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EXECUl'lVE SUHHAR Y 

The Rural Savings Mobilization Project (517-0179) (hereafter "RSMP") which 
is evaluated in this Repart is one ofa aeries of efforts by USAID/Dominican 
Republic over a nuaber of years to use and to i.prove the performance of 
financial institutions ~~ ~ vehicle for rural develo~ent. Although a 
relatively small ~roject (projected overall costs of Sl,292,000 including 
S500,000 AID and '792,000 host country contribution), this is an ambitious 
project intellectually, politically, ~nd developmentally. It bas achieved a 
number of remarkable results in the few .onths since its authorization in 
July, 1984. 

RSHP was conceived as a "pilot project" which sought " ••• to demonstrate 
the feasiblility of mobilizing voluntary savings in the rural areas" and "to 
suggest the des1rablllity of major changes both in the internal financial 
management of participating institutions and in the set of aggregate financial 
policies, including interest rate policies". The project bas three 
components: 

1. Savings mobilization in the Agricultural Bank of the Dominican 
Republic (hereafter "BAGRICOLA"); 

2. Savings mobilization in credit unions; and 
3. Research and dissemination. 

The evaluators draw the following overall conclusiona: 

A. With respect to project performance and results ~o date: 

1. Project implementation is vell under~y with ezceDtionally optimistic 
prospects in the BAGRICOLA and Research components. Z.plementation of the 
Credit Union component reflects a less optimistiC picture to date. In some 
respects, the .ost important results of BS~ .. y lie beyond the bounds of the 
original project concept ~th its largely "rural" orientation. RSMP has 
helped to generate a ree~ea1nation of financial policy concerns which estend 
to the nation's financial system as a whole. 

2. Doainican commitment to the project and performance in its implementation 
are escellent. Especially noteworthy are the efforts of the Central Bank and 
BAGRICOLA. In addition to the institutional commitment of Dominican 
organizations, the project bas achieved considerable success in attracting 
partiCipation of individual Dominican professionals in research, policy 
dialogue, and operations in financial institutions. 

3. The project has been esceptionally effective as an instrument of policy 
dialogue. Even if substantive results do not ultimately meet hopes and 
espectations, the process itself is an accomplishment in that it dem~~strates 
how effective in-depth dialogue can be promoted on comples and controversial 
policy issues. The combination of public discussion, research by Dominican 
investigators, and operational innovation by Dominican institutions - all 
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lupported and encouraged by flexible technical assistance and financing 
arrangements - is a powerful model for assistance. This Ilodel is particularly 
interelting in circUAltancel, luch as exist in thil case, where defectl in the 
nolicy environment are considered to be crucial constraints to acH~ving 
S~gnificant national development objectives. All perlons and in&tltutions 
involved are to be compliaented for the intellectual matudty of the process 
model and its implementation. 

4. The scope and rapidity of development of the BAGRICOLA savings 
mobilization component has clearly outrun the modestly stated objectives of 
the project design which colled for a "pilot" or "experimental" effort. While 
:his performance is most encouraging, it raises questions ,about how well the 
implications, especially the internal institutional implications of the 
savings mobilization effort are understood. It'also raises questions about 

.the adequacy of resources available to deal with the institutional 
consequenr.es of savings mobUization and related operationll including 
management policy, training, physical facilities, informatj,on systems and the 
like. 

s. The Credit Union component of the project presents several lerious 
issues. The component got off to a slow start by comparison with the other 
components. Operational problems including the selection of participating 
credit unions, difficulties with FEDOCOOP, and the extent of the work required 
to prepare the credit unions to mobilize lavings resulted in this component 
having less to show as of the time, of field interviews than other components. 
Nonetheless, the work completed as of Ocotober, 1984 indicated that at least 
one of the credit unions involved had achieved an adequate level of financial 
competence to mobilize savings effectively and that a sound .ystem for 
preparing credit unions for lavings aobilization had been developed. Data 
provided to the evaluators since the field interviews indicate considerable 
Trogress lince October, 1984 including the mobilization of $RD22J,15B 
12/31/84tn all four credit unions. 

While operational results appear to be promising, several serious 
questions remain open: 

a. Has a replicable technical assistance model been developed for 
assistance to coops and credit unions willing to undertake savings 
mobUization? An accounting system has been developed and, training has 
been provided to two Dominicans. But the evaluation took place too early 
to assess the effectiveness of technical assistance by Dominicans to 
credit unions. 

b. Given the problems faced by FEDOCOOP, is there an institutional base 
available within Which technical assistance for credit union savings 
mobilization can be positioned, BAGRICOLA for example? 
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c. A.suming that a technical alliltance .odel replicable by Dominicans 
hal been created and that the feasibility of 1,lIvinls .0bllization in 
credit unions has been or Ihortly will be.de.~~ltrated and that a lui table 
inltitutional base for t~r.hnical alsiltance ca1l be found, do credit unionl 
as luch offer lufficient levelopment benefitl 1:0 jUltify continued Hilsion 
attention7 

The credit union component presents a challange to evaluation as well as 
aaDalement. While other components of RSHP appear to be ~ll leated and have 
Itrong Dolllinican leadership, the Credit Union compolnent lives the outwrd 
appearance of an relatively hilh cost, low-pay-off operation ~ich lackl an 
institutional home and a demonstrated replication potential. On the other 
hand, this component Itarted slowly, suffered leri.)u61y from the lack of a 
suitable institutional base, and nonetheless is prfoducing interesting if 
necessarily .odest results. 

The credit union component both req~ires and deservel close Mission 
attention in the coming .onths. If the pilot credit union I.vings 
aobilization efforts perform well, the Milsion may well have identified a 
lilnificant and innovative initiative in cooperative developaent. If the 
results are not encouraling, it may be desirable to consider eliminating the 
cooperative component of the Project and foculiDfJ relourcel on activities with 
Ireater potential for success. 

6. RSHP presents a series of challenling manalement ilsues. One luch issue 
is wether P~HP has been "too luccessful" in BAC;RICOLA. A Itronl case can be 
made for the proposition that lavingl mobilization il .oving too fa.t in 
BAGRICOLA and that lerious rilkl are being run by encouraling eztensive 
depolit and lending before the inltitution il prepared and fully underltanda 
the ilIplications of a "new bulinesl... Converll:ly. a Itrona case can be llade 
that an opportunity for 11~·ficant change now ezi,tl and Ihould be ezploited 
whlle lupport ezilU for bpi rtant reforas. I't appears that BAGllICOLA has 
aade the deCision to .ove ah sd for better or .orle. USAID can make a 
difference in deteraining the ultiaate lucceS8 or failure of this effort by 
assuring access to lound technical assistance and should do 10. 

7. Whether the Milsion decides to preas the fopportunities for aignif1c4nt 
institutional and policy reforms which RSHP has opened or not, the lenie is 
out of the bottle. Dominicans lee the opportunities for doaestic savings 
mobilization inherent in the project concept. BAGRICOLA .analement appears to 
have decided to run the rilkl of alsreaa1ve "avinas aobUbation within an 
institution not previously oriented toward "banking" activity. Aasuring 
adequate technical alsistance resources to help the Doainicans deal ~th 
unfolding problems and opportunities appears to be not only highly deElrable 
but necessary. 
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8. The relationship of RSHP to wider financial reform initiatives and program 
objectives of the Mission presents another question for close management 
consideration. RSHP, a project 8trongly oriented toward "rural" financial 
markets, has helped to open avenues of possible reform well beyond the 
8trictly rurml. But the "rural" objectives of RSHP remain significant in and 
of themselves. Ideally the Mission will see its way clear to moving forward 
with a comprehensive financial sector effort which includes both continuing 
~fforts to improve the performance of rural financial markets and addresses 
wider financial sector reform opportunities. 

B. With respect to the. administration of the project; 

1. Ohio State Univera1ty performance in the project ba,l been excellent 
overall. OSU has mobilized an impressive array of technical assistance 
resources both from its own staff and outside consultants. The technical 
assistance effort is perceived to be effective by participants in the 
project. The assistance prodded appears to the evaluators to have been 
relevant, appropriate, and effective (although effectiveness of TA for the 
cooperative component ca~ot yet be judged). OSU appears to have sought 
outside consulting talent rather than using its internal staff to maximize its 
revenues from the project. 

2. The OSU approach to providing tA primarily through short visits rather 
than through senior in-country ataffing appears to be effective. Total costs 
of extensive short-term assistance to date appear to be lower than maintaining 
a senior professional in-country. The scope of professional services provided 
is far wider than anyone professional in-country could offer. The extensive 
short-term tA format is expensive but on balance appears to be more effective 
for the type of project involved than a single senior advisor. With the 
exception of the Credit Union component, this project places a hi8h priority 
on intellectual interchange and reliance on Dominican institutions to manage 
day-to-day implementation. The Dominicans a) ?Brently like and prof! t from 
short bursts of "high voltoge" technical ass' ,tance. With respect to the 
credit union component, long-term in-country fA along current lines appears to 
be essential. In short, the evaluators recommend no change in the technical 
assistance delivery system ~f the project in its current form. 

3. The evaluators closely examined OSU-Dominican institution links and the 
role and effectiveness of the key participsnts. There do not appear to be any 
problems requiring immediate mana8erial attention. A few minor issues 
surfaced but were promptly addressed, apparently effectively, by the 
individuals involved. 

4. S~pport from the S&T/RAD Cooperative Agreement project "Rural Savings for 
Capital Hobilization" ("aSCH") and its predecessor Cooperative Agreement 
"Rural finanCial Markets· 1I'\S an essential factor in developing and 
implementing this Project. RSCH provided funding and acted as a vehicle 
throu8h which USAlD/DR channeled funds to OSU for project purposes. Further 
funding from RSCH is now precluded because of the relatively lar8e 
contribution already .. de to the Dominican Republic effort. 
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As the cooperative asreeaent con~ept in relevant part is currently aubject 
to criticism in AlD/W and aay be e1iainated as a support aechaniam. 
consideration should be siven by AlD/W as to how this type of aupport can be 
obtained by USAIDs .• the future. It is hiSh1y unlikely that the Mission 
could have undertaken the effort represented by this project without a 
flexible support aechanism such as the OSU Cooperative Asreement snd the 
"center of ezc~llence" represented by the OSU financial aarkets prosram. It 
is extremely difficult for USAlD missions to i~itiate prosrammins in nen and 
sophisticated technical areas without a transitional support aechanism such as 
the cooperative asreemp.nt device. 

5. The Missio~ has maintained a relatively low profile in the implementation 
of this Project. On balance. this approach appears to have been sound. Now, 
however. deeper USAlD involvement misht well Itrensthen the hand of 
technocrats. facilitate operations. and enhance coordination for effectins 
chanses in this Project and the development of a new project. 

c. With respect to follov-on activiti~s: 

1. Desirability of fol1ov-on activity 

The primary recommendation of the evaluators is that the Mission should indeed 
follow up on RSMP and continue to work in the field of financial sector reform 
in the Dominican Republic. The ideal approach would be a comprehensive 
financial sector development program incorporatins ausseltions diacussed 
below. But if a comprehensive prosram is not feasible. then one or several of 
the approaches described are well worth addressins individually. The precise 
approach adopted is leas iaportant than the decision to continue to build on 
the RSMP and related Miaaion efforts in recent years. 

The rapid deve:l?pment of the BAGRICOLA effort and the a10w development of 
the credit union effort ausseat that the RSMP desisn bas been auperceeded by 
implementation ezp~rience. a wholly appropriate outcoae in an experimental 
project. The evaluators recommend deve10pins a new project Which would follow 
on before or immediately after tbe FY 1986 PACD of this Project. In that 
connection. the Miasion should consider a amell ausmentation of RSMP fundins 
to suatain the project's .omentum durins the transition from RSMP to a larger 
follow-on project. If a .. jor follow on effort <such as those discussed 
below) is not feasible i.mediately. the Mission aay wish to consider a 
someWhat larger augmentation of RSMP effected through a project amendment to 
austain RSMP activities beyond the current PACD. If the Mission does not wish 
to undertake a new follov-on project. resources and objectives of this Rural 
Savings Mobilization Project should be reexamined with a view to preserving 
resources to .. intain the more successful initiatives of the Project even at a 
low level of activity. 
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2. Completion of IlSHP 

RSMP has achieved loae notable relults in itl first year of 
implementation. It bal alao encountered lome ~roblems le'V'eral of which the 
Mission has already addrelsed. Generally, thl!';c~ are "Iel.:ond seneration" 
problems - consequencel of achievins -first S2neration- objectives. Most 
important, RSMP bas become a vehicle for Itrons Dominican aanaserial and 
intellectual leadership. The project should be completed and follow-on 
activities (discussed at 3-6 below) initiated. A few important adjustments in 
IlSMP which will be desirable durins the relll8inins life of the project include: 

a. BAGRICOLA 

USAID should assure access by BAGRICOLA to technical assistance services 
in order to monitor prosress of the lavinss mobilization effort and its impact 
on bank operations and in order to continue close advisory lupport to 
BAGRICOLA officials on key hankins manasement issues. Preferably such 
additional assistance would be provided in the context of a transition to a 
broader BAGRICOLA institutional development project lucq as that discussed in 
section V D. 

b. Credit Unions 

The question of identifyinS an institutional base for the credit union 
activity should be relolved as loon 8S possible. Results of the work done in 
~he four pilot credit unions should be monitored for a number of months before 
replication is undertaken. Plannins follow-on credit union assistance 
activities should be initiated in the context of new project activity as 
discussed in V E. 

c. Research 

Additional local currency resources should be I118de available to Dominican 
researchers to help finish and publish researcn projects and to provide 
incentives for new research initiatives. 

3. A Comprehensive Financial Marketl Development Project 

The ~valuators recommend early mission consideration of a comprehensive 
financial lector reform project. Evolvins circuastances in the Dominican 
economy combined with the opportunties for policy dialosue and innovation 
senerated by RSHP aay aake a thoroush reex8IIIination of financial lector policy 
and institutional development feasible. One cannot predict the outcome of a 
process of policy dialosue; however, even modest policy chanses in financial 
policy can yield sreat dividends. It is possible that a comprehensive 
approach, while difficult, aay have a better chance to be effective than a 
narrower, -piecemeal- approach to financial sector problems. 
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The ultiaate objective of a comprehensive financial sector development 
project would be a national financial aarket which would encourage a free flow 
of resources to the .ost proauctive uses which in turn would lenerate the 
Ireatest benefits to the economy overall. In the near term, however, the 
purpose would ~ a relatively modest one of dea1pina a frallework within vhf 
policy planners and institutional .. nagers can define their plans and 
objectives for financial policy reform and institutional development. This 
framework would be, in essence, a system of indicative plaonina within which 
responsible officials can make plans in light of reasonable ezpectations of 
the plans and intentions of other responsible officials. 

Support ina the development of this framework would be a process of 
plannina for the financial sector including the gatherina of data, research 
and polic, analysis, and development of individual project activities to 
assist the institutional development process. This process would build on the 
considerable,work already done in this area and help to rationalize and focus 
knowledge and interest in the field. 

The process would begin with the design of an overall prolram for 
financial sector development. Either all or selected portions of the overall 
program wauld be "projectized" by USAID (or other donors or the GeDR with its 
own resources). Dependina on the availability of resources and other factors, 
the program co~d be implemented in its entirety t.mediately or in parts over 
time. But a comprehensive plaDDina process would help assure that the pieces 
(and especially the policies) fit tOlethe~, the data is gathered and analyzed 
efficiently, and that ezpectations are clear. 

Some of the individua~ parts of a comprehensive program are discussed 
below. Tbe individual components suitably revised can also be viewed as 
"stand-alone" projects 

4. Finan&:ia'. Sector Information, Analysis, and Plaonina 

RSHP provides a useful model of research and policy dialogue which could 
well be ezpanded to promote broader financial sector reform objectives 
preferabl, within a comprehensive sector prolram but also very usefully as an 
independent follow-on and ezpansion of the RSHP concept. 

A research and policy analysis prolram could be structured with the 
followina characteristics: 

a. Central bank aanagement. 

b. Resea~h conducted by numerous professionals in Dominican institutions 
(but with .ore senerous support than has been available under RSHP). 

c. Techn1cal support provided by U.S. professionals in conjunction with 
ezperts from other Latin Aaeric~n countries. 
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d. Public policy dialogue carried out through the medium of open workshops 
and foruas; publication of articles by program participar.:s; and, p~rhaps, 
other foras of inforaation dilsemination. 

e. Establishment of In academic cente1' for the study of financial markets in 
a major .Dominican university. 

f. Funding for a wide range of technical assistance in banking and financial 
institution management. The modernization of financial institutions can not 
only add to profitability and competitiveness but also encourage attitudinal 
changes Which may be crucial to improving service to agriculture, to less 
wealthy customers, and to other groups in the society needing Detter financial 
services than are now available. 

g. Research support and arrangements for U.S. training Dominicans in 
financial markets disciplines. 

s. Institutional Development in BAGRlCOLA 

!AGRICOLA aust evolve into a more effective financial institution to 
support agriculture and rural development in the Dominican Republic. 
BAGRICOLA cannot continue to function as a mere transfer agent of the GODR and 
international donors if the institution is to play a significant role in 
mobi1iz1n& domestic resources for agricultu~e. RSHP bas encouraged a major 
step forward toward a much invigorated &AGRICOLA. This development Ihould be 
supported and the real opportunities for institutional change now open should 
be esp10ited. At the same time, it must be recognized thftt lome of the 
traditional "transfer agent" function. of &AGRICOLA are unlikely to be fully 
displaced for lome period of time. The problem is one of how to encourage 
developlent in new directions while maintaining (and if possible improving) 
the still essential traditional functions. 

We lU88est that consideration be gi en to a transitional institutional 
development project in BAGRICOLA Which promotes restructuring of &AGRICOLA 
into a ~ura1 Finance Agency· of GODR Which would carry out both new and 
residual functions but within separate organizational units. 

