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T h  PToje;-t was hgm in 1978 and r~xqrinmed i n  1984. This final etaluation, carried & in Oztober 
1986, was Fntendd t o r  1) determine the ~ ~ c m m i c  and midl i n p a  c n  the four gnaY fanner cocperatiw 
inmlw3r 2 )  eduate  the acnanic inpact d laans provided to  f w  pritate firnrs for pmess*. and 
mar- wetablesr and 3) determine the inst i tut id  participatLm in pmj& inpkmmtaticn and its 
df&. 

Ths ewluation was carried art b~ a f i w  perscn tean, caqced d two U.S. and three CbtaodLan 
p e r d ,  o w  a t m  week period. Previcxls studies, etaluations and wrts rere reviewed and interviews 
subseqtently hdd with persans inmlted in tk pmja;rt. In additicn, Bctensiw data wzre colleAs3. f run 
mnqers a. d e e d  £inns, both p r i d e  and cocperatiw, as Yell as D I C E S  personnel i n  the regions s e r d  
ly these f h .  Also, a sarple d farmmi was i n t e rv id  Ly the tean. 

ll-e major fhxlhx~s and ca~lusicns d tk eduation wxer 
* The rqnxpadq cf tk Snali Farmer M a r k k h ~  Proje t  in 1984 was tinrely mil turned an unslr;?cess£ul. 
proja;rt Fnto one that was re la t idy  suxessful. 
*. Zwns to price sector firms late becn fully u t i l l a ,  and rr;pst d ths £inns ~'~~A.virg U9CLrl fuKZs 
thraqhpriwte fbamieras ;ppear to  k cperathg smessfully. 
* Theproj&bMan&poait i .winp&cn-adchi- .  
* P r e v i a  n a q a r w t  and at3nhi&at3.w assistame pmvided 2y tk S k L s  and c t k  h r s  and the LaLer 
assislace pmvided ly  sib to C\latm Pinos and MqMena cocperatiws k been instnmsltal to the mess 

. cf tl-ese grmps. 
* The . k k  c€ good manag- h s  aEf&ed me d tk privite hrsCnesses and t w  d the coq?'eratiws. 
E k t k  manqcn-enk tralnirg is needed. 
* The mtanant d funds fm the lendbg qe-cies to  tk cocperatiws was unaxqbhly slaw. Price 
fh akn h u e  suEfered ino-e delays i n  methq 1edh-g qar;.iesV reqhmmts. 
* Inv&nmb in techdcdl assistatlce h e  yielded sccepticnduy high retums. A better m e  hshxs 
!lX and cqi tal  asststarr=e w x l d  h u e  been desirable. 
:* Cbcperatites are pe2formi.q nun era'^ fmticns which s M d  be pmrdded by otkr instit.uticns, 
eqecially early in tk life d the  cocpefatites.. 
* Tl-e CbordLMtin~ afllnittee is not furcticnirg as'intaded, and USIU) %IS M t o  play an FnxdFMtely. 
stmq mle in tk p m j e t  owight .  
* The dqree d mark t  ax& for (3Jatandlan mn-tmditicndl exports is m h  too n a r ~ ~ .  Ekpansicn d 
mrkt paetraticn efforts is badly needed. 
* The projet k made a substantial c a r t M a n  to th U!XlD stratea, for Qlatendla. '11E o t k  
contin- USAlD proj& shxiLd ensure that the progress made to date w i l l  continue. 
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A.1.D. EVALUATION SUMMARY PARTI I  

J. SUMMARY OF EVALUATION FINDINGS, CONCLUSIONS AND RECOMMENDATIONS (fry not to e x c u d  t h e  3 pages provided) 
Address the following h m r :  

Purpose of rclivityfies) rvaluslt'd Principal recommendations 
Purpose of svaluation snd hle~hoddogy used b f s o n s  leamsd 
Findings and Conclusions (relate to questions) 

~ ~ ~ ~ ~ / ~ u a t e m a l a  Mission 01 mice :  - Date this summary prepared: &, 
2 /7 /89  

Titlo bnd Date of Full Evaluation Report: An Evaluation of Project 520-0238, Small Farmer Marketing; 

October 1 986. 

