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I. EXECTjTIVE SU~~AR.Y 

Introduction. In accorcance with the evaluation plan of 

the I.faitian Development Foundation ope (~ 521-0118), the first 

annual evaluation was undertaken during the months of May, June 

and July 1980. ~he evaluation was a collaborative effort of 

the USAln/Hait:i.. r.valuation O.cfice, the Haitian Developmen-:. 

Foundation (HDF) and representatives of the Pan ftsnerican 

Develo~ment Foundation (PADF) ruld Partnership for Productivity 

(PFO) • 

~lthouqh the HOP had been in existence for about one year 

at the time of the evaluation, a large ~art of that time was 

invol vee. in the nor.nal problems of ge tting a new organization 

started.. 'I'he e,,"aluation thl1s focussed on the processes being 

esta~lished to ~romote institutional cevelopment and to man-

age the opera~ions of a nascent organization. A systematic 

review of the ~roject as a w~ole was undertaken, relating 

proqram content to finances and management. Existing docu-

men tation was usee and nllii'el'OUS interviews ",'ere mace ... Ti th 

;ne!".bers of t!1e Soard of Directors, the flOF staff, the animateur!': 

and a rancom selection of clients. 

It is the sincere hope of tr.e evaludtion team that all 

these ir.vol vec. in __ he evaluation vie'''' it not as overbearing 
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scrutiny that comes too soon, but rather as a programming tool 

that icentifies accomplishements to date and usefully highlights 

~roductive paths that may be choser. to follow in the future. 
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Summary cf Achievements. The following is a eurnmary or 

accomplishment. of the major objectives and targets of the 

HOF croject as outlined in the project description of the 

O!=,erational Pr09ram Grant: 

l~ Animateurs Pecruited and ~rained. Eight animateurs were 

to be recruited and lJrovid,::d three months of training. 

Eight candidates were in fact selected and given four 

mon t.J,s of t::aining including field survey experience with 

~otential clients. Some retraining would be helpful to 

better rE~late technical assistance to evclving loan policies 

and procedures, and to incorporate lessons learned in the 

evaluation. This retraining has in fact already been done 

PFP donated three weeks of 

con!3ul tant' s time for this purpose. 

2- Clients Assisted. The HOF animateurs were supposed to 

select and provide assistance to l.6 clients during the 

first year. As of June 30, 1980 the anirnateurs had visited 

a total of 184 businesses and had selected and provided 

up to six months of technical assistance to a total of 89 
= 

act.ive clients. 

3- Funds Raised Locallv. HOF was to raise ~38,OOO locally 

with the assistance or P~OF. As of June 30, 1980 it had 

ra~~~c ~~3,231 at a cost of ;3Q,883. Despite the apparent 

high cost, the fund raising effort reflects favorably on 
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HOF staff perforn':.nce, since the technical assistance 

which was to be p=ovided by PADF under the OPG was not 

forthcoming during the evaluation period. Analysis of 

income and expenses appears in another section of this 

report. 

4- Staff Traininq. It was originally planned that the 

anirnateur supervisor and the loan officer would participate 

in the training organized by PFP. This unfortunately did 

not hapoen. The loan officer was not hired until the end 

of the traininq. On that score the training was incomplete 

during the regular training session. However, PAOF arranged 

for s~~ial training to be offered individually by dispatching 

to Haiti a Credit Officer from the Costa Rican Development 

Four.dation who worked \ofith the incumbent Credit Officer. 

The designated animateur supervisor attended the training, 

but \ofaS later found inappropriate for the position. One 

of the animateurs was found better suited and was promoted 

to suoervisor. Subsequent PFP training should prepare the 

incumbent supervisor to assume an expanded role as animateur 

trainer. 

5- Traininq Haterials. ;.. complete set of ex¢er',ises and 

lecture summaries is in the hands of HDF. Additions and 
a 

=evisions \ofill be made, anc/\ complete curriculum added. 
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6- Reoortinq System. Forms have been designed and are now in 

use insuring control, information, and data collection on 

both the clients and the animateur~ The various reports 

and control forms are described in detail elsewhere in 

this report. 

7- Financial Manaqement Training. Assistance was given and 

was followed on target. 

8- Fund Raising Assistance. AS already noted, fund raising 

assistance was informal, and did not meet expectations of 

HDF Board and Staff. 

9- Evaluation. Accomplished herein as planned. 

10- Deve100 and Imolement Credit Policies and Procedures. An 

initial set of policies and procedures were developed and 

implemented. It appeared however that a bottleneck might 

develop if they were followed literally in all cases. To 

obviate this situation, t.he Board authorized implementation 

of intangible assets cri t.eria for marginal clients, and 

authorized direct approval by the ~xecutive Director of 

loans up to $750. There have also been continuous adjustments 

to loan procedures such as streamlining of the dossiers 

pre~ared by the loan officer for submission to the Board, 

and the adoption of a sta.ndardized format for decision of 

.the Credit Committee. The!;e are discussed further below. 
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SUMmary of Recommendations. The following major recom­

mendations are keyed to analysis contained in this report. 

Detailed discussion of each recomreendation can be found on the 

oage indicated. 

Recommendation ~ 1 

HDF/PADF should review OP~ targets and prepare a revised 

implementation plan. (page 12) 

Recommendation # 2 

The free, intensive training given by the animateurs to the 

client should be fixed at about 4 months (120 days). If, after 

that period, a client wants to avail himself of continued 

technical service, he will be charged a fee to be determined 

bv the Board of Directors. This is to control costs as well 

as provide an incentive for the client to use the service 

effectivelv. (page 25 ) 

Recommendation ! 3 

Standards for client selection, should be prepared by HDF 

management. ~vi thin the framework of these criteria, the 

animateur~ should he given greater discretion in the selection 

of clients. (page 26 ) 

Pecn~mendation ~ 4 

Loan re~ulations and procedures should be amended to emphasize 

intangible criteria, employment and income generation and 
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potential contribution of the project to the area ecomomy. 

Greater Flexibility should be given to the loan officers 

and Credit Committee to extend non-secured loans at reasonable 

risk. (page 46) 

Recommendation ~ 5 

The $750 approval ceiling autllorized to the Executive Director 

should be raised to $1,500 vii th discretionary authority retained 

by the Credit Committee to review all loans at any stage of 

the approval/dishursement/collection process. This will reduce 

the burden on the Credi t Co'runi ttee and thereby facilitate the 

timely processing of loan app11ccttions. (page 46) 

Recommendation 4 6 

Three documents presently used for maJdng a loan request, (see Annex F) 

should be reduced to blO, eliminatinq "Presentation de Demande 

de nr@t~ (page 46). 

Pecommendation # 7 

The by -laws should be amended to give the Executive Director 

authoritv to select, hire and fire all HDF staff, subject to 

review by the Executuve Committee. (page 54) 

Recommendation ~ 8 

All nosi tions should luwe a job ~escription for purposes of 

recruiting and evaluation. (oage 54) 
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Recommendation ~ 9 

The HDF staff and Board should do a detailed analysis of 'the 

cost and expected income of various fund ra~sing alternatives 

~'Ii th assistance from PADF as called for in the OPG. (page 70 ) 

Recommendation ! 10 

A monthly breakdmm of income and expenditures should be 

prepared and used to project budgetary shortfall and fund 

raising reauirements. (page 71 ) 
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II. PROJECT BACK(;POLrnD AND DESCP.IPTION 

A. PROJEC'!' 9ACKG"ROtTND 

The Haitian Develo~ment Foundation (HDF) grew out of a 

concern on the part of members of the private sector in Haiti 

for the small entrepreneur whose productivity is limited by a 

lack of simple management skj.lis and access to institutional 

credit. 

A group of prominent Haitian businessmen contacted the 

Pan American Develo?ment Foundation (PADF), a non-~rofit, private 

voltmtary organization, to request assistance in the promotion 

and orqanization of a National Develooment Foundation. Similar 

Foundations,established by PADF th~oughout Latin America and 

the Caribbean, have been instrumental in stimulating involve-

rnent of the private sector, especially the business cornrnunitYf 

in initiatives that involve the poor in self development efforts. 

In 1978 a proposal for financing t.~e establishment of the 

HDF was submitted by PADF to USAID/Haiti. Following preparation 

of the 9v-LaHS !/ an agreement (OPr, it 521-0118), was signed 

(M2Y 21, 1979) authorizing a grant of S495,OOO to PADF for a 

tHo-year project. Disbursement of funds was cont~ant upon 

publication of a decree acceptarle to AID, 

.!/ l\nne =< .,. .• 



- 10 -

in the official gazette of the Haitian Government, /I Le Moni t~ur" 

recognizing the HDF as a pub:':'c service corporation authorized 

to extend credi t and tE:chnical assistance to small businessfllen 

throughout Hai ti . Tr:'::i Clcti.on was taken on June II, 1979 Y 

In order to exeCUL~ the project, short-term technical 

assista:lce was to be ?rovided ~")y PADF (1) to help the HDF 

Board of Directors recruit qualified persor . .-.el including the 

Executive Director and ~enior Loan Officer, (2) help the HDF 

staff organi ze a;1d manage the loan funds i:l",d supervised credit 

programs, (3) el:able the HDF staff to develop ,md implement 

a fu~d raising program to secure the require~ contributions 

to the loan fund and other costs, and to dev;lo? a 3upport 

base for long-term continmus financial support, and (4) to work 

wi th the HDF sta:;f to establi::h financial, accounting, control, 

and collect~on systems as well as auditing frocedures. 