An AID project· would provide technical assistance and some commodity 
assistance for computerization, improved communications, and other facility 
improvelents. tA would addrels .. nagement issues including information 
systems; personnel implications of "banking for profit" (such as incentives); 
decentralization of decision making and making branches profit centers; 
methods of working more effectively with the private sector including 
co-financing and risk sharing with commercial banks; and developing practical 
techniques for dealing with the businessl farming community with its peculiar 
characteristics. A central concern of this project would be promotion of 
private lector financial lupport of commercial agriculture, a process Which 
.. y require differential (but shared) risk taking by BAGRICOLA. 

http:participar.ts
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A ItrODg research and policy analyeil unit within &AGRICOLA would lend 
weigh~ to the Bank'. participation in policy dialogue and lupport deve:opment 
of new BAGlICOLA functions luch as tlholeaale banking for r.ew and edsting 
111811 financial o=ganizationa, developing practical •• 'IT'lI to facilitate access 
to Domini'can owned or controlled wealth Qnd incollle in .. he United States, and 
lIIobilization of domestic assets luch as rural land. Developlllent of luch 
possibilities l118y offer opportuntitiea for lIIobilization of lavings beyo~d 
those afforded solely by raising interest on deposits. However, they require 
technical Ikills aud a sensitivity to private enterprise viewpoints. If. 
firmer coamon ground between public interest in development and private 
interest in profit and security can be found, considerable resources not now 
available can be calle~ into the Dominican development process. 

Consideration should be given to BAGRICOLA playing a technical support 
role to financial services groups such as credit unions, cooperatives, and 
similar oISanizations ~en aad if it proves to be 1IIIposlible for traditional 
support oISanizations such as federations to function effectively. BAGRICOLA 
might also be considered as an institutional base for financial education 
services including financial advice and training for rural people of moderate 
and lo'if iDcome. 

An area of particular j,mportance is the need to uplore whether cOlllputer 
technologJ offers opportunities for decisive changes in the institution and in 
rural finance in general. In the past, agricultural lending costs have been 
high for a number of reasons including geographic disperlion of customers, 
inadequate decentralization (procedures and personnel illuea), and lack of 
modern eqaiplllent, as ~!l as default and late payment. The rapid advance of 
computer technology and applications to various financial operations may now 
permit a fundamental breakthrough in BAGRlCOLA adain1ltration problems. While 
we understand that there il sOllie technical aSlistance be~~ offered in this 
connectioa, it would seelll desirable to consider uamiltng bank aanagelllent in 
all its ramifications in light of new technological p,ssibilities. 

6. New Approaches to Base Level Financial Services 

The ptoblelll of financial intermediation and services for people of lIIodest 
~eans has been a d~veloplllent ~oncern literally for decades. While aany 
achievellleDts have been recorded in individual lituations, widespread success 
in helpiDi or8anize the financial resourcel of large numbers of relativelY 
poorer peaple has proven elusive. The problelll leems to escape solution and 
yet is too illlportant to abandon. The logiC of establishing federations of 
cooperati~es and credit unions to provide an institutional core and various 
necessary lervices to lIIelllber organizations would leelll cOlllpelling. Yet 
experience delllonstrates that such MumbrellaM organizations tend not to be 
viable in the absence of continuing donor lupport. Unfortunately, the 
Dominican Republic offers an ezample of this phenolllenon. 
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Rethinkiug this problem and ezperimentiug with new alternatives to its 
aolution deserves aerious attention in the Dominican Republic. There are a 
number of alternatives availab~e to the Hission to help develop financial 
services for people outside the commercial banking aystem, each with its 
peculiar advE -ges and disadvantages. The ADEMI experience and the 
reinvigoration of the four pilot credit unions under RSHP suggest that 
effective aolutions can be implemented. RSHP presents an interestiug model 
for base level financial organization development. When RSHP encountered a 
problem with FEDOCOOP, the Kisyion decided, wisely in th~ evaluators' view, to 
push ahead with direct assistance at the credit union level rather than try to 
deal with see.iugly insurmountable problems at the Federation level. 
Obviously the cost of assistance to these four credit unions WBS high. Direct 
expatriat~ technical assistance should not be replicated iu its current form. 
But if Dominicans can be trained to do what the OSU in-country advisors did 
without an expensive federation su~erstructure, wide-sp~ead replication might 
be achieved at modest cost. 

It may be worthWhile to try to build on this experience in a follow-on 
project. The proposed approach to technical assistanc~ delivery would be a 
private enterprise, ·consulting" model. It WDuld focus on helpiug base level 
organizations (such as credit unions) to achieve financial competence. The 
model eschews u.brella organization support. Assistance would be provided by 
individual Dominican consultants, not by an. organization. The inGividual 
Dominican consultants would be drawn from professional backgrounds and trained 
to provide necessary services to client base level organizations. Such 
services might ,be limited to: 

a. Elplainiug to base level organization mem~ers the reasoniug behind savings 
.obilization, higher interest rates for saviugs and for lendiug, and 
related concerns; 

b. Installing bookkeepiug systems ~o support internal accountiug 
requirements; and, 

c. Assisting client organizations in establishing financial connections with 
bankins. organzaUons (including commercial banks as well as BAGlUCOLA) j 

Trainiug and organizational support for the Dominican consultants carrying 
out these functions wo~t,\ be centered in ~n existiug financial· institution. 
BAGRICOLA would be the ideal candidate. But that institutional function would 
be limited to providiug support and evaluatiug performance of the individual 
consultants. BAGRICOLA would not be responsible for the success or failure of 
the consultants or the base level organizations. 

A number of other experimental approaches to financial services for people 
of .odest means .ight be considered besides the "consultant-base level 
or8anization" .odel. Some interestiug possibilities include: 

http:might.be
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a. Promote activities which draw lower income people into eZiatin8 financial 
tnatitutions. It would aeem that an ideal way to lower coata ia to uae 
the institutional infractructure of the bankins ca.Dunity. But will banka 
lend to the poor7 The establiahment of credit 1s an iaportant a.set for 
people outside the foraal financial ayatem. ID t.~a connection, the ADEHl 
pr08ram offera a ~umber of lessons well worth following up. 

b. In some countries use of Ma8ricultural creditM for 
non-a8ricultural-production uses has been.aource of concern. Perhaps this 
is not only unavoidable but desirable. An ezperiaent a18ht be baaed on 
facilitating lendins to extended families or other self-aelected 8roups as 
an economic enterprise. Income and assets of the 8roup would 8enerate a 
base for borrowing for productive purposes not limited by sector. 

c. Approach financial aervices from an educational viewpoint. Use the formal 
education system as a vehicle to provide training both to atudents and 
parents in the use and underatandins of money and its aanagement. Support 
development of trainins pr08rams in financial akills at achool and 
university levels. Pro.ote credit unions in schools as a practical method 
for exposing atudenta to financial ezperience. 

d. Consider ezaaining problems and opportunities in financins rural land 
transac tions. 

7. The Role of Cred·t In AID Financial Sector Projects 

Cheap credit from 80vernments and donors bas been identified as a major 
cause of rural financial market dysfunction. A atrong arauaent can be made 
tbat the availl .lity of cheap credit baa helped to aake it poaaible for 
lovernaenta to .. intain ~oor policies which reault in unprofitable a8riculture 
and a hoat of other econoaic and aocial·probl.ma. On the other band, farmers 
need aoney to produce and to live. When auch aoney Is .. de available through 
donora and 80vernaents, certain aabi8uitiea aay eme 3e cODcernin8 perceptions 
of the nature of the tranaaction throu8h Which acce~s to the funds 1a 
provided. Donors tend to thi!llt of auch aoDiea aa McreditM and expect farmers 
to repay the ·debt·. Farmera .. y think of auch moDies as ·credit· <and repay) 
if they can .. ke a profit and can ezpect access to auch moDies in the future. 
However, farmers may think of auch aGnies as aomething other than ·credit· 
<and not repay) if they cannot aake c profit or do not ezpect access to auch 
aonies in tb(·. future. This difference in perCEption va. often in part 
resolved by providins money at below aarket interest rates. But aubsidized 
cr.edit commonly did not result in profitable aKriculture, often auch of the 
·.on.y· did not reach the intended beneficiaries, and the effort to use 
·credit· to accomplish various economic and social objectives was aeen to lead 
to aystemic problems in the financial syatem ultiaately redounding to the harm 
of the farmers themselves, a classic vicious cycle. 
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The farmerl' iamediate need for aoney ie Banquo'a ,holt at the table of 
financtal policy and inltitutional reform. Substantial infUlioDl of ct~dit to 
help aeet faraerl' current needl are desired and probably espected. Jut the 
anoaoly of proaoting financial policy reforms Vb1lr offerins wthe hair of the 
doS that bit ••• (the financial lector)W il obvious. 

It se.-s to at least one evaluator that the core issue in asricultural 
credit is DOt interest rates but the lack of profitability in Dominican 
asriculture. Until the policiel and the Iystem of accesl to inputs and 
markets which .ake asriculture profitable are in place, donor aud sovernment 
WaoneyW may not be vie~d al wcredit W (in the sense of funds borrowed with the 
intention of investaent and repayment). 

In considering how to deal with GOH espectations and needs for AID £undlns 
for financial lector operations beyond technical assistance and commodities 
for institutional improvements, the Kilsion aisht ¥iln to consider an esplicit 
diltinction between: 

a. Money for wcreditW to en~oura8e profitable asriculture 

b. Money for continsent tranlfer payments to farmers for defined 
economic, locial, or political objectives 

Financins wb. w .. y well be ellential for various reasonl until the policy 
and inatitutional Itructure of the asricultural and financial lectors are in 
lound condition. But the procels of refora1ns financial policy and 
institutions Ihould not be carried out al an operational adjunct of effectins 
tranlfer payments in the suise of credit. Conversely, to the estent that Wb" 
type finaocial operations take place, they Ihould be clearly identified as 
transitional, related only to current econoaic difficultiel, and with every 
effo~t made to It.1t its now well under.ltood baneful .ffects. 
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I. INl'RODUCTION 

this paper conatitutea the Report of the Evaluation of the USAID/Doainican 
Republic Rural Savinsa Mobilization Project (517-0179) and related 
activities. 7he work waB conducted purauant to purc~Aae orders numbers 
85-AID-002 and 85-AID-003. The evaluation ten _8 compoaed of CharleB 
Blankstein, State Univeraity of New York at Stony Brook, Chief of Party, and 
Jerry Ladman, Arizona State UniverBity~ 

The purposes of the evaluation as set out in the purchaBe order scopeB of 
work .. B as follows: 

1. Determine the extent to which Project goal and subgoals are being met; 

2. Quantify accomplishments in savinsB mobilization, atudieB of formal 
and inform~l financial marketB, and disBemin~tion of project 
activities; 

3. Reexamine Project targets in light of achievements and GODR financial 
reforas to determine if a reforaulation of project purpose is 
desirable; 

4. Identify aajor obstacles and bottlenecks in Project implementation 
and recommend necessary actions to remove them; 

5. Forecast project impact in order to establish the basis for 
development of a ,econd stage Project Identification Document. 

Ea~h team member ... given additional apecific isauea to address in their 
individual acopes of work which are aet out in ADnex A. In the event, both 
team ~mbera a~dres.ed both liata of apecific iaaues and the conclusions on 
these matters ~eflected in the Report are aha red views. 

In carryi~ out the work, the team was in country for a total of 23 person 
days includins attendance at the Central Bank Workshop in Puerto Plata October 
18 to 20, 1984. An additional 19 daya of work were performed in completing 
the evaluation. . 

Interviews were conducted with 37 peraons in Santo Domingo, Puerto Plata, 
La Vega, and Wash1nston, D.C. Th~ team reviewed the project paper, official 
project files, and related docuaentation in USAlD. It conBidered USAID 
project related aspecta and documentation of the Science and Technology Bureau 
Rural Sav1nss Hobilization Project (936-5315). Eight reaearch reports and 
eight research proposals were reviewed. The Agricultural Bank of the 
Dominican Republic (BAGRICOLA) atatiatics and procedurea relating to aavinss 
mobilization and related bank operation. and procedures were reviewed. The 
accounting ayatem developed under the project for cooperativea ... reviewed 
along with related inforaation on cooperatives in the Dominican Republic. 
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Data .nd procedures on Central Bank .. nale.ent of local currency commi~ments 
undet the proj.lct were examined. A learch of the rural lavinas .obil!zation 
aaterial in the AID Development Info~ation Syste. prepared by Hr. Jame~ 
Turner, PPC/COIE was reviewed. 

Cooperation of all respondents, institutional and individual was 
excellent. The team wishel to exprell itl appreciation for the clarity and 
candor of all persons we approached in connection with this work. 

The Report is orlanized 10 as to provide an easily accessable leneral 
overview While facilitatina quick reference to specific activities and problem 
areas. The Executive Summary offers a brief overview with summaries of 
fundinas and recommendationl. Part II provides leneral backlround 
information. Part III is the core of the delcription of the project. This 
lection addresses the three .ajor components of the project individually and 
includes observation on prolress toward particular objectives, identification 
of proble.a, and IUlgestions concernina adjult.ents which the milsion and 
other participants may w1s~, to consider durina the continuation of this 
project. Part IV provides an assess~nt conaiderina current and anticipated 
operational probl~s and iSluel vh1ch affect the project as a Whole rather 
than specific components. Part V explore I 10.e poslible follow-on projectl 
and activitie~. Part VI offerl concludiua observations keyed to the 
Statements of Work in the two purchale orders. 

II. BACKGROUND 

The Rural Savinas Kobilization Project (RSHP) il a product of two long and 
complex lines of develop.ent experience Which Ihould be outlined to place the 
project, and therefore the project'l resultl and pro.pectl, in perspective for 
evaluation. These two lines of develop~nt are the e'-olvinl concepts of rural 
finanCial .. rket development and the tortured history of agricultural lector 
development in the Dominican Republic. 

The Dominican Republic e~rged from the Trujillo dictatorship with a 
It rona traditional export agriculture but a weak institutional base to pro.ote 
diversification and growth in agriculture. Durina th~ 1960'1 and 1970'., the 
Dominican Republic experienced rapid economic development. Amona a number of 
developmental effortl, expansion and growth were pro.oted alona .. ny 
dt.ensions in the agricultural lector and in financial aarkets generally. 
Prices and excbanae rates were generally Itable. External agencies including 
AID, IDB, and IBRD channelled substantial resources into the burgeonina 
economy. By the late 1970's however, it WBS clear that results of years of 
developmental effort in the agricultural sector were dilappointina. 
Substantial institutional development had taken place, but the profitability 
of .. ny crucial agricultural commoditiel grown in the Dominican Republic ~s 
unsatilfactory. The country was import ina .. ny Itaple commodities. Rural 
incomes had remained relatively low while .igration had lwelled citiel to 
roughly SO percent of the population. Agriculture wes not performina well. 

http:pro,-.ct
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The role of financial aarket performance in lupport of alriculture waa a 
notable component, althoulh by no meana the only probl~m, in the picture. The 
ratio of alricultural credit to Iroll domeltic product from alriculture, ~ich 
bad rilen from 10.5 percent in 19~5 to G still low but improvins 19.8 percent 
in 1976, belan to decline. Volumes ~ ~elourcel aobilized and credit Iranted 
declined in real terms. While a relatively lophilticated urban financial 
Iystem developed, rural dweller. had accela to limited and often no lervices 
from financial institutions. Little was known about the real cost and 
effectivenesl of informal financial lources in rural areaa. 

The problems of rural· finance were not ignored by the Government of the 
Dominican Republic (GODR) or the external development alencies. A number of 
efforts aoulht to improve performance of the BAGRIOOLA and to provide credit, 
typically on highly subsidized terms, to rural dwellers, eapecially to amall 
fa~~rs. In 1979, dissatisfaction vith the relults of these prOlrams led 
USAID/Dr to live preliminary consideration to a aajor effort to aaliat reform 
of rural financial aarkets. Unfortunately, the dilaaterous hurricanes of the 
fall of that year forced a redirection of attention toward more preslins 
problems includins relief and reconstruction. Deepenins economic problems 
aalociated with the decline in ausar pricea, the rile of enerlY pricel, 
deterioration of tbe eschsnse rate, and a bOlt of otber ilauel both 
exar.erbated and were exacerbated by poor performance of tbe alricultural 
sector and rural financial aarketl. 

Paradoxically, the decade of Iradual. then acceleratins decline in the 
Dominican rural economy paralleled an evolvius chanse in the development 
community'a underatandins of tbe role and mechanicI of rural financial aarkets 
and agricultural credit. The resulta of early relearcb by leveral 
investilatora was focused and Ireatly auppleaented by AID in tbe 1973 Spring 
ReviEW of Saall Faraer Credit. Thil relearch IUllelted ... ons other thinss. 
that poor farmera can and will "ve; that luch lavinsa v1ll be placed in 
financial inatitutiona when politive , !al int .. relt ratea .nd facilitiel are 
available; that under appropriate cir~ Imatancel poor farmerl lave at 
differentially bilber ratel than wealthier farmerl; that tranlaction COltl for 
poor farmera attemptins to ule foraal financial inltitutions are often 
extremely bilh; and. perhapi the aoat counterintuitive findinl, that low 
lubsidized interelt rates can be harmful to lmaller farmerl becaule Icarce low 
interelt rate loan fundI tend to be allocated on tbe bali I of non-aarket 
conaiderations which work differentially alainat tbe poor and powerlela. 

Thele findinss lave rile to a fundamental rethink1nl of the premilea of 
the ubiquitous lubsidized alricultural credit project. Hiaher, free market 
interest rates, it was arl~e~. would mobilize financial resources and make 
such resources available for competitive useR in a~riculture. The concept was 
vilorously debated for yeara, widely accepted at an intellectual level, 
applied luccesafully in lome calea, but perhaps Dore often than not found to 
be not implementable. The concept was not aade widely operational, perhaps in 
part for purely political realonl, but often more importantly fQr economic 
realonl' when alriculture il not profitable at bilb (or for that aatter low) 
interest rates, it il difficult to charle hilh interelt ratea for alricultural 
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lending. Since increased asricultural production and increated rural incomes 
were essential, the effort. ~t ~de to ·pulh· asricultural production <and 
later promote equity) with low-colt credit. ThuI, the problem of interest 
rates was entwined with a number of asricultural policy issues, particular1v , 

in the Dc ·~ican Republic, price policy. 