1. An e~luation of the. Shall Fanner Marketing Project (520-0238) was made during 
the period October 7-31, 1986. The project was originally begun in 1979 and was . 
reprogrammed in May, 1984. The projeck ended on Decenbcr 31, 1986. 

2. The purposes of the evaluation were to: 
a. Determinate the econanic imd social impact on the four cooperatives 

involved - Cuatro Pinos, Magdalena, U s  Manzaneros and Flor Patzunera. 
b. EMluate the econanic inpact of loans provided to four private sector 

firms for processing and marketing vegetables; and 
c. Determine institutional participation ;n project implanentation and effect. 

3. The methodology included a review of the scope of work with USAID officials, 
review of all relevant reports and docunents, interviews with knowledgeable 
persons, visits to three of the axperatives and the four private firms, collection 
of data over a two week period fran fanners and others by three Guatemalans, and 

' finally a review of this report with USAID officials. 

4. The amended project provided ~~$2.3 millioil in USAID loan and Q.8 million of 
gr&t ' funds for the cooperatives and ~~$1.1 million in USAID loan funds to the 
private sector for fruit and vegetable processing and marketing. 

5. As of the date of the evaluation, the Banco Nacional de Desarrollo (BANDESA) 
had authorized loans frm USAID funds to the cooperatives as follow : 

Cuatro Pinos # (1. 678,140 $ 
Magdalena 644,771 
IDS Manzaneros 171,000 
Flor Patzunera none 

The Bank of Guatemala llad authorized USAID loans funds to t m  private 
financieras which, in tam, made loan miilments to private sector firms as 
follows : 

Verdufrex $ 500,000 
CIUSA 485,000 
Gato Gordo 75,000 
Susano F. Reyes 35,700 

1/ P.3 official rate of exchange during the life of the loan was ~S$1.00 = Q.1.00. 



6. Background information was obtained on each of the four cooperatives and an 
analysis made of: 1) their present status; and 2) the use being made of the funds 
provided by UWD. Also, the interviews conducted by the Guatemalan personnel 
provided an insight into the effect the cooperatives were having on the 
socio-econanic well being of fanners and their families. 

7. Interviews were conducted with mners or officials of the four paivate firms 
receiving. USAID loan funds. The interviews included questions as to the use of the 
loan funds, effect 011 the firms' output, the effect on exports, and information on 
the inpact of the f inns ' operations on the small and mediun size fanners providing 
the raw products to the plants. 

8. USAID Loan funds were channeled through BAM)ESA (cooperatives) and the Bank of 
Guatmala to the private financieras which, in turn, loaned to private firms for 
processing and marketing. BANDESA's credit application process, feasibility . 
analysis requirements, regulations, disbi~rsement and implementation processes were 
analyzed. The evaluation revealed widespread discontent over BANDESA's handling 
of loans to cooperatives. 

9. Loans to the private sector by the private financieras were either fully or 
partially disbursed, and the funds that had been disbursed had been utilized to 
improve and expand operations of the four private fins at the time this evaluation 
was made. However, this apparent rapid moment of funds concealed the fact that 
sane of the private f inns had been workj.ng on the loans for a considerable period 
before they becane available to the financieras. Also, the loan guarant~ees were 
very stringent and burdensane to the borrowers. 

: . 10. The cooperatives, with the exception of Flor Patzunera, received considerable 
institutional support £ran USAID, the Ministry of Agriculture, and, especially 
prior to the reprogrming in 1984, the Swiss. The support provided by USAID in 
financing audits, preparation of accounting and adninistrative guidelines, and 
supporting salaries of the managers of three of the &operatives has been crucial 
to the cooperatives. 

11. 'A Coordinating Canmittee was foamed as t3e primary adninistrative unit of the 
project. It consisted of representatives of USAID, USPADA and BANDESA. The 
Cmnittee f unction4 mainly because of USAID' s leadership. The participation £ran 
USPADA and BANDESA was irregular due to personnel changes that disrupted the 
continuity of imput £ran these agencies. 

12. The Ministry of Agriculture, Livestock and Food's input into the project was 
primarily through its representation on the Wrdinating Camnittee (through 
USPADA). It participated in all matters concerning the project and its role was 
crucial. 

