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The Strengthening Rural  Cred i t  Serviceo P r o j e c t  (SRCS) vas proposed t o  

have t h r e e  eva lua t ions .  The f i r s t  was deslgned t o  be an  e a r l y  assessment  of 

t h e  implementation p lan ,  t he  second was s t r u c t u r e d  a s  a midterm e v a l u a t i o n ,  

and the  l a s t  was planned a s  a measure of p r o j e c t  performance. The f i r s t  

eva lua t ion  was cance l led .  The midterm eva lua t ion ,  provided he re ,  has t h e  

major o b j e c t i v e s  of i d e n t i f y i n g  necessary implementation changes and s e r v i n g  

a s  a b a s i s  f o r  a pos s ib l e  follow-up p ro j ec t .  

The in t roduc to ry  s e c t i o n  of t he  r e p o r t  d e s c r i b e s  t h e  e v a l u a t i o n  

methodology, t he  p r o j e c t  h i s t o r y ,  and the  Bureau de  CrCdit  Agr ico le  (BCA) .  

The fol lowing s e c t i o n s  a r e  a d i s c u s s i o n  of major SRCS accomplishments t o  d a t e  

and a summarization of i s s u e s  a f f e c t i n g  p r o j e c t  performance t o g e t h e r  .with 

recommendations on what ad jus tments  should be made t o  m i t i g a t e  t h e  p o t e n t i a l  

problems. 

A. Evalua'tion Methodology 

The eva lua t ion  approach was t o  compare p r o j e c t  performance-to-date w i th  

t h e  p r o j e c t  paper expec t a t i ons  and o t h e r  judgements about  what t he  p r o j e c t  

i n p u t s  could reasonably be expected t o  have ach ieved  a t  t h i s  po in t .  Emphasis 

i s  on eva lua t ing  t h e  use of  i n p u t s  r e l a t i v e  t o  e x p e c t a t i o n s  and on 

accomplishments i n  ach i ev ing  the  p r o j e c t  purpose,  s t r e n g t h e n i n g  the  c a p a b i l i t y  

of t h e  BCA t o  provide c r e d i t .  E f f ec t i venes s  of t h e  p r o j e c t  i n  meeting t h e  

more g l o b a l  goa l  of improving the  s tandard  of l i v i n g  can  on ly  be measured 

through a c a r e f u l l y  designed s tudy  begun before  t h e  p ro j ec t .  Thus, on ly  

q u a l i t a t i v e  judgements a r e  made on movements toward accomplishment of broad 

goals .  



Data were c o l f e c t e d  through i n t e r v i e w s  and from r ead ing  a v a i l a b l e  f i l e s ,  

r e p o r t s ,  and o t h e r  documents r e l a t e d  t o  SRCS, I n t e r v i e w s  were h e l d  w i th  BCA, 

I n s t i t u t  de Dgveloppement Agr i co l e  e t  I n d u s t r i e l  (IDAI),  Development 

A l t e r n a t i v e s ,  Inc .  (DAP) and Agency f o r  I n t e r n a t i o n a l  Development (AID) s t a f f  

(Tab le  I). A l l  RCA personne l  could no t  be i n t e rv i ewed  s o  a sample was 

s e l e c t e d .  The i n d i v i d u a l s  chosen should  be r e p r e s e n t a t i v e  of t h e  range  of BCA 

expe r i ences .  The sample i nc luded  t h e  D i r e c t o r ,  former  D i r e c t o r ,  

r e p r e s e n t a t i v e s  from t h r e e  of t h e  f i v e  o p e r a t i n g  r e g i o n s  i n c l u d i n g  two 

r e g i o n a l  d i r e c t o r s  and two s u b r e g i o n a l  d i r e c t o r s ,  and six of t h e  for ty- two 

l o c a l  agen ts .  Three of t h e  e i g h t  s i tes under  c o n s t r u c t i o n  were v i s i t e d .  

Gran t ing  of l oan  funds t o  two a g r i c u l t u r e  c r e d i t  s o c i e t i e s  (SAC) was obse rved ,  

one coope ra t i ve  w a s  v i s i t e d  and t he  t r a n s f e r  of funds  from l o c a l  a g e n t s  t o  

r e g i o n a l  a ccoun t an t s  was observed.  I n d i v i d u a l s  were i n t e rv i ewed  a t  t h e i r  

p l a c e  of work i n  o r d e r  t o  maximize t h e  a v a i l a b d l i t y  o f  d a t a  and t o  p rov ide  a  

comfor tab le  and open atmosphere f o r  d i s c u s s i o n .  

Bernard Fa t t on ,  D i r e c t o r ,  I D A P ,  w a s  i n t e rv i ewed  because o f  concerns  over  

p o s s i b l e  ove r l ap  between I D A 1  and BCA. Lengthy d i s c u s s i o n s  were he ld  w i t h  

s t a f f  members from D A I ,  t h e  t e c h n i c a l  c o n s u l t a n t s ,  t o  g a i n  t h e i r  p e r s p e c t i v e  

on p r o j e c t  successes  and problems. A l l  ~ P D / H a i t i  p e r sonne l  w i th  background on  

t h e  SRCS were ques t i oned  t o  o b t a i n  in format ion  on p r o j e c t  h i s t o r y ,  p r o j e c t  

accomplishments and d i sappoin tments ,  and e v a l u a t i o n  e x p e c t a t i o n s .  

S p e c i a l  s t u d i e s  commissioned a s  p a r t  o f  t h e  p r o j e c t  were c r i t i c a l l y  

reviewed. A l l  o t h e r  w r i t t e n  documents on SRCS were read  s o  t h a t  a complete  

unders tand ing  o f  t h e  p r o j e c t  cou ld  be ob t a ined .  



B. P ro j ec t  His tory  
1 

A s i g n i f i c a n t  c o n s t r a i n t  t o  r u r a l  devel.opnent i n  H a i t i  is perceived t o  be 

the  a v a i l a b i l i t y  of c r e d i t ,  p a r t i c u l a r l y  f o r  smal l  farmers.  The focus i n  t h i s  

percept ion  i s  on a v a i l a b i l i t y  o r  some d i s t r i b u t i o n  mechanism f o r  c r e d i t  r a t h e r  

than  on the  need f o r  c r e d i t  subs id i za t ion .  The b e l i e f  is t h a t  r u r a l  c r e d i t  a t  

market i n t e r e s t  r a t e s  would be product ive ly  used i f  ob ta inab le .  Few 

i n s t i t u t i o n s  a r e  providing t h i s  d i s t r i b u t i o n  func t ion .  BCA and IDAI a r e  ' 

semi-autonomous publ ic  s e c t o r  i n s t i t u t i o n s  which have been providing l i m i t e d  

amounts of c r e d i t  t o  small  farmers.  The p r i v a t e  market has not  been provid ing  

formal c r e d i t  t o  smal l  farmers  o t h e r  than  1:hrough some small c r e d i t  unions. 

Informal c r e d i t  has been a v a i l a b l e  from a  v a r i e t y  of sources  a t  what a r e  o f t e n  

f e l t  t o  be usur ious  i n t e r e s t  r a t e s .  Th i s  c r e d i t  i s  almost  e x c l u s i v e l y  used by 

smal l  farmers f o r  consumption a c t i v i t i e s  r a t h e r  than  t o  f i nance  a g r i c u l t u r a l  
I 

production. 

A I D  provided a  s i g n i f i c a n t  amount o i  c r e d i t  funds i n  1977 through t h e  

P e t i t e s  P l a n t a t i o n s  Cafd ieres  (PPC) loan  program which w a s  o r i e n t e d  towards 

inc reas ing  c o f f e e  production. Cred i t  f o r  t h i s  program w a s  channeled through 

BCA and t echn ica l  a s s i s t a n c e  t o  BCA was provided by t h e  Cred i t  Union Nat iona l  

Assoc ia t ion  (CUNA). An assessment by Cooperat ive League of t h e  United S t a t e s  

( CLUSA) determined t h a t  BCA should be c a p i t a l i z e d  d i r e c t l y  and a p p r o p r i a t e  
e 

developmental support  should be provided. 

1. This  d i scuss ion  i s  intended a s  a n  overview of t he  p r o j e c t  h i s t o r y  

and not  a s  a  d e t a i l e d  desc r ip t ion .  



A f t e r  an  eva lua t ion  of  t h e  above c o n d % t ~ , a n s  t h e  SRCS p r o j e c t  was developed 

wi th  t h e  g o a l s  of i nc reased  food product ion  and s t r eng thened  r u r a l  

i n s t i t u t i o n s .  .The  purpose, s p e c i f i e d  i n  t he  project ,  paper ,  was t o  " s t r e n g t h e n  

t h e  c a p a b i l i t y  of t he  BCA t o  provide c r e d i t ,  s a v i n g s ,  and o t h e r  r e l a t e d  

f i n a n c i a l  s e r v i c e s  t o  r u r a l  H a i t i a n s  on a  f i n a n c i . a l l y  v i a b l e  bas i s . "  

Four s p e c i f i c  a r e a s  of suppor t  were chosen f o r  a c h i e v i n g  t h e  p r o j e c t  

purpose. Improved BCA management was t o  be accomplished through a  r e v i s e d  

o r g a n i z a t i o n  s t r u c t u r e ,  a  b e t t e r  ope ra t i ng  system, a  renovated personnel  

system and b e t t e r  t r a i n e d  s t a f f ,  and a  b e t t e r  p h y s i c a l  i n f r a s t r u c t u r e .  

Second, BCA a c t i v i t i e s  were t o  be expanded a s  i nc reased  c r e d i t  was made 

a v a i l a b l e  and new s e r v i c e s  were o f f e r e d .  A s av ings  m o b i l i z a t i o n  campaign was 

t o  be t h e  most important  new s e r v i c e  but o t h e r s  were a l s o  a n t i c i p a t e d .  T h i r d ,  

a n  improved f i n a n c i a l  s t r u c t u r e  c o n s t i t u t e d  a  major focus  wi th  t h e  i n t e n t  t h a t  
I 

t h e  BCA could  become a  s e l f  s u f f i c i e n t  o rgan iza t ion .  F i n a l l y ,  long term 

planning was t o  be enhanced through b e t t e r  i n f o m a t i o n  provided by a  series of 

s t u d i e s .  t 
I 

The P r o j e c t  Au tho r i za t i on  was s igned i n  June ,  1981  and t h e  P r o j e c t  

Agreement i n  J u l y  1981. SRCS is scheduled to  run t h r e e  y e a r s  and t o  be 

completed September 30, 1984. An A I D  g r a n t  provided $2,400,000 i n  f o r e i g n  

exchange and l o c a l  currency.  Actua l  expend i tu re s  were $925,000 a s  of March 

31, 1983. The ~ o v e r n ~ e n t  of Haiti (GOH) was t o  c o n t r i b u t e  $3,776,000 wieh t h e  

a n t i c i p a t i o n  t h a t  $2,110,000 would come from PL 480 gene ra t ed  funds a s  

a v a i l a b l e  and t h e  remainder from GOH sources .  The PL 480 gene ra t ed  funds were 

t o  provide f u r t h e r  c a p i t a l  f o r  BCA and the  o t h e r  GOH funds were t o  underwr i te  

BCA d e f i c i t s .  A s  of  J u l y  31, 1983, $1,480,000 PL 480 funds have been 

con t r ibu t ed .  GOH t r e a s u r e s  suppor t  has t o t a l e d  $80,000 a s  of t he  same d a t e .  



Five major i npu t  c a t e g o r i e s  were t o  be used i n  t h e  p r o j e c t .  Technica l  

a s s i s t a n c e  was t o  be provided i n  s e v e r a l  a r e a s  i nc lud ing  o r g a n i z a t i o n ,  new 

ope ra t i ng  systems, personnel  management, and sav ings  mob i l i za t i on .  DAI has 

provided 58.75 person months (PM) of personnel  i n p u t s  a s  of  J u l y  31,  1983 

2 (Table  2) . Major changes from t h e  pre-pro jec t  p l ans  were ex t ens ion  of t h e  

f i n a n c i a l  adv i so r  and computer s p e c i a l i s t s  involvement. 

Training f o r  BCA s t a f f  was t o  be provided through a  combination of 

t r a i n i n g  seminars ,  and s t r u c t u r e d  U.S. and Haiti based t r a i n i n g .  Through J u l y  

1983, f o u r  seminars,  g e n e r a l l y  involv ing  a.11 BCA p r o f e s s i o n a l  s t a f f ,  have 

o f f e r e d  e leven  days of  t r a i n i n g  (Table  3) .  Seven people rece ived  computer 

t r a i n i n g  i n  H a i t i  and t h r e e  of  them were slslected f o r  U.S.. t r a i n i n g  (Table  4 ) .  

Commodities inc lud ing  v e h i c l e s ,  o f f i c e  equipment,  automated d a t a  

process ing  equipment, and r a d i o  communication equipment were t o  be procured. 

One major change t o  d a t e  has been a  d e c i s i o n  not  t o  o b t a i n  r a d i o  equipment a t  

t h i s  t i m e .  As of J u l y  31, 1983 a n  automated d a t a  process ing  system, $73,475 

i n  new o f f i c e  equipment, 11 jeeps ,  2  Cherokee wagons and 15  motorcycles  had 

been acqui red .  

2. Note t h a t  t h e s e  f i g u r e s  i nc lude  7.25 PM of  e f f o r t  on s p e c i a l  s t u d i e s .  



TABU I 

INTERVPEWEES AND OTHER DISCUSSANTS 

BCA S t a f f  Interviewed a t  The i r  Workplace 

Wilner Pierre-Louis ,  D i r ec to r  

Rodini Conte, Former D i r e c t o r  

Karl Honor6, Chief of t he  Informat ion  Unit  

Fred Joseph,  Ssubregional  D i r e c t o r ,  Jacmel 

J ean  Dgsinor,  Subregiona l  D i r e c t o r ,  Por t  de P a i x  

Gaspard Accida t ,  Local  Agent, S t .  Marc 

Jean-Claude AmgdGe, Regional D i r e c t o r ,  Gonaive 

Marcel Beaugg , Local Agent, L' EstZre 

Robert  Viaud, Regional  D i r e c t o r ,  Cap-Haitien 

Jean-Claude Joseph,  Local  Agent, Bahon 

Michel Pyronneau Local  Agent, Dondon and S a i n t  Raphael 

Louis Michel Che r i l u s ,  Local  Agent, P l a i n e  du Nord 

Fred Salomon, Local Agent, P l a i s ance  and P i l a t e  

DAP - 
Thomas S t i c k l e y  , Team Leader 

Jean-Jacques Deschamps, F inanc i a l  Advisor 

Oumarou Tiemtore,  Computer S p e c i a l i s t  



AID - 
Harlan Hobgood, Mission Director 

David Adams, DRE 

Michael Baldwin, PVD 

Marion Ford, ADO 

James Walker, Economist 

Shirley Pryor, Economist 

Joel  Cotten, Evaluation Officer 

Nicole Jean-Mary, Training Officer 

Louis O'Connor, ENG 

Wendy King, ADO 

Robert Wilson, ADO 

TEC INA 

Gerald Emile Brun, Vice-President 

Daniel Wolf, Engineer 



TABLE 2 

DAI PERSONNEL 1 NPUTS 

( F e b r u a r y  1982 - J u l y  1983)  

I;. L o n g T e w  

A. Thomas S t i c k l e y ,  C r e d i t  Systems Advisor  h S e n i o r  Advisor  18 ' PM 

B, Jean-Jacques Deschamps, F i n a n c i a l  S p e c i a l i s t  15 Pba 

11. S h o r t  Term 

A. Oumarou Tiemtore ,  Systems Ana lys t  

B. Suha Sa tana ,  Savings  M o b i l i z a t i o n  S p e c i a l i s t  

C. Roger P o u l i n ,  Demand f o r  C r e d i t  C o n s u l t a n t  

D. Glen R. Smucker, Supply o f  C r e d i t  C o n s u l t a n t  

E. W i l l i a m  R u t h e r f o r d ,  P e r s o n n e l  A d z 2 n i s t r s t i o n  Advisor  1 .75 PM 

F. Ken Ibehn ,  Sav ings  M o b i l i z a t i o n  S p e c i a l i s t  t 0.25 PM 

G. Susan G. Goldmark, Loan A n a l y s i s  Manual (Team L e a d e r )  1 .5  PM 

H. P a s c a l  F. F o t z o ,  Loan A n a l y s i s  Manual (Ag. S p e c i a l i s t )  1 .5  PM 

I. J a y  K. Rosengard,  Loan A n a l y s i s  Manual (Group Lending Spec.)  1 . 5  PM 

TOTAL 



TABLE 3 

SEMINARS 

1 .  Seminar on Decentralized Accountin$, Financial Management, and 

Portfol io Management, 4 days. 