Partnership for Productivity (PFP) was selected as a sub­

contractor to provide the service of a business survey specialist 

to help identify \oJork sites for. animateurs and he.'p the staff, 

primarily the animateurs, to : :~~ntify small micro-business clients 

and gather information on small businesses. PFP was also entrusted 

to furnish training to the animateur supervisors and eight 

animateurs selected to serve after their training as promoters 

~I Annex B. 
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~tcl management consultants to clients with whom they would work. 

The dat.:l used to design the ?roject stemred from a survey 

of small business in Halti, financed in 1979 by USAIO and 

made by Michigan State University and the PRAG~~ Corporation. 

B, Pro;ect Descrintion and ~evised Targets 

Goal and Purpose of the Project. The goal to which 

t~is oroject cont~ibutes is to increase 

the income and productivity of. small, privately owned businesses 

in Haiti, starting with the Port-au-Prince area,and to improve 

employment opportunities for the rural poor. Article 4 of the 

Foundation's charter makes it clear that its main 

objecti ve is to help the poor majority in its search for honest· 

sourcesof income, to raise its living standards, and facilitate 

its integration a~: a useful and productive element of the com­

munity. 

'rhe purpose of this pro ject is to establish in Haiti a 

"Hai tian Oevelopement Foundation" (HOF) to help meet technical 

assistance and credit needs for the small business sector and 

other income producing groups in the Port-au-Prince area, and 

eventually in other Haitian communities. The sub-purposes are 

(1) to strengthen the managerial and operational efficiency of 

the HOF, and (2) to establish a supervised credit program 

~rcviding techr.ical assistance and loan funds to small businessmen. 
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The project will enable small businesses and groups to expand 

current operations or start new activities. The HDF will pro-

vide a source of credit for small businessmen who are largely 

without access to credit from established financial institutions. 

Most of the businessmen own and operate small stores, tailor 

shop~, blar.ksmith shops, or similar enterprises. Based upon 

the experience gained in the Port-au-Prince area durinq the 

initial project period, the HDF will expand the project in other 

areas. 

End - of -Project Status and Outputs (Target Revision). 

Al~~oUQh the qoal and pur~ose of the project remain 

unchanged, the targe~cited in the OPG concerning the number of 

animateurs to be trained, the n~ber of clients to be assisted, 

growth in the dollar value of the loan portfolio and the sched-

ule and amount of matching funds to be raised by HDF/PADF need 

to be ad~usted to reflect more realistic expectations of accom-

plishment for ~~e remainder of the project. 
PADF,FFP, and USAID 

It is recommended that the HD~"review these targets and 

prepare a revised implementation clan ~Thich projects reasonable 

expectations with respect to the above progress indicators. 

(Recommendation # 1 ) 
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As a result of this evaluation the following targets are 

suggested for HDF/PADF review: 

Seven additional animateurs will have been trained and 

the original six retrained for a total of 13 animateurs in 

operation in Port-au-Prince by the end of the project (5/20/92). 

The timing for the recruitment and training of rh~ additional 

group of anirnateurs depends u?on budgetary availabilities. 

However, there is a general consensus that this should be 

accomplished as soon as possible. 

The target for the number of clients assisted is of course 

dependent upon the timing of the recruitment and training of the 

additional animateurs and increased productivity of the original 

six. Assuming that the new group is hired in January 1981, 

is given three months of formal training and is on the job by 

April 1931, and assuming that each will be able to deal with a 
(Table I) 

maximum of 45 clients per year, ~he following scenariovcould 

be projected based upon actual perfo~ance during the first 

year of ooeration. 
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::.!!Z t 
-;-r.- - - ... -::., 1'\ .... .. , ._- ...... ... 

Actual Performance and projectediTarqets 

Animateurs Trained: 
(Cumulat ive) 

HDF Clients be"ing 
Assisted: (Cumulative) 

Number of loans: (Additive) 
- Disbursed 
- In Process 

Percentage of Clients: 
- Loars Disbursed 
- Loans In Process 

Total Value of Loans ($): 
(Additive) 

- Disbursed 
- In Process 

Average Loan ($): 
- Disbur;sed 

1 

(5/80) 

Actual Y 

6 

89 

10 
22 

11 
25 

18,168 
59,051 

1817 

Years 
(ending dates) 

2 

(5/81) 

Projected 

13 

270 Y 

70 !I 

25 

140,000 V 

2000 

3 

(5/82) 

Projected 

13 

585 .Y 

290 

50 

580,000 

2000 

Y 'Il1ese actual figures _resent six rronths of on-the-job activity by the 
animateu:r:s 4 

Y As of 5/ 81 it is assured that the nel< _ of aniJna""urs have been trained 
but have not yet had tire to develC1? a client>!le. 'ft!US 270 represents the 
maxiJ!un client ""rKlOad (45) achieved by the initial six anilna""urs onlv. 
(45 x 6 =270) 

Y '!his renresents a rr.ax:iJTun'loOrkload for 13 aniInateurs Le., 45 clien"U x 13 
aniJna""urs' 585 • 

!I It is assured that sinoe only 10 of 89 or lU of the clients acfual.l.y hod 
loans disbursed to them at the titre of the evaluation, the n1.J'l'ber of 
disbursed loans on an annual b2.sis lox>uld be about cbJble or 25% of total 
.client .\,<u:l--.load. (220' 25% ; ·67.5 J rounded to 70) 

Y 70 loarsdisbursed x S2000 average loan size = $140,000. 
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The cost of the project is estimated at $715,700 inc1udir. 

$495,000 from the Grant and $220,700 from HDF supporters and 

Pan American Development Foundation. The disbursement schedule is: 

DISBURSEMENT SCHEDULE 

Source Year 

1 2 3 Total 

AID $203,800 $208,700 $ 82,500 $495,000 

HDF 18,300 47,100 117,800 183,200 

PADF 11,000 20,000 6,500 37,500 

Total $233,100 $275,800 $206,800 $715,700 
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The AID Grant, and the HDF/PADF will finance the following items: 

COST SUMMARY 

(US.$) 
Source 

Category AID HDF/PADF Total 

Training '16,700 4,900 21,600 

Commodities 10,600 3,400 14,000 

Operating r.osts 89,200 137,400 226,600 

Technical Assistance 228,500 228,500 

Loan Fund 150,000 75,000 225,000 

Total 495,000 220,700 715,700 

The local support group, the HDF Executive Director, and 

the PADF ''Iill be responsible for raising $183,200 from local 

and international supporters over a three year period. Under 

the terms of the OPG, PADF will agree to finance the local 

contribution if fund raising activitids fail to raise the 

required funds. Initially the PADF "rill lend the HDF loan 

funds $37,500 for up to 20 years at a minimum 5!% interest rate. 

Required 
Amount 

HDF FUND RAISING SCHEDULE 

Year 1 Year 2 

$18,300 $47,000 

Year 3 Total 

$111,300 $183,200 
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AssumDtions. The project has two fundamental assumptions: 

a) The HDF will be able to raise funds to finance its 

contribution to the project. The HDF contributes 

approximately 57% of the oparating costs in the 

third year. In addition, the ratio of HOF support 

to the Loan Fun·} will he $1.00 for every $2.00 

contributed by AID up to a total HOF/PADF contribution 

of $75,000 and an AID contribution of $150,000. 

Since the ability of the HDF to raise funds was 

unknown, USAID recruested that PA.DF finance the balance 

of the reauirement if the local support contribution 

or other fund raising activities should fall short 

of the projected SOF/PAnF contribution. As stated 

above, PADF has agreed to this reauest. For additional 

discussion see section on finance and fund raising 

belm .... 

b) There are aualified Haitian management and animateur 

~ersonnel willing to work with the HDF at the going 

wa~e rate. This assumption has proven to be valid. 

See further discusRion below. 
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III. EVALUATION FINDINGS 

A. The Supervised Credit Process 

The supervised credit pror.ess starts with the animateur's 

initial contact with the client, reaches fruition when the 

small entrepreneur is able to use credit effectively to improve 

his business, and culminates in the repayment of the loan. The 

key to a successful supervised credit program is the animateur. 

At present each animateur is assigned a specific territ6~ in 

which to work in Port-au Prince. It is his r.esponsibility to 

canvass that area, contact small businesses and explain the 

purpose of the HDF and the services it provides. If the prospective 

client is interested in the services of the HDF, the animateur 

undertakes a study of the enterprise using a oueationnaire 
oarts~dent~ty the 

administered in three parts.lI The first twovtype and size of 

the business and provid~ other information which is used by the 

HDF staff to determine whether the enterprise meets the criteria 

for assistance. The third part is a diagnosis of financial and 

management problems which will need to be resoJ.ved prior to 

authorization of credit. The completed auestionna~is reviewed 

by ~~e Director of Promotion to decide whether or not the client 

will receive technical assistance, and to establish baseline 

information that will permit subsequent evaluation of investment 

impact. The three-part survey is discussed further below. 

11 Annex C 
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Once the decision has been made to provide technical assistanc~ 

the animateur begins making regular weekly visits to help the 

entrepreneur develop records which are essential for determining 

his creditwor~'iness. The animateur maintains dossiers on each 
4 I 

client. -' A formal reauest for a loan is prepared, backed by two 

interval working documents V When the animateurs 

are satisfied that the client is ready for a loan, the complete 

dossier is submitted to the supervisor and then the Director of 

Promotion for verification to assure that all ccnditions have 

been met. Once this verification is completed, the dossier is 

submit~ed to the Loan Officer for analysis in preparation for 

submission to the Credit Committee for a decision. 

