls
 
excellent work of the CARE technician, the financial
Due to the 


management systems of the four institutions are adequate to
 
Financial records are up-to-date.
ensure contrcl of USAID funds. 


They provide monthly financial information in a clear format.
 

They do not, however, provide cost accounting information re­
kinds
quired for planning for financial self-sufficiency and the 


of management decisions that that implies.
 

In order to plan for self-sufficiency, managers
Recommendation: 

cost of their services. The account­require information on the 


techni­
ing systems should break down costs along program lines: 


assistance, training, credit, and administration.
cal 


Each foundation is discussed briefly below.
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Fundacion para el Desarrollo de Quevedo (FUNQUEVEDO)
A. 


1. 	 Introduction
 

Introduction
 
FUNQUEVEDO was established to:
 

Work towards the generation of employment opportunities for
a. 

the 	poorest sectors of the national economy.
 

assistance for the development,
b. 	 Provide technical and legal 

structuring, and operation of productive enterprises.
 

c. 	 Promote and run educational, cultural, and social develop­

ment 	programs.
 
out other activities that support the socio-economic
d. 	 Carry 


and cultural improvement of Quevedo Canton and the zone in
 

which the Foundation operates.
 

Clients
 
There are are 4,500 small businesses in the area. Twenty one per
 

cent cf workshop attendees are from industrial enterprises, 38%
 

from 	commercial enterprises, and 41% from service businesses.
 
were 	provided to industrial
Thirty one percent of the loans 


enterprises, 41% to commercial enterprises, and 28% to service
 

businesses.
 

Competition
 
sources of similar services.
There 	are two 


o 	 Trade unions provide courses for their members from time to
 

time.
 
o 	 Government.
 

2. 	 Quality and Description of Management Systems
 

Strategic Planning
 
No strategic annual planning occurs. The organization r ­or 

ceives program targets from Carvajal.
 

Budgeting
 
The organization does not prepare an annual budget. The annual
 

budget is prepared by Carvajal.
 

Budget Analysis
 
A monthly financial report is prepared that clearly indicates
 

actual expenses against the budget.
 

and Controls
 
Financial Management Systems 
 There
resources. 


are adequate to safeguard USAID
Controls 	 re­over 	cash receipts; cash 

appears to be inadequate control 


There 	is no accounting manual.
 
ceipts is not deposited intact. 
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Administrative Management Systems and Controls
 

There is no personnel manual. There are job descriptions for
 
no
most employees; however, they require revision. There is 


annual employee performance evaluation.
 

Marketing
 
Marketing is done in a variety of ways. In order of importance:
 
word of mouth (ex-students), door to door visits by promoters,
 
radio, newspapers, and television.
 

The 13.5% desertion rate is due to:
 
o 	 lack of money to continue course
 
o 	 additional costs of taking the course
 
o 	 prolonged interruptions of sminars due to holidays
 
o 	 lateness of receiving credit
 
o 	 long work days which interfere with course hours
 

3. 	 External Threats and Opportunities
 

Threats
 
o 	 Due to political motivations, government programs will
 

charge little or nothing for similar programs.
 
o 	 Lack of credit for program participants.
 
o 	 Due to the fact that the large businessowners live in Qu
 

or Quayaquil, there is no local industrial base which can be
 
tapped into for fund-raising. These individuals do not have
 
a personal stake in the area.
 

o 	 There is no culture for fund-raising.
 

OpDortunities
 

o 	 Strong and well-connected Board of Directors.
 

4. 	 Planning for Self-Sufficiency
 

Available Resources
 
o 	 Training facilities
 
o 	 Network of experienced trainers
 

Strategies
 
a. 	 Develop programs for specific sectors. For example,
 

o working with the timber industry, install a kiln for
 
drying wood. There is a piece of land available for
 
this project.
 

o 	 citric industry
 
b. 	 Provide new services to present clients. Create purchasing
 

cooperative that would provide inputs for specific indus­
tries represented by program participants.
 

c. 	 Provide new services to present clients. Sell a tarieta de
 
insumo which would provide discounts to program participants
 
in local stores.
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same

Provide similar services to new clients. Offer the
d. 

workshops to larger businesses for a higher price.
 

Provide similar services to new clients. Increase cachement
 

area.
 
e. 


Rent 	out
Better utilization of institutional resources.
f. 	
classrooms to other training institutions during the day.
 

Increase the
 
Better utilization of institutional resources. 
g. 


courses at the beginning of the
number of individuals in the 


cycle in order to compensate for the desertion rate.
 

h. 	 Charge for services presently provided at 


participants for each post-credit visit.
 

Training and Technical Asssistance
5. 


Tr ain ing
 
a. 	 Strategic and annual planning
 

b. 	 Budgeting
 
c. 	 Board development
 
d. 	 Marketing
 
e. 	 Bookkeeping
 
f. 	 Field supervision
 
g. 	 Personnel management
 

Technical Assistance
 
a. 	 Development of strategic plan
 

b. 	 Development of personnel policy
 

c. 	 Rev2.slon of job descriptions
 
d. 	 Installation of cost accounting system
 

e. 	 Development of accounting manual
 

6. 	 Financial Analysis
 

no cost. Charge
 

a course, with the price to rise
 
FUNQUEVEDO charges $15,000 for 


to S21,000 in the near future.
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B. 	 Fundacion Santo Domingo de los Colorados (FUNDESCOL)
 

1. 	 Introduction
 

Introduction
 
FUNDESCOL was established in 1988 to:
 

Work for the generation of employment opportunities, espe­a. 

cially in the most needy sectors.
 

b. 	 Promote and run urban and rural development programs.
 

Run training programs for small businesses.
c. 

d. 	 Work toward the development and diversification of produc­

tive activities.
 
e. 	 Promote and run cultural, education, and social development
 

programs.
 
f. 	 Promote and run educational and development programs that
 

generate low cost employment and that improve the economic
 
situation of families.
 

Com etition
 
FUNDESCOL identified minimal competition to their services.
 

o 	 Banks may provide credit to some small business owners.
 

