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Agriculturai  Marketing Organizations 

Project  History 
, . '  

On September 29, 1969, ~ ~ ~ I D / ~ c u a d o r  submitted a Honcapital Project  Faper 
(PROP) en t i t l ed  "KNSTEVTIONAL DEVEMFhE'YT Agricultural Marketing Organi- 
zations" t o  ~ l ~ / h ' a s h i n ~ t o n  for  approval. l;"' objectives of the  prof>osed 
project ,  a s  described i n  the  PROP, were to :  d 
a. form marketing organizations t ha t  would enable small farmers t o  obtain 

b e t t e r  prices fo r  t h e i r  products; 
b. achieve a more equitable d i s t r ibu t ion  of the incane generated by 

agr icu l tura l  production fo r  the small farmer i n  selected areas of the 
country; 

c. motivate the  marginal farmer i n to  d i rec t ing  h i s  e f f o r t s  t o  increase 
production md b e t t e r  a l loca te  h i s  scarce resources through improved 
farming methods ; and 

d. awaken i n  the  marginal farmer a rea l iza t ion  of h i s  own worth. 

More spec i f ica l ly  the  project  goals and t a rge t s  were s ta ted as: 

a. foment the creation of loca l ,  independent, se l f - suf f ic ien t  marketing 
organizations which w i l l  enable the peasant farmer t o  s e l l  the  f r u i t  
of h i s  labor a t  prices more consonant with the cost  of production; 

b. provide educational experience t o  campsino leaders t ha t  w i l l  help 
coaslesce them in to  effect ive working uni t s  capable of influencing 
needed a t t i t ude  changes i n  t h e i r  respective c m u n i t i e s ;  

c. e n l i s t  private and public sector  f inancial  as well as technical  
- support f o r  the continued operation of the  organizations formed by 

the project ;  
d. encourage an active par t ic ipat ion among the leadership element i n  the 

rea l iza t ion  tha t  t h e i r  needs can be met v i t h i n  the framewark of a 
democratic society;  and 

e. demonstrate t h a t  these cooperative e f f o r t s  can exer t  influence on 
.. national policy affect ing t h e i r  economic, soc ia l  and p o l i t i c a l  

in tereste .  

Achievement of the goals was not t o  be measured i n  te rns  of mganiza- 
t ions  fomzd, but ra ther  i n  te rns  of a t t i t ude  and behavior change and.  
"a pronounced improvement i n  the environment, economic bexef i ts  derived, 
and the standard of l iving." These were t o  be measurable by M 191. 

L/ See PROP, pages 3 and 4 



It i s  s ign i f i c an t  t o  note t h a t  the  PROP, and the  project ,  were developed 
without the  par t i c ipa t ion  o r  approval of the  Food and Agricultural  Off icer  
o r  o ther  a g r i c ~ i t ~ a l  personnel within the  Mission. In other  words, a t  
the  time the  p ro jec t  was developed it wag not vieved a8 an  ag r i cu l t u r a l  
project .  X t  was designed t o  reach a low-incme r u r a l  population (hence 
agr icu l tu re  was the  medium) but the  goal  of the  p ro jec t  was t o  change the  
a t t i t u d e s  and behavior of t h i s  population, not increase t h e i r  production 
or p r d u c t i v i t y .  i .  

Seen i n  t h i s  l i g h t ,  the project  was an outgrowth of the  Mission's experi- 
ments i n  c a q e s i n o  leadership  t ra ining;  and as euch it contained a number 
of impl ic i t  and e x p l i c i t  assmptions.  F i r s t  of a l l ,  it assumed t h a t  one 
of the  major bottlenecks t o  higher incomes i n  the  r u r a l  sec tor  was the 
existence of mrketLr4 middlcnen who bought cheap and sold Mgh. Second, 
it assumed that the p r s i s t e n c e  of t h i s  re la t ionsh ip  was due t o  c u l t u r a l  
fac to rs - - sp?c lP ica l9 ,  the lack of 8-~areness on the par t  of the  campesinos 
of a l t e rna t i ve s  t o  t h i s  e i tuat ion.  Third, it assumed t h a t  campesinos would 
wi l l ing ly  and eagerly en te r  i n t o  cooperative-style marketing organizations 
when made aware of the opportunity. Finally,  it assumed the  agr icu l tu ra l  
ba s i s  f o r  the  p~odect--production, productivity,  markets, etc. In other 
words, the  bott leneck t o  increased r u r a l  incone was assumed t o  be a cul- 
t u r a l  r a the r  than tecbnica l  one which could be overcme by motivation and 
organization. 

This o r ien ta t ion  of the  p ro jec t  i s  f u r t he r  evidenced i n  the  se lec t ion  of 
t he  contractor. The Internat ional  Development Foundation ( DF) , with 
headquarters i n  New York and Lina, ~ e & ,  was tielected by the  Mission 
because of i t s  "unique e v r i e n c e  . . . i n  es tab l i sh ing  ag r i cu l t u r a l  

L inJ ~ e r 6 ,  Colombia and elsewhere. We e r e  not 
with conparable exper t ise  i n  t h i s  type 

However, the  technicians se lected ky the  contrac- 
by USAID) had backgrounds i n  sociology, p o l i t i c a l  science 

and s o c i a l  psychology r a the r  than agriculture.  

The National Planning Board (RPB),  i n  a l e t t e r  t o  the USAID Mission D i -  
rec tor ,  noted the  backgrounds of the  contract  personnel and s t a t ed  
n . . . it is necessary t o  keep i n  mind the f a c t  t h a t  agr ic*Atural  
marketing i s  an econonic phenmenon . . . which could b e t t e r  use profes- 
s iona l s  with a c l e a r  spec ia l i za t ion  and p r ac t i c a l  experience i n  the  f i e l d  
of a g r i c i l t u r a l  mar!ceting. " 11 This r e  j ec t f  on of the contractor presented 
a problem es the  three  contractors  had arrived i n  January, 1971, and a t  

t 

Unclassified Telegrm, QUITO 0003, January 2, 1970. 
9 Le t t e r  frm Dr. Alberto Almeida R, Secretar io  of the  National Planning 

Board, t o  Robert J. Minges, USAID Mission Director, dated April 13, 1970. 



the  time of the  l e t t e r  of r e j e c t i on  from the  KPB, had been working on the  
p ro jec t  f o r  over two ~ o n t h s .  After f'urther negotiat ions,  however, the  RPB 
accepted the  n d a t ' o n  of the  th ree  technicians,  end the  p ro jec t  was a l -  
lowed t o  continue. 

