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A. Project Owrview: Malor Finding 

The primary objective of t h e  Haitian Crafts Developnent Project (HCDP) 
was t o  foster the d e w l o p m t  of s k i l l e d ,  self-sufficient crafts producers 
witn t n e  capacity t o  produce comnercially marketable products on an on-going 
-is. The achievements of the HCDP rewd. that  crafts projects, when they 
are well-managed and incluae programs of relevance to  intended beneficiaries, 
can provide the basis for substantial errployment and incorne generation. 
mring its two years of' mpleinentation, the HOP silcceeded in  establishing 
several stable hanaicrafts enterprises and i n  dewloping a self-sufficient 
r e t a i l  outlet. It also b u i l t  a solid base necessary t o  ass is t  producers in 
ttx exportation of craf ts  products on a financially viable basis, The 
abi l i ty  of tne HCDP both t o  in i t ia te  new crafts-proaucing enterprises and to  
develop new proaucts campatlble w i t h  export market requirements in  terms of 
design, quality, and price is wxy encouraging and also unusual when compared 
w i t n  t r a d i t i o ~ l  craf ts  dewlopent  projects. W e  consider the HCDP t o  be a 
nignly successful project. 

B. Suxnnary of Specific Findinqs 

1. I n p u t s  

a. Donor Funding 

Reduced operating funds for the HACkDestablished CANO centers with the 
te.rmination of the HAClD project c u t  heavily into the planned level-of-effort 
for HaDP suppr t  to' the centers. Since the HCDP also intended to  focus on 
the production and mar~eting o f ,  products produced throughout Haiti, t h i s  
budget reduction forced project management to  target only the  most effective 
CANO centers. The cuts pushed the HCDP t o  encourage a l l  producers, both in 
tbe Northwest and elsewhere, t o  operate independently a s  soon as  their 
qudli t y  and production reached an acceptable 1.e el. 

b. Technical Assistance 

Technical assistance providd under tne HCDP was effective and well 
coordinated. The quality and dedication of the, technical and management 
staff  was found to be a key factor i n  the success of the project. CARE and 
USAID project coordination were also founa to  be v e  effective md 
supportive of project management. 

F4evolvinq Credit Etmd 

Credit obtained tnrough the HCDP revolving fund could be utilized t o  
purchase raw materrdls, equipnent, or for trainirrg; for any purpose related 

. - t o  the production of crafts. As measured by default on loans, t h i s  project: 
c a p n e n t  was judged quite suocessful, with a 0% default rate. Inan 
recipients indicated that the rewolving fund was critical i n  enabling them t o  
expand production and achieve greater success. 



2. Outputs 

mtputs relating to specific project components are outlined below. 

a. CANO - 
~ n e  HCDP rejected the social welfare approach to crafts production 

initiated under HACW1s CANO project in favor of a more entrepreneurial 
orientation with better probability of self-sustainability. At tne outset of 
the HCDP, 0 centers were selected for further support based on an 
assessment of tneir ability to become self-sufficient. Tne project provided 
technical assistance, on-site trainirq, and equipent for producers at five 
CANO centers. For a nuinber of otner ,CAN3 beneficiaries little evidence of 
indeperrient capacity was found. The original social welfare-orientea program 
structure subsidized almost all elements of production, including training, 
and many CANO artisans considered themselws anployeea rather thm 
entrepreneurs. The HCDP had to deal with the potential contradiction between 
direct assistance to the poorest, most needy beneficiaries througn 
subsidization and tke objective of creating financially viable long-term 
errg?loyment. 

b. Zin dlArt-Retail 

. Tne operation of Zin dlArt-Retail Ms exceeded all expectations. The 
local , retail marketing component of the HCDP is a clear success. It 
functions as a separate business entity, selling handicrafts manufactured by 
HCtP-supported producers. In its first 20 months of operation, retai.1. sales 
reached $ 2L6,000. By June 1985, the outlet was able to operate on a 
self-sufficient basis. There apwars to be room for continued growth in 
local retail sales. 

c. Zin dlArt-mrt 

Following the first year of project hplementation, the HCDP separated 
tne project's retail and export operations into two units. Zin 
dl~rt-Export Is initial penetration of export nlarkets also exceeded 
expectations. Sales from this component, while snall in actual dollar vdlue 
(approximately $ 50,000 in the first year of operatioins) gradually increased 
over the past nine months, stimulated by well-plmed participation in U.S. 
gift shows. Export market sales to have great potential for 
expansion. 

d. Product Developnent Component 

Based on consumer response to the product designs produced as a direct 
result of technical assistance, reflected by the sales levels achiewd by Zin 
d'Art-Retail and Export, the H(aP has successfully developed a range of new 
product designs and production techniques that can be easily transferred to 
rural crafts production centers but that are also closely attuned to the 
preferences of foreign and local customers.' SmdU producers' response to 



tecnnical assistance, as measured by increased capacity to  generate new 
product designs, has been higher than tnat of micro-artisans. Micro-artisans 
did not readily exhibit the capacity to  generate marketable innovations in 
product design a s  a result  of their training. 

e. Board of Directors 

very l i t t le  emphasis was placed on the formation of a board of directors 
during project implementation. H a  management cited the relative lack of 
evidence to  indicate any beriefits t o  be d e r i M  from an extra organizational 
layer a t  th i s  re la t iwly  early stage in  project de~lopnent .  

3.  External Factors 

I k o  external factors were round to  have a negative impact on overall 
implementation and acnie-nts of the HCDP, and on the CANO component in 
particular: the remote location of some craf t  production s i tes ,  and t h e  
increased strength of the U.S. aollar (and consequently tne Haitian gourde) . 
The location of many CANO centers i n  the Northwest created enormous 
logist ical  problems i n  supplying direct  technical assistance to  producers, in  
the procurement of raw materials, and in the transportation of finished 
products t o  their p i n t  of sale in Port-au-Prince. The increased strength of 
the U. S. dollar significantly affected potential for Haitian hanclicraf ts 
exports t o  European markets because Haitian products coula not compete w i t h  
tnose from countries with weaker currencies. 

4. Beneficiaries 

The proper selection of t n e  kinds of producers who were most able to  
effectively absorb and ut i l ize  the assistance of the project was one of the 
key factors that contributes to the HCDP's success. Smal l  producers wi th  
strong potential t o  become self-sutficient in  the short term were the primary 
target of the Hap.  The micro-artisans who received assistance demonstrated 
only limited evidence of capacity to  contlnue craf ts  production 
irrlependently. Tne original HACHI choice t o  directly a s s i s t  large nlrmbers of 
micro-artisans operating i n  remote areas and able to  produce only a limited 
range of products was not well-suited for building self-sustainability. The 
HCRP inherited the effects of this choice, and targeted the more r e s p o n s i ~  
beneficiary groups in  order to  f u l f i l l  its primary goal of market-oriented 
production and the developnent of self-sufficient craf ts  enterprises. 

The complexity of the problems encountered , i n  hplemnting a craf ts  
project i n  the remote and resource-dcqrived areas comrson throughout Haiti are 
imnense. In eueluating the performance of the  HCDP several areas surfaced a s  
c r i t i ca l  t o  producer performance i n  init iat ing and successfully maintainirq 
craf ts  enterprises. The follwing recomendations are offered for inclusion 
in  any kind of follow-on project t o  the HCDP. 



1. Capital Generation 

In  order to  improve future craf ts  production programs capital generation 
scnemes should be incluaed. Producers snould be encouraged to  v i e w  
themselw as  entrepreneurs responsible for the outcome of their 
enterprises. Production subsidies, i f  provided, should be in  the form of 
tools, small equipent, raw materials, and secondary products that  would 
encourage artisans t o  operate independently. 

2. Maintainins Quality Control 

Som form of direct  identification of the artisan wi th  the product 
produced should be developed to  substantialll- improve quality control. 
Project training pr*grams should ix organized in a mamer similar to  the 
medieval apprentice systems c m n l y  practiced in mrope known a s  "k 
Compagnonnage." Such a training system would encourage comnitment and pride 
on the part cf trainees, and would contribute to  the generation of 
h i g h - q d i t y  originally designed proaucts. Training tim should not be 
remunerated; crafts producers should consider their training as  an investment 
in  the future and not just  a s  a source of wage earnings. Thus, a higher 
proportion of truiy interested and potentiaUy competent tralnees would be 
attracted t o  parLicipate. 

3. Improwment in  Project Services 

a. Promotion of Project Services and Achievements 

A stronger effor t  should be made t o  make potential cl ients aware of the 
services available from the project and t o  promote the achievements of t he  
HCDP to  date. A key elemcnt of the future success of programs l i k e  t h e  HCDP 
w i l l  be the l e w l  of credibility and interest  they are able to  maintain 
within the local crafts cmmnity and the public in  general. 

b. Producer/Donor Feedback 

A mechanism should be developed to  monitor project participants1 
satisfaction levels. In addition, a producer forum should be created to  
fac i l i ta te  participation in  tne monitoring and design of project programs. 

4 

Donor coordination smuld be more strongly emphasized i n  future 
act ivi t ies  in tnls sector. A donor coordination comnittee should be formed 
t o  allow donors t o  share information about coarmon success factors and reasons 
for project failure, and t o  eliminate duplication of effort. 

c. Credit E'und 

Any follow-on project t o  the H W  should imlude a remlving credit  
fund. Only short-term loans should be made available, i n  amounts that  do not 
exceed those available from c0mnercia.I. sources. In order t o  operate on a 
cost-effective basis, interest  rates comparable t o  those of comnercial banks 
should be ckrged. 



d. Raw Materials Procurement 

A follow-on project should include a component to  provide funds to 
project participants for the purchase of raw materials. Such funds could be 
made available either through a rewlv-ing fund l i k e  tha t  reaimended a b o ~ ,  
or through a separate fund specifically designed for t h i s  purpose. An 
a l te rna t iw reconmendation would be t o  purchase various stocks of key raw 
materials, including tools and small equipent, -t cannot be consistently 
obtained or are priced prohibitiwly, for resale t o  producers. 

e. Business Advisory Services 

S m a l l  business aavisory services should oe provided to  upgrade t n e  
financial management and accounting s k i l l s  of producers. Training in t h i s  
area w i U  contribute significantly to  the- economic viability of the  
enlploymnt: generated trxough the project. 
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Targeted Beneficiaries 

Project services should be concentrated on those producers that can most 
effectiwky absorb project inputs. Small-scale producers responded much more 
favorably than did micro-artisans t o  the project inputs available under the 
HCDP. They should be targeted a s  primary project beneficiaries. The HCDP 
clearly demonstrated that  these producers possess the greatest potential t o  
generate sustainable enterprises. Such an approach howeer, need not exclude 
micro-artisans from benefitting from project services. Because most 
micro-artisans are  employed by large, medium, and m a l l  producers on a 
subcontracting basis, they c o i d  derive significant benefits from further 
craf ts  projects through continued collaboration w i t h  larser producers. 

5. Project Adminisbation Systems 

HCDP accounting systems were juaged adequate to  provide project 
managanent wi th  the information necessary to  assure proper monitoring of HCDP 
operations. However, i f  an expanded follow-on project is implemented, the 
accounting system should be expanded t o  provide project management 
responsible for marketing, product design, and business administration w l t h  
the  data required t o  monitor the performance of tneir units. Finamial data 
should be aggregated across units to  faci l i ta te  overall project monitoring 
and evaluation. Particular attention should be paid to  t=he design of 
appropriate management systems a t  the ear l ies t  stages of project deelopnent 
ani implementation. 

In addition t o  establishing expanded administrative controls, w e  'strongly 
recamnend that contact be regularly maintained with beneficiaries to  help 
them record relevant data. Detailed information, by beneficiary and t y p  of 
product, should also be accumulated and analyzed by project management i n  
order t o  accurately assess trends in  employment and income generation. 



6. SeU-Sufficiency in  mture  Project Operations 

xn l ight  or' U S I D ' S  current empbasis on insti tutional developnent, issues 
of recuzrent costs, anti t h e  -nomic viability of institutions established by 
cionors, the issue of insti tutional self-sufficiency must be addressed. Any 
future i r s t i tu t ion  that is established by donors should include mechanisms 
t h a t  can generate revenues for that insti tution and contribute to  its 
economic self-sufficiency. Possible cost-recovery mechanism include: a 
mark-up on goods sold through the project (already used by botn Zin 
d 'Art-Retail and Zin d 'Art-E3rport) , interest  charcjed on loans, a mark-up on 
raw materials sold by the project, and user's fees for design assistance. 

D. Conclusion 

Given the  response to  Haitian handicrafts in  the Caribbean and North 
Ismerican giftware markets, and the HCDP's success a t  organizing 
market-oriented c raf t s  production, t h e  potential is strong for c ra f t s  
production t o  contribute not only t o  increased foreign exchaqe ea rn iqs  but 
t o  viable emp1oyment opportunities once donor support has been withdrawn. 
The substantial a c h i e m n t s  of the HCU? notwithstandiw , there is a need t o  
develop a self-sustaining insti tutional capability in  the c raf t s  sector. We 
strorrgly recomnend that  this project receive further aonor support i n  order 
t o  build tn l s  capacity. 
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I. IN!mnXmIoN 

A. Evaluation Purpose 

This  evaluation was conducted in order t o  assess the level of acniewme~c 

of project o b j e c t i ~ s  under the Haitian Crafts Declelopnent project (521-0169 

Input No. 7) , and to  make recormnendi;tions w i t h  regard to  continued act ivi t ies  

w i w n  the craf ts  sector. The evaluation scope of work is included in this 

report a s  Annex C. 

B. Evaluation &thodology 

The evaluation is based on quantitative data gathered a t  t h e  Zin 

dlArt-Petail and Zin dlArt-Export outlets, and observation plus interview 

data obtained from a range of handicrafts producers who received support from 

the HCW. Handicrafts producers in  a l l  s ize  categories (-1 t o  large) were 

interviewed i n  order t o  better assess the needs and particular concerns of 

each group a s  they related to  the services aelivered by the H a .  . In 

addition to  inter viewing harrdicrafts producers, t h e  evaluation team  sited 

several procidction centers. The evaluation team also yisited sewra l  r e t a i l  

outlets that  sell handiaafts products in order to  better assess t h e  

performance of the Zin dlArt-&tai l  component of the project. The data 

analyzed ref lect  those dealirrg w i t h  the period from July 1, U83 to) June 15, 

1985. 