The Chamber of Commerce and Industry provides training to
o 

its members from time to time.
 

2. 	 Quality and Description of Management
 

Strategic and Annual Planning
 
There is no annual or strategic planning process. The organiza­

tion is provided with annual program targets by Carvajal.
 

Budgeting
 
annual budget. The annual
The organization does not prepare an 


budget is developed by Carvajal.
 

Budget Analysis
 
The monthly financial report allows for easy analysis of actual
 

expenses against the budget.
 

Marketing
 
visits by promoters,
Marketing is done in a variety of ways: 


newspaper, radio, word of mouth, artesan groups, and the Chamber
 

of Commerce and Industry.
 

-x-
Recommendation: Establish an advisory board composed of 

In addition to improving th
students and small business owners. 


it will also assist in program develop­marketing of services, 

ment.
 

Financial Management Systems and Controls
 

to
Accounting systems are adequate safeguard USAID resources.
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able 	to review the adequacy of the ac-
The consultant was not 

counting manual.
 

Administrative Management Systems and Controls
 
able 	to review the adequacy of the person-
The consultant was not 


for most but
nel manual. Job descriptions have been developed 


all staff.
 

time 	and too much
The desertion rate of 10-15% is due to lack of 


work on the part of the businessowners.
 

External Threats and Opportunities
3. 


Threats
 
run with the objective of obtain­o 	 Government programs may be 


ing votes rather than providing quality services.
 

Opportunities
 
o 	 The local economy is growing, indicating an increasing
 

demand for services.
 

4. 	 Planning for Self-Sufficiency
 

Available Resources
 

a. 	 Training facilities.
 
b. 	 Network of experienced trainers.
 

Stratezies
 

in computers and public relations for larger businesses 
and
 

q. Provide new 
services to 

services to present clients. Provide medical 

program participants through a modified HMO 

b. 
structure. 
Provide new services to present clients. Provide bookkeep­

c. 
ing services to program participants. 

Provide similar services to new clients. Offer day courses 

students for a higher price.
 
Obtain a subsidized loan of
d. 	 Diversify funding sources. 


The

US$500,000 from the International Development Bank. 


can be used to finance operations.
spread 

Better utilization of institutional resources. 

Raise price
 
e. 


of training to cover greater percentage of costs.
 

f. 	 Better utilization of institutional resources. 
Rent out
 

other organizations.
training facilities during the day to 

In exchange


Develop alternative relationships 
with clients. 


g. 	
for technical assistance and training to start-up busi­

the stock of the company.
nesses, receive a share in 
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5. Training and Technical Assistance
 

Training
 
a. Strategic and annual planning
 
b. Field supervision
 
c. Marketing
 
d. Board development
 
e. Accounting
 
f. Personnel management
 
g. Budgeting
 

Technical Assistance
 
a. Analysis and revision of personnel procedures. 
b. Development of uniform job descriptions for staff 
c. Development of staff evaluation procedures and forms 
d. Development of strategic plan 
e. Development of credit policy and operations 

6. Financial Analysis
 

FUNDESCOL presently charges $15,000 for workshops. In the near
 
future, the price will rise to $21,000.
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C. 	 Fundacion Ecuatoriana del Habitat (FUNHABIT)
 

1. 	 Introduction
 

Introduction
 
FUNHABIT was founded in 1983 to work toward the development of an
 
adequate environment for man through the improvement of the
 
social, economic and ecological systems in which he lives.
 
Programs run by FUNHABIT include appropriate technology as well
 
as the development of small business and agricultural enter­
prises. The central office as well as the Project Director is
 
located in Quito. The Project Director visits Esmeraldas weekly
 
to oversee program operations and supervise the Project Coor­
dinator.
 

Clients
 
Twenty four percent of workshop participants are from industry,
 
40% from commerce, and 29% from service businesses. Thirty eight
 
per cent each of the loans went to industry and commerce and 24%
 
to service businesses.
 

Competition
 
Four competitors were identified.
 
a. 	 INSOTEC.
 
b. 	 Fundacion Rio Santiago. With funds of UNIPROM, this founda­

tion will provide the same services as FUNHABIT.
 
c. 	 Fundacion de Auto Empleo. Established by four banks, an
 

office has been opened in Quayaquil. Operating similarly to
 
FEE, it is not a serious threat at present as they are in
 
the process of obtaining their personaria juridica and will
 
begin operations in Quayaquil. They will work with small
 
commercial businesses, providing training, technical assist­
ance, and credit at 7% a month.
 

d. 	 Government.
 
o 	 CONAUPE has opened an office but hasn't initiated
 

activities.
 
o 	 CECAP provides training
 
o 	 CENAPIA gives courses in business administration;
 

however, they don't have a permanent location
 

2. 	 Quality and Description of Management
 

Strategic Planning
 
There is no annual plan for the organization or the project.
 
Planning takes place on a departmental basis, with overall review
 
and approval by the Board of Directors. It is not mission­
driven.
 

Budgeting
 

The program budget is developed by Carvajal.
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Budget Analysis
 
The monthly financial reports allow for easy analysis of actual
 

expenses against the budget.
 

Marketing
 
through door to docr visits by promoters,
Marketing occurs 


television and radio advertisements, and word of mouth. Ex­

students are provided with cards which they can pass out to
 

potential members. The organization has had serious marketing
 

problems. They have not been able to generate adequate par­
ticipation in the courses because local businessowners Jon't know
 

about the program and aren't interested in taking the workshop.
 

They were unable to determine the cause of this. They have been
 

unable to work with trade unions because, to some degree, these
 
organizations also want to provide workshops in business manage­
ment.
 

Recommendations:
 

a. 	 As FUNAHABIT is a Quito-based organization, it is critical.
 
can
to develop relationships with the local community. This 


be accomplished through the formation of a local advisory
 

board composed of ex-students, small business owners, and
 

large business representatives. This group could analyze
 

the situation and provide feedback on the problems facing
 

the organization. It could provide effective market re­

search as well as assist in modifying the program to meet
 

the needs of local business owners.
 
ex­b. The organization could have an annual drive, using 


students 	to bring in additional program participants. The
 

should be publicized with awards for participants,
drive 

based on the number of individuals that they bring in.
 