In t he  wcrding of the  o r i g ina l  contract ,  the  objective of the  p ro jec t  was 
" to  develop s e l f - ~ ~ f i c i e n t  m r k e t i n g  associa t ions  of small agr icu l tu re1  
producers i n  Ecuadcr." To accc iq l i sh  t h i s  the  contractor was t o  present  
a  work plan, conduct s tu3 ies  t o  i den t i f y  the f i r s t  spec i f i c  areas i n  which 
p ro jec t s  were t o  b2 i n i t i a t e d  ( a  benckaark survey was t o  be presented t o  
~ ~ A D / ~ c u e d o r  co l a t e r  tkcrn tke  four th  zonth of tbe con t rac t ) ,  t r a i n  CREA 
s t a f f  an? l o c a l  associa t ion leeders ,  a s s i s t  i n  the formal organization of 
the  assoc ia t ion  o r  s s soc ia t i cns  a s  worked out with CREA and AID, and 
provide c o m s e l  sn3 t r a i n i ~ 4  t o  these orqanizations. Each associa t ion 
was t o  be s e l f - su f f i c i en t  wizbiin eop roxhs t e ly  one year of i o i t i a t i n g  
marketing a c t i v i t i e s ,  snd the  CRXA s t a f f  was t o  be able  t o  take  over and 
continue the s c t i v i t l e s  wi thin  eighteen nonths. After t h a t  i n i t i a l  phase, 
the  contractor  was t o  move t o  another area  of the country and repeat  the 
procedure. 

The contractor  establiahed headquarters %n Cuenca, se lec ted  a team of 
t r a i ne r / i n s t ruc to r s  f'rcm the ex tens ion i s t s  provided by CJZA, developed 
a  work plan i n  conjunctlcn with a PEZT e-rt provided by t ~ A I D / ~ c u a d o r ,  
ariZ traincil  the  i n s t ruc to r s  i n  f h l d  rnethoclolcgy. Three zcres of  sper- 
a t i on  were selected a t  t h e  i n s t i ga t i on  of CREA--one i n  each of  the  th ree  
provinces serviced kj t!ir organization. The benchmark survey required 
by the  contract  was never prepared and s u h i t t e d  t o  the  Mission. 

The th ree  zones i n  which the  p ro j ec t  operated were qu i t e  d i s t i nc t .  The 
Upano Valley (an erea  on the  eas te rn  slopes of the Andes mountains t h a t  
has only recent ly  been opened t o  extensive colonization) was 8 f e r t i l e  
a rea  devoted ~ r i n a r i b  t o  ca t t l e - ra i s ing .  Caiiar was a reasonably f e r t i l e  
va l l ey  of t r a d i t i o n a l  set t lement with a heterogeneous population of 
h i s t o r i c a l l y  d i s t i n c t  Quechua-speaking indigenous populations and mestizo 
small farmers. Azuay was a  semi-arid region of mestizo small farmers. In 
t h e  Cafiar and Azuay regions the  contractor  chose t o  work i n i t i a l l y  i n  
forming mzrketing associa t ions  of wheat farmers. In the  Upano Valley 
e f f o r t s  were devoted t o  es tab l i sh ing  cattle-marketing associat ions.  

From near ly  the  beg iming  the  contractor  complained of the  poor agr icul -  
t u r a l  po t en t i a l  of  the CREA region and asked t ha t  the  p ro jec t  be trans-  

L e t t e r  from Robert J. Minges t o  D r .  Blasco Peiiaherrera, President  of 
the  National Planning Board, dated April 24, 1970. National Planning 
Board clearance of the contractors  was received i n  a l e t t e r  from 
Manuel Ce l iz to  ' I . ,  Deputy Director  of the Retional Planning Board, 
dated Vay 26, 1970. 



ferred t o  another zone. I n  Xovercber, 1970, the  Project  Team Leader firmly 
s t a t ed  t h a t  agr icu l tu re  i n  the area would not support marketing organize- 
tions. 

In December, 1970, US.UD/~cuador sen t  a 5-man fact-findir?g team.(including 
the  Rural Develcp~ent  Zff icer ,  Mission Economist and a cooperatives expert)  
t o  Cuenca t o  essess t h o  a g r i c d t u r a l  p o s s i b i l i t i e s  of the  region, advise 
the  lYission of a l t c r ~ a t i v e s  erd recornend a future  course of ac t ion ' fo r  
the project .  This t e r n ,  while recognizi r !  the  impoverished nature of the  
region, concluded t h s t  rrsrketing orgznizatioos were feas ib le  i n  the area  
and reccmended t h ~ t  El? coatinue t o  work i n  the  region with C R E h  It 
noted t h a t  xheet di5 33t seen t o  heve been the  3es t  product t o  s e l e c t  f o r  
marketing a c t i v i t i e s  m d  r ecmended  t h a t  the  contractor  ptace increased 
e ~ p h a s i s  on ir,nreasFr?;~ y i e ld s  and marketing other  crops. Further 
requests by ID? tc t ransfer  the  3 ro j ec t  t o  another region vere re jec ted  
by the  Mission and the  contractor  accepted the  respons ib i l i ty  t o  continue 
the  project ,  ss descriked under the contract ,  i n  the CREA srea. 