2 .  Savings Mobilization, Financial Managment and Budget Preparation 
* 

6 days. 

3 .  Cooperative and Marketing Workshop, 2 workshops, 2 days each 

4 .  Seminar on Savings Mobilization, Recovery of Loans and 

Organization of Soc ie t i e s  (SAC), 3 days 

* Consisted of  three separate back-to-back 2 day conferences. 



TABLE 4 

TRAINING* 

(Through J u l y  31,  1983)  

1. Computer programming, 7 p a r t i c i p a n t s ,  Damien 

2.  Computer t r a i n i n g ,  3  p a r t i c i p a n t s ,  Uni ted S t a t e s ,  3  months . 

3 .  Coding BCA l o a n s ,  38 p a r t i c i p a n t s ,  Damien 

4. Personne l  management, 1 p a r t i c i p a n t ,  U n i v e r s i t y  o f  Connec t i cu t ,  

2 months 

5. Development management, 1 p a r t i c i p a n t ,  U n i v e r s i t y  o f  P i t t s b u r g ,  

2 months 

* Excluding seminars .  



TABLE 5 

SPECIAL STUDIES COMPLETED* 

(February  1, 1982 - J u l y  31,  1983) 

1. "Analys i s  of t h e  E f f e c t i v e  Demand f o r  BCA Loans",  

by Roger P o u l i n ,  January  1983. 

2. "Suppl ies  o f  C r e d i t  Among H a i t i a n  P e a s a n t s ,  " 

by Glen R. Smucker, February  1983. 

3. "BCA Loan A n a l y s i s  Manual", 

by P a s c a l  F. Fo tzo ,  Susan G. Goldmark, and J a y  K. Rosengard,  

A p r i l  1983. 

4. "Management of Human Resources  a t  t h e  BCA", 

by Will iam A. Rutherf  o r d ,  June  1983. 

* A l l  have been o r  a r e  being t r a n s l a t e d  i n t o  French 
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Comparatkve Summary of BCA A c t i v i t y  

~ ~ 8 0 ~  

1. Number of employees 101 

2. Loan Volume 8.36% 

e 3. PP l o a n  volumes 

4. 2/3 

5. Loan P o r t f o l i o  ou t s t and inge  11.324 

6. Operat ing Expendi tures  2.299 

7. PP Operat ing Expendi tu res  

8. 6/7 

9. Repayment rate ( p e r c e n t )  

10. De fau l t  rate g 

11. Expected d e f a u l t s  (2x10) 

12. Expendi tu res  (6+11) 

13. Expendi tu res  per  l oan  volume (12/2)  

14. Revenues 1.199 

15. PP revenues 

16. 14/15 

17. L i q u i d i t y  5.593 

18. PP L i q u i d i t y  

19. 16/17 



20. Number of loans made t o  SAC 

21. Number of members 

22. Number of o t h e r  loans  

a. A s  of September 34, 1980 o r  f o r  the  e n t i r e  year  a s  app ropr i a t e .  

b. A s  o f  September 30, 1981 o r  f o r  the  e n t i r e  year  a s  app ropr i a t e .  

c. A s  of September 30, 1982 o r  f o r  t h e  e n t i r e  year  a s  app ropr i a t e .  

d. A s  of  Apr i l  30, 1983 o r  f o r  t he  f i r s t  seven months a s  app ropr i a t e .  

e. Af te r  deduct ion f o r  bad deb t s  except  f'or 1980. 

f .  Assumption. 

g. Assumed t o  be one h a l f  of  t h e  delinquency r a t e  (1-repayment r a t e ) ,  except  

f o r  FP 83 which i s  based on a DAI  study. 



Eighteen  l o c a l  o f f i c e s  were t o  be c o n s t r u c t e d  u s i n g  p r o j e c t  funds .  The 

p l an  was t o  improve t h e  v i s i b l e  image of  BCA i n  o r d e r  t o  encourage  s a v i n g s  

m o b i l i z a t i o n  and t o  reduce appa ren t  l i n k a g e s  w i t h  t h e  M i n i s t r y  of 

A g r i c u l t u r e .  A s  of  J u l y  31,  1983 e i g h t  were under  c o n s t r u c t i o n ,  c l e a r  t i t l e  

t o  l and  was a v a i l a b l e  on f i v e  o t h e r s ,  and none were completed,  Those 

c u r r e n t l y  under c o n s t r u c t i o n  a r e  expec t ed  t o  be completed by December 1 5 ,  1983. 

S p e c i a l  s t u d i e s  and a t t e n d a n c e  a t  con fe r ences  were planned i n  o r d e r  t o  

p rov ide  p lann ing  i n fo rma t ion  and t r a i n i n g  o p p o r t u n i t i e s .  To d a t e  f o u r  s p e c i a l  

s t u d i e s  have been conducted (Table  5 ) .  Two of t h e  r e s u l t i n g  r e p o r t s  are on 

supp ly  and demand c o n d i t i o n s  i n  r u r a l  c r e d i t  marke t s ,  one on t h e  BCA p e r s o n n e l  

system,  and one on methodologies  f o r  e v a l u a t i n g  p o t e n t i a l  l o a n  c l i e n t s .  

C .  BCA - 
BCA r ep l aced  a p r edeces so r  o r g a n i z a t i o n  i n  1959. It h a s  o p e r a t e d  

con t i nuous ly  s i n c e  1959, but  g r a n t e d  on ly  G1.3 m i l l i o n  i n  l o a n s  d u r i n g  1976. 

Expansion s i n c e  h a s  been r a p i d  w i t h  G 13.7 m i l l i o n  i n  l o a n s  du r ing  FY 82. 

BCA c u r r e n t l y  f u n c t i o n s  on s e v e r a l  b a s i c  premises .  F i r s t ,  p r i o r i t y  i s  

g i v e n  t o  l end ing  t o  s m a l l  f a rmer s ,  g e n e r a l l y  t h o s e  w i t h  one t o  f i v e  c a r r e a u x  

of l a n d  ( e q u i v a l e n t  t o  3 . 2  t o  15.9 a c r e s ) .  BCA has  made a  few l o a n s  t o  small 

fa rmer  coope ra t i ve s .  It h a s  a l s o  expressed  i n t e r e s t  i n  promoting l end ing  t o  

small and medium s i z e  r u r a l  e n t e r p r i s e s .  BCA i s  t r y i n g  t o  p rov ide  l o a n s  i n  

r u r a l  a r e a s  throughout  Haiti; t o  f u l f i l l  t h i s  m i s s i o n  it has  46 o f f i c e s  w i t h  

42 l o c a l  a g e n t s  l o c a t e d  i n  a l l  r eg ions  of  t h e  coun t ry .  

BCA c r e d i t  is l a r g e l y  unsupe rv i s ed ,  and w i t h  few e x c e p t i o n s ,  l o a n s  a r e  

made i n  cash.  Dec is ions  t o  l end  are based more on a bor rower ' s  a b i l i t y  t o  

r epay  t h e  l o a n  t han  o n  t h e  s p e c i f i c  use  of  t h e  funds  t h a t  i s  proposed. . . 

Farmers are f r e e  t o  make t h e i r  own produc t ion  and c r e d i t  use  d e c i s i o n s .  The 

presumption i s  t h a t  f a rmer s  have employed t h e  c r e d i t  r e s o u r c e s  w e l l  i f  t h e y  

can  repay t h e  loans .  



Lending t o  small  farmers i s  done almost e x c l u s i v e l y  through A g r i c u l t u r a l  

C r e d i t  S o c i e t i e s .  SACS a r e  formed v o l u n t a r i l y  wi th  l i t t l e  a s s i s t a n c e  from BCA 

and c o n s i s t  of seven t o  f i f t e e n  members. .All members of t h e  SAC a r e  j o i n t l y  

l i a b l e  f o r  t h e  loans  and no members can g e t  new l o a n s  u n t i l  t h e  SAC has paid 

o f f  t h e  e n t i r e  amount ou t s t and ing  on i t s  prev ious  loan. The use  of peer  

p r e s s u r e  c l e a r l y  encourages repayment. SAC p r e s i d e n t s  a l s o  under take  t h e '  

f unc t ion  of determining c r e d i t  worthiness  of  p rospec t ive  members, t he reby  

reducing BCA opera t ing  c o s t s  by reducing t h e  need t o  d e d i c a t e  time t o  checking 

t h e  c r e d i  t -worthiness  of  i n d i v i d u a l  SAC members. 

This  s e c t i o n  i s  a  t o p i c a l  d i s c u s s i o n  of  t h e  major p r o j e c t  

accomplishments-to-date. The emphasis here  is on p r o j e c t  e f f e c t i v e n e s s  a s  

measured by impacts,  p a r t i c u l a r l y  s u s t a i n a b l e  impacts ,  onfBCA a c t i v i t i e s  and 

procedures.  Thus, t h i s  s e c t i o n  i s  e v a l u a t i v e  i n  n a t u r e  a s  w e  seek  t o  provide  

q u a n t i t a t i v e  and q u a l i t a t i v e  assessments  of  t h e  e f f e c t i v e n e s s  of  p r o j e c t  

i n p u t s  i n  ach iev ing  the  p r o j e c t  purpose. An important  cavea t  i s  t h a t  t h e  

achievements l i s t e d  h e r e  a r e  t h e  j o i n t  r e s u l t  of  BCA and SRCS i n p u t s  and 

should not  be i n t e r p r i t e d  a s  s o l e l y  t he  ou tpu t  of p r o j e c t  e f f o r t s .  



A. Financ i a l  Management 

The o r i g i n a l  i n t e n t  of SRCS was 60  provide one y e a r  of t e c h n i c a l  

a s s i s t a n c e  through s h o r t  term c o n s u l t a n t s  i n  o r d e r  t o  improve t h e  i n t e r n a l  

account ing and a u d i t i n g  procedures  of t he  BCA. The t e c h n i c a l  c o n s u l t a n t  

determined e a r l y  on t h a t  f i n a n c i a l  management was a  more p re s s ing  concern 

t han  i n t e r n a l  accounti 'ng procedures .  Judgements on t h e  s e v e r i t y  of t h e  

f i n a n c i a l  management problems l e d  t o  t he  t e c h n i c a l  e x p e r t i s e  being expanded t o  

provide n e a r l y  two yea r s  of advisory  s e r v i c e s .  

Five main a r e a s  of p rogress  i n  f i n a n c i a l  management can be p inpoin ted :  a )  

l i q u i d i t y  r a t e s ,  b)  i n t e r e s t  r a t e s ,  c )  r e p o r t i n g  procedures ,  d )  s t u d i e s  of 

repayment r a t e s  and e )  bad deb t  account .  Liquid a s s e t s ,  cash  and money i n  

checking accounts ,  r ep re sen t ed  49.4 percent  of t h e  l o a n  p o r t f o l i o  ou t s t and ing  

i n  1980 and had dec l ined  t o  27.9 percent  by t h e  end of f i s c a l  year  1982. 

L iquid  a s s e t s  a r e  much lower than  t h e  p r o j e c t  paper (PP) e x p e c t a t i o n s  f o r  t h i s  

t i m e  (Table  6 )  and a r e  moving towards t h e  PP goa l s .  N a t u r a l l y  some l i q u i d  

a s s e t s  must be kept  a v a i l a b l e  bu t  proper  management i s  of  key importance i n  
\ 

t h e  process  of making BCA s e l f  s u f f i c i e n t  because lower l i q u i d i t y  means 

g r e a t e r  po r t i ons  of a s s e t s  i n  i n t e r e s t  bear ing  loans .  Thus, t he  revenues from 

a g iven  l e v e l  of a s s e t s  a r e  h igher  a s  t he  l i q u i d i t y  r a t e  is  lower. 

L i q u i d i t y  r a t e s  have d e c l i n e d  a f t e r  s tudy  was under taken  of which r eg ions  

had exces s  funds and the  ensuing one time t r a n s f e r  of l oanab le  funds t o  

r eg ions  which could use t h e  funds qu ick ly .  Second, t he  number of  bank 

accounts  i n  each reg ion  was reduced from f i v e  t o  two which permi t ted  t h e  

reg ions  t o  hold sma l l e r  t o t a l  balances f o r  con t ingenc i e s , t he reby  dec reas ing  

l i q u i d i t y .  F i n a l l y ,  l i m i t e d  s h i f t s  of funds between r eg ions  t o  t ake  advantage 

of d i f f e r e n t  t i m i n g  of l o a n  demand has taken  p lace .  Th i s  l a t t e r  f a c t o r  offers 



some f u r t h e r  p o t e n t i a l ,  but reg ions  have been h e s i t a n t  t o  t r a n s f e r  l oanab le  

funds t o  o t h e r  reg ions  experiencing peak seasona l  demand beause they  f e a r  t h e  

resources  w i l l  not be re turned  when needed again.  The d e c e n t r a l i z e d  o f f i c e s  

must be convinced t h a t  resources  w i l l  be t r a n s f e r r e d  back a s  needed so  t h a t  

they  w i l l  be more w i l l i n g  t o  t r a n s f e r  funds and reduce i d l e  balances.  A 

l i m i t a t i o n  t o  t r a n s f e r r i n g  funds a c r o s s  reg ions  i s  t h a t  most, l oans  a r e  f o r  one 

year  and not  f o r  a  c rop  season,  r e s t r i c t i n g  the  p o s s i b i l i t y  f o r  i n t e r r e g i o n a l  

t r a n s f e r s  of funds. The l i k e l i h o o d  of increased  excess  l i q u i d i t i t y  w i l l  grow 

wi th  the  savfngs mob i l i za t ion  campaign and cash  management must cont inue  t o  

r e t a i n  high p r i o r i t y  i n  BCA's  ob j ec t ives .  