13. The Project llas had a direct impact on m e n  and children. On the one hand, 
the increased incanes derived £ran the production of vegetables for export has led 
to improvenents in househld amenities, health care, and length of scbling for 
children. On the other, wanen are now working more at hone an1 with the vegetable 
crops, while they carry goods for sale in markets less than before. As a 'result ,. 
their sphere of social relationships has narrowed. Children are often used in 
harvesting vegetables and are required for this task even though they should be in 
sdhool. Sane camnunities are considering changing the schml hours to accanmdate 
this need. 



14. The Ehd of Projcct Status for a number of factors show tlat, on balance, the 
cooperatives have met the goals set. However, this has occurred despite the fact 
that capital assistance provided by the reprogrammed USAI:D lorn. will not. be 
forthcaning until the projec: has almost terminated. This indicates that the 
cooperatives are benefiting £ran pre-assistance £ran USAID, ths Swiss and other 
donors, and that they are riding a wave of change taking place in a number of 
places in the Highlands. 

15. The conclusions of the evaluationewere: 

a. The reprogramming of the %all Famer Marketing Project was timely and 
turned an unsuccessful project into one that has more than an even chmce 
for success. 

b. The decision to incorporate private sector f inns into the project appears 
to have been a wise one. hbst of the firms reeiving USAID funds through 
private financieras have utilized these funds and appear to be operating 
successfully. 

. c. The project has had a net positive' i-mpact on m e n  and children. 
d. The early aid fran the Swiss and other donors, and the later assistance 

given by USAID in management and administration of Cuatro Pinos and 
Magdalena has ken instrunental to the success thus far of these 
cooperatives. 

e. The lack of gocd managanent has affected one of the private businesses and 
two of the cooperatives. Training in this area is badly needed. 

f. The movenent of funds £ran lending agencies to qratives has been 
unacceptably slw. Private firms also k v e  experienced delays and 

' frustrations in meeting all the "requirements" of lending agencies before 
. . . receiving funds. 

g. Investments in technical assistance have yielded excepkionally high 
returns. A better balance between it and capital assistanc!e muld have 
been desirable. 

h. Cooperatives are performing numerous functions which should provided by 
other institutions, especially early in the life of the moperatives. 

i. The Coordinating Canmittee is not functioning as intended, an3 USAID has 
had to play an inordinately strong role in the Project oversight. 

'j. The degree of market access for Guatemalan non-traditional exports is much 
too narrow. Expansion of market penetration efforts is badly needed. The 
degree of effort by the Grenial in this respect should be closely 
monitored by USAID. 

k. The pmject has made a substantial contribution to the USAID strategy for 
Guatemala. The other continuing USAID projects -Agribusiness, Crop 
Diversification, Highland .Agricultural Developnent, and Cooperative 
strengthening- should ensure that the progress made to date will continue. 

16. The Project evaluation revealed several "lessons learned" that could be useful 
in developing similar projects in the future. 

a. Projects unable to reach interim objectives should not be allowed to 
continue in the sane direction and, if possible, should be reprogxanmd. 
This project is an example of successtul reprogramming. 

b. Technical assistance should precede capital assistance by several years. 
e fact that both Cuatro Pinos and Magdalena were developed as 
cooperatives after several years of technical assistance by the Swiss, no 
doubt contributed to the level of developnent these cooperatives have 
reached. 



J. Sumnary of Evaluation Findings, 
(3nclusions and kcanmendations 
(Contnd. ) 

c. Praluction and marketing syst.ans must expand at a similar rate. Both 
should be monitored closely to anticipate and eliminate potential 
bot t:lenecks before they occur. 

d. It should not be asswed that financial i~istitutions will function either 
efficiently or quickly. Allcwanzes should be made for delays beyond what 
one would expected in more developed muntries. 

e. Maganent is the "Achilles heel" in 'mth pri~te firms and cooperatives. 
Thexa is no substitute for good mamqanent. Every effort should be made 
to upgrade and train managanent personnel as soon as possible, preferably 
befcxe starting up the enterprise. Also, the breadth of managanent 
expertise needs to be expanded since the loss of a manager can cripple an 
otherwise successful operation. 