Another point  of contention between the contractor and the USAD during 
t h i s  period of' t - h e  uss %he USAlD's i n s i s t a m e  tha t  the p-ose of the  
p ro jec t  wss t o  i n s t i t u t i c n a l i z e  the  a b i l i t y  t o  develop marketing coop- 
e r a t i ve s  w i t h i n  the regul.ar C i A  s t rdc ture ,  i n  contras t  t o  the contrac- 
t o r ' s  preferezce t o  develop and maintain the  project  apar t  from CREh 

During Yay, Jlme and July ,  1971, two major changes i n  the  USAID Mission 
s u b s t a n t i s l x ~  affected the project .  The f i r s t  9f these was the  in t ro -  
duction of the Project  Logical Frmework f i t r ix  acd PAR system i n  
~ ~ A I D / ~ c u a d o r .  Although ostensibly  a change i n  f o m  more than content, 
the  matrix s?szions focused increased a t t en t i on  on the  outputs and purpose 
of the project ,  and fo r  the  f i r s t  t i n e  st tempts vere made t o  speciFy 
e-%petted r e s u l t s  and e s t a b l i s h  targets .  

These t a r g e t s  were primarily economic r a the r  than soc i a l  i n  nature. E F  
. was t o  e s t ab l i sh  21 c o o p r e t i v e s  and precooperatives (given the lengthy 

procedure of l ege l i za t i on ) ,  of which 5 were t o  be se l f - suf f ic ien t .  They 
were t o  e s t ab l i sh  a t  l e a s t  th ree  regional  marketing associa t iocs ,  one of 
which was t o  be t o t a l l y  se l f -auff ic ienS by the  end of the  project .  These 
orgenizations were t o  have a t  l e a s t  2,000 rrembers. Attempts were made t o  
specify t a ~ g e t  volwnes of business and income. 

,In addit ion,  the objective of es tab l i sh ing  an ongoing program of marketing 
cooperative development i n  CREA was specified. 'This was t o  be es tabl ished 

9 Tr ip  repor t s  by Clarence Zuvekas, Richard L. Winters, Lewis Townsend, 
Robert Haladay and John Magill on evaluation t r i p  of Oecember 8 t o  
December 12, 1970. 



a s  a separa te  department i n  CREA t h a t  had a fu l l - t ime manager, a t  l e a s t  
four  fill-t ime instructor/trainer/organizers, and an adequate budget. 

The second change i n v o l v i n g t h e  ?reject was t h a t  with t h e  a r r i v a l  of  a 
new Mission Director ,  ' ~ ~ . D / ~ c u u d o r  was reorganized along s e c t o r a l  l ines .  
Ref lec t ing the  s h i f t  from an a r t i t u d i n a l  and behavioral  o r i e n t a t i o n  t o  an 
emphasis 02 a g i c u l t - s r a l  production, v iab le  organizat ions and econonic 
b e n e f i t s  which resu l t ed  from the  Matrix-PA3 exerc ise ,  t h i s  p r o j e c t  (along 
wi th  o ther  r u r a l  cooperatives p r o g r a s )  was assigned t o  the  Rural Develop- 
ment Divisiox r a t h e r  than the    ducat ion' and Civic Developent  Divisicn. 

This bas ic  change i n  Kission po l i cy  and o r i e n t a t i o n  i s  f u r t h e r  evidenced 
i n  t h e  language of  the e n t  t o  the  contract .  Under t h e ' t e m s  
of t h i s  m e n h e c t ,  D F  w s s  t o :  

a. Ass is t  " . . . i n  the  organizat ion of  approximately 2,000 f m i l y  and 
sub-family farm operators i n  sound and v i a b l e  marketing assoc ia t ions  

n and ir the  c rea t ion  of one or  more regional  unions. 

n b . . . . encourage close cooperetion between t h e  two Upano Valley c a t t l e  
cooperat ives which m y  r e s u l t  i n  the  organizat ion of a sound and v i a b l e  
reg iona l  cooperative . . . " 
It c . . . . continue t r a i n i n g  of  CREA personnel,  including f i e l d  exten- 
s i o n i s t s ,  s o  t h a t  by termination of Contractor services ,  CXEA w i l l  be 
capable of  continuinq t h e  formation of  new assoc ia t ions  and advis ing 
a l ready c rea ted  s s s c c i a t i o n s  ". 

3ehaviora l  arAd a t t i t u d i n a l  changes, which were s t r essed  s o  heav i ly  i n  
I -early p r o j e c t  docmAentation, were not  mentioned i n  t h e  language of  t h e  

amended contrac t ,  m d  disappeared from subsequent p r o j e c t  documentation 
\ 

j and evaluation. 
! 

From t h e t  po in t  on the  r e l a t i o n s  between USAID and t h e  contrac tor  dete-  
r i o r a t e d  i n t o  a tug-of-war over the  projec t .  Repeated reques ts  by the  
Kission f o r  background d a t a  and information on the  p ro jec t  f o r  purposes 
of  e s tab l i sh ing  performance t a r g e t s  and monitoring progress were ignored, 
obfuscated o r  only p a r t i a l l y  Fu l f i l l ed .  A t  one point  the  IDF represen- 
t a t i v e  candidly remarked, "I don ' t  want t o  c m e  up with that data:  it. i s  

, going t o  make me look l i k e  a fool ."  One technic ian  resigned a f t e r  takil:g 
%me Leave ar.d t h e  p ro jec t  d i r e c t o r  took two months of leave without pay 
during t h e  f i n a l  months of  the  projec t .  

Contzact ~ 1 ~ / l a - 6 3 4  ( ~ c u a d o r )  Amendment Number 1, dated Ju ly  17, 1971. 