I n t e r e s t  r a t e s  f o r  SACs were increased October 1, 1982 t o  twelve pe rcen t ,  

p l u s  a  two percent  commission and a  two percent  loan  guarantee.  I n t e r e s t  and 

commissions a r e  discounted from t h e  loan  ( i . e . ,  paid up f r o n t )  and t h e  loan  

guarantee  i s  paid a t  t he  l o a n ' s  terminaticln y i e l d i n g  a n  e f f e c t i v e  r a t e  of 18.6 

percent  on one year  SAC loans  t o  SACs. Ind iv idua l  l oans  pay an i n t e r e s t  r a t e  

of 15  percent  and a  two percent  commisaioa, both d iscounted  from t h e  loan ,  and 
I , 

a  loan  guarantee of 2  percent  paid a t  the  loan  t e rmina t ion  da te .  Increased  

revenues f o r  BCA have r e s u l t e d  and improved e f f i c i e n c y  i n  t h e  a l l o c a t i o n  of 

scarce c r e d i t  has occurred t o  the  e x t e n t  t h a t  c r e d i t  denand i s  i n t e r e s t  

s e n s i t i v e .  One problem i s  t h a t  while  Poar~ d i scoun t ing  i n c r e a s e s  i n t e r e s t  

r a t e s ,  it d i scourages -ea r ly  payment of 10ilnS; thus  BCA needs t o  develop a  

system f o r  making i t  a t t r a c t i v e  f o r  those  i n  a  p o s i t i o n  t o  do s o ,  t o  pay l o a n s  

e a r l y .  It should a l s o  be  noted t h a t  i n t e r e s t  r a t e s  have been s i m p l i f i e d  a s  

t h e  forced savings soon w i l l  be e l imina ted .  



Prepa ra t i on  of q u a r t e r l y  f i n a n c i a l  r e p o r t s  has  been i n i t i a t e d  i n c l u d i n g  

r e p o r t i n g  on  a c t u a l  ve r sus  budget a c t i v i t y  and on BCA p r o g r e s s  toward s e l f  

s u f f i c i e n c y .  The most r e c e n t  budget a n a l y s i s  was prepared by the  BCA s t a f f  a,s 

opposed t o  t he  f i n a n c i a l  adv i so r .  C l e a r l y  t h e  r e p o r t i n g  procedures  provide  

BCA wi th  the  oppor tun i ty  t o  measure i t s  a c t i v i t i e s  and make ad jus tments  a s  

necessary .  

Cons i s t en t  s t u d i e s  of repayment r a t e s  by r e g i o n  and over  t ime have 

provided a  b a s i s  f o r  e v a l u a t i n g  the  e f f e c t i v e n e s s  of t h e  o r g a n i z a t i o n  (Table  

69. P a r t i a l l y  a s  a  r e s u l t  o f  t h e s e  s t u d i e s ,  i n e f f e c t i v e  r e g i o n a l  managers 

have been rep laced ,  some r eg ions  have been e l i m i n a t e d ,  and l end ing  has been 

p a r t l y  c u r t a i l e d  i n  low repayment a r ea s .  P re l imina ry  ev idence  i n d i c a t e s  t h a t  

d e f a u l t  r a t e s  w i l l  d e c l i n e  a s  a  r e s u l t  of improved a t t e n t i o n  t o  repayment 

r a t e s .  

A bad deb t  account was begun dur ing  FY 81 and was cont inued  i n  FP 82. 

This  c o n s t i t u t e s  an  important  s t e p  i n  helping BCA unders tand  t h e  r e a l  c o s t s  of 

i t s  lending  a c t i v i t y  and he lp ing  BCA focus  on reducing de l inquency  r a t e s .  The 

bad debt  a l lowances a r e  probably i n s u f f i c i e n t  t o  cover  l o s s e s  a t  t h i s  p o i n t  

bu t  t h e i r  e x i s t e n c e  i s  an  i n i t i a l  achievement. 

Achievements i n  f i n a n c i a l  management have s t r o n g  p o t e n t i a l  f o r  

s u s t a i n a b i l i t y .  I n  each a r e a  t h e  approach has  been to  a d j u s t  t h e  procedures  

f o r  doing th ings  and i f  t he  new procedures a r e  fol lowed t h e  b e n e f i t s  w % l l  

remain once t e c h n i c a l  a s s i s t a n c e  i s  no longe r  a v a i l a b l e .  P r e p a r a t i o n  of  t h e  

c u r r e n t  budget a n a l y s i s  by BCA s t a f f  is one i n d i c a t i o n  of  this a b i l i t y  t o  

s u s t a i n  t he  improvements. 

Despi te  improved l i q u i d i t y  r a t e s  and b e t t e r  repayment r a t e s ,  t h e  o v e r a l l  

f i n a n c i a l  p o s i t i o n  of BCA has not improved. Opera t ing  expend i tu re s ,  l o a n  

volume, and revenues have a l l  performed more poor ly  t h a n  expected (Table  69, 



Loan volume has lagged behind t h e  PP e s t ima tes  because of i n s u f f i c i e n t  

c a p i t a l i z a t i o n .  Operating expendi tures  inc reased  70.6 percent  between FY 80 

and FY 82. A 50 percent  i nc rease  i n  s a l a r i e s  beginning with FY 82 and 

increased  employment made t h e  budget i tem For personnel  respons ib le  f o r  most 

growth i n  expenditures .  Revenues grew 39.4 percent  between FY 80 and FY 82 

because of improved l i q u i d i t y  r a t e s  and increased  lending ,  but  revenues s t i l l  

dec l ined  r e l a t i v e  t o  expenditures .  The f i n a n c i a l  p i c t u r e  should improve 

dur ing  FY 83 a s  the re  have been few inc reases  i n  s a l a r i e s  and t h e  s t a f f  has  

remained cons tant .  A t  t he  same time higher  i n t e r e s t  r a t e s  and g r e a t e r  lending  

should improve revenues. Care must be taken i n  eva lua t ing  B C A ' s  FY 83 

performance because the dec i s ion  t o  d iscount  loans  e f f e c t i v e  October 1, 1982 

causes  double i n t e r e s t  payments during FY 83. 

B. Personnel Management 

Each BCA s t a f f  member was eva lua ted  by t h e i r  r e s p e c t i v e  supe r io r  and each 

s t a f f  member was questioned about working cond i t ions ,  BCA p o l i c i e s ,  and o t h e r  

i s sues .  The r e s u l t  is a comprehensive source of  d a t a  about worker 

q u a l i f i c a t i o n s  and a t t i t u d e s  contained i n  "Management of Human Resources a t  

t h e  BCA". This  r epor t  i s  designed t o  improve i n t e r n a l  personnel  r e l a t i o n s h i p s  

and t o  achieve e q u i t a b l e  t rea tment  between . f i e l d  and o f f i c e  s t a f f s .  Pay 

s c a l e s  i s  an  example, where people have quest ioned t h e  e q u i t y  of t rea tment  

between f i e l d  and o f f i c e  s t a f f s .  Though t h i s  r e p o r t  d e a l s  wi th  a n  important  

s e t  of problems f o r  BCA, the  more bas i c  i s s u e s  of  o rgan iza t iona l  s t r u c t u r e  and 

s i z e  of s t a f f  a r e  not  d i r e c t l y  addressed. This  more bas i c  ques t ion  w i l l  be 

d e a l t  with by the next  short-term consul t i lnt ,  and t h e  Human Resources r e p o r t  

w i l l  be a n  input  i n  designing the  proposeti o rgan iza t iona l  r e s t r u c t u r i n g .  



A v a i l a b i l i t y  of t he  d a t a  has t h e  p o t e n t i a l  for f a c i l i t a t i n g  po l f ey  

improvements. The d i f f i c u l t y  wi th  t h e  personnel  s t u d y  i s  t h a t  i t  p rov ides  

i n fo rma t ion  with no mechanism f o r  implementing change. To h i s  c r e d i t  t h e  BCA 

D i r e c t o r  made s e v e r a l  po l i cy  changes i n  t h e  personnel  system based on t h e  

r e p o r t .  A s p e c i a l  meeting on problems wi th  t h e  BCA c r e d i t  union was held a t  

t h e  J u l y  26-28, 1983, conference  of t h e  s t a f f  and may have been p a r t l y  t h e  

result of concerns r a i s e d  i n  t h e  r e p o r t .  Follow-up t o  t h e  r e p o r t  remains 

neces sa ry  t o  i n s u r e  t h a t  ad jus tments  i n  s a l a r i e s  f o r  r e g i o n a l  v e r s u s  c e n t r a l  

o f f i c e  s t a f f  and o t h e r  personnel  p r a c t i c e s  a r e  e f f i c i e n t l y  s t r u c t u r e d .  

C. C red i t  Market Informat ion  

Three of t he  s p e c i a l  s t u d i e s  provide  i n fo rma t ion  on c r e d i t  markets :  two 

on g e n e r a l  cond i t i ons  and one on how t o  e v a l u a t e  i n d i v i d u a l  c l i e n t s .  The 

g e n e r a l  s t u d i e s  were hampered by a  l a c k  of d a t a  bu t  were des igned  t o  p rov ide  

i n fo rma t ion  t h a t  could he lp  BCA a s s e s s  such t h i n g s  a s  t he  p o t e n t i a l  f o r  l o a n  

expansion,  t h e  a l t e r n a t i v e  c r e d i t  sou rces  a v a i l a b l e  t o  small fa rmers .  and t h e  

oppor tun i t$  c o s t s  of making r u r a l  loans .  They were des igned  t o  provide 

p lanning  informat ion  and were no t  n e c e s s a r i l y  meant t o  be of p r a c t i c a l  

u s e f u l n e s s  i n  t h e  d a i l y  a c t i v i t i e s  of l o c a l  agents .  

The s t u d y  e n t i t l e d  "Suppl ies  of  Cred i t  Among H a i t i a n  Peasan t s "  a p p e a r s  t o  

have been mis ta rge ted  and o f f e r s  l i t t l e  i n fo rma t ion  o r  p o t e n t i a l  f o r  

u se fu lnes s .  While providing some c a s e  s tudy  examples of a c t u a l  c o n d i t i o n s  t h e  

paper t ends  only t o  o f f e r  g e n e r a l  d a t a  on c o n d i t i o n s  t h a t  were a l r e a d y  known 

t o  exis t ,  such a s  t h e  f a c t  t h a t  in formal  l e n d e r s  cha rge  a p p a r e n t l y  h igh  

i n t e r e s t  r a t e s .  The more important  i s s u e s  would have been what a r e  t h e  real 

oppor tun i ty  c o s t s  a s s o c i a t e d  wi th  lending  t o  small fa rmers  and how much c r e d i t  
I 

i s  a c t u a l l y  being provided by t h e  v a r i o u s  sources .  



High i n t e r e s t  r a t e s  a r e  r epo r t ed  i n  t h e  s tudy  but  i n  many c a s e s  may no t  be  

excess ive ;  y e t  t h i s  was no t  i n v e s t i g a t e d .  Most of t h e  high r a t e s  r e s u l t  f o r  

ve ry  s h o r t  term loans  where t h e  r a t e s  were annual ized .  Fixed minimum f e e s  f o r  

l ending  o f t e n  cause  very s h o r t  term i n t e r e s t  r a t e s  t o  be high. For example, 

t h e  commission and d i scoun t ing  of BCA l oans  could cause  t h e  annua l i zed  r a t e  of 

a one yea r  BCA l oan  pa id  back very e a r l y  t o  reach w e l l  above 1000 pe rcen t .  

The important i s s u e  was t o  s tudy  the  c o s t s  of making loans  and then  t h e  

degree  t o  which loans  a r e  u su r ious  could be a s se s sed .  It has  been s a i d  t h a t  

repayment r a t e s  f o r  formal  c r e d i t  i n  Haiti have h i s t o r i c a l l y  been below 60 

pe rcen t  ( s e e  t h e  Demand s tudy ) .  I f  in formal  c r e d i t  has  s i m i l a r  repayment 

r a t e s  then  a  person lending  f o r  one year  would need t o  charge 100 percent  t o  

y i e l d  a  20 percent  i n t e r e s t  r a t e  a f t e r  non-repayments. Rates  would need t o  be 

much h igher  f o r  t h i s  same l ende r  i f  1 o a . n ~  were made f o r  less than one yea r .  

6 

The demand s tudy ' s  conc lus ion  i s  t h a t  high i n t e r e s t  c o s t s  a r e  probably more 

t h e  r e s u l t  of high lending  c o s t s  than usur ious  p r a c t i c e s ,  and we concur  wi th  

t h i s  conclusion.  
I , 

The resources  a v a i l a b l e  f o r  t h e  supply s tudy  were i n s u f f i c i e n t  t o  measure 

t he  o v e r a l l  supply of r u r a l  c r e d i t .  It would have been p o s s i b l e ,  however, t o  

t ake  a  reasonable  sample of small farmers  and f i n d  ou t  a l l  of t h e i r  c r e d i t  

sou rces  and amounts. This  could have been, e x t r a p o l a t e d  t o  provide some 

measure of the r e l a t i w  s u p p l i e s  of c r e d i t  and t h e  o v e r a l l  amount being 

obta ined  from usur ious  lenders .  This  infclnnation could be used t o  judge t h e  

c o s t  t o  small farmers  of h igh  i n t e r e s t  r a t e s .  

The o t h e r  genera l  s tudy  e n t i t l e d  "Anal.ysis of t h e  E f f e c t i v e  Demand f o r  BCA 

~ o a n s "  was a  more u s e f u l  e x e r c i s e .  The au tho r  a p p l i e d  the  obvious ly  s c a n t y  

d a t a  a v a i l a b l e  t o  make conse rva t ive  e s t i m a t e s  of l oan  expansion p o t e n t i a l  and 



concluded t h a t  BCA l oan  volume c o d d  be doubled t o  G 85 m i l l i o n  ove r  t h e  nex t  

t h r e e  years .  L imi t a t i ons  on the a b i l i t y  t o  expand c r e d i t  can p o t e n t i a l l y  come 

a s  farmers  begin t o  compete f o r  p roduct ive  r e sou rces  o r  a s  i n c r e a s i n g  farm 

supply  begins  t o  dep re s s  p r i c e s .  Other t han  sma l l  r e g i o n a l  p r i c e  e f f e c t s  t h a t  

could  occur  with i n t e n s i v e  one c rop  l end ing ,  n e i t h e r  of t h e  c o n s t r a i n t s  would 

appear  t o  ope ra t e  with doubl ing BCA loans .  

The demand s tudy ,  l i k e  t h e  o t h e r s ,  s u f f e r s  because t h e r e  is  no p l an  f o r  

us ing  i t .  Severa l  p o l i c y  recommendations a r e  made and l i m i t a t i o n s  on BCA 

e f f e c t i v e n e s s  a r e  d i scussed  but  t h e r e  is no d i a l o g u e  f o r  cons ide r ing  t h e  

conc lus ions .  Therefore ,  t h e  r e p o r t  i s  u n l i k e l y  t o  be used t o  i t s  f u l l  

p o t e n t i a l .  