Calendars, pens, plaques could be given as prizes to the
 

winners.
 

The average desertion rate is 21%.
 

Financial Management Systems and Controls
 

The organization has centralized management systems, manuals, and
 

procedures. There is no accounting manual.
 

Administrative Management Systems and Controls
 

The organization has centralized management systems, manuals, and
 

a personnel manual but the consultant was
procedures. There is 

not able to evaluate its adequacy. There is no periodic employee
 

performance evaluation system.
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3. External Threats and Opportunities
 

Threats
 
o 	 Labor unions are strong which dampens the development of
 

local businesses. As soon as a business reachs a certain
 
size, employees organize into a labor union.
 

o 	 The area is marginal and therefore, economic development is
 
slow.
 

o 	 The military has an interest in the development and use of
 
coastal areas.
 

o 	 Due to the history and culture of the area, residents expect
 
things to be given to them free of charge.
 

o 	 It has been difficult to work with trade unions because they
 
don't see the benefit of working with FUNHABIT. While the
 
leadership attends their workshops, the information does not
 
reach the membership.
 

o 	 FUNHABIT is not a Esmeraldan project but rather something
 
from outside--the Board of Directors reflects a different
 
outlook and mission. It isn't seen as a local organization
 
but rather something imported from Quito, Cali, and the
 
United States.
 

o 	 As FUNHABIT is not a local organization, program partici­
pants fear that it will pass along financial information to
 
the tax authorities to assist them in assessing and collect­
ing taxes.
 

o 	 Lack of credit for program participants.
 

ODoortunities
 
o 	 FUNHABIT has a strong relationship with the European com­

munity.
 

4. 	 Planning for Self-Sufficiency
 

Available Resources
 
a. 	 Appropriate technology developed by consultants and staff of
 

FUNHABIT applicable to small businesses.
 
b. 	 Strong project development department can develop funding
 

proposals.
 
c. 	 Training facilities.
 
d. 	 Network of experienced trainers.
 

Strategies
 
Create purchasing
a. 	 Provide new services to present clients. 


cooperative that would provide inputs for specific indus­

tries represented by program participants. For example,
 

purchase leather for shoe manufacturers.
 

b. 	 Provide new services to present clients. Offer more ad­

vanced workshops.
 
c. 	 Provide similar services to new clients. Increase the
 

cachement area.
 
Sell 	publications
d. 	 New services to present and new clients. 
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to business owners in the area.
 
e. 	 Develop programs for specific industries. Provide technical
 

assistance to the small businesses in specific industries to
 
take 	advantage of resources of FUNHABIT. For example, for
 
the timber industry, use the technology developed for use of
 
solar energy to dry wood.
 

f. 	 Diversify funding sources. Obtain a subsidized loan of
 
US$500,000 from the International Development Bank. The
 
spread can be used to finance operations.
 

g. 	 Diversify funding sources. Charge membership dues to
 
program participants.
 

h. 	 Provide services through new networks. Provide credit and
 
training through fishermen's associations.
 

i. 	 Better utilization of institutional resources. Maintain
 
checking accounts of non-USAID funds in dollars in order to
 
guard the value of financial assets.
 

j. 	 Better utilization of institutional resources. Charge
 
royalties on the technology developed by FUNHABIT.
 

k. 	 Better utilization of institutional resources. Increase
 
number of students in workshops to compensate for desertion
 
rate.
 

5. 	 Training and Technical Assistance
 

Training
 
a. 	 Strategi- and annual planning
 
b. 	 Marketing
 
c. 	 Budgeting
 
d. 	 Field supervision
 
e. 	 Accounting
 

Technical Assistance
 
a. 	 Installation of cost accounting system
 
b. 	 Development of strategic plan
 
c. 	 Review and modification of organizational chart
 
d. 	 Development of employee performance evaluation system
 
e. 	 Development of accounting procedures manual
 

6. 	 Financial Analysis
 

FUNHABIT charges $ 21,000 for a workshop.
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D. 	 Centro de Investigacion, Promocion, y Educacion Popular
 
(CIPEP)
 

1. 	 Introduction
 

Introduction
 
CIPEP has two offices, one in Puerto Viejo and one in Manta.
 
They share the same board of directors but have diffent autono­
mous budgets and staff. The President of the Board of Directors
 
also functions as the part time Project Director, with both Coor­
dinators reporting to him.
 

CIPEP was formed in 1983 by a group of professionals to work in
 
marginal urban and rural areas to:
 
a. 	 Investigate and analyze the principal economic, social and
 

cultural problems facing the rural and urban poor.
 
b. 	 Provide technical assistance, education, and socio-economic
 

and legal services to those sectors interested in integrated
 
socio-economic development.
 

c. 
 Publish magazines, pamhplets, and books on the investigation
 
and experience of the popular sectors in order to strenghten
 
social sciences in Ecuador.
 

d. 	 Promote the education of the needy sectors through courses,
 
talks, and round tables.
 

Beginning with health, nutrition, and agricultural programs,
 
CIPEP recently added small business development programs.
 

Clients
 
Businesses served by CIPEP are characterized by lack of marketing

and poor pricing decisions. These businesses generally offer a
 
subsistence level of living to their owners. 
 They 	have problems
 
collecting accounts receivables and don't maintain adequate
 
records. In many cases, because of the lack of appropriate and
 
adequate technology, quality is poor.
 

Competition
 
Competition for training was identified from five sources:
 
o Government offers free services.
 
o 
 The Chamber of Commerce and Industry offers occasional
 

courses with the assistance of international foundations.
 
o 	 INSOTEC because they have not defined the range of their
 

services.
 
o 	 FUNDEMA (Fondo para el Desarrollo Pro-Manavi) recentiy
 

initiated activities with UNEPRON.
 
o CENAPIA may possibly offer services to industrial firms.
 