The evdluation team interviewed r e l e m t  CARE, USAID, and HQlP management 

personnel, and members of other internati.onal donor organizations that 

provide support t o  handicrafts producers i n  Haiti. The evdluation team also 

utilized HCDP project reports and accounting records of Zin dlArt-Retail and 

Zin d l A r t - W r t  operations i n  th is  evaluation. Annex E contains a list of 



- the major reports and information sources utilized by the evdluation team to  

assess the level of achievement of HCDP objectives and to  make real is t ic  

recoamnendations for further project activit ies.  The act ivi t ies  of specific 

evdluation team members are outlined below. 

Four CAN0 centers i n  the Northwest were visited by Mrs. Jacqueline Nowak 

Smucker, a c o m i t y  developnent specialist subcontracted by Price 

iJaterhGuse for the purpose of t n i s  emluation. Crafts producers from 

CapHaitien and For t-au-Prince were inter viewed by Mr. Alain Godeau, Resident 
4 m g e r  of Price Watermuse in  Haiti. Mr. Jean-Pierre L a x i & ,  a senior 

management consultant, c o ~ r e d  the South and Southwest areas of t h e  country. 

Disc:ussions, interviews, and visits to  r e t a i l  outlets &ere performed by Mr. 

Yves Garuke, President of OOGESA (affi l iated with Price Waterhouse), and 

Messrs. Godeau and LarriGe. Mr. Raynald CLoutier, a Price Waterhouse A u d i t  

Manager, reviewed the  accounting records a t  both Zin d'Art-Retail and Zin 

d1Art E p r t .  Mrs. Melissa Brinkerhoff, t h e  USAID Project Manager, 

participated a s  a member of the team as well. She prepared the evaluation's 

analytic framework, participated i n  data interpretation and analyses, and 

assisted in  the preparation of the evdluation report. 

kanirrgful yuanti tat iw data beyond that  obtained a t  the  Zin ti'art-Retail 

and Ekport cer.ters were found to  be scarce mad diff icul t  t o  analyze given the 

nature of the operations of most smJJ. crafts producers supported by the 

HCDP. The wide range of sizes and stages of developnent of the producers 

supported, the uariety of products produced, and the seasonal patterns of 
L ... 

market demand for handicraft products, contributed t o  t h i s  problem. 
r 

, . Statist ic= on sales, production costs, manpower, and profit  margins, when 



available at the producer's level, seldom revealed any meaningful trends due 

to the huge fluctuations in, and unreliability of, the data. The analyses 

undertaken h v e  attempt& to conpensate for these weaknesses, and confirm 

tentative findings tnrough discussions with HCDP, CARE, and USAID staff. 

We would like to thank CARE and USAID personnel involved l..ith the 

administration and the coordination of the HCDP for their assistance and 

cooperative attitude. We would like to acknowledge the contribution of Mr. 

Simon Taylor, tne HCDP's Manager, for his cooperation and willingness to 

satisfy our information neeas. 



A. Project Goal and Ckjectiws 

The Haitian Crafts Developnent Project (HCDP) ccrrrmenced hplementation on 

July 1, 1983. The project completion date was originally scneduled for June 

30, .l985, but was la ter  extended t o  September 30, 1985 to  better fac i l i ta te  a 

.transition to  a possible follow-on project. 

The original tJSAID/Haiti grant agreement wi th  CARE for t h e  HCDP outlines 

the primary project objectives a s  follows: 

1. To continue the developnent oE the  Centre Artisanal pour l e  
Nord80uest (CANO) crafts project in  the Northwest of Haiti. 

2. To develop a marketing componsnt for Haitian c raf t s  i n  general, but 
particularly for tmse produced in  rural workshops. 

3. To establisn a fund for the developnent of Haitian c raf t  products 
with regard t o  quality, design, anci production techniques.,, 

The u l t i m a t e  g o d  ot  the project was to  provide increased employment and 

income generation opportunities for Haiti 's rural inhabitants through the 

developnent, production, and marketing of crafts products on a cormnercially 

viable basis, for both domestic and export markets. The HCDP was viewed a s  a 

means t o  expand many of CARE'S act ivi t ies  in  handicrafts production that  had, 

from 1975 t o  1982, been centered i n  the Northwest. It was believed that  the 

second and third objectives of tbe project would not only provide broader 

opportunities far  CANO beneficiaries, but for artisans i n  other rural 

workshop a s  well. 

The project included three basic components, a CANO component, a 

marketing component, and a product developnent canponent, that corresponded 

w i t h  the project objectives outlined abow. However, following the f i r s t  



year of project operations, it became apparent that the requirements of 

danestic and export marketing programs were sufficiently different as  t? 

require two wry different program approaches. A t  th i s  time, the project's 

marketing component was divided into a r e t a i l  marketing c a p n e n t  (Zin 

d'Art-Retail) and arr export i ~ r k e t i n g  component (Zin d l A r t - W r t ) .  

B. Inputs 

USAII!/Haiti provided CARE with $425,000 in grant funds over tne two-year 

life? of project. O t h e r  donor support incluaed $250,00 from the Canadian 

International Develo&t Association (CUJA) , $78,00U from CARE, and $31,000 

from t h e  Canadian Saw the Children Federation (CANSAVE) , for a grand to ta l  

of $784,000. 

Primary inputs under t h e  HCDP consisted of long-term technical assistance 

in product ' design, d e ~ l o p n e n t  , qnd marketing. This assistance included both 

long and short-term training programs for rural ar t isans. in  the Northwest and 

short-term technical assistance to  a range of producers in  other areas of 

Haiti (see Annex A) .  A r e t a i l  store (Zin dlArt) located on Avenue John Brown 

i n  Port-au-Prince was established to  market project participants ' crafts 

locally. An export marketing office (Zin d l A r t - W r t )  was also established 

a t  a separate location to  handle non-dcnnestic sales and promotion. A product 

develo-t workshop was also established a t  the export office location. The 

HQ3P also provided project participants w i t h  access t o  a remlving credit 

fund. Credit obtained could be used t o  purchase materials, equipnent, or for 

traini.q. W s  were also made available under the HCRP to  al low Zin 

d8Art-Retail and Zin dlArt-ExpOrt to  purchase the crafts necessary to  build 

up the lev& of insentory required for marketing, and for the  purchase of 



equipnent required t o  produce comiercially viable handicrafts (such purchases 

were limited t o  the Northwest and to  the project's design workshop). 

C. Outputs 

A t  the end of the two-year project implementation cycle, it was 

anticipated tnat the application of project inputs would i-esult i n  an 

increased capacity on the part of Haitian artisans, particularly small 

producer s, t o  produce well-designed , market oriented, qyality products on a 

financially viable basis for which there would be a demana locally and 

abroad. A kina1 project output included t h e  establishnent of a Board of 

Directors who woula, a t  the end of the  project, assume a monitoring role of 

the project's programs. ibre  specifically, wi th  regard t o  individual project 

components, it was anticipate4 tnat the following would be acnieved. 

It was anticipated that  t& provision of technical assistance, long and 

short- ten training programs, and the purchase of equiprent in  the Northwest 

would lead to  the d e v e l o p n t  of self-sufficient centers of craf ts  producers 

that  had been previously organized under EWHO's CANO activities. The 

products developed were intended t o  u t i l ize  a minimum level of technology and 

local resources t o  the maximum extent possible. The kinds of training 

programs utilized were expected to  result in creating the capacity of 

artisans associated w i t h  the centers t o  design and develop new products on an 

on-going basis leading t o  further income generating act ivi t ies  in  this 

econamically depressed azea. 

2. Market- Component 

, - Zin d'Art-Retail - It was antkipat& that  by t h e  end of the two-year 



project implementation period, a fully operational and financially viable 

retail market outlet  wodd be established by the project in  Port-au-Prince. 

The function of the retail outlet would be to  sell and promote crafts from 

a l l  areas of Haiti and particularly those of small producers. 

Zin d'Art-!ikprt - After two years of project implementation it was 

anticipated t h a t  Zin d'Art-Export would h , ~  made an i n i t i a l  penetration of 

export m a r k e t s  in the Caribbean, Europe, or the  Unlted States. Th i s  project 

compnent wcjuld focus on marketing only those c raf t s  that  appeared to 

correspond with demand in  export markets. 

3. Product Developrent Component 

It was ariticipated t h a t  the project's pru&ct developnent component would 

be fully operational by the end o-E the ' project's two-year implementation 

cycle, capable of providing technical assistance ' in product design, 

modification, and production t o  HCDP participants. This component was also 

to  be responsibie for developing new products t h a t  corresponded w i t h  market 

demand in  terms of design, quality, and price. It was anticipated that 

production of the products developed through th i s  cownent  would be 

transferred to  rural workshops where p r o d u ~ ~ s  had been trained in  required 

production techniques. An increased capacity on the part of rural producers 

t o  develop new product designs which responcted to  market demand on an 

on-going basis  was also an anticipaked output of t h i s  component. 



Table 1 outlines a list of original HCDP g o a b  and project inputs. It 

also offers an assessment of the le-1 of progress achieved in reaching these 

goals a s  a result of the inputs provided. The impact of primary ~ r o j e c t  

inputs is discussed i n  de ta i l  below. 

1. Donor Support 

In an analysis of the inputs provided under the HCDP it is necessary to  

examine the level of support provided under previous init iat ives on the part 

of CARE and USAID i n  th is  sector. 

Between 1980 and 1982, handicraft producers i n  Haiti 's Northwest had been 

financially supported on an extensive basis by several international donors. . 
A t  that  time, CANO, which was jointly financed by CARE and USAID through the 

Haitian Anerican Cormunity Help Organization (w) , was the largest project 

i n  t h e  area. The C .  project operated under a three-year budget of $426,000 

w i t h  the objective of developing 25 craf ts  production centers which were 

expected t o  employ upards of 1,200 persons. 

From 1980 t o  1982, the HACIK)-sponsored CANO project was able t o  d e ~ l o p  15 

such centers, employirg 750 artisans, utilizing an annual budget of 

approximately $150,000 per year. During these years, the project emphasized 

I 
building up large inventories of craf ts  products and provided subsiaies for 

a l l  elements of craf ts  production, distribution, and marketing. 

In 1982, tbe project encountered major problems: products had been 

produced i n  quantities too large, and a t  costs too high, for local demand. 

There had also been l i t t le  mphsis on the developnent of a base for export 



TABLE 1 

Achievement of Effectiveness 
a]ectlve of Inwt 

Objective: 

1. lb continue the dewlopnent of 
the "Centre Artisanal pour la  
Nord-Ouest (0) " crafts project 
in the Nortnwest of H a i t i  

DifEiCulty in  sting^- 

latlng micro-artizms 
to F : O ~ U C ~  nigh-qu:t iity 
gods  on an 1mepnJent 
basis tnrougn U C U  
centers 

Imts: 
The selection 6 dewloanent Reasonable surrtfss ob- 

taiM tncough centers 
in areas with direct 
access to 10x1 caw 
matacials ( ie.  cotton) 

o f a .  suitable line of products 
to be prduced in Haiti's N.W. 
area in conjunction with the 
inprouement ot existiw products. 

TIE instruction of ~ 0 c k s b p  
artisans in  tne techniples h 
mVPds required for the 
production of products on a 
aomnercial basis. 

Difficulty in m l n t ~ i n -  
i;r? yl id i t i  cdntrol 
and meeting deliwcy 
schedules for most 
centers 

~ h c  trainiq of workshop 
-era r artisans in  approaches 
requtred for Ule design and 
developattnt of new products on an 
on-goirq basis. 

h t t l e  evldence of 
capacity to generate 
new product designs 
indeperdently 

St reqtheniq  of e x i s t i q  
infrastructure for the operation 
of centers i n  N.W. Initial 
enrphasis on newec centers 
w i t h  l i t t l e  expxierre in 
apecations management. 

Medium Adequate response to  
assistance by approx. 
5 CGNO centers now & J ~ P .  
t o  operate independently 

Obiecti we: 
2. rn dewlop a marketing canponent HIGH 

for Haitian crafts in  general, but 
Achiewmmt of self- 
sufficiency by Z i n  doArt 
Retail h in i t ia l  sumss 

, of EXport operations 
pr t icular ly  for those-produced i n  
rural workstrpps. 

Irputsx 
a. es tabl ismnt  of o viable Hign See mnibita 1,2, 6 3 -. - 

re ta i l  outlet in mrt-au-~rmce 

Hign MC Gift Show success 
6 success of producers 
such as bloro and b u s o n  

Cbjectiw!: 
3. lb estahlisb a design unit (fund) HI= Demonstrated ability of 

HCDP to provide project 
partic. w i t h  mrketable 
product designs 

for the devclopaant-of camnetl.ial 
Haitian crafts with regard to quality, 
dcsign, and poduction. .= 

smtar 
a. Mh establishncnt of a product 

damlopaant program to produce 
goods matchad to market daaand in  
tsrmr of design, quality, r price 

High 09 rate of default 
on loans. Key elenent 
irrreasfng pcoductivrty 
of mst soocdssful 
bemf iciaries 



marketing to  tap demand outside the local market. In addition, because CANO 

products had l i t t l e  potential to  generate project support through sales, 

giwn their high prices and limited demand within the lacdl market, the 

crafts r e t a i l  outlet developed under tbe project performed pocrrly, requiring 

almost 100% subsidy. Finally, a t  the end of 1982, H A W  s u m r t  to  CANO was 

wittdrawn with the close of' a l l  Haitian American Cornunity Help Organization 

project act ivi t ies  throughout the Northwest. 

In June 1983, CARE receiml funding from USAID, C I M ,  and CANSAVE for tne 

HCDP. A primary purpose of the project was to  provide s u p r t  to  t h e  CAM3 

centers already established under the HAQB project. However, under the new 

HCDP, emphasis was placed on more market-oriented production and pricing 

policies. Because the project was also intended to  focus on the  production 

uld marketing of products produced throughcut Haiti, direct funding for the 

CANO component was considerably less  than tmt  amilable under the 

WHO-sponsored project . 
The more restricted budget allocated for the CANO component of the HCDP 

forced project management t o  develop new target plans for crafts activit ies 

i n  the Northwest. A decision was made to  scale down t n e  development of new 

craf ts  centers and t o  s e t  more real is t ic  employment generation objectives 

canpatible w i t h  available resources. A decision was also made to  support 

only the most effective CANO centers, those demoritrating the potential t o  

achieve self-sufficiency in  a relatively short timeframe. The dewlopwnt of 

any new centers was t o  be carried out only i n  those areas where local raw 

materials and skilled manpower were available. Producers were also 

emuraged t o  operate independently from the project a s  soon as  their lee1  



and quality of production reackd acceptable levels. 