Subsequent to the disbursement of the loan, the animateur 

makes monthly visits to the borrower to follow-up and to ensure 

that the client receives "Thatever additional assistance is 

needed. There is at present discussion about the exact timiNg 

of these 

51 

Form ESR-I, "Dossier c.es Clients", Annex D, show's visits 
to the client and crogress made by the client in a number 
of areas. Form ES~-2, "Dossier d I "..melioration des Clients" 
Annex E, lists the competencies which the client must have 
before requesting a loan. 
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visits. One animateur has indicated that he will make these 

monthly visits as close to the due date of monthl~ payments as 

possible. This procedure has not vet b~en·institutionalized. 

Animateur Functions and Performance. The animateurs 

are the hearts and hands or perha?s more 

appropriately, the feet of the Haitian Development Four!dation, 

and the sine qua non of project success. At the present time 

there are six animateurs. During the initial training period, 

one of the original eight candidates was promoted to supervisor, 

and another was put in charge of the Art Gallery of the Foundation. 

However,the supervisor still continues to offer technical assistance 

to two clients. 

The animateurs were selected after an examination of some 

60 candidates to whom a written examination was administered, 

followed by personal interviews. PFP offered assistance in the 

preparation of the examination material and the selection process. 

The animateurs were selected by the Executive Director, approved 

by the Board of Directors, and hired in September 1979. They 

underwent four months training by ~FP personnel ar:d , ... ere assigned 

their zones of operation in January 1980. They thus had six months 

of work experience at the time of this evaluation. 
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.~imateur performance was evaluated in three different 

ways~ 

(1) Through direct interviews with each, (2) analysis of 

the client's cossier at the loan analysis stage as of June 

30, and (3) through field observation, client interviews 

and interviews \-d th the ar.irnateyr supervisor. During this 

six-month period, the animateurs visited 184 businesses, and 

are presently assisting a total of 89 clients once or twice 

a week. The animateurs drop any cli~nts who do not meet the 

Foundation's criteria for financing or those who miss four 

visits of the animateur. A total of 91 clients have been 

dro~ped for various reasons since the beginning of the project. 

This does not, however, represent normal attri.tion , since '55 

of those dropped out of their o~m volition because they ~ht 

that they were going to get a loan imrnediatelY.~ Further 

investigation should be done to determine if this reflec~s a 

problem in the anirnateurs approach in dealing with clients or 

possibly in the loan application procedure. 

During the period of intensive training of the client by 

~~e anirnateur, t~e supervisor works very closely with the an-

irnateur. Each animateur ~as a weekly individual consultation 

with the supervisor to discuss problems which have arisen during 

the week. A supervisor also undertakes re,:""lar field visits to check 

animateur performance and the progress of the clients. In addition 

to indivicual supervision, a weekly g~neral meeting of all animateurs 

§/ Du..-i.nq the evaluation it was learT'lP.d that t.llls erroneous im:lression 'HaS 
inar.;ertlv pranulcrated bv enurerators durina t.~ small busi.i1ess survev 
undertaken by the··TJnivez:sit'! OT: Mic.-ugan and PRn.G·~ Corp. . 



- 22 -

is held to share experience and resolve problems. 

As of June 30, 1980,22 loan requests had been prepared, 

follnwinq the standard process. Of thos~ ten were 

approved, two were rejected, and eight were under study of the 

credit committee pending decision. 

As indicated in Table II, for the loans approved as of June 

30, 1980 it took an average of 246 days from the time the client 

was initially surveyed to the time a loan contrac~ was signed. 

A major portion of this time was taken up in technical assistanceto 

the client prior to the loan application (1.44 days). The proportion 

is generally as it should be. At this rate of loan development 

the HDF will fall short of the second year targets for loans 

made. However, there are several indications that the average 

time period indicated above has already been reduced ~ubstantially 

and tl1at ~~ere are further possibilities for streamlining 

the process. First, it must be noted ~~at the above figures 

include the three-month period during which the animateurs were 

in intensive training. Second the animateurs themselves have 

suggested that the three-part auestionnaire be consolidated so 

~"at ~'1e time required to administer it can be shortened As of 

June 30, 1980 the survey was being administered over a ~ 

day perio~ on the average. This could probably be reduced to 

about 15 days or two weekly visits to the client. However, it is 

http:auestionna.re
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recommended that the au:!Sticnnaire not be shortened or 

consolidated since j,t supplies importa:lt baseline data 

which are needed for a complete a~~raisal of enterprises 

and for measurment of investment impact. Sho~~g the 

time required to administer the survey, however/might help 

to red~ce the number of client dropouts. 

Third, as the animatzurs gain more experience in working 

wi~ clients and assisting them in preparir,! loan applications, 

they will be more efficient. It should be noted, that the 

present loan policies and procedures were not finalized until 

after the training was completed. The animateurs have just 

recently received additional training in the loan ap9lication 

process. 

All these improvements, as well as some that might be made 

i~ the precessing of loan applications, which are discussed 

below, will make the supervised credit process more efficient. 

It is recommended that the HDF continue to look for ways to 

increase ~~is efficiency even more. Care sh~uld be excercised, 

hmvever, that the improvements in efficiency dan' t result in a 

reduction in the effectiveness of the technical assistance being 

provided. It was noted that there was a strong concern on the 

part of ~,e staff " to get more loans out". It shculd be 

e~phasize~however, tl.at the HDF was not designed to function 
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principally as a lencing institution, but rather as a small 

business development organization. 

With this in mind, it is recommended that the HDF ,consider 

the establishment of a fee chargeable to clients who t.7ish 

to continue to receive technical assistance after a specified 

period. The duration of the technical assistance should be 

reviewed on a case by case basis, but a four-month period of 

intensive assistance might be considered adequate as a general 

rule. (Recommendation # 2 ) 

At present there is a 2% service fee on loans, but this 

covers only a small part of the costs of the technical assistancE 

The purpose of the proposed fee is not only to absorb some of 

the cost of TA, but also to provide an incentive to the client 

to use the service effectively and efficiently. 

Whatever policy is implemented should be scrutinized to 

ensure ~~at it does not exclude those clients whose need for 

the service is gre; "'st and who might derive the most benefit 

from it. 

Another problem which tends to prolong the period trom 

initial client contact to loan application is the apparent 

duplication in the process of screening clients to determine 

~,eir eligibility for receiving technical assistance. At the 

time of this evaluation the Director of Promotion reviewed 
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co~pleted ~ticrm~s and decided whether or not the client 

would receive technical assistance. The experienced animateur 

should be able to make this judgement. In fact they have 

demonstrated ~,at they are following the selection criteria. It 

is therefore recommended that greater discretion be given to the 

aniamteurs and the animateur supervisor to judge which clients 

should receive technical assistance. This assurne~ that client 

selection criteria are clearly defined, standardized and fully 

understood by each animateur. The efficacy of the anirnateurs 

judgement will in any case be tested during regular reviews of 

his portfolio. (Recommendation # 3). 

One thing that might be considered in the future is an 

animateur incentive program. This could be based on loan 

repayments and would have the effect of increasing both loan 

a?plications as wel: as timely repayments. Again caution is 

advised since such incentive programs have in some cases had 

a negative impact on the tp.chnical services being provided by 

the animateur. 
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Animateur Opinions. A brief questionnaire was admin4-

stered to the animateurs .. 

Subsequently, two meetings were held with them especially to 

get their feelings about the beneficiary and area imp act of 

the on-going program. All animateurs felt that the training 

was useful and rated the PFP traine s good to' ex:ellent. ~'lhen 

asked if they felt the need for additional training, only two 

responded affirmatively. One felt the need for more training 

in management,and another indicated the disire for training which 

would help him to organize and work with groups. However, 

interviews with the credit committee members ir..dicated a disire 

to reinforce the training in acounting so that less applications 

for loans would be returned for clarification, and supplementa~I 

information. It is "recdmmended in this regard that more emphasis 

be given to ~~e use of accounting systems designed for illiterate 

persons. Such systems would make greater use of symbols, pictures 

and other devices to help the person understand the basic concepts 

of accounts and credit control and to be better informed about 

his business situation. 

Given the very high degree of competence of the credit 

committee members, it is easy to understand their concern for 

higher standards of analysis. Given their yenrs of experience 

in banking and credit institutions they have developed an ability 
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to discern hidden anomalies in a dossier which they would 

like to see developed in the animateurs •. It must be understood 

however, that in four month~training it is impossible to turn 

out a CPA, and that with only six months of experience on the 

job the animateurs still have much to acquire.Such . competence 

can only be acquired by hard practical experience. Furthermore, 

it must be remembered that HDF is a development organization, 

and that this phase of the project is meant to be an experiment 

with various forms, credit review procedures and lOan criteria, 

cmd even with a clientele unused .to this type of approach. There 

will have to be an awareness on the part of both the animateurs 

and the Credit Committee of this development concept which makes 

the !.'roject unique in the local context. "['he Credi t Com:.,li ttee 

needs to apply this concept in judging dossiers prepared not with 

the classical entries, but with symbols and pictures for example. 

This may require some special training or orientation. 
liked .' . 

r'7hen asked , ... hat t.'1eYvmost about their jobs, the majority 

indicated that the most satisfyinq aspect of their job was to 

work with the noor ~eople/and to help them improve their business. 