It should be noted tha t  t h i s  project  did not receive a s  close monitoring 
as  most Kission projects because of i t s  location i n  Cuenca. It nhoula 
a l so  be noted tha t  U S . D  ~ r o j e c t  w a g e r s  chenged rather  frequently during 
the  course of the proJect,  as  CGG be seen i n  the following l i s t  of USAE) 
persorael e s s i p e d  t o  the project:  

Social  Develo~aent Preject  2anagers: 
1 

Eugene Bralm 
Robert k l a 2 a y  
Kenneth Jolxscn 

Jsmuexy t o  J u l y ,  1970 
August- t o  IYovember, 1970 
November, 1970 t o  Octobei-, 1971 

Rural DevelLme~t  Project Kane..qers 

Kenneth Johnson 
Neil C. ?ine 
Thecdore Tenorio 

October, 1971 t o  January, 1972 
Januamy t o  April, 1972 
April t o  July, 1972 

A c e r t ~ i n  continuity was provided t o  prodect rcanagenent by the Mission 
Evalun,tion OTficer, who, f i r s t  f r c m  h i s  posit ion a s  Social D e v e i o ~ e n t  
Division employee and l a t e r  as evaluation off icer ,  wes the only Mission 
representa2:vc t o   isit it t h e  project s i t e  nore than three times during 
the l i f e  of the project. IT2 mede s m e  nine f i e l d  v i s i t s  betxeen 
No-rexbsr, l 9 T  mi! Tuly,  1372, en2 worked cor.stzir,t,ly with project  m m -  
agers t o  design, co l lec t  and evaluate data concerning the project. 

The project  terminated on July 17, 1972. 

PROJECT ACCOl@LISW?ES 

6 e e  reports of the sccomplishaents of the project  were prepared during 
the f i n a l  ~ x t h s  end krnediately following the terninat ion of the project. 
In December, 19n, the of f ice  of the L1.D. Area Auditor General conducted 
an audit  of the project. I n  July,  1972, the International Development 
Foundation submitted i t s  f i n a l  report  on the project. k d ,  i n  September, 
1972, the 'JSA33 Cooperatives Mvisor and Mission Evaluation Officer sub- 
mitted a rsport  cn t t e l . r  findings concerning the project. These reports 
are summarized belwd, but f o r  addi t ional  information readers should 
consult the or ig ina l  doclnnents. 

The audi t  performed by t h e  Office of the Auditor General, Area Auditor 
General--Latin Paierica ( l o r t h )  i n  December, 1971, presected a bleak 
picture of the a c c q l i s b a e n t s  of t h i s  project. The goals had been the 
establisPLment of 21 narketing pre-cooperatives and cooperatives with 
approximately 2,000 members, a t  l e a s t  f ive  of which were t o  be finmcia1l.y 



se l f - suf f ic ien t  by July, 1972. Progress toward achieving these goals 
was considerably behind schedule, f o r  t h e i r  investigation showed: 1/ 

. . . only nine new cooperatives had been established with about 
360 me3bers. ? h e  of ' t h e  cooperatives was f inanc ia l ly  se l f - suf f ic ien t  
as of Decznber 31, l n ,  nos i s  there  much hope of them becoming so 
before the groject  terminates. The coopra t ives  had not ye t  developed 
the capiblli-i;-j of s e l l i c g  t h e i r  WN- products, s r r a n g i w  f o r  c r ea i t ,  
or  performing other actions necessary t o  become self -suff ic ient .  

In t h e i r  ficrl report ,  IDF claimed tha t  not nine (as  indicated in  
the audi t  r q o r t )  o r  eve twelve ( a s  indicated i n  t'ne Project  P.wraisa1 
Report dated 5/31/71), d but t h i r t y  cooperatives, pre-~ooperat ives  and 
pre-organizations had been devel-d by the project. % Six of these 
were locate3 ix o r  nzar rhe @;an0 Valley of vhicn three were iden t i f ied  
as c a t t l e  c o ~ y z r a t i v s s  and three  were unclassified. Twenty-four were 
wheat or  vsriocs cipicult-ma1 prcduction cooper t i ves  i n  the highland 
areas of k u a y  and Cniiar. According t o  DB: d 

Upon returning I'ron the ccurses, the leaders held regional assemblies 
i n  which the decision was rmde t o  form cooperative's and e l e c t  t h e i r  
o f f i c i a l s .  During 1970-1972 the following cooperatives were formed: 

Zone 1: I n d m z ~ / ~ .  Jum Bosco No. of 
Cooperative Members 

I/ Agency f c r  Internat ional  Developuent Office of the Paditor General, 
Ares Auditor General--Let i n  Ainerica (North), .Audit Report : USAID/ 
Ecuador: Inst i t .~?t5onal  Deve1mnent-Aqricultursl !krke t fnq :  
Pro,lect ~ ~ c - L s - ~ s ~ - o % .  4: S::ec?;r;ed by L l t e r n s t i ~ n e l  Develcpment 
Fcundar,ifn 1xa" C~loctrnct ir"', AiD/la 634, Audit Report ti". 1-518-72-93, 
June 22. 1q i'z, D. 2. 

' - 81 Internst ionel  bevelopment Foundation, Iriforrne Final de Asistencia 
~ g c n i c a :  c k E a n i z s c ~ &  de  PequeRos Productores . ~ r i c o l a s  para Mercedeo, 
L i ~ a ,  Jclic 21. 

9 Pro.1ec.t k ~ r s i s ~ l .  r i e ~ o r t  (~c t lador )  , In s t i t u t i ona l  Development, 
~ i c a l t u ~ a l  P h r k e t i n ~ ,  i;tunbr?r 71-5, 9.3. 

9 IDF. ini'~mt? i ' inal ,  pp. 3 and 49-52. 
11/ Ibid pp. 49-51 
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Zone 2: Valle d e l  Qeno 

Zone 3: C r a w  - 

Zone 4: 

Cachi 
Nar 
Molino-haico 
Jahua Tm%o 
Coyoc t or  
P i l c q a t a  

* Chorocnpte # 
* La Posta # 
* heal # 
* GEllorUEli ff 
* Sigsihuaico # 
+ Deleg # 

Azuay 

~ s u n c  i;n/~an Fernando 
Comatco-Sinincay # 

* ~ a n 6 b #  
+  an Grs rdo  # 
* Chumblfn # 
* Masts # 
* San Joa uin # 

Lentag P 
* Susudel # 
* Corrale ja # 
* E l  P ropeso  f j l  
* Comuna de O f l a  # 

Total: 12 cooperatives and 
18 pre-cooperatives 

No. of 
Members 

+ Indicates ?re-cooperatives i n  legal izat ion stage. 

