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PREFACE

This evaluation was carried out in Bolivia by a three-person team from Development Alternatives,
Inc. (DAI) between April 6 and April 25, 1992. The report is based on interviews with officials and
members of the three institutions selected to implement the Micro and Small Enterprise Development
Project — the Bolivian National Federation of Credit Unions, the Foundation for the Development of the
Micro-enterprise Sector, and the Bolivian National Federation of Small and Micro Enterprises. The team
also interviewed representatives of the Departmental (Regional) Associations of Small and Micro
Industrialists and other knowledgeable officials, and reviewed project and related documentation. The
team wishes to express its appreciation to the many people who gave so generously of their time, their
experience, and their insights to assist us in onr work.

Like all evaluations, this one refers to the Project Paper on which the Micro and Small Enterprise
Development Project was based. However, since its inception, the project has undergone significant
change and evolution. This has made moot some of the original parameters for measuring achievement.
For this reason, this evaluation focuses less on the strict outputs contemplated in the Project Paper, and
more on what has actually been and is being done, its impact, and the evaluators’ recommendations for
improving the program in the future.

Each of the team members participated in the evaluation as a whole. However, because three
distinct institutions were involved, it was possible to divide responsibilities according to each evaluator’s
background and experience. Thus, the section on FENACRE was prepared by Jeffrey Poyo and the
section on PRODEM by Anne Beasley. William Fisher was responsible for the section on FEBOPI and
for the balance of the report.
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EXECUTIVE SUMMARY

This report is a midterm evaluation of the Micro and Small Enterprise Development (MSED)
Project, which was authorized in 1988 and began in 1989 as part of the U.S. Agency for Intcrnational
Development program in Bolivia. The goals of the project are to promote rapid and sustained economic
growth and to bring about a more equitable distribution of income in Bolivia. The purpose of the project
is to stimulate the long-term, stable growth and Gavelopment of Bolivia’s small-scale enterprise sector.

The project works with three Bolivian implementing organizations; the Bolivian National
Federation of Credit Unions (FENACRE), the Bolivian Foundation for the Development of the Micro-
enterprise Sector (PRODEM), and the Bolivian National Federation of Small and Micro Enterprises
(FEBOPI). Techniczl assistance is provided by ACCION Internationa! and the World Council of Credit
Unions.

The MSED project seeks to strengthen these three Bolivian organizations and to improve their
ability to provide services to their members and clientele in training, technical assistance, and credit.

ORGANIZATION OF THE EVALUATION

The main body of the report is organized in three sections, which deal with findings, conclusions,
and recommendations concerning each of the implementing organizations. These sections are followed
by a section setting out lessons learned in the project. A suminary of recommendations is found in

Appendix E.

FENACRE

The FENACRE component of the MSED project suffered from design problems that undermined
the ability to implement the project as described in the Project Paper. The institutional analysis carried
out in the design stage was inadequate, and thus represented distorted conclusions about the organization’s
financial health. FENACRE's insolvency surfaced in the external audit conducted in fiscal 1989.

The purpose of supporting credit unions associated with Departmental Associations of Small and
Micro Industrialists (ADEPI) was to strengthen these business associations through access to credit. By
distorting the incentives of credit union membership, it undermined their viability (the only purpose for
joining was to obtain credit). All ADEPI credit unions continue to remaia delinquent with FENACRE
and all assistance stopped at the beginning of the project.

As a result of FENACRE's financial crisis, the external technical assistance has been concentrated
at the Federation level. This assistance has concentrated on directing the dismantling of the deposit
mobilization program with the public, and organizing trips to convince the credit unions of the benefits
of state regulation.
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This component of the project must be redesigned to become an institutional strengthening
program, rather than a credit project. However, the technical assistance effort must be directed toward
the credit unions rather than the Federation. The Federation must be significantly downsized to become
a simple represeatational and lobbying institution, stripped of its intermediation functions. The project
should seek to coordinate activities with German Technical Assistance to maximize the efficient use of
resources in order to strengthen the credit union system.

PRODEM

PRODEM'’s transfer of its offices to BancoSol is progressing smoothly. Conversion by stages
has permitted the development of a positive consensus by all levels of PRODEM personnel towards the
formation of a new for-profit bank. The transfer of managers, staff and offices from PRODEM to
BancoSol should not adversely affect the USAID project over the next 15 months because the day-to-day
business of making loans is a decentralized process and a tested system of procedures and controls is in
place.

BancoSol needs to focus immediately on developing its plan to mobilize voluntary savings. It
should begin by designing a simple, brief marketing study to collect uniform information on current
savings patterns of prospective clients. This survey should be administered soon so that a savings
promotion campaign can be well under way before the compulsory savings/conipensating balance program
is phased out next year.

ACCION International Technical Assistance has contributed to the development of PRODEM's
institutional culture, in which the development of interpersonal skills and personne! motivation are key.
This assistance has contributed to PRODEM’s ability to provide credit to increasing numbers of people

while maintaining almost negligible delinquency.

The project evaluation and monitoring system should include regular analysis of
PRODEM/BancoSol financial statements to assess the health of the organization. It is recommended that
PRODEM/BancoSol proceed with the design and implementation of a computerized system for tracking
over time certain financial/economic indicators to measure the progress of micro enterprises receiving
credit. Much of this information is already recorded on loan application forms and it would be useful
for donors, investors, and PRODEM/BancoSol to be able to follow the progress of businesses they are
supporting. The design of this system has already begun and is being financed by Catholic Relief
Services under an A.LD./Washington matching grant.

FEBOPI

FEBOPI's achievements include raising government and public awareness of the problems faced
by the small and micro business sector; becoming the recognized spokesman for this constituency;
designing and implementing a training program in basic business skills through its eight affiliated
ADEPIs; completing research into policy constraints facing the sector, and participating in the policy
dialogue with the government to ameliorate these constraints; helping to organize two national trade fairs
to exhibit small business and micro industrial products; and providing technical assistance to help make
the ADEPIs institutionally stronger.

On the negative side, membership represents only a fraction of the potential constituency, and
has recently declined to approximately 1,100 small businesses, and no substantial policy reforms have



taken place. Also, the organization has not yet developed services that address the two most pressing
needs of the small and micro industrial sector: (1) in-shop technical assistance, including technology
assessmeats, preparation of business plans, and help with arranging credit; and (2) direct intervention to
help member companies make contact with prospective customers and close sales.!

Although FEBOPI has made progress, it is not yet an "established” institution. To achieve this
status, it will have to build a solid menu of services that members and prospective members will perceive
to be relevant to their most pressing needs. It will then have to aggressively market these services to its
constituency. The two strategic legs upon which this reorientation of mission stands are helping members
to upgrade and to sell their products.

This report outlines several ways in which existing services could be expanded or their impact
maximized. It also recommends study of four new services: (1) Pooled Production and Sales Service,
in which groups of 15-20 small entrepreneurs form companies to obtain contracts they are unable to
obtain as small individual operators; (2) Domestic Backward Linkages Program, in which FEBOPI plays
the role of sales agent or "honest broker" between its members and larger Bolivian companies to help
create commercial relationships; (3) an International Subcontracting Program, designed to create sales by
small and micro enterprises in selected sectors to overseas buyers or manufacturers; and (4) creation of
a Buyers Guide and Buyers Referral Service, designed to bring small and micro enterprises to the
attention of both domestic and overseas buyers, with FEBOPI providing hands-on assistance in sample
preparation, price quotations, and so forth.

FEBOPI does not have ar adequate management information system, which is probably why its
reports to USAID are often incomplete and late. The Evaluation Team recommends a series of
performance indicators, which could be of value to FEBOPI and from which information required by
USAID could be extrapolated more easily.

FEBOPI has prepared a Self-Sufficiency Plan for presentation to USAID. It includes creation
of an export promotion organization, establishment of a "raw materials bank,” staging two trade fairs
annually, and introduction of a "credit card” for members and a "discount card” for members to use in
purchasing raw materials. The evaluators find some of these ideas worth studying, but are concerned
about identifying the human resources requirements for implementation, and about overoptimistic
projections of the amount and timing of revenue generation,

Attracting and retaining members is the key to the survival of any membership organization. To
achieve this, the organization needs to develop a menu of services that prospective members will perceive
as responsive to their most pressing concerns. That is Job One for FEBOPI in the future. The
Evaluation Team recommends such a service menu, accompanied by an intensive campaign to recruit new
members.

FEBOPI’s funding from USAID is due to end in December 1992, The report sets out several
future optiors for USAID’s consideration.

! These needs were identified by informants during the interviews made by the team in Bolivia.



SECTION ONE
PRINCIPAL FINDINGS, CONCLUSIONS AND RECOMMENDATIONS

This report is a midterm evaluation of the Micro and Small Enterprise Development (MSED)
Project, which was authorized in 1988 and began in 1989 as part of the U.S. Agency for International
Development program in Bolivia. The project completion date is August 1993.! The goals of the project
are to promote rapid and sustained economic growth and to bring about a more equitable distribution of
income in Bolivia. The purpose of the project is to stimulate the long-term, stable growth and
development of Bolivia’s small-scale enterprise sector.

The project works with three Bolivian implementing organizations: the Bolivian National
Federation of Credit Unions (FENACRE), the Bolivian Foundation for the Development of the Micro-
enterprise Sector (PRODEM), and the Bolivian National Federation of Small and Micro Enterprises
(FEBOPI). Technical assistance is provided by ACCION International and the World Council of Credit
Unions.

The MSED project seeks to strengthen these three Bolivian organizations and to improve their
ability to provide services to their members and clientele in training, technical assistance, and credit. The
first section of this report assesses the impact of project activity on each of the three implementing
organizations. Section Two discusses lessons learned in the project.

THE BOLIVIAN NATIONAL FEDERATION OF CREDIT UNIONS
(FENACRE)

The active participation of the credit union system is vital in any project designed to strengthen
the reach of financial services to urban and, particularly, to rural populations in Bolivia. The economic
instability of the first half of the last decade and the subsequent stabilization program and structural
adjustment of the Bolivian eccnomy (and the effects of hyperinflation, closure of state banking, and
stringent regulation of the banking system) irave led to a severe retrenchment of the reach of the financial
system in Bolivia. Access to stable and permanent sources of financial services has been severely reduced
for large segments of the population. In recognition of the potential of the credit union system to serve
micro and small entrepreneurs, the largest component of the MSED project was designed to be channeled
through that system.

Credit unions in Bolivia have been providing financial services to primarily medium and low
income segments of society since the 1960s. The credit unions are multipurpose financial institutions,
financing everything from consumer, commercial, and industrial loans, to housing and agricultural
production loans. However, the experience of credit unions with externally subsidized and targeted credit
programs has been extremely poor. Also, recent experience in Latin American countries (Colombia,
Dominican Republic, Honduras, Costa Rica, and Bolivia) demonstrates that rational development of the
credit union system can be achieved only when based upon domestic deposit mobilization.

' The FEBOPI component will end in December 1992.



Design of FENACRE Project Component

The design of this component of the MSED project suffers from serious flaws that have
undermined the ability for implementation as proposed in the Project Paper. The most serious of the
design problems have to do with (1) the institutional analysis of the organization, (2) the undue emphasis
placed on the liquidity constraint as the most significant problem facing member credit unions, and 3
the primary emphasis on the formation of new credit unions linked to regional Associations of Small and
Micro Industrialists (ADEPIS).

The institutional analysis of FENACRE that served as the basis for the development of the Project
Paper is contained in the document: "Proposed Design USAID/Bolivia Small Scale Enterprise Project,”
which was produced by Development Alternatives, Inc. in 1988. This document states that "FENACRE
has beea successful in channelling development funds” and furthermore that it is a *financially sound
institution with an effective accounting and financial management system . . . ." According to this
analysis, delinquency in the Federation’s externally financed loan portfolio was only 4 percent whereas
the delinquency on its portfolio financed with resources mobilized from the public was 22 percent.
FENACRE'’s financial ratios were considered to be "reasonably strong," although the paper pointed ut
that its bad debt reserve ratio was too low. This document concludes that "FENACRE has the capability
of channelling program funds efficiently and effectively. "2

In fact, the Federation was in serious financial difficulties at the time of this analysis and less than
a year later this would surface in a relatively dramatic fashion. The delinquency figures presented on the
externally financed resources were a fiction. The 1987 balance sheet presented in this report shows that
83 percent of the loan portfolio was "Refinanced Loans.” Because accounting procedures are on an
accrual basis, by continually refinancing its bad debt, FENACRE was able to report low delinquency and
interest income on loans that were completely uncollectible. Past experience with highly subsidized,
paternalistic agricultural credit programs such as those funded by PL-480 in FENACRE would lead the
observer to conclude that a delinquency figure of 4 percent was wholly unrealistic. A closer analysis of
this situation a year later by external auditors demonstrated that this delinquency figure was pure fiction.

The targeting requirements and paternalistic nature of the major external credit programs within
FENACRE at the time undermined its evaluation and risk-taking functions as a financial intermediary.
Intolerably high delinquency in this type of program is not surprising. Of greater concern, however, was
that FENACRE reported a 22 percent delinquency ratio on its portfolio funded with savings mobilized
from the public — Programa Movilizacién de Ahorros (PMA), for which there were no external targeting
requirements. This finding should have placed its capability as a financial intermediary in serious doubt.

According to a study carried out a year later by PADCO/INC. for the Banking Superintendency,
the major problems facing viable credit unions were problems of profitability derived from balance sheets
weighted with unproductive assets (fixed assets, school and health services, and so on). As a result of

. Itis important to note that the 1985-1988 period had virtually eliminated every financial institution
in Bolivia. In that period, the peso boliviano went from 6,000 to the dollar to 1,500,000 to the dollar.
Savings disappeared; all banking transactions moved onto the street corners, and the formal financial
sector ceased to exist. The credit union system dropped from over 300 credit unions to around 30.
Although the project designers and USAID were aware that these were very weak institutions, it was
impressive that any of them (and the federation) survived at all without external donations or subsidies.
The savings and loan system, for example, was rescued by a grant/loan program from USAID that rebuilt
a loan portfolio and subsidized operating expenses. The credit unions received no such assistance.



the hyperinflationary experience, many credit unions protected their members’ savings by investing in
fixed assets. Although this strategy was undoubtedly correct as financial intermediation became
increasingly impossible to carry out under unfavorable macroeconomic circumstances, with a return of
price stability, they should have redirected their assets once again toward financial intermediation.

The study carried out by PADCO/INC. demonstrated the ease with which the credit union system
was able to mobilize domestic savings. Unlike PRODEM, the credit unions have the ability to mobilize
their own resources through deposit mobilization. Some of the more dynamic credit unions began
mobilizing savings from the public at competitive rates of interest in response to FENACRE's entrance
into this market in 1986. However, this study highlights serious deficiencies in the administration of
these funds, placing depositors’ resources at risk. The need for the transfer of banking technology to the
system as a whole was emphasized.

The ability of the credit unions to become once again profitable ard dynamic financial
intermediaries requires technical assistance and training rather than external credit. Their ability to carry
out this financial intermediation function efficiently is based on their technical capacity. One of the
important outputs to be achieved by the project was improvement of the quality of FENACRE’s services
in technical assistance to its member credit unions. But no analysis was carried out regarding how the
project was to achieve this; also, another project in technical assistance was being financed and carried
out by the German Cooperative Confederation (DGRYV) at the same time as the MSED project.

The major focus of the project design concentrated on the formation and strengthening of five
credit unions affiliated with ADEPIs throughout the country. One of the underlying motives for this
design was to increase membership in the ADEPIs (attracted by access to credit) and provide another
source of income for these organizations. The major deficiency of this design was with the incentives
for participation in these institutions. The members’ only incentive for participation was access to USAID
resources. Furthermore, the credit funds would be provided to the credit union in the form of a grant,
further distorting the incentives to these intermediaries. With a general overexpansion in the number of
credit unions in Bolivia (numbers range from 130 to 310), especially in the larger cities, it did not seem
logical to create yet more such institutions.

Objectives and Results

Objectives

To achieve project objectives, the following outputs were to be achieved for FENACRE under
the institutional development component of the project:

® 2,000 additional micro- and small-scale enterprises would develop regular (nonsubsidized
or concessionary) savings and borrowing relationships with the national credit union
system;

® A permanent capital base of at least $5.4 million (in the credit union system) would be
developed for small-scale enterprise lending;

®  FENACRE's services would be expanded in scope and quality. This entailed a specially
managed small-enterprise loan fund; trained personnel; well-established operating
procedures; effective technical assistance to member credit unions in accounting, loan



servicing, business plan analysis, financial analysis, and collections and delinquency
control; good accounting, delinquency control, and statistical reporting systems; and a
functioning computer system to manage the funds and statistical reporting systems; and

®  Five ADEPI-associated credit unions would be staffed with trained, paid personnel, and
have functioning accounting, delinquency control, collection, statistical reporting, and other
operational systems.

Results to Date

No appreciable progress has been achieved toward the realization of outputs set forth in the
Project Paper for the FENACRE component. Because of the tenuous financial position of the Federation
and the credit union system in general, the Mission has delayed disbursement of these funds. The
technical assistance provided by the World Council of Credit Unions (WOCCU) and the Latin American
Confederation of Credit Unions (COLAC) has been reoriented toward other activities, which are reported
on below.

The Federatior: has implemented the necessary policies and procedures to efficiently channel
resources to its credit unions under the micro and small enterprise borrowers program. It has established
a system to prequalify the participating credit unions, and has in place the necessary procedures to
administer these loans. The maximum loan size ($10,000) is sufficiently high to allow credit unions
adequate flexibility under this program. The interest rates charged from the Federation to the individual
credit unions are determined by negotiation.

Interest rates in the credit union system tend to be somewhat above those in the commercial
banking system. Some divergence can be justified on credit union loans because of the higher-risk
clientele that makes up their membership, and on the deposit side by the need for a risk premium. The
larger credit unions with a more solid presence in the market will be forced by cempetition to remain
very close to the prevailing market rates. The marginal credit unions will tend to diverge more because
their members tend to have less of an option to borrow from commercial banks, and, because of their
poor image, the "hot" deposit money will not be attracted despite their higher rates. The Federation does
not provide any guidance to the credit unions with respect to pricing policy. Pricing theory is an area
where the credit unions desperately need guidance.

Institutional Strengthening

The Federation is in a tenuous financial position because of defaults and operational losses
incurred in the agricultural credit programs (PL-480). In addition, over the years it has diversified its
investments into unproductive activities (farm, bakery, sausage factory, and a printing shop). These
unproductive activities not only immobilize the Federation’s asset base and create operating losses, but
— in the case of the sausage factory — create contingent liabilities as a guarantor of bank loans.
Although the decision to divest these activities has been taken, there appears to be some reluctance to
divest because their sale will generate a capital loss. The Federation needs to restructure its balance
sheet, and divest itself of its nonproductive assets to become profitable once again. In spite of this need,
the Federation recently received a disbursement of $450,000 from an approved line of credit of
$1,300,000 from the Latin American Confederation of Credit Unions (COLAC) for working capital,
which is being invested in the construction of a building in Santa Cruz.