17. The reamendations of the e~luation team were: 

a. The thrust of the Small Farmer Marketinq Project should be continued. 
This can be done through the Agribusiness Project, both for cooperatives 
and pri~te business firms. The Grenial's program of market developnent 
should be closely monitored to ensure that the "market window" is ~ n e d  
as wide as possible. Past efforts in this respect have often lacked the 
professional skills required, or the effort was af too short a duration. 

b. Efforts to streanline the financial institutions serving the agricultural 
sector should be initiated immediately. The whole question of 
agricultural credits, especially those related to cooperatives, should be 
exanined to determine if it is possible to dewlop mechanisms to provide 
mall and mediun size farmers with credit and have this credit repaid at 
an acceptable level. 

c. Annual audits by outside auditors (other than I=@ personnel) should be 
required for each ooaperative receiving assistance under any USAID 
project. This shoald be done routinely and funded by one or more of the 
USAID projects i~mlved. Annual audits ,~?wuld be required of private 
firms receiving substanclal assistance fran USAID financed loans as well. 



PAGE 6 
%h thh EvrlurUon Summary; ~ I W ~ Y L  xt isch copy of lull 

evalur Uon rspon, even If  one was rubmlned rrrlier) 

EVALUATION REPORT 

I -. 
L COMhlENTS BY MISSION, AJDfiV OFFICE AND BORROWERIGRANTEE 

1 

1 .  
The evaluation fulfilled the' requirements of the Scope of Work. The USUP 
Mission and the implementing organizations ooncur in the fundings of the 
evaluation (with the exception of recamnendation c.), and are cqnmitted to 
implementing the reammendations. While the Mission agrees that management 
audits are appropriate, it: would be too expensive to require an outside audit 
of axperatives and mall f inns on a yearly basis. 
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. . .., 
A. An evaluation of the Small Farmer Marketing Project (520-0238) was 

m;le during the period October 7-31, 1986. me project was 

originally begun i n  1979 and w . 1 ~  r e p r o q r d  i n  May, 1984. Tne 

project is scheduled to'end December 31, 1986. 

B. The purposes of the evaluation are to: 

1. Determine tne economic and social impact of tne four coosratives 

involved - Cuatro Pinos, Magdalena, b s  ,mzaneros and Flor 

Patzunera. 

2. Evaluate the econonic i i iazc of laans provided to  f o x  private 

sector firms for processing a d  rrarketir: vegetables, a d  

3. Determine .institutional participation in project implem2ntation 

and effect. 

-. a 

C. Tne mthodology included a review of the scope of 'wor~ w i t h  USAID 
officials, review of a l l  relevent reports and documents, interviews 

w i t h  knowledgeable prsons,  v is i t s  t o  three of tne cooperatives and 

the four private firms, collection of data over a two week period 

froin farmers and otners by three ~ u a t e k l a n s ,  and finally a revier of 

this report w i t h  USAID officials. (The surveys made ~y tne 

Guatemalans are included as  a2prendices a t  the end of this  report). 

D. The amended p r o j a t  provided US$1.88 million in  USMD loan funds and 

Q800,000 of Governwnt of Guatemala funds for me coopsratives and 

US$1.1 million in  USAID loan funds to tne private sector for f r u i t  . 
and vegetable processing and mar~eting. 



As of th2 date of t h i s  evaluation, tne f3anco Nacional de Desarrollo 

(BAM)ESA) had authorized loans from USGD funds to  the coopxacivas 

as follows: 
Cuatro Pinos Q 678,140 

Magdalena . 644,771 
Us Manzaneros 171,000 

. Flor Patzunera none 

The B a l k  of Ciuatei~la had authorized USAID loans funds t o  two pr~vace 
financieras which, in  t u r n ,  made loan Cornitmerits t o  private sector 

firms as f o l l o ~ s  : 

Verduf rex 

CIUSA 

Gato Gordo 

Susano F. Reyes 

F. Bacicground information was obtainej o; each af tne four cmpxatives 

and an analysis made of 1) their present status and*"'*2) the use wing . . 

made of tne funds provided by USAID. Also, the interviews conduct& 
by tne Guatemalan personnel provided an insight into the effect tne 
coo,%rativ~s w2re having on tne sxio-econoinic well being of farrwrs 

and their f arniiies. 

G. Interviews were conducted with owners or off ic ials  of tne four 

private firms receiving USAlD lcan funds. %he interviews included 
questions as  to  tne use of tne loan funds,, effect on tne firms' 

output, tne effect  on exports, and information on the impact of the 

firms' operations on tne sinall and medium size farmsrs providing tne 
raw products t o  the plants. 