# Indicates newly forned cooperative organizations. 



One fea tu re  of the  IDF f i n a l  r epor t  deserves spec ia l  considerat ion,  
Throughout the repor t  considersble da t a  were presented on the  c a t t l e  
cooperst ives and ?re-cooperatives. There were conplete da ta  on t he  
s a l e  of ca t%le ,  the  e c c n m i c . v i a b i l i t y  of the  organizetioos and an 
appendix d e s c r f b i n ~  the  current  s t a t u s  of each c o ~ r s t i v e  =d pre-  
cooperative. F3r  the hig'nlonds cooperatives, infornat ion (incom- 
p l e t e  inforrantion a t  . tha t )  was presented f o r  only f ive  of the  twentjr- 
four c l a b e d  cooperatives. To some extient t h i s  i s  j u s t i f i a b l e  i n  t h a t  
the  second wheat a s rke t i n s  cycle had not-occurred a t  the  time of the  
repor t  and xsa:.gr of the other  cooperatives had been formed s o  recen t ly  
t h a t  they could not hsve had time t o  begin marketing a c t i v i t i e s ,  What 
was ccnsvic~?ously 1 ~ c M q ,  however, wes m y  information o r  da ta  on the  
s i t ua t i on  o r  s t a t u s  o f  th?  oreanizations o r  any descr ip t ion of the 
extent  and nat-we of C E J ~ D F  involvecient with them. It was t h i s  absence 
t h a t  f i r s t  ca l l ed  a t t e n t i o n  t o  poss ible  problems i n  the  repor t ,  

N~ver the less ,  t he  c l e a r  implication of the  e a r l i e r  quotat ion f'rom page 
49 of the  re?ort  acd the  l i s t  of cooperatives presented is  t h a t  CREA/IDP 
had workd  u f t h  Vcca, they were d e f i n i t e l y  i n  the  pr3cess of organizing 
themselves a s  c o q e r e t i v e s ,  and t h a t  they were es tabl ished t o  provide 
marketing o r  other c o o ~ e r a t i v e  services,  

The sudden increase i n  claimed groups pa r t i c i pa t i ng  i n  the  marketing 
program along with a conspicu3us lack of information on the  new cooper- 

I a t i v e s  end the  sddi t ion of a new classification--"pre-organizationw--led 
t o  a decis icn  by USAID/E t o  make an on-si te exminat ion of the new coop- 
e ra t ives .  Fre l in inury f i e l d  work was performed by John Magill, Mission 
Evaluation Officer ,  a d  recorded i n  a memorandum t o  Theodore Tenorio, 

i dated &gust 4, 1972, h a r e s u l t  of his p re l iminar j  f indings,  Vessrs. 
Tenorio a r d  Y'hgill returned t o  the  Cuenca area  on August 23 t o  spend th ree  

1 days v i s i t i n s  th9 cooperatives, pre-cooperatives and pre-organizations 
1 mentioned i n  the  IDF report .  It should be noted t h a t  t h e i r  f indings  were 
i 
i 

. confined t o  the cooperatives i n  the  highlands portion of the  project .  No 
attempt was zade t o  v i s i t  the  c a t t l e  cooperatives i n  the  Upano Valley, 

1 which a re  repor tedly  more.developed and successful  than the  highlands 
; cooperatives. 

From on-s i te  v i s i t a t i o n  and personal  conversations with the IDF-trained 
i n s t ruc to r s  who xccmprrnied them throughout the t r i p ,  the two USAID/ . 
,Ecuador re7resenta t ives  were able t o  asce r ta in  the s t a t u s  of the high- 
lands cooperatives mentioned i n  the  IDF f i n a l  report.  Their f indings a re  
summarized belcw: 

Ib!d. ,  pp 5h-62 and Anexos 1 and B, - 



1. Cooperatives t h a t  were a c t i v e l y  engaged i n  marketing opera t ions :  
(1 )  La Posta (wheat) ; ( 2 )  Malino Huaico {wheat) ; ( 3 )  Cachi (wheat) ; 
( 4 )  Nar (wheat) ;  ( 5 )  Cooaacto Sinincay ( t h i s  was a bui ld ing-mater ia ls ,  
not  an a g r i c u l t u r a l  cooperat ive) .  

2. Groups t h a t  were i n  the  p ~ o c e s s  of formation, t h a t  were rece iv ing as-  
s i s t a n c e  fro= t h e  IDF-trniged t e r n ,  and t h a t  would probably begip  
marketing a c t i v i t i e s  i n  the  near  future:  ( 1 )  Susudel (wheat) ; ( 2 )  
~ a n d 6 n  ( t cna toes ) .  

3. Cooperatives t h a t  had been es tab l i shed  a s  a g r i c u l t u r a l  marketing co- 
opera t ives  by Dl, b u t  which had f a i l e d :  ( 1 )  F i l c o ~ a t s ,  (2)  Coyoctor; 
(3)  Jehuct T ~ i b o ;  (4) l ~ z u n c i & - ~ a n  Fercsndo (sltho* t n i s  cooperat ive 
continued t o  funct ion  as  an a g r i c u l t u r a l  suppl ies  cooperat ive) ,  

4. Previously es tebl l shed a g r i c u l t u r a l  cooperat ives t h a t  the  IDF team 
had contacted and given a course t o ,  bu t  which had decided not  t o  
organize as marketing cooperat ives:  (1)  Sigsihuaico;  (2)  Gallorumi ; 
(3 )  Chorocqte .  