At the beginning of 1990, the financial insolvency of the Federation came to light during an
external audit. FENACRE was presented with the prospect of financial insolvency as a result of very
large write-offs of its delinqueat portfolio (primarily PL-480) as recommended by the external auditors.
Both the WOCCU Coordinator and COLAC'’s long-term advisor helped the Federation in its discussions
with USAID and PL-480 to move the liabilities off the balance sheet and thus avoid immediate
insolvency.

The operational losses, however, created a political crisis within the Federation, and to deal with
the operational losses, personnel cuts were instituted. During 1990, the project financed a series of
nationwide strategic planning seminars to help the credit union system redefine the role of the Federation.
As expected, the credit unions voted to dismantle the savings mobilization activities within the Federation
(PMA). The idea of setting up a "holding" company structure was proposed in which different services
would be run as independent profit centers: technical assistance, UNDESCOOP or Unidad de Deserrollo
Cooperativo; auditing, AUDICOOP; a financial intermediation operation within the Federation; and other
services.

At this time, the Banking Superintendency would no longer permit the auditing function to remain
under the control of FENACRE because of the lack of independence, and, with the help of DGRV,
AUDICOOP was formed as an independent organization. The technical assistance unit has not yet been
spun off into a separate foundation. However, its costs are being covered by the German project. The
COLAC technical advisor has been assigned to work exclusively with dismantling the financial
intermediation services within the Federation (PMA), and the project is now paying the salaries of 12
employees of this unit.

The agreement to take the PL-480 liability off the balance sheet played a major role in avoiding
the Federation’s immediate demise. However, its viability continues to remain in question. The strategic
plan that resulted from the regional seminars is a general document that does not contain any projections
or convincing strategy on how viability is to be achieved. The credit union base is very weak, and the
structure of quota contributions to support FENACRE is inoperative. UNDESCOOP is a *profit center”
that must be supported with outside subsidies. Financial intermediation with the public was an intelligent
strategy to overcome lack of viability and the intrinsic weakness of the credit union base. However,
when the final evaluation is made, FENACRE will probably have lost a significant amount of money in
this activity because of a lack of expertise in financial in:ermediation.

FENACRE continues to mobilize time deposits from the public. The immediate justification for
continuing this activity, according to its written strategy, was to build up liquidity to be able to repay the
holders of savings accounts. If the cash flow problem is primarily due to delinquency in the loan
portfolio, this only postpones the day of reckoning. If FENACRE's operations continue to lose money
(despite the project paying part of the F~ - ‘ation’s operational costs), then its positive cash flow generated
by this deposit mobilization is financin,, sperational costs.

The apparent strategy is that FENACRE will continue to mobilize time deposits from the public
to provide loans to its credit unions. These funds would complement deposits by the credit unions into
the Federation. The problem with this theory is that FENACRE will have to pay above-market rates to
mobilize deposits from the public. Once it adds on its marginal costs it will price itself out of the market,
because the credit unions can mobilize these funds themselves. Those credit unions that cannot mobilize
their own resources, and are willing to borrow these funds, are probably not very good credit risks.

The external technical assistance has been effective in helping FENACRE eliminate the PL-480
funds from its balance sheet. However, this does not resolve the more basic strategic problem of its



future viability. Everyone is counting on the $5-million donation to resolve the Federation’s problems,
and it would certainly shore up its balance sheet. The future viability of the Federation appears to be
based on the intermediation of credit union liquid reserves, together with deposit mobilization from the
public. Given the Federation’s track record with the PMA, and the conflicts of interest of combining
political control with financial intermediation, the Evaluation Team is hesitant to propose such an

arrangement.

WOCCU/COLAC Technical Assistance

At the beginning of the project, the WOCCU Coordinator provided training seminars on micro
and small enterprise lending to the credit unions. However, there are no obstacles to credit unions
serving the microeatrepreneurs, and the unions have been regularly serving this segment of the market
— although not exclusively. Among those credit unions that have turned their attention towards
competing for savings in the market, the major problem is not a lack of loanable funds, but technical
assistance and training to improve their financial management and help them comply with the
requirements of the Banking Superintendency. Further, the credit unions require assistance in setting up
systems to manage their credit risks more effectively.

Durirg 1991/92, the technical assistance provided by WOCCU has been almost exclusively
centered on convincing the credit unions within the system that outside supervision and inspection is
important. The project has paid for trips to countries in Latin America and the United States so that
participants can see what is done in those countries. In addition, the project is financing another round
of regional seminars to discuss the need for external supervision as well as to discuss topics related to
savings mobilization.

In addition to assistance in writing-off the delinquency portfolio, the external technical assistance
has concentrated on two areas: dismantling the PMA and developing prudent supervision of the credit
union system. Assistance has been effective and helpful in these two areas. Although one of the most
important outputs was supposed to be institutional strengthening of member credit unions through highly
specialized technical assistance, this has not occurred. This is partly because the financial crisis of the
Federation has distracted project attention, but also because the issue of coordinating technical assistance
and training functions to credit unions with the DGRV group was not discussed either in the preliminary
project design documents or in the Project Paper itself. Aside from the recent regional seminars
discussed above, the project does not have any direct presence at the credit union level.

The technical assistance being provided by German cooperation appears to be fulfilling some
important needs in information management (for which the credit unions are willing to pay). However,
the training component of UNDESCOOP is highly academic and its impact has not been that effective
on a practical level. The training program needs a more practical approach designed to resolve the
particular problems facing the credit unions. At this point there appears to be littls possibility of
cooperation between the DGRV and WOCCU.

FENACRE Services

The project has had no impact on improving FENACRE's services, particularly its technical
assistance services to its credit unions. German technical assistance to the Federation is financing at least
75 percent of UNDESCOOP, which provides technical assistance to the member credit unions.



Small Enterprise Credit

Before implementation of the project, and with the expectation of obtaining project credit
resources, FENACRE loaned $210,000 to six ADEPI credit unions using PL 480 resources. The results
have been disastrous: all participating credit unions remain delinquent with FENACRE to this day. No
further activity toward the development of the credit unions has been carried out since this experience.

ADEPI Original Loan Delinquent

Credit Unions Disbursed Balance
Cochabamba 50,000 17,019
Tarija 39,000 14,887
Oruro 30,000 2,000
Potosf 19,000 3,896
La Paz 50,000 8,085
Sucre 22,000 9,924
Total: 210,000 55,811

USAID has disbursed only $100,000 dollars to FENACRE of the original $5.4 million slated for
small-enterprise credit through the credit union systers. These funds have financed 23 loans to two
participating credit unions ($60,000 to Catedral, LTDA. in Tarija and $40,000 to San José Obrero,
LTDA,, in Santa Cruz).

No impact indicators have been established because the credit component of the project has not
been implemented. Impact indicators should not focus on micro and small entrepreneurs, but on the
strengthening of credit unions.

Conclusions and Recommendations

The main reason this component has not achieved appreciable progress on projected outputs is
due to deficiencies in design. The most significant of these has to do with the institutional analysis
carried out of the implementing institution, FENACRE. Contrary to the assertions presented in the
background document, FENACRE was a financial house of cards that came crashing down once the
"refinancing" veil of its highly delinquent loan portfolio was lifted as a reslt of an external audit. For
this reason, USAID was forced to delay disbursement of credit funds and the project team focused on
strengthening FENACRE as an institution.

Also, the emphasis on supporting the creation of new credit unions affiliated to regional ADEPIs
in a marketplace already overcrowded by an unsustainable number of institutions did not make much
sense. The primary objective of supporting these credit unions was to strengthen the ADEPISs, and not
the strengthening of financial intermediation in its own right. This introduced serious distortions in the
incentives for member participation, undermining their viability as financial intermediaries from the start.



The credit union structure is adequate for servicing the financial needs (credit and deposit) of
micro and small enterprises. However, the unions could benefit from specialized technical assistance in
banking to help them improve the efficiency of their portfolio administration and credit evaluation

systems,

Recommendations

1. External technical assistance must work with credit unions on a detailed strategic plan for
FENACRE. Financial intermediation must be separated from the political structure, A business plan
must demonstrate the feasibility of a down-sized Federation supported through sale of services (other than
financial intermediation) and direct budgetary contributions (quotas) by credit unions. This will assure
democratic control and avoid conflicts of interest implicit in financial intermediation.

2. Donation of credit funds to "recapitalize® FENACRE should be used only in support of the
process to drastically reduce its size and avoid a financial collapse that could adversely affect confidence
in credit unions. FENACRE is supposed to be a service organization — its future existence should be
dependent on its ability to provide the required cost-recoverable services to its membership. FENACRE
must divest itself of all collateral activities.

3. Detailed plans must be drawn up by WOCCU to coordinate with DGRV to provide technical
assistance and training to member credit unions through UNDESCOOP. The major thrust of external
technical assistance should be concentrated on strengthening financial intermediation of member unions,
not on recapitalizing FENACRE.

4. External technical assistance should be focussed on helping credit unions comply with the
requirements of the Banking Superintendency. No new or parallel supervision structure, such as NCUA,
should be set up in Bolivia.

5. A Central Liquidity Facility should be instituted in two stages. In the first stage, it should
serve merely as an "information” center providing specialized financial information on member credit
unions in support of inter-credit union lending (for which a commission should be charged). The second
stage would incorporate the management of assets and liabilities. Its administrator should be independent
of the political structure governing the Federation.

6. Impact indicators that measure the financial viability of the credit union system should be
implemented. As this system is strengthened, access to financial services by micro and small
entrepreneurs is improved. Indicators that keep track of numbers of members, loans (volume and
number), liquidity, profitability. capital adequacy, and growth should be incorporated.

7. All deposit mobilization from the public (nonmembers) at the credit union level should be
strictly prohibited. Likewise, all deposit-taki g by the Central Liquidity Facility from individuals or
noncredit union institutions should be prohibited.



THE BOLIVIAN FOUNDATION FOR THE DEVELOPMENT OF THE MICRO-ENTERPRISE
SECTOR (PRODEM)

The USAID Mission in LaPaz posed specific questions regarding PRODEM to the Evaluation
Team. The following are the answers to those questions.

Transfer of Lending to BancoSol

Describe and Evaluate the Strategy to Transfer Lending Activities to BancoSol.

BancoSol became a legally established bank recognized by the Banking Superintendency on
February 1, 1992. At that time, the transfer of PRODEM’s portfolio to BancoSol began. The transfer

strategy consists of transferring the portfolio of each major regional office of PRODEM over a period
of approximately 15 months. The proposed schedule for the transfer is as follows:

Office Opened Conversion

La Paz 1987 February 1992
El Alto 1988 June 1992
Santa Cruz 1990 September 1992
Cochabamba 1991 April 1993

One advantage of selecting a transfer by stages as described above is that it permits adequate
training of the personnel! in each office. The conversion of PRODEM to BancoSol requires the
installation of a new accounting system and procedures in accordance with requirements of the Banking
Superintendency; the staged conversion allows each office to test these systems adequately before they
are put into use. The conversion plan itself for each office consists of a series of steps that include a
transition seminar, specialized banking courses for personnel of each department, and the introduction,
one month before conversion, of BancoSol accounting software to run concurrently with that of
PRODEM,

The first step is a transition seminar for all the personnel of each office five or six months before
the office is converted. The purpose of the seminar is to build consensus on the part of PRODEM
employees for its conversion to a bank. Several the original PRODEM employees had academic
backgrounds in such areas as sociology and anthropology rather than business administration and had
chosen to work in a nongovernmental organization (NGO) with social objectives of helping the
microentrepreneurial sector. The attitude of many employees has ranged from uncertainty to hostility at
becoming employees of a for-profit bank and, accordingly, the challenge has been to explain the decision
and to ultimately create the same commitment on the part of the employees towards BancoSol as there
has been for PRODEM.

The seminar is conducted by a facilitator from outside of PRODEM and it is usual for senior staff
members of both PRODEM and BancoSol to attend these sessions and be available to answer any
questions. The seminar opens with a written diagnostic of PRODEM in which employees are asked to
define an NGO and to identify its strengths and weaknesses. Later the discussion progresses to what it
will mean to be a bank. The discussion focuses not only on the profitability issue, but on practical issues
such as changes in operational work hours as required by the Superintendency. Many of the field
advisors have expressed fear that, in a bank, personnel might become so concerned with the profitability
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issue that they would forget client service and lose the mfstica. However, most have concluded that
PRODEM’s primary weakness has been a shortage of capital, which has impeded its service to the
microenterprise sector. They realize that the formation of BancoSol would provide increased capital and
lead to the development of more credit products such as loans for fixed assets.

Two to three months before a conversion, personnel in specific departments begin taking
specialized banking courses. These courses are especially oriented toward auditors, people in the
accounting department, and those who will be working as cashiers. Courses such as financial institution
accounting are typically intensive, four-to-five-day courses offered by instructors supplied by the
Superintendency. They focus on the difference between bank accounting where, for example, books must
be closed daily and that of NGOs, which is less restrictive. Courses for cashiers or tellers focus on the
development of human relations skills.

Finally, one month before conversion, the new BancoSol accounting software is introduced.
During this trial month, the new bank software system runs concurrently with that of PRODEM so that
any error can be caught and corrected before the new system is substituted.

Is the Strategy Selected the Most Appropriate?

One major assumption underlying the selection of the staged transfer is that it is much more
feasible to implement a complicated conversion process, with all the steps previously described, for
smaller groups of people and with fewer transactions than would be the case if all offices were converted
at once. For example, the transition seminars can be organized for smaller numbers of people and it is
easier to develop their commitment to a new organization. Perhaps more important, software can be
tested with fewer transactions and glitches removed at an earlier stage. In addition, because PRODEM
offices are widely disbursed throughout the country, a staged conversion makes it easier for management
to focus on one geographical area at a time.

Another reason for the staggered conversion is related to regulations of the Superintendency,
which ordinarily limits a bank from opening more than one new branch a year. In the case of BancoSol,
the Superintendency was willing to be more flexible and allow the conversion of both the El Alto and
Santa Cruz offices in addition to the La Paz office during one 12-month period. However, the
Superintendency did not look favorably on the simultaneous conversion of four offices.

The original plan had scheduled conversion of the Santa Cruz office before El Alto, but this
schedule has been reversed. The primary reason for this decision was financial impact. Because the loan
portfolio of the El Alto office is almost twice as large as that of Santa Cruz (BsS.6 million versus Bs2.9),
it was decided that the earliv- conversion of the El Alto office should generate more income on the
financial statements.

Will the Early Transfer of the Executive Director and General Manager of the LaPaz Cflice
Leave a Vacuum Within PRODEM that Could Affect the USAID Project?

On February 1, 1992 both the Executive Director of PRODEM and the Manager of the La Paz
office became staff of BancoSol. PRODEM was left with two management units in its La Paz office:
Operations and Finance and Research and Development. Many of the management functions that had
been carried out by the Manager of the La Paz Office were transferred to the Manager of Operations and
Finance. The Executive Director of BancoSol concurrently serves as thc Executive Director of
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PRODEM. Functions of the Manager of the La Paz office have been assumed by the PRODEM Manager
of Operations and Finance.

To determine whether or not a management vacuum has been created in PRODEM that could
affect the USAID project, this evaluation looked at how smoothly operations were running in two
PRODEM lending offices, El Alto and Santa Cruz. The field advisors are the key personnel in the
PRODEM lending operations. The advisors are carefully selected by a committee on the basis of
education, experience, human relations skills, age, linguistic ability, and maturity. There are
approximately 20 initial applications for each position available and extensive training after selection.
Advisors ordinarily visit clients twice during a loan cycle. Delinquency is identified within two days of
nonpayment, and the following day it is customary for the client group to receive a visit from the advisor.

PRODEM has a well-established system of controls that permits the organization to make many
loans while maintaining the quality of the portfolio. Prospective clients themselves form solidarity groups
of four or five individuals and the group makes a loan request to the field advisor who makes a
recommendation to the credit committee. The credit committee is formed of all the field advisors in a
specific regional office and they, in turn, vote on the terms (amount and payback period) of the loan.
Other PRODEM employees may have a voice, but no vote on the committee. The field advisor disburses
the check (signed by the Resident Advisor) and the book of payback coupons. Subsequently, the field
advisor is absolutely responsible for the repayment of the loan. This decentralized system for approving
and disbursing loans means that even when the institution is going through a major reorganization such
as a conversion, business in the regional offices can continue as usual. -

PRODEM’s management is well trained, dedicated, and shows a high level of interpersonal skills.
Regional managers run their offices without direct supervision (this is referred to as awtogerencia).
Furthermore, there is a cohesiveness in PRODEM/BancoSol management. For example, in 1991, five
PRODEM managers visited the Grameen Bank in Bangladesh and the BRI in Indonesia, and this group
included the managers of the El Alto and Santa Cruz offices. BancoSol management continues to be
accessible to PRODEM management. Evidence that the Santa Cruz and El Alto offices continue to run
efficiently is found in the delinquency rates for the month of March 1992 of .66 percent and .57 percent

respectively.

Conclusions

®  The strategy selected for conversion seems to have been not only appropriate, but the most
logical and feasible strategy, given regulations of the Banking Superintendency, the
geographical dispersion of the PRODEM regional offices, and the complexity of testing and
implementing new accounting software and training large numbers of staff in new banking
procedures.

®  Conversion by stages has permitted the development of a positive consensus at all levels of
PRODEM personnel toward the formation of a new for-profit institution.

® The transfer of managers, staff, and offices from PRODEM to BancoSol should not
adversely affect the USAID project over the next 15 months because the day-to-day business
of making loans is a decentralized process and a tested system of procedures and controls
is in place.
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® The management of BancoSol and PRODEM functions as a close cohesive team and the
team observed that managers are accessible to each other an3 i staff,

BancoSol’s Savings Mobilization Strategy

mmmzmofBancoSolmcognizudmdlempmeofminphmwdpmofits
ﬁmncillplanandaninlpomntmceoffundsforitslendingprom. The goal of management is for
the bank to capture the equivaleat of approximately US$3.5 million (Bs13.6 million) in savings by the
end of 1992. Current projected sources of these funds include voluntary savings in small passbook
accounts (boliviano equivalent of US$159,000), compensating balance savings accumulated in the
PRODEM lending program and expected to be transferred to BancoSol (boliviano equivalent of
US$1,851,000), and large time deposits from directors and others connected to the bank
(US$1,587,000).

Savings as a Percentage of Loan Portfolio

(bolivianos)
 Year Savings Loan Portfolio Savings/Portfolio
1982 183,936 1,017,684 18
198 9634,629 2,778,995 23
1990 1,880,545 8,307,670 .23
1991 4,098,050 17,061,042 24
1992 proj 13,600,000 34,384,000 39
1993 proj 27,553,000 47,331,000 .58

BancoSol curreatly pays simple interest of 20.04 perceat on passbook accounts in bolivianos
compared to 20.87 percent average for all commercial banks (the equivalent of roughly 8 percent for
passbook accounts in US dollars). It anticipates paying a rate on time deposits that is .5 to 1 percent
more than the published commercial bank average currently at 11.15 percent (in USS). Passbook
accounts in Bolivia tend to provide a more stable long-term source of funds than do fixed-term (usually
1-3 months) accounts because depositors frequently withdraw those funds at the end of the term.