In terms of the project a s  a whole, the i n i t i a l  budget allocated t o  the 

HCDP for the p u p s e  of i n t e r ~ n i n g  n a t i o m l y  throughout Haiti was s e t  a t  a 

I comparable level to  w h a t  had been previously a ~ i h b l e  for the Northwest 

alone. This reduced budget forced project managent to  clarify tneir 

objectiws and pr ior i t ies  a s  w e l l  a s  t h e i r  mode of intervention. The project 

was forced t o  target only tne  most promising and conunitted craf ts  producers. 

The rectuced budget a& forced project managerrlent to  carefully plan t h e  
a 

nature and l e e 1  of assistame that could be provided t o  producers in  order 

to  amid diluting scarce project resources and the impact of HCDP programs by 

attempting to  .provide a wide spectrum of services .to a braad participant 

base. 

2. Tecnnical Assistance 

Tecnnical assistance provicied under the  HCDP is outlined in Table 2 as  it 

relates t o  planned and actual services d e l i ~ r e d .  A general project manager, 

a Zin d'Art-Retail manager and assistant manager, a marketing manager, a 

product development specialist,  a product design and production assistant, a 

CANO manager and production coordinator, and support staff  including monitors 

(trainers) , production assistants, sales assistants, and secretaries were 

provided under the project. 

Technical assistance during the f i r s t  year of project implementation was 

heavily concentrated i n  the CAN0 project c a p n e n t ,  and included a full-time 

CAN3 canponent manager and production coordinator, a French Volontaire du 

~ r o g r h ,  and t w e l v e  monitors. Th i s  emphasis reflects an ~ 1 y  attempt t o  

maintain CANO activites a t  l e w 1  comparable to  those under HACH3's CANO 





activit ies.  Eiowewr, given the HCDP's limited budget, the new markat 

orientation of the HCDP, and tne general lack of responsiwness on t h e  part of 

CANO participants t o  market incentives, f u l l  time technicdl assistance in  this 

project component was significantly reduced after the f i r s t  year of project 

operations. Roth the CANO project manager and the production coordinator 

positions were eliminated after tne f i r s t  year. The numkr of monitors, 

originally planned t o  be maintained a t  a level of 12, was eventually reduced 

t6  three by June 1985. 
4 

A t  t he  end of the f i r s t  year of project operations, project management 

reviewed the s t a t u s  of the  CANO component and weighed it against the 

achieverrents of other project components, Given the  relatively high l e e 1  of 

achievemnt of the product dewlopnent component, whicn carried out act ivi t ies  

s i m i l a r  t o  those of the CANO manager and coordinator, but on a snort-term 

basis in  locall t ies throughout Haitl, project management decided to  see 

whetner CANO participants would also respond favorably to  the kinds of 

short-term train- programs being offered to  project participants outside the 

Northwest. It appeared tnat  in comparison to  the achieements of other 

project components, of full-time technical assistance in  the 

Northwest would absorb a disproportionately high level of funds for which only 

limited returns would be realized. A t  the end of the f i r s t  year of project 

operations, both the CANO manager and the CANO production coordinator 

resigned. The Volontaire au ~rogriis  was then hired as a product design and 

production assistant for the product developnent component, 

Of  the original 15 centers developed by I-WlD, only five continued t o  

receiw on-going assistance from tne  HCDP. This resulted from t h e  project's 



emphasis on targeting only those centers that  d i q b y e d  ini t ia t ive and 

resealed a potential. t o  successfully compete in crafts production. Those 

centers identifled a s  having th i s  p t e n t i a l  were primarily located in  the 

Plain cie llArbre and a t  S a m e  ~ar6e. These centers revealed a greater 

potential for s-iccess due t o  the availability of raw' materials, access to  

transportation, ard tne apparent c d t r n e n t  on tne part of producers to meet 

production standards and deadlines. 

Technical assistance provided under the HCDP product d e v e l o p a t  conpnent 

consisted of a full-time product developnent specialist,  a product design and 

production assistant, and various general assistants. This component was 

staffed somewhat late due t o  the difficulty in  locating a qualified designer 

w i t h  sufficient developnent experience who was willing to  move t o  H a i t i .  

.While the product developnent ccmponctnt did not'become.fully operational unt i l  

the eighth montn of project implemqkation, the level and quality of tk 

technical assistance deliwred, and the nlrmber of new products developw: haw 

been substantial (See Annex B) . In evaluating the impact of t h e  technical 

assistance provided under this project ampnent  in  a relatively short 

t imf ram,  it is apparent that  the project would have benefitted significantly 

fran staffing of these positions a t  an earl ier  stage in  project 

inplenrtntation. 

Tne technicdl assistance provided by t he  general project manager, 

marketing manager, and Zin dlArt-Retail manager and assistant mnager was very 

effective and well coordinated. The quality and dedication of the technical 

d managemark s+&f assigned t o  the H w  was found t o  be a key factor i n  the 

success of the project. The project team was found t o  be cohesive and 



we-U-focused in terms of their  object ies  and priorities. Tky were 

consistent in the i r  efforts, moving carefully frosa one project phase t o  tbe 

next, only when previous phases appeared on track. T i  low-key, 

pragmatic managenent style used by project staff,  when supported Lry clearly 

defined objectives and priorities, resulted in  an effective program that 

attained a l e ~ l  of success not realized by many other donors. 

CARE and USAID project coordination were also fob to  be very effective 

and supportie of project mnagement. Project coordination has been 

relatively stable and the USAID project officer participated activ?ly w i t h  the 

HCDP team to  define o b j e c t i ~ s  and priorities, design implementation 

strategies, and mrutor propct  progress and recamnmd corrective actions. 

Tne d u e  of toe USkID project manager's inwlvement i n  tn is  project is wortn 

mentioning 2s i t  is certainly a factor that contributed to the su- of the 

project. Project oversight i n  other s i m i l a r  donor-f inamed projects has of -7 

been found t o  be grossly deficient and inconsistent. m r t e r s  frequently 

c i te  such deficiencies as  partially contributing to  project failure. 

A high level of mutual respect and cobperation was also found between HCDP 

project managemnt, responsible USAID staff, and local non-gofemmntal 

organizations responsible for the developnent of handicraft enterprises in 

F ~ i t i .  The success of the Hap, especially in tenas of Zin d8Art:-Retail, is a 

result of this mutual coUaboration. 

3. Zin d'Art-Retail 

The local re- mazketing component of Ule 'project, Zin dgArt-Retail, 

located in Port-au-Prince is tl clear success. The retail outlet cperates as a 

separate entity, selling handicrafts products m a n u f ~ c e d  by HCDP supported 



producers. It is also used as a test market to  follow up on c o n s ~ ~ ~ ~ ~ s '  

- reactions to new products or design inno%atiocls developed in conjunction witn .-. 

the  project's product deuelopaent component. 

Zin dlArt-Retail reached . a  point of self-sufficiency in June 1985. 

Rewnues are currently sufficient t o  cover actual opera- costs and the 

outlet is a well-known crafts shop in  the Port-au-Prince area. Monthly sales 

generated by the re ta i l  outlet have regularly increased between July 1983 w i t h  

an average of $5,000 per mngn in sales and June 1985 w i t n  an atierage of 

$U,000 in monthly sales. Total Zin d 'Art4etai l  sales react& nearly 

$220,000 in tne f i r s t  20 months of project operations. A strong effort  has 

been made to  keep the re ta i l  outlet 's  operating expenses under control througn 

limited staffing, minimal subsidization of producers, and real is t ic  pricing 

policies., These efforts haw paid off i n  the achievement of self-sufficiency 

on tke part of this operation i n  a relatively short timefranre. 

4. Zin dlArt-Ekport 

Following the f i r s t  year of project implementation d an i n i t i a l  attempt 

a t  export m a r k e t  penetration utilizing the opportunities offered by the 

USAID-funded Caribbean Exhibit a t  the Atlanta Market Center's July 1984 Gift 

Snow (see Annex E) , a decision was made to consider the project's retail and 

export operations as two separate buiness entities, qim the considerably 

different requirements of these operations. As a result of this decision, Zin 

d'Art-Export was established at a separate location in Port-au-Prince to 

differentiate it from the local retail outlet  ard to provide it w i t h  the 

additional space req!!ired for export operations, Project personnel bused a t  

this location included tne HCDP project manager, marketing m e r ,  product 



developnent specialist, product design and production assistant, and various 

production assistants ard s w r t  personnel. 

mirq the f ina l  twelve months of HCDP hpi.saentation, project personraol 

concentrated their effor ts  on creating a solid base for further expamion of 

the project's export operations. This decbion was made in response t o  the 

surprisingly strong demand for Haitian c ra f t s  i n  the North American & 

Caribbean giftware markets and the limited nature of demand for such products 

a t  t he  local market level. 

Establishirq an eff ic ient  export promotion center is a 1o.q-ten 

undertakiry, requiring tne formation of a proper base of operations that can 

- be well maintained over the iong term. It would be unrealistic t o  expect 

spectacular results i n  teans of sales volume for tnis project' ccxnponent g i h  

l.&t it has been operating for less tkm twelw mnths. Our evaJ.uation of the 

progress made under this project cc ipnent  is tAus  based on our assessrrent of 

the soundness of the hplementation program, the ef fectiueness of the actions 

undertaken, and the momentum generated by such actions. 

Actions undlertaken during the past' nine months include the followirq: 

- selection of a sui-le location for the  W r t  center; 

- modification of the bu- to adapt it t o  the requirements of 
q r t  operations; 

- establishnent of storage areas, packiryg fac i l i t i es ,  and infentoby 
control systems; 

- develapoent of an export marketing strategy; 

- esWlislment of accounting and administrative systems; 

- matket testing and aqostxe of the most promising products t o  
internationaL markets; 

- participation in  three major U.S. g i f t  s&. 



In addition to the activities outlined a&=, promotional mterials  

(pbtographs, catalogs, and direct mail correspondence) are now prepared 

on-site atad regularly sent to  potential custaners .or those who h v e  already 

ordered or shown interest in Zin d'Art products. The project has continued 

t o  plan participation in sewral U.S. giftware and crafts str>ws. Exhibits 

have been prepared and booth space reserved. (A najor constraint to many 

such organizations has been the ability to obtain booth s-e a t  major g i f t  

snows for which there is often a two to three year waiting list.) 

W y  reliable thitian crafts producers who have demonstrated their 

willingness to produce goods suitable for exportation in terms of quality, 

design, and price are allowed to  exhibit their products througn Z i n  

dtArt-,Bqort displays a t  international trade snows. Prodwts originating 

from rural @-oducers, as well as tnose developed by the project's product 

developnent corrponent, have been successfuU.y marketed tnrough these . shows. 

Although the level of current sales from the export Camponent is lower than 

that of Zin d8Art-Retail (sales from t h e  export CQmPonent totaled just under 

$50,000 for the f i r s t  year of operations) , significant increases are expecbd 

to be achieved once thccse operations are more fully established, and as a 

result of well p.lanned a d  coordinated participation in North American g e t  

Srw)wS. 

5. Product Develo~arwt Gnmonent 

The product dewlopent cmpment of the HCDP is currently staffed by a 

capetent and dedicated product design specidlist and product developnent 

assistant, ard six production assistants. Tfiroughout the past tweLve months, 

much of the efforts of this canponent have concentrated on the design and 



a e w l o m n t  of products s u i t a b l e  for export markets. This campormnt, 1 i k e  

- .  
the Zin d%rt-Expart canponent, bas been especially careful t o  focus ora 

backward linkages to  tk m a r k e Q h c e .  They ba= aperhented w i t h  new 

product designs ax1 production techniques that can be readily transferred to  

- rural crafts pmduction centers but which also correspond more closely to  the 

preferences of forelgn and local custaners. These new products haw: been 

tested in  Port-au-Prince through Zin dlArt-Retail and on the international 

market th~ough three U.S. gif tware shows in Atlanta and Dallas. 

The pkduct dewlopent component has also provided training and 

technical assistance to  crafts producers throughout H a i t i .  Scane of their 

activities have included the use of fabric dyes on wood products, the use of 

color-fast coU water dyes on textile products, and the u& of wakr-Sased 

fabric pigments on tablecloths, pillows, ad other textiles. For a more 

ccqalete listing of the product developrent and trainiq activities corx3ucted 

Urider th is  H a  CanIpnent see Annex A and Annex B. 

6. Rewl ving Credit Fund 

A s  indicated earlier, the' HCDP provided project participants w i t h  access 

to  credit.. Credit obtained through tne project could be utilized to  purchase 

raw materials, equipaent, or for training; or any purpose related to t h e  

production of crafts. This credit was auailable on both a short and 

long-term basis and a t  subsidized rates of interest (6% in  most cases). 

While the fund was relatively small ($12,000 over a two year period) , four 

loans were mde t o  project participants over the l i f e  of the project rarqiq 

frm; $7,722.00 to  $200.00. 

In  terms of rate of default on loans, this project car~pnent codd be 



judged quite successful ,  w i t h  a 0% rate of default. Che loan was delirquent 

for a period of six months as a result  'of poor sales on the part of the 

project particicpant, Wever, When this ~ c i p a n t ' s  sales increased and 

funds became available, the loan was paid up to date. Tne beneficiary has 

repaid each remaining inst;lllnrP?nton a timely basis. 

While the loan funds a ~ i l a b l e  were relatively limited, it is surprising 

that more project participants did not take advantage of this project 

service. A brocnure outlining project services w a s  distributed to  all 

project participants within tne f i r s t  year of project operations. The reason 

for me limited demand for credit is not known; bowvex,  it may have been 

that participants werc not f a y  aware of this se rdce  and its terms, or that 

they were nesitant to  obtain credit f rom this somewbat "off iciaLW source. 

Of tfn* project participants 'tnat did 'receive loans from the H a ,  they 

f e l t  strorgly' tnat the revolving fund was a ;critical component of the 

project's serhces,  enabling them to expand production and achieue greater 

success. It is int-eresting that the project's three most successful 

beneficiaries (Us Cr6ations Moro, musson, and Gay Pottery) applied for and 

received loans fram tne HCDP revolving fund. 

In m a s t  cases, these bemficiarles f e l t  that the funds available were not 

sufficient to satisfy existkg demand. This l a t t e r  cc~mrent may relate to the 

size of the revolving fund and ljmited awllabi l i ty of funds. By disbursing 

a lom~-tem loan of nearly $8,000 to  one individual, a large portmn of funds 

available for lending were no longer accessible, A s  a result, other project 

participants were unable to obtain larger loans ard wexe limited to sndU 

loans on a sbort-term basis. 