The major competition for credit was UNIPROM.
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2. 
 Quality and Description of Management
 

Market in
When the program was initially opened, th- promoters went 

generate clients for the program. 

from
door 	to door to 

Now, 	60% of
workshop attendees hear about the program through word of mouth.
 

Recommendation: 
 Carry out public relations campaign to 
strength­
en the image of CIPEP.
 

Pricing

While the price 
for the workshop is 
not high, people have a
problem paying, primarily because they don't 
see the importance

of the training.
 

Financial Management Systems and 
Controls
Accounting procedures do 
not 
adequately safeguard resources.
receipts are not deposited intact. 	
Cash
 

There is an accounting manual
but the consultant was not able to 
assess its adequacy.
 

Administrative Management Svstems 
and Controls
There is no administrative procedures manual. 
 There are job
descriptions; however, they require revision.
 

3. 	 External Threats and Opportunities
 

Threats

0 	 Poor relations with 
trade unions; information on training
programs does not 
arrive at 
the level of membership.
o 
 Lack 	of credit 
for program participants. CIPEP/Puerto Viejo
has disbursed $12,800,000 to date and 
has $25,000,000 in
applications.'
 

OPPortunities
 
o 	 There is little competition in Manta for provision of
services to 
the 6,000 small businesses located there.
o 	 There is interest 
on the 
part of large business owners to
 

cooperate with CIPEP.
 

4. 	 Planning for Self-Sufficiency
 

Available Resources
 
a 
 Growing relations with the private sector 
in Manavi.
b. 	 Relationship with an 
organization of large businessowners


that 	can 
be used for obtaining donations, collecting funds,

and creating z 
 image for the organization.
 

c. 
 Training fac:-ties.
 
d. 	 Network of experienced trainers.
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Strategies
 
a. 	 Provide new services to present clients. 
 Offer computerized
 

bookkeeping services to program participants.

b. 	 Provide new services to present clients. Offer courses in
 

computers and inventory control 
to retail businesses and
 
industrial entities.
 

c. 	 Provide new 
services to present clients. Provide medical
 
services to small businesses through a modified HMO struc­
ture. 
 Collect a monthly fee for each program participant

and his/her family. The doctor will provide his time to
 
CIPEP free of charge and charge the client a minimal fee.
 
CIPEP will also receive a percentage of lab fees collected
 
from program participants.
 

d. 	 Offer new services to present clients. Sell tar.ietas de
 
consumo to program participants which would provide them
 
with 	discounts at local businesses.
 

e. 	 Provide similar services to new clients. Increase the
 
cachement area to include other cantons.
 

f. 	 Provide similar services to new clients. Offer weekend
 
courses to medium sized businesses at a higher price.
 

g. 	 Provide present services to present clients through alterna­
tive delivery mechanism. Offer afternoon and weekend
 
courses in addition to evening classes.
 

h. 	 Diversify funding sources. Obtain a subsidized loan of
 
USS500,000 from the International Development Bank. The
 
spread can be used to finance operations.


i. 	 Diversify funding sou-rces. 
 With CONAUPE funding, work with
 
grass roots groups in small business development.


j. 	 Diversify funding sources. Request donations from the
 
private sector. 

k. 	 Diversify funding sources. 
 Hold fund raising events such as
 
dinners, raffles, etc.
 

1. 	 Diversify funding sources. 
 With CONAUPE funding, provide

training to marginal business owners at little or cost to
no 

the client.
 

m. 	 Diversify activities. Form a saving and loan association
 
for small businessowners, and present a proposal to UNEPRON
 
for funding of the loan fund and 
initial organizational
 
expenses.
 

n. 	 Diversify activities. Provide credit to small businesses
 
through the Programa de Desarrollo de la Comunidad with the
 
Banco Pacifico.
 

o. 
 Create relationships with local organizations. Establish a
 
Small Business Chamber that would work closely with CIPEP in
 
the development and management of programs for small busi­
ness owners.
 

p. 	 Create relationships with local organizations. Meet with
 
commercial banks in the province to sell 
them 	on the ad­
vantages of working with small businesses involved in their
 
program. CIPEP would provide the 
training and technical
 
assistance and the bank would provide the credit.
 

q. 	 Better utilization of institutional resources. Raise prices
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of services so that they cover a greater percentage of
 
costs.
 

r. 	 Better utilization of institutional resources. Charge for
 
technical assistance provided to program participants.
 

s. 	 Better utilization of institutional resources. Using

donated paper, print the manuals at the Ministerio of
 
Educacion and sell them to the other foundations. The only
 
cost to CIPEP is the purchase of ink.
 

t. 	 Develop joint ventures with other institutions. Work with
 
private and public institutions in joint ventures. or
 
example, work with the Eloy Alfaro Business School to:
 
o 	 add a small business management component to curriculum
 
o 	 add small business to areas of research 
o 	 provide technical assistance to small businesses by


requiring that all graduates do volunteer work with
 
small business owners
 

5. 	 Training and Technical Assistance
 

Traizinz
 
a. 	 Strategic and annual planning
 
b. 	 Budgeting
 
c. 	 Marketing
 
d. 	 Accounting
 
e. 	 Field supervision
 
f. 	 Personnel management
 
g. 	 Board development
 

Technical Ass stance
 
a. 	 Development of administrative procedures manual
 
b. 	 Installation of cost accounting system
 
c. 	 Revision of job descriptions
 
d. 	 Development of strategic plan
 

6. 	 Financial Analysis
 

CIPEP charges $16,000 for the workshop at the present time but
 
the price will rise to $21,000 in the near future.
 

56
 



Eiecutadlo /1/3/;CIPEPmanta 

Des:r1pcion 
ce Gaso 

Aitniaiiia 
Tecnica cion Credi to 

Aanstra­
ciofl TOTAL 

~ PERSONAL 
Director, 
coorwoinador 
Asesores 

Con tador---.- -- --

Tdoal de Persona! 4,36 117.5.-7 98,74E 1,41!,149 ,174,ESIi 

8EHEF1CIOS SOCIALE 218,142 47,02! 39, 499 545,260 869,924 

2'-*. 