The policy tensions alsociated with donor dissatisfaction with the 
performance of traditional asricultural credit operations and borrower 
resistance to raising interest rates were ezacerbated by the econoatc 
reversals luffered by many developins countriel in the late 1970 and early 
1980. It became apparent then, if it ~s not apparent long before, that 
raising interest rates without fundamental policy and financial market reforms 
WBS impractical to nesotiate, even if they were theoretically sound and 
op~rationally workable. 

The inability to induce interest rate chanses was one of a number of 
factors which tended, in the early 1980's, to ahift the fulcrum of the 
financial reform argument from raising interest rates to mobilizins rural 
savings. The core arSWIent wal based on the notion that farmers can and will 
lave and thus senerate resources to meet their credit needa. To attract their 
<and incidently others') saving I , a hisher interest rate mult be paid and 
convenient lavingt facilit1~1 .. de available. 

It followed not only that hisher ratea mult be charsed for credit but also 
that the very behavior of financial institutions and their officers must 
chanse. Rather than banks, luch aa the Agricultural Beuk of the Dominican 
Republic, actins al a mere conduit for low cost resource. from sovernment and 
donors to farmerl, the aobilization of laving I would put luch inltitutiona in 
the bUlinesl of buyins and lelling money. The incentives of private lector 
enterprile would be brought to bear on asricultural credit. The viablity of 
financial inati tutionl lerving rural areal wuld be enahanced. The rural 
populatiou'l accell to financial lervice8 would be broadened. Tlle forc~1 or. 
the market would promote competition and tend to rationalize rural finance. 
The policy force of th11 line of thinking in rural finance was lublequentl, 
buttrelled by the Itrons private enterprile, free-.arket orientation of the 
ieasan adminiltration. 

From 1979 to 1983, USAlD/DR kept an eye on rural financial illuel and 
lupported leveral in-country activities relating to rural financial market 
intereltl and to the broad~r problems of asricultural lector policy reform. 
In this period the Hislion undertook leveral aajor efforts in relearch and 
operations involving financial marketl, private enterprile promotion, and 
·policy dialosue.· Dr. Roberto ealtro, upon his arrival in Santo Domingo 
refocused Mislion attention on the problem. 

Host of the practical ezperience with the "new Wive" rural financial 
market doctrine came from Acia, in particular TaiWBn, South Korea, and the 
Philippines. However, leveral projects were undertaken in the Latin America 
resion includins effortl in Peru and Hondural. It wal thil ezperience that 
the Milsion lousht to draw upon in 1983, when it addrelsed once asain the 
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problem of rural financial .arkets in the Dominican Republic. Aa it had in 
1979, the Hission drew on the Ohio State University rural financial market 
group through the Science and Technology Bureau cooperative agreement 
aechan1alD. 

These two lines of experience, the emerging -new wavew financial markets 
doctrine and long standing atagnation of key componenta of DolDinican 
agriculture illulDinate both the thrust and the limitations of the RSHP in its 
current form. Aa this Report will document, the project has had except10nal 
initial success, not only in attracting aaving8 but a180 in prolDoting in-depth 
policy dialogue and initiating inatitutional reforms. 

The project could well encourage financial 8ector reforms of ilDportance 
far beyond the agricultural sector. Savings 1D0bilization 4nd financial 
reforlDs are likely to be the IDOSt aignificant impact8 of the project, rather 
than the ilDpact on agricultural production. 

Thu8 RSHP may prove to be a landmark application of -new wavew financial 
aarket developlDent tbinld.ng. But it 1& doubtful that RSHP can lead to 
increased agricultural production and rural incomea, the project goal (pp p 
15), absent fundalDental changes in the profitability of Doainican agriculture. 

The question of whether RSHP can achieve its atated agricultural sector 
goals or i8 1D0re likely to contribute to a different aet of goals in the 
-financial" aector has more than passing 8i&nificance. Con8ideration of 
follow-on activity should, of courae, addresi thia utter as a basic issue of 
Hi8sion 8trategy. The Hiaaion may wi8h to undertake a financial aector 
developlDent program without the contraint8 of a rural focus. In this 
connection, it .. y be uaeful to note that much of AID'a -financial sector" 
operations have been focuaed on the rural aector perhaps becauae credit and 
interest rate iasues were, in t.he paat, addreaaed priaarlly in the context of 
rural development and ~he uns~t.!afactory performance of agricultural credit 
projects. The reader .. y wiah to con8ider a nu.ber of the iaaue8 cOlDIDented 
upon in thi8 Report in a broader wnational financial .. rket W context a8 well 
as in the "rural financial Nrket W context. 

III. THE PROJECT 

A. Overview 

The Rural Savings Mobilization Project (RSHP) was authorized on July 
7, 1984, with projected coata of *1,292,000 including $438,000 in foreign 
exchange coats and $854,000 in local curr~ncy coats of Which the host country 
contribution totaled $792,000. 

The goals and subgoals of the project (Project Paper, page 15) are a. 
follon: 

Goal I Increaae agricultural· production and incomes of the rural 
population, particularly the rural poor (by means of improving 



Subgoals: 
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the viability of the financial inatituti~na that lerve the rural 
areas and by ezpending the accels of the rural population ~o 
deposit and credit lervices) 

1) make rural financial institutions m04~ responsive to rural 
development needa; and, 

2) broaden access to savings and credit services of the rural 
(for) the rural population 

In the purpose statement, RSHP was viewed as a "pilot project" ••• to 
demonstrate the feasibility of mobilizing voluntary aavings in the rural 
areas. Furthermore, the project "will attempt to suggest the desirability of 
major changes both in tlle internal financial management of participating 
institutions and in the set of aggregate financial policies, including 
interest rate policies. It is ezpected that an improvement of rural financial 
markets will lead to a more efficient allocation of resources, increased 
viability of financial institutions and a aore equitable income distribution." 

There is a superficial ambiguity between the fairly conventional Itatement 
of rural development objectives in the primary Itateaentl (al reflected in the 
Logframe) and th~ ambitious, rieky, and potentially very significant financial 
policy aud institutional T-~form objectives set out as elaboratiODs or 
explanations of the primary goal and subgoal statements. It is entirely 
understandable that the Mission would be reluctant to aSlert that it was 
attempting a bold experiment in uling essentially intellectual rather than 
credit relources to induce a fundamental change in the underltanding of the 
nature of financial Karketa in the Dominican Republic and thereby to encourage 
fundamental policy and inltitutional reforma. AI events unfolded, ambiguity 
in th~ gosl and purpose Itatementl have not caused any apparent confusion. 
But the Nisaion aey 'v.1sh to reformulate the articulatio of goal and purpose 
of the project. 

It appeara to tile evaluators that the key objectives of the project could 
well be financial policy and institutional reforms achieved through in-depth 
policy dialogue carried on by aeans of .. jor ezperiaental operations in 
financial institutions and public debate in ~pen forums lupported by academic 
research and technical assiltance. 

If lach a reformulation of goall and purposes were undertaken, a new 
.SSumptiDD would perforce be incorporated: that policy change in financial 
markets can be achieved not by applying "leverage" through funding cr~dit 
operatioaa but merely by helping people to understand what is going on in 
their enY.ironment, sugseating possible aeans through which desired cbange can 
be accomplished, and relying on responaible hoat country people to de the best 
they can within the political and economic constraints as they see th~~ to 
accomplilh the desired results. 

The evaluators make the foregoing observations at the outset for leveral 
reasODS: 
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1. It is not now possible, nor is it likely to be possible in the near 
future, to evaluate whether the stated primary goals (increase agricultural 
production and rural incomes) and perhaps the subgoals (make rural financial 
institutions more responsive to rural development needs and broaden access of 
the rural population to savings and credit services) are being or will be 
achieved. These outcomes are, in fact, assumptions albeit assumptions which 
the evaluators would endorse. The secondary statements of goals and subgoals 
can be evaluated 

2. The "secondary statements" of goals and subgoal describe more 
important objectives than marginal increases in production and income and they 
are more precise than improving "responsiveness" to "rural development needs". 

3. The rationalization of financial markets through policy and 
institutional reform is a development goal worthy of pursuit in its own right 
and not merely as a contributing factor in increased agricultural production 
or rural incomes. This is because financial rationalization can impact 
broadly on the efficiency of the entire economy. It is worth doing even if, 
as a result, agricultural production doesn't rise. 

4. Demonstrating the process of policy dialogue through research, 
operational experimentation in institutions, and public discourse on (omplex 
economic issues may arguably be an objetive of at least equal dignity and 
significance as the particular substantive issues addressed. 

In the following section, the major. components of the project are 
described in a slightly different format than presented in the project paper 
reflecting the course of implementation. The Project Paper treated pilot 
saving mobilization efforts in the Agricultural Bank and credit unions as 
single component. In fact, the two activities are almost wholly separable and 
are therefore treated in separate sections. The Project Paper treats research 
and dissemination as separate activities. In the event, these two activities 
must be viewed as inseparable and are so treated below. 

In short, a great deal has been accomplished by RSMP and related 
initiatives. If the Mission elects to expand its efforts along the financial 
markets line, a reaticilation of objectives to reflect these accomplishments 
may be appropriate. 

B. SAVINGS MOBILIZATION-AGRICULTURAL BANK 

Background 

The Agricultural Bank of the Dominican Republic (BACRICOLA) lias founded 
in 1945 as a general development bank. In 1956, it began to specialize in 
credit for the agricultural sector. Prior to 1984, when savings mobilization 
was implemented under the A.I.D. Rural Savings Mobilization Project (RSMP), 
the Bank did not mobilize domestic resources 



through savings or time deposits. In these years, BAGRICOLA obtained its 
loanable funds from three major sources: foreign donors, especially 
A.I.D., the Inter-American Development Bank and The World Bank, the 
Dominican government; and rediscounts under the Central Bank-administered 
Economic Development Funds (FIDE). With the availability of these funds, 
there was little incentive =or BAGRICOLA to mobilize domestic financial 
resources. The Bank had a record of large deficits that stemmed from 
inefficient and costly operations, and high rates of delinquency. As a 
consequence, BACRICOLA depended on government subsidization to cover its 
losses and infusions of more foreign loans to expand its loan portfoli0. 

One objective of the RSMP was to establish a savings capacity 
within BAGRICOLA that would effectively mobilize resources in domestic 
financial markets, thus allowing the Bank to become less dependent on 
foreign financing. Further, the process of savings mobilization would 
lead to the creation of incentices within the Bank that would encourage 
more cost efficiency. If successful, BAGRICOLA would encourage more cost 
efficiency. If successful, BACRICOLA would become a truefinancial 
intermediary by offering services to savers as well as borrowers. In 
performing th~ role, the Bank would promote improved resource allocation 
and thus a more equitable distribution of income. 

Description of Activitiy Under Project 

The project played an important role in initiating thinking among 
Bank senior-level officials about the benefits of savings mobilization. 
Major events in this process were the October 1982 and October 1983 
workahops. The former.stim'llated thinking, and the latter was important 
in foste~ing implementation of program. There were two additional 
factors that were instrumental in hastening the process. First, the 
rapidly deteriorating economic situation between 1982 and 1984 caused 
Dominican officials to look more to internal sources, and less to 
external funds, for generating loanable funds. Thus, the harsh reality 
of economic conditions caused the Bank to be more receptive to what the 
OSU-RSMP proposed to do. Second, in early 1984 there was a change in the 
Administrator (the title for the Chief Executive Officer) of the Bank. 
The new Administrator, Mr. Rafael Angeles Suarez, former Minister of 
Agriculture, was more receptive to savings mobilization as a policy 
concept and took it on as a major project of his administration. These 
two factors, in combination with effective promotion and support by the 
O.S.U. team, were instrumental in causing BAGRICOLA to launch a major 
savings mobilization program in 1984. 

On June 7, 1984, the Monetary Board authorized BAGRICOLA to receive 
savings deposits. On July', the first savings were mobilized, beginning 
in one branch. By October 12, 1984, fourteen of the thirty-one BAGRICOLA 
branches were mobilizing savings and there were $672 thousand pesos on 
deposit. Clearly, the program had gotten off to a rapid and robust start. 

20 
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BAGRICOLA Administration of Project 

Savings Office. The savings aobilization program within BAGRICOLA is 
administered by a Savings Office that reports directly to the Bank pr~~tdent. 
The wor~ of this office is basically promotional and operations oriente~. 
Broad policies are established at high level offices within the Bank. The 
head of the Savings Office, Sra. Anna Cristina Manana, has twenty years prior 
experience in commercial banking in the Dominican Republic, her most recent 
position being, assistant to the head of the Chase Manhattan Bank in Santo 
Domingo. Hired on a temporary basis in early 1984, her position was 
regularized in the Bank'. budget, beginning in November, 1984, which 
demonstrates the Bank's commitment to the program. Sra. Hanana exudes 
confidence in her abilities to run the program, appears to have the program 
under control, and is very confident about its success. She and her assistant 
office head appear to be performing very effectively. 

Promotion. There are two aspects of promotion carried out by the Savings 
Office. First, is the development of programs and materials to be used to 
encourage saving. Savings aobilization campaigns have been launched in each 
of the participating branches. Methods used include, posters placed in bank 
offices, large street banners strung across aajor streets, radio 
announcements, and promotional calendars. Much attention has been given to 
discussions by bank agents with bank borrowers in an attempt to encourage them 
to save. There are plans to develop promotional brochures. In addition, as 
part of the promotional campaign, a form of raffle bas been planned. Each 
quarter within each branch a depositor's name will be drawn from a hat. The 
Bank doubles the winner's amount on deposit, up to a maximum of $5,000. As of 
.id-october, however, the raffle t~d not been implemented for the third 
quarter (July-September) of 1984. 

T,e second aspect of promotion carried out by the Savings Office bls been 
to mc.ivate individual BAGRICOLA branches to participate in the projec. The 
Offi( . has been quite successful in this regard. The O.S.U. team recc ~ended 
that the project be initiated with a pilot program limited to four branches in 
order to gain experience before expanding the project to all branches. The 
leadership of BAGRICOLA, however, has been auch aore aggressive, pushing the 
pilot project to twenty branches in December with plans to extend it to others 
in the near future. BAGRICOLA is anxious to extend the program to all 
branches as soon as possible. 

Operations. The Monetary Board established severol conditions in its 
authorization for BAGRICOLA to mobilize savings. The Bank ~s required to 
keep its lavings deposits in a separate account fro. other bank funds in order 
to protect them from being used for untntended purposes. Further, the lavings 
program within each branch office mUlt be .elf contained, i.e., there would be 
no flow of mobilized funds to other branches. This WAS done to prevent funds 
flowing to urban areas and to tccourage saving by assuring depositors that the 
lavings would be u.ed to benefit the economy of the local region. This 
arrangement places the responsibility directly on the branch to lend the funds 
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mobilized, with the exception of the 10 percent legal reserve requirement. At 
a later stage, When &AGRICOLA bec~'es more experienced with the program and is 
certain of its capacity to manage ita flow of funda, it is envisioned that the 
Bank would make provisions for flows between branches in order to allow more 
efficient use of the mobilized resources in accordance with regional supply 
and demand conditions. 

Two types of time deposit accounts are available to savers, Bavings and 
fixed-te~ deposits. The Monetary Board set forth maximum rates of interest 
that BAGRICOLA could pay. As of October, 1984, the lavings accounts were 
paying a 6 percent rate of intereBt, compounded monthly on the average daily 
balance: the equivalent of 6.17 percent ~DDually. These deposits were 
withdra~ble on demand. Fixed-term time deposits are Made for 180- or 360-day 
periods, and pay 10 percent interest, compounded monthly on a daily balance, 
Which is a rate of 10.47 percent per year. The interest rates are competitive 
with those paid by the commercial banking system. 

The effective loan interest rate for ~redit extended from the mobilized 
funds is 15 percent, consisting of 12 percent interest and 3 percent 
commission. Depending OD the source of funds, this leaves &AGRICOLA a spread 
of between 8.83 and 4.53 percent. 

Incentives for branch bank employees to promote savings were'established 
by the Savings Office. One percent of the amount mobilized in each branch is 
placed in a fund Which is shared by all branch employees, except the manager, 
in proportion to their salary. The performance of branch managers under the 
program is considered along with other performance f,!l.ctor at the time, of their 
annual salary review. 

Problems. Savings mobilization has created a new let of problems for the 
Bank. Although t~e program is generally well-received by BAGRICOLA employees, 
it has created &e'lera! new tasks and burdens. Firat, the branch managers, 
although, they hi, 'e incentives to mobilize savings to reflect favorably on 
their performance, also have a disincentive: they must turn around the funds 
mobilized into lOaDS in order not to lose revenue and maintain the advantage 
of their spread. Moreover, they must try to lend these funds to clients Who 
demonstrate a high probability of repayment in order to cut future bad-debt 
losses. Given the Bank's experience with high delinquency, this means being 
very selective among borrowers. Branch managers are concerned about this and 
have demonstrated a reluctance to mobilize more than they can lend, obviously 
aeeking some equilibrium. 

Secoad, the need to keep records and calculate interest on the savings 
accounts has placed a considerable burden of extra work OD some personnel. 
There are plans to solve this through the installation of mini-computers in 
the branches. If this proposal is implemented, the computers should also 
assist the branches in other aspects of record keeping. 
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Third. BAGRICOLA has become very conscious of the need to reduce th~ costs 
associated with operations and de:inquency a8 well as revenues frnm interest 
rates as it has to determine ~he interest rate 8pread between lavings and 
loans. While thjs is a problem for the Bank. it is a blessing for the project 
because it forc_. aAGRICOLA to become cost conscious and aware of the role of 
interest rates. 