It is recommded tbt revolving funds avaihhle for short-term loans be 

sigruficantly increased or, in  cases where loan funds are relatively limited, 
r 

*at loan size be r e d u d  to allaw all project participants equal access to 

project services. In addition, concessionary rates of interest are not 

recodrmended. This fosters a welfare oriented approach to lending. Because 

tne tens offered by the lender are not compvable to market rates, borrowers 

often tend to  view such credit as  a g i f t  and are less likely to repay such 

loans. Studes nave repeataily shown that it is access to credit that is tne 

critical variable for most smaU producers, not the rate of interest charged 

on loans. In  addition, concessionary rates of interest make it impossible to 

recowr the administratiwe costs associated w i t n  m a ~ g l n g  such loans. Such 

operations must be subsidized by tne project, and do not contribute t o  the 

financial viability the project's operations. 

B. outputs 

As noted earlier, the primary anticipated output of the HCDP was the 

developnent of skilled, self-sufficient crafts producers w i t h  the capacity to 

produce ccmmercially marketable prod-. In order to  achieve this goal, 

project management identified a series of assistance and training services 

which were provided to crafts producers in order to raise their level of 

expertise and self-suffsciency. Cbnplermentary services were designed and 

grouped together to be offered t o  crafts producers on a progressiw basis so 

that their level of acpertise could be gradually upgraded until 

self-sufficiency was ewentually reeched. Assistance packages were tailored 

to f i t  the most important snort-term needs for each crafts producer through 

each stage of dewzlapnent. Tbe nature of t h e  assistance was adjusted from 



time t o  the ,  t o  correspond with tne progress made by each crafts producer. 

Table 3 lists tbe major project objectives, t h e  nature of assistance 

services available, and tbe anticipated output. It also offers an assessment 

of tne level of acnievement for each of the major outputs as they relate to 

primary HCDP beneficiaries. a t p u t s  relating t o  specific project CQmPonents 

are discussed below. 

1. CAN0 

It was anticipated that the provision of technical assistance, training 

programs, and equipnent in the Nortmest would lead t o  the detfelogmnt of 

self-sufficient crafts centers able t o  produce qudlity products utilizing 

local raw materials, A s  indicated earlier, this was often not the case. EQ 

June 1985, of t h e  j.5 centers established by the HACW/CANO project .m 1982, 

only five r ernained operatioral. . 

Under tne m, a significant effort  was made to  promte econanically 

viable job creation in the Northwest. Tne frmrivlitariari or social welfare 

approach to  crafts production initiated under tWCIJ3's CANO project was 

rejected in  favor of a more entrepreneurla1 orientation. A t  the outset of 

me Hap, certain centers were selected for further detfelopnent . and 

assistance. Tkse selections were &sea on the perceived potential for a 

partiailat center to &eve self-sufficiency and t o o k  into account the 

"entrepreneurial spirit" of those p~OdUWS aff i l i ta ted with a center, the 

type of product being produced, the extent of the market demand for that 

product, the avaiJability and axt of raw materials used, the relinhi'lity of 

gcoduction, the cost of the product, and the logistical problems involved i n  

getting product from the Northkllest to market centers such as 



TABLE 3 

Input Provided Anticipated Output. - Small Producers Micro-Artisans 

A. Crafts Tecnnical 
Developent Assistance 

Skilled Crafts High 
m-the- job Producers 
Training 

B. Imptowi Product Design & 
Product Design W i f  ication 
& Developent Production of 

Quality Control Well-Designed 
High Quality 

Pricing Assistance Products 

C:, Irocdl Market Idetail mtlet 
Penetration Irocal Demand for 

Pramtion Haitian Crafts 

D. Export Participation 
Market a t  Trade Shows 

Penetration 
Praarotfon 

Market Feedb& Foreign Orders 
of Haitian Crafts 

Uvoicing & . 
CoLLection 

Administrative 
Assistance 

E. Self - Access t o  Credit 
Suf f icicrrr=y 

. . MaMg-t Sg3f-!33 icient 
Assistance Crafts\ Producers 

Capital Generation 
Assiswe 

High 

Hign 

Medium 

Med. to  I'nw 



Fortau-Pr-hze, 

The investment made in  h c h i c a l  assistance, on-site training, and 

equipnent paid off a t  CAN0 cenAms such as BanbardapoLis, Sources Chaudes, 

and S a u m  Car& and wherever crafts producers were motivated enough to  

lTLaintain a level of production and quality control t o  generate new orders. 

When direct support was witndrawn 12om all CAEJO centers, these centers 

continued to operate indepeMently, supplying products to  both Zin 

dlArt-Retail and Exprt, as w e U  as otner locdl retailers and exporters. 

For a number of CANO benficiaries however, there is l i t t le evidexe of 

tmir capacity to  operate ~ependently as crafts producers, either 

coordinating their production' through centers individually. This 

differential response may be the result of the Way mt the CANO program was 

originally oiganized. 

Under the HXID-sponsored CANO project, a number of indiviawls were 

recruited t o  begin subsized production of handicraft products. The basedim 

objective for the project was the provision of ~ l o y m n t  opportunities. 

Many individuiiLs participated in  the project because, in addition to the 

provision of worksnop faci l i t ies ,  basic training, and tools and equipnent, 

the artisans were paid during the training period, In t u q ,  the original 

market outlet created by the 'project (CAN3) subsidized transportation of 

produced, and paid 

market prices for tne products. 

A s  a result of tnis program structure, many of the zxtisans. affiliated 

with ClWl centers considered thenselves long-term employees of the project 

a d  not as entrepreneurs coordinating the i r  production through a CANO 



. - 
center. In  fact, when field work was conducted for this evaluation, many of 

the individuals interviewed in tbe Nortnkllest -iced axplaints about the l a c k  

of purchseq of treir  products by the project and .made frequent requests for 

wage increases. It was apparent that l i t t l e  connection was made between 

increased orders for CANO products and efforts on the part of center nmbers 

to find alterntiie or additional markets/buyers for their products. 

Tne difficulty m stimulating entrepreneurial spir i t  among such producers 

is a major pro~lem in any program that has a t  any time subsidizes most 

elements of production. Little initiative can be expected from individuals 

wm have enrolled in programs only as wage earners. There is l i t t l e  problem 

if such projects intend to continue subsidization forever. However, it is 

our experience tnat tnis is rarely t k  case. In tne end, such producers are 

not left; w i t h  a viable way of maklng a living. Instead they are left w i t n  

severe aependenzies on project mputs. 

In a development project such as HACKl's CANO and the H a ,  there exists 

a marked dicnotany, even a contradiction, between the desire to assist the 

- poorest, most needy, beneficiaries through subsidization and the oojectiw of 

creating flnanically viable employment opportunities. The more ambitious 

attenpt made to realize one of these objecti-s, the less effectivg the  

project is likely t o  be in  acnievlng the other. In the operation of the 

H-, self-sufficiency and ecoIzamic viability were j q e d  more appropriate 

develapnent objectives w i t h  the result that the least accessible, least 

sophsticated and poorest' producers in  the Northwest were not enanpsed by 

project activites. 
I 



4. Zin dlArt-Fetail and Zin d l A r t - W r t  

It was anticipated tbat by tbe end of the EICaP1s two-year ILlP that a 

fully operational and financially W l e  retai l  market outlet would be 

establismd by t n e  project somewhere in Port-au-Prince. Thus far, the 

operation of tnis project caxponent has acceded expectations. The operation 

is a c l w  success. The outlet has becane a w e l l  known source of quality 

handicrafts in the  Port-au-Prince area, despite its poor location, It 

functions aS a separate bus.imss entity, se.Ung handicrafts manufawed by 

HCDP supported producers. As noted earlier, by June 1985 the retai l  outlet 

had acbiewa self-suffimncy. Reuenues are curreitly sufficient to cover 

actual operating c o s l .  Wnile. p t en t i a l  demand a t  the local leuel for 

nandicrafts products is limited w k n  carpared to  tnat i n  export markek, it 

is anticipated that there remains room for growth a t  the local retai l  level. 

~t w a s  aLticipatea that by the end of the H-IS two-year that the 

project would haw made an initial attanpt a t  penetration of erqprt markets. 

This  too has exceeded expectations. . Init ial  market response to Haitian 

crafts products a t  the July 1984 A t l a n t a  Market Center Gift Show prmpted the 

division of the HDB's marketing component into units able to deal separately 

w i t n  local and export sales and promotion. Sales from this amponent, while 

sadLl in actual aollar value, (approximately $50,000 in the f i r s t  year of 

operations) nave gradually increased o w  the past nine months. Significant 

increases in sales are anticipated with further exposure to  foreign markets 

through miws trade fairs arb direct m a i l  pramtion, 

It is our estimation that sales to export markets provide the greatest 

ptential for employment and inoane generation. Despite t h  strength of the 



U.S. dollar, thiti has not. swceeued as well as other Caribbean countries in  

attractlllg North American tourists. This is probably due to consistent bad 

press and insufficient infrastucture necessary t o  s w r t  tourism on any 

scale. In spi te  of the recent efforts of local government and travel 

agencies to stimulate tourism, the level of activity i n  th is  sector r a i n s  

disappointing. As a result of these factors, tne local market for crafts 

products remains re la t iwly  limitea, reinforcing the HQIP orientation toward 

external markets. 

Tm dlagram j n Exnibit 1 shows tne monthly purchases of crafts products 

from HCDP supported producers made ~y Zin d8Art-Retail and Zin d8Art-Export. 

Tne techi-e used for tne graph w a s  a three-month average saootning , whch 

r e d ~ e s  the size of the .peaks and vaUeys resulting from large monthly 

variations in  purchase levels. Between August 1983 and March 1984, Zih 

dlArt-&mil ordered craft products ln large quantities to build up its base 

inventory for the r e t a i l  outlet. Once the base inventory was established, 

new orders for products were maintained a t  a level which more or less 

corresponded to t h e  rate  of sales mde by the outlet. Over  a 20 month 

perioa, tne average monthly sales of crafts from HCDl? supported producers 

imeased  by almost 100% from an awrage rate of $5,000 per month to  an 

a w a g e  rate  of $10,000 per mnth. Peak sales were recorded a t  $ll,000 per. 

mnth. 

FbUowbg the July 1984 Atlanta Market Center Gift Snow, sales t o  the 

a p o r t  mxket began to materialize. R s u l t s  obtained from tnis f i r s t  

exposure to the export market are modest in terms of dollars of sales 

generatea, but the graph clearly demonstrates the sales potential i f  



producers can effectively capitalize on that first aperience and e s t a b l i s h  

efficient and reliable distribution channels in the international market. 

Based on tne initial e x p e r i a e  in A t h n t a ,  a p o r t  sales could rapidly exceed 

sales maGe by the local re ta i i  outlet and could soon becam the biggest 

source of orders generated for HCDP producers, 

Exhlbit 2 snows tne monthly sales made by Zin d'Art-Retail alone. A 

three-month -thing technique was also used 

size of tne peaks and valleys as monthly 

month-by-mnth basis. A cyclicdl pattern is 

selliq season between Nowmber and February, 

spring and autumn. Ssaoer sales are awage. 

approximately 

opportunities 

still appears 

snajs a steady trend in average 

i n  this graph to reduce the 

sales fluctuate widely on a 

clearly apparent with a peak 

and two depressed seasons i n  

s a J s  increases at a rate of 

70% per year, Thougn the local m k e t  presents feuex 

for crafts producers when campared to W r t  markets, there 

to be room for sustained growth in  local sales, The graph 

snows tnat tnere is no clear indication that the market aaciressed uy tne Zin 

d'Art-&tail, outlet is yet saturated. 

Exhibit 3 shows tne cumulative value of: a) tm ne t  value of the 

products purcnased from HCDP supported producers since the beglMing of the 

project; b) the net curmilati= volrrme of sales made by Zin d 'Art-Patail alone 

over the same period; and c) the c u m i l a t i ~  theoretical sales value of 

products in inventory, based on a markup of 50% of the purcbase price. This 

graph demonstrates that in the early stages of this project (up to r4arcn 

l984), the re ta i l  outlet purchased significantly more products from producers 

thin it was able to sell. This corresponds to  tne period where the project 



was building up a base inventory. After March 1984, the average monthly 

&chases totaled approximately $7,900 per mora. The graph also shows tha t  

the a m a g e  monthly theoretical sales % d u e  of the inventory on hand is 

approximately $10,750 per month w h i l e  awrage monthly sales are only $10,000 

per month. This may be an indication that  the r a t e  of purchases for 

inmtory is somewhat nigh. The $750 per mntb  difference between these t w o  

figures might also be absorbed by discounts offered t o  some custaners .-& 

off ic ia l  50% markup or  by the cost  of damaged or stolen products. 

Exhibit 3 a lso indicates that Zin dlArt-Retail purcmxd mre than 

$160,000 in crafts products irm producers o w  a period of 20 mntns and 

tnat  Zin d 'Art-ESqprt purchased close t o  $25,000 during the nine month period 

beginn- i n  July 1984. This represents a t o t a l  of $185,000 or a monthly 

average of $9.000 i n  crafts products tha t  were purchased by t k  project. 

Sales made by Zin dlArt-Retail alone were $216,000 o& the same 20 month 

period, representing a net effective markup of 35% over the purchase price 

paid t o  producers. When addling r e m e  from the products sold through Zin 

dlArt-Export, a total uolume of sales of $241,000 was reached between June 

1983 am March 1985. 

5. Product Developnent Ccanponent 

It was anticipated that the Hap 's  product developnent camponent would be 

fully operational by the end of t& projects's two year implementation 

cycle. This  component was intended to provide training to project 

participants in  product design and developmt '  in  order to generate the 

owgomg capacity on the part of sucn producers to develop new products 

appropriate t o  specific marketa. This component was also r e q m s i b l e  for  the 
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developrent of new product prototypes that corresponded w i t h  m r k e t  demand in 

terms of design, quality, and price. Chce designed and tested, these 

products were to  be transferred t o  rural areas for actual production. 

Based on consumer response to  tne product designs produced as a direct 

result of tecnnical assistance of this component, as expressed through the 

sales l e a  achieved DY Zin d'Art-Retail and Export, it is clear that this 

cmponent has been w successful a t  contributing to  the creation of 

hign-yuality and attractively designed products tnat correspond to the 

preferences of local and toreign customers. ,Shall producers in particular 

have demnstrated their capacity not only t o  respond directly to the 

tecmical assistance proviaed, but  to  build on the knowledge gained in 

further' product designs and modifications. Chce an innovation has been 

introduced tnese producers mile! consistently generated new ideas based on 

these 'innoGtions. 