In this respect, all animateurs appeared well motivated to do 

the joh for which they were hired. 

Nhen rrueried. about dislikes, only two articulated a special 

co~cern. One cited lack of full collaboration by all mernhers 
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of the HDF staff, and one cited the difficulties of reaching 

all clients on a regular basis. A significant amount of the 

animateurs' time is being spent traveling to and from clients. 

It appears that at least in certain cases their productivity 

would be significantly enhanced if they were provided with 

some form of personal transportation. First priority for 

transportation should he given to the supervisor ,·,ho covers 

the entire project area on a regular basis. The original project 

plan included a motorcycle for the supervisor, but insufficient 

funds were budgeted for vehicles and none has been obtained 

for either the supervisor or a.ilY of the animateurs. 

At one of the two meetings with the animateurs, a consensus 

was reached that du'e to the very limited amount of loans disbursed 

~~ey were almost loosing the trust of their clients. One animateur 

com~lained that the HnF staff did not respond_to the wish' of some 

of his clients to be visited by some higher officials of the organiza­

tion.This would have been a promotion boost in his sector, but 

there was no follow up. In general,all animateurs felt that they 

received adequate support from the staff. However, a significant 

majori ty of ani!TIateul.'s indicated that their \l7orking relationship 

with the Director of Promotions was unsatsifactory. It must 

be noted that he has subse~uently terminated his employment 

\vith the Foundation. Some animateurs felt that the Credit Committee 
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needed to be more flexible in the application of loan approval 

standards. This stems from the element of risk-taking injected 

in their training. The Credit Committee has indicated that it 

is ,~illing to consider some modification of loan approval 

standards. 

All animateurs were aware of 'the special authority granted 

to the Executive Director to approve loans up to $750 and f~lt 

that excercise of this authority would help to remedy the slow 

approval of loans, and increase the percentage of loans granted 

to marginals. Speeding up the loan approval process and 

facilitating ~~e approval of ~a~s to marginals appeared to be 

the animateurs' main concern. Practically all of them indicated 

they would like to see changes in HDF's pollcy and procedures 

that would allow for quicker proceJsing of loan applications. 

Animateurs have felt gratified about the gratefulness expressed 

by clients, and their realization of the importance of the 

elementary management tools put at their disposal, through the 

technical assistance of the animateurs. 
the 

Board members,~Credit Committee, and animateurs alike 

evidenced a strong concern about working with groups of small 

~roducers, (tailors, fishermen etc.) in order to increase loan 

efficiency. However strong that concern may he, there is no 

,~iri tten oificial policy on the subject. Training of animateurs 
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had not put enough empa~iS on that either. The animateurs 

reaction is split bet\o!een the desire to wc.·rk with groups and 

the doubt that it will succeed, given the independent character 

of the Haitian artisan. A third party official dealing with 

economic development in Haiti fears a strong opposition of 

middlemen if the HDF tries to organize small workers in groups. 

Client Profile. The study of small-scale industry 

in Haiti undertaken by 

Pragma Corporation and Michigan State University identified 

about 1400 small manufacturing enterprises in Port-au-Prince, 

employing fewer than 50 employees. About 65% eMployed less than 

5, 25% employed between 5 rulG 10 employees~ and about 10% 

employed from 10-50 people. Table III ---- provides a breakdown 

of this sector by business category. The largest group as 

defined in the project paper were to be firms with less than 20 

employees and less than $15,000 fixed assets. A review of the 

client files of the HDF indicates that about 60% of the enterprises 

surveyed by the animateurs had less than 5 employees (including 

both full and part-tiMe), 36% had from 5-10, and only 4% had 

more than 10 employees. 
the 

In terMS of fixed assets, almost all were within~$15,000 

limit. In fact 71% of the enterprises surveyed had less 

than $1,000 in fixed assets according to the proprietors own estimate. 
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'!'AEL:: In 

2 :'';'ll =":SI~~ S -s:s I:: ::.A'::'I 

NlIrb:!r of Pcrrent '10 or Actual NU'Ilbcr Ni tIl 
Ent.c:rpr i~ Morn Emn10yecs 10 or "Iorc 

l. G:u"ages 87 ,..,3.7t (38 over 10 ~lo=/ecs) 

2. Tailors 526 li.CJ% (36 " " .. ) 

3. Artis3ns 93. 15.1% (14 " " .. ) 

4. Metal W:Jr~ 87 10.3\ ( 9 " " " 

5. cabinet !-akers 121 7.4\ ( 9 n .. n ) 

b. Broads & Rolls 22 36.4% ( 8 .. .. n ) 

7. ~1achine Sh::p Ii 
Othe.r Repllrs 84 6.0% ( 5 .. II .. )-

8. Print Sh:Jps 13 30 '3% ( 4 n .. II ) 

9. Goldsni th end 
J~lry 35 8.6~ ( 3 .. .. " ) 

10. Cl~llical Pro::lucts 3 100.0% ( 3 " .. .. ) 

11. Shcc MuY.ers 188. 1.1% ( 2 II " .. ) 

12. Tire Re?Jir 29 6.9% . ( 2 .. " " ) 

13. Brick Makers 21 9.5% 2 .. .. .. 
14. Baskets, etc •••• 19 10.5% 2 " n .. 
15. Cloth & Ta~tIy 7 14"3~ ( 1 " .. .. 
16. Hilt< Pro:fucts 1 100.0% ( 1 n .. .. 

I 

17. ,Pastry 13 ,7~O~ ( 1 .. " " ) , 

Ill. Distillery 1 100.0% ( 1 " I, II 

f9. Mattresses 11 9.1% ( 1 " .. n 
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Thus, the characteristics of the client presently in the 

HOF portfolio appears to be roughly the same as the real world 

target group, at least with regard to two indicators of size, 

namely, the number of employees and the value of fixed assets __ 

In t~rms of the type of enterprise, i.e. tailor, shoemaker, 

woodworker, ~etalworker, etc, the HOF portfolio also follows 

very closely the same proportions as were found in the survey. 

From the interviews with the clients some observations can 

be made which put the average client in perspective. 

Virtually all clients have an idea that is 

consistent with the HOF to assist small 

enterprises and people to improve their lives, 

to create employment and make loans. 

--.They had all been visited by an animateur at 

least once, if not twice a week. 

Most responses mentioned assistance with book 

keeping or accounting. 

With regard to the ~ateurls work with the client,the most 

important observations were that although all clients had 

requested loans, they also indicated satisfaction in simply 

receiving technical assistance. In one case, a client even hired 

a bookkeeper to maintain his records in better order. The most 

frequent com?laint by the client concerned delays in getting loans. 
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General reception by the business communi ty has been good, 
ITCre 

and has improved'as the HDFhas becomevwidely known. In fact 

public notice has been such that the evaluators heard radio 

commentators mention the work of HDF very favorably twice 

during the same week. the animateurs indicated that from 70-90% 

of the small businessmen contacted showed an interest in 

participating in the HDF program. Some skepticsrn was noted 

initially, apparently due to the PRAG~~ survey which took place 

in 0ct./Nov. 1978 (phase I)and Jan./Feb. 1979 (phase II) • 

Ap9arently some of the respondents surveyed got the impression 

that loans would be made availahle at that time, and when the 

animateurs made the initial contacts, the issue was raised that 

no one had corne back to follow up on giving loan~. 

The evaluators are satisfied that the animateurs are not 

imposing themselves on their clients. In all cases the client 

has developed his own ideas, his own project and his own plans 

with the assistance of the HDF staff. This policy is quite 

well adhered to by the animateurs, the supervisor,· the loan 

officer and the Credit Committee. 
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B. Loan Policy and Procedures 

The loan procedures2/ of the HDF stem directly from the 

loan regulations.~/ The loan regulations specify that the 
the 

resources from~HDF credit program may be used to finance 

projects and productive programs in the following sectors: 

transformation industry, retail, fisheries and agriculture 

and related services. They s~ecify also that loans are to be 

made to individuals or groups receiving technical ass~Etance 

from HDF who comply wi th the following requirements: 

they personally administer their own project 

or enterprise, 

~~e project or enterorise should provide a major 

part of the income and/or contribute to a significan'l: 

increase in the income of each ~articipant, 

net assets, including the value of land and buildings 

evaluated at net depreciated prices, should not exceed 

the ecruivalent (per me~ber) of $15,000. 

The loan regulations also indicate that in order for applicants 
t!1.e 

to be eligible for finci.,ncing wi th funds fromi\HDF proararn thev must: 

have previous ex~erience in the activity they plan to 

undertake and/or be willing tn receive technical assistance, 

2/ Annex G 

~/ Annex H 
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provide information concerninq their socio-economic 

situation acceptable to the Foundation, and 

have received technical assistance (at least eight 

visits by HDF animateurs) . 

Interest is forese~n at commercial rates, and grace periods 

of three and six months are provided for short and medium-term 

loans respectively. The regulations call for a loan agreement, 

includinq amortization plan, to be executed between the 

borrower and the HDF. 

Section VII of the loan regulations deals with the loan 

request and its processing. It specifies that the request is 

to be presented in writinq to the Promotion Director who assigns 

it a numher, and reviews it. After approval for processing 

it is carefully analysed by the credit off~c~r who prepares the 

corresnonding feasibility study. 

Article 20 of the regulations specifies that the credit 

officer must prepare a written report for each loan request 

indicating the results of his analysis and feasibility study, 

and making recommendations about financing the project. 