The f i n a l  s tudy  e n t i t l e d  "BCA Loan Analys i s  Manual" provided 

q u e s t i o n n a i r e s  t h a t  can be used t o  c o l l e c t  i n fo rma t ion  on the  c r e d i t  

wor th ines s  of p o t e n t i a l  borrowers. Sepa ra t e  q u e s t i o n n a i r e s  a r e  a v a i l a b l e  f o r  

a g r i c u l t u r e  l oans ,  smal l  and medium s i z e  e n t e r p r i s e  l o a n s ,  and c o o p e r z t i v e s  

loans .  Case s tudy  examples apply ing  t h e  q u e s t i o n n a i r e s  a r e  used t o  i d e n t i f y  

g e n e r a l  a r e a s  where l oan  p o t e n t i a l  appears  t he  s t r o n g e s t .  Lack of i n fo rma t ion  

about  t h e  d a t a  sources  and t h e  g e n e r a l  a p p l i c a b i l i t y  o f  t h e  c a s e  s t u d i e s  makes 

i t  d i f f i c u l t  t o  a s s e s s  t he  u se fu lnes s  of t h e  c a s e  s t u d i e s .  F u r t h e r ,  BCA does  

no t  u se  superv ised  c r e d i t  and makes d e c i s i o n  on whether t o  make a l o a n  based 

on t h e  a b i l i t y  of a  person t o  repay even i f  t he  c rop  i s  l o s t  when dec id ing  

whether t o  make a  loan. So c a s e  s t u d i e s  of c r o p  p o t e n t i a l s  would n o t  be 

u s e f u l  i n  c u r r e n t  BCA a c t i v i t i e s .  

The q u e s t i o n n a i r e s  a r e  g e n e r a l l y  no t  very  e x t e n s i v e  b u t  t h e  l i m i t e d  t i m e  

o f  the  agen t s  would prec lude  in-depth a n a l y s i s  of every  farmer.  F u r t h e r ,  t h e  
1 

a g e n t s  do not  t r y  t o  examine each farmer c a r e f u l l y  because they r e l y  on t h e  



SACS t o  determine what fa rmers  a r e  s u f f i c i e n t l y  c r e d i t  worthy t o  dese rve  j o i n t  

l i a b i l i t y .  The loan  manual au tho r s  correct1.y conclude t h a t  " d e t a i l e d  

f e a s i b i l i t y  s t u d i e s  should be done only  f o r  e n t i r e  SACS". 

The most important concern about  t he  marlual i s  t h a t  t h e  agen t s  a r e  

u n l i k e l y  t o  have t h e  s k i l l s  t o  implement t h e  q u e s t i o n n a i r e s  e f f e c t i v e l y .  The 

t r a i n i n g  program t o  be o f f e r ed  i n  September w i l l  be a  f i r s t  s t e p  t o  prepare  

a g e n t s  t o  use them. BCA should g ive  c o n s i d e r a t i o n  t o  having s p e c i a l i s t s  f o r  

handl ing non-farm loans ,  t o  t h e  e x t e n t  they w i l l  become impor tan t ,  because t h e  

a p p r o p r i a t e  skills w i l l  be very d i f f e r e n t  than  f o r  e v a l u a t i n g  SAC loans .  I n  

depth  t r a i n i n g  of t h e s e  s p e c i a l i s t s  would be necessary.  

D. Tra in ing  

Seminars and t r a i n i n g  a c t i v i t i e s  provided through SRCS have been w e l l  

r ece ived  by t h e  BCA s t a f f .  A l l  people interviewed had p o s i t i v e  r e a c t i o n s  on  

t h e  p r a c t i c a l  b e n e f i t s  o f  t h e  seminars.  One p a r t i c u l a r l y  impor tan t  r e s u l t  has  

been t h a t  the  seminars have l e d  t o  a  s inglemindedness  of BCA. Responses t o  

q u e s t i o n s  pbsed by t h e  e v a l u a t i o n  team t o  ELCA s t a f f  were t h e  same,on i s s u e s  

.such a s  s e l f  s u f f i c i e n c y  and sav ings  mobili .zation. The cons i s t ency  of t h e  

feedback i n d i c a t e d  t h a t  t h e  s t a f f  was w e l l  t r a i n e d  i n  t h e  p l ans  and purposes  

of BCA. Thus, the t r a i n i n g  a c t i v i t i e s  g e n e r a l l y  appear  t o  be having the  

d e s i r e d  r e s u l t s .  

BCA should cont inue  t h e  t r a i n i n g  and planning meet ings,  i f  neces sa ry  

independent of t h e  SRCS. The b e n e f i t s  t o  the  o r g a n i z a t i o n  of proceeding 

i n  a  coord ina ted ,  sy s t ema t i c  manner are c l e a r  and warrant  c o n t i n u a t i o n  of 

t he  meetings on a scheduled p e r i o d i c  b a s i s ,  



Automated Data P r o c e s s i n g  System 

The d a t a  p r o c e s s i n g  s e c t i o n  i n  t h e  p r o j e c e  paper  focused  o n  i n c r e a s i n g  t h e  

e f f i c i e n c y  of p r o c e s s i n g  t h e  l o a n  p o r t f o l i o .  I n  t h e  implementa t ion  of t h e  

sys tem,  t h i s  c o n t i n u e s  t o  be t h e  p r i n c i p a l  f o c u s .  The i n i t i a l  r e p o r t  by 

Oumarou Tiemtore  (DAI) recommended a n  Ohio I n s t r u m e n t s  192K C-3-B+44 computer 

a t  t h e  c e n t r a l  o f f i c e  and n i n e  56K C-3-OEM c o m p a t i b l e  micro-computers a t  e a c h  

o f  t h e  r e g i o n a l  o f f i c e s .  T h i s  approach was c o n s i s t e n t  w i t h  BCA's 

d e c e n t r a l i z e d  o p e r a t i o n  s t r u c t u r e .  A subsequen t  s t u d y  by Roger P a r a d i s  ( P r i c e  

-Wate rhouse)  was r e q u e s t e d  by ~ I D / W a s h i n g t o n  and concluded that g i v e n  BCA's 

needs  and i t s  e f f e c t i v e  d e g r e e  o f  r e g i o n a l i z a t i o n ,  a c e n t r a l  computer  t o  

h a n d l e  a l l  d a t a  p r o c e s s i n g  a t  t h e  main o f f i c e  would be s u f f i c i e n t  f o r  a t  l e a s t  

f i v e  and p robab ly ,  t e n  y e a r s .  The la t ter  sys tem was adopted .  The c u r r e n t  

sys tem w i l l  s e r v e  t h e  needs  o f  t h e  c e n t r a l  o f f i c e  a d e q u a t e l y  bu t  t h e  

i n s t a l l a t i o n  o f  micro-computers i n  t h e  r e g i o n a l  o f f i c e  which a r e  c o m p a t i b l e  

w i t h  t h e  c e n t r a l  computer w i l l  be n e c e s s a r y  t o  s u p p o r t  t h e  d e c e n t r a l i z e d  l o a n  

and sav ing& o p e r a t i o n s ,  where most d e c i s i o n s  a r e  made a t  t h e  r e g i o n a l  o f f i c e  

l e v e  1. 

The system purchased ( f o r  approx imate ly  $125,000) i s  a  WICAT-100 (512K) 

w i t h  two d i s k  d r i v e s ,  one t a p e  d r i v e ,  s ix  CRT d a t a - e n t r y  t e r m i n a l s  and a 

high-speed (160  l i n e s  pe r  minu te )  p r i n t e r .  

S e v e r a l  hardware problems i n  t h e  p a s t  have d e l a y e d  system implementa t ion .  

The system s u p p l i e r  i n i t i a l l y  s p e c i f i e d  a memory c a p a c i t y  of o n l y  256% When 

t h e  sys tem was set up i n  March, 1983, it  became e v i d e n t  t h a t  this was 

i n s u f f i c i e n t  t o  a l l o w  s i m u l t a n e o u s  use  o f  a l l  t e r m i n a l s .  The s u p p l i e r  t h e n  

p rov ided  more memory a t  hi .s  expense.  A d d i t i o n a l  problems were found w i t h  t h e  

o p e r a t i n g  system,  a s  i t  d i d  no t  perform a c c o r d i n g  t o  s p e c i f i c a t i o n s  i n  t h e  



documentat ion.  Subsequen t ly  Wicat provided a  new o p e r a t i n g  system which 

worked b e t t e r ,  but  was n o t  c o m p a t i b l e  w i t h  programs w r i t t e n  f o r  t h e  e a r l i e r  

v e r s i o n  o f  t h e  o p e r a t i n g  system. The 1oca:L s u p p l i e r  h a s  made some a t t e m p t  t o  

c o r r e c t  t h i s  problem, though t h e  s u p p l i e r ' s  a b i l i t y  t o  assist  BCA i n  t h e  

o p e r a t i o n  o f  t h i s  sys tem i s  somewhat l i m i t e d ,  a s  t h e  m a n u f a c t u r e r  p rov ided  i t  

w i t h  a computer of  t h e  same t y p e  o n l y  a f t e r  BCA1s purchase .  The s u p p l i e r  d o e s  

c a l l  t h e  manufacturer-when q u e s t i o n s  a r i s e  which cannot  be answered l o c a l l y .  

When i n c o m p a t i b i l i t y  problems a r o s e  between t h e  sys tem and t h e  p r i n t e r ,  t h e  

s u p p l i e r  provided a micro-fazer  t o  " t r a n s l . a t e W  between t h e  two systems;  

e v e n t u a l l y  t h e  problem i s  being s e t t l e d  w i t h  s o f t w a r e  changes .  By t h e  time o f  

t h e  e v a l u a t i o n  however, a l l  hardware was o p e r a t i n g  s a t i s f a c t o r y .  

P r e v i o u s  hardware problems have d e l a y e d  t h e  development o f  s o f t w a r e  

a p p r o p r i a t e  t o  BCA's l o a n  system. Very e a r l y  on ,  t h e  c h o i c e  was made t o  

d e s i g n  a system f o r  BCA1s s p e c i f i c  l e n d i n g  p r o c e d u r e s  r a t h e r  t h a n  t o  a d o p t  a  

g e n e r a l  "o f f - the -she l f "  package and f o r c e  BCA t o  modify i t s  system t o  conform 

t o  a v a i l a b l e  so f tware .  I n  g e n e r a l ,  s p e c i . a l l y  d e s i g n e d  s o f t w a r e  s u c h  a s  t h i s  
I 

i s  more expens ive  t h a n  s i m p l y  buying a o  a v a i l a b l e  s o f t w a r e  package.  P a r t  of 

t h e  r e a s o n  why t h e  s o f t w a r e  had t o  be s p e c i a l l y  d e s i g n e d  was t h e  s t r u c t u r e  o f  

t h e  BCA l e n d i n g  charges .  C o n s i d e r a t i o n  s h o u l d  have been g i v e n  t o  s impl i fy ing  

t h e  i n t e r e s t  rate and c h a r g e s  sys tem,  d e s i r a b l e  i n  i t s e l f ,  and t h e n  a c c e p t i n g  

an "off- the-shelf"  s o f t w a r e  package. Sorrte changes  have o c c u r r e d  a f t e r  i n i t i a l  

work o n  programming had been done,  r e q u i r i n g  r e w r i t i n g  of  programs. 

Fur the rmore ,  t h r e e  s t a f f  members were s e n t  t o  t h e  Uni ted  S t a t e s  f o r  t r a i n i n g  

i n  programming. Two r e t u r n e d  t o  upper - l eve l  management p o s i t i o n s  i n  BCA. The 

person  who showed t h e  g r e a t e s t  a b i l i t y  i n  programming was named as head of t h e  



automat ie  da t a  process ing  u n i t  where he is r e s p o n s i b l e  f o r  i ts o v e r a l l  

o p e r a t i o n  i n  a d d i t i o n  t o  h i s  major r o l e  i n  w r i t i n g  t h e  a p p l i c a t i o n  programs 

f o r  t he  system. Addi t iona l  people a r e  being t r a i n e d  l o c a l l y ,  but a r e  

c u r r e n t l y  unable t o  do programming on t h e i r  own. S e v e r a l  d a t a  e n t r y  o p e r a t o r s  

have been h i r e d  on a  t r i a l  b a s i s  and t h e  most q u a l i f i e d  w i l l  be h i r e d  on a  

permanent b a s i s .  

Of t h e  4 2  programs t h a t  need t o  be w r i t t e n ,  o n l y  seven  were running a t  t h e  

time t h a t  t he  eva lua t ion  team was i n  Haiti because of de l ays  i n  o b t a i n i n g  t h e  

computer system, de lays  i n  g e t t i n g  t h e  hardware o p e r a t i n g  c o r r e c t l y ,  changes 

i n  B C A ' s  loan  cond i t i ons ,  and d i v e r s i o n  of computer t r a i n e e s  t o  o t h e r  

a c t i v i t i e s .  Delays have a l s o  r e s u l t e d  because s f  s e v e r a l  extended power 

ou tages .  The necessary funds should be spent  t o  mole t he  g e n e r a t o r  a t  BCA 

o p e r a t i o n a l .  The e n t i r e  system i s  expected t o  be o p e r a t i n g  by y e a r t s e n d .  

The d i r e c t o r  has proposed us ing  the  computer system to  i n c r e a s e  revenues 

f o r  BCA and t o  make f u l l e r  use  of c e n t r a l  o f f i c e  s t a f f ,  by process ing  d a t a  f o r  

o t h e r  i n s t i t u t i o n s .  The primary goa l  would remain t he  management of B C A ' s  

l o a n  p o r t f o l i o  and any o t h e r  t a s k s  t h a t  can  a p p r o p r i a t e l y  be handled f o r  BCA. 

However, excess  c a p a c i t y  i n  t he  system would be provided f i r s t  t o  DARNDR and 

subsequent ly  t o  o t h e r  i n s t i t u t i o n s  f o r  such a c t i v i t i e s  a s  p a y r o l l ,  a ccoun t ing ,  

and process ing  of a g r i c u l t u r a l  and o t h e r  types  of surveys ,  etc. 

Cons t ruc t ion  

BCA o f f i c e s  i n  most r u r a l  towns c o n s i s t  s f  r e n t e d  r e s i d e n t i a l  o r  

r e s iden t i a l / commerc i a l  bu i ld ings ,  space i n  DAKDR o f f i c e s ,  and o c c a s i o n a l l y  

s imply t h e  corner  of a  room i n  t h e  homes. None of t he  f a c i l i t i e s  v i s i t e d  by 

t h e  e v a l u a t i o n  team appeared t o  have been designed t o  house a  bank o r  o t h e r  

f i n a n c i a l  i n s t i t u t i o n .  The c o n s t r u c t i o n  p a r t  of t h e  p r o j e c t  was planned t o  



use  a  common des ign  t o  provide l o c a l  o f f i c r s  b u i l t  s p e c i f i c a l l y  t o  meet B C A ' s  

needs. F i n a n c i a l l y  t h e  bu i ld ings  cannot  be j u s t i f i e d  s o l e l y  on r e n t a l  

sav ings .  I n s t e a d ,  t h e  i n f luence  on fa rmers  pe rcep t ions  about  BCA must be t h e  

most important  reason f o r  new bu i ld ings .  