Role of O.S.U. Team 

The O.S.U. team has been very effective in its work with BAGRICOlA. This 
work has been accomplished mostly by two persons. Dr. Claudio Gonzilez-Vega 
and Hr. Jeff Poyo. Two consultants. Dr. Eduardo Hontiel. and Dr. Carlos 
Cuevas. have also made significant contributions. 

Dr. Gonzilez-Vega. O.S.U. Project Director. has overseen the entire 
operation. and has taken an active role in developing strategy. He has 
concentrated on working with senior-level .Bank officials and the Bank's Board 
of Directors as well as establishing an important link to the Central Bank. In 
this capacity. he has been 8uccessful in creating an understanding within 
BAGRICOLA about the importance of the institution entering into 8avings 
mobilization and in providing seneral advise on appropriate policies to 
implement it. This has been accomplished by visits during nine regular trips 
to the country in the first year of the project. 

Hr. Poyo. has an office in the bank. Since October 1983 he has been in 
residence in Santo Domingo. In th~ plannjns and formulative stases of the 
savings program. he spent about 70 percent of this time working with the 
Bank. His efforts were directed to developing procedures. interest rat~ 
policy. and promotional materials. He. along with Dr. Gonzilez-Vega. has 
had easy access to lenior-level Bank officials. Now that the prosram is 
implemented. Hr. Poyo has very little to do with routine operational matters 
Which are being Qssumed effectively by the BAGRICOLA Savings Office. At 
present. Hr. PO)o divides his time between Bank matters. in particular 
evaluating the effects of the rapid espansion of the savings mobilization 
program. and various aspects of lavings mobilization in credit unions. 

During the first year of the project. Dr. Carlos Cuevas of Ohio State 
University worked with Hr. Poyo in initiating a study of Bank operations 
costs. Dr. Cuevas had undertaken a similar project in Honduras. This project 
is desianed to provide the Bank with detailed information on costs and enable 
them to become more cost efficient by making modifications in operations. 
Cost efficiency in operations is eztremely important to the success c.: the 
savings mobilization project. because costs directly impacts on the iuterest 
rate spread between savings and loans. In this capacity. Dr. Cuevas made one 
trip to the Dominican Republic and met with Hr. Poyo. on several occassions at 
Ohio State University. It is anticipated that Dr. Cuevas will return to the 
Dominican Republic on one or two more occasions in the second year of the 
project. 
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Dr. Hontiel, Professor of the Central American Banking Institute, ~s 
hired as a short-term consultant to study BAGRICOLA'S delin~uency problem. 
This work emanated from the deep concern of senior-level ofiicers in the Bank 
about how the costs associated with delinquency might impact negatively on the 
new savings mobilization program. In the ~t-st project year, Dr. Hontiel made 
three trips to the Domintcan Republic and is scheduled to return in November, 
1984. Dr. Hontiel has also provided BAGRlCOLA advice on their record keeping 
system and its computerization. 

The November 1983 and October 1984 workshops, in which O.S.U. played a 
major organizing role, were also an extremely important contribution to the 
Bank's savings mobilization program. A number of key persons from BAGRICOLA 
attended each workshop. In 1983, the need for savings mobilization was 
discussed by foreign experts with considerable experience in other countries. 
This exerc1,e ~s important in creating an a~reness of the importance of 
mobilizing saving and identifying research projects for RSMP funding. One of 
these projects was undertaken by Dr. Cuevas and Hr. Poyo. Another ~s an 
evaluation of the BAGRICOLA savings mobilizatiou program. This was undertaken 
by Hr. Poyo and Lic. Ramon Emilio Aguino, Head of the Bank's Programming 
Department. The results of both were reported in the 1984 workshop. 

In summary, it appears that the O.S.U. team has been very effective in 
establishing good relationships with BAGRICOLA personnel and officials. They 
have played important roles in assisting the Bank in conceptualizing and 
implementing the savings mobilization program. Now that the prcgram is in 
operation, the O.S.U. team has moved into the background, letting BAGRICOLh 
run its own program. The O.S.U. team, however, continues to work closely with 
Bank officials in trouble- shooting problems, responding to nepds for 
technical assistance, and monitoring the success of the program. 

Potential Second-Year Problems 

It ~s a big step for BAGRICOLA to mov.. into savings mobllizaUon so 
aggressively, but it has been accomplished. In this sense, one of RSMP's most 
important -first generation- problems has been 80lved. There are several 
"second generation" problems that ~re beginning to appear and will need to be 
dealt with in the second year of the project, and beyond, in order for the 
project to be v1able and succeed. 

First, although the BAGRICOLA savings mobilization program has generated 
considerable savings in a short period of time, it is not clear what the net 
1~pact has been on the total level of savings in financial institutions. Bank 
officials report that several depositors have opened very large accounts, 
apparently having transferred funds from other financial institutions to take 
advantage of the higher BAGRICOLA interest rates. To the extent this has 
occurred, there is no net change in saving in the financial system. This is 
not a serious issue this early in the program but ultimately significant net 
increases in savings should be a program objective. 
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Second. and related to the previous point. is that these large deposits 
create a liquidity management ;roblem. If the deposits are Buddenly 
vithd1'811l. the Bank IDBY face a liquidity crunch. The !AGRICOLA haB committed 
its own fUDd~ to lend to a branch to meet luch a crisis. Ihould it occur. Bu~ 
the ezisten~ ~f the potential problem reflects a br~ader need to establish a 
mechanism for the Bank to ha~~ access to some reserves that could be used by a 
branch to meet such shortfalll in liquidity. 

Third. there is another IDBnagement problem; that of lending out the 
mobilized funds. To make the program viable and lelf-financing. branch 
managers must lend the mobilized funds rapidly. and for loans that have an 
ezceedingly high probability of beinB repaid on time. This places on branch 
managers a responsibility to which they are unaccustomed. and. as has already 
been observed. causes them to be hesistant in mobilizing savings in amounts 
that would ezceed what they· believe they can safelY lend. In essence. the 
introduction of savings causes them to assume a commercial banking mentality, 
something for which their earlier ezperience with !AGRICOLA IDBY not have 
prepared them. Therefore, it must be expected that there will be a learning 
period before branch managers will aggressively pursue savings. It is 
essential that the learning experience be positive, in the sense that loans 
are recovered in a timely ID8nner; if not, branch ma~.gers will have little 
enthusia~m to mobilize savings. 

Fourth, is the need for the bank to become more cost efficient. It needs 
to seek ways to reduce both the costs associated with operations and 
delinquency. 

Fifth, in the longer run BAGRICOLA probably will need to develop means to 
shift funds mobilized between branches in response to the ezceSBes and 
Bhortages that exist within each of the regional markets in order to aazimize 
their gains from the spread. Such a program would also better allocate 
financial and real sources. 

Sizth. the management problem of record keeping and computing interest has 
already been clearly identified. The proposed Aolution of using 
microcomputers in the branches is lound. It will require, however, funds to 
make the capital investment and to train bank personnel in computer operations. 

Seventh, to date, the savings depositors have come mostly from previous or 
current BAGRICOLA borrowers. The Bank should try to capture funds from other 
groups within the regions it serves in order to act as a true financial 
intermediary. 

Eighth, the program ~s implemented in the Bank's branches that were 
considered best suited to the program's success. As it is ezpanded to other 
branches, less dynamic results can be ezpected. 
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Ninth, there will be pressure within the Bank to expand the saving 
m,bilization to the remaining branches. This will need to be temp,.red. The 
argument should be aade that it is necessary to learn from the pilot project 
before implementing the program on a full scale j~ order to avoid what could 
be costly mistakes. 

In summary, there is a strong likelihood, that BAGRICOtA has solved the 
first generation- problem--getting the savings mobilization program 

established and in operation. It is now going through a stage of rapid 
growth. In this stage, deposits were easily mobilized among existing clients 
and a few large depositors by offerin8 competitive interest rates and 
aggressive promotion. The nine above-mentioned reasons suggest, however, that 
future growth may be much slower. It may be that the most easily mobilized 
savings have already been deposited. This, in combination with the several 
internal management problems, will cause the Bank and, especially the branch 
managers, to move more slowly in preosing for more savings. Therefore, there 
is ample need for additional technical assistance and Gtudy by the O.S.U. team 
during the second year of the project, and, probably for several more years in 
the future, to assist BAGRICOLA in confronting and resolving the new problems 
as they appear. 

C. SAVINGS MOBILIZATION-CREDIT UNIONS 

Background 

The Dominican Republic, as most Latin American countries has had a 
coo~erative movement for some time. A major component of the mo~ement has 
been credit unions. These credit unions have mobilized forced ~aving through 
the deposits required of their members. There have been very lew attempts to 
mobilize voluntary savings in credit unions. 

The first credit union ~s established in 194~. In 1~49, The Dominican 
Federation Credit Union Cooperatives and Multiple 5ervic~s, Inc. (FEDOCOOP) 
~s founded to serve as the single institution to coordinate al1d promote the 
Dominican credit union movement. In October 1984 the Federation had 125 
me.bers, of which fifty-four were located in rural ~reas. Headquartered in 
Santo Domingo, FEDOCOOP's main services to credit unions are: promoting the 
credit union movement, providing technical assistance, educating credit union 
officers, financing some credit union programs from loans received by outside 
organizations such as COLAC, auditing credit union books, and managing a life 
insurance program for credit union borrowers. 

By most measures, FEDOCOOP is judged deficient in its performance. First, 
its financial situation is precarious. It is heavily in debt to COLAC and 
other institutions for monies from loans that FEDOCOOP obtained for relending 
to member cooperatives. Many of FEDOCOOP'. loans to the cooperatives are in 
serious arrears. As a consequence, FEDOCOOP can not service its debts; as of 
December 31, 1983, it was $RD4l8,046 in arrears in payment to its creditors. 
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Second, FEDOCOOP bas run losses in its annual operations. In 1983, it ran 
a deficit of $RD179,567, the equivalent of about 30 percent of its total 
ezpenditures. It has also ezperienced related cash flow problems. One 
consequence ~a that ~·oloyees did not receive their salary checks on schedule. 

Third, the ~ember cooperatives h3~'e been very dissatisfied with the 
.ervices rendered by FEDOOOOP. the Federation's financial difficulties have 
forced it to cut back on its services to the credit unions, seriously 
threatened the life insurance program for borrowers, and shut down the 
Federation's access to ~unds for lending to cooperative •• 

Fourth, in general, the financial status and activity of most Dominican 
credit unions is weak. this in itself, .uggests that FEDOODOP has not done 
ita j~b. 

Description of Activity Under Project 

Credit unions are the one financial institution structured to mobilize 
savings, albiet mostly forced savings in the form of required deposits. The 
decision was made in the RSHP project proposal to build upon this base and to 
use credit unions as a base for mobilizing voluntary savings. A8 the credit 
union feder~tiou, FEDOCOOP was a RuaturalR selection as the entity to develop 
and administer a pilot volunteer saving mobilization program in four or five 
selected credit unions. 

In the first year of ~he RSHP, the thrust of the effort ~s directed to 
selecting the credit unions to participate in the pilot project, developing 
procedures and policies for aobilizing savings in the credit unions, and 
training credit union personnel. FEDOOOOP and the O.S.U. team ezpect that the 
new volunteer savings aobilization will be initiated in each of the four pilot 
project credit unions by the end of 1984. In addition to project funds, the 
program benefited froDI PL 480 funds, which allowed hiring two Dominicans to 
work with FEDOCOOP, .r,i a special grent from A.I.D., Which hired an ez-Peace 
Corps volunteer and one Dominican to work in training credit union personnel 
and developing a recora keeping systems. 

Selection of Credit Unions 

the process of selection of the credit. unions for participation in the 
pilot project was time cousua1ng. the project paper bad tentatively 
identified the specific credit union. for the pilot project, but it VBS 

decided in implementing to work with other credit unions. thus, the first 
four months were dedicated to selecting the participating cooperatives. By 
January 1984, from an initial list of ten credit unions provided by FEDOCOOP, 
four were selected on the criteria of previous ezperience in mobilizing 
voluntary savings, record in loan delinquency, and demonstrated management and 
accounting abilities. During this period, each of the ten credit unions WBS 
visited by the O.S.U. team. 
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Between February and April 1984, the O.S.U. team worked with each selected 
credit union iu order to convince them to participate in the project. The 
leneral .. s~blies of each voted to participate. 

Training Programs 

The next step _s to work with the credit unions in educational and 
traininl prolr&ms. At this time, additional •• sistance was required. Usina 
PL 480 moaies, in June, Hr. Rafael Virlino Gerjardo was transferred from the 
relular FEDOCOOP budlet to work with the prolram as an accountant, deailn 
record keeping forms, and aerve as a technical advisor to the San Jos~ de las 
Matas Cooperative. In Aulust, Hr. Ruben Hateo, was hired with PL 480 funds to 
work as an advisor with the Vallejuelo Cooperative. Both are considered 
employees of FEDOCOOP (the PL 480 funds went to FEDOCOOP), and work out of 
FederatiOD headquarters. They are supposed to spend at least one day per week 
at their assilned cooperative. Because both are FEDOCOOP employees there has 
been some tendency by FEDOCOOP to use the two technicians for other Federation 
business, thus divertina them from their work on the project. 

In Septembex, two more persons, not FEDOCOOP employees, were added to the 
staff under aeparate A. I.D. funding. Hs. Anne Uhdng, a former Peace Corps 
volunteer in the Dominican Republic, is workinl as an advisor with the La Vela 
Real Cooperative and Hr. Elias Jimenz is advisina the Santa Lucia 
Cooperati~e. Hs. Uhrina ia acheduled to return to Iradudte school in the 
United States at the end of 1984. 

By the end of October 1984, substantial prolress had been made in 
training, lind it was expected that all four credit unions ahnuld mnbil1ze 
voluntary .avina under the project by the end of 1984. At that time, each 
cooperati~ will continue to need close technical assi.tance to troubleshoot 
problems. 

Strateliea for Hobilizing Savings 

Witbia each cooperative stratelies were worked out for promotion of the 
aavings aobilization program among its members. It is planned to use a raffle 
to inaulrate the prolram. A number of meana are planned to promote the 
prolram 1Bcludina flyers to be delivered door to door, street banners, ~lides 
for movie theatre advertil1nl, alld radio announcements. 

In October, the inter2st rate policy for voluntary savings was atill under 
discussiOD. The basic philosophy is to pay competitive rates. The O.S.U. 
team bas pushed for 2 percent monthly, realistically hopinl to obtain a rate 
of about 1 percent. Thi" is .omewhat problematical because the decision will 
have a direct impact on the loan rate. Currently the loan rate is typically 
1.5 peri:mt per month. 
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Problems 

The project has not developed as rapidly a. desired, due to the 
time-consuming processes of selecti~~ of credit unions and training. There 
are two basic reasons. 

The first reason WBS the lack of real support from FEDOCOOP. In the 
beginning, the O.S.U. team spent much time and energy in trying to work within 
FEDOCOOP. The pl8.nned cooperation, however, did not aaterialize a. WBS 
espected because of both the Federation's serious financial difficulties, 
which forced it to turn its energies to other matters, and FEDOCOOP's 
inherently weak administrative structure. Consequently, the work had to be 
initiated almost entirely by the O.S.U. team. Now, although the project is 
officially within the Federation, in effect it is run independently by O.S.U. 

The second reason for the slow development of this c~ponent of RSHP WBS 
the heavy involvement of the OSU team in establishing the !AGRICOLA savings 
mobilization program in the early months of the project. Therefore, there WBS 
insufficient time to devote to the credit union project to make it progress 
.ore rapidly. 

This esperience raises the question as to whether the project should 
continue to look to FEDOCOOP as the institutiona~ base for its operation. 
Lie. Bernardino Ortiz V~rgas, General Hanager of FEDOCOOP, ~efiuitely views 
FEDOCOOP continuing in this role. His position is very undet~tanda~le. He 
believes the project is good for the credit union movement, and FEDOCOOP by 
definition should be the institutional base. Moreover, he envisions it as a 
way for FEDOCOOP to gain additional resources. He anticipates receiving 
direct support for staff and program activities. An es .. ple i_ the hiring of 
the two technicians with the PL 480 funds, one of which substituted for a 
Federation funded position. There I~e also indirect benefits. if the 
partiCipating .ember cooperaUves at! able to i.prove their economic 
condition, FEDCOOP's potential fo~ l~covering their outstanding and overdue 
loans to the cooperatives sh~uld be enhanced. 

Nevertheless, FEDOCOOP is no~ adequately performing its role in the 
savings mobUization project. Were O.S.U. to withdraw from .anaging the 
program, the project would be almo.9t certain to faU. Coll8ideration needs to 
be given to finding or creating anuther institutional hOllle for the credit 
union component d: the RSHP. It does not appear that FEDOCOOP will be 
adequate for the task. 

With or without FEDOCOOP, the project will require considerable human 
resources to work with the individual cooperatives in the planning and 
implementation of savings mobilizatioL programs. Ms. Ubring is scheduled to 
leave at the end of 1984 and there are no funds to continue Mr. Jimenez's 
position once the separate A.I.D. project terminates. Their responsibilities 
will have to be a .. umed by the two FEDOCOOP technicians unleu other funding 
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il found to continue Jimenez and replace Uhrins. It il t.portant that a 
Itable group ~f Dominicans be trained to carry out these taska in order {or 
the program to lucceed. It il a lons-run effort that vill not be able to be 
accomplilhed in the nezt year. 

In Ipite of thele problems, the participatina credit unions are 
optimiltic. An interview with the Hanager and the Preaident of the 
Administrative Council of the La Vega Cooperative, demonstrated the enthusialm 
of the individual credit unionl for the lavinas mobilization project. This 
credit union bas a need to obtain additional funds in order to allow it to 
meet the demand for credit from its members. Credit 11 not availabl~ from 
FEDOCOOP, and mobilizins savinss offers them a source of funds. In the ~rds 
of the president, "the savinas mobilization project vill be the salvation of 
the credit union movement". 