GASTOS! OPERATIVOS 
via :e a Colovoja 
Arrien~c 01601542,400 2S',OOO

Rae~isY utiles ce oficina 596,310 596.810
Transorte 27,020 27,0:0comunica:iones 

3586 .75
Ga5:os iegales ,80 3,8 

poc 268460 2t:,460Mtan:.Oficina 51,3137 76,969 12',i2 
Mart. Veniculo 154,648 184,647 369,295
'S,euros Ven.Reu. Ecv;D, 26T,15SE 90,566 353,724 

SOOeiaio7251 647,!97 1,6, 4oras wxras 109,986 109,956
cowias 
lacrevjstcs 110,009 110,049Total ae ;astcs OD 659,165 488,922. 0 2,27!,364 .,421,453 

- : 

GASTOS CURSCS 
Ifltructores 2E7,200
manuails 550,000 
Gas::s Sesion flotivacj'on 
Materjales oe Instruccion 24,22061stos Curtos 45,435 
Arienao cursos fin de semana 

70a e Gastos Cursos 906 , E55 

TOTAL DEGASTOS 1,422,666 1,560,157 

0 

138,247 

287,:00 
55C 000 

2,2
45,435 

0 906,55 

4 251,773 7,373,043 -

4 ;istos Indirectos 1,937,946 2,125,507 - 188,320 (4,251,773)7,373,043 

GASTOS GLOBALES 3.360,612 3,.6!5,864 326,567 0 7,373,043 -

'OtUt~~Nu r !,6 
Descriotinoras 

3 20,780,000 
capacitadootorgaao 

- F 

ra, 
--

F.~ ~D!Pnan :3 - h c3Daci;taoc$ otorgioc 



INGESOS 1,887,924 

Por:entaje de Rendihiento 
r :enlaje de Diversification 25.61% 



Ereutao: 1/1-6/301,192 CIPE;r Puerto Viejo 

~ Descriocion Asistenciacamicts Ceo- Administra-

PERSNAL 

oCrdmniador~ 0 0 
V 

~ ASwearsa 0 

ToaePersn a 7i41.449 -34,98-D 3s.2H 1 I57 '25.1 . 

GASTOC3 OP: A7IO1VCS 

Amed. ie7no 
Waenilies yutile 
Transccr-
cm~r.1caciones 
Gas::s legales 
;Uti1.1aC 

4!r:. Oficina 
yart. vericu1lc 
Sepi~ros VenNeut, . 
Deore:1acvon 
hor!S extras ,~ 

IrC4 
8,­

2C, 
,3E 

W:C 

0 

2,06e5 

72 
72 851 

204 70 

4CE1001 5 c 
16.4I.. 

.5 i0 Ju 
5.3 

293. Ic 
27 i77 

73 ,7:.2 
111,073 P 421 

5 

. . 

~Toal 3e Gastos O;!,O2!,758; 272,157 0 19 1,6~.3,226,8V . 

instructores 20522 .I . 205,225 

Gat: S:sin moiviclom 

Hateriles'de Instruc:ion 
Gastos Cursos 
Arr ino., cursos f in de semana 
Tota i de Gastas Cursos 

.0 . 

94 
31 1420 

7i3.5E5E79,8 

5 00 
.: .94C. 

142 
0 

~ 

TCVA Oi GASTOS 2,061.7H81,114,714 

Gstos Indirectos 2,229.551 1,210,S22 

472,0i3 3,6316 7,111764 

512,796 (3,963,159)7,611,764~. . . . . . 

4,,-GASTOS 

VC 

-~~~iV~, 

i utout 

.. p~V.s.- 

GL09ALES ,301, 12,32!.!36 -984.,889 

1 NuImbet I-a84i-3i '12 801'000 
Deci:ioa capa: 1taoootorgao: 

"V SV~.07HH, $1 ;iE5 

C. . 5:761j6 

V V 

VVV--' 

'i V' V'' V VV'4V 



INGR.S S
 

;:,,:er-.a:e ae Rencimiento
 
"c,.Per,.a:e ae Diyersififavon
 



III. ACCION-Supported Foundations
 

A. 	 Fundacion Eugenio Espejo (FEE)
 

1. 	 Introduction
 

Introduction
 
FEE was formed by individuals from the private business sector in
 
1979 in order to improve the quality of life of the poor in
 
Quayaquil. It has run four major programs during its ten years.
 
a. 	 Programa de Dessarrollo Comunitario (1982) was formed to
 

work as intermediaries in the development of community
 
infrastruture: water, electricity, telephone, and schools.
 
This program helped organize local residents so that they
 
can take necessary action in order to obtain basic services.
 

b. 	 CEDUES Centro de Educacion Especial (1983)
 
c. 	 Program de Credito y Dessarrollo de la Micro Empresa (1984)
 

was established to provide small individual credit to those
 
marginal individuals who have no other alternative.
 

d. 	 CRESIU--Centro de Recursos Humanos del Sector Informal
 
Urbano (1984)
 

Clients
 
Businessowners served by this program are poor individuals who
 
operate at subsistence levels.
 

Competition
 
Competition for credit comes from three major sources, although
 
none are really serious threats to the program as demand is high.
 
o 	 Chuqueros charge 20%/month
 
o 	 CONAUPE
 
o Private banks such as Banco Pacifico
 
There are three organizations offering similar training services.
 
o 	 Universidad Catolica will work in Mapasinge providing free
 

training. According to program staff, that training is very
 
theoretical.
 

o 	 Fundacion Vicente Roca Fuerte offers free business adminis­
tration courses; the quality is unknown.
 

o 	 CECAP has a pilot project.
 

2. 	 Quality and Description of Management
 

The'Diagnostic Tool was not made available to the consultant
 
prior to the preparation of this report.
 

Strategic Planning
 
There is no strategic planning. Plans are developed for each
 
donor. They are not consolidated into either program plans 
or an
 

insitutional plan.
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Budgeting
 
There is no annual institutional budget. A budget is prepared

for each donor but they are not consolidated into program bud­
gets. It was not possible, for example, to determine how much
 
the Small Business Program costs per year.
 