Wortunately, response to technical assistance i n  terms of increased 

capacity t o  generate new product designs nas been less successful a t  the 

micro-artisan level. Micro-artisans, while able to respond t o  innovations 

offered by tnis project amgonerit, did not readily exhibit tne capacity to 

generate new marketable inmuations in product design as  a result of their 

trainirq. Tnis may be a function of their limited exposure to, and l a c k  of 

direct infomation about, tne m a r k e t s  in  which their products are sold, or of 

the fact  t h a t  many of the micro artisans serviced primarily under the CANO 

ccpllponent of the project considered themselves employees of the  project and 

ths did not feel r=esponsi.ble for design activities. Gim the swcess of 

saall producers serviced by tm project such as k s  ~r&t ions  Moro, musson, 



or Giy pottery, ttus may indicate tnat tne mst 

product developaent services is to an entrepreneur 

effective b y  to deliver 

who can then disseminate 

design innovations to his or &I group of employees, rather than trying to 

ser vice individual micro-artisans. 

An additional issue of concern to the H a ' s  product developnent 

ccPnponent relates to the production of product ~ o t o t y p e s  a t  the a- 

design workshop. After a proauct rias been ini t ial ly designed, it must then 

go through a period of in-house production to test the appropriateness of tne 

production techniques, materials used, etc., required to manufacture the 

praduct. Such prociucts, after tne  i n i t i a l  production techniques have been 

f mdlized, are then tested a t  t h e  local level through Zin d 'Art-Retail and/or 

in international markets tnrougn Zin d 'Art-Wrt. 

As a result of this init ial  production process, there is generatly a 

period of time before tire product is released for production in rural areas. 

where tne in-house manufacture of the product must  take place. This is 

unawoidable if appropriate product manufacture and marke t  testing are t o  be 

carried out and producers gi&n prof itable designs to  manufacture. Howew, 
e 

some producers have compiained that new product designs are not released to 

them and tnat the vorksmp is utilizing this production phase to generate 

internal profits for the project ratner than to create enployment in  rural 

areas. 

~t snould be noted tbat for the project, in-house production represents 

can extremely profitable operational d e .  Because production takes place 

in-house, there is no markup added by rural producers. That is, there is one 

less stage in  the product mark-up/distribution cycle. Because the products 



can be sold for essentially the same price as i f  tney were manufactured by 

rural producers, a greater profit margin can be r ealized by the project. 
- 

 he actual cost for tne project w s  rrplch laver because m y  elements of 

production are m fact subsidized by the project (ie. equiprent, rental of 

faci l i t ies ,  etc.) . As such there is a strong incentive for the project to 

continue in-house manufacture of products developeci by the product 

developent worKshop for a long as  possible. 

The incentive to carry out this  practice appears to  be a airect result of 

'tne increasing empasis of donors to  adueve self-sufficiency in project 

operations' in a relatively short period of time. H o w e v e r ,  in empnasizing 

project self -sdf iclency , the g o d  of developing self -sufficient enterprises 

i n  rural. areas ~s likely to be hindered. It is reconmended that a judgement 
I 

be made as t o  primary project goals. A declsion must be made whether to 

emphasize prof i t a b ~ l l t y  and self-sufficiency of tne implementation medhanisn 

or of .project beneficiaries. 

6. Board of Directors 

Tne original grant agreement stated that the project would establish a 

"board of directorsn in  conjunction witn HCDP project management. It was 

anticipated t h a t  tnis board would assume a mnitoring role w i t h  regard to  

program management after the initla1 two years of project implementation. 

Very l i t t le e m p ~ s i s  was placed on tne formation of a board of directors 

during project  eme en at ion. HCDP xnanagroent cited the relative lack of 

evi- to mdicate any benefits to  be derived from an extra organizational . . 
layer at  this r e l a t i ~ e l y  early stage in project d e ~ l o ~ m t .  

. . Wtule it is our opinion that no tangible benefits would have been derived 



from the premature establishnent of such a board, we remxnend 

mchnism be developed i n  any future project to ensure that 

that sane 

there is 

effective external c o o r ~ t i o n  of project services supprtmg producer needs 

and of general project management. 

C. 3xternal Factors 

'ilwo external factors were found to have a negative impact on overall 

implaentation am achie-ts of the H U P ,  and on the CANO cmponent in 

particular. Tnese factors include: 

- The remte location of craft  production sites, particularly CANO 
centers in tne IJorthwest. The remote location of such centers 
created enormous logistical problems in supplying direct technical 
assistance to  producers, in tm procurem+nt of raw materials, and in 
tne transportation of finished products t o  tneir point of sale in 
Port-au-Prince. 

- The, increas* strength of the U.S. dollar (am consequently the 
I Ehitian gourde) which sffected potential for export of Haitian 

handicrafts to  European matkets. 

These factors are elaborated below. 

1. mte Lncation of Many Craft Product'ion Centers 

Most craft  producers located west of the towns of Gonaives and 

C a p h i t i e n  in Haiti's Nortnwest proved to  be relatively inaccessible. The 

unavailability of roads suitable for motor  hides mde it wry diff icul t  

for H U E  personnel to  supply adequate s w r t  t o  producers located in this 

area. The remoteness of such centers cirasticaUy increased HCRI? 

transportation costs, including vehicle breakdown ard time required to  reach 

producers. The capacity of producers to obtaln quality raw materials beyond 

those available locally and to meet deli- d u l e s  was diso greatly 

reduced by the remote locations of most centers, Difficulties were also 



encountered in Wivering finished products to  Port-au-Prince due t o  

unreliable public transportation. This resulted m a high percentage of 

product breakage or damage and further increased product costs. 

As a result of tneir remote location, many of the CANO centers were 

unable t o  rrraintain viable operations. T k  few chat did survive operated 

under very t ight liquidity conditions. As a result, such producers were 

inordinately *fected by any delays in cash paympnts for their finished 

products on the part of retailers and by tne delays and other logistical 

problems associated w i t h  ae l i e r ing  g m s  utilizing public transportation. 

Crafts producers located in  otner ~ u r a l  areas of the country operated 

under far better 

more accessliDle 

prodiucers fiaw 

relatively short 

conditions. The cievelopnent of crafts businesses in these 

areas p r o d  considerably easier. In scaae cases, sucn 

been able. t o  develop self-sufficient businesses i n  a , 

period o f  t .  Tnis famrable outcaoe appears to be 

directly related t o  the fact tnat the logistical problems associated with the 

delivery of goods and procurement of raw materials were far  more managezble 

for these producers. In addition, HCne personnel were able to  more readily 

supply technical assistance to  sucn producers as a result of the recent 

construction of good roads between Cap-Wtien, Jacmel, I,es Cayes, and 

Port-au-Prince. 

It is our assessment tnat the decision of HCDP ma~gmmt to  scale down 

the  level of project involvement m remote aseas too diff icul t  to reach on a 

cost-effecUve b a s s  upcted  positively on the  ot;leraLL performance of tne 

project. This empasis &owed tne project to  concentrate its efforts swst 

effectively in  areas where solid bases for future sustained growth could be 



estnblished. It is our opinion that this H C W  ma~gement decision prevented 

the project from C l i l u t u ~  its reht ively  limited resources on efforts for 

wnich there was no real evidence of the capc i ty  to generate employment on an 

econanically viable basis over the long tern. 

2. Strencjth of tne U.S. D o l l a r  

T& steady increase in the strengtn of the U.S. dollar, and consequently 

tne Haitian gourde, over most other currencies knd a significant impact on 

the level of &aft exports to countries other than the United States. 

Despite well-established a p o r t  contacts w i t h  mopean markets, very few 

sales were made W r e  because Haitian crafts prouucts were unable t o  c-te 

with products mrted from countrxes in South Asia, Afrxa, and South 

America w i c h  weaker currencies. 

Due to  the strengtb of the U.S. dollar, HZaP managemnt decicied t o  

correntrate i& efforrs on &zing penetration of the U.S. market by 

developing new contacts and channels of disribution in that country. The 

sustained efforts of the most progressive mi t i an  producers, canDined w i t h  

tnose of the smaCL producers supported by the H a  naw made Haitian products 

quite successful a t  penetrating the U.S. market .  

D. Beneficiaries 

Pr- project beneficiaries of the HCDP included both small crafts 

producers located throughout Hal ti and micro-artisans concentrated primarily 

in the Nortnwest. Gi- the significantly different nature of the response 

to Ha programs on the part of t k e  producer types, w evaluation of the 

impact of HCDP program on, these individuals is treated in separate 

sections. Our findings are outlined below. 



- .  
1. Small Producers 

SIEU producms consider crafts as their principal source of enphymnt, 
" 

providing thein w i t h  tbeb =in .source of incaoe. Tbey sometimes work on a 
1 

idependent basis but are most often associated w i t h  smdLl and medium crafts 

r e t a i l  and export outlets, or w i t h  programs sponsored by international donor 

organizations. Such producers have been found t o  enploy an a m a g e  of three 

t o  25 einployees either directly or as sub-contractors. In addition, they are  

generally responsible for the creation of product prototypes and for 

transmitting production jaforrwtion t o  the artisans they employ. The ~ 1 m s  

of tneir proauction is highly variable and the q w l i t y  of thelr products is 

oftlen inconsistent. 

Production tecnniques ut ixzed  by small producers are generally 

rudbkntlry, and muurodl 
. . investment is madle in either tools or equipnent. 

Most producers i n  this category are self-taught.' These producers usually buy 

raw materials' locally Wough retai lers  a t  high prices. They cannot afford, 

or: are not equippeci, t o  negotiate bulk ].pchasing. The amilabi l i ty  of the 

raw materials that are  used by small p1:oducers is neither constant nor of 

consistent quality. 

Les Creations Wro and Musson (small prod-s located i n  Haiti's 

southem penninsula) are good exarrq?les of successful HCDP beneficiaries Erm 

tnis producer category. The level of craft production attained by these 

beneficiaries w a s  more tban three times the average attained by all other 

beneficiaries. Their success is the result of a canbination of tneir initiaJ. 

lewel of technical and design expertise coupled w i t h  t2-e well-tailored and 

expert assistance provided to them by the HU)P There beneficiaries have 



. - - reached a level wbere tney possess a reasonable knowledge of the markets they 

produce for axxi have demnstrated their capacity to respond t o  the demards of 

tbse marke t s  on an on-going basis. 

For beneficiaries such as ks Cr&tions Maro and Wusson, ECDP assistance 

primarily concentrated on providing tbem w i t h  technical assistance in 

modification of already established prodwtion techniques. This assistance 

included tne use of new and improved materials; information on current market 

trends; access to f inancw t o  build up levels of inventory sufficient to - 
effectively w k e t  their products and to. plrcbase production equipnent ; and 

relocation of fac i l i t ies  to  allow expansion of production. The HCDP also 

provided this producer category . w i t h  mark:eting assistance (local re ta i l  am 

export) and proviaed than w i t h  information about tne basic managemnt 

requiremnts for their operations. 

The H U Z  was q u i t e  successful a t  providing the kinds of training, 

finanical assistance, and mnagemt  assistance most needed by this catcqory 

Per llaps appreciated, and direct result this  

assistance, was tne consfa t  flow of orders for the products of such 

producers originating from the Zin dlArt-Retail and Eqmrt outlets, as well 

as  the project's cash-basis mode of payment. We give the HCDP high marks for 

its abil i ty to train and bring the production of smdlL producers t o  a leuel 

wkre local and international demand has been generated for their products. 

Based on tfse actlie\wnents of small proiucers such a s  ks  Crktions wro  

and Elbusson, we klieve saall producers havlng strong potential to becam 

self-sufficient in the short-term should ramin tbe primary target of 

programs such a s  the HCI3P. Deaicated and ~~c producers of this type are 



the mst likely to generate eqloyment in rural areas. The proper selection 

of the kinds of pzduce~s  who were nrost able to  effectively absorb and 

uti l ize the assistance o f .  the project is one of key factors that 

contributed to the, Hm's success. 

~ n e  level of self-sufficiency attained by other smaJl proaucers stqqlying 

finished products on a regular basis to Zin dWArt-Retail and/or Zin 

aWArt-Exprt is considered to be more tnan acceptable. Tne long term 

viability of t h e  operations of such producers and their abili ty to campete 

w i t h m  the marketplace w i l l  nevertherless depend largely on their capacity to 

develop adequate administrative structures to generate enough capital to 

support their operations and a reasonable rate of growth., It is anticipated 

that producers in this category w i U  generally require continued external 

assistance from projects s@ as the HCaP for several years until they are 

able to  e s t a a l i s h  the basis for long-term viaoility. For 'such producers, the 

type of assistance required w i l l  progressively shi f t  from production-oriented 

technical assistance t o  an increasing need for financial and management 

assis&. 

2. Micro-Artisans 

A large nLnnber of rural artisans produce traditional crafts of variable 

quality uslng unsophisticated tools and equipnent that they have deMoped 

themselves. This proaucer group tends t o  use local raw m a t e r i a  that are 

'kt always properly wepared. ED8t of their work is coducted on a pert-time 

basis for suppl&ntal im. &st would charqe their trade i f  more 

lucrative and stable employment became amihble.  &@st micro-artisans 

require technical assistance not only i n  selection of coarmercially 



However, for a number of the micro-artisans who received assistance 

through the HCDP there is l imited evidence of their capacity t o  continue 

crafts production on an indepadent basis. A s  indicated earlier, tnis 

appears to be a function to  way Wt the HAClD .sponsored CANO program was 

originally established and of the way that HCDP originally sougnt to  

target its assistance, Tne result was taat most of the artisans affilia.ted 

w i t h  such projects began to consider -elves as employees of the project 

and not as independent prcd~cers. 

producers w h  cameme tsle production of W e r a f t s  on a ccmqletely 

mrketable products, but also to improve a i r  production capacity and t o  

maintain quality standards and cqetitive pricing. 

mst of a microartisak directly assisted by the HCDP (primarily CANO 

beneficiaries) received on-site long and short-term tednical  training 

through artisan workshops. These workshops provided them with assistance to 

kip them master basic production techniques and achieve an acceptable level 

of product quality for tne local market. The investment mde i n  on-site 

training paid off a t  CANO centers sucn as  Bornbardopolis, Sources Chaudes, and 

S a u m e  car& and wherever crafts producers were sufficiently motivated to  

maintain a level of production and quality control high enough to generate 

new orders. When airect HCDP support was witkkawn from the CANO centers, 

tnese, centers continued t o  operate on their own, supplying products to both 

Zin dlArt-%tail and Export, as w e l l  as other local  retailers and exporters. 

subsidized basis have not demonstrated mcb initiative in  sn-going product 

devel-t. Perhaps t h i s  s t e m  from their perspective that as employees 

tney are not responsible for what are essentially management decisions. 