Role of O.S.U. Team 

The O.S.U. effort has been almost entirely in the hands of Mr. Poyo. 
Dr. Gonzilez-Vega basically lerves in an overaeeing and advisory capacity. 

As noted previoualy, about 30 percent of Mr. Poyo'l time ~a devoted to 
cooperatives durina the first half-year of the project. In thil phale, hia 
work was aOltly lelectina the pilot Itudy credit unionl and actively promotina 
their participation in the project. In the lalt balf-year he estimated that 
about 70 percent of his time waa involved in the credit union project. ik 
this capacity, be frequently vilita the participatina credit unions, conducts 
seminars for their members, trains credit union Itaff and alsilt. in the 
preparation of foras and documenta. 

The O.S.U. team has been reaaonably luccellful in moving the program alona 
under the diffic~tt circumstancea including poor lupport frol FEDOOOOP: 
workina vith fund .. entally weak credit unionl; and conltraintt on Mr. Poyo's 
time. Without the allistance provided by PL 480 and A.I.D. "Lrect funding 
(which funded Ma. Uhring and the three Dominican technicians) the project 
would not have aoved alona nearly aa rapidly. 

Potential Second-Year Problems 

In the firat year, the general goal waa to get a new pilot project 
voluntary lavinal aobilization program underway by eatab11shina an 
institutional base that could ahape and aaDage the project and undertAk~ 
promotional and trainina functionl. Although, the FEDOOOOP inltitutional base 
has proven to be weak, cODsiderable progrels WBS made in initiatins the 
program by the O.S.U. team vith the help of persoonel funded from aeveral 
other lources. 
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The project got off to a moderately slow start, but in late 1984 the pace 
had quickened and the participating credit unions appear ~.o be ready to 
receive the first voluntary deposits by the end of the year. The aavings 
mobilization project has been ~ll receivp.d by the pilot project credit 
unions. These cooperatives have great e_~ectations from the project as a 
means of acquiring additional loanable funds and helping to alleviate their 
financial difficulties. 

In the second year of the project there are very substantial aecond 
generation problems to be tackled. There are two classes of problems. Those 
associated with following through with the pilot project credit unions and 
those involved in replicating the project in other credit unions. 

Pilot Project Credit Unions 

With respect to the pilot project credit unions, there are several 
potential problems that must be dealt with. First, the promotional campaigns 
will need to be put into effect. 

Second, once the funds ere mobilized there is a need for liquidity 
management in order to have sufficient reserves to cover anticip~ted and 
unanticipated w1thdra~ls, taking account of the possibilities of delinquency 
on loans made from the mobilized funds. 

Third, lending procedures must be worked out that will earn satisfactory 
income and protect the credit union against losses from excessive delinquency. 

Fourth, additional problems in record keeping can be anticipated for 
calculating interest and in handling deposits and withdra~ft. 

Fifth, means must be devised to provi;\e more ataffing for the project. 
Each cooperative will need at leaat a one·quarter time peraon available to 
provide technical Assistance. With the 1 ,ss of r~. Uhring, the possible loss 
of Hr. Jimenez, and the problems with the two FEDOCOOP employ .. es, ·the project 
will be short handed. 

Sixth, the question of Whether or not to continue !D work with FEDOCOOP 
needs to be addressed. Creative thinking needs to be applied to develop 
alternatives. There are aeveral possibilities, including plaCing the program 
under BAGRICOLA or aome other financial institution. Wherever located, 
special emphasis needs to be placed on building a team to carry out the work 
in a enlightened manner without extensive O.S.U. assistance. The question of 
financing the budget for this operation will need to be addressed. In the 
future, it aay be possible to make such assistance self financed, but for the 
present this does not seem possible. 
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Ilepl1cat1on 

If the pilot project is successful and resources permit, consideration 
should be 8ivp.n to replicatin8 the project in other credit union.. Again, the 
critical prol_ ms will be asaociated with establishin8 a 800d institutional 
base, foraina a 800d team of advisory personnel and fundina expenses. 

Before replication is undertsken, however, there should be sufficient time 
to observe and evaluate the success of the four credit unions in the pilot 
study. In this manner co,; tly _mistakes can be avoided. 

In summary, to date, the voluntary savings mobilization project in 
Dominican credit unions hI,\s depended almost exclusively on the O.S.U. team. 
As a Dominican entity it lacks the structure, or8anization, personnel and 
institutional base that exists in the BAGRICOLA project. These are weaknesses 
that need to be overcome if the project is to succeed, not only in the pilot 
credit unions but allo in replication to other cooperatives. Funding will be 
required. These aervices nre costly to provide. Whether or not the 
expenditure will prove to he worthwhile must be examined in light of the 
experience in the four pilot credit unions. 

D. RESEARCH: DOMINICAN FINANClAL MARKETS 

Background 

Little research has been undertaken in the Dominican Republic on financial 
markets, especially by Dominicans. The universities had not emphasized 
research in general, auch less that of financial aarkets. Amona the 
public-sector institutions, the Central Bank WBs-the only entity that 
undertook financial market research, and in this c.se, the 
Bank's Departw~nt of Econoaic Studies WBS aostly involved in collecting and 
publ1shina sta I:istical series of monetary and aacro-economic i-ndicators for 
the Dominican 6conomy. 

One objective of the RSMP vas to develop a research capability on 
Dominican financial markets in the country. The purpose vas two-fold: (1) to 
undertake research that would be uaeful in formulating policy for and 
evaluatina the aavinas aobilization effort, and (2) to establish a capacity 
and capability within Dominican univeTsities and public sector institutions to 
undertake research and continue to carry it out, once the RSHP is completed. 

Description of Activity Under the Project 

Given that the RSMP has been in effect only one year, the amount of 
research activity undertaken is quite remarkable. Furthermore, this activity 
has aade important in roads into institutionalizina research units within the 
Central Bank and, to a lesser extent in the several universities. The 
research has been of an applied nature. As would be expected the quality is 
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uneven, but, .uch of it is sood and very relevant to the soals of the 
p7~ject. It has been important in creatins a better understanding of 
Dominican financial .arkets, evaluating the success of savings .obilization 
projects, and assistinS in policy formulation rel~·.d to financial markets. 

The t~ key elements in research activity under the project have been: (1) 
use of workshops to identify research projects and report the results of these 
projects, and (2) work with institutions and professionals to encourase them 
to participate in the research effort, in order to create a research 
capability to address policy iS8ues for financial markets in the nation. 

Workshops 

The two Puerto Plata workshops--held in November, 1983, and October, 
1984--were the principal events employed to encourase participation in and 
report on the project's research effort. 

November, 1983, Workshop. This workshop, held shortly after the project ~s 
initiated, .as desisned to bring tosether key persons from the financial 
institutions in the project and selected potential researchers from Dominican 
universities to discuss research needs and to s~lect. research projects for 
project fundins durins the first year (see Appendiz "A" for workshop 
prosram). Several fordsn (Drs. Dale Adams, Doualas Graham and Don lftraen of 
O.S.U.) and Dominican ezperts 1n rural financial .ar.kets we~e invited to 
attend the conference to comment on the proposed research projects, ass1st in 
selectins the funded proposals· and to constructively interact with the 
researchers to improve their projects. 

Eleven projects were proposed. Of this number, seven were selected for 
fundins. These were: 

1. "A Profile of Rural Financial Market Part~cipants," Professor Osvaldo 
Cabrera and Professor Clndida Ramirez, C.tholic University 
(UCAHAlMA), Santiaso Campus. 

2. "Appropriate Hethod~loSY for an EZ-post Evaluation o! Asricultural 
Credit Projects," Professor Jaime Moreno and Lic. Pedro Rijo, 
Catholic University (UCAHAIHA)D Santo Domingo Campus. 

3. -an Analysis of Three Surveys on Asricultural Credit," Lic. Pablo 
Rodr1suez, Technosical Institute of Santo Domingo (INlEC), and Lic. 
JosE Achecar, Ministry of Asriculture. 

4. "The Role of a Federation of Cooperatives (ACALEN) in Savings 
Hobilization," Lic. Osmar Benitez, Superior Institute of Asriculture 
USA). 

5. "Non-resulated Financial Markets and Their Linkases to Resulated 
financial and Foreisn EZchanse Markets,· Lic. Zunilda Paniasua and 
Lic. Asueda Lambert, Financial Department, Dominican Central Bank. 
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6. WSavings Mobilization by Credit Unionl,w Lic. Bernadino Ortiz, 
Federation of Credit Unions, ~nc. (FEDOCOOP). 

7. wAn Evaluat~'~ of Transactions CoStl and Deposit Mobilization at the 
Agricultural ~ank,w Hr. Jeffrey Poyo, O.S.U. 

In addition to these projects, cnother funded by the RSHP ~s added to the 
list: "Savings Behavior by Depositors in the Dominican Republic," by 
Dr. Claudio Gonzilez-Vega and Mr. Archivaldo Valquez. This relearch is part 
of the masters degree thesis of Mr. Vasquez, a Dominican, who il undertaking 
graduate study in agricuitural economics at O.S.U. under project funding. 

Several consultants and O.S.U. faculty were incorporated into several of 
the projects as co-researchers, as a means to assist and guide the research 
effort. Dr. Gonzalez-Vega and Dr. James Zinzer (of Oberlin College, an 
economist who has done'considerable research on Dominican financial markets) 
were incorporated into the Central Bank Non-regulated Market Project (No.5). 
Dr. Carlos Cuevas of O.S.U. worked with Hr. Poyo on the Agricultural Bank's 
Cost Analysis Project (No.7). 

October, 1984, Workshop. Eleven months after. the first workshop, a second 
workshop WBs.held for the purpoles of reporting on and discussing research 
undertaken during the year, reviewing lavings mobilization aativ1ty, an~ 
presenting proposals for project-funded research in the lecond year of the 
project (See Appendix wBw for workshop program). Sixty-five persons from a 
large nu.ber of Dominican inatitutions attended (lee Appendix WC" for names 
and institutional affiliations of participantl). Ma. Sandra Frydman, the 
AID/Washington monitor for the O.S.U. Cooperative Agreement and a Itrong 
contingent from USAlD/Dominican Republic were in attendance, as well as other 
interested persons, some from the private lector. Participants appeared to be 
very enthusiastic abo,·t the project and there ws intense interest and 
spirited discussion 0' the research relults and proposals. 

There were eight proposals presented st the workshop for the second year 
of the project. Decisions on projectl to be funded will be made by 
representatives of selected Dominican institutions in collaboration with the 
O.S.U. team in late November 1984. The descriptive titles of the eight 
proposal. presented were: 

1. wApplic&tion of a Monetary Sector Model to Show Impact of Financial 
Market Variables on Ezternal Equlli- brium, W Dr. Andds Dauhajre, 
Catholic University (UCAHlHA), Santa Domingo, in collaboration with 
the Dominican Central Bank. 

2. "Agricultural Credit and Agrarian Reform in the Dominican RepubliC, 
Profs. Si.6n Santiago, Antonio V. MenEndez and Danilo Rojas, 
Technological Institute of S.nto Domingo (INtEC). 
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3. -Ibe Effect of Regulated and Non-regulated Financial Market. on 
Agriarian Reform, - Mr. Ramon PErez Minaya, Technological InsU t,,~e of 
Santo Dolllingo (INlEC). 

4. -Mechanisllls and Instruments to Stimulate SaviDiD in tbe Azua Valley,
Mr. Joaquin Antonio Diaz and Mr. Cirilo Marte, Foundation for tbe 
Development of Rural Youth (FUNl>EJUR). 

5. -Why Credit from Formal Market Institutions Does Not Go to 
Agriculture,- Prof. Jaime Moreno, Catholic University (UCAHlMA), 
Santo Domingo. 

6. "Financial regulations and Savings Mobilization in tbe Dominican 
Republic,- Ms. Lina Matos, Financial Department, Dominican Central 
Bank. 

7. "Flow of Funds Between Rural and Urban Areas," Ms. Milady Santana, 
Financial Department, Dominican Central Bank. 

8. -Social Impacts of Credit Use," Prof. Candida Emilia Ramirez, 
Catbolic University (UCAHIHA), Santiago. 

Development of Research Capabilities 

As demonstrated by tbe above list of projects, a good number of dif!erent 
. institutions and professionals have manifested a .trong and active interest in 
undertaking researcb to date. 

Central Bank. Of particular importance, bas been tbe enthusiastic .upport for 
tbe researcb effort in tbe Central Bank. The Bank'. Financial Department, 
under the leadership of its director, Lic. Zunilda Paniat~, bas rapidly.built 
up a researcb unit beaded by Lic. Agueda lAmbert. The unlt hal a .. embled a 
researcb team that has attacked .everal very intereaUng.1nd important 
problems in understanding tbe role of non-regulated financial markets. 
Dr. G6nzalez-Vega and Dr. James Zinzer have worked with the researcb unit on 
tbese projects. The research unit is ~ll eatabliah~d, bas delllonstrated its 
ability to complete ~eaningful project., and bas tbe .upport of tbe Senior 
Bank Officials. It appear. that a long-term commitlllent for this type of 
reaearch is being establisbed witbin tbe Bank. This is important given tbe 
key role of tbe Bank in tbe nation in financial and monetary aatters. The 
Central Bank wholeheartedly placed it. support behind tbe workshops, and 
played an important role in working with the O.S.U. team in making 
arrangements and issuing invitations. 

BAGRICOLA and FEDOCOOP. The researcb effort in tbe BAGRICOLA and FEDOCOOP is 
much more limited. While supporting the concept of researcb, any tbat has 
been done, other than a descriptive evaluative analy.is of tbe savings 
mobilization effort, bas been undertaken by the O.S.U. team. 
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Nevertheless, the evaluative esercises are very important, in helping the Bank 
and FEDOCOO~ to monitor programs and better understand success and failure 
elements in them. The work of Lic. Ramon Emilio Aguino of the Agricultural 
Bank has been particularly impressive in this regard. The work in FEDOCOOP 
bas been much less imprelsive. 

Universities and Institutes. There has been considerable research activity in 
the universities under the RSHP. Host of it being done by persons with H.S. 
or Ph.D. level training, largely in the United States. The interesting and 
policy relevant research opportunities presented by the project have been 
attractive to these professors, because of the limited scope for research in 
regular university programs. The work undertaken has been largely an 
individual effort. Consequently, the research program has not become 
institutionalized within the universities. Therefore, the institutional 
capacity has not yet materialized. What has occurred, however, is that 
individual professors have become much more aware of the problems of financial 
markets and, with project funding and O.S.U. guidance, have developed research 
skills to deal with these important problems. Some of the professors have 
introduced their new understanding of financial markets as well as the results 
of their research in the courses they teach. The project has clearly 
contributed to the development of human capital in the country. 

Research Accomplished 

During the first year, the work on the research projects moved along well, 
although none were completed by the time of the October, 1984, workshop. 
Host, however, were lufficiently far along that it was possible at that time 
to present preliminary results, Which were well enough developed to be of use 
to participants and policymakers. There was considerable discussion of these 
results at the workshop. Many ideas were presented to the researchers about 
factors and points that they might consider al they proceed.!d totllrd their 
final conclusions. 

Those projects that had accomplished the most were those with a base of 
strong institutional support, e.g., t:he non-regulated financial market studies 
of The Central bank, and those that involved the O.S.U. team, e.g., the 
Agriculturel Bank'. operations costs and the savings depositors behavior 
studies. 

The projects undertaken by the Catholic University at Santiago had made 
considerable progress considering that they required estensive and 
time-consuming sample surveys that created important data collection, 
tabulation and processing requirements. At this time the results presented 
from this rich data base were only partial and descriptive. Huch more 
analysis is required. 

The INTEC project dealing with the three credit surveys had accomplished a 
descriptive tabulation of the responses. Considerable work remains, however, 
in analyzing the data and iuterpreting the content. 



- 37 -

Research by the Catholic University in Santo Domingo on the topic of 
evaluation of a8ricultural credit projects is still in the state of 
conceptualizing the framework ofbo:rrower behavior t but considerable pr08ress 
bad been ude on this technic,··:, difficult topic. 

The ISA project on savings mobilization in ACALEN was basically 
descriptive of how this project works. Althou8h less sophisticated than the 
other projects it was a useful case study. 

The reports made by the Agricultural Bank and FEDOCOOP were studies of 
pr08ress made on their savings mobilization projects. 

Problems 

Althou8h ~he ~esearch dimension of the SMP 80t off to a 800d start, there 
are several problems. 

First, it is necessary to see that the current projects are completed. 
Realistically, it will take several months or even much 10n8er before they are 
done. In some cases, now that the workshop is finished (there was a 80al to 
have reports on each project prepared for this meeting) incentives will need 
to be established, especially in the universities, to ensure that they are 
completed in a timely fashion. Because of the lack of 8tron8 university 
support for and appreciation of the individual professors' research work, and 
a consequent lack of rewards and concessions, the participatin8 faculty are 
wondering if it is worth their While. Thes~ faculty are ezpected to reach a 
normal load of classes. As a consequence much of the re8earch 8ets done on 
weekends and evenings. Perhaps it is a weakness of the project that more 
funding was not provided to allow these faculty to have qualified research 
a8sistants that could relieve them of much of the time- consuming work in data 
tabulation, etc. Incentive8 do not appear to be a problem in the Central Bank. 

Second, and related to the fir8t, i8 the need to build more solid 
institutional bases for resear~h within the universities. If this 18 not 
done, the research effort of the participating faculty will eventually 
flounder. 

Third, there has not been any 8ystematic UDDer established for publishing 
the research results. There 8hould be provisions for publishin8 800d research 
to serve both as an incentive for re8earcher8 and as a means to uke the 
research results readily available to other researchers, students and 
policymakers. Perhaps a mon08raph series published by the Central Bank would 
be most appropriate. 

Fourth, some of the researchers now need additional technical assistance 
to complete their projects. This could be accomplished by hirin8 consultants 
to work with them. To some ezt~nt the discussion at the October, 1984, 
workshop accomplished this, but more in-depth collaboration is needed. 