PROMEM has a compulsory savings program for loan clients that BancoSol hopes to phase out
by February of 1993. Under PRODEM’s Capitalization Plan program, credit clients are required to
deposit 5 percent of the value of the loan in PRODEM's account at the Banco Boliviano Americano.
They receive a deposit receipt for the amount, but no passbook, and in the past were not allowed to
withdraw their savings while still in the program. These funds served as a guarantee for the credit.
Recently, with the opening of BancoSol, this policy has changed so that clients need only maintain a
compensating balance of 20 percent of their curreat loan. As regional PRODEM offices are transferred
to BancoSol, clients’ savings from the Banco Boliviano Americano are also transferred to the new bank,
which issues them each a passbook when it opens their new account,

Both the Executive Director and Financial Manager of BancoSol have expressed a desire to
eliminate compulsory savings at BancoSol because they feel that credit and savings programs should be
independent of each other. However, they feel that the elimination of compulsory savings should go
hand-in-hand with a promotion program to educate clients on the value of voluntary savings.
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Compensating balances would no longer be used as a guarantee for solidarity group loans, although they
could be used to guarantee individual loans.

The strategy to mobilize savings consists of having surveyors go from house to house in areas
where BancoSol clients live and gather information on current savings patterns. Subsequently, this
information would be analyzed and new products developed. BancoSol has not yet designed a survey or
other instrument to gather uniform information.

The Banking Superintendency reported that 1991 year-end savings deposit accounts of less than
US$500 totalled Bs62,079,000 and that these accounts represented 233,529 people. A survey carried out
by Muller and Associates of 500 informal enterprises in La Paz in April and July of 1991 reports that
64 percent of the enterprise owners had used their savings for the start-up of their businesses. BancoSol
management would like to mobilize savings from people who may or may not be currently using its credit
services. They are optimistic about attracting savings clients because BancoSol requires no minimum to
open an account whereas in many commercial banks the minimum is Bs50-100, and people will save
where they can receive credit. Management is contemplating the development of a system to pay scaled
interest rates on savings depending on the size of the deposit.

Conclusion

The management of BancoSol recognizes the importance of mobilizing savings and has set targets
by year. They also have a scheme for a marketing plan although this has not yet been specified.

Recommendation

BancoSol should design a simple, brief, marketing survey that can be easily administered and
tabulated. This will ensure that uniform information on current savings patterns is collected in an
efficient and valid manner. This survey should be administered by September so that new products can
be introduced and a savings promotion campaign well under way before the compulsory
savings/compensating balance program is phased out next year.

ACCION AITEC Technical Assistance
How Effective has ACCION/International’s Technical Assistance Been?

Accion Aitec’s first contribution to PRODEM was one of credit methodology. Characteristics
of this methodology include scaled loans, short-turn-around time from loan application until disbursement,
formation and use of solidarity groups, quick loan renewals so that loans act as a line of credit, client
follow-up to maintain low delinquency, field advisors to promote and process loans, and computerized
accounting.

In addition to the credit methodology, AITEC management has designed a series of management
and communication seminars designed for all staff members of its affiliated organizations in Latin
America. The emphasis of these seminars is on developing interpersonal skills and teaching members
of an organization to work as a team. During 1988-1991, 15 of these seminars were presented at
PRODEM and all personnel were required to participate twice a year in the seminars. Freguently the
facilitator was from the AITEC home office in Cambridge. The seminars were participatory and
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incorporated organizational psychology, motivation theory, and leadership and team roles. The
management of BancoSol has found these seminars so effective that it plans to continue them as part of
its human resources management program.

Severai specialized seminars have also been offered by AITEC to PRODEM personnel. Three
financial management seminars were offered from 1989 to 1991 in which the facilitator was Robert Peck
Christen, a well-known author on credit systems for microeaterprise lending organizations. One of these
was offered in Santa Cruz, and the others were in Chile and Paraguay. The number of PRODEM
participants in these seminars totalled 18 (10 different individuals). The seminars applied finance and
accounting concepts to the management of microenterprise credit organizations. Participants said that
these courses were most useful to individuals who already had a finance or accounting background.
Other seminars included Training for Trainers, which was designed to teach individuals to become
facilitators for the Management and Communications seminars, and Strategic Planning seminars. Whea
these seminars were held in other countries, participants also had an opportunity to visit other AITEC
programs so there was a cross-festilization effect. Finally, inembers of the PRODEM staff have visited
other AITEC-supported organizations to study specific programmatic aspects. For example, four staff
members visited an AITEC-assisted institution in Ecuador in 1991 to observe and study its policies and
procedures for credit for fixed assets.

As 2 Result of This Assistance, is PRODEM Institutionally Stronger?

The Executive Director of PRODEM/BancoSol credits the AITEC assistance with having
developed the institutional culture of the organization. PRODEM has the structure of an organic rather
than mechanistic organization — that is, its structure is more horizontal than vertical. Decisions are made
at various levels in the organization rather than at the top, and policies are formed by consensus whenever
possible. The Executive Director spends approximately 40 percent of his time in the field offices so that
he can keep in touch with daily operations.

Organically structured organizations tend to be decentralized and allow staff and management to
make spontaneous decisions. The autonomy of the credit committee is an example of how this system
functions. The ability of regional office managers, for example, to make day-to-day decisions without
consulting the home office results in more efficient operations.

Another characteristic of the PRODEM institutional culture is its highly motivated staff. One of
the objectives of the Management and Communications seminar is to develop mistica on the part of all
the staff members, and this is a word that is used frequently in conversations, especially by the field
advisors. High motivation results in excellent client service and low staff turnover.

What Achievements can be Attributed to This Assistance?

The success with which PRODEM has been able to accomplish its missicn of bringing financial
services to microentrepreneurs is a direct tribute to this assistance. PRODEM has been managed as a
well organized business with clear goals and objectives. The AITEC methodology, which has been
refined to suit the cultural and programmatic needs of a micro credit organization in Bolivia, has
contributed to a low delinquency rate, emphasis on customer service, and growth. From 1988 through
1991, the portfolio more than doubled each year in real terms. The efficiency with which the
organization has been run has attracted investment funds that have allowed PRODEM to convert to
BancoSol.
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Conclusions

AITEC’s technical assistance has contributed to the development of PRODEM’s institutional
culture, in which the development of interpersonal skills and personnel motivation are key. The result
has been the development of a horizontal management team, accessibility of management to all levels of
personnel, decentralization and delegatic 1 of authority, participatory decision making whenever possible,
and a strong orientation towards client service. All of these organizational charactevistics have
contributed to PRODEM's ability to provide credit to increasing numbers of people while maintaining

almost negligible delinquency.

Recommendation

PRODEM/BancoSol should continue the Management and Communication Seminars. These
seminars should include visits by office staff personnel to microenterprises so that they will be motivated
by seeing the growth and progress of clients receiving credit.

Evaluation and Monitoring

Is the Monitoring and Evaluation System for the PRODEM Component Adequate?

The monitoring and evaluation system focuses on several indicators including the number of new
clieats (both groups and individuals) receiving loans by month, as well as the total number of individuals
by gender with active loans from USAID funds. It aiso tracks the current USAID portfolio, amount of
USAID credit funds disbursed, delinquency by both USAID and the global portfolio (delinquency includes
any late payments of more than two days), savings of USAID-financed clients, self-sufficiency,
maintenance of value of the portfolio, number of training courses, and the aumber of people attending
these courses. A final indicator is employment generated.

Because this is an institution-building project, and PRODEM is a financial institution with several
sources of financing in addition to USAID, the evaluation system should include global
financial and statistical data as well as data segregated by USAID financing. Balance sheets and income
Statements provided on a regular basis will assist the USAID Project Manager in evaluating the overall
health of the organization and assessing key issues such as its self-sufficiency and its cost structure by
office. This type of assessment will allow USAID to be a more useful advisor to PRODEM.

Does it Provide Reliable and Useful Data?

Two indicators could be improved to provide more reliable data. One refers to the number of
new individual program participants per month. This figure is currently calculated by taking the number
of new group members and multiplying it by the number of new groups. Included in the "new groups”
category are groups that have been restructured as well as groups entering the program for the first time.
A restructured group may include some previous members who have already participated in the program,
but they are counted as if they were new members. A more reliable method to count new members
would be to enter individual codes (for each group member) into the computer and count the codes to
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determine total numbers rather than simply multiplying the number of groups times the number of
individuals listed in that group.

The second indicator that is unreliable is that used to measure employment generation. PRODEM
currently does not track actual employment generated by microenterprises receiving credit. It uses a
methodology based on the amount of credit disbursed and counts one new job for each US$1,000 of
disbursed credit. Because microenterprises engaged in commerce tend to generate less employment than
those in production, and commercial enterprises represent a large proportion of those receiving credit
from PRODEM, USAID counts one new job for each US$2,000 disbursed in credit. Jt would be more
accurate to track actual jobs created over time. This could easily be done on the loan application forms
filled out by the field advisors during each loan cycle (approximately 18 weeks) and then entered into a
database, which would track the economic progress of each individual microenterprise.

Recommendations

It is recommended that PRODEM set up a database system for tracking over time certain
financial/economic indicators to measure the progress of microenterprises receiving credit. Many of these
indicators such as the value of fixed assets, sales, costs including employee salaries, and income are
currently recorded by the field advisors on the loan application forms. Other indicators such as the
number and gender of employees currently working at the enterprise could easily be incorporated into
the loan application form. Field advisors could then enter this information into a computerized database.
The application form itself could be organized so that data could be transferred easily into the computer.
Several advisors interviewed by this evaluator indicated they would like to take computer courses and
would welcome the opportunity to regularly use computers. This system functions in other AITEC-
affiliated organizations.

Although it would be inappropriate to say that changes in economic/financial indicators were due
exclusively to the impact of credit, nevertheless tracking these indicators is a valid way to follow the
progress of PRODEM/BancoSol clients over time. It can be useful for organizational planning and useful
to donors and investors to measure the economic impact of a sector they are supporting. Because most
of these micro businesses are informal and accordingly not tracked in official statistics, it is also useful
to look for convenient ways to measure their impact on the economy as a whole. In addition, tracking .
the progress of microenterprise clients would be useful for advisors who are making credit decisions.
The design of this system is already under way and is being financed by Catholic Relief Services.
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THE BOLIVIAN FEDERATION OF SMALL INDUSTRY AND PRODUCTIVE ARTISANRY

(FEBOPD)

Findings and Conclusions

Three years after USAID’s decision to support FEBOPI, the organization’s track record presents
a mixed picture of pluses and minuses.

On the pius side:

FEBOPI has raised awareness of the problems facing the small and micro industry sector.

®  Ithas become the recognized spokesman for this sector, enabling small and micro industries
to speak with a single voice.

® It has designed and implemented a training program in basic business skills.

® It has carried out valuable research into the policy constraints facing the sector, and has
become a player in the policy dialogue with the Government of Bolivia (GOB) and other
segments of the private sector.

®  Ithas played an important role in organizing national and departmental trade fairs to exhibit
the products of the small and micro business sector; these events generated some sales for
exhibitors.

® It has provided technical assistance to help make its eight ADEPISs institutionally stronger.

® It has created systems for accounting and other businesses functions for itself and its
associated ADEPIs.

® It has attracted an intelligent and dedicated staff.

® It has created a participative, bottom-up decision process largely driven by the ADEPIs.

On the minus side:

®  Memberships have not kept pace with expectations — they declined during the past six
months-reportedly due to an increase in dues — and today represent only about a third of
EOP outputs, and a tiny fraction of the potential constituency.

®  No substantial policy reforms have taken place, and the policy dialogue is now effectively
on hold.

®  Small and micro entrepreneurs find it difficult to attribute any sales increases to FEBOPI
services, other than sales generated by trade fairs.

®  There has been relatively little hands-on, in-shop technical assistance, despite funds that the

World Bank made available for this purpose.
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®  The organization has no: helped exhibitors to pursue sales leads generated through its trade
fairs, nor has it followed up with nrospective buyers.

L mmnagminfomnﬁonsystemappearsmbeumblemgenmkeyperfomance
indicators ia a timely manner,

®  There is no long-term strategic, marketing, or membership-building plan.

® FEBOPI and its ADEPIs appear to have done little to help members to develop business
plans, assist them with loan applications, and provide other direct services envisioned in the

project design.

®  Because the five ADEPI credit unions were never established, the income expected from
these unions was never realized, and this affected the self-sustainability goals.

On balance, therefore, USAID’s assistance has helped FEBOPI and its ADEPIs to begin to build
a foundation. FEBOPI has correctly recognized the need for policy reform, technical assistance, product
promotion, and a menu of member services, and has made starts in many of these areas. But the "rapid
and sustained growth" of the small and micro industrial sec*ors envisioned in the project design simply
has not happened.

Perhaps this should not be surprising — the project design itself recognizes that development of
Bolivia’s small-scale enterprises requires long-term commitment, On the other hand, perhaps the
institution building process has not been managed as well as it might have been. FEBOPI’s reach may
have exceeded its grasp. USAID and FEBOPI may have had conflicting visions of what "institution
building” means. And the overoptimistic language of the Project Paper may have contributed to the
creation of unrealistic expectations.

Whatever the reasons, USAID is now faced with questions about the future of FEBOPI. Based
on the present schedule, FEBOPI's funding is due to end in December 1992. Should the organization
continue to receive support beyond that date? If so, what type and magnitude of support offer the best
possibilities for success? Would continuing underwriting of office and overhead expenses beip get the
job done? Should USAID fund the just-developed Self-Sufficiency Plan ? Or would some other approach
be more promising? How might FEBOPI best use the remaining nine months of USAID funding to
demonstrate its viability?

To begin to answer these questions, the Evaluation Team examined (1) the needs of
FEBOPI/ADEPI’s small business constituencies, (2) the effectiveness of the activities carried out thus far
in meeting these needs, (3) the possible need for new strategic and programmatic approaches, (4) the pool
of skills residing in (or available to) FEBOPI/ADEPI to implement such new initiatives, (5) how these
skills might be more effectively applied in the future, and (6) whether additional skills are required. In
the course of examining these questions, the Evaluation Team responded to the specific questions raised
in the Scope of Work. (The role of some ADEPIs as credit providers has been covered earlier in this

report.)

The Critical Issues

Five clusters of fundamental and related issues must be addressed by Bolivia’s small and micro
enterprises:
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® Management Issues: Administration, planning, cost accounting, cash management,
business planning, human resources development, and so on.

®  Technical Issues: Technology, industrial engineering, production efficiency, quality
assurance, and so on.

®  Flscal and Financial Issues: Access to credit, procurement of raw materials, the heavy
burden of taxation, and its associated paperwork.

®  Sales and Marketing Issues: Customer identification and access, product presentation,
pricing, negotiation, delivery, and so on.

®  Legitimacy/Credibility Issues: The absence of positive reputation as bona fide commercial
enterprises as a barrier to customers, credit, raw materials, and so on, and as a cause of
negative self-confidence and low self-esteem.

FEBOPTI's responses to these issues since its inception are described below:

Training

From the beginning of 1990 through March 1992, FEBOPI had sponsored 243 training courses
(some 58 percent of the number eavisioned for LOP). Training courses were held in classroom settings,
and much of the classroom training material was designed by the WOCCU Advisor. It appears to be
appropriate for small and micro business audiences.

Management, marketing and other "soft" technology issues lend themselves to classroom settings,
and this category has indeed comprised most of the courses given thus far. Technical training has not
been ignored, but is sometimes given without benefit of actual equipment. More importantly, technical
training is best given in an in-shop setting, and this is perhaps the area in which the FEBOPI/ADEPI
training program is most critically in need of revision. There is a significant need for hands-on, in-shop
technical assistance; moreover, there are World Bank and Swiss funds available for this purpose. Yet,
from the commencement of this segment of the training program in November 1991, only some 30
percent of the total training/technical assistance effort has been devoted to in-shop technical assistance.
Financed by the Fondo para Assistencia Tecnica (FAT) of the World Bank, this hands-on component has
benefited some 50 FEBOPI member companies.

Financial and Fiscal Activities

FEBOPI has taken some first steps in this area. Its Policy Reform Unit completed a study of the
taxes and other levies imposed on small and micro business, On the strength of the data presemed in this
study, FEBOPI approached the GOB and was instrumental in effecting the creation of a public-private
commission to study possible solutions to the problem. However, for reasons that remain vague, FEBOPI
was unhappy with the commission’s approach and eventually withdrew the two staff persons who had
been assigned to this project. According to FEBOPI, it will attempt to “start all over again® next year.

The existence of the Policy Reform Unit has doubtless been an asset to the project as a whole,
For example, with hard information on the tax structure and percentages levied, a~d infomation on the
duplication among agencies with taxing powers, the ADEPIs (and PRODEM and FENACRE) can address
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this issue with far more confidence. But the boitom line is that there have been no tangible achievements
in the policy reform area and the so-called policy dialogue is now on hold.

The organization also has tabled several ideas to ease the financial burdens on small and micro
enterprises: a trading scheme, a raw materials bank, and a discount card. These ideas are part of
FEBOPI's Self-Sufficiency Plan, which is discussed later in this evaluation,

Sales and Marketing Activities

FEBOPI has played an important role in helping to realize two national trade fairs — and the
ADERPIs have organized regional trade fairs — to exhibit the products of its members and other small and
micro businesses. These national exhibitions were officially sponsored under a GOB decree by the
Ministry of Industry, Commerce and Tourism, in cooperation with the World Bank, the Central Bank of
Bolivia, and several NGOs. The World Bank provided funding and production for an attractive
catalogue. In 1991, some 266 companies participated, of which 234 were FEBOPI members. Exhibiting
companies reportedly invested $3.6 million. The show resulted in $400,000 in cortracts negotiated at
the event, and some $1.5 million in follow-on contracts signed later. Another national exhibition is now
in the planning stage and, as part of its new Self-Sufficiency Plan, FEBOPI anticipates organizing two
such fairs annually.

Aside from the obvious benefits of real sales, the principal benefit of these trade fairs to FEBOPI
and their ADEPIs was in the credibility and legitimacy they bestowed on the small and micro industrial
sector in general.

However, FEBOPI failed to fully exploit the show’s success. For example, the organization did
not see its role as honest broker between its member companies and their prospective customers, and
therefore did not follow up possible buyers’ leads. Furthermore, nothing was done to merchandise the
catalog to likely buyers who did not attend (the key role of buyers is discussed later in this paper).
Finally, as the event was sponsored by the GOB, the effort could not have been a scurce of revenue for
FEBOPI. At the same time, a revenue-producing opportunity was lost in that no effort was made to sell
advertising in the catalog. FEBOPI is now in the process of organizing a third trade fair, and believes
it will show a profit of approximately Bs. 100,000 this time.

FEBOPI has also arranged for its General Manager to attend the upcoming Seville Expo 92 to
exhibit the products of ADEPI member companies in a GOB pavilion. GOB sponsorship will minimize
FEBOPI money costs associated with this effort, but the cost of scarce time and energy resources must
also be considered. The Seville event is a world’s fair, not a trade fair. Although FEBOPI participation
may well produce positive results for member companies, experience suggests that sector-specific events
are by far the most productive in terms of meeting targeted buyers and making sales.