&AListicallyJ l i t t l e  initiative can be expect& from individuals who have 

enrolled in programs only as wage earners. 

aifficulty in  stimulating entrepreneurial s p i r i t  among such producers 

is a major problem in  any program tMt has a t  one point subsidized most 

aspects of production, marketing, and distribution. These prcducers need t o  

be provided w i t h  sufficient incentives, not subsidies, t o  mnvince them tha t  

the production of crafts that are of a level of W t y  and design that 

responds t o  market  deknd can be ecommically rewarding. s. 

The original aecision to  attempt to  directly' dssist large numbers of 

micro-artisans cpesating in r emte  areas and able t o  produce only a limited 

rarqe of prcx2ucts i n  the hopes of making . tne~~ into successful entrepreneurs, 

was not, in our opinion, an ef fectiue 'one. . Instead, it represented the 
. . 

desire on the part of the donors involved to continue the humnitarian 

program initiated in  the Northwest under m. Unfortunately, t h i s  

approach was i n  direct  contrast to  the primary goal of the HCDP, which 

! focused on market-oriented production ~IXI  the developent of self-sufficient 

crafts enterprises. 

A better appro& would have been t o  provide assistance to  a sDaller 

group of suall  and medium producers. Througfnut Biti, most micro-artisans 

are employed eitner directly or indirectly on a subcontracting basis by 

small, medium, and Large producers. As  such, this would have provided a more 

eff ic ient  system of dissemination of technicdl assistance and offered the 

- greatest potential for the deW.apaent of self-sufficient enterprises able to 

offer employment o p r t u n i t i e s  t o  micro-artisans on a viable basis. 
I 



3. Woyment and Income Generation 

~s indicated earlier, most HC3X beneficiaries were either small producers 

or micro-artisans. Quantitatiue data on emplayment generated in  rural areas 

is particularly diff icul t  to  obtain for such producer groups. Very few small 

craf t  producers, micro-artisans, or donor organizations that suEport them 

keep records containing tne data necessary t o  assess employnmt and income 

generation. In fact,  most producers of this type have difficulty assessiq 

past sales levels and are, in  general, reluctant t o  ao so. 

Despite the limited information available, we have attempted t o  outline 

the earnings for the least successful and most Ciisadmtaged D P  

beneficiaries in order t o  provide same insight into the ixpact of t h e  HCDP on 

beneficiaries. Earnurgs for otner more successful H a  beneficiaries are 

significantly higher. 

A typical CAW center employs a minimu of 20 artisans on a part-tune 

basis. An analysis of the HCDP's accounting records snows that on 

average, ten producers from sucn centers recorded monthLy sales t o  Zin 

dlArt-&tail in  excess of $500.00; The profit  margin of such producers is 
0 

estimated a t  50%. While a t  f i r s t  glance this may appear e l o w ,  it is 

relatitfely pramising in the context of the rural e n v i r o m t  in  which these 

producers subsist. When the fact  that the inccane leW for all of Haiti is 

estimated to be approximately $320.00 per year is considered, derived 

from part-time enployment for this least  successful producet group assisted 

by t h e  HCDP is substantial. In addition, since most of the raw materiat.s for 

handicrafts production are purchsed locally, indirect employment generation 

is also d e r i d  from the program. 



me to the lack of appropriate data t o  accurately assess employment and 

incane generation levels under tne project, w e  strongly recarmend that i f  

programs such as the HCDP are to  be continued, contact be regularly 

maintained with beneficiaries to  help them record information on their ;Levels 

of full-time and part-time employment on a quartlerly basis. Where ~ s s i b l e ,  

producers should be requested t o  produce such data by t y p  (amhistration, 

production, sales, etc.) and on a monthly basis. The accumulation of data by 

project management regarding gross sales for eacn producer would also help 

aCxss the impact of programs on beneficiaries. Such projects should 

maintain detailed records, by beneficiary and type of product, in order to 

accurately assess trends i n  employment and inccnne generation. 



A,. Introduction 

TUS section describes the ouerall findirrgs of evaluation. It 

ineludes general c~m~ents regardincj the achieverent of project objectitles and 

provides recomnendations for furtner activities in this sector based on 

lessons learned in implementing tne HCDP. 

As indicated earlier, part of the efforts of the evaluation team included 

inter views with personnel from other mternational organization's that support 

handicrafts projects i n  Haiti (See Annex D) . The examination of the HCDP's 

performance in .  achieving i n i t i a l  project objectives and a cosnparison to o m  

similar projects conducted by international donors clearly denronstkates that 

the overall performance of the HCDP has been remarkable, despite tne less tnan 

satisfactory acnievements of the CANO ccmponent. 

The project. succeeded both in  establishing severaJ. stable h k i c r a f t s  

enterprises and in developing a self-sufficient retail outlet, It  also built  

a so:Lid base necessarqr t t r  assist crafts producers in the exportation of crafts 

products on a financially viable basis. The HCDP has damnstrated its abili ty 

t o  ptrform under logistical aand financial constraints and has succeeded i n  

supplying a ~ r i e t y  of hign-quality services while operating in a flexible but 

- e f t  icient management mode, well-adapted to t h e  .Haitian context. The p r o w  

abili ty of the HCD? to b ~ t h  initiate new crafts-producing enterprises and t o  

develop new products oompatible w i t n  export market  requirements in  terms of 

design, quality, and price IS wry errnuraging and highly unusual within the 

context of traditional crafts develapaent projects, Tbat sucn activities 

possess great potential fo: e m p l a p m t  and incase generation for less 

advantaged members of Xaitian society is clear. 



atlined below are ow reccrarmedations for possible ~ o ~ t s  that could 

be integrated into future projects of tnis nature. The complexity of the 

problems encountsed in hpltgaenting a crafts project in the remote ana 

resource deprived areas camnon throughout Haiti are irmrense. In evaluating 

the performaxe of tne HOP and other donor-sponsored crafts projects, several 

areas surfaced as  cr i t ica l  to producer performance in initating and 

successfully maintaining crafts  en-rises. These focus on the need for 

capital generation schemes, mechanisms to  maintain quality control, the need 

for additional services and programs, selection of the most appropriate 

beneficiaries, improving the project's administrative systems, and the need to  

address issues of recurrent costs and self-sufficiency. 

i t a l  Generation 1- 

-st of the crafts pojec t s  analyzed by the eyilluaton team, including 

a.INO, included in their mandates the establishnenf of new production centers. 

Tmse projects are typically designed in such a way that the sponsor provides 

the workshop facilzties, i n i t i a l  invmtory of 'raw materials, tools and 
0 

e q u q m t ,  and basic training. In addition, artisans are remunerated during 

the training perioa witn tm result tl'lat mst of them tend to consider 

t-nemselves as employees o t  the production centers. 

F& do not believe that the current attitude of micro-artisans 

participating in such craft deveJ.cpnmt projects is promising in terms of 

creating independent crafts enterprises. &cb projects are too often viewed 

as huroanitaz~an efforts ot *makeworkn programs. Brticipants in such 

. programs ewtllA71y'begin to feel  entitled to tne benefits offered and do not 



view t&nsd.es as having a personal inpact an the outcome of air 

,... 
livelihoods. When benefits are withdrawn, as they invariably are, such 

producers fee l  cheated of w h a t  they have cane to expect is rightfully tk i r s .  

In tm final evaluation, it is not aployment that has been created, but 

sewre dependencies. 

The establishtmt of a mre  entrepreneurial relationship w i t h  producers 

would result i n  more viable employment generation and longer term b e n e f i t s  to  

producers. Tne H m  made a significant move in  tnis direction when the  

decision was made to  pusn CAN0 centers toward Mependent operations. The 

performance of this praject caponent would undoubtedly MR been higher if 

artisans were o r l g W y  stimulated to becaPne independent rather than 

dependent on external subsidiation for e m  tihe most basic aspects of 
' 

production. 

In order t o  improve program oriented toward such producers in the future, 

the develapoent methodol~y slmuld include capital generat-ion schemes. In its 

earliest phase the HAClD/CANO program provided craftmen w i t h  year-end bonuses 

based on their individual l e ~ 1  of production. A similarly structured program 

could encourage producers t o  view themselves a s  entrepreneurs responsible for 

the outcome of tneir enterprises. 8emneration in the  form of tools, small 

-pent, raw materials, and secondary poducts caiLd also exmurage a r t h  

t o  operate independently of the project. The businesses created need not be 

uniquely crafts-related. The technical s k i l l s  learned could be used to 

produce a w i e t y  of ut i l i tar ian praiucts for local consumption, A.mrdatory 

savings pogram or investment fund muU also pe inplemented whereby a 

percentage of each participant's earnings f rom the sale of crafts wwid be 



- - .  withheld by tbe project. These funls could be reinwsted by the project or 

used t o  supplement a revol- credit fund. Interest colmparable to that . -- 
available from comrrercial banks for savings accounts could be paid by a 

project. 

Fi~kdly, w e  do not recormrend tna t  training time be r m e r a t e d .  We 

suggest that craftmen be made to consider their training as an inwstment 

wnicn w i l l  benefit them in  t h e  future and not j u s t  as a source of wage 

earnings. In this way, a h~gner proportion of truly interested trainees would 

be attracted to such programs. A training program similar to that in use  a t  

Camp Perrin could be used a s  a model. This program which was organized by a 

snui producer coordinates training of artisans tnrough 20 smdll workshops 

specializing particular proauction techniques. . Trainees do not. receive 

compensation for meir work beyond food znd lodging u n t i l  they are ~uciged able 

to  prOdu~e'g0od~ of sufficient c p l i t y  t o  be marketed by t h e  producer. 

2. Maintaininq Quality Control 

Quality control is a primary constraint in the production and marketing of 

&ti= hardicrafts. While we believe that the  most effective way t o  assist  

small producers t o  operate without subsidies from support organizations is t o  

encourage them t o  gemrate, on a progrwive basis, the base capital  necessary 

to start new enterprises, i f  such producers are t o  engage in effective 

production, a nigher level of quality control i n  t e r n  of materials used, 

workmansfup, and delivery must be maintained. The most effec t iw means to  

achieve a sufficient level of quality control is to  develop mechanisms whereby 

artisans are identified w i t h  the the products they produce. 

- - - While it is unrealistic t o  attempt to create a direct cammication link 



between the end-custosner and cra£ts producers locat& in remote areas, we 

- nevertheless believe that sanre alternative metnod t o  transnit feedback t o  

producers should be investigated in order to create i n c e n t i ~ s  for producers 

. .. t o  maintain quality standards- !%me form of direct identification of the 

artisan with the product produced could help project managers, retailers,  a m  

independent proaucers t o  better differentiate skilled artisans. It could also 

method feedback 

artisans. Such a system wovM also contribute t o  an increased feeling of 

pride and responsuility for the quality of ptOduCtS manufactured on the part 

of producers . 
A nandful of successful private organizations c m r c i a l l y  inmlved in tne 

marketing ot Haitian Mndicrafts on the international m a r k e t  possess an 

extensive knowledge base of tne strengths and weaknesses of the producers they 

subcontract too. They closely monitor product quality and t a k e  great care not 

t o  give any producer an order that is larger than what they know that producer 

can competently handle. Tney acoept new orders from customers only wheri t ! y  

feel confident tnt they hawe tne right combination of artisans required to 

f u l f i l l  tfwn. Because of their knowledge of producer capabilities they are 

aole t o  obtaln tne products damkied by tne market. 

Any f o l l o w n  efforts t o  the HCDP snould encourage the producers that it 

services t o  oulld a similar data base of individual artisans they employ. The 

producer smuld direct feedback to tkse artisans on a personalized basis so 

tmt ttiey be#nae more collcerned about product standards and can react more 

effectively t o  m k e t  constraints. 

In order t o  increase producer identification w i t h  the products s/he 



manufactures, we reccarmend tMt project training programs be organized in a 

manner s imi l a r  to that C C P I I I Y ) ~ ~ ~  practiced in Europe during medied  times 

=;~ring that the  product is of nis/her highest standards became it bears 

their name. Sucn identification also adds value to  the product from the 

a~nsumer's perspective because it indicates that the product is handmacte by an 

i~diviaudl  craftsperson and is mt. mass-produced. W e  believe tMt workshops 

or training programs organized using ,similar guidelines would encourage 

c.umnitment arxi pride on the part of en@oyee/trainees. Such program would be 

rmnducive t o  the generation of hign-q[ualrty, originally-design& products and 

known as "Le &npgnonnage.' Uncier this system, trainees worked along w i t h  
.-- 

expert craftsmen until they reacnedl a satisfactory s k . i l l  level. When, in  the 

judgement of the expert craftsum, the trainee had reached an appropriate 

l e w l  of craftsmanship he was asked to produce an i t e m  of original design am 

high quality. The product was then evdLuated by a board composed of expert 

craftsmen. If tne piece produced was judged to  be af exceptional a r t i s t i c  and 

teclnical sue, the trainee was officiAlly designated a "Master Craftsmant@ 

was granted a d i s t i nc t i f e  identification .mark tnat was us& to identlfy 

his products. , Tnis system could also be easily transferred t o  mdividual ' 

workshop. 

The wo~kshop of ks  Crktions Moro employs a similar technique in the 

production of' ~ t s  nand-painted boxes. Wnen an akisan has ream& a 

sufliicient s k i l l  level s/ne is dAned to  sign his/her name on the box that 

s/he has produoeu. Mr. Baruk, the owner, believes that when individual 

artisans iaentify a p~oduct as  producel by tnem that they take greater care in 

. would provlde producers with a greater opportunity to achieve eoonomic 



self-sufficiency. 

3. Imptovemnt i n  Project Services 

a. Pramtion of Project Services and Achiewments 

A key element of the future success of progrnr; l ike  the HCDP will be the 

l e ~ l  of credibility and interest they are able to mainbin within t ] , ~  local 

crafts camaunity and the public in geneml. As such we fee l  tnat any 

foUow*n project t o  the HCSP should make a stronger effor t  to  let potential 

clients know about the setvices a ~ i L s l b l e  from the project and to  promote the 

achievements of the HCDP to date. 