- 38 -

Fifth, a more formal process for refereeing the proposal projects iq 
appropriate, in or(~r to encourage the type of proposals desired. Thir. 
process should clearly delineate the guidelines for project proposals and 
eAtablish a formalized committee to review proposals. 

Role of the C.S.U. Team 

The O.S.U. team has played an important role in the RSMP research effort 
in several ways. 

First, it has been very effective in identifying researchers and 
institutions to work on the project. This ~s facilitated considerably by the 
extensive network of contacts that Dr. Gonzalez-Vega, other O.S.U. faculty and 
A.I.D. had previously established in the country through prior work. This was 
a key element in enabling the project to get the research rapidly underway 
from the beginning. The close relationships of the 9.S.U. team with the 
Central Bank and Agricultural Bank were also very helpful. 

Second, the team has proven very effective in helping identify research 
topiCS. And, once the topics were selected, in providing advice and guidance 
to the researchers, through project personnel, consultants, and other O.S.U. 
faculty. The publication of an extensive Annotated Bibliography on 

ricultural Credi~ and Rural Savin s: IX (A SpeCial Issue on the Dominican 
Republic , in July 1984 by the Agricultural Finance Program at Ohio State 
University, provided a good referenc~ to prior T~rk. 

Third, the O.S.U. team, realizing the strong interrela- tionsh1ps between 
rural financial markets and general financial and foreign exchange markets and 
taking advantage of the current Dominican economic crisis, has encouraged 
research on questions of these relationships, especially at the Central Bank, 
vere it will be readily accessible to policymakers. In a sense, this has 
b::oadened the breadth of the RSHP. This effort is very justifiabl~ in order 
t; get at central policy issues that impact on the performance of flnancial 
markets. The results have been persuasive in indicating the need for 
financial reform in the country. Furthermore, they have been well received, 
espeCially in the Central Bank. Perhaps, they will lead to yet another and 
larger role for the O.S.U. team in th~ second year of the ~roject. 

Fourth, the O.S.U. team worked effectively with the Central Bank in 
putting together the two workshops, which involved major organizational and 
logistical effort. 

Fifth, the O.S.U. team invited two Dominicans, Dr. Arturo Martinez-Moya, 
Technical Manager of the Cental Bank, and Dr. Andres Dauhajre, Director of the 
Applied Economics Master's Program at the Catholic University in Santo 
Domingo, to participate in the major conference, "Financial Crisis, Foreign 
assistance, and Domestic Resource Mobilization in the Caribbean Basin," held 
at Ohio State University in April 30 to May 1, 1984. Both contributed papers 
on the Dominican experience. 
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Sixth. the O.S.U. team has been effective in introducina knowledge of and 
bibliographic references to research on ~imilar topics in less-developed 
countries. Much of this work WBS undertaken within the O.S.U./A.I.D. 
Cooperative Agreement. nr. Gonzilez-Vesa. Hr. Jeff Poyo. the outside 
consultants and the pal~~cipating O.S.U. faculty have all had extensive 
experience in other countries and have shared this kno~edge with the 
Dominicans. A contributing factor has been the O.S.U. Studies in Rural 
Finance series. that publishes the research resulting from Cooperative 
Agreement activity and more. 

Once the various components of the Dominican research effort are in 
publishable form. it is expected that they will be included in this series. 
and therefore available to a much larger foreign audience. Some of the work 
should eventually be published in profeSSional journals. 

Seventh. as of the end of October 1984. a total of fifty-four 
research-related papers and documents <see Appendix -D-) had been prepared 
under the RSHP. this in itself is an indicator of the extent of work on the 
project. 

In summary. the O.S.U. team was not only luccessful in initiatins a 
broad-scale and relevant research program. but slso de.onstrat~d considerable 
skill in undertaki~z the effort. Apart from the O.S.U. team. lons-term O.S.U. 
faculty involvement has been limited to Dr. Cuev~s and one consultant. Dr. 
James Zinzer. who hus pla¥ed an important role. Although it was arsued that 
the researchers might be in need of more techn1c~l a.siltance in their 
investigative efforts. it is acredit to the project that the .. in thru8t of 
the work has been d~ne by Dominicans. In thil manner. the project ~,ands a 
much better chance of leavins behind a Dominican research capability when it 
is finished. 

~otential Second-Year Problems 

Although the first sene ration problems of gettina the research effort 
atarted have largely been aolved there are leveral lecond seneration problems 
that need to be addrelsed in the final year of the project. 

First. it is unrealistic to expect the new projects. lelected from those 
presented at the 1984 ~rkshop. to set well underway until the othe'rl are more 
uearly completed in those cales where they were propo~ed by personl heavily 
involved in research on the uncompleted projects. This will need to be taken 
into consideration in evaluatins the lecond-year effort. 

Second. more attention needs to be directed to institutionalizing the 
research ~ffort. especially in the universities. This aay require project 
personnel' working more with the universities to promote this effort. 
Increased attention should also be directed to developina more prosram/project 
evaluation capacity in the !AGRICOLA. Thil is important for internal analysiS 
of their operations. 
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Third, in order to get the most out of the research effort, additional 
technical ad".ice should be provided to the Dominican researchers where 
Deeded. In addition, fund ina should be made available to hire capable 
research assistants, to relieve the professors of doina aenjel and 
time-consumina tasks. 

Fourth, efforts must be directed to developina a Dominican place for 
publishina the research results in order that they get the attention they 
deserve amona researchers, students, and policymakers in the nation. 

Finally, it is clear the the research dimension of the project will 
require more than a two-year effort in order to establish firmly a lona-term 
capability built upon a strong institutional commitment and base. A.I.D. 
planning should consider mechanisms to do this as a follow-on to the project. 

E. Projec't Structure and its Implications 

The Rural Savings Mobilization Project has evolved from a self contained 
package of resources sufficient within itself to support limited project 
objectives to a more open-ended effort takina advantage of opportuDities and 
copina effectively with unanticipated operational difficulties. RSHP weaves 
together resources from a number of sources in support of activitiea which 
produce results of several kinds: research reports; new banking services in 
BAGRICOLA (and the policy, aanagerial, and physical chanaes necessary to 
provide and support those services); chanaes similar in kind although les~ 
complex in certain cooperatives; and a process of information dissemination in 
support of a policy dialog on a ranae of financial policies in the Dominican 
public and private sector. The activity draws dollar resources from VSAlD/DR 
and AlD/W through the S&T/RAD Rural Savinas for Capital Mobilization Project 
(936-5315); PL-480 local currency generations from the GODR; staff and 
financial resources of the Central Bank, BAGllICOLA, a number of DomiD1can and 
American academic institutiona, and four credit unions. USA.O/DR and the 
Central Bank are to be compl~mented for a skillful job of or nestrating this 
complex effort. 

This is an intellectually, politically, and developmentally ambitious 
project with low but relatively complex fundiDg arranaements, a large cast of 
characters and institutions, and a need for high energy, participatory, 
Don-directive "nagement. The funding structure is reflected in the following 
table: 

Dollars -

Dollars -
Pelloll 
Pesos 
Pesos 

USAID/DR direct and through the S&t/RAD Cooperative 
Agreement 
st!RAD 
PL 480 
Central Bank 
BAGRICOLA 
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Under this arrangement, dollars are managed by USAID; S&T/IRAD; and Ohio 
State University under the S&T Cooperative Aaree.~nt. PL-480 local currency 
senerations are aanased by the Central Bank; and the key Dominican 
participating orsanizations aanag~ ~heir ova contributions of staff time and 
other resources to research and, ~n the case of BAGRICOLA and individual 
cooperatives involved, to savings .obilization operationa. There i, no 
central unaserial control. The evaluators do not believe that unitary 
control is essential for the project in its current form. However, the 
current arrangement creates burdens of coordination and paperwork which 
complicates project implementation. It is useful to consider the following 
discussion of operational problems in lisht of these structural and financial 
considerations. In particular, it would seem that the considerable effort 
involved in arrangins to draw resourc into the project from sources outside 
the project itself m1sht be relieved b) authorizins a broader project effort 
with identified resources adequate to the expanded task. 

IV. OVERALL PERFORMANCE ASSJ::SSHENT 

A. Some Quantitative Heasures of Project Performance 

The assessment of project performance with a view to recommendations for 
follow-on activities requires an examination not only of prosress to¥Brd 
stated objectives but also of the cost-effectiveness of the procedures used to 
puraue those objectives. It is not feasible to make a definitive quantitative 
assessment of project accomplishments to date simply because of the current 
still early stase of implementation of crucial operations. We can, however, 
document quantitative evidence tending to support the observations of many 
know!edseable observers and project participants that considerable pros~ess 
has been made. 

The following table summarize' selected aaterial relatins to project 
accomplishments to date. 
Activity Results to date 

A. BAGRICOLA 

1. Internal orsaDization for savinss activities has been established and a 
three person full time staff commited to the savings mobilization prosram 
2. Branches takins savings deposits - twenty as of December 15, 1984 
3. Amounts deposited as of December 15, 1984 - $RD2,827,OOO 

B. Cooperatives 

1. Cooperatives to which TA provided - four 
2. Account1~~ systems installed - one 
3. Coops taking savings deposits - one 
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4. Savings aobilized a. of 12-31-89, RD$227,158. 
5. Dominicans train~d to provide relevent TA to coops - tWD 
6. Dominicans partially trained to provide TA to coops - one 

Research 

1. Studies proposed by Dominicans - twenty 
2. Studies financed by project 
3. Studies completed and.presented for review 
4. Studies published 
5. Number of Dominican institutions participating in research 
6. Number of Domninican professionals participating in research 

Dissemination 

1. Workshops presented - three (including one during project development) 
2. Number of workshop participants 
3. Number of Dominican institutions represented at workshops 
4. Project funds ezpended as of E. 

With re£pect to costs and cost effectiveness, leveral detailed cost 
analyses were prepared by OSU snd the Central Bank. Selected data drawing on 
this material is summarized in the following table: 

Cate80 ry 
of EzpeDse 

1. \3U professional 
2. OSU in-country 

(~oyo) 

3. Doainican research 
aSlociates 

4.· Non~SU consultants 
5. travel 

airfare 13 
per diem 18 

6. Worklhop COlts 

Total Dollars 

Amount 

$33.5 

33. 

6. 
21 
31 

5. 

236 

Source 
Kileion 

$18.5 

33. 

6. 
21. 
11 

142.5 

S&T/RAD 

20 

93.5 
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Consultant trips (1983-84): 28 

Local Currency (All Amounts Sa» thol'·Jlnds) 

Amount Source: PL 480 Dominican 

Technical assistance 59 
BAGRICOLA 25 
Coops. 34 

Research 130 
Dissemination 54 
General Administrative 100 
Other 22 

Total Local Currency 365 

Contributions of Dominican Institutions to the 
1984 are estimated by the Central Bank as follows: 

Central Bank 
Agricultural Bank 
FEDOCOOP 
UCAMAIMA, ISA, INTEC 

Sa» 42,000 
60,000 
15,000 
16,OOP 

26 33 
25 

26 8 
91 39 
42 12 
51 49 
22 

258 166 

Project as of October 15, 

To the total institutional contribution of Sa» 133,000 should be added the 
considerable contribution in terms of uncompenlat~d workinl tt.e liven to the 
Project by individual Dominican researchera, financial inltitution officers, 
and cooperative .embera. 

B. Kajor Conclusions 

The evaluators draw the followins overall conc1uliona: 

With respect to proj~ct perfora4uce and relultl: 

1. Project implementation il well under~y with ezceptional1y OPtimiltic 
prolpects in the BAGRlCOLA and Relearch componentl. lap1ementation of the 
Credit Union component ref1ectl a 1ell optia1ltic picture to date. In lome 
relpec'U. the .Olt important relulU of llSMP .. y lie beyC'nd the wJndl of the 
orilina1 project concept with its 1~rle1y -rural- orientation. llSMP has 
lenerated reezamination of concerns which eztend to the nation'l financial 
IYltem as a whole. 

2. Dominican commitment to the project and performance in its implementation 
are ezce11ent. Especially noteworthy are the effortl of the Central Bank and 
BAGRICOLA. In addition to the institutional co.-it.ent of Dominican 
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organizations, the project has achieved considerable success in attracting 
participation of individual Dominican professionals in researc~I, policy 
dialogue, and operations in financial ins~itutions. 

3. The project has been exceptionally effecL~~e as an ins~rument of policy 
dialogue. Even if substantive results do not ultimately .eet hopes and 
expectations, the process itself is an accomplishment in that it demonstrates 
how eff~ctive in-depth policy dialogue can be promoted on complex and 
controversial issues. The combination of public discussion, research by 
Dominican investigators, and operational innovation by Dominican institutions 
-- all supported and encouraged by flexible technical assistance and financing 
arrangements -- is a powerful model for assistance. Especially is this the 
case because defects in the policy environment are considered to be crucial 
constraints to achieving significant national development objectives. All 
persons and institutions involved are to be complimented for the intellectual 
~aturity of the process model and its implementation. 

4. The scope and rapidity of development of the BAGRICOLA ~~vingp 
mobilization component has clearly outrun the modestly stated objectives of 
the project design which called for a -pilot- or -experiaental- effort. While 
this performance is aost encouraging, it raises questions about bow well the 
implications, especially the internal inatitutional implications of the 
savings mobilization effort are understood. It also raises questions about 
the adequacy of resources availabl~ to deal ·~th the institutional 
consequences of savings .obilization and related operations including 
management policy, training, physical facilities, infermation systems and the 
like. 

5. The Credit Union compo~ent of the project presents so~ serious issues. 
The component got off to a r,:,I.OW start. Soae effort .s expended in 
identifying organizations whose level ot adlli~liatrative deve!opaent offered 
reasonable prospects for effective savings ao'ilization. Considerably.ore 
technical effort ~s required to prepare the 'ubject organizations to handle 
savings deposits. The work co.pleted to date .. y well have been sufficient to 
bring at least one of the coops involved to an adequate level of competence. 
An on-site interview with coop .. nageaent and review of the accounting system 
installed under the project suggests that the effort has been successful in 
the La Vega credit union case. But serious questions remain open: 

Has a replicable technical assistance .odel been developed for 
assistance to coops and credit unions willing to undertake savings 
.obilization7 An accounting system has been developed and training 
has been provided to two Dominicans. We see the effort so far as 
useful and promising research the wider applicability of Which io yet 
to be demonstrated. 

Given the Problems faced by FEDOCX>OP, is there an institutional base 
available within which technical assiat,lnce for coop saving 
.obilizaticn can be positioned7 
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the credit union component preaents a challanae to evaluation aa '~ll as 
aanagement. We are compelled to a~y that While other components of RSMP 
appear to be well seated ·and have atrona Dominican leadership, the Credit 
Union component ~·,·ea the outwrd appearance of an relatively high cost, 
low-pay-off oper.~ion which lacka a clear institutional ha.e and a 
demonatrated replication potential. On the other hand, this component started 
alowly, had less aenior level attention paid to it, suffered aerioualy from 
the lack of a suitable institutional base, and nonetheless is producina 
interestins if necessarily modest ~esults. 

The credit union component both requires and deserves close Hission 
attention in the coming months. If the pilot credit union savings 
mobilization efforts perform well, the His&ion may well have identified a 
significant and innovative initiative in coop. development. If the results 
are not eucouraging, it may be desirable to consider eliminating the 
cooperati~ component of the Project and focusing resources on activities with 
greater potential for success. 

6. the RSKP Project presents a series of challenaing aanagement iasues. One 
auch issue 1a whether RSHP has been ~too succeasful" in &AGRICOLA. A strong 
case can be made for the proposition that savings mobilization ia moving too 
fast in BAGRICOLA and that aerioua risks are being run by encouraging 
eztensive deposit and lending before the institution ia prepared and fully 
understands the implications of a wnew business". Conversely, a atrong case 
can be made that an opportunity for significant change now uista and ahould 
be ezploited while aupport ezists for important reforms. It appears that 
BAGRICOLA'has .. de the deciaion to move ahead for better or worae. USAID can 
aake a difference in determining the ultimate auccess or failure of this 
effort by assuring acceas to sound technical aasiatance and ahould do so. 

Whether the M.!,ssion decides· to preas the opportunities for significant 
financial reforms which this project has opened or not, the lenie ia out of 
the bottle. Domi~cana see the opportunities for domestic aavings 
aobilization inherent in the project concept. &AGRICOLA aanage.ent has 
~ecided to run the riaka of aglreasive savings .obilization within an 
institutiDD.not previously oriented toward "hankinl" activity. Assuring 
adequate technical aasiatance resources to help the Dominicana deal with 
unfoldina problems and opportunities appears to be not only hiahly desirable 
but nece .. ary. 

8. the ~lationship of this Project to wider financial reform initiatives and 
program o'jectives of the Miasion presents another queation for cloae 
management consideration. RSHP, a project strongly oriented toward "rural" 
financial .arkets has helped to open avenuee of possible reform well beyond 
the atrictly rur.al. But the "rural" objectives of RSMP remain aignificant in 
and of theaaelvea. Ideally the Miasion will see ita way clear to movinl 
forward 11th a comprehen8ive financial sector effort which includes continuing 
efforts to improve the perforaance of rural financial aarketa and addresses 
wdder fiDlucial reform opportunities. 

http:oper&L.on
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With respect to the admini8tration of the project: 

1. Ohio State University performance. in the project has been excellent 
overall. asu has mobilized an iaprel8ive array of te~~~ical aOliltance 
relourcel both from itl own ataff and outside con8ult~~'8. The technical 
Clliltance effort i8 perceived to be effective by participant8 in the 
project. The a88i8tance provided appear8 to the evaluator8 to have been 
relevant, appropriate, and effective (although effectivene88 of TA for the 
cooperative component cannot yet be judged). asu appears to bave sought 
outlide con8ulting talent rather than u8ing its internal Itaff to mazimize its 
revenue8 from the project. No complaints were heard concerning asu 
admini8tration in the project. 