It is in direct services to members that the FEBOPI program most needs strengthening. The
project design envisioned that;

Technical assistance for small-scale entrepreneurs will cover:  business analysis,
assistance in preparation of business plans and loan applications, technical supervision
(monitoring) of production and marke’.ng . . . to assure that the business plans are being
executed properly,and particular technical assistance as requested by the individual
entrepreneurs. Each of the ADEPIs will be encouraged to provide a technical services
capability to perform these functions . . . The ADEPIs will be responsible for (a)
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identifying, selecting and supporting local beneficiaries, (b) providing technical assistance
for operational and financial analysis for their members, and for preparing business plans
in suppr-t of loan applications, and (c) coordinating other training, technical assistance
and techu. cal loan servicing support.

It is fair to conclude that these kinds of direct services to meniber companies have not been given
top priority within FEBOPI and their ADEPIs. This is perhaps understandable in view of the many
demands placed on relatively new organizaiions with small staffs, and never a shortage of things to do.
But institutions do not grow in a vacuum. The closer they get to their members’ perceived needs, the
stronger they become institutionally.

Market Research

FEBOPI's Policy Reform Unit has demonstrated a professional market research capability. An
example is its recent study of investment opportunities in the camelid field. FEBOPI's plan is to
circulate this study to a variety of organizations.’ The in-house skilis required to complete this study
can now be applied to other types of similar market, sectoral and product studies — and may well be
commercially salable. FEBOPI should consider incorporating this asset into its self-sustainabil ity strategy.

Assistance to the ADEPIs

According to the ADEPIs interviewed in La Paz and Cochabamba, FEBOPI's principal
contributions have been (a) training materials; (b) the work of the Policy Reform Unit in its study of
taxation; and (c) the opportunity to work with like-minded men and women, for example, on the Self-
Sufficiency Plan. Both these ADEPIs felt the need for more guidance in building membership, a more
entrepreneurial approach to helping members’ sales, and a more one-on-one orientation in the technical
assistance area. Although each of these ADEPIS to some extent has its own agenda, their perception is
that affiliation with FEBOPI represents a net gain for them.

Institutional Strengthening

The activities cited above have obviously helped to strengthen the organization institutionally,
make it more coherent, and give it a stronger sense of unity and purpose. This process has been
enhanced via an interinstitutional structure (including ADEPIs, FENACRE, and PRODEM/BancoSol) that
facilitates frequent exchanges of ideas and experience, both formal and informal. This process has also
helped FEBOPI to become au active participant in leading international micro industry organizations like
CLAMPI, thus contributing to FEBOPI's learning curve and lessening the sense of isolation experienced
by so many small businesses. However, like all new institutions, FEBOPI has not always managed its
time wisely. For example, it put considerable effort into arranging with a local bank to issue a credit
card especially for FEBOPI members. But neither the bank nor FEBOPI had a clear idea or plan for

? The Evaluation Team’s experience suggests that it might be more time-efficient and productive to
get the study into the hands of one or two people who are experienced in the camelid industry — the
prospective investors or buyers. These people are identifiable, and are often happy to provide insights
and guidance based on actual experience.



22

aggressively promoting the card and, in the end, only eight cards were ever issued. FEBOPI says it plans
to revive the idea with another bank.

The WOCCU Advisor has played a meaningful counselling and conceptual role in numerous
FEBOPI activities, as well as in specific technical areas such as the development of FEBOPI's accounting
system. In the institution-building area, however, it is not possible to quantify or separate the WOCCU
Advisor’s contribution. For the future, the Evaluation Team suggests that the WOCCU Advisor’s two
top priorities should be (a) helping to build a menu of more direct membership-building services; and (b)
facilitating in-shop technical assistance, including preparation and follow-through with business plan
preparation, technology assessments, and similar in-shop concerns.

Aithough FEBOPI has made progress, it has not yet reached “critical mass” — it is not yet an
“established” institution. Moreover, to achieve this status, it will have to direct more thought and energy
- into reordering priorities and rethinking its mission. Institutions like FEBOPI survive and become self-
financing by providing a menu of services that members perceive to be responsive to their most pressing
needs, reasonably priced, and not available elsewhere. Thus, while FEBOPI continues to strengthen itself
as an institution, it will have to move more aggressively into developing services that will attract and
retain members: more in-shop technical assistance and more direct interventions in helping member
companies to sell their products.

Recommendations
The fuller realization of FEBOPI/ADEPI's potential will require reorienting the organizational
mission, developing new strategic initiatives to build membership, expanding the service menu, adding

human resources, and time.

What the evaluators feel needs to be done in the future is presented below.

Reorienting the Mission

If FEBOPI and the ADEPIS are to make a lasting contribution to the commercial health of their
constituencies — without which they have no reason for existing — they need to do three things:

®  They need to help their members to upgrade their products.
®  They need to help members to sell those products.

®  The need to use the above as the basis of a concerted and aggressive campaign to attract and
retain members.

For an organization such as FEBOPI, membership is the key to institution-building. It is the
foundation upon which everything else rests. Withouta solid, consistently growing membership, FEBOPI
will find it impossible to become financially self-sufficient. And without a compelling menu of services, -
it will find it equally difficult to attract and retain members. But ultimately, FEBOPI's power and
influence will flow not from USAID or the World Bank but from its own loyal membership.

Upgrading products can only begin in a classroom. The key to bringing the process to fruition
is one-on-one, in-shop, hands-on technical assistance,
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Helping members to sell their products means more than merely showing them how; it means
working with members ¢ help them identify and approach heir prospective customers, introducing one
or more members who could be prospective vendors, and then staying actively in the loop until a sale
is made or the possibility dies.

In both the areas mentioned above, FEBOPI and the ADEPIs need to play a more marketing-
oriented, interventionist role. This change in strategy obviously has programmatic, organizational,
financial, and human resources implications. Equally important, it has psychological implications: it
requires a change in the institutional mind-set!

Expanding the Service Menu

Expanding the service menu simply means providing more relevant services to more members

-and hopefully increasing membership and revenue in the process. For FEBOPI, it means expanding,

intensifying, modifying or changing the emphasis of member services that already exist (or are being

planned), and introducing new services that will be more relevant to members’ needs and generate income
at the same time,

Existing Services:

Training: The need is for more in-shop technical assistance while continuing the current
classroom instruction. This will mean preidentification of companies or sectors and subsectors that appear
to have the highest poteatial, and working intensively with these companies even if it means excluding
others.

Publications: The current newsletters could be made more interesting and more relevant by
inclusion of more how-to-do it articles and more success stories.

Trade Fairs: There needs to be more aggressive and more systematic marketing and follow-up
of FEBOPI/ADEPI trade fairs in Bolivia. This means aggressive prepromotion targeting buyers,
exhibitors and attenders; a carefully planned campaign to sell revenue-producing advertising in the Fair’s
catalog (banks, airlines, shipping companies, manufacturers of production machinery and office
equipment, and sellers of raw materials are traditionally the best advertising prospects for trade fair
catalogs); and direct mail, fax, and telephone follow-up of buyers who did/did not attend — the objective
being to help an ADEPI member company make a contact or negotiate a sale.

Business Planning: Small-scale producers and artisans have neither the time nor the knowledge
to develop business plans, do technology assessments, increase production efficiency, deal with pricing
problems, negotiate the best deals for raw materials, and so furth. They are intimidated by banks.
FEBOPI and the ADEPIS can play a genuinely valuable role by helping their members, one-on-one, with
these kinds of problems.

Policy Reform Unit: While continuing to carry out policy-oriented studies, the skills of this unit
should be increasingly turned toward the commercialization of opportunities for members. This includes
such services as sector and subsector studies, development of criteria for selection of companies for in-
shop technical assistance, compilation of buyer lists for members, and market research available on a
fees-for-service basis to Bolivian or foreign companies and financial institutions.
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New Services:

We recommend consideration of four new service initiatives to support the reorientation of the
mission and contribute to membership building:

Pooled Production and Sales Services (PPSS): Many small and micro business are simply too
small to survive long enough to grow as individual entities. In the 1-10 employee enterprise, the chances
are that the owner is too busy with production (and receivables) to chase new customers; and if he/she
takes time to pursue sales, production and collections will suffer. Moreover, as a single tiny entity,
access to credit, technology, raw materials, and — most important of all — buyers is extremely restricted
by time and credibility. These are the perennial dilemmas facing all small businesses.

Fortunately, many of these companies are ADEPI members, in the same business, located close
to one another geographically, and operating in industries that lend themselves to production sharing.
Garments and furniture are two good examples.

We recommend that FEBOPI investigate the feasibility of the following initiative:

®  The Policy Reform Unit carry out sectoral analyses to establish the sales potential of one
or two sectors or subsectors;

® FEBOPI/ADEPI identify a maximum of 40 companies (the best companies) in each sector
or subsector, each located in 2 single area;

® FEBOPI/ADEPI meet with these companies and get them to buy into the concept of Pooled
Production and Sales;

®  15-20 of these companies incorporate themselves under a common name, Each participating
company would be an equal shareholder in the new company. Each agrees to make its
equipment, know-how, counsel, and so on available to fellow shareholders. In exchange,
contracts obtained by the new company are shared equally among the shareholders.
However, each participant remains free to carry on his/her own business, providing this is
not in competition with group contracts. Dividends, voted by the new company’s board,
are used to rurchase company-owned equipment, and so on; and

® The new company, in concert with FEBOPI/ADEPI, aggressively seek sales, both
domestically and abroad. FEBOPI/ADEPI receives a commission on each sale for which
it has been responsible, contributing over time to the self-sustainability goals of the
organizations.

There are several models that provide a basis for optimism about this type of arrangement.
Perhaps the most outstanding is Union Textil in Costa Rica, which brought together 15 small garment
manufacturers (defined as having 3 to 50 machines) who individually were largely unsuccessful in getting
piecework contracts from overseas manufacturers, despite the minimal wage structure prevailing in rural
Costa Rica. Three months after incorporation, Union Textil won a US$ 1 million contract from India
(part of which it later lost because the banking system in rural Costa Rica could not handle the necessary
letters of credit). It has won other contracts since then, and USAID has provided modest funding to
construct a common cutting room so that patterns could be laid out and cut more efficiently to allow the
company to increase its productivity.
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Garments are a particularly good prospect for subcontracting and production-sharing, due to their
piece-work orientation. Furniture and other types of woodworking also have high potential, because
many larger manufacturers routinely farm out production of, for example, legs and drawers.

Domestic Backward Linkages: Larger companies in Bolivia purchase hundreds of items used
in their production processes or to run their office operations. At this time, FEBOPI/ADEPI does not
know from whom they are buying (though it is likely that much of their purchases are imports), Small
and micro enterprises certainly cannot provide everything these larger companies require, but it is
altogether possible that local manufacturers are or could be capable of capturing a proportion of this local
market.

This market would be approached by companies participating in the Pooled Production and Sales
Initiative, with FEBOPI/ADEPI taking a leadership role in opening the doors. However, before that
occurs, the Policy Reform Unit should conduct a buyer survey to determine what local companies are
buying, from whom, at what approximate price and quantity, and whether they would be willing to meet
with an FEBOPI/ADEPI consortiun: member to discuss vendor requirements. The next step is a producer
survey to determine which small and micro enterprises would be capable of meeting the needs of larger
companies.

Once the matchmaking process is completed, FEBOPI/ADEPI's role would be to put the parties
together to work out their own arrangements, but to stay in the information loop as a helpful facilitator
if required.

There are several models on which a pilot project of this nature could be based. Singapore and
Korea began their backward linkage programs many years ago, and they still continue to be successful.
More recently, the Dominican Republic created its Enlaces Industriales program, designed to create
buyer-seller relationships between local Dominican producers and companies located in the country’s Free
Zones. The Free Zones were selected because they require world-class vendors; the rationale is that if
Dominican producers can deliver to these high standards, they are one small step from becoming
exporters in their own right. This program is only about a year old operationally and is beginning to
meet with some success.

Although these types of programs are sometimes regarded merely as import substitution
mechanisms, they can help local producers to upgrade their product quality, pricing, delivery, and so on.
Companies that are successful in achieving this are of great interest to incoming foreign investors who,
among other things, look for an industrial and commercial infrastructure that will help them succeed.
Reliable suppliers are an important part of that infrastructure.

This will not be an easy sell. FEBOPI members may be reluctant to give up perceived
autonomy. And prospective customers with established commercial relationships will be chary of risking
chenge. But the potential opportunity is so great that FEBOPI/ADEPI should be willing to take on the
challenge on an experimental basis.

Buyers Guide and Referral Service: As the skills of small and micro businesses are upgraded
through classroom training, in-house technical assistance, and exposure to new markets, FEBOPI should
undertake a major initiative to let both domestic and overseas buyers know what is available here. One
way of achieving this objective is through an Annual Buyers Guide to be distributed in Bolivia and abroad
based on the most thorough list research.



The Guide should be accompanied by an invitation to buyers to come to Bolivia or to outline their
needs. FEBOPI should simultaneously establish a Buyers® Referral Service for its members. This service
would stimulate buyer enquiries, alert qualified prospeciive vendors, and help member companies with
correspondence, preparation of samples, and calculation of price and delivery quotations.

'lhuetwourvicuwmembmcanbeincomcgenemingintwomys. First, the Buyers Guide
should carry advertising and should eventually be profitable. Second, FEBOPI/ADEPI should recsive
a commission on any sale effected through the Guide or the Buyers Referral Service.

International Subcontracting: Bolivian companies of all sizes face great difficulties in obtaining
sub-contracts from foreign manufacturers or distributors. The reason is that Bolivia is not Costa Rica
or Salvador or Jamaica; in other words, it is not on the established buyers’ route. Small and micro
industries in Bolivia face an additional problem in that, having never produced to world-class standards,
their ability to deliver quality products, in large quantities, on time, and at the right price, may be
severely constrained.

Once the recommended in-shop technical assistance begins to markedly improve the quality of
FEBOPI members’ products, there may well be foreign subcontracting worth pursuing, albeit on a highly
selective basis. Three industries in Bolivia would seem to be eventual candidates for overseas
subcontracts: giftware (handicrafts, for example); garments (both ethnic and commercial); and furniture
pieces (legs and drawers, for example). If buyers in these industries don’t come to Bolivia, then Bolivia
will have to go to the buyers.

The giftware industry gathers annually at the Giftware Show in Atlanta. Every subsector of the
garment industry comes together once a year at the Bobbin Show, also in Atlanta. FEBOPI should
consider "walking" these shows or mounting booths. Garment manufacturers may only be interested in
sleeves or collars or in having parts sewn together. Smaller giftware buyers are not necessarily looking
for large quantities. Much of the U.S. furniture industry is concentrated in North Carolina, is
accustomed to offshore production-sharing, and is usually receptive to exploring new sources of supply.
Furthermore, the search for new markets should not be limited to the United St.tes; some of Bolivia's
neighbors are active in these and other industries that regularly seek reliable subx ontractors.

The reason for making these types of contacts is not necessarily to make immediate sales. It is
to meet and learn from buyers and to give them a sense that there are possibilities in Bolivia. The
ultimate objective is to cause the buyers to come to Bolivia. Until that happens, it is virtually impossible
to do international subcontract work.

Moreover, the importance of the buyer as teacher can not be overstated. In a recent survey
carried out for USAID in Thailand, more than 80 percent of successful exporters interviewed said they
received most of their technical assistance from buyers — their customers. In Singapore, Japanese
companies signed long-term contracts with hundreds of tiny and unsophisticated machine shops and tool
and die makers, brought in leading-edge technology, trained the personnel in its use — and ergo had a
lifetime source of relatively low-cost and reliable supply.

This is what most offshore manufacturers are after. And if they can find it among affiliated
groups of tiny companies in Bolivia, they will descend like locusts, and begin to supply the most valuable
technical assistance possible: producing products they can sell profitably.

This activity could one day become a revenue generator for FEBOPI, in other words, it could
receive a commission on sales made directly or indirectly through overseas trade fair participation for
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which it is responsible. This approach is now being taken with some success by the Industrial
Development Program of CINDE in Costa Rica, which has launched a major effort to secure international
subcontract work for smaller companies.

However, the Evaluation Team does not see this type of activity as being of immediate relevance
to FEBOPI (and we have the same reservation about the Export Promotion Organization recommended
in the Self-Sufficiency Plan). Domestic sales will be infinitely easier. But unless product quality is
improved, even domestic sales may be difficult.

Human Resource Requirements

The expanded service menu recommended here will require additional specialized personnel in
the FEBOPI organization. Specifically:

® A Technical/Production Manager (probably an industrial engineer) to develop, coordinate
and monitor in-plant technical assistance;

® A Marketing Manager, with sales experience, to spearhead the various efforts described
here to identify and open doors to new customers and new markets for FEBOPI/ADEPI
member companies; and

® A pool of Technical Assistance Resources to conduct in-plant technical assistance. The
specific skills required will depend upon the sectors and subsectors selected for pilot
programs. Technical assistance assignments will range from a few weeks to a few months.
Each technical assistance specialist will work with a group of companies located in close
proximity to one another.

All of the above additional personnel must be experienced people. They can be from anywhere,
including Bolivia. To establish the technical assistance pool, FEBOPI should discuss requirements and
cost with the local representative of the International Executive Service Corps (IESC) as well as other
similar organizations and individuals. In approaching IESC, however, great care must be taken to specify
exactly the job an IESC volunteer will be asked to do, so that skills can better be matched with needs.

The WOCCU Advisor, who has made many valuable contributions to FEBOPI’s progress, has
an equally pivotal role to play in the organization’s new orientation. Advisors always have to walk a very
fine line between providing counsel and implementation. We are not suggesting that the WOCCU
Advisor run programs, but we believe that FEBOPI and the ADEPIs would respond favorably to a more
directive approach.

Organizational Implications

The recommended change of emphasis from institution-building to a marketing and member
services orientation has organizational implications for FEBOPI, The evaluators recommend that this new
strategy be made explicit by the creation of three new divisions: Membership Services,

* Obviously, any international trade initiatives launched by FEBOPI would need to be closely
coordinated with the Mission’s Investment Promotion Program.
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Promotion/Publicity, and Marketing Support. The organization of these resources is illustrated on the
next page. It is anticipated that each of the ADEPIs will have a "mirror image” of the FEBOPI structure.
At FEBOPI the Promotion/Publicity Unit (or person) would support both Membership Services and
Marketing. Similarly the Policy Reform Unit would fulfill its original role, but take on an additional
market research role,

Monitoring and Evaluation

This subject has been a source of frustration and concern since the inception of the project. The
original benchmarks were numerous and complicated; they overestimated the sophistication of the
reporting constituency to comply. Many reports contained discursive and time-consuming qualitative
information in narrative form. Quantitative reports were often received with more than half the
information missing. Over time, fewer and fewer benchmarks were required; however, quarterly reports
still appear to be late and at times incomplete.