As indicated ear l ier ,  several HCDP bent?ficiarj.es haw been able t o  reach a 

reasonable level of success. We suggest -it some publicity be given to these 

s u c c e s s  s tor ies  as a way o t  g e n e r a w  fW- interest in  the services that 

might k offered by a follow-on project t o  the HC-. An image of quality am3 

innovative design nas corn to be associated with the HCDP products. This 

image coula be more effectively useid t o  pramote further interest  and increases 

i n  sacs a t  both tne locrdl and exprt levels. 

b. Producer/Donor Feedback 

It. is recomnended tnat some mechanism be developed t o  monj.tor t h e  level of 

satisfaction d e r i a  by project participanL.s. W r d s  of services received by 

W v i a u a l s  and results obtained should be maintained i n  addition t o  

independent evaluations of producer satisfaction. In conjunction w i t h  this, 

we recasrmend that scam m e d w u m  be developed t o  facil ipate participant japut 

into tbe the monitoring and design of project ptograms. While we do not 

recxrrrmend that producers become Involved in  the day-tolday operations of the 

projecto we f e e l  that their involvement knrough a producer forum 'cJOUld be an 



asset t o  project management. This inwlueroent would enable project m a n a g m t  

to better orient tneir programs t o  incorporate producer needs on an on-going 

basis. 

In the same way, we re- that donor coordination be more strongly 

emphasized in future activities in this sector. In  conducting this 

evaluation, as w e l l  as a producer needs assessnent and services demand survey 

of \Che Haitirm crafts sector, it became apparent that mst donors are unaware 

of t b h  programs carried out by okkr  donors. Tne formation of a donor 

coordj~lation camittee would dUow donors to share ihformation about commn 

success factors and reasons for project failure. We believe that better 

coordination af donor activities in  tnis  sector would lead to less  duplication 

Irkexviews conducted for this evaluation revealed a strong demand for 
I 

snort-tenn credit that cannot be readily obtained from ccmercinl banks or 

.- donor-supported credit insti.tutions (such as tne Haitian DeviAopnent 

Fhndation or SWBIDES) by s r i r c i  producers. These producers generally lack 

sufficient. credit histories or tne capacity to  prepare formal loan proposa.Ls 

and are thus considered poor credit risks by traditional lenders. In 

addition, small producers' actual credit needs may be so limited (less than 

$ 1,090 i n  mst cases) as to  make them ineli9ible for credit disbursed 4 7  

. institutxonal lend- agencies. &st comnercldl banks and foundations ao not 

. . - disburse small loans because they cannot do ?a on a cost-effectiw? .basis. 

For tms reasons, we recormnwd tnat any followon project to  the HQ3P 

L include ii revolving credit fund. We reamend that only short-term loam. be 



made auailable, in amounts tht do not aceed those auailable from comaerci~zl 

sources. W.We the  made loans to prbject participants a t  concessionary 

rates of interest, w e  do not aavocate this practice. If  rewlving funds are 

t o  be administered on a cost-effectiue basis and participants encouraged to 

view their loans as serious agreements, then rates of interest camparable to 

those of comnercial banks should be charged. 

Most _participants interviewed indicated their willingness to pay 

ccmmercial rates of interest because lack of access to  credit, not the 

interest rate  charged, represents a primary constraint to  increased 

production. As indicated by the success of the HCDP remlving fund, repaymerit 

rates on such loans snould remain extrarely high. This is a function of the 

multiple levels under w h i a  participants am project managefnent interact t na t  

w-y ar .ues  repayment i f  participants are to. continue to receive other 

project sernces. In addition, &use participants and project personnel are 

known t o  one anotner, managenrent will 

credit worthiness of loan applicants. 

higher percentage of good loans w i l l  be 

d. Raw mter ia l s  Procurement. 

be able to more accurately access trxl 

This increases the  l i k d i h m d  t h a t  a 

granted i n  trr! f i r s t  place, 

In interviewing W E  participants and assessing their level of 

satisfaction with project services, we noted that nearly every injlividual 

interviewed stressed his or her need for a competitive and reliable source of 

raw materials. In order to address this need, we recamaend that any follow-on 

project i n  this sector include a campom12 that w i l l  make tun& a d h b l e  to  

project participants for the purclrase of raw materidls. Such funds could be 

made available either tnrough the revolving credit fund referred to above, or 



through a separate fund created specifically for this purpose. 

An alternatiw approach would be for the project to  purchase various 

s t o c k s  of key raw materials, including tools and small e q u i p n t  that are 

comnonly used by crafts producers, that cannot be consistently obtained or are 

priced prohibitiwly, for resale t o  project participants. We belie\- that 

this approach would not only provide greatxr quality control in prod~ct  

ccarrposition, but would also supply a source of revenue that would contribute 

to  tne self-sufficiency of project operations. The la t ter  could be 

acc0~npIisbed by adaing a percentage to purchase price of the raw 

materials. W e  also recomnend tnat tne possibility of coorainating bulk 

purchases from comercia1 distributors by groups of project participants be 

investigatxd by project mnagernent as a means to  reduce the cost of raw 

materials and thus the cost of finished products. 

e. Business Advlsory Services - 
Constraints to expansion of crafts entecprises include lack of appropriate 

product designs, quality control, marketing faci l i t ies ,  and market  

informahon. Of equal importance though, is lack of basic business s k i l l s  on 

the part of most small producers. Prhny producers lack basic knowledge in  

accountiry, inventory cantrol, costing, and preparation of loan proposals. 

Ibsulting poor management wacrices influence the capacity of producars a t  dU 

l e ~ l s  to  respond to opportunities for growth and improved productivity. 

For these reasons, we strongly reccnrmend that any future projects in this 

sectot make - .  sndll business advisory sezvices a t a l l e  to upgrade the 

financial management and accounting capabilities of producers. Training in  

.this area w i i l  contribute significantly to the  econmic viability of the 



employment generated through the project. 

It is our understanding that USAP)/Haiti is currently considering fund- 

. a productivity and nvrnaggarent center project that w i l l  blude a 

micrr-iwsiness cosrppnent. It is recxmmded that any follow-on project t o  the 

HCDP encourage participants to  attend tk courses sponsored by th is  project. 

Fbr those project participants that cannot be adequately serviced by the 

productivity and manqgement center project, we recomnena that any follow-on 

crafts promotion project errrploy an individual capable of providing basic 

management assistance and training to  participants. 

4. M e t e a  Beneficiaries 

Based on the findings of the evaluatiol~ team, it seem clear tnat the best 

approach to  generating self-sufficient crafts enterprises is to  concentrate 

project services on those. proaucers that can most effectively absorb project 

inputs. Small-scale producers l i k e  tkse Ciescribea k previous sections of 

tnis report responded much mre favorably than did micro-artisans to  the 

project inptts aMilable under tne H a .  This differential re.sponse results 

from k e  nigher developnental stage of wall producers' operations, which 

better facilitates the absorption of the  technical assistance offered under 

sucn projects. For tnese reasons, we recomaend that any future program 

approach to  crafts devel-t target small producers as primary project 

beneficiaries. Tne H U E  clearly demonstrated that these producers possess the 

greatest potential t o  generate sustainable enterprises. Such an approach 

however, need not exclude micto-artisans from benefitting from project 

services. 

As id ica ted  earlier, many miao-artisans are employed by large, medrum, 



and auaJJ. producers on a subcontracting basis. Therefore, micro-artisans 

could derive significant benefits: from further crafts projects through 

continued coJ.laboration w i t h  lager producers. Micro-artisans would continue 

. . to  be trained by such producers ml, once t rahed,  could w i n  to  work 

independently as sub-contractors t o  larger producers. In turn, the 

contractor/larger producer would be responsible for investigation of market  

d-, designing appropriate products, training tne sub-contractor, supplying 

raw materials i f  necessary, picking up the finished products a t  the 

sub-contractor I s  site, and marketing the f inisltled poduct , 

Contractors/larger producers w i t h  access to tecnnical assistance would 

thus faci l i ta te  an increase in a d  for micro-artisan produced crafts by 

indirectly p r o v i ~  tneir products with access to  domestic and international 

markets . Such a d m t r a l i z e d  sub-contractirig approach would offer 

siwificaiit  benefits for both parties and would reduce the demand for direct 

i n t e rmt ion  by donor-funded projects, thus allowing project resources t o  be 

targetea where tney can be absorbed most e f f ec t i t~ ly .  

5. HCdP Pdministratiw Systans 

The acccuntiq sYstemoof tie HCDP was ini t ial ly designed to allow for tne 

disclosure of operational results according to  the or3ginal USAID budget. 

T h s  included tne foU.owing l ine  items: 

Operational Costs 
CAN0 Supprt 
Zin dlArt Support 

Equipnent and Materials 
CAN0 

Inventory 



This classification differentiated between operating and capital 

expenditures. Once the decision was made to  aUow CAN) centers t o  operate as 

independent entit ies,  project activities focused on the support of Zin 

d8ut -%ta i l  and the deve;Lopuent of the project's export component. In order 

to improve ma~gement accountability, a decision was made to  consider Zin 

dtArt-Retail and Zin alArt-Export as two distinct business entities. 

Separate accour~ts were established for each entity. Eacn now has its own 

puchasing system, casn receipts and disbursements, and petty cash - 
journals. Zin dlArt-%tail also maintains a sales journal, a log book of 

daily sales, and a cardex. A t  the end of each month, the Zin dlArt-Retail 

manager records the value  of goods sold and remainj-ng mventory using t k  
. . average mark-up on sales. 'Inventory counts are k d e  owe a year and nunmil 

&screpancies have been encountered: W venue and expense statements, bank 

reconciliations, ana geographic distribution of' saJ.es and purchases are 

prepared monthly. 

Zin dlArt-Dprt  uses an accounts receimble auxiliary to control its 

credit sales. Overdue accounts are s t r ic t ly  monitored and follow-up let ters  

are sent regularly. Accounts r e c e i d l e  l is tmgs and balk reconciliations 

are prepared monthly. 

We consider these accoundw systems adequate to  provide project 

management w i t h  the information necessary t o  assure proper mnitoring of HCDP 

operations. Howew, i f  an expanded follow-on project is implemented, we 
' . 

suggest that the aceomting system be exparded accordingly t o  provide' project 

'management responsible for marketing, product design, and business 

administration w i t h  the data required t o  monitor the performance of their 



units, Financial data w i l l  need to  be aggregated across units to facilitate 

o u s a l l  project monitoring and evaluation. A foUopllron project should. pay . 

particular attention to  the design of appropriate management. systems a t  the 

earliest stages of projcxt deuelcikpent and inplementation, The areas of 

beneficiary selection, b u l k  purchasing cf raw materials, tools and equipnent, 

and prc;motion should be aealt w i t h  f i rs t .  

In addition to estaolishing expanded adminustrative controls, and as a 

direct result of tne lack of data amilable to measure errploymnt generated 

by the HCLE, w e  strongly recoxmend tnat contact be regularly maintained w i t h  

benef5ciari.e~ to Delp them record information on their levels of full-time 

and part-time employment on d quarterly -is. Where possible, producers 

should be requested to  prouuce such data by t y p  ' (alaninistration, production,. 

sales, etc,) ' and on a montnly basis. The ammulation .of data by project 

management regarding gross sales for.each producer would also help assess the 

impact of the program on its beneficiaries. Detail& information, by 

beneficiary and type of product, should also be maintairced in order to 

accurately assess trerds in  employment and irwxrrre generation, Cnly i n  this 

way can an evaluation of tne effectiveness of activities in this sector be 

undertaken. 

6. Self-Sufficiency in Future Project Operations 

The design of the HCDP aid not address t h e  issue of self-sufficiency of 

.pro]ect operations beyond that o t  tae Ztn d8Art-Retail outlet, The project's 

. . remaining programs were not oriented toward the achievement of operational - -. - .  

self-sufficiency but focused instead on the provision of donor-subsidized 

. . . .  . . inputs. that .would allow for the achie-t of self-sufficiency on the part 



of project beneficiaries. 

tlowever, in  light of USAID'S current: emphasis on institutional 

develaplwt, issues of recutrent. costs, and econamic viability of the 

institutions established, we feel  that the issue of &-sufficiency of 

project operations must be addressed. Because donor support is usually 

limited to  a specific timespan, we r e c o d  tnat any future instituticn that 

is established include various mechanisms that can serve to  generate revenue 

for tne project and contribute to  the econamic self-sufficiency of project 

operations. 

There are sewxal mechanisms tMt can be used to  create a constant flow 

of project-generated funds to  offset the  cost of services offered. The 

easiest way, and one employed by both Zin dlArt-Retail and Zin alArt-Export, 

is to  iraclude a mark-up on goods sold wough the project. Deperding on 

sales volume, earnings fran this source can be substantial. Additional 

sources of revenue couLd be derived from interest charged on loam, a 

percentage (mark-up) cnargedl on raw materials sold by the project, anti user's 

# 
fees for design assistance, 

Tne producer needs assessment and services demand survey conducted by 

Price Waterhouse rewaled that while cnarging user's fees is a popular 

concept among donors, it does not represent a real is t ic  way of generating 

zevenue for sucn projects given the e c  characteristics of t h e  

benef iciaq base that is usoally targeted. For small and medium producers, 

user Is fees for design services absorb too high a margin of tkir profits. 

For this reason, these prodwers are reluctant to pay for such services 

directly- Therefore, tbe best way to generate operational funds appeam to 



be indirectly, through a nrark-up on products handled through the project, 

interest from project loans, and a mark-up on raw materials sold tnough the 

project. Needless to  say, aU. of these activities u t  be supported Ly a 

cost control-mirwled k g e m ? n t  and good internal control systems. 

A findl alternative i n  genera- revenue to support project operations 

would be for the project to  undertake the in-house manufacture of specific 

product lines. Howeer , as  discussed earlier, while a potentially l u c r a t i e  

source of revenue, such in-house manufacture may be in  conflict with project 

goals of providing project services to  stimulate t h e  developnent of 

independent crafts enterprises. Because sW in-nouse manufacture tends to  

absorb the best design innovations, it robs independent producers of t h  

inmine tney would receive i f  they were to p~oduce the product themselvs; 

Finally, w e  would l i k e  t o  acld that developirq an ecomiuidly viable 

institution ko provide product dewlopent and marketing services t o  the 

crafts  sector is a long-term undertakixq. Projections made in  our producer 

neeas assessment and services demand surey r e d  that a t  current 

expanded sales levels, such an institution could not k c m e  self -su£f icient 

for a minimum of five years. While it might be possible t o  achieve 

self-sufficiency i n  project operations witnin a shorter timeframe, sucn a 

policy snould consider the fact that an unjustified acceleration of the 

financial viability of a project's operations could have a det~astirq impact 

on the financial W l l i t y  of intended project beneficiaries. 