2. The asu approach to providing TA primarily through 8hort Vi8its rather 
than through senior in-country 8taffing appear8 to be effective. Total costs 
of exten8ive 8hort-term a81i8tance to date appear to be lower than maintaining 
a lenior profe88ional in-country. The 8cope of profe88ional service8 provided 
i8 far wider than anyone profel8ional in-country could offer. Host country 
officia18 did not expre88 complaints about the quality and acce88ability of TA 
When delired. To the contrary, Dominican officials appe&red to prefer this 
lupport arrangement under which they maintain clear cont~ol of the activity 
(which might have been a problem if a senior advisor ~s in country 
full-time). The eztenslve Ihort-term TA format 1& expen8ive but on balance 
appear8 to be more effective for the type of project involved than a Ringle 
lenior advi80r. With the exception of the Cooperative component, this project 
places a high priority on intellectual interchange and reliance on Dominican 
inltitution8 to manage day-to-day implementation. The Dominican8 apparently 
like and profit from 8hort burst8 of "high voltage" technical alliltance. 
With relpect to the credit union component, long-term in-country TA appear8 to 
be ellential. In .hort, the evaluators recommend no change in the technical 
a .. lItance delivery sYltem of the project in itl currelt fora. 

3. The evaluator8 clolely ezwned aSU-Doalnican in8ttution link8 and the 
role and effectivenel8 of the key participantl. There do not appear to be any 
problea8 requiring immediate .. nagerial attention. A fewainor iUluel 
lurfaced but were promptly addrelled, apparently effectively, by the 
individuals involved. 

It might be noted that the Itructure of the project fairly begs for 
communications probleml. The admini8trative complezity, the Ihort Vilit, 
"bigh voltage" TA delivery mechanilm, and other factors are a fertile field 
for irritation and aisunderltanding. That there bas been 10 little difficulty 
and that of luch a peripheral nature i. a tribute to all concerned. There 
does not appear to be an operationally lignificant communication8 problem as 
of thil writing. 

4. Support from the S&T/RAD Cooperative Agreement project "Rural Savings for 
Capital Mobilization" ("RSCH") and itl predeceslor Cooperative Agreement 
"Rural Financial Markets" WB8 an elsential factor in developing and 
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implementing thi8 Project. RSCK provided funding and acted a8 a vehicle 
through Which USAlD/DR channeled funda to OSU for project purpoaes. Further 
funding from RSCH il nov precluded because of the relatively larse 
contribution already aade to the Dominican Republic effort. There alao 
.pp~ara to be. .ue8tion a8 to whether RSCH can function a8 a vehicle for the 
channeling of funds to OSU for project purposes. If this i8 the case, the 
Kis8ion .. y be forced into an early decision on ·projectizing· a follow-on to 
RSH for administrative reasons. 

As the cooperative agreement concept in relevant part is currently 8ubject 
to criticism in AlD/W and'may be eliminated as a support mechanism, 
consideration should be given by AlD/~ as to how this type of support can be 
obtained by missions in the future. It is highly unlikely that the mission 
could have undertaken the effort represented by this project without a 
flexible support mechanism such as the OSU Cooperative Agreement. Nor is it 
clear that the specialized technical aasistance capability utilized in the 
project would have been available but for the exiatance of cooperative 
agreements helping to develop and maintain ·centers of excellence" such as the 
OSU financial markets program. It is extremely difficult for USAID mis8ions 
to initiate programming in new and 80phisticated technical areas without a 
transitional support mechanism such as the cooperative agreement device. 

5. The Hi8sion has .. intained a' relatively low profile in the implementation 
of this Project. On balance, this approach appears to have been sound. 
However, a number of project partiCipants expressed the desire that USAlD's 
well-respected project manager become more involved in the project at this 
time. Deeper USAlD involvement might veIl 8trengthen the hand of technocrats 
and facilitate operations. Given that consideration should be given to 
changes in this Project and the possibility of the development of a new 
project, a deeper USAID involvement would appear to be desirable at this point. 

Several 8pet:fic recommendations for changes inRSHP during the balance of 
life of the project are discu8sed in V A below. 

V. RECOHHENDArIONS FOR FOLLOW-oN ACTIVITIES 

The priaary recommendation of the evaluator8 i8 that the Kission should 
indeed follow up on RSHP and continue to work in the field of financial lector 
reform in the Dominican Republic. The ideal approach would be a comprehensive 
financial sector development program incorporating suggestiona discu88ed 
below. But if a comprehensive prosram is not feasible, then one or several of 
the approaches de8cribed are well worth addressing individually. The precise 
approach adopted i8 les8 important than the decision to continue to build on 
the RSHP and related Hission efforts in recent years. 
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Thil general recommendation il baled on the following observations: 

1. The financial lector il not only important economically but it is 
relatively lophisticated; institutionally diverle; ~~d open to innovative and 
entrepreneurial activity. The possibility exilts _r~t the financial sector 
could be a leading developmental lector rather than a problem area. 

2. Both competence and interest in development relevent reform exist within 
the GODR, especially in the Central Bank. There appearl to be a receptivity 
to sophisticated technical assistance and considerable administrative skill in 
implementation of innovative programs both in the Central Bank and BAGRICOLA. 

3. There appe~r to be many private firms and individuals in the Dominican 
Republic capable of creating and managing innovative financial approaches to 
solving delvelopment problems. 

4. RSHP offers a model for policy dialogue in the financial sector Which is 
both effective and acceptable to the Dominicans who have demonstrated an 
ability to seize on technical ideas and turn them into practical operations. 

5. The potential payoff of lignificant financial lector reforms il very high 
and justifies the patient cultivation of key institutions and people in the 
lector over an extended period of time. Until luch major payoffs become 
possible, even minor improvement I can be sufficiently lignificant to justify 
USAlD attention. In short, the financial lector is a good place for USAID to 
be active. 

The Ipecific recommendations of this evaluation fall into five general 
categoriel: 

1. Completion of RSKP 
2. A comprehensive Financial Karkets Developmeat Project 
3. Financial lector inforaation, analYlil, ant plaDDing 
4. lnItitutional development within BAGRICOLA 
5. New approachel to base level financial lervicel 

Recommendations in -Completion of RSKP- are limited to the current project 
and itl i .. ediate problem.. A number of additional luggestionl for extension 
of RSHP initiative. are .. de in subsequent lection.. ~e follow-on activities 
(2-5) are not autually exclulive. To the contrary, the aore comprehensive the 
effort, the better the chances of accomplilhing broad-baled changes. But each 
is worth undertaking leparately even if the other activities are not carried 
out at this tiae. 

A. Completion of RSHP 

RSHP has achieved lome notable relultl in itl firlt year of 
implementation. It hal allo encountered ~ome problems leveral of which the 
Mission hal already addrelled. Holt important, RSHP hal become a vehicle for 
strong Dominican managerial and intellectual leaderlhip. The project should 
be completed and follow-on activities (dilculled below) initiated. 
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Specific problems of RSHP were discussed in detail in earlier sections. A 
few important adjustaents which will b~ desirable are summerized here. 
Generally, these are "Iecond 8eneration- problems - consequences of achieving 
-first 8eneration" ob'~etives. 

1. BAGRICOLA 

USAlD should assure access by BAGRICOLA to technical assistadce services 
in order to monitor pr08ress of the lavings mobilization effort and its impact 
on bank operations and in order to continue close advisory support to 
BAGRICOLA officials on key banking mana8ement issues. Preferably such 
additional assistance would be provided in the context of a transition to a 
broader BAGRICOLA institutional development project such as that discussed 
below in section V D. 

2. Credit Unions 

The question of identifying an institutional base for the credit union 
activity Ihould be resolved as soon as possible. Results of the work done in 
the four pilot credit unions should be monitored for a number of months before 
replication is undertaken. This would, in effect, pr~clude new credit union 
activity within the ~urrent time frame of RSHP. Planning follow-on credit 
union assistance activities should be initiated in the context of new project 
activity as discuGsed in V E below. 

3. Research 

Additional local currency resources should be made available to Dominican 
researchers to help finish research projects and provide incentives for new 
relearch initiatives. Local currency funding Ihould also be .ade available to 
an appropriate Dominic'\n inltitution to publilh research results and to 
provide a forum for wtj,tten'dilcuslion of financial aarkets iSlues. A 1 .. 11 
.. ount of dollar finaleiria should be .. de available to allure Dominican 
researchers accels to U.S. techD1cal advice on relearch problems. Again, 
relearch lupport and arrangements for training Dominicans in financial markets 
disciplines Ihould be incorporat~d in any follow-on project. 

4. Financing Implications of Termination of S&T/RAD Funding 

Additional funding for RSHP cannot be expected frou the S&T/IRAD 
Cooperative Agreement according to AID/W lources. Thil hal been an important 
lource of support for the RSHP effort. The S&T Cooperative Agreement 
provided funding at a level of $93,500 to date to complement the Hilsion's 
1142,500 dollar commitment. Thus, attention must be addressed both to 
financial planning and funding mechanisms for the balance of this Project. 
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5. SWlllDary 

The rapid development of the !AGRICOLA effort and the slow development of 
the credit union effort suggest that the RSHP design has heen superceeded by 
implementation experience, a Wholly appropriate outcome I , an experimental 
project. The evaluators recommend developing a new project Which WDuld follow 
on immediately after the planned FY' 1985 termination date of this Project <see 
below). In that connection, the Mission should consider a small augmentation 
of RSHP funding to sustain the project's momentum during the transition from 
RSHP to a larger follow-on project. 

If a major follow on effort is not feasible immediately and given that 
further funding will not be available through the S&T/RAD Cooperative 
Agreement, the Mission may wish to consider Whether a someWhat larser 
augmentation of RSHP effected through a project amendment may be the 
appropriate vehicle to sustain RSHP activities for the near term. 

Finally, if the Mission does not wish to undertake a new, follow-on 
project, resources and objectives of this Rural Savings Mobilization Project 
should be reexamined as soon as possible with a view to preserving reeources 
to maintain the more successful initiatives of the Project even at a low level 
of activity. 

B. A Comprehensive Financial Ha;kets Development Project 

The evaluators recommend early mission consideration of a comprehensive 
financial sector reform project. Evolving circumstances in th~ Dominican 
economy combined 'with the opportunties for policy dialogue and innovation 
generated by RSHP may aske a thorough reexamination of financial sector policy 
and institutional development feasible. One cannot predict the outcome of a 
process of policy analysis and dialogue; however, even mo~est policy changes 
in financial policy can yield great div1dp.nda. 

The recommendation to address financial lector issues comprehensively is 
grounded on leveral considerations: 

First, more effective mobilization of domestic financial relources is 
essential to Dominican development in general aud to private sector 
development in particular. To this end, lignificant policy and institutional 
reforms in the financial sector are of fundamental import~nce. Policy and 
institutional incentives must be aligned in ~ys Which ~ncourage rather than 
discourage mobilization of resources for investment in the Dominican Republic. 

Second, the very difficulty of the current situation may make conditions 
ripe for serious examination of policy and institutional issueG. Third, the 
complex interaction of policy and institutional behavior Which characterize 
the financial lector i. difficult to change piecemeal. It is possible that a 
comprehensive approach, While difficult, may have a better chance to be 
effective than a narrower approach. 
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The core problems appear to be: 

1. GODR financial policy and the policy making process (including and 
especially interest rates) which generate disincentives to achievement of 
development objectives; 

2. An imbalance in financial institutional capability between institutions 
serving urban and rural interests (which probably reflects in significant 
measure the relative lack of profitability of agriculture itself); between 
commercial banking and other interests; and between investment and other 
functions; 

3. An agricultural bank which has in the past generally functioned as an 
agency to transact transfer payments rather than as a banking institution; 

4. A paucity of efficient small financial organizations (such as cooperatives 
and credit unions) to mediate between most lower income people and the 
formal banking system; 

5. A common failure of financial institutions to exploit new technology and 
managerial methods to lower costs and improve performance. 

6. An inability to exploit for support of Dominican development objectives 
the financial opportunities offered by easy access to u.s. financial 
markets and large numbers of Dominicans living in the U.S. 

The ultimate objective of a comprehensive financial sector development 
project would be a national financial market which would encourage a free flow 
of resources to the most productive uses which in turn would generate t~e 
greatest benefits to the economy overall. In the near term, however, the 
p~rpose would be a relatively modest one of designing a framework within Which 
I Jlicy planners and institutional managers can define their plans .nd 
( )jectives for financial policy and institutional reform. Thi£ fTrmework 
~uld be, in essence, a Iystem of indicative planning within which responsible 
officials can make plans in liaht of reasonable expectations of the plans and 
intentions of other responsible officials. 

Supporting the development of this framework would be a comprehensive 
process of planning for the financial lector including the gathering of data, 
research and policy analysis, and development of individual project activities 
to assist the institutional development process. nlis process would build on 
the considerable work already done in this area and help to rationalize and 
focus knowledge and interest in the field. 

The process would begin with the design of an overall program. Either all 
or selected portions of the overall program would be "projectized" by USAID 
(or other donors or the GODR with its own resources). Dependirg on the 
availability of resources and other factors, the program could be implemented 
in its entirety immediately or in parts over time. But a comprehensive 
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planning process would help assure that the pieces (and especially the 
policies) fit together, the data is gathered and analyzed efficiently, and 
that expectations are clear. 

Some of the individual·~alts of a comprehensive program are discussed 
belovo The individual components suitably revised can also be viewed as 
"stand-alone" projects. 

C. Financial Sector Informtion, Analysis, and Planning 

RSMP provides a useful model of research and policy dialogue which could 
well be expanded to promote broader financial sector reform objectives 
preferably within a comprehensive sector program but also very usefully as an 
independent follow-on and expansion of the RSMP concept. 

A research and policy analysis program could be structured with the 
following characteristics: 

1. Central bank management. 

2. Research conducted by numerous professionals in Dominican institutions 
(but with more generous support than has been available under RSMP). 

3. Technical support prOVided by U.S. professionals in conjunction with 
experts from other Latin American countries. 

4. Public policy dialogue carried out through the medium of open workshops 
and forums; publication of articles by program participants; and, perhaps, 
other forms of information dissemination. 

5. Establishment of an acarlemic center for the 8tudy of financial markets in 
a major Dominican university. 

6. Access to a wide range of techni~al assistance in banking and finanCial 
institution management. The modernization of financial institutions can not 
only add to profitability and competitiveness but also encourage attitudinal 
changes Which may be crucial to improving service to agriculture, to less 
wealthy customers, and to other groups in the society needing better financial 
8ervices than are now available. 

The foregoing program can be cast in terms of a continuation of in-depth 
policy dialogue, an adjunct to other Hi8sion policy analysis work, cr as a 
stand-alone extension of RSMP. Ideally, it would be a component of a broader 
program supporting extensions of the operational elements of RSMP. 

D. Institutional Development in BAGRICOLA 

BAGRIOOLA must evolve into a more effective financial institution to 
8upport agriculture and rural development in the Dominican Republic. 
BAGRICOLA cannot continue to function as 6 mere transfer agent of the GODR and 
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international donors if the institution is to play a significant role in 
aobilizing domestic resources for agriculture. RSHP has encouraged a major 
step for~rd toward a much invigorated !AGRICOLA. This development should be 
supported and the real opportunities for institutional change now open should 
be exploited. At the aame tilDe, it 11i,;at be recognized that some of the 
traditional "transfer agent" functions of BAGRICOLA are unlikely to be fully 
displaced for some period of tilDe. The problem is one of how to encourage 
development in new directions While maintaining (and it possible improving) 
the still essential traditional functions. 

We suggest that consideration be given to a transitional institutional 
development project in BAGRlCOLA which promotes restructuring of BAGRICOLA 
into a "Rural Finance Agency" of GODR which would carry out both new and 
residual functions. The new agency would have three separate functions each 
carried out within separate organizational units. The three major fUnctions 
would include: 

1. "Banking" in the sense of buying and selling money in the market as 
!AGRICOLA is now undertaking under RSHP. 

2. Special credit and (in cooperation with SEA) related technical 
assistance programs of international organizatons; and, 

3. Agrarian reform and other transfer payment type financing operations; 

Each funct"lon would be carried out under independent managerial units 
within the agency. At the branch level, these functions would be carried out 
through different "windows" with, insofar as practicable, different 
employees. Where economically feasible, the functions would be carried out in 
different offices with different aanagers. To the extent that branch aBnagers 
would responsible for different functions in one office, training would assure 
an the rough understanding of the Vel! different objectives and problems 
associated with each function and th~ different aanagerial approaches required 
for each. 

An AID project would provide technical assistance and some commodity 
assistance for computerization, improved communications, and other facility 
improvements. TA would address aanagement issues including information 
systems; personnel implications of "banking for profit" (such as incentives); 
decentralization of decision aaking and asking branches profit centers; 
methods of working aore effectively with the private sector including 
co-financing and risk sharing with commercial banks; and developing practical 
techniques for dealing with the businessl farming community with its peculiar 
characteristl=s such as extended families, ~ultiple incomes, and the "U.S. 
connection". A central concern of this project would be promotion of private 
sector financial support of commercial agriculture, a process which may 
require differential (but ahared) risk taking by BAGRICOLA. 
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A. strong research and policy analysis unit within !AGRICOLA would lend 
weight to the Bank's par,icipation in policy dialogue on issues such as 
·interest rate policy, encouraging "promotion" of rural people with established 
credit t:o commercial sector borrowing, and development of special BAGR1"'''''·~ 
functiu~s such as wholesale banking for new and existing lma11 financia~ 
organizations. There are re~earch issues of considerable interest Which such 
8 unit might be encouraged to pursue. For ezamp1e, the financial "reach" of 
many less wealthy Dominicans may be, at least in the aggregate, substantial. 
Developing practical means to facilitate access to Dominican owned or 
controlled wealth and income in the United States and domestic assets such as 
rural land may offer opportuntities for mobilization of savings beyond those 
afforded solely by raising interest on deposits. Development of such 
possibilities requires technical skills and a sensitivity to private 
enterprise viewpoints. But if a firmer common ground between public interest 
in development and private interest in profit snd security can be found, 
considerable resources not now available can be called into the Dominican 
development process. 