From ~~ese basic regulations, procedures and systems have 

been developed and periodically modified to improve the imple­

mentation of the program. To date the following orocedures and 

systems have evolved: 
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The loan officer a~ledges receipt of the request to 

both the client and the animateu~ He interviews the clients, 

and then he submits his findings according to a specified 

l ' 10/ , 11/ out ~ne -- via a transm~ttal document -- " 

The Credit Committee meets once a week,or more often if 

necessary, to study the dossier. The committee sometimes 

returns the dossier to the loan c)fficer for further inform-

ation and clarification. In case of approval, notice is given 

to the animateur g; ylho informs the client. Upon approval, 

a contract !lI or kind of chattel mortgage is signed, after which 

disbursement is mmde. Subsequent to the disbursement of the 

loan, the animateur will "make monthly visits to the borrower, 

to follow-up and make sure that the client receives whatever 

additional assistance is needed. 

The loan officer maintains a file showing the status of 
a 

pending requests 1iI and also keepsVcontrol sheet on each loan 15/ 

and submits a monthly report to the Credit Committee on the 

f l
' , , 16/ port 0 ~o s~tuat~on --

~/ Annex J, Accuse de Receotion des Sollicitation de Pret 

10/ Annex K, Schema de Presentation de l'Analvse des Sollicitation 
ce Pret 

11/ Annex L, Transmittal Memo 

12/ Annex ~1, Credit Cammi ttee Decision Notice 

13/ Annex N, Contrat de Vente Conditionnelle 

14/ Imnex 0, Avancement des Dossiers de Demande ce Pret 

15/ Annex P, Contrale de Prets 

16/ Annex Q, Rapoort Mensuel du Portefeuille 
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Since the loan procedures are the authority on which the 

whole process is based, it appears relevant to comment on some 

of their aspects. 

The loan procedures provice ~~at ~~e loan request submitted 

by ~~e client be arproved by the animateur who will, in turn, 

s~bmit it to the supervisor for another approval before trans­
the 

mitting it to¥creJit officer. In actual practice, during the time 

period covered by this re~ort, a third approval was reauested, 

that of the Director of Promotion. The animateurs were qiven 

to understand that this two-step procedure was temporary until 

the animateur supervisor gained more 'experience in his job and 

was confirmed as Promotion Director. It would be appropriate 

to make it a one-step process as soon as possible. It appears 

that such is the case now \oTi th the departure of the former ?ro-

~otion Di=ector. T~e same applies to the ""Contrale prelirninaire 

du Dossier" where the same two-step process existed. 

The caragraph,"Etude du Dossier" evidences a strong concern 

about the 20% return-on-investment (ROI) , and does not mention 

anything else. While this 20% RIO appears to be a fairly good 

arbi trary cut-off percent for revie ... , by the Director, it should 

not be the only criterioD considered, and great care should be 

exercised in the matter, taking into consideration all the other 

criteria mentioned in the loan regulations. 
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The paragraoh.,"Etapes de Rernboursement" indicates the 

mechanisms for loan disbursement and collection. It does not 

set up the policy that repayment must fit the clients, and 

should not constitute just a time period. While in practice, 

this is taken into consideration by the credit officer in 

his study of the dossier and his interview with the client, 

it is felt that it should be clearly incorporated into the loan 

procedures. 

It is also stated in the regulations that late payers will be 

sent periodic letters with different degrees of severity accor-

ding to the tardiness in payment. It is of course a generally 

accepted course of action geared towards clients of a certain 

level. The evaluators are, however, concerned ~ith the effec-

tiveness of letters addressed to illiterate clients. Further, 

the HDF clientele is made up of oeople who are ~uite wa~ of 

anything "official". Per.haps it might be better to have the 

animateur make an informal visit, not to collect money neces-

sarily, hut more iMoortantly, to ascertain what is going on 

with the clients. Banking experience shows that there are few 

loans that are "bad" when they are made, but many loans can go 

"had" .~ 

~- so~eone does not keep in touch with the client/borrower 

and ?rovide help when it is needed. 'T'his is far better than to 

try to help \oThen it is too late and the loan has to be written 
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is 
off and the business closed. Thisvan important function of 

the animateurs and a vital part of the "Supervised Credit" 
the 

process. Regular contacts with the client help~nimateur 

establish a rapport with his client and enable him to quickly 

identify potential problems. 

A final point to he raised about the procedures is the need 

to mention the possibility of rescheduling the loan in cases 

which merit such =onsideration. A fire,for example, may have 

gutted the shop of a woodworker who is willing to payoff the 

loan, but over a longer period of time. He might even need an 

additional loan in order to make money to payoff the first one 

with the second loan being contingent upon better security 

being installed in the business. 

Criteria for Loan Aoproval. The main criteria used for the 

approval of a loan by the Credit Committee are: 

that the enterprise be viable, 

that it be employment generating, 

that it be income producing for the owner as well 

as employees, and 

that it offer a 20% rate of return. 

These are evaluated hy the Credit Committee on the bas~ 

of the information apoearing in the dossier, including the 
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information from the " Sollicitation de Pret", the Balance 

Sheet, and the Profit of Loss Statements. 

In view of the primary objective of the HDF project, 

viz., job creation and income generation for both the entre­

preneur and his employees, the above criterias appears to be 

valid. The businesses represented in the HDF portfolio are 

all viable with good ?ros?ects of continuity. From this 

portfolio, 12 selected loan beneficiaries projected employment 

generation of 21 new jobs, putting about $600 annual wages in 

the hands of the new employee, not to mention the anticipaten 

increase in profit for the expanded business. 

As indicated previously, 60 percent of the enterprises 

surveyed by the animateurs had less than five employees, 36 

percent from 5-10, and only 4 percent had more than ten employees. 

Seventy one percent had less than $1000 in fixed assets. Of 22 

loan recruests, the average loan amount is $2,680, and of the 10 

loans aooroved as of 6/30/80, five were for $750 or less and 

one was $850. It is apoarent from these statistics that the 

loan criteria are in fact heinq followed. 

Loan Disbursement Targets. The OPG forsees that for the 

first year, 30 loans would be made for a targeted amount of 

~24,3no. An analysis of dossiers (Table II indicates that 

for a 9~ rnont~ period, September 1979 to June 30, 1980, 22 



- 42 -

dossiers were in process representing $59,051 in proposed loans. 

The June report of the credit officer (Table~) indicates 

that of these, 10 loans were actually aoproved and disbursed 

totalling $18,168, net of prepaid interest. 

Accordinq to the credit officer's report 10 loans were 

made, two applications ~ ... ere rejected two others were in the 

hands of the Credit Committee awaiting approval, and eight 

were still with the loan officer, awaiting additional clarifi­

cations reauested by the committee. It should also be noted 

that the first four candidates listed in Table II were selected 

for the purpose of the HDF inauquration at a time when loan 

procedures had not yet been d~veloped. As things stand nm." one 

of these a~plications has been rejected, technical assistance 

has been discontinued on another, and supplementary information 

has heen requested on v.·mothers. Furthur' analysis of Table II 

indicates that of the 18 remaining dossiers, five were for an 

amount less than $750 and were approved by the Executive Director. 

The avera,qe amount of the :22 loans reCTuested is $ 2,684. Of the 

10 loans act~,ally disbursed the average amount was $1,840. 

An analysis of the average number of days required for each 

of the steps in the loan ?rocess was done. The results of this 

analysis are contained in Table II In summary, it w&~ found 

that from the initial survey to t.l1.e start of technical assistance, 
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it took 37 days on the average ; from the start of technical 

assistance to the loan request, it took 144 days; from the 

loan reauest to the completion of the loan analysis it took 

53 days; from the com~letion of the analysis to the submission 

of the dossier to the credit committee, it took 13 days; from 

submission to the Credit Committee to approval, it took 13 

days; and from approval to signature of contract, it took 16 

days. 

Thus, it can be seen that in actual practice it has taken 

181 days or six months on the average from the time £he 

animateur makes initial contact ,·Ii th the client 'lntil the 

official loan request is made. Likewise, the average time 

reauired for analysis of the loan and Freparation for submission 

to the Credit Committee has been about 67 days or more than two 

rno~t~s. The entire loan ~rocess from initial client survey 

to actual dUmursement of the loan has required 246 days or 

over eight months. 

Although Table II is useful to illustrate certain 

trends and to provide a baseline condition from which future 

progress may be measured, the statistics do require some 

qualification. First some of the dossiers show a 1979 date 

for initial survey. These surveys were done during the animateur's 

trainil"j !1eriocl. , ... hich ran from Septemher, 1979 to the end of that 

year. In fact the anirnateurs actually started work effectively 
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in January 1980. The apnarent long spans of time reauired to 

accomplish some steps must be understood in that context. 

Furthermore, some date:; cited in column A, "Initial Survey", 

are misleading. For instance, dossiers 13, 19, 20 and 21 show 

respectively, June 25, 23, 25, 20 as dates of the initial survey 

and June 27, 20, 27, 30 as dates for siqnature of contract. It 

would a~pear as if these dossiers had taken all the steps in 

one or two days. Actually technical assistance had ~tarted 

for them i.n September 1979, according to information submitted 

by the aniamteur supervisor, but formalized only at the indicated 

dates. The relative slowness in making loans is thus dne in 

large part to start up considerations. 

Another factor is the strict loan regulations and procedures 

set up by the credit officer and the Credit Committee. At a 

meeting of the Cr~dit Co~~ittee, the point was made that they 

are dealing 'i.,rl th gran ted money and have to be very careful 

abollt the Nay they manage it. This is certainly a laudable 

attitude. On the other hand members of the Credit Committee 

and Board were anxious to hasten the loan process and approve 

more loans if some written understanding allowed them to do so. 