There are several possible reasons. First, FEBOPI does not really have a management
information system. Second, reporting may enjoy a low priority. Third, even given a total willingness
to comply in a timely fashion and a system to facilitate reporting, quantitative reporting in this type of
project will continue to be problematic. For example, how do we measure the impact of training? Given
the constituency being monitored — many family-owned enterprises that do not necessarily add one job
per $1,000 of investment — how do we accurately measure the employment creation achievements of the
project? Moreover, if USAID and FEBOPI decide to implement the enhanced service menu recommended
in this report, reporting is likely to get more, rather than less, complicated.

That USAID has a need to know is a given. The more important point is that FEBOPI has a need
to know. The information required by USAID should be part of FEBOPI’s own management information
system. Quarterly reports to USAID should be as useful as an internal management tool as they are to
the donor organization. The ideal situation would be if the content of the reports to USAID were
ideatical to, or extrapolations from, information compiled by FEBOPI/ADEPI for their own use.
Developing a management information system that is responsive both to FEBOPI’s and USAID’s needs
should be a priority activity for the near term.

The impact indicators contained in Appendix D attempt to illustrate some of the key elements of
a management information system designed to track project progress. Not all of these benchmarks will
be required by USAID, but would be useful to FEBOPI and available to USAID if the FEBOPI MIS
generates the data.

This form, however, does not solve the job creation problem. In the opinion of the evaluators,
the formulas now being used may not accurately reflect reality. We suggest therefore that FEBOPI staff
and the WOCCU advisor design a simple and brief survey instrument and apply it to a small but
representative sample of members participating in training courses. The survey instrument should be one
that can be distributed to (and collected from) training course participants at the time of the course.

Another instrument should be developed to provide a profile of training participants. It should
be completed by participants before they begin a course, and should indicate, inter alia, whether this is
their first, second, or third course, as well as their business type, size, number of employees, and other
such information. (One way of judging whether training is useful is the number of people who sign up
for multiple courses.)
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Finally, whatever type of form is developed, there needs to be a better understanding of why the
information is needed, and a more aggressive approach to ensuring that it is completed and distributed
on time. The original project design contemplated that this would be one of the roles of the WOCCU
Advisor, and the Evaluation Team believes that this was correct.

Seif-sufficiency Plans

FEBOPI's Self-Sufficiency Plan — Plan de Autofinanciamiento — was delivered to the Evaluation
Team late in their stay in Bolivia. However, it is possible to make some general observations on the
plan.

The plan has four elements;
1. Establishment of an organization to promote exports (Empresa de Comercio Internacional);

2. A raw materials bank to carry out group purchasing of raw materials for a group of industrial
sectors to be determined through market studies;

3. Two national trade fairs annually, one for small businesses, the other for artisans; and

4. Introduction (or, as noted earlier, reintroduction) of a Credit Card for FEBOPI/ADEPI
members and a Discount Card for members to use in purchasing materials for their products.

About the Plan in General

While the document contains several intriguing ideas, it is not so much a plan as it is a proposal
to conduct a series of feasibility studies on which a plan could be based. The document is somewhat
confusing in that it presents budgets, financial projections, and break-even analyses as if the feasibility
studies had already been completed and viability and income/expense projections confirmed.

Our assumption is that the extensive financial projections are intended to be hypothetical. Even
30, they lack sufficient detail to enable the reader to make a judgement about their conceptual validity.
Moreover, an important element of any business plan — the sensitivity analysis — has not been included.
Therefore, it is not possible to understand what ihe effect would be if everything does not go exactly
according to plan: what if the revenue declines by 50 percent and the expenses increase by 50 percent?
Finally, the timing of revenue streams in some of the projects does not seem reasonable. For example,
the export promotion project shows income of US$1.55 million in 1993. It does not seem reasonable that
arrangements for all the pre-start-up activities — for example, market and feasibility studies to determine
if the project should go ahead, plus personnel, offices, vehicles, equipment, and other organizational
infrastructure — could possibly be completed and in place by the end of 1992,

Finally, we have some concern about FEBOPI entering into areas of business in which it has little
or no experience. In some of the proposed projects, one could expect a very long learning curve. And
being in an unfamiliar business, there is an almost universal tendency to reinvent the wheel. All of which
adds up to greater cost and more time.
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Banco de Materias Primas

This is an interesting and novel idea. Implementation, however, would be complex and not
inexpensive. Prior to implementation, a feasibility study is proposed, but the Evaluation Team feels that
the projected cost of the study — USS$ 5,000 — underestimates the magnitude of the work to be done.
This study must involve not only identifying the materials needed by various subsectors, the quantities
they are now using, and the prices they are paying;it also involves extensive discussions with vendors of
these materials, most of whom are overseas. The study must also analyze historic price fluctuations in
the types of materials to be purchased and the likely effects of such price movements on profitability.
The study will also involve discussions with a variety of veadors to establish group-purchase prices for
various quantities of various raw materials.

Finally, should the study indicate that the project is viable, this would nonetheless be an
extremely complex business operationally. It requires extensive finger-tip knowledge of multiple sources
of supply and up-to-the-minute price information that is usually available only to people who have spent
years in procurement or in a major trading company.

The Evaluation Team would feel far more comfortable if the lead person had already been
identified and was prepared to take on the project. But the General Manager of FEBOPI indicates that
no such senior executive has yet been identified. Good ideas get destroyed by poor implementation!

Trade Fairs

FEBOPI has already had experience in mounting domestic trade fairs, and this should provide
USAID with some level of comfort, However, the Evaluation Team has no basis for commenting on the
accuracy of the financial projections, though we assume they are based on the organization’s prior
experience (which have not been profitable). Also, the proposal provides no rationale for separating
“small industries” from artisans, and FEBOPI should be asked to explain this further.

Export Promotion

The Evaluation Team has several questions about this very traditional approach to the creation
of an export promotion organization.

First, we wonder if a new organization is really necessary. Is this not a situation in which
FEBOPI would be better advised to try to work with, for example, an organization such as the Instituto
Nacional de Promocion de Exportaciones (INPEX)? We are not in a position to make a judgement about
the quality of INPEX, but, where human and financial resources are scarce, one should try to avoid
redundancy.

Second, as noted earlier, we wonder whether FEBOPI's first priority should not be upgrading
members’ products for domestic sales, before taking on the far more complex export area.

Beyond this point, however, we have some concern about the proposed methodology and
sequencing of the operation. There is a kind of folklore (perhaps invented by consultants) in export
promotion that says if you go through the prescribed steps in the prescribed sequence — voila!, you're
in the export business. Consequently, everyone does endless sector and subsector studies, comparative
advantage studies, or overseas market studies. Then they open sales offices abroad, sponsor incoming
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and outgoing trade missions, and so forth. Developing countries persist in this approach, despite the fact
that the costs are usually far greater than the benefits.

There is, however, another approach. It is far less institutionalized and far less costly. It is
known as “the buyer is king” approach. And it can be implemented by a few people who know how to
listen and a little travel money to visit the people they need to listen to: buyers! Here is how it works:

1. Get a "gut feel” for sectors you think might have export possibilities ~ for example, the
product groups cited by FEBOPI: pewter, clothing, wood, leather, and so forth.

2. Get hold of the relevant directories of manufacturers, independent buying offices, importers,
manufacturers’ representatives, and distributors (in the United States for convenience), and make
a list of the top 20 (consultants to the USAID Mission can help here).

3. Make 20 phone calls and arrange to see these people. Let them know you are not selling
anything; you want to pick their brains (but take some product samples with you anyway). It is
surprising how people get flattered by this (honest) approach, and tell you everything they know
about the structure of their industry, the key players, how business gets done, what buyers look
for, how subcontracting works, how to get buyers to Bolivia, and so forth. They will often tell
you who else you need to meet, and sometimes they will give you samples of their products or
components so they can see what local companies are capable of producing.

4. (Or) commission American Business Linkage Enterprise (ABLE) studies from IESC on every
sector and subsector you're interested in. These studies cost $2,000 each, and they tell you not
only about the U.S. market for, say, pewter or camelid products, but they also include up-to-date
lists of the people they contacted to gather the information — who exactly the people are you
wart to talk with face-to-face. Then go back to Point 3 above.

5. When you return from three or four weeks in the United States, you will be armed with the
kind of information you need to determine which Bolivian companies you can match with the
requirements of the U.S. market. True, the U.S. market is not the world. But many of the
people you will meet do business on a global basis; furthermore, the United States is an
enormous and voracious market — the chances are good that if you have a saleable product, you
can sell it in the United States.

6. When you have a feel for what is saleable, identify the sectoral trade show in the United
States that corresponds to your products, walk the show, or take a booth — and meet more
buyers.

In the end, you will have cut through all the bureaucratic folklore, and you will have spent a
fraction of what it will cost to get all those studies done and then to set up yet another export promotion
empire. (Incidentally, it should be noted that FEBOPI's plan for export promotion does not appear to
include any budget for the proposed studies.)

What to Do Before the Money Runs Out
As presently planned, FEBOPI's PACD is December 31, 1992. Currently, USAID funding

supports operating costs for ADEPIs — ranging from a high of 68.3 percent in La Paz to a low of 46.2
percent in Cochabamba. What can FEBOPI and the ADEPIs do between now and the PACD to reduce
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its dependence on USAID funding and demonstrate that the organization is capable of sustaining itself
in the future?

By combining some of the ideas proposed by the Evaluation Team, some of the ideas contained
in the Self-Sufficiency Plan, and some of the activities in which FEBOPI is already engaged, the
organization can package an attractive menu of services, and then market this package intensively in an
effort to earoll new memiers.

There is a group of eight services that are both relevant and synergistic, and which FEBOP! is
already delivering or has the capability to deliver in the short term. Many of these services are or could

be revenue-generating. This is the proposed package:

Domestic Backward Linkages;
Pooled Production and Sales;
Trade Fairs;

Buyers Guide and Referral Service;
Training;

Technical Assistance;

Policy Reform; and

Discount Card.

Based on this package, FEBOPI and each of the ADEPIs should conduct an intensive outreach
program to reach — and sign up — prospective new members. What are the elements of this program?

Develop a brief plan, timetable, and budget.

Produce a brief but attractive brochure describing each of the eight services for distribution
to prospective riembers, media, organizations of small and micro businesses, and so forth
(include an enrollment form in the brochure).

Plan a series of ADEPI-level lunch or dinner meetings (free) to which members and
prospective members and their families are invited.

Use these meetings to outline and explain the new services package and how it can be of
help to every small and micro business person. Have selected members tell how FEBOPI
has already helped them. Also, perhaps a prominent guest speaker to get attenders’
attention.

Publicize the meetings through available media before and after.

Try to sign up as many new members as possible at each of the meetings — and get cash!
Try to get a year’s dues up front.

Repeat these meetings several times in each ADEPI region.

The service package outlined above should be virtually irresistible. If new members cannot be
attracted by this kind of service package, they probably can’t be attracted! But, to be effective, this has
to be a "blitz-type” campaign: a great deal of activity and publicity concentrated into a very short period
of time. Developing and presenting this new package of services should be FEBOPI's major
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preoccupation over the next eight months. This type of campaign, however, is not a one-time effort; it
should be repeated annually.

Basis for Future USAID Support

The Evaluation Team is concerned about FEBOPI’s ability to muster the human resources to
manage and sustain all of the elements in its ambitious Self-Sufficiency Plan. We are also conceined
about the timing of the submission of this plan. Even if USAID said “go" this week, and every piece
of the puzzle fell into place as planned, it would be at best sometime in mid-1993 before all the proposed
feasibility studies could be completed, probably mid-1994 before the proposed projects would become
operational, and perhaps mid-to-late 1995 before these projects could reach break-even (according to
FEBOPI's own time estimates).

Therefore, in terms of future funding, USAID has several options:
1. It can do nothing, and simply let USAID support end in December 1992.

2. It can continue to fund office running costs, and encourage FEBOPI to obtain other sources
of funding for any new program initiatives.

3. It can continue to fund office operating costs, plus the costs of new programs.

4. It can end support for office operating costs, and fund the feasibility study phases of new
projects only, with the understanding that projects that were found to be feasible would be funded
for pilot demonstration programs, and, if these were successful, further funding for expanding
the pilots would be made available.

5. It can reprogram available funds so that they cover the balance of 1992 plus part of all of
1993,

6. It can continue to consider an endowment.

If the proposed membership blitz is professionally executed and produces a substantial number
of new memberships, it would serve as a powerful demonstration, and we believe the result would be a
renewed sense of confidence in FEBOPI. That being the case, we would recommend that USAID look
carefully at continuing funding — of office running costs as it does now, of the costs associated with full
development of the revenue-generating new projects contained in the package of eight, or of some other
combination of the above options.
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SECTION TWO
LESSONS LEARNED

FENACRE

Recent experience in Bolivia demonstrates that credit unions can be very successful in the
mobilization of their own loanzble funds. I" ywever, they require assistance in upgrading their financial
intermediation technology. Greater emphas.s should be placed on institutional strengthening based on
deposit mobilization rather than on external credit.

Credit unions currently provide the micro and small enterprise sector with complete financial
services (deposit and loans). However, the recent hyperinflationionary experience has distorted the
structure of their balance sheets toward investment in fixed assets that need to be liquidated.

Project design teams must be required to provide a high level of in-depth financial analysis of
institutions such as FENACRE. Superficial analysis leads to serious misrepresentation of true financial
health.

Whea a second-level representational crganization such as FENACRE takes on functions of a
financial intermediary, it develops objectives of its own, divorced from and often in conflict with its
member institutions. The political structure of control creates serious conflicts of interest, undermining
its role as a financial intermediary. Therefore, these functions should be separated from the political
control structure.

PRODEM

The solidarity group methodology has worked well in PRODEM. It seems an appropriate
methodology in Bolivia, especially for microentrepreneurs in commerce and very small producers. The
key has been to permit the dynamics of organization to function freely without bureaucratic control or
unwanted interference from the lending organization. Microentrepreneurs form their own groups.
PRODEM'’s only requirement is that individuals in a group live close by, and that their production or
credit needs be at a similar level. If conflict arises in a group, individuals are free to restructure their
groups. The result has been low delinquency, and group members may pay the quota of a member who
is unable to make payment. Nevertheless, as micro-producers grow and need larger loans,
PRODEM/BancoSol may want to consider diversifying its methodology and giving individual loans.

PRODEM'’s institutional culture, which includes team management, has been a key factor in its
ability to grow and evolve into a bank. This culture is characterized by teamwork, participatory
decisions, development of interpersonal skills, and commitment to the organization’s mission. The
delegation of authority and the use of a credit committee formed entirely by field advisors to make loan
decisions are reasons why the transition from an NGO to a bank has been smooth and business has been
able to continue as usual during the transition period.

Previous Page Blank
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USAID should take a flexible approach to institutional development in future projects, as it did
in the case of PRODEM. Although the conversion of PRODEM to a bank regulated by the Banking
Superintendency was not part of the original project design, USAID supported this decision of
PRODEM’s management and provided advice and assistance to facilitate the transition. The result is an
organization that is stronger and has more resources to serve the microenterprise sector.

FEBOPI

Project designers should avoid using language that leads to unrealistic expectations. It is desirable
to err on the side of conservatism, especially in particularly difficult subject areas such as microenterprise
development. It should be a given in such areas that things are probably going to take longer than anyone
anticipates. This fact of life should be built into the project design.

Beneficiary organizations should be encouraged to calibrate the number of new projects proposed
or initiated to the availability of qualified staff to implement them. Incomplete projects do not enhance
credibility.

Bottom-up decision making contributes to consensus-reaching and team-building. But there is a
need to recognize that autocracy is faster.

Beneficiary organizations tend to put off development of self-sufficiency plans until they are faced
with the imminent prospect of actually achieving self-sufficiency. At that point, they are likely to grasp
at straws. A time-table and methodology for self-sufficiency planning should be part of every new project
that contemplates self-sufficiency. Self-sufficiency programs should not be proposed only because they
generate revenue; they should materially contribute to the achievement of the organization’s mission and
be responsive to members’ perceived needs. Organizations should build their self-sufficiency strategies
on these bases, rather than regarding self-sufficiency programs as necessarily something new, separate
and apart from what is already being done. USAID and beneficiary organizations should allow more time
for development aud verification of self-sufficiency programs.
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STATUS OF OUTPUTS

As noted earlier in the section concerning FEBOPI, the performance indicators used to measure
major outputs for the three components of the MSED project have been changed (and reduced in number)
numerous times since the inception of the project.

Currently (as of 3/31/92) the project attempts to measure by organization: employment created,
numbers of borrowers, number of members, number of training courses, and number of policy studies.

The degree of confidence with which one accepts these numbers is arguable. As noted earlier,
FEBOPI does not appear to have a Management Information System that easily generates dependable
numbers over time ( for example, until recently it could not distinguish between paying and non-paying
members, and has no firm criteria to determine when a non-paying member ceases to be reported as a
member). Moreover, the employment generation figures are based on two formulas that are subject to
verification via a survey to be undertaken. The following should be read with these caveats in mind.

Witz 71 percent of LOP elapsed, these are the most recent figures available (as of 3/31/92):

EMPLOYMENT NED LOP ACHIEVED % LOP

FENACRE 2160 40 o
PRODEM 1525 713 46.25%
TOTAL 3685 753 20.43%
MEMBERSHIPS

FEBOPE 3000 1090 36.3%
BORROWERS

PRODEM 5000 6082 121%
FENACRE 1800 41 2%
LOAN PORTFOLIO

OUTSTANDING

PRODEM $2,450,000 $1.427,585 58%
FENACRE 5,450,000 100,000 0%
TRAINING

COURSES

FEBOPI 420 243 58%
POLICY

STUDIES

FEBOPI 6 2 33%

Source: UUSAID Project Status Report, Oct. 1, 1991 — March 31, 1992 and FEBOPI.
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ANNEX B
METHODOLOGY

FENACRE

The Evaluator spent three days in Cochabamba, one in Santa Cruz, and six in La Paz. This
evaluation is based primarily on interviews with persons listed in Appendix D, and review and analysis
of pertinent documentation.

PRODEM

The methodology used for the PRODEM was to interview 18 members of the personnel in BancoSol,
the PRODEM national office, as well as in three out of four principal regional PRODEM offices. In
addition the Evaluator visited the workshops of nine microentrepreneurs in El Alto and Santa Cruz.

Most of the discussions with PRODEM/BancoSol personnel were focused on the issues identified
for evaluation, that is transition of PRODEM to BancoSol, BancoSol’s plan to mobilize savings,
ACCION/AITEC technical assistance, and indicators used to evaluate and monitor the credit program.
These interviews were carried out during a one week period from April 6 to 10, 1992. In addition, a
number of documents, both current and historical were studied, including financial statements and
projections, program statistics, and propcsals to support investments in BancoSol. Persons contacted and
documents reviewed are listed in the Appendices to this report.

FEBOPI/ADEPIs

The Evaluator held extensive discussions with FEBOPI management, the WOCCU Advisor, the
Boards of Directors of ADEPIs in La Paz and Cochabamba, and officials of AID/Bolivia. In
Cochabamba, the Evaluator visited the Central Furniture Markei, displaying wood products created by
ADEPI members,and a garment manufacturing operation owned by an ADEPI member, and held
extensive discussions with both.