Banking o f f i c e s  a r e  l o c a t e d  a t  t h e  f r o n t  of  each of t h e  u n i t s  and occupy a  

l i t t l e  l e s s  than ha l f  t h e  f l o o r  space ( t o t a l  approximately 105 squa re  

me te r s ) .  Large windows f a c i n g  t h e  s t r e e t  a r e  p r o t e c t e d  by open c o n c r e t e  . 

blocks and i r o n  ba r s .  These o f f i c e s  a r e  s epa ra t ed  by a  s o l i d  c inde rb lock  w a l l  

from t h e  l i v i n g  q u a r t e r s  of  t he  agent  and h i s  f ami ly ,  l o c a t e d  i n  t h e  back of  

t h e  bank. The foundat ions go down n e a r l y  a meter i n t o  t h e  ground. A 

c inderb lock  and cement r o o f , - c o n s i d e r a b l e  amounts o f  s t r u c t u r a l  s teel ,  a  s t o n e  

masonry f r o n t ,  and c inderb lock  wa l l s ,  a l l  he lp  t o  p r o j e c t  a n  image of s o l i d i t y  

d e s i r a b l e  i n  a  bank. 
I 

A t  two of  t h e  t h r e e  sites v i s i t e d  by t h e  e v a l u a t i o n  team, c o n s t r u c t i o n  was 

n e a r l y  complete. The l o c a l  agents  a t  b n t h  si tes (Plaisance-du-Nord and Bahon) 

commented on increased  i n t e r e s t  i n  sav ings  which they  a t t ~ i b u t e d  t o  t h e  

p u b l i c ' s  percept ion  of t he  s e c u r i t y  o f f e r e d  by a s o l i d l y  c o n s t r u c t e d  b u i l d i n g  

and of t h e  permanence implied by i t s  const . ruct ion.  I n  one of t h e  towns 

(Bahon), borrowers vo lunteered  t o  provide p a r t  of t h e  l a b o r  f o r  t h e  

cons t ruc t ion .  

The per  u n i t  c o s t  'of t h e  e i g h t  b u i l d i r ~ g s  i n  Phase I i s  n e a r l y  $40,000. 

The A6E f i r m  i n  charge of  t h e  p r o j e c t  (TECINA) estimates t h a t  t h e  c o n t r a c t o r  

(ARTECO) w i l l  complete a l l  e i g h t  bu i ld ings  ( i n c l u d i n g  one s e e n  by t h e  

e v a l u a t i o n  team i n  La Vall6e which was bare ly  s t a r t e d  as of  J u l y  20) by t h e  

c o n t r a c t  d a t e  of December 15 ,  1983. It should be no ted  t h a t  t h i s  is much 

l a t e r  than o r i g i n a l l y  proposed i n  t he  pro;ject paper.  Much of t h e  d e l a y  i s  



because s f  BCA f a i l u r e  t o  provide s i t e s  on time t o  t h e  c o n t r a c t o r ,  though some 

of  t h e  de l ays  occurred a s  t h e  c o n t r a c t o r  ( t h e  smallest of  t he  6 pre -qua l i f%ed  

b idde r s )  had d i f f i c u l t i e s  i n  managing e i g h t  wide ly-sca t te red  c o n s t r u c t i o n  

s i t e s .  The A&E f i rm has  thoroughly checked and i s  s a t i s f i e d  w i th  t h e  q u a l i t y  

of c o n s t r u c t i o n .  It f e e l s  t h a t  de l ays  a r e  l e s s  impor tan t  than f i n a l l y  

providing t h e  bu i ld ings  a s  c a l l e d  f o r  i n  t h e  c o n t r a c t .  The e v a l u a t i o n  team 

concurs  w i th  t h i s  assessment ,  provided the  December 15 complet ion d a t e  i s  . m e t .  

Due i n  p a r t  t o  wide geograph ica l  d i s p e r s i o n ,  demanding c o n s t r u c t i o n  

s t a n d a r d s  and an  expensive des ign ,  c o s t s  a r e  approximate ly  $33 per  squa re  

f o o t ,  about  on par  wi th  c o n s t r u c t i o n  cost ,s  i n  t h e  U.S. I f  t he  c u r r e n t  

c o n t r a c t o r  b i d s  on the  second phase of  t he  p r o j e c t  (10 b u i l d i n g s ) ,  i t  i s  

l i k e l y  t h a t  c o s t s  w i l l  be a t  o r  on ly  s l i g h t l y  above t h o s e  of phase one 

(because of "on-the-job" l e a r n i n g ) .  S u b s t a n t i a l  i n c r e a s e s  i n  per  b u i l d i n g  

c o s t s  i n  t h e  second phase (10 pe rcen t )  would cause  a c o s t  over run  i n  

cons t ruc t ion .  

One minor problem wi th  t h e  c o n s t r u c t i o n  a c t i v i t i e s  i s  t h a t  l o c a l  l a b o r  has  
f 

g e n e r a l l y  n o t  been used. Grea t e r  economic b e n e f i t s  would occur  from 

c o n s t r u c t i o n  and inc reased  l o c a l  i n t e r e s t  i n  BCA cou ld  be ach ieved  i f  more 

l o c a l  l a b o r  was employed i n  t h e  bu i ld ing  phase. 

G. Expanded F i n a n c i a l  S e r v i c e s  

Voluntary savings-amounted t o  roughly one m i l l i o n  gourdes  on J u l y  31,  

1982. I n  response t o  p r o j e c t  and l o c a l  agen t s  e f f o r t s ,  t h e r e  has been a n  

o v e r a l l  i n c r e a s e  i n  s av ings  t o  approximately G 1.2 m i l l i o n  a s  of  J u l y  31, 

1983. This  campaign inc luded  t h e  p r i n t i n g  of p o s t e r s  which the  e v a l u a t i o n  

team saw posted a t  n e a r l y  every BCA o f f i c e  ( r e g i o n a l  and l o c a l )  v i s i t e d .  

S t i l l ,  t he  campaign was r e l a t i v e l y  smal l  compared t o  t h e  one d i s c u s s e d  a t  t h e  



J u l y  26-28, 1983, Kal iko confe rence .  Major changes i n  s a v i n g s  w i l l  no t  be 

observed u n t i l  a f t e r  t h a t  campaign h a s  t ime t o  have a n  e f f e c t .  

BCA i s  a l s o  beginning t o  o f f e r  some a d d i t i o n a l  banking s e r v i c e s ,  which 

u n t i l  now have on ly  been a v a i l a b l e  through commercial  banks i n  major  c i t i e s .  

The e v a l u a t i o n  team is  on ly  aware of t h e s e  s e r v i c e s  be ing  o f f e r e d  on a p i l o t  

b a s i s  i n  L IEs tS re .  They i n c l u d e  cash ing  checks  f o r  c l i e n t s ,  w i th  va ry ing  

of d e l a y  depending on t h e  sou rce  o:E t h e  checks;  H a i t i a n  Government 

checks  a r e  pa id  immediately upon p r e s e n t a t i o n .  O the r s  are s e l l i n g  c e r t i f i e d  

checks  t o  BCA c l i e n t s  and prov id ing  ove rn igh t  r e p o s i t o r y  t o  merchants  who come 

t h e  n i g h t  before  t o  t r a d e  i n  t h e  market .  For a l l  t h e s e  s e r v i c e s  a n  

a p p r o p r i a t e  schedule  of  cha rge s  w i l l  be developed,  though t h e  agen t  i n  

L I E s t S r e  was no t  aware of  what they  would be. These a c t i v i t i e s  are s e e n  as 

s e r v i c e s  and ways t o  encourage c l i e n t s  t o  open s a v i n g s  accoun t s  and to t h a t  

e x t e n t  a r e  p a r t  of t h e  s a v i n g s  m o b i l i z a t i o n  campaign. 

ISSUES -- 
1 

This s e c t i o n  i s  a d e s c r i p t i o n  of t h e  issues which can  e l i m i n a t e  o r  

m i t i g a t e  succe s s  of  t h e  SRCS and a possib1.e p r edeces so r  p r o j e c t .  Some i s s u e s  

d i s c u s s e d  h e r e  m y  a l r e a d y  be a problem but f r e q u e n t l y  t h e  i s s u e s  are o n l y  

p o t e n t i a l  problems now. Many of  t h e  i s s u e s  a r e  f a c t o r s  e x t e r n a l  t o  SRCS and 

can  on ly  be i n d i r e c t l y  i n f l u e n c e d  by AID.  Nonethe less ,  they  can harm p r o j e c t  

succe s s .  Recommendations a r e  provided as a p p r o p r i a t e  f o r  reduc ing  o r  

e l i m i n a t i n g  t h e  problems. The i t ems  l l s t rzd  as recommendations a r e  i n  g e n e r a l  

made t o  AID and no t  t o  BCA. However, recommendations f o r  improved BCA 

a c t i v i t y  a r e  i n  t h e  t e x t .  



A, P r o j e c t  Management/Coordination 

SRCS has h i s t o r i c a l l y  been opera ted  j o i n t l y  from t h e  Agr i cu l tu re  and t h e  
LC', 

d' Developmenti;. Resea rck ,  and Evalua t ion  o f f i c e s  of A I D .  Those A I D  s t a f f  
v 

LC L C  

d i r e c t l y  involved have a  c l e a r  understanding of t h e i r  r e s p e c t i v e  

r e s p o n s i b i l i t i e s  and a r e  unusual ly aware of t he  p r o j e c t ' s  a c t i v i t i e s .  

AIDIHaiti management a t  a l l  l e v e l s  has  been s u p p o r t i v e  of t he  p r o j e c t  

o f f i c e r ' s  a c t i v i t i e s ,  -and t o  the  c r e d i t  of t h e  A I D  s t a f f  and DAI team l e a d e r ,  

t h i s  dua l  management has  g e n e r a l l y  been s u c c e s s f u l  s o  t h i s  i s  no t  a  major 

i s sue .  

In  g e n e r a l ,  however, s p l i t t i n g  p r o j e c t  management can  l e a d  t o  

misunderstanding of r e s p o n s i b i l i t i e s .  We endorse t h e  d e c i s i o n  t o  un i fy  

p r o j e c t  management i n  one A I D  o f f i c e .  

An important  reason  why t h e  p r o j e c t  has been w e l l  coo rd ina t ed  i s  t h a t  t h e  

D A I  team l e a d e r  has ventured beyond the  s t r i c t  i n t e r p r e t a t i o n  of h i s  d u t i e s  t o  

under take  whatever was necessary  f o r  t he  p r o j e c t  t o  succeed. The team l e a d e r  

has  a l s o  f a c i l i t a t e d  communication between A I D  and BCA. To be a n  e f f e c t i v e  

coun te rpa r t  t o  t he  BCA d i r e c t o r ,  t he  team l e a d e r  needs t o  have a  formal  

involvement i n  a l l  a s p e c t s  of t h e  p ro j ec t .  The t e c h n i c a l  a s s i s t a n c e  p o r t i o n  

of  SRCS i s  scheduled t o  conclude January 31, 1984, e i g h t  months before  t h e  

p r o j e c t  concludes. This  w i l l  hamper r e l a t i o n s h i p s  and communications between 

BCA and AID. It w i l l  be p a r t i c u l a r l y  d e l e t e r i o u s  i f  a  f o l l o w  on p r o j e c t  i s  

i n s t i t u t e d  because c o n t i n u i t y  w i l l  be broken. 

Recommendation 1: The t e c h n i c a l  advisory  team l e a d e r  should be extended 
through the  p r o j e c t ' s  conclus ion ,  September 30, 1984. The team l e a d e r  should 
have t h e  expanded r e s p o n s i b i l i t y  a s  a  c o n t r a c t o r  t o  ove r see  a l l  a s p e c t s  of 
SRCS. The f i n a n c i a l  a d v i s o r  should be cont inued,  on a t  l e a s t  on a  TDY b a s i s .  



B. Self  -Suff iciency 

BCA se l f - su f f i c i ency ,  def ined  a s  revenues a t  l e a s t  equal  t o  ope ra t ing  

expendi tures  p lus  d e f a u l t s ,  has been a  prime goal  f o r  BCA and the  SRCS. Se l f  

s u f f i c i e n c y  i s  necessary because opera t ing  d e f i c i t s  e rode  t h e  c a p i t a l  base and 

prevent t he  des i red  loan expansion. Se l f -s ,uf f ic iency  a l s o  permits  

s u s t a i n a b i l i t y  of BCA a s  i t  becomes independent of GOB t r a n s f e r s .  

' Sel f -suf f ic iency  i s  incompatible with some BCA ope ra t ing  gu ide l ines  such 

a s  pursuing c a p i t a l  spreading versus  c a p i t a l  deepening, providing p r e f e r e n t i a l  

- l e n d i n g  t o  small  farmers,  and making c r e d i t  a v a i l a b l e  throughout t h e  country.  

Each of t he  f a c t o r s ,  though d e s i r a b l e ,  does have t h e  e f f e c t  of i n c r e a s i n g  BCA 

c o s t s  per loan volume. Thus, while the  need t o  reduce c o s t s  is apparent ,  i f  

s e l f - s u f f i c i e n c y  i s  t o  be a t t a i n e d  the  c r i e . n t a t i o n  of BCA makes i t  very 

d i f f i c u l t .  BCA can only conceivably reach s e l f - s u f f i c i e n c y  with a  very  

e f f i c i e n t ,  stream-lined organiza t ion .  The PP p lan  was f o r  a d m i n i s t r a t i v e  

/ 
expendi tures  t o  be 15 percent  of loan  p o r t f o l i o  by t h e  p r o j e c t s  end, hut 

dur ing  FY 82 they were 23.2 percent  of t he  p o r t f o l i o .  
1 

Labor is  the  most obvious place t o  reduce c o s t s .  BCA is management heavy 

wi th  only 42  of i t s  118 employees being d i s t r i c t  o r  l o c a l  lending  agents .  The 

c e n t r a l  o f f i c e  s t a f f  of 38 is  c l e a r l y  excess ive  f o r  an  o rgan iza t ion  wi th  

decen t ra l i zed  lending p r a c t i c e s  and a  s t a f f  of 118. Regional o f f i c e s  a l s o  

inc lude  a  management and support s t a f f  on ,average n e a r l y  equal  t o  the  number 

of agents ,  a s  up t o  f i v e  l e v e l s  of managemlent from t h e  d i r e c t o r  t o  the  

d i s t r i c t  agent e x i s t  f o r  t h e  opera t ing  s t a f f .  It appears  t h a t  revenues i n  

some regions would n o t  even be s u f f i c i e n t  t o  cover the  opera t ing  expenses of 

t h e  region without cons ider ing  con t r ibu t ion  t o  c e n t r a l  o f f i c e  support .  I n  

sum, se l f - su f f i c i ency  can only  come with a  reduct ion  i n  management and suppor t  



s t a f %  through e l i m i n a t i o n  of  p o s i t i o n s ,  c o l l a p s i n g  o f  some management l e v e l s ,  

and some t r a n s f e r  of  people  60 agen t  p o s i t i o n s  i n  t h e  f i e l d .  

