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- i, EVALUATION ABSTRACT. (do not exceed the space provided) . ~ - -
' Thg 5sociaci6n dg Ar;esgnia y Moda (ADAM) was established in April, 1985.as a non-profit

knitwear foundation. With USAID assistance, ADAM provides marketing, production, -
training, and commercial services to artisan knittars and knitwear Grganizations in
order to promote the project goal of increasing the incomes of artisan xnitters and the
level of non-traditinnal Bolivian exports, thus providing employment opportunities for
poor rural women (the projects main beneficiaries). The major findings and conclusions
are:

Income Generation ADAM has substantially increased the per unit earnings of the artisan
knitters involved in the Project. However, given the absence of a reliable and system-
atic data gathering process, and the reluctance of several of the associated producer

organizations to allow ADAM access to their internal financial records, it is not pos-
sible to verify that the higher wages paid by ADAM are being passed on to the knitters.
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' Export Promotion ADAM is behind all project targets, and more importantly, has failed

‘ to meet even its own export commitments. Furthermore, ADAM's poor track record in timely
' delivery with 100% quality acceptance has seriously strained some of its relationships
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with its present buyers.

Employment Creation ADAM has trained 1,774 knitters since beginning its training program
in 1987. However, due to an apparent overestimation of the total membership of the asso-
ciated producer organizations, the absence of a systematic tracking process of knitters,
and the reluctance on the part of many of the associated producer organizations to share
information regarding their membership with ADAM, it is difficult to measure the actual
success of the project in Creating employment opportunities for artisan knitters.

The evaluation noted the following lessons:

In the early stages of the evaluation, ii became evident that the original project
design and strategy outlined in the project paper, remain valid today. Specifically,
that in order to promote the project goals and objectives, ADAM should: 1) be "market
oriented"; 2) be "run on a business-like basis'"; and 3) '"pursue simplification" as much
as possible. Thus, the findings and recommendations incorporated in this evaluation
have been presented within the framework of the original project design.
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A..D. EVALUATION SUMMARY PART Il

J. SUMMARY OF EVALUATION FINDINGS, CONCLUSIONS AND RECOMMENDATIONS (Try not to exceed the 3 pages provided)

Address the foliowing items:
* Purpose of activity(ies) evaluated * Principal recommendations
* Purpose of evalustion and Methodology used * Lessons leamed

. Hndhgslndconduﬁonsoﬂnuloqueﬂbnq
Mission or Office: -~ USAID/BOLIVIA Date this summary prepared: July 11, 1988

Title and Date of Full Evaluation Report; EVALUATTION OF THE ASOCIACION DE ARTESANIA Y MODA -
"ADAM", May 1988

BACKGROUND

The Asoc!zcién de Artesania y Moda (ADAM) was established in April, 1985 as a
ron-profi knitwear foundation. With USAID assistance, ADAM provides marketing,
productic o, training, and commercial services to artisan knitters and knitwear
Org.iii.cutions in order to promote the project goal of increasing the incomes of
artisan knitters and the level of non~traditional Bolivian exports, thug providing

employment opportunities for poor rural women (the projects main beneficiaries).

This evaluation was conducted at the request of USAID/Bolivia over a three week
period in May, 1988. It was not intended to serve as a comprehensive financial
or management audit of ADAM. Instead, it was conducted in close cooperation with
members of the ADAM Board of Directors and staff as a means to jointly assess
performance to date in achieving the original project objectives, to highlight
those areas requiring adjustment, and to discuss the appropriateness and need for
continued USAID support beyond the project completion date of September 10, 1989,

In the early stages of the evaluation, it became evident that the original proiect
design ‘and strategy outlined in the project paper, remain valid today. Specifically,
that in order to promote the project goals and objectives, ADAM should: 1) be
"market oriented'; 2) be "run on a business-like basis'"; and 3) "pursue simplifica-
tion" as much as possible. Thus, the findings and recommendations incorporated in
this evaluation have been presented within the framework of the original project
design.