H. USAID loan funds were channeled tnrougn F N i E S A  (cooperatives) and 

the Bank of Guate.mla (to the private financieras wnicn, i n  turn, 

l o x  d t o  private firms for procsising and m r ~ e t i n g )  . 



E~NDESA~ s credit application . prc;cess, feasibility analysis 

requirements, regulations, dis~ursement and impieinentation processes 
- I . . . .  . ' 

were analyzed. 

The evaluation revealed wide-spread discontent over BAN3FSAns 

handling of loans to cooperatives. 

3. Mans to the private sector by tne private financieras were either 

fully or partially disbursed and the funds that had k e n  disrxlrsed 

had been utilized to -rove and expand operations of t he  four 

private firms at the time this evaluation was made. However, tnis 

apparent rapid movement of funds corcealed the fact tnac sane of tne 
private firms had been working on the loans for a considerable period 

before they become available to the f inancieras. Also, tne loan 

guarmtees were very stringent ar~d burdensome to tne borrowers. 

J. The cooperatives, w th tne exception of Flor Patzunera, received 

ccsiderable institutional support from USAID, the Ministry of 

Agriculture, and, especially prior to tne reprogramning in 1984, the 
Swiss. m e  support provided by USAID in f;i.r$ncing audits, 

preparation of accounting and administrative quidelines, and 

supporting salaries of the managers of three of the cooperatives has 

been crucial to tne cooperatives. 

K. A Coordinating Cormittee was formed as the primry administrative 

unit of the project. It consists of representatives of USAID, USPADA 

ar.3 BANiiSSA. Tne Committee has functioried mainly becaltse of USAIDts 

leadership. !be participation from UjPADA and BVDESA has been 

irregular due to personnel changes that disrupted tne continuity cf 
impu t from these agencies. 

L. me Ninistry of Agriculture, Livestoc~ and F d t s  input into tne 

project tfas been primarily through its representation on the 

Coordinating Commit tee (through USPADA) . It part icipaces in all 

matters concerning the project and its role i's crucial. 



I 

M. The Project has had a direct impact on women and children. (% tne 

one hand, the increased incomes derived from tne production of 

vegetables for export has led to  improvements in  nousenold amenities, 

health care, and length of schooling for children. On tne other, 

wown are now working more a t  home and witn the vqetable crops, 

while they carry good; for sale in markets less than before. As a 

result, their sphere of social relationships has ' ~ r r o w e d .  Children 

a'ke often used in harvesting vegetables and are required for this 

t a s k  even though they should be in school. %me c o m i t i e s  are  

considering changing the scnool hours to  a c c o ~ a t e  t h i s  need. 

N. The End of Project Status for a number of factors snow that, on 

balance, the cooperatives have met the goals set .  However, tnis has 

occurred despite the fact  tnat capital assistance providsd by tne 

r e p r o g r d  USAID loan w i l l  not be forthcoming unt i l  tne project has 

almost terminated. This indicates that the cooperatives are  

wnefiting from pre-assistance from USAID, tne Swiss and other 

donors, and that they are riding a wave of change tak ing  place in  a 

number of places i n  t h e  Highlands. .-.. 
. d . . 

0. ?he conclusions of tne evaluation wzre: 

1. !he reprogramming of the Small Farmer Marketing P;ojet was 
timely and turned an unsuccessfull project into one that has a 

more than a n  eve!. chance for success. 

2. !he decision t o  incorporate private sector firms into t n e  

project appears to  have been a wise one. mst of the firms 

receiving USAID funds througn private fin.ancieras nave utilized 

these funds and appar  to  oe operating succqssfully. 

3. 'Pne pro ec t  has had a net positive impact or, women and cnildren. i 



The early aid from the Swiss and other dorlors, and the later 

assistance given by USAID i n  management and administration of 
-. ... . 

Olatro Pinos and Aagdalena has been i n s t r k n t a l  to  the success 

t h u s  far of these cooperatives. 

The lacic of good. management has affected one of tne private 

businesses and. two of ,khe cooperatives. Training i n  th i  : area 
is badly needed. 