5. Groups t h a t  t h e  IDF t e r n  had contacted bu t  which had shown l i t t l e  o r  
no i n t e r e s t  i n  fo rz ing  n ~ r k e t i n g  cooperat ives:  ( l !  Deleg; ( 2 )  San 
Gerardo; (3)  C h ~ b l i n ;  ( 4 )  !+dsta; ( 5 )  San ~ c a ~ u i n ;  ( 6 )  Lentag; ( 7 )  
Corrale j a ;  (8) El Progreso; (9) Comuna de Ofia. 

One o ther  cooperst ive mentioned i n  t h e  IDF f i n a l  r epor t  ( ~ a  ~ n i 6 n )  had 
received ass i s t ance  f r m  the  CREA-IDF team, bu t  it was n e i t h e r  v iab le  
nor an a g r i c t l l t w s l  ~ a r k e t i n g  cooperative. I t w a s a  cooperat ive of 
apyqrdiente --- producers who had been forced t o  d e f a u l t  on a c o q e r a t i v e  
bank loan. The CREA-IDF t e r n  provided ass i s t ance  i n  helping t o  reorga- 
nize the  cooperat ive and f o r e s t a l l  a forec losure  by the  Bank. 

The IDF f i n a l  r e p o r t  f u r t h e r  s t a t e d  t h a t  during the  f i r s t  year  of oper- 
a t i o n s  wheat ~ r o d u c t i o n  i n  t h e  Tambo-CaRar area increased by 62q6 and i n  
t h e  Sen Fernando/Asisunciin g r e a  by 7&. d The implicat ion of  the  r epor t ,  
e s p e c i a l l y  i n  t h e  s e c t i o n  cn cos t /benef i t  ana lys i s  of the  p r o j e c t  i s  t h a t  
these  increases  were ace t o  a c t i v i t i e s  of  t h e  IDF team. The r e p o r t  i s  
open t o  chailenge on t h e  fol lowing grounds: 

1. The repor t  s t sxed t h a t  o r i g i n a l  p roduc t iv i ty  i n  the  Tambo-CaRar was 
22.5 qu in te les  per  hectare  and i n  San ~ernando /~sunc i ;n  12.0 per  
hectare.  Yet, e a r l i e r  i n f o m a t i o n  submitted by IDF a t  USPLH)/E'S 

reques t  estimated o r i g i a n l  average y i e l d s  of 25-30 qu in ta les  per 
hec ta re  i n  t h e  Tanbo-Cam region and 15  i n  the  San ~ernando/Asunci6n. 



It is highly unl ikely  t h a t  more accurate da ta  on o r i g ina l  y i e ld s  wae 
col lec ted by IDF one gear  a f t e r  the f i r s t  s e t  of information was 
submitted. There appears t o  be no ba s i s  f o r  changing the  o r i g ina l  
e s t b a t e s .  If these o r i g ina l  est imates a r e  considered, therefore ,  
gains i n  production were l e s s  grandiose. 

2. The repor t  indicated t h a t  product iv i ty  rose from 22.5 t o  36.55 quih- 
t a l e s  per  hectare i n  the  Tmbo-Ctiibr region and 12 0 t o  20.58 quin- 
t a l e s  per hectare i n  San Fernando and +amci6n. & But, the  amount 
of lend i n  cultj7;a%ion by socios i n  those two areas divided i n t a  the  
t o t a l  sizount of wheat marketed does not y i e ld  the  product iv i ty  per 
hectare  c lh i red  by the  report .  In f ac t ,  hnalysis  of the s t a t i s t i c s  
provided i i l  the f i n a l  repor t  by Il)T ind ica tes  t'nat product iv i ty  i n  
Tanbo-Cskr vas 25.7 quiz%alr?s per a re  and 'in San ~ e r n a n d o / ~ s u c i & n  
was only 4.9 qu in ta les  per hectare. 

3. Even the  ~bove  data  on product iv i ty  i s  misleading. In fomat ion  obtained 
by the  K3t^3 rcyresente t ives  indicated t n a t  ~t l e a s t  50% of the vheat  
sold by the  coo?erdtives was purchased frcm non-nenbe~s. %his mesns 
t h a t  the  wheet sold was ac tue l l y  produced on more hectares  than t he  
repor t  icdica%es,  which would f u r t h e r  reduce the  average y i e ld s  pe r  
hectare. 

There was s m e  evidence, hcwever, t h a t  a t t i t u d e s  toward production tech- 
niques n igh t  be chmging a s  a r e s u l t  of the  project .  Farmers interl iewed 
were unandkous i n  t h e i r  comnitment t o  t he  need f o r  c e r t i f i e d  seeds and 
t he  use ~f f e r t i l i z e r .  

Visits t o  the  Upsno Valley by the  Rural Developent Off icer  and other  
US.m personnel revealed t h a t  r e s u l t s  i n  t h i s  area  were more posi t ive .  

\ Two cooperatives i n  8uc;a a ~ d  &cas were successhi l  i n  organizing small 
producers i n  t he  ares ,  breaking the  monopob of ths t r a d i t i o n a l  marketing 

i - middlenen m d  cbtoininy subs t an t i a l l y  in t reesed p r ices  f o r  t h e i r  members. 
A t h i r d  cooperatl.ve wan fomed i n  the ?mm of tdndez when t h i s  group s p l i t  
from the  ~ u c & a  cooperative co form a separate one. These three  coopera- 

I 
t i v e s  % p a r e d  t o  be sotma, v iable  un i t s  t h a t  have a chance t o  survive and 
expand t h e i r  operations. 

No regional  or c e n t r a l  marketing orgenizations were es tabl ished by t he  
c ~ n t r e c  t or. 

14/ I b i d .  

15/ I b i d . ,  pp. 65 and 67. 



FINAL VISIT REPORT ON THF: PROJECT 

I n  March, 1 g 3 ,  R f i n a l  v i s i t  was made by t h e  Mission Evaluation Off icer  
t o  the  p r o j e c t  s i t e  t o  gather  in fo rna t ion  f o r  t h i s  evaluation. This 
v i s i t  was confined t o  Cuenca, and a11 information presented der ives  from 
persocal  conversations wi th  p ro jec t  personnel. The r e s u l t s  a r e  a s  f o l -  
lows : i . 