All docunients relevant to FEBOPI, and the MSED project in general were reviewed by the
Evaluator.
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PERSONS AND INSTITUTIONS CONTACTED

EEBOP]
Board of Directors

Lic. Alfredo Pacheco M
President

Ing. Fedor Perez
Vice President

Lic. Hugo Bejarano
Auditor

Sra. Nancy Herrero
Secretary

Lic. Arturo Franco Soliz
General Manager

Lic. Gary Montano
Policy Reform Unit

Lic. Marcos Kucharski
Policy Reform Unit

ADEPILA PAZ

Roberto L.Tartarini D.
President

Luis Ortiz Epinoza
Vice President

Celia R. de Kucharsky
Director

Oscar Baldivieso
Director

Wilden Ovando M.
General Manager
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ASPIPAC/ADEPI/COCHABAMBA

Lic. Jaime Veizaga Zanabria
President

Ricardo Perez
Vice President

Noel Orozco
General Secretary

Edward Lopez
Coordinator

Mario Encinas
Auditor

Sra. Juana Gonzales
Secretary

Sra. Celida de Camparo
Secretary

Directors
Heman Campero

Jaime Aguilar D.
Sra. Lena Vega

Lic. Fernandno Gamboa
General Manager

WOCCyU

William R. Tucker
Coordinator

USAID/BOLIVIA

Richard Rosenberg
Director, Trade and Investment

Liza Valenzuela
Deputy Director, Trade and Investment

Ernesto Garcia
Trade and Investment
Project Manager
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Elizabeth Stephens Visnic
Evaluation Specialist

PRODEM

Felipe Hartman Luzio
Manager of Research and Development PRODEM National Office

Eduardo Bazoberry Otero

Manager of Operations and Finance
PRODEM National Office

Mario Uznayo
Manager of the El Alto Regional PRODEM Office

Isabel Machaca
Resideat Advisor in the EL ALTO Regional PRODEM Offfice

Lufs Mujica
Administrator in the PRODEM National Office

Elvira Romero
Field Advisor in the El Alto Regional PRODEM Office

German Sanchez Rea
Manager of the Montero Office

Judith Fuentes
Resident Advisor Santa Cruz Regional PRODEM Office

Solomé Garcfa
Field Advisor, Santa Cruz Regional PRODEM Office

Ross Mary Pizarro F.
Auditor, Santa Cruz Regional PRODEM Office

Eva Patifio Rodriguez
Financial Auditor, Santa Cruz Regional PRODEM Office

Claudia Ordofiez Cuéilar
Administrator, Santa Cruz Regional PRODEM Office

Oscar Moreno
Manager, Santa Cruz Regional PRODEM Office

Mary Cespedes de Pedraza
Microentrepreneur who owns bakery in the 1° de Mayo, a satellite city of Santa Cruz
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Francisco Otero
Executive Director, BancoSol and PRODEM

Sergio Ortiz
Manager of Operations, BancoSol

Manue! Cuevas
Manager of Human Resourcss, BancoSol

Miguel Taborga
Finance Manager, BancoSol

Maria Elena Querejazu de Azurdury
General Manager, BancoSol

COLAC

Javier Fianco Aristizabal
Lawyer

EENACRE

Carlos Salinas Amezaga
Education Supervisor

Carlos Torres Bravo
Financial Director

Serafin Garcfa Mercado
President, Vigilance Committee
Alberto Montero Cossio
General Manager

Orlando Bravo Soruco
President, Board Directors

Jorge F. Vargas Ortega
Regional Manager, La Paz

Enrique Hoyos Hurtado
Regional Manager, Santa Cruz
Coordinator, UNDESCOOP



Alfredo Vicenti Rivero
President, Board Directors

Cooparativa de Aborro y Crédito, San José Obrero. LTDA,

Lindbergh A. Ulloa Balcdzar
General Manager

Coopecativa do Al Crédito, Lovola LD

José Antonio Arce
General Manager

Plicido Moya
President, Board Directors

C iva do Al Crédito, San Pedro. LTDA.
Pedro Nava
Accountant

José Ocampo
Member Board of Directors

German Tochical Ausi DGRV

Helmut Pabst
Chief of Party

Superintendencia de Bancos de Bolv

Rosendo Barbery Paz
Intendente

Salomdn Eid Rivero
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ANNEX D
IMPACT INDICATORS

Below are two examples of systems used for monitoring and evaluating the impact of
organizational activities on the USAID MSED program. The first is recommended for FEBOPI; the
second is in actual use by PRODEM. Since the FENACRE program was not implemented, no system

for measuring impact was developed.

FEBOP1-ADEPs

The following is an example of a set of impact indicators. These incorporate existing activities
new possible new activities, should any of the latter be implemented. These impact indicators are
suggested as part of the FEBOPI/ADEPI management information system, from which data for USAID
purposes could be easily extrapolated. These indicators can be arranged on spreadsheet to measure
performance against plan, performance for LOP, performance for period, etc.

TRAINING AND TECHNICAL ASSISTANCE

Number of Courses

Number of Participants

Number of 1st Time Participants

Number of Participants, 2 or More Courses
% Men

% Women

Number In-Shop TA

MEMBERSHIP

Total To Date

% Men/Women
New Members

% Men/Women

Discontinued

Net Gain (Loss)

EMPLOYMENT

Jobs Created
% Men/Women
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POLICY STUDIES

Completed
Work In Progres

MARKET STUDIES

Completed
Work in Progress

POOLED PRODUCTION & SALES

Number of Pools Created

Number of Companies Participating
Number of Appointments With Buyers
Sales

DOMESTIC LINKAGES

Number of Companies Contacted

Number of Local Companies Matched
Number of 1st Appointmeats with Buyers
Number of 2nd Appointments with Buyers
Sales

DOMESTIC TRADE FAIRS

Number of Fairs Organized
Number of Companies Participating
Number of Buyers Contacted
Number of Buyers to Follow Up
Sales

INTERNATIONAL TRADE FAIRS

Number of Fairs

Number of Participating Companies
Number of Buyers Contacted
Number of Buyers to Follow Up
Sales

FOREIGN BUYERS

Number Contacted

Number Visiting Bolivia

Number of Appointments Arranged
Sales



BUYERS GUIDE AND BUYERS REFERRAL SERVICE

Number Guides Distributed

Number Inquiries

Number Referrals to Local Companies
Number Responses

Number Quotations Submitted

Sales

REVENUE
ADVERTISING SALES

Trade Fair Catalogs
Buyers Guide

COMMISSIONS/FEES EARNED
Domestic Linkage Sales
Pooled Production Sales
Trade Fair Sales
Sales from Buyers Guide
Market Research

% SELF-SUFFICIENCY

FRODEM

PRODEM'’S system for Monitoring and Evaluation for the USAID MSED program will be found
on the following page.

977
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ANNEX E
SUMMARY OF RECOMMENDATIONS

1. Strategic Planning

—~ External TA required to work with credit unions on a detailed strategic plan for
FENACRE.

2. Down-Slzing

= FENACRE to divest itself of all activities not associated with a fees-for-services organization.

3. TA/Training

= WOCCU and DGRV to coordinate training for credit unions through UNDESCOOP.
Major thrust on strengthening CU’s financial intermediation skills.

~ CUs to receive TA to help them comply with requirements of Banking Superintendency.

4. Central Liquidity Fadility
= To be instituted in two stages: (1) information center; (2) asset/liability management.

5. Management

= CU system to develop impact indicators to track members, loans, liquidity, profitability,
capital adequacy, etc.

= Prohibit deposit mobilization by CUs from non-CU members, and deposit taking by Central
Liquidity Facility from individuals or non-CU institutions.
PRODEM

1. Marketing
= Design, administer and tabulate marketing survey.

2. Management and Communications
— Continue seminars; visit microenterprises.

3. Evaluation and Monitoring
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= Use loan application forms to set up database to track microenterprise borrowers’
progress,

— Consider providing computer training to advisors.

1. Policy Dialogue
— Reinitiate policy dialogue with GOB.
2. Training and Technical Assistance
— Increase in-shop TA.

= Assist individual members with business plan development, loan applications,
technical/technology issues, pricing, etc.

— Coitinue classroom training, but attempt to obtain demonstration equipment.

3. Special Events

— Trade fairs {0 be "merchandised” more carefully, i.e. ad sales, attention to
"aftermarket” etc.

4. Market Research
— Contact manufacturers and buyers re caralid study.
— Consider marketing program to make market research function profitable,
S. Management and Organization
- Develop M.L.S.
= Develop survey instruments for employment-generation and member profile data.
— Consider suggested reorganization.
- Discuss above with ADEPIs.
~ Prepare new Mission Statement reflecting re-orientation of goals.
6. Marketing

~ Examine publications to attempt to make more relevant to members’ concerns.
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= Develop intensive membership campaign based on a group of eight existing and new
services, and conduct a tightly compressed outreach program to sign up new
members.
7. Member Services
— Consider new services recommended by Evaluation.
8. Seif-Sufficiency Plan

— Refine timing and outputs and discuss with USAID.
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ANNEX F
MEMBERS OF THE DAI TEAM

WILLIAM FISHER (Team Leader) is a specialist in institution building in the fields of
international, trade, investment and marketing. He has worked extensively in public and private sectors,
and in industrialized and developing countries. He has carried out project design, management and
evaluation assignments for USAID and similar organizations in Jamaica, Costa Rica, Guatemala, Belize,
the Eastern Caribbean, Thailand and the other ASEAN countries.

JEFFREY POYO, Ph.D. As Senior Research Specialist in Ohio State University’s Department
of Agricultural Economics and Rural Sociology, Dr. Poyo is a long-term resident advisor to the Central
Bank of the Dominican Republic in an A.1.D.-sponsored project to strengthen the financial viability of
rural banking institutions. Previously, he was Director of the Banking and Finance Program at INCAE,
the Central American Institute for Business Administration.

ANNE BEASLEY has had extensive experience in small business and micro enterprise financing
and development as a Project Officer Contractor within A.I.D./Dominican Republic. Her responsibilities
there included coordinating the Small Industry Development Project and the Micro and Small Enterprise
Development Project to support the Fund for the Financing of Microenterprise (FONDOMICRO). She
has also worked in the credit union and commercial banking fields.
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STATEMENT OF WORK

. BACKGROUND

The Micro and Small Enterprise Development (MSED) project was authorized in
1988 and implementation began in 1989, following the signature of five Cooperative
Agreements.

The goals of the project are to promote the rapid and sustained economic growth of
Bolivia and to bring about a more equitable distribution of income. Its purpose is to
stimulate the long-term, stable growth and development of Bolivia's small-scale enterprise

sector.

The project works with three local implementing organizations: the Foundation for
the Development of the Micro-enterprise Sector (PRODEM), the Bolivian National
Federation of Small and Micro Enterprises (FEBOPI), and the Bolivian National
Federation of Credit Unions (FENACRE). ACCION International was selected to provide
technical assistance to PRODEM, and the World Council of Credit Unions (WOCCU) was
selected to be the over-all Project Coordinator, as well as to provide technical assistance
to FENACRE and FEBOPI. WOCCU signed a sub-agreement with the Latin American
Confederation of Credit Unions (COLAC) to provide long-term technical assistance to
FENACRE in specific areas.

The MSED project seeks to strengthen the three local implementing organizations
and improve their ability to provide services to their members and clientele.

In a nutshell, the project finances the following:

a) FENACRE: $4.2 million of credit funds channelled through FENACRE to the
credit unions, $330,000 for training and commodities.

b) PRODEM: $1.8 million of credit funds; $ 516,000 for training, commaodities.

c) FEBOPI: $300,000 for operating expenses support; $146,000 for training and
commodities; and $161,000 for policy research.

d) Accion International: $439,000 for technical assistance to PRODEM and staff
training.

e) WOCCU: $1,899,000 for long-term technical assistance to FENACRE, FEBOPI
and the project in general.

The Government of Bolivia is also providing $1,850 in counterpart funds, most of
which cover credit and operating expenses.

The project is generally on track. PRODEM is lending to about 20,000
micro-enterprises in La Paz, El Alto, Santa Cruz and Cochabamba; FEBOPI has
experienced a remarkable increase in (paid and nonpaid) membership (from 540 to 3,600)
and is now for the first time recognized by the GOB and other private sector associations
as the representative of the small business sector; and, FENACRE, after a near
bankruptcy and radical reorganization, is now showing signs of recovery.
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The Monitoring and Evaluation system (*) of the project has been generally
deficient. The original M&E system was drawn directly from a complex and detailed list of
indicators from the Project Paper. Given the project's inability to generate data on those
indicators and the fact that several of these indicators appeared superfiuous, the system
has been modified numerous times. Each modification has entailed a reduction in the
number of indicators, but the difficuity of gathering reliable data has persisted. The last
redefinition of indicators in September 1991 requires testing, but, for the first time, appears
to be manageable.

il. OBJECTIVE

The main purpose of this mid-term evaluation is to explore key management
questions which wiil permit, if necessary, adjustments in project implementation. A
secondary purpose is to review the monitoring and evaluation system to ensure that it is
able to provide USAID project managers with the information necessary to measure
project progress. And a third purpose is to derive lessons leamed from the project which
might be useful for design and implementation of future similar projects.

. SCOPE OF WORK

A Team Planning Meeting (TPM) will be held at the beginning of the in-country
evaluation activities to review the SOW, define a work plan, and review the objectives and
scheduling of mesetings and interviews.

The evaluators are asked to answer the key management questions defined below
for each of the local implementing organizations. In addition, for each of the entities, the
evaluators will review the monitoring and evaluation system. The evaluators are asked to
look criticaily at the system and determine whether or not it can produce reliable and
useful data for USAID project management and to make relevant recommendations in this

regard.

A. FENACRE

Credit: FENACRE received its first disbursement of credit funds from USAID in
August of 1991. Does FENACRE have a viable plan for channelling the credit funds to the
credit unions? Is the interest rate structure appropriate within the context of Bolivian
financial markets? Are the eligible credit unions eager and prepared to participate in the
program? Do they feel they have received sufficient training to undertake a micro and
small enterprise lending program? Are there enough potentially eligible and interested
credit unions to justify a credit infusion of $5.4 million as planned? Is the credit union
capitalization scheme (whereby credit funds will become part of the net worth of the credit
unions when they comply with certain conditions) sound and workable?

(") The M&E system is here defined as the information which the focal implementin?
organizations generate to inform USAID project managers on project progress. It
does not encompass all of the information which the implementing organization
managers need on a daily basis for project management purposes.
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Savings Mobilization: One of the objectives of the 'J:ro]ect is to promote savings
among the FENACRE atffiliated credit unions. What has FENACRE done to promote
savings mobilization in the last two years? Does FENACRE have the capacity and skills
necessary to develop an aggressive campaign? What has WOCCU done to assist
FENACRE in this area? Are there any improvements which could be suggested to the
savings mobilization campaign.

Institutional Strengthening: One of the main purposes of USAID's work with
FENACRE is institutional strengthening. As a result of the project, is FENACRE
"institutionally” stronger? What measures could be used to assess institutional
self-sufficiency and what Rro%ress is FENACRE making in this regard? Can the
reorganization of FENACRE be attributed to the AID project? What has been the role of
the German cooperation and the Superintendency of Banks in this reorganization?

FENACRE Services: FENACRE once had a "technical assistance to
cooperatives” department and an auditing department. With the recent reorganization of
FENACRE, these two departments have been spun off from FENACRE and two
independent foundations have been established. The audit foundation, supported by the
Germans, has the approval and support of the Superintendency of Banks. What
supervision functions will FENACRE maintain over its affiliated credit unions? Can
FENACRE, as a second story organization, effectively supervise its loan portfolio to the
credit unions, without an audit department and a technical assistance department? Can
the technical assistance foundation support itself from the fees of the credit unions? Was
it a good idea to take the technical assistance department out of FENACRE? What
services should FENACRE be 1providing its members? Does it have the capacity and the
financial wherewithall to do so

WOCCU Technical Assistance: How effective has WOCCU's and COLAC's
technical assistance been? What achievements can be attributed tc this assistance?
How can this technical assistance be improved? The COLAC advisor's scope of work has
been modifind; he is now assisting FENACRE with the dismantling of its savings program
(tge' Prg’grama de Mobilizacién de Ahorros). Is this the best use of the skills of this
advisor

Monitoring and Evaluation: Is the M&E system for the FENACRE component
adequate? Does it provide reliable and useful data? Recommend aiternative impact
indicators, as appropriate.

B. PRODEM

Transfer of Lending to BancoSol: Evaluate the strategy to transfer lending
activities to BancoSol. Is the strategy selected the most appropriate? Will the early
transfer of the Executive Director and the General Manager of the La Paz office leave a
management vacuum within PRODEM which could affect the USAID project?

BancoSol's Savings Mobilization Strategy: Is BancoSol focusing effectively on
the savings mobilization side of its business?

Acgci ni istance: How effective has ACCION/International’s
technical assistance been? As a result of this assistance, is PRODEM institutionally
stronger? What measures can be used to assess institutional self-sufficiency and what
progress has PRODEM made in this regard? What achievements can be atiributed to this
assistance? How can this technical assistance be improved?
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Monitoring and | : Is the M&E system for the PRODEM component
adequate? Does it provide reliable and useful data? Recommend alternative impact
indicators, as appropriate.

3. FEBOPI

Mﬂﬂgx_&j@}gﬁ(: FEBOPI, as an assoclation of business persons,
does not have a secure and steady source of income. The pro,ect, however, expects that
FEBOPI will attain self-sufficiency by the PACD. How realistic is this expectation? The
evaluators should review the self-sufficiency plan of FEBOPI and comment as to its
realism. Evaluators should also propose, based on their experience with other such

representational organizations, alternate strategies for self-sufficiency.

Policy Analysis Unit: The Policy Analysis Unit within FEBOPI is supposed to
undertake policy research on the micro and small enterprise sector. Do the current unit
staff have the caraclty to select and undertake policy research and policy dialogue which
will have a significant impact on reducing obstacles to micro and small enterprise growth?
How effective has this Policy Unit been in promoting policy changes thus far? To what
extent do the investigative activities of the Policy Unit benefit PRODEM and FENACRE?
What general improvements can be made in this Unit?

ADEPIs: FEBOPI is composed of eight ADEPIs, departmental associations of
small industrialists. FEBOPI is s sed to provide assistance to strengthen the ADEPIs
capacity to provide training and technical assistance to their small business members.
How efiective has FEBOP! been in doing this? What support has WOCCU provided
FEBOPI in this task? How effective have the training courses provided by FEBOPI been?
What has their impact been? The ADEPIs are also supposed to be self-sufficient. What
progress has been made in this regard? What is FEBOPIs and the ADEP!Is vision for their

system?

BOPI: At present, USAID does not plan to develop a
follow-on micro and small enterprise development project after the current project’s
August 1993 PACD. If this were the case, USAID funding for FEBOPI would terminate in
FY 1993. Based on the evaluators impressions of FEBOPI's capacity, would they
recommend that USAID continue financing for FEBOPI? Would FEBOPI have the
capacity to implement sub-sector analysis work? Or would simple support for operating
expenses until FEBOP! can establish itself on firmer ground be recommended?