SUMMARY OF FINDINGS

Since the inception of the project in 1985, ADAM has evolved into a dynamic and
well-respected private sector organization. It has solidly established itself
within the Bolivian knitwear industry, and has initiated a wide range of marketing,
production, training, and commercial services. ADAM's performance to date is
especially impressive considering that it has been accomplished without the tech-
nical assistance originally envisioned. Nevertheless, ADAM has fallen short of
both the original and revised project targets in the areas of income generation,
export promotion, and employment creation.
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Income Generation ADAM has substantially increased the per unit- earnings --
of the artisan knitters involved in the project. However, given the absence
of a reliable and systematic data gathering process, and the reluctance of
several of the associated producer organizations to allow ADAM access to
their internal financial records, it is not possible to verify that the
higher wages paid by ADAM are being passed on to the knitters.

Export Promotion ADAM is behind all project targets, and more importantly,

has failed to meet even its own export commitments. Furthermore, ADAM's

poor track record in timely delivery with 100% quality acceptance has seriously
strained some of its relationships with its present buyers.

Employment Creation ADAM has trained 1,774 knitters since beginning its training
program in 1987. However, due to an apparent overestimation of the total member-
ship of the associated producer organizations, the absence of a systematic

tracking procass of knitters, and the reluctance on the part of many of the
associated ncoducer organizations to share information regarding their membership
with ADAM, it is difficult to measure the actual success of the project in creating
employment opportunities for artisan knitters.

SUMMARY AND RECOMMENDATIONS

It is the conclusion of the evaluation team that, within the framework of the
findings and recommendations of this report, the ADAM project deserves considera-
tion by USAID/Bolivia for continued support and assistance. As should be expected
from an experimental project like ADAM, much has been learned from the initial
project experience, and there is a need to build on this experience in many

areas if ADAM is to achieve the project goals and take full advantage of the
potential export market for Bolivian knitwear products. The major conclusions

and recommendations are as follows:

1) Although the goals of the project have been clearly articulated and
quantifiable targets set, these have not been reflected in a well articulated
systematic process to monitor and measure progress toward the achievement of
project goals,

Recommendation: ADAM should design and implement a systematic and uniform
process to monitor and report progress toward achievement of these basic pro-
ject goals, including the establishment of reliable baseline data from which
to measure progress.

2) Interviews conducted for this evaluation, together with related market

research, confirmed the existence of a substantial international market for
hand-knitted alpaca sweaters, and the proven capacity of Bolivian artisan-

knitters to produce competitive products for this market.
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Recommendation: For the short term (12-24 months), ADAM's marketing
strategy should be to strengthen existing relationships with intermediary
clients, focusing on production and quality control.

Recommendation: For ADAM's long-term development, the highest priority
should be assigned to recruiting and engaging two key long-term experts
to assist ADAM in the areas of marketing and production management.

3) ADAM is intended to operate as a profit-making business and to
develop the capability to be a viable, self-sustaining private enterprise.

Recommendation: ADAM should prepare and routinely update a business
plan, including a simple spreadsheet program that illustrates and projects
costs, revenues, cash flows, profits and losses. The most important
element of this business plan would be to specify the quantifiable targets
and time frames for the ADAM project to become a profit-making, self-
sustaining enterprise.

4) 1t was clearly specified in the original project design that ADAM
operations were to focus exclusively on the effort to increase the
exportation of artisan knitwear until the project established its

viability.

Recommendation: For at least the next 12-24 months, the ADAM project
should concentrate on improving its production system and expanding its
base of satisfied buyers in the international marked for a limited,
high-quaiity line of hand knitted alpaca sweaters.
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K. ATTACHMENTS (Ust attachments submitted with this Evaluation Summary; atways attach copy of full
evaluation report, even If one wes submitted earlier)

Evaluation of the Asociacidn de Artesania y Moda (ADAM) May 1988.

L COMMENTS BY MISSION, AID/¥! OFFICE AND BORROWER/GRANTEE

-~ The evaluation met the demands of the scope of work and provided both
USAID and Grantee with recommendations and findings which when
implemented will ensure success of project. The evaluators were
objective and showed a keen knowledge of the Project, its problems
and outlined a strategy to improve performance. The findings and
lessors learned generally concur with those conclusions reached by
USAID and Grantee staff.