Repayment r a t e s  must c o n t i n u e  t o  be r a i s e d  i f  s e l f - s u f f i c i e n c y  i s  t o  be 

ach ieved .  Many a c t i v i t i e s  have been r e s p o n s i b l e  f o r  improved repayment r a t e s  

o v e r  t h e  p a s t  s e v e r a l  y e a r s .  The i d e a  0% term l i f e  i n s u r a n c e  f o r  bor rowers  

e q u a l  t o  t h e  volume of  t h e  l o a n  w a s  sugges ted  a t  t h e  r e c e n t  BCA con fe r ence .  

I f  d e a t h  o c c u r s  t h e  l o a n  would be a u t o m a t i c a l l y  repayed.  T h i s  shou ld  be . 

pursued t o  f u r t h e r  reduce  non-repayment, w i t h  t h e  c o s t  of such  i n s u r a n c e  added 

t o  t h e  l o a n  commission pa id  by borrowers.  The a c t u a l  i n s u r a n c e  sys tem cou ld  

be o rgan ized  by a n  o u t s i d e  f i rm.  

An impor tan t  c a v e a t  must be made because f o c u s  on  s e l f - s u f f i c i e n c y  

p r ec ludes  BCA from unde r t ak ing  many development o r  d i s t r i b u t i o n a l  f u n c t i o n s .  . . - 

Examples of such  f u n c t i o n s  would be t r a n s f e r r i n g  new t e c h n o l o g i e s  o r  l e n d i n g  

t o  f a rmer s  w i t h  l e s s  t h a n  one ca r r eau .  These a c t i v i t i e s  p robab ly  need t o  be  

s u b s i d i z e d  and BCA w i l l  be unab le  t o  do t h a t  f o r  t h e  f o r e s e e a b l e  f u t u r e .  

C. I n t e r e s t  Rate  Po l i cy  
r 

S e l f - s u f f i c i e n c y  i s  a l s o  dependent  upon p rope r  i n t e r e s t  r a t e  p o l i c y  t o  

i n s u r e  adequa te  revenues  a r e  gene ra t ed  t o  a t  l e a s t  cove r  expend i t u r e s .  

I n t e r e s t  r a t e s  a l s o  p l ay  t h e  impor tan t  f u n c t i o n  of r a t i o n i n g  c r e d i t  t o  i ts  

b e s t  use.  

S e l e c t i o n  of  t h e  a p p r o p r i a t e  i n t e r e s t  rate i s  t h e  key t o  p r o v i d i n g  

s u f f i c i e n t  r e sou rce s  and e f f i c i e n t  use  of c a p i t a l .  The i n t e r e s t  r a t e  shou ld  

b e  t h e  marg ina l  c o s t  o f  l end ing  c a p i t a l  t o  f a r m e r s  which a t  minimum shou ld  be 

t h e  sum of  a  r e a l  i n t e r e s t  rate ( u s u a l l y  thought  t o  be a b o u t  3 p e r c e n t ) ,  t h e  

expec ted  i n f l a t i o n  r a t e ,  t h e  d e f a u l t  r a t e ,  and m a r g i n a l  o p e r a t i n g  c o s t s  p e r  

l o a n  amount. The a c t u a l  i n f l a t i o n  rate h a s  been as h igh  as 1 8  pe r cen t  i n  t h e  



pas t  s e v e r a l  years  but  USAIDIHaiti economists be l i eve  t h a t  c l o s e  l i n k s  t o  t h e  

U.S. economy means t h a t  t he  c u r r e n t  H a i t i a n  r a t e  i s  probably much lower. The 

d e f a u l t  r a t e  i s  about 8 .3  percent  and ope ra t ing  c o s t s  a r e  on average n e a r l y  

one-third of loan  volume ( l e s s  d e f a u l t s ) ,  though t h e  marginal  ope ra t ing  c o s t  

per  loan  volume a r e  undoubtedly lower. Even wi th  a  s i z e a b l e  r educ t ion  i n  

ope ra t ing  c o s t s  t hese  f a c t o r s  sugges t  t h a t  t h e  marginal  c o s t  o f  l end ing  

c a p i t a l  t o  fanners  is  probably a t  l e a s t  25 percent .  Thus, s e r i o u s  

c o n s i d e r a t i o n  should be given t o  i nc reas ing  t h e  i n t e r e s t  r a t e  f u r t h e r .  

I n t e r e s t  r a t e s  set a t  the  app ropr i a t e  :Level would permit c o s t s  t o  be 

covered,  provide f o r  growth i n  t h e  lending base t o  cover  i n f l a t i o n ,  and a l low 

f o r  t h r e e  percent  growth i n  i n f l a t i o n  ad jus t ed  lending  c a p i t a l .  T N s  growth 

i n  r e a l  c a p i t a l  would s u s t a i n  more lending  but  i s  i n s u f f i c i e n t  f o r  BCA t o  

expand t o  meet t h e  loan  demand a s  the  r e a l  base would on ly  double i n  

twenty-four years  a t  t h r e e  percent  annual  expansion. Growth from i n t e r n a l l y  

generated funds cannot be BCA's  only source i f  more farmers  a r e  t o  be 

served.  
, 



D. Exte rna l  Support 

The prev ious  two i s s u e s  l e d  t o  t he  conc lus ions  t h a t  o p e r a t i n g  d e f i c i t s  

w i l l  e rode t he .  BCA c a p i t a l  base and i n t e r n a l l y  gene ra t ed  funds cannot  be 

counted on t o  provide s u f f i c i e n t  growth of t h e  base.  T h i s  means e x t e r n a l  

suppor t  is  necessary  t o  expand c a p i t a l  and, a t  f e a s t  i n  t h e  s h o r t  run ,  t o  

f i nance  ope ra t i ng  d e f i c i t s .  

When t h e  PP was w r i t t e n  i t  was a n t i c i p a t e d  t h a t  BCA d e f i c i t s  would be 

i ncu r r ed  and then f inanced  by t h e  GOH. The GOB t r e a s u r y  suppor t  was expec ted  

t o  be $1,666,000 dur ing  t h e  p r o j e c t  l i f e .  Con t r ibu t ions  have been 

s u b s t a n t i a l l y  below planned l e v e l s  as only  $80,000 w a s  g r a n t e d  i n  PY 82 and 

a l l  t r a n s f e r s  were te rmina ted  September 1982. Jean-Jacques Deschamps, D A I ,  

r e c e n t l y  c a l c u l a t e d  t h a t  77 percent  of t he  s h o r t f a l l  i n  lending  r e l a t i v e  t o  PI? 

estimates i s  a t t r i b u t a b l e  t o  lower GOB c o n t r i b u t i o n s .  The o t h e r  23 pe rcen t  i s  
I 

a t t r i b u t a b l e  t o  g r e a t e r  l o s s e s  t han  expected.  

The GOB has  provided $1,480,000 i n  PL 480 gene ra t ed  funds  i n  t h e  p a s t  two 

y e a r s  and has  budgeted $1,080,000 f o r  PY 84. Th i s  r e p r e s e n t s  $370,000 above 

e x p e c t a t i o n  f o r  PL 480 genera ted  funds,  i f  t h e  FY 84 commitment i s  m e t .  These 

PL 480 funds were t a r g e t e d  t o  i n c r e a s e  t h e  c a p i t a l  base but have i n  p r a c t i c e  

funded t h e  ope ra t i ng  d e f i c i t .  The c a p i t a l  base has  expanded only  abou t  f i v e  

pe rcen t  i n  real terms du r ing  t h e  p r o j e c t  l i f e .  

Recommendation 2: 

A I D  should u t i l i z e  t h e  a v a i l a b l e  means t o  encourage t h e  GOH t o  meet i t s  
commitment t o  fund t h e  BCA o p e r a t i n g  d e f i c i t .  

A l t e r n a t i v e  sou rces  i nc lud ing  p r i v a t e  s e c t o r  l o a n s  and i n t e r n a t i o n a l  

o r g a n i z a t i o n s ,  have been approached t o  o b t a i n  a d d i t i o n a l  suppor t .  P rev ious  

c o n t a c t s  wi th  p r i v a t e  banks have been unsuccess fu l  t h u s  f a r .  The Bank s f  

Boston has  i nd i ca t ed  a  w i l l i n g n e s s  t o  r econs ide r  provid ing  loans  through t h e  



PRE Bureau Guaranty Program, i f  the  BCA l o v e r s  ope ra t ing  c o s t s .  The World 

Bank d id  c o n t r i b u t e  $350,000 s e v e r a l  yea r s  ago and another  $250,000 is  

expected soon. Funding of the  BCA's  operatiing d e f i c i t  by the  GOH w i l l  c l e a r l y  
d 

a f f e c t  dec i s ions  of i n t e r n a t i o n 1  funding agencies  i n  terms of providing 
l t  

a d d i t i o n a l  loan c a p i t a l  f o r  BCA. 

Recommendation 3 :  

D A I  t e c h n i c a l  consu l t an t s  should prepare a p p r o p r i a t e  documentation by June 
1984 so  t h a t  BCA can t r y  aga in  t o  ob ta in  lending  c a p i t a l  from p r i v a t e  s e c t o r  
banks. A I D  should support  BCA borrowing from p r i v a t e  s e c t o r  sou rces  through 
loan  guarantees and o t h e r  a v a i l a b l e  means. E f f o r t s  should be maintained t o  
o b t a i n  funds from o the r  i n t e r n a t i o n a l  donors inc lud ing  the  World Bank and the  
I D B  . 
E. Savings Mobi l iza t ion  

The Savings mobi l iza t ion  campaign i s  being promoted under the  assumption 

t h a t  i t  w i l l  genera te  lendable funds a t  no c o s t s  f o r  BCA. This  appears  

u n l i k e l y  because processing the  paperwork, computerizing t h e  informa'tion, and 

providing account s ta tements  w i l l  be c o s t l y ,  even i f  l o c a l  agents  c u r r e n t l y  

have excess time a v a i l a b l e .  As t h e  BCA loan  and savings  programs expand over  

the  next s eve ra l  yea r s ,  the  c o s t s  of t he  savings program w i l l  be much g r e a t e r  

a s  t h e  agents  have a l t e r n a t i v e  uses  of t he . i r  time. Bernard Fa t ton  t o l d  t h e  

eva lua t ion  team t h a t  I D A 1  was not i n t e r e s t e d  i n  handling s m a l l  savings 

accounts  because of t he  high c o s t s  associai ted wi th  ob ta in ing  funds i n  this way. 

BCA w i l l  l o s e  money on savings  generat:ed. I f  a l l  sav ings  a r e  immediately 

loaned out  c u r r e n t  charges w i l l  y i e l d  a n  1-8.6 percent  i n t e r e s t  r e tu rn .  

I n t e r e s t  paid on savings (6.0 percent )  anti d e f a u l t s  (8.3 percent )  w i l l  

probably c o s t  about 14.3 percent  leaving only a  4.3 percent  margin t o  cover  

c o s t s  of c o l l e c t i n g  savings and processing loans.  Besides t h i s ,  a l l  sav ings  

cannot be loaned cSrt .because balances wi1.L need t o  be kept  I n  l o c a l  o f f i c e s  

and funds w i l l  move slowly t o  p laces  where they can be l e n t .  Perhaps 80 



percent  of sav ings  can be loaned back out  and this w i l l  f u r t h e r  reduce t h e  

a l r e a d y  i n s u f f i c i e n t  margin f o r  ope ra t i ng  c o s t s  t o  2.24 pe rcen t .  T h i s  i s  

i n s u f f i c i e n t  t o  cover  t he  marginal  c o s t s  of  c o l l e c t i n g  t h e  s av ings  and 

r e l end ing  the  funds s o  a n  ope ra t i ng  l o s s  w i l l  be i n c u r r e d  w i th  t h e  s av ings  

program. The l o s s  can be reduced o r  e l i m i a t e d  a s  o p e r a t i n g  c o s t s  a r e  lowered,  

d e f a u l t  r a t e s  lowered, o r  i n t e r e s t  r a t e s  a r e  i n c r e a s e d .  

' In sum, sav ings  m o b i l i z a t i o n  w i l l  l o s e  money and t h e r e f o r e  need t o  be 

subs id i zed  from o t h e r  sources .  The campaign i s  s t i l l  d e s i r a b l e  because i t  

w i l l  expand t h e  lending c a p a c i t y  of  BCA and w i l l  p rov ide  s e r v i c e s  t o  r u r a l  

people  i nc lud ing  a  s a f e  p l a c e  t o  s t o r e  money and a n  o p p o r t u n i t y  t o  o b t a i n  a n  

i n t e r e s t  r e t u r n .  Also, i n  an  oppor tun i ty  c o s t  s ense  s av ings  m o b i l i z a t i o n  may 

3 be a  low c o s t  mechanism f o r  gene ra t i ng  loanab le  funds . But some e x t e r n a l  

agency must s u b s i d i z e  t h e  c o s t s  of  sav ings  m o b i l i z a t i o n ,  o r  t h e  i n t e r e s t  r a t e  

must rise, o r  c o s t s  must be reduced. Otherwise t h e  BCA c a p i t a l  w i l l  e rode and 

s a f e t y  of t h e  sav ings  w i l l  d e t e r i o r a t e .  

Our b e l i e f  i s  t h a t  s av ings  mob i l i za t i on  should be encouraged d e s p i t e  t h e  

ope ra t i ng  l o s s e s  t h a t  w i l l  r e s u l t .  A necessary  s t e p  t o  encourage s av ings  i s  

t o  convince r u r a l  people  t h a t  t h e  BCA i s  s a f e  and t h a t  they can  e a r n  money by 

sav ing .  The i d e n t i f i c a t i o n  card  system t h a t  i s  c u r r e n t l y  t h e  on ly  new 

mot iva t ion  f o r  saving i s  i n s u f f i c i e n t  t o  mo t iva t e  much sav ings  and c e r t a i n l y  

has  no e f f e c t  on marginal  behavior .  That i s ,  i t  may prompt a  sma l l  account  

but does no t  encourage a l l  r e sou rces  t o  be depos i t ed  a6  BCA. 

3 .  In t heo ry ,  r e sou rces  ob ta ined  from farmers  who fo rmer ly  were hoarding thew 
have t h e  same economic c o s t s  a s  r e sou rces  ob ta ined  through i n c r e a s i n g  t h e  
money supply.  



Recommendation 4: 

A I D  should f i nance  a  matching program wherein s a v e r s  a t  BCA w i l l  r e c e i v e  
t e n  c e n t s  i n  sav ings  f o r  every one d o l l a r  depos i t ed .  The matching program 
should be f o r  a  l i m i t e d  t ime per iod  (perhaps s i x  months) and then  must i n c l u d e  
t h e  s t i p u l a t i o n  t h a t  t he  r e sou rces  remain depos i ted  f o r  one year .  