WaCCU Technical Assistance: How effective has WOCCU's technical
assistance been? What achievements can be attributed to this assistance? How can this
technical assistance be improved?

Monitoring and Evaluation: Is the M&E system for the FEBOPI component
adequate? Does it provide reliable and useful data? Recommend alternative indicators to

assess project impact; as appropriate.
IV. BREPORTS
A. Format
The contractor’s written report should containing the following:
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- AID Evaluation Summary Form 1330-5 (see attached). Contractor should
complete Section H, "Evaluation Abstract,” and Section J, "Summary of
Evaluation Findings, Conclusions, and Recommendations™;

- The evaluation report should not exceed 50 pages and include the following
sections:

- an executive summary;

- adiscussion of findings, conclusions and recommendations for each
implementing organization;

- adiscussion of lessons leamed.
- an Appendices section which will include, at a minimum, the following:

a brief summary of the current status of outputs;

a description of the methodology used in the evaluation;

a bibliography of documents consuited;

a list of the institutions and individuals consuited:;

impact indicators for M&E systems within each organization, as relates
to the purpose of this project;

- summary of recommendations.

B. Submission of the Report

The contractor will make an oral presentatios to USAID/Bolivia staff and
representatives of the evaluated organizations, two days before the end of in-country
work. In addition, a draft report will be submitted to U/SAID’s Trade and Investment Office
prior to departure from Bolivia. The Mission will review and comment on the draft report
and return the document with comments no later than 2 weeks after the contractor's
departure from Bolivia.

The final draft report will be presented to USAID/Bolivia ng later than 2 weeks
after the contractor’s receipt of the draft with USAID comments.

The final report will be returned by USAID to the contractor within 10 days.
Twenty five copies of the final report (10 copies in English and 15 in Spanish) will
submitted to USAID’s Trade and Investment Office no later than three weeks following
receipt of the final report.

V.  STAFFING PATTERN AND QUALIFICATIONS

The following are regarded by the Mission as the required skills and experience
ingredients for the evaluation team:

knowledge and experience with varieties of micro lending programs;
a strong credit union background, with special emphasis in the area of savings
mobilization;

* knowledge and experience with small business or indust?' representational
or?anizations, particularly their programs, and strategies for financial
self-sufficiency or self-sustainability;
ability to write coherent and concise evaluation reports; and
ability to work as part of a team.

e
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A two person team is recommended, such as described below, although the
contractor is asked to make suggestions on the mix of skills of the actual team
composition.

NG Y AN ViR A ITO0 FIOAN TOCTT AN il
Qrganizations Specialist will have overall direction of the evaluation and will have primary
responsibility for drafting the report. He or she will have had extensive g:referably AID)
project evaluation experience in the area of micro and small enterprise development
projects and must be fluent (S-4, R-4) in Spanish. This individual must have experience
with small business representational organizations in Latin America.

The Credit Uni ist will have a strong background in
savings mobilization for credit unions, banks, or non-governmental institutions. He or she
will have experience and knowledge of AID or other donor credit union projects and more
genqragy of micro and small business lending projects. Fluency (S-4, R-4) in Spanish is
required.

VI.  ESTIMATED LEVEL OF EFFORT

This contract will require the following level of effort, based on six-day work week:

afist: 15 work days

The tez.m will work closely with managers and staff of PRODEM, FEBOPI and
FENACRE.

VIl.  CONTRACT PERIOD AND START-UP DATE

The contractor should commence work in La Paz, Bolivia on or around January 20,
1992. The estimated period of performance, including the submission of the final report, is
approximately 7 weeks.

VIll. DISBURSEMENT PROCEDURES

This will be a cost-reimbursement contract. USAID/Bolivia reserves the right to
approve the final voucher (representing 20% of the contract amount) before payment is
made to the contractor by AID/W.

IX. LOCATION OF SERVICES

The primary location for consultants’ services will be La Paz, Bolivia with visits to
other Bolivian cities.

LV:7115n
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INFORMACION PERSONAL:

EVALUACION ECONOMICA - M. C .

Nombre del Grupo: C6digo: ..., -
Fecha: DIA .. MES ANO

Nombres: Apellido Paterno:

Apellido Materno o de Casada: Cédigo: ... -
Rama de Actividad: Cédigo: .. .. .

Sec. de Ptmo. K.O.:

PRIMERA PARTE: CALCULO DEL PATRIMONIO O RIQUEZA DE LA MICROEMPRESA

Caja/Banco

Puesto propio

Casa/Terreno

Muebles y enseres

Existencia de mercancias

Carritos/carretillas/triciclos

Movilidades

PNIO:O S LOIN -

Otros

TOTAL ACTIVO

Cuotas por Pagar a PRODEM (K.O.) N® Cuotas

(X)

Cuotas por pagar a PRODEM (K.l.) N® Cuotas

(v)

Préstamos de otras instituciones

S LN~

Otros por pagar

TOTAL PASIVO

TOTAL ACTIVO - PASIVO

SEGUNDA PARTE : CALCULO DEL MOVIMIENTO ECONOMICO MENSUAL DE LA MICROEMPRESA
(Por favor utilizar la pagina adjunta para calcular los ingresos por ventas (V) y las compras (C) mensuales.)

TOTAL INGRESOS POR VENTAS AL MES

1. _Total compras al mes

2. Gastos mensuales en personal

3. Costo mensual en transporte

4. Mantenimiento y Rep. de muebles y enseres

TOTAL COSTOS VARIABLES AL MES

UTILIDAD BRUTA

... Alquiler Puesto

2. .. Alquiler depdsito

[se0essesnvensieccBecersasensarsens Besase e

3...IVA o Régimen Simplificado

4. ..!mpuesto municipal o Sentaje

S. Cuota Sindicato

6...Energia Eléctrica

7. Agua

TOTAL COSTOS FIJOS MENSUALES

TOTAL INGRESOS DISPONIBLES (Utilidad Neta)

(A)

(Xx0)
(Yxi)

(P)

(A-P)

(V)
(C)

(CV)

(UB=V-CV)

(CF)

(UN=UB-C
¥
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Consumo del hogar

artatamatla el TR O e M At

2. Cuota PRODEM Bs. (K.0.)

Cuota PRODEM Bs. (K.I)

3.
4. Compra de maguinaria Y/o equipo
§. Ahomo

TOTAL ASIGNACICN DE INGRESO DISPONIBLE

TOTAL SALDO DISPONIBLE (Utliidad Finai)

RECOMENDACIONES ASESOR:

(0)
(1)

(AD)

( UF:UN"

(N) -

TOTAL PRESTAMO RECOMENDADO

MONTO DE LA cuoTa

PLAZO EN SEMANAS

OBSERVACIONES GENERALES:

NOMBRE DEL ASESOR: _

NOMBRE DEL TRANSCRIPT OR:




BANCO SOL - PRODEM

PRIMERA PARTE : CALCULO DE COMPRAS

HOJA DE CALCULO M.C.

Producto

Cédigo

Ciclo

(R)

Cantidad

Unidad

Precio Unidad

N O e iMoo~

Costo

(Qi)

(Pi)

TOTAL COSTO SEMANAL

Bs.

TOTAL COSTO MENSUAL

Bs.

SEGUNDA PARTE: CALCULO DE VENTAS

. Clclo

Cantidad

Unidad

Precio Unidad

Valor Ventas

O o e WIN -

Tipo de Venta

(§i)
(W)

(Pi)
Vi= (Wi x Pi) x 7/Si

TOTAL VENTAS SEMANALES

TOTAL VENTAS MENSUALES

Bs.

Ci=(Qix Pi) x 7/ Ri
2Ci

(C=2Cix4.2)

2Vi

(V=XVix4.2)

o
w
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BANCO SOLIDARIO 5.A.

BANCO SOL

RESUMEN DE FUENTES DE FINANCIAMIENTO 1992

FUENTES

|MONEDA MONTO MONTO INT, INT. MONTO MONTO
TIPO {000 USS) (000 Bs.) uss Bs. INT. USS INT. Bs.

Caplaciones del Putlico:

- Ahotros Voluntarios (Bs) 159 802 % 20:3 13 121

= Ahotros Compensatotios (Bs.) -1.851 6,998 8% 20¢ 148 1,402
Sub Total 2,011 7.600 161 1.523
Financiamientos a Comprometer:

= PL - 480 (a Transferir) (Bs) 800 3,025 122% 24% o8 726

- ACCION/USAID (USS) 8.000 7.580 1026 22!3 200 1,663

- DEG. (Uss) a.000 3.780 1% 23¢ 110 889

-DPF'S {US3) 1,587 6.000 14% 28% 222 1.560

= DEUDA INTER3ANCARIA (Bs) 434 1.639 1% 30% 78 492
Sub Total™: 5,821 22,004 708 5,310,
TOTAL 7.832 29,604 867 8,833

|Costo Promedio de Capital
-EnUSS 1%
-EnBs. 23%
hCoﬂo Promedio de Capital a Comprometer
- En USS 12%
- EnBs. 24%

¢-1



BANCO SOLIDARIO S.A.

CUADRD 8
. S
CONSOUDADD NACIONAL ESTADO DE RESULTADOS PROYECTADO © 35-Mar.92
LPZELA'STZ
DICBRE ENERO FEBRERO MARZO ABFIL MAYO JUNIO JULIO AGOSTO SEPTBRE OCTBRE NOVBRE DICBRE TOTAL
DETALLE ! MES (BASE) 1992
INGRESOS:
ntereses Ganasos:
- Cavera Oe prestams 0 181 7 A3 37 <78 657 ers 1.C41 1143 1219 1.4 8,128
= Ercaje (] 1 3 3 3 4 s 14 (] ] 10 A H €x
« Ceonilicasos g depositd ] 19 19 0 0 ] ] 0 0 0 0 [ 3
Total miersses ganados 0 m 329 326 350 22 872 88 1,049 1.182 1.33) :.495 €.232
COSTO DE FONDOS:
Ancrios de Oepositarios (-] 2 40 2 a5 58 ke [ £ [ ] 103 143 12¢ 79:
Otras oeudas 8 corio plasd [} [} n 12 1 (S [ 122 15 25 283 -r]
Devra mytt-laterat [} 0 [} ° ] [} ° (-} [ [} ] c [
Deusa v PL-42) ] N [ 3] 81 61 [ 3] 61 [ 3] [ 3] 81 81 [ 3] [ ]
Decos.2s a Piazs Figo 0 0 [ 0 0 [} 0 a7 [ -] 75 82 119 k)
Toal costo de londos -4 [ 3) 1 15 18 137 133 269 322 J99 473 o] o.ves
MARGEN FINANZIERO ] 2 78 212 238 344 489 812 o0 7€3 850 952 8.81%
COSTOS DE OPERACION:
Gasias 00 Aaminigbacion
Gastos de Personal ] [ 1) [ ] 1 104 154 m 259 2¢4 260 22 2.03¢
Se-vtid8 coniraiasos ] 3 k) 3 < 8 n" " " ”" A =
Sezuros ] 0 (] (] 0 ] -] ] ] 0 0 0 c
C t=as: Y ["H ] 10 10 10 " 3 14 19 " 2] 0 2 187
Maniemmienio y reparacionss ° L] . 4 4 4 [ 10 " 10 10 " 0
Oz08 gastos de adm, [} 18 1% 18 F4) 25 2 9 43 4 40 <2 3R
Gastos Ofic:ng NacionaVSue. ] fral 2292 279 n w7 a5 284 fa ) an 20 238 2.998
Depreciazianes y Amornzac. [] o 23 ” 3 a3 a7 83 83 52 4] 1] a8
Vol Gasios de agminiswacion 0 W7 a7 0 a2 538 557 50 es7 s o ess 6,048
Reservas Especiaes 0 ] (] 0 0 [} ° ] ° (] (-} [}
Provision Presiamas Perdidos ] 2 2 2 k] 4 -3 8 [ ] 10 ”" ”? [ 3
Impuesic: Pawimonlo ] A ] 7 F <) =2 @ 80 70 [ ] [ _J [_J [ 1] 83
fmpuestos T, h ] R ] 7 7 7 10 7 " " 3 27 0 15
VA 0 0 [} 0 0 0 ] 0 0 [} ] 0 [}
imouesio 98 ° 1 1 1 ki 2 3 s $ '3 ] ? »
Total impuesios ] =2 25 N N 2] [_] | -] [ L [ 74 101 -1 T2
Imprevisios ] 10 7 Ak} 14 18 72 1 2 2 1 0 A1}
TOTAL GASTOS DE OPERACION 0 are an a8 498 814 “s ™ 780 [ -} 64 83 7.017
UTIUDAD NETA / PERDIDA ] 5N (259) (274) {283) (270) {(158) {158) 1) 39) 93 149 (1.852)}
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BANCO SOLIDARIO SA

CUADRO ¢
CONSOUDADO RACIONAL BALANCE GENERAL PROYECTADO 23,694
LPUELA'SCZ
DICBRE ENERO FEBRERO MAR20 ABRIt, MAYO JUNIO JULD AGOSTO SEPTBRE OCTBRE NOVBRE DICBRE TOTAL
DETALLE / MES (BASE) 192
ACTIVOS:
AZTIVO CORRIENTE:
Ercaie Loz ] a8 481 812 846 t22 [ 1] 138 1.49¢ 1,828 1.2 .0
Electvd on bancos [} 14 139 148 162 F. 11 328 a9 478 [ S+ €33 [ 11
Coectil! de P [} 2.309 0 0 ] 0 [ ] 0 ] -] ]
Tota! Actives Corrientes 0 2.923 89 [11] 708 1.088 1,22 1.798 1.957 2.228 2.028 .27
Cacteras oo Prestamos 0 6.698 6,95 7.426 7.9 13.251 1029 <2474 a.822 27.637 3:.698 .38 l
menos: Frovision de perdidas [] 2 3 [ 7 10 1% Fa N (3] [ 3 [ l
Cartera Neia do Presiamoe 0 €.632 €.950 7.£21 2.9!8 123.22% 1¢ 252 <z 451 e.21t 2£.9%% J:.637 32,322
Aztvos Fios (tieis) (] [} 3,5¢8 4,044 6.8 6.55%8 7.433 8.762 2,227 e.628 .63 £.583
Ca:593 Diferigos (Neto) [} 2,192 2.189 2128 2,002 2.059 2.62% 1.992 1.959 1.928 1892 1,659
TOTAL AZTIVOS 0 11,789 13.293 15.051 15.0€3 22.976 27.098 3L.02) A6.474 39.83) 42 859 £7.58%
PASIVOS:
PASNOS CORRIENTES:
Ar27108 Volunianos ] ] ] 40 [ 3 133 18 258 A 498 82 Q2
Ar.crror Campensaionios ] .30 2.404 2520 2.648 3.979 4532 8.128 8.7 8919 [ X {11 6.998
Oiras ceudas a corio plazo -] ] 1.087 120 w7 1,083 3.041 $.909 6.518 8.521 11,978 12.67¢
Depositos a Piazs Fop -] ] -] ] ] ] ] 2.700 3,320 4,200 8.00) €.
Total Pasivos Corrienies ] 2.300 .40 2.680 3.529 5,198 8.3%3 13.990 15.818 19.048 3. 2¢.879
Pasivos a Largo Piaze:
« Prestamos multiaierales (] [} 0 0 0 [} 0 0 (] 0 [} [}
« Deuda ae PL4B) (vansterids) ] 3.028 3.028 3.02% 3,028 3.028 3.028 3,028 3,028 2.028 3.028 3,028
Total Pasivos 2 Lasgo Plazo ] 3.028 3,028 J.028 3.02% 3,028 J.028 3,028 3,028 3,628 J3.02% 3.028
TJOTAL PASIVOS 0 $.328 6.518 $.708 6.554 8,220 1.3 17,018 18.6£3 22.073 26.988 29.63¢
PATRIMONIO:
Cashal Pagaito ] 6,484 7.0 9.08) 10,200 15,809 17.04 19,487 19,467 19,467 19,487 19,467
Revervas [} ] 0 (] ] ] ] ] ] [ (] 24
Ganancias retenides 0 0 2s57) (13}, @91)  (1.054) I3y () (.en (708)  (1L746)  (1.82¢)
TOTAL PATRIMONIO [-] §.484 6,777 9,348 9.409 14,758 18,711 17,908 17,620 17,759 172,721 17.968
TOTAL PASIVO ¥ PATRMONIO [} 11,789 13.29 18.081 15,963 22.978 27,098 38.003 38,473 39.833 44,639 47,589
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BANCO SOLIDARIO S.A,
-RESUMEN DE RESULTADOS OPERATIVOS

Y FINANCIEROS A DICIEMBRE 1902 (*°)

FECHA NO.CLIENTES CARTERA NUMERO DEUDA JOTAL JOTAL UTILIDAD RSCP
OFICINAS APERTURA ASESORZS |ADICIONAL AHORROS ACTIVOS [(PERDIDA)
San Pedre 10de Fab 7,484 8.429 ¥ 12 2858
Quarita 10 de Fed 3,378 §.482 n 1472
Vila Fatima 1 de Mayo ARE)] 838 [ ] 84
€1 Cruoe 1de Julle 1,514 07 [ ] 88
Sub Total La Paz 13,484 15,138 R 0.994 4437 21,020 (s3e) -9
Cap. Belian 1 4o Junlo 8,858 6.011 12 1568
Vitta Bolivy 1de Jule 1.2 1.830 [ 187
Sud Total El Aho 1,777 7,841 7 2020 1726 10,118 (250) -4 g
Casco Vieio 1das Agosto 6,181 9,553 Fil 139
ta Ramada 1 de Agoso 1,388 1,054 k] 128
Sud Totwa) Santa Cruz 7,810 11,497 E.] 10,902 1,438 15,8614 “on) -12%
TOTAL GENERAL (EN 000 8s.) 20,717 34,288 n 22,004 7,508 47,59 (1,503) ~2%
TOTAL GENERAL (00 USS) 0,007 s.021 2,010 12,584 Q)
** Rafis]a Proyecci glonales que incluyen la prestiacion de servicios de

ecredho para la inversion en activos Kijos.

9-1



CONSOLIDADO NACIONAL PROYECCION DE OPERACIONES CUADRO 1
LPUELANISCZ 27-Mar-82
DIC /0t ENERO FEBRERO WAR20 ABRIL MAYO JUNIO JULIO AGOSTO SEPTBRE OCTBRE NOVBRE DiCBRS TOTAL
CONCEPTO/ MES (BASE) 1992

CLIENTES NUEVOS (PERSONAS) [} 240 333 308 398 758 32 1.632 1.008 1.448 1,427 1.261 0.228
% CRECIMIENTO ay 4% 45 [ £ % [ 19 4% % % £y

CUENTES RETIRADOS (PERSONAS) -] 140 140 182 22 352 27 J7¢ 467 35 393 422 228
% BESERCION 2% 2% 3% a8 1% 2% 1.9% 1.3% 1.8% .47
CUENTES (PTMO, ACTIVO) -] 8,5C0 0.690 2,893 0.387 15.2¢8 1.2 25.118 25.743 20,854 <7.888 a8.77?