ObJective 1: Es tab l i sh  wi th in  CREA an on-going pograrn of supporting 
and d e v e l o ~ i r i  a g r i o u l t u r a l  m ~ r k e t i n g  organizations. 

A coowra t ive  Zevelcpaent department has been permanently 
es ta3 l i shed  ld i t ,h in  CX3X Ali of the  ex tens ion i s t s  t rai i led 
by D F  continu? t o  work i n  t h i s  department and one sf them 
has been assigrisd t h e  posit. ion of' departnent chief .  The 
department has 6n adequate budget and a l l  vehic les  donated 
t o  the  p ro jec t  a r e  used exclus iveig  by it, although one of  
the c e r r j - a l l s  broke dcrm ecd they hsve had t roub le  f ind ing  
a reylace?.ent pa r t .  An econozist  and accomtan t  have been 
assigned p u t - t i m e  t o  the  department. 

This depar.ta~ent continues t o  work i n  developing cooperat ives,  
although these a re  not l imi ted  s t r i c t l y  t o  a g r i c u l t u r a l  
marketing cooperatlvca. To a l a rge  degree, therefore ,  t h i s  
object ive  of the  p-.eject was rea l i zed ,  although I t  is d i f -  
f i c u l t  t o  a ssess  t h e i r  ef fec t iveness .  

Objective 2: Es tab l i sh  sound, v iab le  marketing organizations. The 
Upano Valley cooperat ives continue t o  be the  most v iable ,  

.- a s  Iclacas, ~uc<m,  Gndez and Indanza ( a n a r a n j i l l a  ~ a r k e t l n g  
cooperat ive)  a r e  a l l  f ' u n c t i ~ n i n g  on a sound economic bas is .  
Of the  highlands cooperatives, the  following are  s t i l l  engaged 
i n  marketing o>araticne: Carchi, Fcolino E ~ a i c o ,  l i ~ r ,  La Posta,  
Coymtor ( r e v i t a l i z e d  from previous repor t )  and La Trmca. 
These l a t t e r  cooperat ives have a t o t a l  membership of 156 
fami l i e s  while the  b s n o  Valley ccroperatives have a member- 
sh ip  of approximately 188. I n  o ther  words, a t o t a l  of 344 
fami l i e s  have been organized i n t o  t e n  reasonably v iab le  
cooperatives--a nqmber f a r  shor t  of the t a rge ted  21 coop- 
e r a t i v e s  with '2,003 members. 

# 

O f  the  o ther  "pre-organizations1' o r  groups mentioned i n  the 
IDF f i n a l  repor t ,  the  DF-trained ins t ruc tc r /o rgsn ize r s  wbre 
s t i l l  working with Yunganza, San Juan Bosco (although no 
marketing a c t i v i t i e s  had been i n i t i a t e d ) ,  Gallorumi (helping 
t o  prepare farm plans t o  obta in  c r e d i t )  Coonacto Sinincay 
(although t h i ~  building-materials  cooperative was i n  severe 
f i n a n c i a l  >roblens an6 zay colla2se ! , Lentsg (al though t h e r e  



was apparently l i t t l e  i n t e r e s t  in.developing the  cooperative),  
 and& (although they could not f ind a market f o r  tomatoes 
p rduced  by the  cooperative),  and Susudel ( t h i s  cooyerative 
had received c r e d i t  8r.d wes t o  commence marketing operations).  

i 
The following cooperativeswere considered t o  be defunct by the  
departnent , md no e f f o r t  was being rlade t o  work furt'ner with 
them: Jahua Tm,ho, Deleg, Filcopata,  Corralega, E l  Progreso, 
Mus'ca 0% Cc:,.x.rr de C?a. I n  addit ion,  the  coiqera t ive  depart-  
ment vras nat  wc?rki?q ui th the follwding g ~ o u p s  u n t i l  they had 
s e t t l e d  lellrl p:.07~lerns: Jx ica l ,  San Gerardo and Chmblin. k d ,  
Sigsihusico ~ z d  Chorocopte had decided not t o  join the  program. 

Objective 2: Organize th ree  s e l f - s u f f i c i e n t  regional  line-of-production 
secondary-level cooperative organizations. 

None was organized. 

Objective 4: Estab l i sh  an on-going program of developing s e l f - su f f i c i en t  
agricultu-ral n ~ r k o t i c g  organizations i n  the  Azuay, Cafiar and Morona San- 
t i ago  regfocs. 

Since t he  D F  contract  terminated, the cooperative department 
has i n i t i a t e d  work with nine new potentfa1 c o o ~ e r a t i v e  groups. 
These g r o q s  a re  highly var ied  and s m e  have nothing t o  do 
wi th  agr icu l tu re ,  huwever. 1.40 a re  housing cooperatives, one 
i s  a honey cooperative, one i s  a coo?erative food s to re ,  one 

- i s  a msum mine and another i s  an a r t i s an  cooperative. 

Again, it i s  d i f f i c d t  t o  say how ef fec t ive  the  IDF-trained 
team i s  i n  developing cooperatives, a s  these a re  not ye t  well- 
developed grou?s. 

If we look at the p ro j ec t ' s  p?rformance i n  terms of the o r i g ina l  goals  
es tabl ished i n  the  PRO? it is even more d i f f i c u l t  show concrete evidence 
of success: 

1. Foment t h e  creat ion of indcenden t ,  s e l f - su f f i c i en t  marketing organi- 
zati0r.s. 0- Ten o-ga ixn t ions  were fomed which ap.prcached inde- 
pendent se l f -suff ic iency,  end these comprised cnly 3k4 families. 