C. Conclusion . - .  . . .  . 

The achie-ts of the E3CIDP have revealed that crafts projects, when 

they are - well-mnaged and include sograms of relevance to intended 



knefg ia r ies ,  can provide t h e  basis for substantial enploynwt and incuw? 

generation, The HQ3P succeeded both in establishing several stable 

handicrafts enterprises and in  developing a self-sufficient retail outlet. 

~t also built a solid base necessary to  assist  crafts producers ir. the 

ergx,r*ltion of crafts products on a financially viable basis. The. p r o m  

abil i ty of the H U X  to both ini t iate  new crafts-producing enterprises and to  

develop new products compatible with export market requiranents in terms of 

design, quality, and price is wry encouraging a m  nighly unusual within the  

context of traditional cra.',lZs clevelopent projects. 

G i w  tne response to Haitian rmdicrafts in tne Caril.;bean ana North 

American giftware mrkets. and the HCOP's success a t  organiziq 

market-orient- crafts production, the potential is strong for crafts 

prodwtion t o  .contribute not only to  *eased foreign exchange e a r w s  but 

t o  vlable employment opportunities once donor support has been withdrawn. 

The substantial achietemnts of tne HQ3P not withsimding, there is a need to 

develop a self-sustaining institutiondl capability in the crafts sector. W e  

strongly reamend that this project receiw further donor support in order 

to  build this capacity, 



TYPE OF !l!samG WRATION BENEFICIARY 

Training i n  S i l k  Screening 5 months 
of Textiles 

Training in  Proauction of m-going 
O Dyed Wooden Products 

Training in Silk Screening 4 days 
for Production of Painted 
Boxes 

Save the Children 

Indepenaent 
Port-au-Prince Producers 

Les ~ r k t i o n s  Moro 

- Training in U s e  of %old- 4 a- T i  Carerqe 
e t e r  Dyes 4 days . B a s s h Z i m  

1 week Sources Chaudes 
1 week hWson 

Training in Use of Fabric 1 month 
P i g m n t s  and Si lk  Screening 

Training in Ceramics Production week 

Training in the Use of Silk 1 week 
Screenizq on Fashion Apparel 

Training in Design Evaluation 3days  
and Quality Control of Wooden 
Products 

Ag iceram 

Fred Benard 

Tony Marcellin 

. .  - * ,.Does not include low-term training conibcted under the CANO coanponent of 
. . . . HCDe or on-going training conducted at t;he product deveiopmt workshop. 



DESIGN l X N O W C I O N S / ~  

-. Use of r2abric Dyes on Wooden Products 

- Dyed Wooden Parrot Pots 

=IS oBT?mED 

selling Well 

- Dyed Wooden Candle Sticks Under De velopnent 

- wed Wooden Bowls, Jars, and Vases Selling Well 

- Dyed Wooden W i r s  w i t h  Parrots Just Out 

- Dyed Wood and hand Painted Selling Well 
Bowls, Boxes, Trays, and Hangers 
(bs Cr6ations mro) 

,Use of Color-E'ast Cold Water Dyes - 
- 52bleaw (Sources Cbaudes) 

- Deck. Chairs 

- Stencil Beach Bags 61 
Place mts 

- Puncn Tapestries ( P e t i t  Carnage) 

- Prototype Punch Tapestry w i t h  
High-contrast Image 

- Prototype Placeraats 

- Prototype Baskets, Iampsnades, 
a m  Accessories 

- Prototype Cdtton FUgs with 
Simple Designs 

- WOm Goods (Mousson) 

Selling Well on 
U d .  Market 

rn * l l ing  

,Fair Selling 

Good FtespollSe 

Foor Production Performance 

Good Response 



DESIGN xNNovATIONS/PRODUCrS 

Use of Water-Based Fabric Pi-ts 

- Belts and Evening Bags with 
Haitian Floral Motifs 

RESULTS OB'RmuED 

Good Response 

- Hats and Accessories We:: Developrent 

- Tablecloths, Place Mats, and Just Out 
Napkins w i t h  of Various An- and 
Floral Designs 

- Prototype of Small PlUaws w i t h  
Three Dimensional Images 

- Prototype of Large Floor Cushions 
w i t h  Three Dimensional Eutterfly 
mtifs 

Wooden Products 

Toy AnimdLs/Jigsawed on Wheels 

Bookends of Hand-Painted Figures 

Carousels andl Movlng 'Poys 

Waiter Figurines for Client in 
Puerto Ria 

Excellent Response 

Under De velo-t 

Under De uelopnent 

Under De wlopnent 

Under Developnent 

Under Developnent 



1. ,%me of tne Grant: 

Tne purpos,: of the Ui%ID/Bai t i  grant to W tc! fund the Haitian Uafts 
Developwnt: ~ o j e c t  (52-0169 Input No. 7) was tnree-fold: 

a. !Lb continue the developnent of tha 'Centre Artisanal pour l e  NorcllOuest 
( C A E )  crafts project in the Nortthest of Haiti. 

b. lb develop a marketing sxrqonent fclc mit ian  crafts in general but 
particularly for those produced in rural workshops. 

c. Zb es tab l i sh  a design unit, (fund) for the develqmnt of Haitian 
crafts products with regard t o  quality, aesign, and production 
techniques. 

2. Specific Objectives 
Tne specific objectives of tn is  grant were as follows: 

a. F&htinq t o  the CAN0 Project Specifically: 

- Tne selection am devel~~ment of a suitable l ine of products to be 
produced in  tbe Northwest area of Haiti in coordination w i t n  the 
iqxouemnt of existug products. These goods were to  involve a 
minimum of technology and util ize local resources t o  the fullest 
extent possble. Tne goods were to  be marketed a t  prices that would 
U o w  for exportation. 

- Tne instruction of workshop artisans in the techniques and methods 
required for the production of tkse goods. 

- Tne training of workshop managers in  the approa- required for the 
dewlopent and design of new products. 

- S t r e r q t b e n i q  of tne existing infrastructure for the operation of the 
centers in t h e  Northest. Rnpfuwis was to  ini t ial ly be placed on the 

. . . newer cent .s  that had l i t t le exprierroe in  operations managment. 

- The pucbase and inskUation of equipaent necessary for tk 
inprovenmt of existing products and/or production of new goods a& 
the instruction of ar+isans in the operation of such equipnent. 



-  he establistrrrent of a yiable re ta i l  outlet in  Fort-au-Prince for the 
marketing of gocds produced in  rural Haitian workshops. 

- The establishnent of a board of directors, in conjunction w l t h  the 
Haitian Crafts ~ ~ l o p n e n t  Project management, which wuLd be able to  
assume a "monitoring" role w i t h  regard to program managemmt upon 
completion of the project. 

- Tne establishnent of a product developnent program through the 
marketing outlet t o  a-sure that goaas produced wmld be matched to  
market aeiuand in  terms of gwlity, quantity, and design. 

- The undertaking of an in i t i a l  expqrt flogram. 

B. Wjectiue of tne Evaluation 

The objective of U s  evaluatioln is t o  d e ~ ~ e  the overall 
. e f f e c t m e s s  of the Haitian Crafts IEevel.qnent Project ( H a )  in meeting the 

objectives stated above, This wj-U entail a . f u l l  assessmnt of t h e  total 
b program from June 3983 to t n e  p~-sent, The e a u a t i o n  is to determine tbe 

strelzgths and weaknesses of the HalP prograin and to provided specific 
recearmendations t o  improve the ef fec t imess  of a possible follow-on p h z c j . e ,  
should thls action be j.ndicated tne results of this evaluftion. 

C. Scope of Work 

T k  contractor shall pc3sses e x t e n s i ~  e x p e r i d  lr, Micrafts 
market- as well as expertise i n  fhanc:ial and eco~zOmic analysis in order to 
implement tne study elements l is ted belw.  In addition to these axeas, the 
contractor should specifically address project abili ty to  achiew the 
o b j e i v e s  outlined above. 

It is estiraatea tnat approximately 15 ClWO centers, 10-12 re ta i l  
suppliers, and/or 7-10 sqort suppliexa of handicrafts hawe participated in 
tne H a .  Tbe contractor shall sanple! a representative number from each 
category by conducztmg site visits, consul- records, andl interviewing site 
managers. Tne USAp)/Uaiti and -iti project managers shaU provide the . 
ContracWr w i l l  ZU necessary s w r t  required for the effective 
inplementation of tne evaluation. The Soope of Work s U  be implemented 
during a four (4) week period. 

1. Ihplementation 
a. Wbat are tne problem associated w i t h  project innplementation and how 

might these problems be resolved? 

b. Is USAID/l'hit.i mnitoring of uoplementation adequate? How often are 
site visits made and does USAID recei= regulax status reports fran 
the grantee? 



c. Are probJe: y m p t l y  brougk .to the attention of USAID and resol4ued 
in a tim.l., -k?n;:.3 

d, Are inplementation schedules, degree of anticipated receptivity to  new 
programs, and cost estimates r ea l~s t i c?  

e. Is there a duplication of efio!,-t in  this program area by other donor 
organizations? What effect nas this had on the -eject? 

2. Survey the quality and u t i l i ty  of training activities organized for 
the benefit of workshop artisans and workshop managers. 

2. SociaJ./Econanic/Ehviro~~ental Impact 

a. Are the numbers and k i d s  of beneficiaries 'under the project 
consistent w i t h  those projected? . 

b. What is the geographrc distribution ot beneficiaries? RurdYurban 
ration? Male/female ratio? 

c. has tne level of -10-t generation been as expected? Why? . 
d. Wno are the project beneficiaries (primary'and secondary)? 

e, How do participants assess tnis activity? What is their estiraation of 
proixble benefits cierived from participation? Estimation of areas of 
inprowemimt? Were the services adequate? W h a t  new services would 
participants l i k e  to  receive under a slimilar project? 

f . Have there m any unanticipated benefits or negative impacts of the 
project? 

g. Are the resources used by participants in  productive activities 
primarily local or imported? 

3. Econuinic ana Financial Analysis 

a. Conduct an appropriate economic analysis t o  determine th? material, 
labor, and social costs and benefits of primary activities carried out 
under the HCDP. 

b, Conduct an appropriate financial analysis to  determine the 
- cwt-effectiveness of HCRP operations ilnd programs. Deternrine areas 

wnere Fncreased/decreased aU06ation of resources would p;rove more 
c0st-eEfectl.t~. 



4. Special Activities 

a. Assess potentid for self-sufficiency for C W  component of the HCDP 
and the HCDP in generaLo 

'b, Assess effectiveness of IImP credit fund. Number of beneficiaries, 
b a n  repayment rate, reasons for default, etc. Pro vide 
reou~pnendations for improvement in operational ~ Z O C ~ U ~ S  if required. 

c. Assess impact of W r t  Marketing CaPponent. Potential for this 
sector i n  H a t i  and investment required. 

Do Required Reports 
The contractor shU submit draft reports to  USAID mi CARE, in English, 

one week after s i te  visits are ~ l e t e d .  Camtents from USAID and the 
Grantee sha l l  be b r p o r a t e d  in tne f ina l  report (in PES format) one week 
thereafter. 
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HAITIAN CRAFTS DEVELOPMENT PROJECT 

RAPPORTS RELATIFS A L'ARTISANAT 
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L'ARTXSMAT. Une voie pour le dgveloppenent des comnnrnautl5s rurales. 
Philippe Petet. Volontaire du Progrh. Septembre 1984. 

LA CORPORATION DES ARTISANS DU QUEBEC. Etude de march6 en m e  df6valuer 
le potentiel de ventes pour les produits de la Corporstion des Artisans 
du Qu6bec. Price Waterhouse. Juin 1983. 

PROGRAM FOR THE FINANCING OF SMALL PROJECTS. Soci6t6 d'hrtisanat Haftien 
(SOCART). 1980. 

RAPPORT DVUN7.XEE A L'ATELIER PETIT GOAVE. Isabelle Blackburn. Nations 
Unies. Avril 1983. 

RAPPORT CONCERNANT L'IMPLANTATION D'UW ATELIER D'ARTISANAT DANS LA VILLE L. 

DES CAYES. Isabelle Blackburn. Nations Unies. Juillet 1984. 

DIFFUSART 1983, Exposition Nationale-Design et Crgation. Palais des 
CongrGs de HontrgaP. Novembre 1983. 

SUMMARY REPORT, ATLANTA MARKET CENTER. Gift/Handicraft Project in six 
Caribbean Basin countries, 'Findings and recommendations. August 1984. 

ETUDE EFFECTUEE PAR LE BUREAU DE COOPERATION HAITIANO-NEEDERLJNDAISE 
(OHAN). Etude relative au financement potentiel d'entreprises 
d'artisanat. 

THE ATLANTA MARKET CENTER. Press information and chipping. July 1984. 

PARKETING HINTS FOR JAMAICAN CRAFTSWORKER. Hugh Nash Things Jamaica 
Ltd. Claude Bivuellard. InferAmerican Institute for Cooperation and 
Agriculture. 

MANAGEMENT TRAINING FOR SMALL AND MEDIWSCALE ENTERPRISES DEVELOPMENTe 
U. S.A. Agency for International Development. George Po Butler. 1983- 

METHODOLOGIE DE CREATION DE PETITES ENTREPRXSES RURALES GENERATRICES 
D'EMPLOIS. Premisre approche. Camp-Perrin. Jean Spurmont. Septembre 
1984. 

HACHO AND THE COMMUNITY COUNCIL MOVEMENT. USAID. Smucker. January 1980. 

PRODUCER NEEDS ASSESSMENT AND SERVICES DEHAND SURVEY, USAID. Price 
Waterhouse. Hay 1985. 



-Ilrod. Porc 

CCOCIUPPIYCN. REPARTt'iION 

- m a i n  2im 
-Yo& .hop produefag 10% .od mom 

of tha m l o  of Zln d'Art from July 1983 

to Mar& 1985 

-Uork %hop producing 0.3 to 102 

o!. the ralrr of Zin dlArt Era July 1983 

co h r e h  1985 

L-lbpiul  A l b e r t  Smith. 

(Porc-au-Prin.ca) 
-8rod. Sud-Oumt 

(ChrPballan-Uoran) 
-Petit-Coava 

*-%n t(.caya 
(Caap Parrid 

Brodsrie Porr dr Poix-- (1.521 

Basrin --- (2.22) 

Hopical A l b e r t  Swai c .  (3.52) I 
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