TOTAL DESEMBOLSADO (Be. 000) 0.00 2.148.00 2.620.08 293500 3.222.00 9.753.00  7.063.75 13,78.48 $.74%,10 11.061.68 1364889 13,33:.63 | £7.223.38

TOTAL RECUPERACION (Bs. 000) v.00 2,448,118 232278 243200 2.€37.00 4.491.00 4.£2200 2.951.02 7.320.04 7.088.72 8.995.18  10.£35.0% ] 61,6561
CARTERAACTIVA  (Be. 000) 0.00 8.898.00 6.953.28 7.426.28  7,991.25 13.251.25 16.430.00 2247363 23.841.69 27.036.65 31,885.18 34,3839

AHORRO VOLUNTARIO

No. DE CLIENTES (PERSONAS) [} -] -] 269 NoO 218 469 ey [ 2] ] " 983 .ce $.933

AHORADS CAPTADOS EN EL MES (Bs.009) 0.00 0.09 0.00 39.51 43.93 43.80 gn 63.72 72,37 81.12 91.68 16311 8:2.10
AHDRADS ACUMULADOS  (Bs.020) [] 0.00 0.00 0.00 39.81 83.74 133.3¢ e ‘252,83 32748 a03.32 $C2.00 [ SR H]

AHORRO - OBLIGATORIO

AHORROS CAPTADOS EN EL MES (84.009) 0.00  2,320.00 104,00 116.00 128.00  1,331.00 253.00 154.00 352.00 4£3.00 8468.00 83300) €.993.00

AHORROS ACUMULADOS  (Be. 000) 0.00 0.00  2.200.00 2.434.00 2.520.00 2.643.00 3.970.00 4.232.00 8.120.00 £$.470.00 £.910.00 §.46500 0.993.00
PERSONAL

¢ ASESORES ] ] <) 2 24 28 as L) ke ] n ke ] 73 n
# OTROS EMPLEALOS -] -] i} 28 2 b4 L+ 47 [ ; ] [} 0 T 70
TOTAL PERSONAL [} [] a4 a4 a8 {13 | H o8 142 142 143 143 103
cnm'.g Fromeda/Chente 0.79 0.80 0.84 0.08 0.87 0.90 0.8 0.9 1.01 .4 1.19
Ciiontes Actvos / asesor de cred. 370 are mn kS 82 n M4 353 08 N2 ;4
Canera Activa/ asesor ¢e cred, 291 3N 309 08 331 35 308 27 are 4 471
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GEMINI PUBLICATION SERIES

GEMINI Working Papers:

1. "Growth and Equity through Microenterprise Investments and Institutions Project (GEMINI):
Overview of the Project and Implementation Plan, October 1, 1989-September 30, 1990." GEMINI
Working Paper No. 1. December 1989. [not for geaeral circulation]

*2. "The Dynamics of Small-Scale Industry in Africa and the Role of Policy." Carl Liedholm.
GEMINI Working Paper No. 2. January 1990. $5.50

3. "Prospects for Enhancing the Performance of Micro- and Small-Scale Nonfarm Enterprises in Niger."
Donald C. Mead, Thomas Dichter, Yacob Fisseha, and Steven Haggblade. GEMINI Working Paper
No. 3. February 1990. $6.00

4. "Agenda Paper: Seminar on the Private Sector in the Sahel, Abidjan, July 1990." William Grant.
GEMINI Working Paper No. 4. August 1990. $3.00

*5. "Gender and the Growth and Dynamics of Microenterprises.” Jeanne Downing. GEMINI Working
Paper No. 5. October 1990. $10.50

6. "Banking on the Rural Poor in Malaysia: Project Ikhtiar." David Lucock. GEMINI Working Paper
No. 6. October 1990. $3.30

7. "Options for Updating ASkARIES." Larry Reed. GEMINI Working Paper No. 7. October 1990,
$3.50

*8. “Technology — The Key to Increasing the Productivity of Microenterprises.” Andy Jeans, Eric
Hyman, and Mike O’Donnell. GEMINI Working Paper No. 8. November 1990. $3.60

9. "Lesotho Small and Microenterprise Strategy — Phase II: Subsector Analysis.” Bill Grant. GEMINI
Working Paper No. 9. November 1990. $15.50.

*10. "A Subsector Approach to Small Enterprise Promotion and Research.” James J. Boomgard,
Stephen P. Davies, Steven J. Haggblade, and Donald C. Mead. GEMINI Working Paper No. 10.
January 1991. $3.10

11. "Data Collection Strategies for Small-Scale Industry Surveys.” Carl Liedholm. GEMINI Working
Paper No. 11. January 1991. $1.30.

12. "Dynamics of Microenterprises: Research Issues and Approaches.” Carl Liedholm and Donald C.
Mead. GEMINI Working Paper No. 12. January 1991. $6.50.

13. “Dynamics of Microenterprises: Research Priorities and Research Plan.” Carl Liedholm and
Donald C. Mead. GEMINI Working Paper No. 13. August 1990. [not for general circulation)

*Publications of general interest



14. “"Review of Year One Activities (October 1, 1989 to September 30, 1990) and Year Two Work Plan
(October 1 to November 30, 1990)." GEMINI Working Paper No. 14. January 1991. [not for general
circulation]

*15. "The Process of Institutional Development: Assisting Small Enterprise Institutions to Become More
Effective.” Elaine Edgcomb and James Cawley. GEMINI Working Paper No. 15. February 1991,
$9.70.

16. "Baseline Surveys of Micro and Small Enterprises: An Overview." Donald C. Mead, Yacob
Fisseha, and Michael McPherson. GEMINI Working Paper No. 16. March 1991. $2.60.

17. "Kenya: Kibera’s Small Enterprise Sector — Baseline Survey Report.” Joan Parker and C. Aleke
Dondo. GEMINI Working Paper No. 17. April 1991. $6.40.

*18. "A Financial Systems Approach to Microenterprises.” Elisabeth Rhyne and Maria Otero. GEMINI
Working Paper No. 18. April 1991. $3.00.

*19. "Agriculture, Rural Labor Markets, and the Evolution of the Rural Nonfarm Economy." Steve
Haggblade and Carl Liedholm. GEMINI Working Paper No. 19. May 1991. $2.50.

*20. "The Microenterprise Finance Institutions of Indonesia and Their Implications for Donors."
Elisabeth Rhyne. GEMINI Working Paper No. 20. June 1991. $3.40.

21. "Microenterprise Growth Dynamics in the Dominican Republic: The ADEMI Case.” Frank F.,
Rubio. GEMINI Working Paper No. 21. June 1991. $3.10.

*22. *Credit Unions: A Formal Sector Alternative for Financing Microenterprise Development.” John
H. Magill. GEMINI Working Paper No. 22. September 1991. $3.80.

23. "A Proposed Subsector-Based Monitoring and Evaluation System for CARE/Thailand’s Silk
Promotion Efforts.” Steven Haggblade. GEMINI Working paper No. 23. September 1991. $3.60.

24. "Steps to the Creation of a Viable Financial Institution for Microenterprise Development in the
Philippines: Notes on a Process for the Staff and Board of Tulay sa Pag-Unlad, Inc." Doug Salloum
and Nan Borton. GEMINI Working Paper No. 24. November 1991. $2.00.

*25. "Village Banking: A Cross-Country Study of a Community-Based Lending Methodology.” Sharon
L. Holt. GEMINI Working Paper No. 25. December 1991. $12.60.

26. "Dynamics of Small- and Micro-scale Enterprises and the Evolving Role of Finance." Carl
Liedholm. GEMINI Working Paper No. 26. December 1991. $3.00.

*27. "Opportunities for Intervention in Thailand’s Silk Subsector.” Steven Haggblade and Nick Ritchie.
GEMINI Working Paper No. 27. January 1992, $3.20.

*28. "Apex Study of the Asociacion de Grupos Solidarios de Colombia.” Arelis Gomez Alfonso, with

Nan Borton and Carlos Castello. GEMINI Working Paper No. 28. April 1992. $4.60. [See Technical
Reports No. 36 and No. 39 for apex studies in Senegal and Thailand.]
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29. "The Subsector Methodology, A Field Orientation for CARE/Egypt, January 20-February 7, 1992."
William Grant. GEMINI Working Paper No. 29. April 1992,

30.  "'Poverty Lending’ and Microenterprise Development: A Clarification of the Issues.” Mohini
Malhotra. GEMINI Working Paper No. 30. May 1992,

GEMINI Technical Reports:

1. "Jamaica Microenterprise Development Project: Technical, Administrative, Economic, and Financial
Analyses." Paul Guenette, Surendra K. Gupta, Katherine Stearns, and James Boomgard. GEMINI
Technical Report No. 1. June 1990. [not for general circulation]

2. “Bangladesh Women's Enterprise Development Project: PID Excerpts and Background Papers.”
Shari Berenbach, Katherine Stearns, and Syed M. Hashemi. GEMINI Technical Report No. 2. October
1990. $13.00

3. "Maroc: Conception d’une Enquéte pour une Etude du Secteur Informel.” Eric R. Nelson and
Housni El Ghazi. GEMINI Technical Report No. 3. November 1990, $12.50

4. "Small Enterprise Assistance Project II in the Eastern Caribbean: Project Paper.” James Cotter,
Bruce Tippet, and Danielle Heinen. GEMINI Technical Report No. 4. October 1990. [not for general
circulation]

S. “Technical Assessment: Rural Small-Scale Enterprise Pilot Credit Activity in Egypt.” John W.
Gardner and Jack E. Proctor. GEMINI Technical Report No. 5. October 1990. $4.00

*6. "Developing Financial Services for Microenterprises: An Evaluation of USAID Assistance to the
BRI Unit Desa System in Indonesia.” James J. Boomgard and Kenneth J. Angell. GEMINI Technical
Report No. 6. October 1990. $9.00

7. "A Review of the Indigenous Small Scale Enterprises Sector in Swaziland.” David A. Schrier.
GEMINI Technical Report No. 7. October 1990, [not for general circulation]

8. "Ecuador Micro-Enterprise Sector Assessment: Summary Report.” John H. Magill and Donald A.
Swanson. GEMINI Technical Report No. 8. April 1991. $10.20.

9. “Ecuador Micro-Enterprise Sector Assessment: Financial Markets and the Micro- and Small-scale
Enterprise Sector.” Richard Meyer, John Porges, Martha Rose, and Jean Gilson. GEMINI Technical
Report No. 9. March 1991. $16.00

10. "Ecuador Micro-Enterprise Sector Assessment: Policy Framework." Bruce H. Herrick, Gustavo
A. Marquez, and Joseph F. Burke. GEMINI Technical Report No. 10. March 1991. $11.30

11. "Ecuador Micro-Enterprise Sector Assessment: Institutional Analysis.” Peter H. Fraser, Arelis
Gomez Alfonso, Miguel A. Rivarola, Donald A. Swanson, and Fernando Cruz-Villalba, GEMINI
Technical Report No. 11. March 1991. $25.00



12, *Ecuador Micro-Enterprise Sector Assessment: Key Characteristics of the Micro-Enterprise Sector. "
John H. Magill, Robert Blaney, Joseph F. Burke, Rae Blumberg, and Jennifer Santer. GEMINI
Technical Report No. 12. March 1991. $19.60

13. "A Monitoring and Evaluation System for Peace Corps’ Small Business Development Program.”
David M. Callihan. GEMINI Technical Report No. 13. [not available for general circulation)

14. °Small-Scale Enterprises in Lesotho: Summary of a Country-Wide Survey.” Yacob Fisseha.
GEMINI Technical Report No. 14. February 1991. $6.40

*15. "An Evaluation of the Institutional Aspects of Financial Institutions Development Project, Phase
I in Indonesia.” John F. Gadway, Tantri M. H. Gadway, and Jacob Sardi. GEMINI Technical Report
No. 15. March 1991. $8.80

*16. “"Small-Scale Enterprises in Mamelodi and Kwazakhele Townships, South Africa: Survey
Findings." Carl Liedholm and Michael A. McPherson. GEMINI Technical Report No. 16. March 1991.
$4.60.

17. "Growth and Change in Malawi’s Small and Medium Enterprise Sector.” Michael A. McPherson.
GEMINI Technical Report No. 17. June 1991. $2.20.

18. “Burkina Faso Microenterprise Sector Assessment and Strategy.” William Grant, Matthew Gamser,
Jim Herne, Karen McKay, Abdoulaye Sow, and Sibry Jean-Marie Tapsoba. GEMINI Technical Report
No. 18. August 1991. Volume One, Main Report, $7.60; Volume Two, Annexes, $14.20.

*19. "Womea in the BPD and Unit Desa Financial Services Programs: Lessons from Two Impact
Studies in Indonesia.” Sharon L. Holt. GEMINI Technical Report No. 19. September 1991. $3.80.

20. "Mali Microenterprise Sector Assessment and Strategy.” William Grant, Kim Aldridge, James Bell,
Ann Duval, Maria Keita, and Steve Haggblade. GEMINI Technical Report No. 20. Volume One, Main
Report, $6.70; Volume Two, Annexcs, $13.00.

21. "A Microenterprise Sector Assessment and Development Strategy for A.L.D. in Zambia." Eric L.
Hyman, Robert Strauss, and Richard Crayne. GEMINI Technical Report No. 21. November 1991,
$10.00.

22. "Bangladesh: Women’s Enterprise Development Project Paper.” GEMINI Technical Report No.
22. August 1991. [not for general circulation]

23. "Peru: Small Business and Employment Expansion Project Paper.” GEMINI Technical Report No.
23. November 1991. [not for general circulation)

24. "A Country-wide Study of Small-Scale Enterprises in Swaziland." Yacob Fisseha and Michael A,
McPherson. GEMINI Technical Report No. 24. December 1991. $5.40.

*25. "Micro and Small-Scale Enterprises in Zimbabwe; Results of a Country-wide Survey.” Michael
A. McPherson. GEMINI Technical Report No. 25. December 1991. $5.00.



26. "The Development Impact of Financing the Smallest Enterprises in Indonesia.” GEMINI Technical
Report No. 26. January 1992. [not for general circulation]

27. "Midterm Evaluation of the ASEPADE Component of the Small Business II Project, Honduras."
Arelis Gomez Alfonso, Wesley Boles, and Donald L. Richardson, GEMINI Technical Report No. 27.
February 1992. $5.80. Also available in Spanish.

28. "Midterm Evaluation of the ANDI/PYME Component of the Small Business II Project, Honduras. "
Arelis Gomez Alfonso, Wesley Boles, and Donald L. Richardson, GEMINI Technical Report No. 28.
February 1992. $6.60. Also available in Spanish.

29. “The Role of Financial Institutions in the Promotiou of Micro and Small Enterprises in Burkina
Faso." John McKenzie. GEMINI Technical Report No. 29. February 1992. $10.40.

30. "Small and Micro Enterprise Development Project No. 262-0212, Egypt. Midterm Evaluation."
Katherine Stearns. GEMINI Technical Report No. 30. March 1992. $7.60.

31. "A Review of the Prospects for Rural Financial Development in Bolivia.” James J. Boomgard,
James Kern, Calvin Miller, and Richard H. Pattern. GEMINI Technical Report No. 31. March 1992.
$4.60.

32. "The Role of Private Sector Advocacy Groups in the Sahel.” William Grant. GEMINI Technical
Report No. 32, March 1992, $2.40.

*33. "Access to Credit for Poor Women: A Scale-up Study of Projects Carried Out by Freedom from
Hunger in Mali and Ghana.” Jeffrey Ashe, Madeline Hirschland, Jill Burnett, Kathleen Stack, Marcy
Eiland, and Mark Gizzi. GEMINI Technical Report No. 33. March 1992. $11.80.

*34. "Egyptian Women and Microenterprise: the Invisible Entrepreneurs.” C. Jean Weidemann.
GEMINI Technical Report No. 34. March 1992. $11.20.

*35. "A Pre-Project Identification Document Analysis of the Lesotho Agricultural Enterprise Initiatives
Project.” Mike Bess, Don Heary, Donald Mead, and Eugene Miller. GEMINI Technical Report No.
35. April 1992. $20.00.

36. "Apex Study of the Small Enteprprise Development Program of Catholic Relief Services, Senegal."
Arelis Gomez Alfonso. GEMINI Technical Report No. 36. May 1992. $3.00.

37. “The Private Operators’ Perspective on an Agenda for Action,” Dakar, Senegal, November 22-
25, 1991. A Seminar on the Private Sector in West Africa. Organized by the Senegalese National
. Employers’ Union (CNP), the Club du Sahel, CILSS and USAID. GEMINI Technical Report No. 37.
May 1992. $7.00.

38. "Background Documents to the Seminar on the Private Sector in West Africa," Dakar, Senegal.
November 22-25, 1991. Technical Report No. 38. May 1992, $5.00.

39. "Apex Study of the Smail Enterprise Development Program of Catholic Relief Services, Thailand."”
Arelis Gomez Alfonso. GEMINI Technical Report No. 39. May 1992, $3.20.



40. "Study of Informal Cross-border Trade, Poland.” SMG-KRC/Poland. GEMINI Technical Report
No. 40. May 1992. $3.60.

41. "Study of the Informal Commercial Sector, Poland." SMG/KRC Poland. GEMINI Technical
Report No. 41. May 1992. $3.20

42, “Evaluation of the Micro and Small Enterprise Development Project (MSED) in Bolivia."
William Fisher, Jeffrey Poyo, and Ann Beasley. GEMINI Technical Report No. 42. June 1992,
$10.60.

43. "Analysis of Funding Mechanisms for the Small and Micro Enterprise Development Project, Egypt.”
Keaneth J. Angell and John M. Porges. GEMINI Technical Report No. 43. June 1992. $3.80.
Technical Notes:

Financial Assistance to Microenterprise Section:

*1. Series Notebook: Tools for Microenterprise Programs (a three-ring binder, 1 1/2 inches in diameter,
for organizing technical notes and training materials) and "Methods for Managing Delinquency" by
Katherine Stearns. $7.50. Also available in Spanish.

*2. "Interest Rates and Self-Sufficiency.” Katherine Stearns. $6.50. Available in English and Spanish.

Nonfinancial Assistance to Microenterprise Section:

*1. "A Field Manual for Subsector Practitioners.” Steven S. Haggblade and Matthew Gamser. $4.65.
Also available in French.

Special Publications:

*1. "Training Resources for Small Enterprise Development.” Small Enterprise Education and Promotion
Network. Special Publication No. 1. 1990. $9.00

*2. Financial Management of Micro-Credit Programs: A Guidebook for NGOs. Robert Peck Christen.
ACCION International. Special Publication No. 2. 1990. $19.00

*3. The ADEMI Approach to Microenterprise Credit. A. Christopher Lewin. Special Publication No.
3. 1991. $15.00

Copies of publications available for circulation can be obtained by sending a check or a draft drawn on
a U.S. bank to the DAI/GEMINI Publications Series, Development Alternatives, Inc., 7250 Woodmont
Avenue, Bethesda, MD 20814, U.S.A.
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