The point is well taken and it is here,,,i th recommended that the 

loan regulations be modified to give more flexibility to the 

credit officer and the Credit Committee to extend loans at 

reasonable risk. The amended loan procedures should place greater 
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emphasis on intangible criteria, emp10ymdnt and income generation 

and potential contribution of the loan to the area economy. 

(Recomrnenda tion 4 4 ) 

A step in the right direction has already been taken hy the 

Board's decision to permit the processinq of loans up to $750 by 

the Executive Director. It is recommended that after a reasonah1e 

trial oeriod the Executive Director's authority be increased to 

$1,500. The Credit Committee would of course retain discretionary 

authority to review all loans at any stage of the approval/ 

disbursement collection process. (Recommendation # 5) 

Some action to speed up the loan process can be taken 

immediate1v. For example, consolidation of t~~ documents 

for the loan request (Recommendation # 6 ) 

The animateurs on their part must antici~ate questions 

addressed to them by the Credit Committee and sharpen their practical 

skills, and business senses. While respecting the Credit Committee's 

concern for sound, guaranteed investments, it must be kept in mind 

tha~ this is a ~i10t project conceived to help small businesses 

whose owners have no access to traditional lending institutions 

and no formal business training. One of the goals of the project 

could he defined as raising the marginal businessman to a level 

where he could qualify for commercial credit in the future. 

It is commendable to take as many precautions as possible, however, 

it is also important to re~emher ~~at according to Article II of 

the HDF loan requlations, "the principal guarantee for the execution 

of orojects fi~anced ~y HDF is the ~romotion process, and technical 

assistance ~rovided by the monitors, as well as the feasibility 

of the project". 
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The Credit Officer and the Loan Analysis Process. Interviews 

~.,i th the Credi t Officer inc.icated that he soends four or five 
including client interviews. 

hours to process a single dossierV Is this rate ade~uate to 

avoid a bott1er.eck in the loan disbursement process? Assuming 

that each animateur genp.rates 30 loans per year (ten every four 

months), six anirnateurs would submit 180 Sollicitations each 

year. 

At the loan office~p'resent rate of performance he should 

be able to process 20 or 30 loans per month or from 240 to 360 

per year. This is not at all impossible if some simplifications are 

adopted in the schema, such as the elimination of the socio-

economic section, the de-emphasis of the balance sheet which is 

meaningless for the majority of HDF clientele, and a 1arge~use 
client 

of "intangih1e" criteria such as consistency ofvsa1es, length 

of time in business, reputation in the community for honesty 

and hardwork, market awareness, etc. 

In the beginning of July, applications tended to come in 

clusters. If the credit officer were to be relieved of purely 
such as 

clerical worY.: v cash collections, gathering of signatures on checks, etc, 

he indicated that he could process a minimum of three dossiers 

per day. Thus, for the present it appears as though the Credit 

Of.=icer should be able to handle the ~.,ork load. However, much 
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can be done to streamline the loan analysis, approval and 

disburse:nent process. For example, the "Schema de Presentation 

de l;Analyse des Dossiers" could be simplified. Experience in 

other countries very similar to Haiti has indicated that the 

use of the criter~a already mentioned, coupkdwith the ass!~nment 

of tasks to the clients, such as a market study to ensure their 

motivation in their own project, and application of bookkeeping 

technology has shown loan repayment rates over 90%.Ih summary, 

it apears that another loan officer is not required at this time. 

Rather, the assignment of a secretary to the loan officer to 

relieve him of clerical duties such as filing and typing should 

be considered as the administrative burden of controlling a growing 

loan portfolio increases. 

c. Organizational Structure and Relationshios 

Organization. According to the By-Laws (Stat~) of the HOF 17/ 

The Foundation is administered by a Conseil d'Administration 

(Board of Directors) (Art. 16) elected annually by the Assemblpe 

G~n~rale (Art. 17). The Board is assisted by an Executive Director, 

the !,rincipa1 administrative officer of the Foundation, \oTho 

functions under the authority of the Board (Art. 18). 

17/ lA.nnex A , Statu~ de la Fondation Haitienne de Develoope~ent (~HD) . 
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The E"/-Laws provide that all Foundation members are 

automatically mernhers of the first Board. During the past 

year total membership has grown to about 25 while the Board 

has remained at 16 (Art. 17). 18/ 

Although not spelledout in the By-Laws, the President 

in recent months has made use of an Executive Committee con-

sisting of three officers, the PrGI.Jident, Vice President and 
and staffing 

Secretary/Treasurer. The present organizational structure'of 

the HDF is illustrated in Figure 1 
---:t-o--

The powers of the Board, subjectVthe conditions, restrictions 

and limitations of the Asse~e G~n~rale, assure the management 

and administration of the affairs of the HDF. Specific OOHers 

include the pO~-ler to hire and fire, to establish salary lp.vels 

and hudgets, to ape rove program plans and projects, to obtain 

all necessary resources to car~! out functions of the Foundation, 

to maintain hank accounts in Haiti and aboard and disburse funds 

from them, to prepare the By-Laws and internal regulations 

of the Foundation and to modify them as necessary, and to nelegate 

authority· 

The Assemblr5e Generale has the pm-ler to elect and instruct 

the Board, to approve the Annual Budget, to be informed of all 

affairs of the Foundation ann dehate questions of general interest 

(Art. 37). 

18/ A list of the founding members is contained in Annex S 
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The members of the Board participate in the activities of 

five committees which are responsible for supervising staff 

work in the areas of: 

Table 

Trai~ing and Credit 

Resources Development 

Public Relations 

Internal Procedures, and 

Community Development 

v contains a list of present members of each committee. 

Board/Staff Relationshios. The Assembl~e Gp.nerale and the 

Board of Directors are made up of prominent private individuals 

who are experienced and successful in business, finance and law 

in Haiti. They are a truly scarce resource in that ~~ey are 

all vitally interested in helping the small businessman and are 

commit~ to the economic developrnentof Haiti. They have volun­

tarily donated their time and talent without remuneration to the 

task of creating and developing the HDF. Their spirit of puhlic 

service is to be cormnended. HO\Olever, all of ~~e members 015 the 

Board are occupied, on a full-time basis, with their own busi­

nesses and ~ursuits, and are able to devote only a few evenings 

each month to the HDF. 

1>_s has already been noted, ti'.e By-Laws of the HDF invest 

the Board with the sole authority for management and a~~instra­

tion of the FOti~dation. The Executive Director, a full time 
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Robert Hoise. 
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em910yee of. the Foundation, with full responsibility for its 

management, has no inherent authority to carry out his job. 

This situation is contrary to the fundamental rules of 

organization and has in fact been a constraint to more rapid 

development of the foundation. 

Ini tially the By-La\Ols Made no reference \olhatsoever to the 

Executive Director. That has now been changed (Art. 18), but 

all his specific authority must still be delegated to him by 

~~e Board. To date some discretion has been given the Executive 

Director to hire his owr. staff with the approval of the Board. 

Some authority has also recently been delegated to approve loans 

of less ~~an $750 without prior review by the Credit Committee. 

These informal delegations are steps in the right direction, but 

in the jucgernent of the evaluators, the Executive Director has 

not been deleqated sufficient authority to act dynamically to 

shape and direct the orqanization for which he is responsible. 

It is therefore recommended that the By-Laws be revised to 

more clearly define the functions of the Ex(cutive Director 

to include the authority to select, hire and dismiss HDF staf~ 
the 

'.·Ii th._ riqht of review retained by the Board. (Recommendation # 7 ) 

It is also reco~mended that all staff positions of the HDF 

have a job description for purposes of recruiting and evaluation 

of personnel performance. (Recommendation! 8) 
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Views of the Board of nirectors. Fifteen of the sixteen 

members of t.'1e Board were interviewed to obtain their viet·,s 

concerning HDP policies and procedures, intra-Board relation­

ships, Board/staff relationships, major problems in the man­

agement and operation of the HDF and suggested solutions. 

The most important general finding resultinq from those 

interviews is that, although there is a qeneral agreement among 

t.'1e members of the Board as to the primary objectives of the 

Foundation, there are di fferinq views about how the objec-

tives can best be achieved. 

The opinions expressed show the following to be the main 

areas of concern: 

1 - T~e loan process, procedures and staff 

performance. 

2 - Internal co~~unication, organizational roles and the 

decision-making structure 

3 - Fund raising, public relations and membership. 

While most felt that the loan process should move faster 

the underlyinq concerns are: 

Stewardship of grant monies. 

Anirnateurs'motivation and need to see results. 

Priority of technical assistance over loan disbursement. 

Less e~phasis on guarantees. 

More attention to client accounting and project analysis. 
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Some suggestionsto improve the loan process were: 

liberalize loan procedures 

provide additional training to loan officers and staff 

organize client groups for more efficient lending 

hire additional staff 

revise loan criteria to focus on"intangibles~ 

Tqith regard to organizational roles and decision-making 

structure, the major opinions expressed were: 

Need to delegate uuthority to the Executive Director 

so he can manage and control. 

Need for a more martageable decision-making authority 

(Executive Committee) • 

Shorter Board meetings, better organized and staffed 

with clear agendas. 

Need to modify the By-La\Ols to better define functions, 

relationships and authority. 

Need for better communication of major decisions 

among members. 