The mvemnt of funds froin lending agenc.ies to  cooperatives has 
been unacceptably slow. Private f i rm also have experienced 

delays and frustrations in me€-ing a l l  tne "requirements1' of 

lending agencies before receiving funds. 

Investmnts i n  tecnnical assistance have yielded exceptionally 

high returns. A better balance between it and capital 

assistance would have been desirable. 

Cooperatives are performing numerous i-unctions which should k 

provided by otner institutions, especially early' in  tne l i f e  of 
the cooperatives. 

The Coordinating Corrhnittee is not functioning as  intended, and 

USAID has had t o  play an ' inordinately strong role in  the Project 

oversight. 

Tne degree of marKet access for Guatemalan non-traditional 

exports is much too narrow. Expansion of maricet penetration 

efforts is ~ 3 d l y  neded. Tne degree of effort  ~ j r  tne Greinial i n  
this respect should oe closely monitored by USAID. 

The project has made a s u ~ s t a n t i a l  contribution t o  tne USAID 

s t r a w  for Guatemala. 'Ihe otner ccntinuing USAID projects - 
Agri~usiness, Crop Diversification, Highland Agricultural 

Development, and Cooperative Strengthaning -should ensure that 

the progress made t o  date w i l l  continue. 

- 5 -  



U.;AID desires , to monitor the socio-economic changes tnat are  

occurring i n  som of tne project areas. Adequate data are not 

currently available t o  do t n i s ,  therefore, a baseline study w i l l  be 

r e q ~ i r ~ d .  Suggestions for undertaking such a study are includad in  

the appendices of tne evaluation report. 

Tne Project evaluation revealed severa. "lessons learned" that could 

@ useful in developing similar projects i n  the future. 

Projects unable to  reach interim oojectives snould not be 

allowed to continue i n  the same direction and, if possible, k 

reprogramixd. This project is an exa;vlz of successful 

reprogramming. 

Technical assistance snouid precede capital assisLance by 

several years. Tne fact  tnat  mth a a t r o  Pinos and ivhgdalena 

were developed as  cooperatives after several years of t e c ~ i c a l  

assistlnce by the Swiss, no douck contributed to  tne level of 

de.relopment tnese cooperatives hav 2 reached. 
-. 4 . . 

Production and marketing sys :ems m u s t  expar 1 a t  a similar rate. 

Botn snould be monitored closely to  anticiptte and eliminate 

potential bottlenecks before they occur. 

It snould not be as;& tnat financial institutions w i l l  

function either efficiently 0.' quickly. Allowances should be 

made for delays beyond what one would expected i n  more developea 

countries. 

Management is tne "tknilles neel" in Docn private firms and 

cooperatives. mere is no substicute for good management. 

Every effort snoclld be made to  uarade and train management 

personnel as smn as  possible, pr,-fccable tefore start ing up tne 
enterprise. Alsa, tne ~ r e a d t n  of management expertise nexis to  

be expanded since the loss of a manager can cripp!.e an otnerwise 

successftil opere tion. 
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R. Tne reconmendations of the evaluation team are: 

. .. 
1. Tne thrust of tne Small Farmer Marketing project snould ce 

continued. lhis can tx done through the Agribusiness Project, 

both f , ~ r  c~operat ives  an< private business firms. Tne Gremial' s 
program of market development should D-. closely monitored t o  
enxsz that ' the "mar~et window1' is open,d a s  wide as  posaibl2. 

Past effor ts  i n  t n i s  respect have often 1acKed tne professional 

skills required, or tne effort  was of too snort a duration. 

2. Efforts to  streamline the financial institutions serving tne 

agricultural sector st-, ~ l d  .!e initiated immediately. -ma wnole 

yest ion of agricultural credits, especially those related to  

coqeratives, shozld be exm.inod to  determine i f  it is possible 

to develop richanisms kc prcvide s.wll 2r.d  dim size farmers 

w i t h  credit and have t n i s  credit repaid a t  a n  acceptable level. 

3. Annual audits by ous ide  auaitors (other tnan INACOP pe:sc.,msl) 

should be required for each coopsrative receiving assistance 
" 

under any USAID project. ibis snould be d& routinely and 
funded by one or more of the USAID projscts involved. Annual 

audits should oe required of private firms receiving s :~s tan t i a l .  + 

aslistance from USAID financed loans a i  w r l l .  