Budget Analysis
 
Actual expenses are analyzed against the budget for specific
 
grants. There is no institutional analysis. It is impossible to
 
determine the cost per loan or cost per trained businessowner.
 

Financial Management Systems and Controls
 
The accounting systems are inadequate to safeguard financial
 
resources. Records do not allow for identification of source and
 
use of funds. There is no institutional general ledger.
 

Marketing
 
Marketing occurs in a number of ways. Program participants bring
 
in their friends and neighbors. Promoters hold informational
 
meetings in the communities where they work. When they enter a
 
new community, they also do a door to door campaign. In many
 
cases, they have begun with social programs and then brought in a
 
credit program, implying a need for little promotion.
 

Pricing
 
Interest rates are in line with inflation. They charge 4% a
 
month for interest and 3% commission for each loan. Half of that
 
commission covers training costs.
 

Willingness to Make Changes
 
Per discussions with senior staff, it appears that they 
are
 
cognizant of the need for improved financial and administrative
 
management systems but have lacked the necessary personnel 
for
 
their development and installation.
 

Recommendation: USAID should provide funds to FEE for a Director
 
of Finance. With that person in place, technical assistance and
 
training can be provided as outlined below.
 

3. 	 External Threats and Opportunities
 

Threats
 
o 	 Through CONAUPE, the government will mount a program similar
 

to theirs with anticipated interest rates of 2.5-3%/ month.
 
o 	 Government programs for small businesses are sometimes used
 

for political rather than technical goals.
 

Opportun it ies
 
o 	 Through their social development programs, FEE can easily
 

penetrate new communities and promote their training/credit
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program.
 
o 	 The organization has good relations with European and
 

Japanese foundations.
 
o 	 FEE is well-known in the communities in which it works.
 

4. 	 Planning for Self-Sufficiency
 

Available Resources
 
a. 	 FEE has a wide degree of coverage.
 
b. 	 The FEE has a large 'oan portfolio from a variety of sources
 

incuding Accion guaranteed funds (US$75,000), IAF
 
(US$100,000), and JTZ (L 115,000,000). In addition, FEE
 
will receive a US$500,000 loan from the International
 
Development Bank in October, 1989.
 

c. 	 The FEE Board of Directors is well connected.
 
d. 	 As they are not a financial insitution, they are not res­

tricted by the monetary regulations concerning interest
 
rates.
 

Strategies
 
a. 	 Diversify funding sources. Develop small business develop­

ment programs funded by the European community.
 
b. 	 Diversify funding sources. Banco Quayaquil can give them a
 

loan at 32% a year which they can then lend out at 7% a
 
month.
 

c. 	 Diversify funding sources. Work with FIANSUR, a private
 
financial group.
 

d. 	 Charge clients for services previously received free of
 
charge. Charge beneficiaries for training and technical
 
assistance.
 

5. 	 Training and Technical Assistance
 

Training
 
a. 	 Strategic and annual planning
 
b. 	 Field supervision
 
c. 	 Personnel management
 
d. 	 Budgeting
 

Technical Assistance
 
a. 	 Development and installation of automated accounting system
 
b. 	 Development and installation of internal control procedures
 

6. 	 Financial Analysis
 

Given the financial records of the organization, it was not
 
possible to develop an income and expense statement.
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B. Fundacion Ecuatoriana de Desarrollo (FED)
 

The consultant was not provided access to the records of the FED
 
nor was the information required to analyze that institution
 
provied. The Diagnostic Tool was not made available to the
 
consultant prior to the preparation of this report. Therefore,
 
no analysis is possible.
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CHAPTER 4
 

TRAINING AND TECHNICAL ASSISTANCE STRATEGY
 

Based on the results of the field visits, a coordinated training
 
and technical assistance strategy is presented in this chapter.
 
This institutional development strategy should be coordinated on
 
a national level rather than separated between CARE and INSOTEC­
assisted organizations/zonal offices. While training and techni­
cal assistance needs vary somewhat, they are generally the same
 
for both groups of implementing organizations. This was re­
iterated by evaluation workshop participants who stated that they
 
had learried a great deal from sharing experience and ideas. This
 
coordinated training can also assist in easing the inter-agency
 
friction arid problems encountered during the field trip.
 

A. 	 Training
 

A number of initial training needs were identified. They
 
are outlined in order of priority below.
 

1. 	 Board Development
 

In order to create strong, autonomous organizations, it
 
is critical that each have a strong, educated board of
 
directors. In those foundations with strong boards,
 
the programs are more directed and the chances for
 
success are higher. This one day workshop held in­
dividually with the four foundations and INSOTEC/Quito
 
would be directed at present board members, senior
 
staff, and other stakeholders. The overall purpose
 
would be to assist each organization in recruiting and
 
training appropriate individuals. The one day workshop
 
would discuss:
 
o 	 functions of the board
 
o 	 functions of specific individuals; e.g., Presi­

dent, Vice President, Treasurer, etc.
 
o 	 mission of the organization
 
o 	 requirements and qualifications of board members
 

2. 	 Strategic Planning
 

In the light of the fact that USAID funding will
 
terminate in 1990, the most critical need for training
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is in strategic planning. 
 A five day course for the
Program Managers (Coordinators and Zonal Consultants)

and Board Presidents (as appropriate) would provide
participants with the exposure to the 
strategic plan­ning 	process. This workshop would cover:
 
o 	 mission
 
o 
 objectives of the organization
 
o 
 analysis of external environment and internal
 

strengths and weaknesses (SWOT)

o 
 development of self-sufficiency strategies
 
o 	 development of workplans
 
o 	 budgeting
 

3. 	 Budgeting, Costing, and Financial Analysis
 

A three day workshop for Program Managers would discuss
 
in greater detail:
 
o 	 development of budgets for program and administra­

tive costs
 
o development of variable and fixed costs
 
o 
 analysis of financial information
 
o 
 cash flow planning
 
o 
 break even point analysis
 
o 	 budget monitoring
 

4. 	 Marketing
 

A three day workshop in marketing for Program Managers
and Board Presidents would assist 
organizations in the
 
following areas:
 
o 	 pricing of services
 
o market studies
 
o 
 promotion strategies: advertising, public rela­

tions, etc.
 