Concerning fund raising, public relations and membership, 

vie,."s most often eX?ressed were: 

Need to exoand meMbership via letter campaign and 

other approaches. 
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Need to plan fund raising activities more effectively 

while recoqnizing that it is not the primary objective 

of ~~e HOF but only a support function. 

Activation of the public relations Community and 

achievement of community participation. 

Creation of a regular Newsletter to disseminate 

information on HOF activities of public interest. 

Need to demonstrate Foundation's effectiveness in 

the community as best form of public relations. 

Need to professionalize local fund raising- "takes a 

businessman to talk to a businessman? 

O. Potential Area Impact 

The goal to which the project contributes is to increas"e 

the income and productivity of sMall, privately owned businesse1 

in Port-au-Prince, and to increase employment opportunities 

for the urban and rural poor. In order to attain this goal 

HDP has adopted the following criteria for client selection: 

a) Even thouqh there is no fixed percentage of 

available fur.ds alloted to the marginals, the 

rule for considerincr a loan application is that 

the assets must be below SlS,OOp in value. However, 
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marginals who do not remotely appro~h this level of 

assets are not neqlected. It is interesting to note that 

out of the ten loans approved as of June 30, 1980, five 

were for $750 or less and one was for $850. This trend 

is thus auite well established. 

b) The enterprises considered for technical assistance or 

loans must not have more than 20 employees. 

Table '.'1' below provides a profile of those clients 

who were the recipients of the first ten loans disbursed by 

the HDF. 

Type of Business 

Communi tv Stor~ 

Goldsmith 

Shoemaker 
Noodworker 

Shoemaker 

Taylor 
~voodworker 

Charcoal ~·'aker 

Barber 

Brake Pep;drs 

TABLE 'n:, -----

E:dstinq Numbers 

of Employees 

0 

1 

2 

:2 

0 

I) 

0 

0 

0 

3 

Projected Increase 

in Number of Employees 

Resulting from Loan 

3 

4 

3 

4 

2 

2 

1 

1 

4 

5 

21 
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It is evident that none of the enterprises ap~roaches 20 

employees. It can also be seen from 'fable VI that 21 new 

jobs are projected in the approved applications for loans already 

disbursed as of June 30, 1980. The implication is that there is 

a high level of employment generation at a very low cost. Indeed, 

21 new jobs created at a loan cost of $18,168 represents $865 

capital invested per job. Projecting on a 12 month basis the 

new income generated at the legal minimum wage of $2 a day, is 

about $600 new income per $865 loan capital invested. The impa~t 

is thus cruite positive. The Credit Cornrni'ttee and the Executive 

Director should be commended, as the criteria of job generation 

and increased wage income is very well followed. It should be 

noted that this projection covers only job creation and wage 

income and does not take into account the profit to be 

realized by the business. verification of this latter projection 

will be one of the objectives of future evaluation. 

Other client selection criteria are: 

c) the ~rosnective client must not have acess to 

traditional banking. 

This is one of the most firm rules of the Credit Cornmitt~e, 

which has in fact rejected an application because it was felt 

that the candidate could have qualified for a commercial bank 

loan. 
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d) The prospective client must be a resident of 

Port-au-Prince or its surroundings. 

All applications submitted, and all active clients 

fit that criterion. 

e) Priority is given to transformation industries. 

Actually, the general consensus of relevant people concerned 

indicated that HOF is strivinq to follow a rough proportion of 

60% of loan fu~ds r~~erved for transformation industries, 20% 

for stores and 20% for services. Based on the current portfolio, 

this oercentage is followed. This criterion aims at maximizing 

wage income generation and job C!reation. As such it has a 

positive impact on the community which will be felt all the 

more as other loans of this '.:yre are made. 

The terms of ref~~ence ~f HOF, when it started operation, 

~· .. ere to target on the poor urban enterprises of Port-au-Prince. 

One of the most difficult jobs initially for the aniamteurs 

was to overcome the Lcepticisrn of the small businessman and to 

convince their clierlts that finally, an organization was interested 

in them and trying to help them. HDF is working in very poor 

areas and has no difficulty re.:rui ting clients in the targeted 

group, even if the choice is made at random. Once that choice 

is made, HDF offers its applied technology in Business Management. 
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The HOP pilot project is dedicated to the premise of 

employment generation and income productivity at the grass 

roots level. This is consistant with <?enerally accepted 

strategies of development and should be emphasized. A point 

of view has been advanced during this survey according to 

which HnF should make large loans initially and get quick 

returns, then after HOF is well established, the average loan 

size might be reduced. It is a very sensihle position, but 

not consistant with the goals of the project, nor with devel-

opment strategy. By spreading employment and income at the 
a 

grass roots level, HOF is in the process of creatingAmultiplier 

effect \oThich in time may have a significant impact on the local 

ecomomy. 

It has been estimated previously that 10 loans are in the 

~roce5s of generating 21 jobs payinq an estimate of $600 annually 

to oeople \o!ho had nothing before, at a cost of $865 capital 

loaned per job. This ratio may serve as a baseline indicator 

of beneficiary im:>act ~·Thich may be tested in the future. Even 

if sor::e err.ployers pay less than t.~e minimum wage, tb.ey can not 

go much below it and this ratio of income per invested caoit31 

will still be ouite favorable. This projection o~ income in 

relation ~o invested capital is moreover cruite cL~servative 

since, at tre time of this writing, the minimum wage basis ha~ 

been increased bv ~overnmental decree. 
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HDF started operations on the basis of the ~$U/PRAG~A 

study of small enterprises which indicated that the field 

was virgin and demand for credit existed. The only criteria 

used for selecting sectors were the evident need of action in 

these disadvantaged areas. There has been no deliberate plan­

ning process for selecting clients to maximize impact on the 

economy. The process thus far appears to have been a purely 

random one. Some informal, unwritten guidelines were esta­

blished however. For example, retail stores were not to be 

considered except those which had a significant impact on 

employment and income of suppliers. 

The majority of those intervie, ... ed admitted that to their 

knowledge HDF does not at present have a plan to coordinate 

efforts in a sector so that efforts culminate in a greater 

impact over time. All those interviewed believed, as do the 

evaluators,that it is still too early and the program too 

small to assess impact and develop other strategies. As 

already indicated the actual measurements of. impact on employ­

Ment and income will ha.ve to awai t future evalua ~ions. 
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E. Finance and Fundraisina . 

The original project proposal orepared by PADF and pre­

sented to USAID/HAITI contemplated a two-year implementation 

plan. Then at the suggestion of a USAI~ official a three year 

plan was developed. This three-year plan was attached to the 

original grant agreement even though at the last minute a 

provision was made for PADF to implement the project in two 

years with a $495,000 USAID grant and PADF guaranteeing at 

least $165,000 of non-AID resources. The S495,000 recruested by 

PADF and approved by USAID has proved to be an unrealistically 

low amount. The supporting budget considerably underestimates 

the cost of many items. While both PADF and AID recognize this, 

to date no additional funds are available. 

There are two different budgets totaling $90,700 and 

$90,400 both including an Executive Director and a Deputy 

nir~ctor. It was later agreed that the Executive Director would 

be a direct employee of PADF ~~ithin the technical assistance 

budget. PADF and USAID were to support the budget with $63,000 

which was increased to $71,000 for a total budget of $98,000 

for 13 months through June 30, 1980. However, this budget was 

not adjusted within the line item detail. The budget assumed 

S28,OOO ~rould be raised locally through direct gifts and fund 

raising activities. 
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As per the attached unaudited financial statement (Table VII 

General operations cost $80,346 against income (AID/PADF grant) 

of $71,000, and fund raising expenses were $30,883 against 

funds raised of $48,231. Combined costs totalled $111,275 against 

a budget of $98,700, and total income was $153,231 including 

grant, fundraising and loan funds, resulting in an available 

balance of $41,956. 

Certain costs have turned out to be greater than amounts 

budgeted for t~em. For example, $9,700 was budgeted for two 

cars and a motorcycle. The actual cost for one car was $6,250 

leaving $3,450 for other vehicles, in particular for the field 

supervisor. 

In February 1980 the HDF was offered the use of its present 

offices. HL~ elected to move from its previous office to its 

present one because the anticipated ~rowth of the Foundation 

staff \'lOuld have necessitated a move some time in the second 

year and the rent for the new offices was very reasonable. 

Nevertheless, it was still greater than the budset ed amount. 

The cost of furnishings also exceeded the amount budget ed. 

HDF might have, in this instance laoked for an in-kind contribu­

tion of furniture to reduce this cost. O~,er C0Sts were not 

budget ed at all, such as the $5,000 spent on the inauguration. 

Separate checking accounts exist for General Operations and 

Fur.d Raising as ~oJ".:ll as an interfund account to fa'~.lli tate transfers. 
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ffiAYTIAN DEVELOPMENT FOUNDATION 
TRIAL BALANCE 

Casll in Bank 
Petty Ca.1I 
Loan. to Employe •• 
Loan race! vable 

June JO , 1980 , 

Prepaid Expenses (Insuranco) 
Vellicle ( net of depreciation 
Office Furniture & Equipmept (net of Depr.) 
Community Gallery 

Account payable 
Witllolding taxes Payable 
Payroll Taxes payable 
Loans payable 

Deferred Income 
Trainees Salary ' .' 
Training Materials Expenses 
Travel Expenses 
Personnel Salary 
Utilities and Electricity 
Rent Expenses 
Telephone and cables 
Vehicle Maintenance and operation 
Offi ce supplies and materials 
Payroll Taxes 
Business expenses 
Contingencies and Miscellaneous 
Fund Raising expenses 
Insurance expense 
Depreciation expense 

AID/ PADF Fund (General) 
Memberships Contributions 
Contri bution Fund - monetary 

- In Kind 
Loans Funs - AID 
" " PAD? loan Payable 
Funds Raising Activities 

44.905 
299 
720 

13.168 
218 

5.2711 
10.787 
4.860 

3. 417 
980 

6.331 
33.868 
' 1. 714 
8.900 
2.477 
5.027 
5.174 
1.987 

260 
5.968 

30.883 
235 

4.054 

191. 570 

5·230 
1.433 . 