The approach recommended here  e f f e c t i v e l y  i n c r e a s e s  t h e  f i r s t  y e a r  

i n t e r e s t  r a t e  by 10  percent .  The approach i s  t o  b u i l d  t h e  h a b i t  of sav ing  by 

c r e a t i n g  a  l a r g e  mot iva t ion  t o  d e p o s i t  a t  ElCA and expec t  t h a t  people w i l l  

con t inue  saving a t  BCA once t h e  year  i s  over and they  have observed t h a t  t h e  

s av ings  system works. 

F. E f f i c i e n t  Use of S tud ie s  

Four s p e c i a l  s t u d i e s  have been undertalcen under t h e  a u s p i c i e s  of D A I .  The 

BCA Direc to r  r e f e r r e d  t o  the  s t u d i e s  on s e v e r a l  occas ions  du r ing  the  r e c e n t  

conference.  E f f e c t i v e  w i th  t h e  conference  some p o l i c y  changes were in t roduced  

i n  t h e  personnel  system i n  o rde r  t o  overcolne d i f f i c u l t i e s  r a i s e d  i n  t h e  

personnel  eva lua t ions .  There have been u s e s  made o f  t he  s t u d i e s ,  but 

cont inued e f f i c i e n t  u se  must be encouraged and a p p r o p r i a t e  t e c h n i c a l  

a s s i s t a n c e  must be provided t o  i n s u r e  t h a t  t h e  f i n d i n g s  a r e  i nco rpo ra t ed  i n t o  

BCA p r a c t i c e s .  

Recommendation 5: 
A I D  should f i nance  d u p l i c a t i o n  of  t he  f o u r  s t u d i e s  so t h a t  they  can  be 

d i s t r i b u t e d  t o  a l l  BCA p r b f e s s i o n a l  s t a f f .  Fu ture  s t u d i e s  should be prepared 
f o r  a l l  s t a f f  t o  r ece ive .  

Recommendation 6: 

The DAI team l e a d e r  should accep t  primary r e s p o n s i b i l i t y  f o r  i n s u r i n g  t h a t  
s t udy  f i n d i n g s  a r e  being r e f l e c t e d  i n  BCA planning and procedures .  

A two month s tudy  of BCA organ iza t ion  and s t r u c t u r e  i s  planned t o  end 

November 1983. The s tudy was t o  have been conducted e a r l i e r  but  concerns 

w i t h i n  BCA about  t h e  s tudy  implementer ancl problems wi th  h i s  a v a i l a b i l i t y  l e d  



to t h e  l a t e  t iming. The r e s u l t  is, t h a t  u n l e s s  t h e  technical a s s i s t a n c e  

c o n t r a c t  i s  extended,  t h e r e  w i l l  be no fo l l ow  up suppor t  f o r  implementing 

r e o r g a n i z a t i o n  recommendations. F u r t h e r ,  t h e  o r g a n i z a t i o n  t e c h n i c a l  

a s s i s t a n c e  was merged i n t o  one v i s i t  r a t h e r  t h a n  t h e  p rev ious ly  planned two. 

Resources a r e  not  a v a i l a b l e  f o r  t h e  o r g a n i z a t i o n  e x p e r t  t o  follow-up and h e l p  

implement h i s  recommendations. Yet o r g a n i z a t i o n  and s t a f f i n g  i s s u e s  a r e  t h e  

lcey t o  s e l f  s u f f i c i e n c y .  

Recommendation 7: 

The s t a t u s  of BCA r e o r g a n i z a t i o n  should be a s s e s s e d  du r ing  December 1983. 
I f  necessary ,  follow-up, s h o r t  term t e c h n i c a l  a s s i s t a n c e  should be provided t o  
f a c i l i t a t e  t h e  impera t ive  r eo rgan iza t ion .  

G .  BCA/IDAI  Rela t ionsh ip  

Concern about  p o s s i b l e  d u p l i c a t i o n  of e f f o r t  between BCA and IDAL has  been 

expressed ,  beginning be fo re  t h e  PP. Both o r g a n i z a t i o n s  a r e  l end ing  t o  smal l  

fa rmers ,  bu t  t h e i r  l ending  approaches a r e  very d i f f e r e n t .  BCA u s e s  

unsupervised c r e d i t  while  I D A 1  has  superv ised  c r e d i t .  The main advantages  of 
, 

B C A t s  approach i s  the  lower c o s t s  and the  f a c t  t h a t  BCA l e a v e s  t h e  farmer f r e e  

t o  make his own product ion  d e c i s i o n s .  Supervised in-kind c r e d i t  l e a v e s  I D A 1  

open t o  changes t h a t  bad i n p u t s  were t h e  main r ea son  f o r  a  c rop  f a i l u r e .  BCA 

appears  t o  have a  b e t t e r  repayment record  d e s p i t e  u s ing  unsupervised c r e d i t .  

I D A I t s  primary advantage i s  t h e  t e c h n i c a l  suppor t  i t  p rov ides  t o  fa rmers .  BCA 

relies on t h e  Minis t ry  of A g r i c u l t u r e  t o  suppor t  t h e  fa rmers  w i th  t e c h n i c a l  

a s s i s t a n c e ,  but i n  f a c t  l i t t l e  i s  being provided. 



BCA loans almost exc lus ive ly  t o  small farmers and I D A I  has  only  about  

one-third of i t s  p o r t f o l i o  with smal l  farmers.  BCA loans  through SACS while  

h i s t o r i c a l l y  I D A I  has loaned t o  ind iv idua l s ,  though I D A I  i s  moving towards 

SAC-type lending. I D A I  has a  s i g n i f i c a n t  and growing l a r g e  farmer p o r t f o l i o  

and one-half of i ts  p o r t f o l i o  i s  loans  t o  business  e n t e r p r i s e s .  

BCA i s  seeking t o  provide lending throughout most of the  country.  I D A I  

makes most of i t s  loans  i n  narrow geographic a r e a s  where i r r i g a t i o n  i s  , 

a v a i l a b l e  and cond i t ions  can be more e a s i l y  c o n t r o l l e d .  Supervised c r e d i t  

would not  be f e a s i b l e  a c r o s s  the  wide a reas  where BCA operates .  

BCA and I D A I  w i l l  cont inue  t o  ope ra t e  side-by-side i n  providing loans  t o  

small farmers.  This does not appear t o  cause major problems i f  both 

i n s t i t u t i o n s  expand s u f f i c i e n t l y  t o  inco rpora t e  economies of s c a l e  i n  .. . 

lending. The most important s c a l e  economy w i l l  be captured i f  each agent  i s  

I 

f u l l y  occupied. Economics of s c a l e  i n  c e n c r a l  o f f i c e  s t a f f  and management a r e  

l e s s  important i f  the  s t a f f s  a r e  approp roa te ly  pruned. 

The two i n s t i t u t i o n s  together  s e r v i c e  no more than  f i v e  pe r rcen t  of t he  
, 

small  farmers. Both could expand dramat ica l ly  without causing compet i t ion  f o r  

r e sources  o r  without competing f o r  customers. Thus, t h e i r  s imultaneous 

expansion is not reason f o r  concern u n t i l  both i n s t i t u t i o n s  are much larger.  

H. D i v e r s i f i c a t i o n  Sehemes a t  BCA 

Up t o  now, BCA has concentrated on one a c t i v i t y  e x c l u s i v e l y ,  providing 

loans  and o t h e r  f i n a n c i a l  s e r v i c e s  t o  smal.1 farmers.  Recently, however, BCA 

has begun t o  g e t  involved i n  a  number of non- t r ad i t iona l  a c t i v i t i e s  which 



p o t e n t i a l l y  1 )  make f u l l e r  use of  BCA's  c e n t r a l  o f f i c e  s t a f f  a d  2 )  i n c r e a s e  

t h e  r e sou rce  base of BCA. S t a r t i n g  J u l y  1, 1983, BCA took  over  t h e  i n su rance  

coverage f o r  i t s  s t a f f  and n e a r l y  1 ,800 employees of  t h e  X i n i s t r y  of 

Agr i cu l tu re .  BCA p l ans  t o  use excess  c a p a c i t y  i n  i t s  computer system t o  

provide automated d a t a  process ing  s e r v i c e s  t o  o t h e r  government agenc i e s .  It 

has expressed i n t e r e s t  i n  a c q u i r i n g  t h e  Bon Repos g r a i n  s t o r a g e  f a c i l i t y  i n  

o r d e r  t o  support  s t o r a g e  of borrowers '  c rops  and t o  a l l o w  f o r  t h e i r  s a l e  

s e v e r a l  months a f t e r  h a r v e s t  when p r i c e s  a r e  h igher .  A f eed  m i l l  has been 

proposed t o  be b u i l t  i n  con junc t ion  wi th  t h e  s t o r a g e  f a c i l i t y .  BCA a l s o  

proposes  t o  t ransform t h e  SACS i n t o  communal l e v e l  c o o p e r a t i v e s ,  des igned  t o  

p a r t i c i p a t e  i n  marketing programs and coope ra t i ve  s t o r e s .  I n  t h i s  s e c t i o n ,  

t h e  i s s u e s  r a i s e d  by t h e s e  proposa ls  t o  involve  BCA i n  a r e a s  o t h e r  t han  

provid ing  c r e d i t  t o  small fa rmers ,  w i l l  be examined. 

I n  g e n e r a l  w e  conclude that B C A ' s  long expe r i ence ,  i n  a l l  r e g i o n s  of t h e  

coun t ry  has  g iven  i t  s p e c i a l  e x p e r t i s e  i n  p rov id ing  a g r i c u l t u r a l  c r e d i t  t o  

smal l  farmers .  The exper ience  of i t s  s t a f f  can b e s t  be used by b u i l d i n g  on 

t h i s  base and improving t h e  e f f i c i e n c y  of i t s  c r e d i t  o p e r a t i o n  a s  t h e  volume 

of l oans  i s  expanded and repayment r a t e s  a r e  improved. On t h e  o t h e r  hand, 

many of t h e  a r e a s  i n  which BCA i s  proposing' t o  d i v e r s i f y  would, i f  pursued,  

r e q u i r e  d i f f e r e n t  s k i l l s ,  t r a i n i n g ,  and background than  what i s  a v a i l a b l e  

w i t h i n  t h e  i n s t i t u t i o n ,  and a l s o  w i l l  r e q u i r e  c o n s i d e r a b l e  i n i t i a l  c a p i t a l  

inves tments  which would reduce funds a v a i l a b l e  a s  sma l l  farmer l o a n  c a p i t a l .  

Operat ing l o s s e s  w i l l  a l s o  abso rb  BCA c a p i t a l .  A s  a  r e s u l t  w e  b e l i e v e  t h a t  

BCA i s  jeopard iz ing  i t s  f u n c t i o n  a s  a  l ende r  t o  small farmers  by opening i t s  

c a p i t a l  t o  t h e  r i s k s  of  t h e s e  non-credi t  a c t i v i t i e s .  BCA should s e r i o u s l y  
c ,  . 

re -eva lua te  i t s  p l ans  i n  t h e s e  a r e a s  and proceed on ly  i f  e a r e f u l  f e a s i b i l i t y  

s t u d i e s  suppor t  t h e  proposed p r o j e c t s .  



Sepa ra t ion  of t h e  computer f u n c t i o n  i n t o  a n  ope ra t ing  d i v i s i o n  p l a c e s  t h e  

BCA c a p i t a l  and ope ra t ions  a t  l e s s  r i s k  than  t h e  o t h e r  schemes and, i n  f a c t ,  

would probably reduce expendi tures  immediately. The d i f f i c u l t y  w i t h  t h i s  

proposal  i s  t h a t  BCA would r ece ive  reduced computer s e r v i c e s  from a s e p a r a t e  

ope ra t ing  d i v i s i o n  and must balance t h i s  lctss a g a i n s t  t h e  lower expend i tu re .  

Insurance.  BCA pe rce ives  t h e  insurance  pr:ogram a s  being b e n e f i c i a l  i n  t h a t  

i t  could decrease  t h e  expendi tures  on employees' h e a l t h  insurance .  Th i s  i s  

f e a s i b l e  t o  t he  ex t en t  t h a t  se l f - insurance  f o r  B C A ' s  employees can be done a t  

a  lower r a t e  than  t h e  premiums paid i n  t h e  p a s t  t o  p r i v a t e  i n s u r e r s .  

Inc luding  a l l  Minis t ry  of Agr i cu l tu re  employees i n c r e a s e s  t h e  volume of funds 

and ,  i n  theory ,  a t  l e a s t  by providing a  l a r g e r  pool  of  i n s u r e e s ,  should reduce 

r i s k .  ~~ . 

There a r e  two p o t e n t i a l  dangers  t h a t  t h i s  program poses t o  BCA . The 

f i r s t  danger i s  t h a t  t h e  premium l e v e l  may be set too  low t o  co;er c o s t s ,  

l e ad ing  t o  a  con t inua l  l o s s  on t h e  opera t ion .  I n  f a c t ,  when BCA took  over  t h e  

in su rance  ope ra t ion ,  t he  f i r s t  s t e p  was t o  lower r a t e s .  Fu r the r  t h e  premium 
, I 

r e c e i p t s  must be kept  i n  a  contingency 1 i a . b i l i t y  fund. The second danger  i s  

t h a t  t h e  high var iance  i n  payouts a s soc i a t ed  wi th  t h e  r e l a t i v e l y  smal l  pool of 

people could cause s i g n i f i c a n t  l o s s e s  a t  t imes,  even i f  t h e  system were s e l f  

suppor t ing  over t i m e .  If t h e s e  l o s s e s  a r e  taken ou t  of BCA's l oan  c a p i t a l ,  

they  w i l l  reduce B C A ' s  a b i l i t y  t o  provide loans  t o  small farmers .  A t  a  

minimum the  insurance  system should be an  autonomous i n s t i t u t i o n  s e p a r a t e  from 

BCA t o  p r o t e c t  BCA c a p i t a l  from r i s k s  i n  funding. An o u t s i d e  f i r m  should a l s o  

be obtained t o  he lp  determine t h e  appropr: la te  r a t e s  and t o  provide o t h e r  

a s p e c t s  of s e t t i n g  up t h i s  insurance  program. 



Aueomated Data Process ing .  Except f o r  peak pe r iods  i n  p roces s ing  l o a n  and 

sav ings  in format ion ,  t h e  d a t a  process ing  system may have c a p a c i t y  beyond B C A q s  

own requirements .  I f  t h i s  i s  the  c a s e ,  BCA i n t e n d s  t o  p a r t i a l l y  suppor t  d a t a  

process ing  by doing some c o n t r a c t  p rocess ing  f o r  o u t s i d e  u se r s .  I f  e x c e s s  

c a p a c i t y  i s ,  i n  f a c t ,  found t o  exis t  a f t e r  t h e  system i s  adequa te ly  handl ing  

B C A ' s  own work, i t  might make sense  t o  do c o n t r a c t  p roces s ing  f o r  o t h e r  

i n s t i t u t i o n s .  However, BCA has no comparative advantage  i n  provid ing  computer 

s e r v i c e s  and should c o n s i d e r  s e t t i n g  up t h e  computer c e n t e r  a s  a s e p a r a t e  

o p e r a t i o n  w i t h i n  t he  Minis t ry .  I f  BCA o p e r a t e s  t he  system p o s s i b l e  problems 

t h a t  could  occur  a r e :  

1 )  f a i l u r e  t o  o b t a i n  high enough r a t e s  from DARNDR and o t h e r  

i n s t i t u t i o n s  t o  make any s u b s t a n t i a l  c o n t r i b u t i o n  t o  lower ing  

BCA's o v e r a l l  d a t a  process ing  c o s t s ;  

2)  f a i l u r e  t o  o b t a i n  prompt payment from o t h e r  g o v e r b e n t  

i n s t i t u t i o n s  making use  of d a t a  p roces s ing  s e r v i c e s ;  

and 3 )  p o s s i b l e  d e l a y s  i n  process ing  BCA jobs i f  peak demand p e r i o d s  

f o r  u se  c o i n c i d e  w i th  peaks from o t h e r  u s e r s .  