5. 	 Elementary Accounting and Bookkeeping
 

Each 	local office has an accountant who keeps 
the cash
books and sends the information to 
either Fundacion
Carvajal or INSOTEC/Quito. 
This 	three day workshop

would instruct these individuals how to manage general

ledgers and other financial records required in order
to provide information for management decisions. Cost

accounting would also be discussed.
 

6. 	 Personnel Management
 

This 
five 	day workshop for Program Managers would ad­dress the 
issues involved 
in the efficient management

of their staff and would include:
 
o 	 motivation
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o recruitment and selection
 
o training
 
o supervision
 
o performance evaluation
 

7. Field Supervision
 

A three day workshop for Program Managers in the supez

vision of field staff would discuss such issues as:
 
o control of time
 
o planning of activities
 
o analysis of efficiency of work
 

8. Board Training
 

After recruitment of board members, 
a two day workshop

will be held with board members of individual organiza

tions. The 
same topics will be addressed as in Work­
shop I above; however, the training will 
be more prac­
tical and hands on, with an emphasis on skills acquisi
 
tion.
 

B. Technical Assistance
 

A number of areas of technical assistance are required by

the implementing organizations. They are listed below in
 
order of priority.
 

I. Development of Strategic Plans
 

After the completion of the strategic planning work­
shop, a local consultant will work with each institu-

Lion, using a participative methodology in order
develop to
 a strategy for each institution. Approximatel

5-10 days will be necessary for each institution, de­
pending on 
the capability of the organization. A loca

individual with extensive experience in strategic plan

ning of non-profit organizations will be identified.
 

2. Development of' Accounting Manuals.
 

Written accounting manuals need to 
be developed for
 
each local office. This manual 
should include the
 
following Items:
 
o use of a General Ledger
 
o 
 separation of program and administrative costs
 

(cost accounting)
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3. 	 Installation of Appropriate Bookkeeping Systems to
 
Reflect Need for Program-related Income and Expenses
 

After development of generic accounting procedures, a
 
local consultant can be used to install these systems
 
in the organizations. Three to ten days per organiza­
tion is estimated for modifications and training of the
 
appropriate individual.
 

4. 	 Development of Administrative Manuals
 

It is critical that written administrative procedures
 
be developed for each implementing agency including
 
such areas as:
 
o 	 personnel policies
 
o 	 control of vehicles
 
o 	 USAID regulations
 

5. 	 Installation of Administrative Manuals
 

After development of generic policies, a local consul­
tant 	can be used to apply these policies in the organi­
zations. Two to three days per organization is estima­
ted for modifications and training of the appropriate
 
individual.
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Appendix A
 

Persons Contacted
 

I. 	 United States Agency for International Development
 
Scott Smith
 
Bambi Arellano
 
Maruska de Burbano
 

11. 	 Technical Assistance Organizations
 

A. 	 CARE
 
Louis Alexander
 
Philip Gelman
 
Tamara Tiffany
 
Marcelo Angueta
 

B. 	 Fundacion Carvajal
 
Weimar Escobar
 
Orlando Benalcazar
 
Cielo Valencia
 
Edison Perez
 

C. 	 Accion International
 
Rodrigo Lopez
 

III. 	INSOTEC
 

A. 	 INSOTEC Central
 
Fernando Fernandez, General Director
 
Trujillo, Director of Finance
 
Jaime Guevara, Director PRODEPEM
 
Fidel Duran
 
Victor Maldonado, INSOTEC/Venezuela
 
Jimena Merzalde, Administrative Director
 
Gloria Gueseda, Accountant
 

B. 
 Santo Domingo de los Colorados
 
Ricardo Ramirez, Consultor Zonal
 
Jennie Valencia, Director of Programa de la Mujer
 

C. 	 Quevedo
 
Vicente Urrutia Cueva, Consultor Zonal
 
Santiago Fajardo
 



D. 	 Esmeraldas
 
Nell Pimentel, Consultor Zonal
 
Roberto Hidalgo, Consultor Tecnico
 

E. 	 Manta
 
Nelson Oleas, Consultor Zonal
 
Cesar, Consultor Tecnico
 
Francisco, Consultor Tecnico
 

IV. Foundations
 

A. 	 FUNDQUEVEDO
 
Gloria Padilla, Coordinador
 
Vicente Izquierdo, President
 
Rigoberto Lara, Vice-President
 

B. 	 FUNDESCOL
 
Mariela Torres, Contadora
 
Marcelo Salazar, President
 
Luis Zambrano
 

C. 	 FUNHABIT
 
Patricio Cevallos, Executive Director
 
Clara Zuniga, Project Coordinator
 

D. 	 CIPEP
 
Walter Andrade Garcia, Crordinator Manta
 
Rafael Andrade, President
 
Luis Pena Fiel, Member Board of Directors
 
Maria Luisa Moreno, Coordinator Puerto Viejo
 

E. 	 FEE
 
Yankelly Rodriguez
 
Mario Palacios, Advisor Mapasinge
 
Carlos Galvez, Promoter Mapasinge
 
Victor Hugo Barrios, Promoter Mapasinge
 

F. 	 FED
 
Cesar Alarcon, Executive Director
 

V. 	 Beneficiaries
 

A. 	 Quevedo
 
Silverio Indu, Taller Galopilaza
 
Juan Orbeleda, TADIMOVIL
 
Wilson Torres
 
Sandra Boza, Vanidades David.
 

B. 	 Quayaquil
 
Edmundo Eras, Muebles Narcistis
 
Graciela Aldas de Garcia
 



Appendix B 

Activities Realized 

July 24 Papke arrives in Quito. 

July 25 Papke meets with Maruska Burbano of USAID and 
representatives from technical assistance or­
ganizations (CARE, ACCION, Fundacion Carvajal, and 
INSOTEC). Papke and Brubano leave for Quevedo. 