783 
2.500 

11.393 

71.000 
980 

21.100 
4.089 

34.000 
17·.000 
22 •. 062 

191.570 
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Fund Raisina. HOP fund raising, including cash and in-kind 

contributions and surplus from income producing acti vi ties, ha.s 

been successful but costly. These activities will have to be 

increased and made more cost effective in order to increase the 

contribution of locally raised funds toward operating costs and 

loan fund planning. 

Funds raised total $48,231, $26,169 in cash and kind and 

$22,062 through other fund raising activities such as the ret.ffle. 

Of the $22,062 collected from the raffle, about $8,000 was ~ded 

to cover operating and fund raising costs, leaving a balance of 

about $14,000. Other fund raising activities such as the 

Gallery are not yet structta'8d in a manner to produce a surplus. 

From a budget line-item of ~OOO earmarked for travel and 

fundraising costs HDF managed to raise a total of $48,231 at a 

cost of ~30,883 leavinq a net sUr?lus of $17,348, Despite the 

apparent high cost, this effort reflects favorably on HOF 

performance in view of the minimal PADF support received by HDF 

staff for this activity. 

It appears that some policy decisions for fund raising might 

have contributed to the substantial increase in fund raising costs. 

The decision to hold a raffle in \oThich HOF would purchase the 

prizes rather than arranging for them to r~ donated, contributed 

to costs. It is reco~~ended that the HOF staff and Board do a 
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detailed analysis of the cost and expected income of various 

fund raising alternatives with assistance from PADF as called 

for in the OPG. (Recommendation # 9 ) 

The Revolving Loan Fund. The revolving loan fund totalled 

$50,954 as of June 30, 1980, with'$34,DOO a donation from AID/PADF 

and $17,000 from PADF in the form of a loan. As of June 30, 

$18,168 had been loaned and disbursed to ten clients in amounts 

ranging from $250 to 6800 for a group. 

The accounting system in use is a "multiple funds" system 

as used by all Foundation members of SOLIDARIOSY R system of 

computing budget ed to actual income and expenses on a monthly 

and rtmning basis has been in the process of implementation 

since February. It will be fully o~erational beginning in July. 

The 1980-81 hudget is also being redone for both income 

and expenses on a fund by fund basis. T,'lhile the part time 

accountant maintained the accounting up-to-date (and it was 

reviewed periodically by PADF) HDP management did not ade~uately 

use the budget to control expenses as indicated by actual 

exoenses exceeding budget by S 30,146. Periodical financial 

reports were made to the Executive Committee and Board, but the 

figures used ,."ere not always drawn directly from the accounting 

as should have been the case. 
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Concern has been expressed by HDF senior staff and Board 

about the availability of funding to cover the higher level of 

expenditures they will incur in order to implement activities 

called for in the OPG. It is recommended that a monthly break 

down of income and expenditures be prepared in order to 

ascertain exactly when the shortfall will occur. From that a 

strategy could be developed for obtaining fundinq to cover the 

shortfall. (Recommendation # 10) 
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F. Technical Supcort bv PADF and PFP 
t '* 

PADF. PADF is responsible for providing administrative 

and financial support to the HDF. Throuqh its Field Director, 

PADF was to establish the accounting and financial procedures 

under which the HDF operates and train the personnel to use 

these procedures. To this effect, PADF did help the Board of 

uirectors recruit an Executive Director and help in the training 

and orientation of the chief operating officer of the Foundation. 

Also PADF assisted HDF in obtaining a grant from PACT (Private 

agencies Coorperating Together) to make it possible for the 

Executive Director to visit the other National Development 

Foundations in Costa Rica and the Dominican Republic. 

PADF also met its commitments to help the HDF organize 

and manage the revolving loan fund. The loan officer was 

trained by the Field Director. PADF also arranged to have the 

financial analyst and the loan officer of the CO$ta Rican 

Development Foundation scent ten days in Haiti to initiate the 

HDF loan officer to t~e preparation of loan procedures and 

loan control. 
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PADF also helped devising the supervised credit program according 

to the criteria specified in the project. 

In addition, PADP work with ~~e HDF staff to establish 

financial, accounting and control system ar.~ provided a $37,500 

loan to help HDF meet its matching counterpart to the revolving 

loan fund. 

HOl",ever, except for some assistance in the implementation 

of the ra ffle, ?,\DF he"s done very Ii ttle to help HDF secure 

matching funds for the AID contribution. Thloughout the year, 

due to internal problems, and some changes in its Senior Staff­

ing, PADF could not meet its contractual obliqations to secure 

the sunport and cooperation of the international business commu­

nity for matchnig funds. It was only by the end of the year 

that some efforts were l:r\der way to coordinate requests for 

financial, Material and technical asssitance from foreign busi·· 

ness heanquaters in the U.S.A or their subsidiaries in Haiti. 

Until now PADF has 'Jt been able to identify an': specific activ­

i ty or program ~.Jhich was followed up and implemented. 

It must also be mentioned that PADF initially prepared an 

unrealistic hudqet to fit expenses to the size of the USAID 

qrant. This situation has made it impossible for the Executive 

Director to have the assist~nce of a Deputy which was conceiven 

in the original desiqn of the project. The animateurs could not 
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have the means of transportation necessary to do a much more 

efficient job and suoervision of the ani~eurs also suffered 

from lack of resources. As a result too much of the Executive 

Director's efforts and staff time were spent to meet the cost 

of ooerations and fund rai~ing. It is expected that PADF will 

trv to meet its target by the followinq year. 

PFP. According to the description of the project, PFP 

was selected to provide technical asssitance in the areas of 

business survey, and selection and tra5.ning of animateurs in 

various management techniques for micro-enterprises. 

PFP participated fully in developing the criteria for 

selection of the animateurs, in devising and administering 

screening tests, and in interviewing candidates with the Exec-

utive Director. 

PFP used the previous experience of one of the technicians 

who worked with Pragrna and Michigan State University in a sur-

vey of micro-enterprises in Haiti, and initiated the animateurs 

throuqh a three-phase survey of the small businesses of Port-

au-Prince. The survey questi~res provided the animateurs 

with an instrument for review and selection of potential clients 

~nd providerthe opnortunity for field work with these clients. 
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However, the PPAGMA expert who was to participate in the 

training of the an~ateurs had neither the background nor the 

language facility to undertake such a task. His resignation 

during the first part of the training created a vacuum for 

a few weeks. Washington had to provide a replacement since 

the other PFP representative also did not speak French and 

could not carry o~t the program alone. 

PFP finally found a qualified person who met the requirements 

of the Board. The Board's requirements included someone who 

spoke French and Creole, someone who knew the socio-economic 

realities and ~t of Haiti and could understand the be­

havior of the animateurs as well as the problems of the benefi­

ciaries. 

From October to January, the FFP traineer developed the 

tools the animateurs would need to work with the small entrepre­

neurs. He covered all aspects of appropriate management assist­

ance, taught accounting and other business skills necessary to 

make the anirnateurs consultants in small business management. 

The anirnateurs were also traine~ in appropriate use of credit, 

evaluation of marketing techniaues appropriate to local tastes 

and the preparation of economic feasibility studies in which 

the anirnateurs could teach the clients how to prepare profit and 

loss statements, balance sheets or clan business activities. 
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The training responded to a range of problems experienced 

by the s~all businessman in Haiti, andat~ted to ex~lain the 

importance of the micro business sector as a potential source 

of income and employment generation, and the impact of its 

develoPMent on the Haitian economy. 

PF? offered technical assistance in courses and workshopS 

in accounting, business administration, rudiments of economics, 

and concepts of development as an indigenous, grassrootJendeavour. 

It also set up role playing excercises, and a case study analysis 

and arranged field laboratory assigmnets in poor communities 

dealing with specific business problems. 

Aware of the fact that development is a multi-disciplinary 

effort, PFP exposed the animateurs to experienced lawyers who 

lectured on business law, a cr~dit officer who shared his insights 

on collection problems and to local clients who discussed the 

constraints to their self-development. 

~he best measure of the effectiveness of this training 

program is the motivation and skills which the animateur brings 

to his job, and ultiMately the su~ss he achieves in transferinq 

these skills to his client and facilitating the dissemination 

of credit where and when needed. 

These elements of animateur performance, which are surroqate 

indicators of training effectiveness, are discussed above in the 

section concerninq the supervised credit process. 
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PFP has not fullfilled the need for a text in French for 

consultancy for small business which can be used as a reference 

manual. nowever, a comolete training material set adapted from 

the Harpers text is availahle to the animateurs and kent in the 

HOF file. 

PFP has also been unsucessful in training someone on the 

HOF staff to take over the animateur training program. This 

was due to some problems with the initial candidate for this 

training, whose personality and background were not suited to 

assume this responsibility. 