2. Achieve a *=tore equi tsbla  d i s  t r t bu t i on  of incone fo r  the small farmer. 
This has occurred In both the  Upsno Valley and highlands cooperatives, 
as the  cooperatives have not only been able  t o  obta in  higher d i r e c t  
p r i c e s  f o r  thc  members' products 5 u t  have forced middlemen i n  these  
areas t o  Increase t'sir oric~r z s  well ,  Unfacturmacely, the  nmber  
of f a m e r ;  d i r e c z l j  d i v 2 ~ a 2 t ~ d  L:i t h i s  v;s sail and there  was l i t t l e  
cvidence of a mul t ip l i e r  effect. 



4. Awaken I n  the  small fnrner a rea l iza t ion  of h i s  own worth. No 
a t t i t u d e  or  Sehavioral data were collected t o  verif'y t h i s  objectiive. 

5. Educete camesin3 leaders and coalesce them in to  e f fec t ive  workinq 
un i t s  c s m o l e  of i?clrlu?ncL;.q n ? e r . ~ d  act i txde changes ir; t h e i r  corn- 
munitiec. ;.xA;1 no w c a  were colleczed t o  assess the progress 
tovard thls  objective. 

6. En l i s t  nrlvste a r d  ~ : b l i c  fine.ncia1. as  well  a s  technical  s u p ~ o r t  f ~ r  
the sr!sll r ' ~ l - ~ , ? r .  This appo,rer,~ly rras aczosplished as  CiiEA has taken 
an increased i z e r e s t  i n  working with s m l l  farmers and f i nanc i a l  re-  
sources have been c3stnnelled f r o s  the Coo;3erative Renk, ETP and CR3A 
i n t o  the coo?erativcs. Most important, the IDF-trained team has been 
able t o  convince ld!olinos d e l  Ecuador t o  grant in te res t - f ree  c r ed i t  of 
$ 830,GaO t o  the f ledgl ing cooperatives. 

I 

7. Encourage the be l ie f  t h a t  objectives can be real ized within the frane- 

I 
work or' a d.?mccratic society. lio data  were gathered t o  support t h i s  

I objective. 
I 8. Demonstrate t h a t  cooperatives can influence national policy--no 

evidence i s  avai lable  t o  show tha t  t h i s  objective was met. 
I 
i GENERAL OBSERVATIGXS AM) CONCLUSIOVS 
i 
f 1.- he basic conceptual approach of the  project  ( i. e. t ha t  motivation 
i and awareness wzre i m p r t a n t  c m 2 o n e n t ~  of r u r a l  development) may 
I 
4 'have been va l id  but, i n  the  absence of an agr icu l tu ra l  foundation, 
i 
1 apparently were not suf f ic ien t .  The agr icu l tu ra l  assumptions under- 

I ly ing the project  were not ver i f ied  u n t i l  l a t e  i n  the project ,  a f t e r  
I .. it could have been redesigned. 

2. The contractor ' s  lack of experience i n  agr icul ture  appeared t o l i m i t  h i s  
a b i l i t y  t o  perform the  contract .  Selection of crop and areas  was 
made on the  basis  of guess end h y r e s s i o n  ra ther  than objective 
c r i t e r i a :  the benchmark survey was never conducted. Agaic, the  
mobilization of USAID ag r i cu l tu r e l  and economic personnel i n  the 
e a r l y  stages of the project  might have resul ted i n  be t t e r  crop'and 
s i t e  selection. 

3. Because of the lack of agr icu l tu ra l  experience, the contractor  chose 
the ea s i e s t  crop t o  market i n  the highlands (wheat) r a the r  than the 
crops which were of ma.10~. importance i n  the area o r  which offered 
the g r ~ a t e s t  pot:z;isl f x  eco,~oaic return. b'hect had a fixed gov- 
ernment price schedule end ea s i l y  iden t i f i ab le  markets--two o r  three  

. . -  BEST AVAILABLE COPY 



l a rge  m i l l s  on the  coast  and one i n  Cuecca. Other products, espe- 
c i a l l y  uotatoes and vegetables,  which might have been more econom- 
i c a l l y  v ia5le ,  wnich might hare benef i t t ed  nore from the  in t roduct ion 
o f  non - t r ad i t i on~2  marketing chmcels ,  and which might have benef i t t ed  
more small  famers  i n  the  region, were evoided by the  contractor  be- 
cause of t h e i r  g rea te r  complexity and r isk .  In o ther  words, the  
con t rac to r  chose w2at he considered a s a f e  product r a t he r  than one 
t h a t  offered g r ea t e r  po t en t i a l  benefi ts .  

4. The t h e  f e c t o r  was an important cons t ra in t  on both the  po t en t i a l  and 
success cl the project .  Tne pro jec t  was l imited t o  an i n i t i a l  phase 
of 18 nocth; witn a ~tixirnun extension t o  three  years. AID experience 
i n  cooperative devslopaent h8s been t h a t  it takes a long time t o  
e s t ab l l an  r i a b i e  ccjo2eretive ~ r g ~ i z e t i o n s .  There was probably 
l i t t l e  chmce t h a t  IDF could have developed a large  number of "viable" 
cooperatives within t h z  time f r m e  of the  project .  As a r e s u l t ,  they 
fccused on r e l a t i v e l y  simple c r q  systems and few cooperatives. 

5. It appears t h a t  f o r  new marketing organizations t o  be successful  they 
must have some levcr9ge t o  use agains t  es tabl ished middlemen. I n  t h i s  
case the leverage of the  cooperatives was t h e i r  access t o  sca les  which 
could be used t o  weigh t he  product being purchssed. As the  middiesen 
t r a d i t i o n a l l y  "sight-weighedn the  products they were purchasing, with 
accompanyiw d i s s a t i s f a c t i o n  on the  p a r t  of the producers, the  sca les  
offered a subs t an t i a l  c~unte rweigh t  t o  the power of the  t r a d i t i o n a l  
middlemen. As much as SO'$ of the  wheat marketed by the  highlsnds 
c o o p e r o t i ~ s ,  f o r  example, was purchased from non-nembers who preferred 
t o  s e l l  t h e i r  products t o  the  cooperatives because the  weights they 

- sold a t  were nore advantageous. 