BCA should not begin process ing  o t h e r  u s e r s  d a t a  u n t i l  a t  l e a s t  s i x  months 

a f t e r  t h e  system i s  working f o r  a l l  BCA needs i n  o r d e r  t o  de te rmine  how much 

excess  c a p a c i t y  e x i s t s .  I f  the  d e c i s i o n  is t o  s e r v i c e  o t h e r  u s e r s ,  BCA should  

e v a l u a t e  t he  p ro f i t ab ib l i t y  of i t s  computer o p e r a t i o n s  every  t h r e e  months t o  

s e e  i f  undue de l ays  a r e  being caused f o r  BCA and t o  see i f  t h e  o u t s i d e  work i s  

s u f f i c i e n t l y  p r o f i t a b l e .  BCA should i n v e s t i g a t e  s e p a r a t i n g  t h e  computer 

system i n t o  an  autonomous agency w i t h i n  DARNDR. The f i n a l  e v a l u a t i o n  of SRCS 

shouf d  c a r e f u l l y  cons ide r  t h e  u s e f u l n e s s  of BCA' s c e n t r a l i z e d  computer system 

and the  ' a d v i s a b i l i t y  of adding compatible  micro-computers a t  t he  r e g i o n a l  

l e v e l .  



Marketing. According t o  BCA, one reason farmers  f a i l  t o  repay loans  i s  

because of  t h e  low p r i c e s  they r ece ive  a t  h a r v e s t  time. On-farm holding is  

s a i d  t o  be d i f f i c u l t ,  i n  s p i t e  of poss ib l e  advantages r e s u l t i n g  from pos t  

ha rves t  p r i c e  i n c r e a s e s  ( i n  some yea r s )  because of heavy l o s s e s  from i n s e c t s ,  

r o t t i n g  and mildew. A modern s t o r a g e  f a c i l i t y  composed of 22 l a r g e  g r a i n  

s t o r a g e  b ins  e x i s t s  a t  Bon Repos, about 14 kms. away from Port-au-Prince on 

t h e  North-West road. This  f a c i l i t y  was o r i g i n a l l y  f inanced by USAID (ADS-I) 

and has  never been i n  opera t ion .  

A s  t h e  c e n t r a l  element of a marketing programs, BCA proposes t o  pu t  t h e  

Bon Repos f a c i l i t y  i n t o  s e r v i c e  a t  a c o s t  f o r  r e p a i r s  and equipment of 

approximately $300,000 . The c o s t  of purchasing t h e  co rn  t o  f i l l  t h e  s i l o s  

would be wel l  i n  excess  of one m i l l i o n  dol . la rs .  I n c l u s i o n  of a feed  m i l l  h a s  

a l s o  been proposed i n  t h e  program. It i s  be l ieved  by BCA t h a t  a p r o j e c t  of 

t h i s  type would r a i s e  t he  p r o f i t a b i l i t y  of a g r i c u l t u r a l  p roduct ion  f o r  BCA 

borrowers and a t  t h e  same time produce an  ope ra t ing  p r o f i t  f o r  BCA and 

provide another  way t o  employ p a r t  of the  c e n t r a l  o f f i c e  s t a f f .  To d a t e ,  no 

f e a s i b i l i t y  s tudy has been done on the  c o s t s  and b e n e f i t s  of  p u t t i n g  t h i s  

f a c i l i t y  i n t o  s e rv i ce .  

There a r e  a number of ques t ions  a s s o c i a t e d  wi th  t h e  Bon Repos p r o j e c t  and 

t h e  a s s o c i a t e d  marketing program. F i r s t ,  t h e  Organic Law e s t a b l i s h i n g  BCA 

makes no provis ion  forD BCA t o  engage i n  a c t i v i t i a s  o t h e r  t h a n  t h e  p r o v i s i o n  of  

c r e d i t  t o  small  farmers.  Second, i t s  i n s t i t u t i o n a l  exper ience  and i n d i v i d u a l  

s t a f f  s k i l l s  have focused on providing a g r i c u l t u r a l  c r e d i t ;  t h e  l a c k  of 



expe r i ence  i n  t h e  o p e r a t i o n  of a  s t o r a g e  and marke t ing  f a c i l i t y  would make 

s u c e e s s % u l  o p e r a t i o n  by BCA d i f f i c u l t .  Th i rd ,  even  i f  c a r e f u l  s t u d y  r e v e a l e d  

t h a t  t h e  p r o j e c t  i s  f e a s i b l e  and i s  d e s i r a b l e  i n  t h e  s e n s e  t h a t  farm income 

would be i n c r e a s e d ,  i t  would be i n a p p r o p r i a t e  f o r  BCA t o  have e q u i t y  

p a r t i c i p a t i o n  i n  a n  i n s t i t u t i o n  t o  which i t s  borrowers  were  s e l l i n g  t h e i r  

p roduc ts .  Some o t h e r  branch of  t h e  M i n i s t r y  of A g r i c u l t u r e  cou ld  more 

e f f i c i e n t l y  manage such a  p r o j e c t .  

Merger of SAC'S i n t o  Communal Coopera t ives .  S i n c e  1966 BCA ha s  been making 

l o a n s ,  no t  t o  i n d i v i d u a l  f a rmer s  but  a lmost  e x c l u s i v e l y  t o  SACS. The by-laws 

e s t a b l i s h e d  by BCA s t a t e  t h a t  each s o c i e t y  i s  supposed t o  be "changed i n t o  a 

c o o p e r a t i v e  a f t e r  i t s  s o c i a l  c a p i t a l  has  reached  G1,000 and a f t e r  t hey  have 

n. 4 
been i n  con t inuous  o p e r a t i o n  f o r  t h r e e  y e a r s .  

Conte goes  on  t o  s a y ,  however: 

"While t h e  " s o c i e t y "  was i n i t i a l l y  se6 up 6 0  be t rans formed  i n t o  
a s t anda rd  c o o p e r a t i v e  a f t e r  t h r e e  y e a r s ,  a f t e r  more t han  
f o u r t e e n  y e a r s  of o p e r a t i o n ,  t h e r e  i s  no s i g n ,  no t  even  a  
tendency on t h e i r  p a r t  t o  evo lve  i n t o  a  c o o p e r a t i v e  i n  t h e  
c l a s s i c  sense .  Q u i t e  t h e  c o n t r a r y ,  i t  has  been found t h a t  t h e  
b e s t  s o c i e t i e s  a r e  those  which group t o g e t h e r  on ly  t e n  o r  s o  
members. A t  t h i s  t i m e  one cou ld  s ay  t h a t  t h e  concep t  of a n  
o r thodox  c o o p e r a t i v e  has  been ~ u ~ e r s e d e d . " ~  

4 Rodin i  Conte,  "L IEvo lu t i on  du C r 6 d i t  A g r i c o l e  e n  H a i t i , "  Revue d e  l a  
SociGt6 Ha i t i enne  d l H i s t o i r e  e t  de G o g r a p h i e ,  v o l e  39,  No.133, 
December 1981, p. 49. 
I b i d  p . 5 1 .  * 



It has been proposed t h a t  s e v e r a l  SACs :6n each  r u r a l  v i l l a g e  be brought 

t oge the r  a s  regroupement de soci8tGs (RG) and t h a t  t h e s e  RGs from a l l  t h e  

v i l l a g e s  i n  a  commune form a coopera t ive .  'These coope ra t ives  thus  would have 

a s  t h e i r  base u n i t  t h e  SAC, no t  t h e  i n d i v i d u a l  members. 

The o rgan iza t iona l  s t r u c t u r e  of t hese  mult ipurpose communal c o o p e r a t i v e s  

i s  t o  c o n s i s t  of  5 non-paid d i r e c t o r s  and 3 members of t h e  v i g i l a n c e  committee 

e l e c t e d  by the  SACs, a  h i r ed  manager and o t h e r  employees. The coopera t ive , s l  

p r i n c i p a l  a c t i v i t i e s ,  a t  l e a s t  i n i t i a l l y ,  would be market ing,  p rov i s ion  of 

i n p u t s ,  and ope ra t ion  of consumer cooperat i .ve s t o r e s .  For t h e  t i m e  being,  

l oans  from BCA would s t i l l  be made d i r e c t l y  t o  each SAC. However, e v e n t u a l l y ,  

i t  i s  being proposed t h a t  l oans  be given t o  t h e  communal coope ra t ives  

themselves and broken down by the  RGs t o  the  SACs. 

F i e ld  visits brought t h e  eva lua t ion  team i n  c o n t a c t  wi th  two coope ra t ives  

which had been set up by i n d i v i d u a l  small  farmers  f o r  s p e c i f i c  purposes 

( s t o r i n g  and m i l l i n g  co rn  and marketing c o f f e e )  determined by the  types  of 

c rops  t h e  farmers  themselves were producing. These a r e  t h e  k inds  of 

coope ra t ives  c u r r e n t l y  a c t i v e  i n  H a i t i .  Like t h e  SACs, one of the  reasons  

they  appeared t o  be func t ioning  s a t i s f a c t o r i l y  i s  t h e i r  r e l a t i v e l y  sma l l  s i z e  

and the  gene ra l ly  c l o s e  geographic proximity of t h e  members t o  one ano the r .  

There a r e  a number of ques t ions  t h a t  need t o  be answered before  any majcr 

amount of e f f o r t  i s  devoted t o  s e t t i n g  up a  nat ionwide system of communal 

coope ra t ives  based on t h e  SACS. The f i r s t  is ,  whether t h e  farmers  themselves 

perce ive  a  s u f f i c i e n t l y  s t r o n g  need f o r  whatever s e r v i c e s  t hese  mul t ipurpose  

coope ra t ives  would provide t o  warrant  t h e  e f f o r t  t h a t  would be r equ i r ed  t o  set 

up such a  system. Second, what would he the  i n i t i a l  source  of t h e  funds 

needed t o  provide whatever s e r v i c e s  a r e  t o  be provided by t h e  coope r t ives?  



Third ,  i n  most s i t u a t i o n s ,  coope ra t i ve s  a r e  smal l  primary o r g a n i z a t i o n s ,  

formed by i n d i v i d u a l  people  working toge the r  toward a t t a i n i n g  a  common g o a l .  

A s  de sc r ibed ,  t he se  communal coope ra t i ve s  would be t e r t i a r y  i n s t i t u t i o n s ,  

based on o r g a n i z a t i o n s  ( t h e  SACS) r a t h e r  t han  i n d i v i d u a l s  and wi th  f a c i l i t i e s  

which by n e c e s s i t y  would be l o c a t e d  a t  a  c o n s i d e r a b l e  d i s t a n c e  from t h e  farms 

of most SAC members. Four th ,  i f  t h e  SACS a r e  g e n e r a l l y  performing 

s a t i s f a c t o r i l y  from the  po in t  of  view of BCA ( i . e . ,  they a r e  a s s i s t i n g  B U  i n  

providing and repaying l o a n s ) ,  i t  would be i n  B C A ' s  advantage t o  r e t a i n  them 

i n  t h e i r  p r e sen t  s t a t e .  Most agen t s  t o l d  t h e  e v a l u a t i o n  team t h a t  they  could  

pe r sona l ly  handle  about  twice  a s  many l o a n s  a s  t h e y  a r e  now i f  more money were 

a v a i l a b l e .  Therefore ,  t h e r e  i s  no c u r r e n t  need t o  work through c o o p e r a t i v e s .  

Where l a r g e ,  secondary and t e r t i a r y  o r g a n i z a t i o n s  have been g iven  t h e  t a s k  of 

d i s b u r s i n g  and o b t a i n i n g  payment of l oans ,  problems wi th  c o r r e c t  d i s t r i b u t i o n  

of  l o a n s  and r e t u r n  of  l o a n  repayments t o  t h e  l end ing  agency have f r e q u e n t l y  

a r i s e n .  F i n a l l y ,  i f  fa rmers  r e a l l y  have need of t h e  k inds  of  s e r v i c e s  t h a t  

such coope ra t i ve s  could provide ,  then  t h e  a p p r o p r i a t e  agency ( i n  t h i s  c a s e ,  
\ 

t h e  Se rv i ce  d e  Cooperat ion 'of t h e  Minis t ry  of A g r i c u l t u r e )  should a s s i s t  

farmers  i n  t h e i r  o rgan iza t ion .  



Concludinn Remarks 

S u b s t a n t i a l  p rog re s s  i n  making t h e  BCA a v i a b l e  o r g a n i z a t i o n  has been made 

th rough  t h e  j o i n t  e f f o r t s  of t h e  BCA s t a f f  and t h e  SRCS p r o j e c t .  The p r o j e c t  

has  been s u c c e s s f u l  thus  f a r  and t h e  achievements  a r e  a f i r m  founda t i on  f o r  

f u r t h e r  accomplishments i n  t h e  remainder of t h e  p r o j e c t  and p o t e n t i a l l y  a 

follow-on p r o j e c t .  A number of i s s u e s ,  g e n e r a l l y  a r i s i n g  from t h e  environment  

in which SRCS o p e r a t e s ,  c an  s e r v e  t o  l e s s e n  t h e  accomplishments of SRCS and 

damage t h e  BCA o r g a n i z a t i o n .  Seve ra l  of the i s s u e s  r a i s e d  i n  t h e  e v a l u a t i o n  

cou ld  conce ivab ly  s e r i o u s l y  hamper t h e  e f f e c t i v e n e s s  of BCA i n  meet ing i t s  

primary g o a l ,  p rov id ing  c r e d i t  t o  small farmers .  The most impor tan t  of t h e s e  

a r e  i f  BCA f a i l s  t o  move towards  s e l f  s u f f i c i e n c y  th rough  a  combina t ion  of 

h ighe r  i n t e r e s t  r a t e s  and lower  o p e r a t i n g  c o s t s  and d e f a u l t  r a t e s ,  and i f  BCA 

c o n t i n u e s  i n  i t s  tendency t o  d i v e r s i f y  i n t o  n o n c r e d i t  a c t i v i t i e s .  Because i t  

i s  t h e  on ly  i n s t i t u t i o n  w i th  t h e  i n f r a s t r u c t u r e  t o  p rov ide  c r e d i t  t o  sma l l  

f a rmer s  thrnughout  H a i t i ,  BCA and A I D  t o g e t h e r  must s eek  ways t o  overcome 

t h e s e  p o t e n t i a l  problems. , 