July 26 Papke and Burbano meet with Vicente Urrutia Cueva, 
Consultor Zonal of INSOTEC. Papke and Burbano 
meet with Gloria Padilla, Coordinador, Vicente 
Izquierdo, President, and Rigoberto Lara, Vice-
President of FUNQUEVEDO. 

July 27 Papke and Burbano visit beneficiaries of FUN-
QUEVEDO and INSOTEC: Silverio Indu, Taller Galopi­
laza, Juan Orbeleda, TADIMOVEIL; Wilson Torres; 
and Sandra Boza, Vanidades David. Papke and 
Burbano leave for Santo Domingo los Colorados. 

July 28 Papke and Burbano meet with Marcelo Salazar anc 
Mariela Torres of FUNDESCOL. Papke and Burbano 
meet with Ricardo Ramirez and Jennie Valencia of 
INSOTEC. Papke and Burbano return to Quito. 

July 30 Papke leaves for Esmeraldas. 

July 31 Papke and Burbano meet with Nell Pimentel and 
Roberto Hidalgo of INSOTEC. Papke and Burbano 
meet with Patricio Cevallos and Clara Zuniga of 
FUNHABIT. 

August I Papke and Burbano return to Quito by road. 

August 2 Papke and Burbano leave for Manta. Papke and 
Burbano meet with Nelson Oleas and Technical 
Consultants of INSOTEC. 

August 3 Papke and Burbano meet with Walter Andrade Garcia, 
Rafael Andrade, and Luis Pena Fiel of CIPEP/Manta. 
Papke and Burbano meet with beneficiaries of 
CIPEP/Manta. 

August 4 Papke and Burbano meet with Maria Luisa Moreno and 
Rafael Andrade of CIPEP/Puerto Viejo. Papke 



August 7 


August 8 


August 9 


August 10 


August 11-13 


August 14-15 


August 16 


August 17 


August 18 


August 19 


leaves for Bahia.
 

Papke and Burbano arrive in Quayaquil. Papke and
 
Burbano meet with Yankelly Rodriguez, Mario
 
Palacios, Carlos Galvez, and Victor Bugo Barrios
 
of FEE.
 

Papke and Burbano visit with beneficiaries of FEE:
 
Edmundo Eras and Graciela Aldas de Garcia. Papke
 
and Burbano meet with Yankelly Rodriquez of FEE.
 

Papke and Burbano return to Quito. Papke and
 
Burbano meet with Cesar Alarcon of FED. Papke
 
meets with Jimina Merzalde and Gloria Guesada of
 
INSOTEC.
 

Papke meets with technicians of techni:a! assis­

tance organizations to plan evaluation seminar.
 

Preparation for evaluation seminar.
 

Evaluation seminar for staff of implementing
 
ag-ncies.
 
Evaluation seminar for staff of participating
 

banks.
 

Papke meets Jaime Guevara and Fidel Duran of
 
INSOTEC.
 

Papke and Burbano hold debriefing session for
 
USAID staff. Papke and Burbano debrief staff of
 
technical assistance organizations. Papke meets
 
with Marcelo Angueta and Fidel Duran to evaluate
 
the Diagnostic Tool.
 

Papke leaves for New York.
 



Appendix C
 

Taller sobre Evaluacion y Monitoreo
 
14-15 de Agosto 1989
 

Agosto 14
 

8:30-8:45 
 Objetivo del 

8:45-9:00 

Taller Scott Ssinth: USAID
Presentacion de partic:pantes
9:00-9:15 
 Inaguracion del taller 
Tonia Papke

o Expectativas del taller
 

9:15-9:45 o Procedimientos
La Evaluaclon en 
el Ciclo de Planificacion
 
9:45-10:00 Tonia Papke
La Evaluacion como 
Instrumento de Crecimiento
 

Institucional 
 Mar-uska de Burbano
10:00-10:15 
 Coffee Break
10:15-11:00 
 La Evaluacion en el 
Proyecto de Desarrz-llo de
 
la Pequena Empresa
o 
 Matriz Logica como 
inszrumento de Planea­

c:on 
Tonia Papke (15 minutos)
o 	 Presentacion de Matriz Logica del 
Proyecto

11:00-1:00 	 Maruska de Burbano 
(30 minutos)
Sistema de Evaluacion y Monitoreo del 
Proyecto


de Desarrollo de la Pequena Empresa 
Jazme
Guevara y Fidel 
Duran
 
o Reportes (30 minutos)

o 
 Bases de datos 
(30 minutos)
o 
 Sistemas de captacion de datos (60 minu­

tos)
1:00-2:30 
 Almuerzo
2:30-4:30 
 Indicadores Operac.onales 
Weimer Escobar
 
Estudio de Caso
4:30-5:00 
 Comentarios y Conclusiones de la Jornada
 

Agosto 15
8:30-10:30 
 Analisis Financiero, Auto-suficienca, 
y Auto­
gestion Tonia Papke
o 	 Importancia 
Maruska de Burbano 
(15 minu­

tos)
 
o 	 Definiciones y su calculo
 

o 
 % de 	divers:ficacion (10 minutos)
o % de rendimiento (10 mrnutos)
o 	 Costos 
(30 minutos)

o 
 Directos o Programaticos-variables 


y

fi jos
 

o Indirectos o overhead
 
o 	 Ejemplos (30 minutos)
o 
 Otros indicadores ffnancieros de efzcien­cia y su 
calculo (30 mrnutos)
 



10:30-10:45 

10:45-1:00 


1:00-2:30 

2:30-4:30 


4:30-5:00 


Coffee Break

La Administracion 
y la Capacidad Institutional
 
o Estudio de Caso 
 Louis Alexander
 
o Instrumentos
 
Almuerzo
 
Indicado:-es de 
Impacto
 
o Empleo
 

o Forma de medic:on
 
o 
 Empleos equivalentes
 

o 
 Valor agregado
 
o Forma de medicion
 
o Valoracion
 

Estudic de Caso 
 Rodrigo Lopez
Comentarios y.Conclusiones de la Jornada
 