Consideration should be given to BAGRIOOLA playing a technical support 
role to financial services sroups such as credit unions, cooperatives, and 
simi1~~ organizations when and if it proves to be impossible for traditional 
support org3n1zation£ such as federations to function effectively. BAGRlCOLA 
might also be considered as an institutional base for financial education 
services including financial advice and training for rural people of moderate 
and low income. 

An area of particular importance is the need to ezp1or£ whether computer 
technology offers opportunities for decisive changes in the institution and in 
rural finance in general. In the past, agricultural lending costs have been 
high for a number of reasons including geographic dispersion of cUltomers, 
inadequ \te decentralization (procedures and personnel issues), and lack "f 
modern ~quipment, as well as default and late payment. The rapid advanc·.! of 
computt· technology and applications to various financial operations may now 
permit a fundamental breakthrough in BAGRICOLA administration problems. While 
we understand that there is lome technical assistance being offered in this 
connection, it would seem desirable to consider ezamining bauk management in 
all its ramifications in light of new technological possib!lities. 

E. New Approaches to Base Level Financial Services 

The problem of financial intermediation and services for people of modest 
means has been a continuing development concern literally for decades. While 
many sucesses have been recorded in individual situations, a generalized 
approach to helping organize the financial resources of large numbers of 
relatively poorer people has proven elusive. The problem seems to escape 
solution and yet is too important to abandon. The logic of establishing 
federations of cooperatives and credit unions to provide an institutional core 
and various necessary services to member organizations would seem compelling. 
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Yet ezperience demonstrates that such "umbrella" organizations tend not to be 
viable for eztended periods of time in the absence of continuing donor 
support. Unfortunately, the Dominican Repu:'~~: offers an ezample of this 
phenomenon. 

Rethinking this problem and ezperimenting with new alternatives to its 
solution deserves serious attention in the Dominican Republic. In theory, 
there are a number of alternatives available to the Mission to help develop 
financial services for people outside the commercial banking system: 

1. Try once again to develop credit unions and cooperatives through 
developmen~ of umbrella organizations which offer credit and promotional and 
technical services to member base level organizations; 
2. Provide technical assistance directly to base le~el organizations; 
3. Finance training of individuals who will provide services directly to base 
level organi~ations; 
4. Induce public banking organzations, such as BAGRI COLA , to provide 
technical and financial services to base level organizations; 
5. Offer incentives to private profit aDd non-profit organizations to provide 
technical and perhaps financial servicesj 
6. Work with base level organizations and lower income individuals to "join" 
the commercial banking constituency (in the manner of the ADEMI program)j 

Each approach has its peculiar disadvantages such as high cost per individual 
served, high transaction costs to the institutions involved; interest rate 
limitations on profitability; and 80 forth. However, the ADEMI experience and 
the reinvigoration of the four pilot credit unions under RSHP suggest that 
effective lolutions can be identified and implemented. 

RSHP quit~ by chance presents a lomewhat different model for base level 
financial organization development than co~ lDIy leen. Typically, such 
projects provide considerable aSlietance fOI institutional development to 
cooperative federatiODs or other umbrella groups de.igned to provide technical 
and financial assistance to base level .ember groups. The federation level 
assistance is ezpensive and often is not rewarded by development of a 
permanent, financially viable support institution. Alas, RSHP encountered 
preCisely this difficulty. Wisely, it would seem to the evaluators, the 
Mission decided to push ahead with direct assistance at the base level 
organization level rather than try to deal with seemingly insurmountable 
problems at the Federatio~ level. 

Assistance provided from RSHP was focused on four credit unions. Direct 
technical assistance was provided under the project to the base level 
organizations. Obviously the cost of assistance to these four credit unions 
WBS high. Direct ezpatriate technical assistance Ihould not be replicated in 
its current form. But if Dominicans can be trained to do what the OSU 
in-country advisors did, the COStl asy not prove to be excessive for wide 
replication. 
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It .. y be worthwhile to try to build on this experience in a follow-on 
project. In essence. the prop~~ed approach to technical allistance delivery 
would be a private enterprise. wconsultingW .odel. It would focus on helping 
base level orf,Bnlzations (auch as credit unions) to achieve financial 
competence. Ih~ aodel eachews Wlbrella organization lupport. Aaa1stance would 
be provided by individual Dominican consultants. not by an organization. 

lbe individual Dominican consultants would be drawn from professional 
backgrounds and trained to provide services to client base level organizations 
such as: 

1. Explain to base level organization members the reasoning behind savings 
mobilization, higher interest rates for savings and for lending. and related 
concerns; 

2. Install bookkeeping systems to support internal accounting requirements; 
and. 

3. Assist base level organizations i~ establishing financial connections with 
banking organzations (including commercial banks as well as BAGRICOLA); 

4. Consideration might also be given to consultants providing some other 
information. support. and tec~ical assistance functions commonly provided 
through federations and limilar Wlbrella organizations. 

Consultants would be paid in part by the base level organization and in 
part frOi small srants provided by an appropriate Dominican organzation 
(BAGRICOLA, for example). The base level organizatio~ would be free to 
disaiss a consultant with whom it was dissatisfied. Conaultants would be free 
to accept or reject offers of employment froll ~articular bale level 
organizations. 

Training aLl organizational support for the Dominican consultants carrying 
out theae functions WDuld be centered in an exiating financial institution. 
BAGRICOlA would be the ideal candidate. But that institutional function would 
be limited to providing support and evaluating performance of the individual 
consultaats. BAGRICOLA would not be responsible for the success or failure of 
the consultants or the base level organizations. 

Promotion of new base level organizations would not be encouraged until a 
substantial number of existing organizations are assisted to aore effective 
levels of performance. 

A nu.ber of other experimental £pproaches to financial services for the 
less well off might be considered besides the wconsultant-bale level 
organizationw model. The followin~ suggestions merely identify interesting 
possibilities which have come to the evaluatorl' attention rather than an 
effort to catalogue the .. ny possibilities worth exploring: 
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1. Promote activitie. Which draw lower income people into exi.ting financial 
ins'itutions. It WDuld .eem that the be.t ~y to lower tranlaction, co.t. i. 
to u.e the inltitutional infraltructure of the hankins co.-unity. But will 
bank. lend to the poor7 The eatabl1.hlDent of cred1 i. 18 an important allet for 
people out.ide the forasl financial 'Ylte.. In thi. connection, the ADEMI 
program offers a number of le.lon. well worth follOwing up. 

2. In .ome countries use of agricultural credit" for 
non-agricultural-production u.es has been .ource of concern. Perhaps this is 
not only unavoidable but desirable. An experiment .tght be ba.ed on 
facilitating lending to extended families or other self-.elected groups as IAn 
economic enterprise. Income and assets of the group would generate a base for 
borrowing for productive purposes not limited by sector. 

3. Approach financial .ervices from an educational viewpoint. Use the formal 
education system as a vehicle to provide trainins both to students and parents 
in the use and understanding of mrr>:y and itl aanagement. Support deVelopment 
of training programs in financial ' Alls at .chool and univer.ity level •• 
Promote credit unions in .chool.~. practical method for expoling students 
to financial experience. 

4. Consider a 1 .. 11 project to examine problems and opportunities in 
financing rural land transactions 

RSHP has evolved in ~ys which suggest that a revi.ion of the project will 
be desirable and perhap. necessary in the near future in any event. The 
BAGRICOLA .avings mobilization component hal moved fa.ter than expected. The 
Credit UDion component requires reltructuriua becau.e of the need for an 
adequate institutional La.e. The policy dialogue implication. of the re.earch 
and di •• e.ination activitie. have probably exceeded expectation.. The role of 
the S&T/RAD cooperative agreement in .upporting fut~·e RSKP activitie. i. 
unclear. For all the.e rellon., conlideration of d"iaDins follo~on 
activ1tie. now aeems timely and approaching the prot..LeJD comprehend'.ely 
preferable. 

F. The Role of Credit in AID Financial Sector Project. 

Should follow-on AID Project. incorporate large component. for 
agricultural credit7 Cheap credit from government. and donor. ha. been 
identified a. a major cau.e of rural financial market dy.function. A .trong 
argument can be aade that the availability of cheap credit hal helped to make 
it poslible for government. to maintain poor policies which result in 
unprofitable agriculture and a ho.t of other economic and .ocial problems. On 
the other hand, farmerl need aoney to produce and to live. When .uch money is 
aad~ available thruugh donorl and government., certain ambiguities .. y emerge 
concerning perception. of the nature of the tran.action through Which acce.s 
to the fundi i. provided. Donor. tend to think of .uch aoDie. a. ·credit· and 
expect farmer. to repay the ·debt·. Farmer ... y think of .uch aoDie. a. 
·credit" (and repay) if they can make a profit and can expect acce •• to .uch 
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.onie. in the future. Howver. famere .. y think of .uch ~nie. a •• omethina 
other than "credit" (and not repay) i1 they cannot .ake a profit or do not 
ezpect access to .uch .onies in the future. Tb1. difference in perceptioQ was 
often in part re.olved by providina .oney at below .. rket intere.t rate.. But 
.ub.idized credit ~a.uonly did not result in profitable agriculture. often 
auch of the ".oney'· did not reach the intended beneficiariel. and the effort 
to use "credit" to accomplish variou. economic and .ocial objectives WBS .een 
to lead to systemic problems in the financial system ulti .. tely redounding to 
the harm of the farmers themselve •• a clas.ic vicious cycle. 

The farmers' illllediate need for .oney is Banquo'. ghost at the table of 
financial policy and institutional reform. Substantial infusions of credit to 
help meet farmers' current needs are desired and probably ezpected. But the 
anomoly of promotina financial policy reforms While offering "the hair of the 
dog that bit ••• (the financial .ector)" is obvious. 

It seems to at least one evaluator that the core issue in agricultural 
credit is not interest rates but the lack of profitability in Dominican 
agriculture. Until the policie. and the systell of acces. to input. and 
markets vb1ch make agriculture profitable are in place. donor and government 
"money" may not be viewd as "credit- (in the .ense of funds borrowd with the 
intention of investment and repayaent). 

In considering how to deal with GOH ezpectations and needs for AID funding 
for financial sector operations beyond technical assistance and cOllllodities 
for institutional improvement.. the Hi.sion aight wi.h to consider an ezplicit 
distinction betwen: 

a. Honey for "credit" to encourage profitable agriculture 

b. Money for continaent transfer payaents to famer. for defined 
economic. SOCial. or ',olit1cal objectives 

Pinancina "b." may wll be e.sential for variou. reason. until the policy 
and institutional .tructure of the agricultural and financial .ectors are in 
.ound condition. But the proce.s of refoming financial policy and 
institutions .hould not be carried out a. an operational adjunct of effectina 
transfer payaents in the gui.e of credit. Conver.ely. to the eztent that "b" 
type financial operations take place. they .hould be clearly identified as 
tr~n.itional. related only to current econoaic difficultie •• and with every 
effort made to l1a1t it. now wll under.tood baneful effect •• 



RURAL SAVINGS MOBILIZATION 
IN THE DOMINICAN REPUBLIC 

PRELIMINARY NOTES ON THE 
EVALUATION AND FOLLOW-oN 

Claudio Gonz4lez Vega 
March 27, 1985 

The OSU team is very pleased with the recognition of the 
achievements of the Rural Savings Mobilization Project (RSMP) and the 
favorable comments included in the Blankstein-Ladman evaluation and finds 
their recommendations useful and encouraging. 

These notes provide a preliminary reaction to the evaluation report 
and sketch a request for a one-year extension of the present project, 
given available resources and present cirCUMstances. There is room for 
several additional activities related to the financial sector, over 
several years, and we expect to continue negotiations with the Mission 
about the extent and scope of these other fields of potential OSU 
involvement. 

The evaluation report contains information on the RSMP's activities 
through October, 1984 (The first year). These notes emphasize actions 
and achievements through March, 1985, reporting ort several new 
developments of importance. 

I. BANCO AGRICOLA 

To date, achievements at Banco Agr{cola can be summarized as 
follows: 

1. Establishment of a deposit mobilization unit, with a full-time 
staff of 5 persons. These persons are committed to the RSMP and have 
effectively in the design and implementation of the mobilization 
caml'aigns. 

2. As of January 3~, 1985. the Banco Agr{cola had mobilized 
DR$3,165,194 at 21 of its branches. 

3. Several of the second-generation problems identified in the 
October (1984) Progress Report are being dealt with. These corrective 
measures imply direct or indirect OSU-RSMP involvement in the following: 

a. Design of a new set of forms for reporting data on loans and 
deposits. 
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b. Design of computing programs (software) for the new flows of 
informaticn. (a) and (b) are expected to reduce paperwork by about 60 
percent. 

c. Organi'zation changes in the Computing Department, for a more 
efficient management of information flows. 

d. A new system of portfolio classification to generate 
information required to keep track of delinquency (actual and potential). 

e. A new set of delinquency indicators. 

f. A new system of client classifica"Hon for loan evaluation and 
follow up. 

g. Establishment of uniform rules, criteria and indicators for 
all clients (regular and agrarian reform) with respect to interest rates, 
loan follow-up and collection, and accounting systems: 

h. A new structure of interest rates (12 per cent per annum plus 
6 per cent commision). 

i. Introduction of micro~computers in an experimental basis, for 
management and data flows. 

j. Staff training. Most important among these activities was the 
three-day Jarabacoa Workshop (November 29-December 1), attended by 120 
officials, including several Board Members, the General Administrator, 
his Deputy, all Department Heads, Branch Managers and Deputy Managers. 

k. Asset Management. The mobilization of local funds has forced 
the bank to develop a new attitude and new lending criteria. 

As originally designed, the RSMP called for savings campaigns at 
four branches, on a pilot basis. It was expected that deposit 
mobilization would eventually force the bank to face several of its 
deficiencies, while new problems, associated with the mobilization 
activities, would have had to be dealt with. Given the expected small 
dimensions of the pilot activities, these "second generation" problems 
would be contained and manageable. 

Actual mobilization activities at Banco Agricola have substantially 
outrun the modest targets stated in the original project design. While 
continuously cau~ioning the bank's management about the dangers of too 
rapid and expansion of the mobilization activities, the OSU team has 
taken advantage of the opportunities provided by the institution's 
enthusiasm with the RSMP and has not let the opportunity for major 
reforms within the bank to pass without seizing it. This, however, has 
resulted in a larger task than origina11.y anticipated. 
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Given the much larger magnitude of' the RSMP's activities within the 
bank, the deficiencies have become more constraining and "second 
generation" problems have been blown up. If some of these problems are 
not faced immediately (and in a much larger scale than originally 
envisaged), there is a danger that the effort may collapse. 

Change has started in Banco Agricola too rapidly and on too many 
front. An institution where no changes took place over many years and 
where there had been little room for discretionary decision-making, is 
now facing substantial challenges. Not all of the changes are fully 
understood, accepted or digested by the bank's staff. While it is clear 
that the complete instibaionalization of the reform necessarily takes 
time, there is a high degree of fragility of the present 
accomplishments. The extension of the RSMP is crucial for the 
consolidation of these reforms. 

Originally, the RSMP was designed as a "pilot" effort, to 
experiment and test, to be followed by a full-scale project, designed on 
the basis of the lessons learned. The rapid expansion of mobilization 
activities beyond the "pilot" scale, combined with the lack of follow-on 
project to be immediately implemented, suggest the need for an extension 
of the present project (while follow-on activities are defined). 

The OSU team has identified several areas that would require 
attention during the next 18 months: 

A. DEVELOPMENT, INSTALLATION, AND FINE TUNNING OF A COMPLETE 
INFORMATION AND DATA MANAGEMENT SYSTEM. 

A deficient information system has become the major bottleneck for 
further deposit mobilization progress, while the savings activities have 
overloaded the present system to the point of breakdown. Design of a new 
system has to be completed and fully implemented to make other changes 
operational. 

B. CHANGES IN ORGANIZATION STRUCTURES AND IN INSTITUTIONAL "CULTURE 

To face new tasks and introduce new procedures the bank requires 
important organizational changes. Examples of this h~ve been already the 
reorganization and atrengtheningof the Programming and Computing 
Departments and the creation of a Human Resources Management Department. 
Further changes will be required, particularly associated with 
decentralization of the institution and improvement of the 
decision-making process at the branch-manager level. In addition, in 
order to overcome internal resistance and break long-established habits, 
motivation activities, training, and the design of appropriate and 
flexible incentives are required. 
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C. CHANGES IN ASSET MANAGEMENT 

In order to guarantee the integrity of deposits and to make deposit 
mobilization profitable. the bank must improve its asset management. By 
January 31, loans with funds mobilized amounted to DR$1,85l,947, that is, 
about 58 percent of mobilization agile but safe lending criteria must be 
determined. Portfolio diversification must also accompany the new flow 
of resources. 

D. ACHIEVEMENT OF COST EFFICIENCY 

Funds obtained through deposits from the public are more expensive 
than the bank's traditionl sources of finance. To make deposit 
mobilization profitable the bank must reduce operational costs. During 
the following months the RSMP will be heavily involved in measuring 
transaction costs: the administrative costs of mobilizing deposits and 
lending costs within the bank, as well as non-interest borrowing costs 
imposed on clients. 

E. DEVELOPMENT OF NEW INSTRUMENTS OF FUNDS MOBILIZATION 

The financial system of the Dominican Republic is going through a 
period of signficant changes in environment and regulation and of 
increasing competition. In order to expand its deposit mobilization 
activities, the Banco Agricola needs to improve its competitiveness. The. 
RSMP will continue monitoring the evolution of the markets for deposits 
and explore ways in which Banco Agricola may compete more effectively. 

II. CREDIT UNIO~S 

1. Substantial progress has been made since October, 1984 (date 
of the evaluation). All four credit unions completed their preparation 
and are now mobilizing deposits. 

2. As of January 31, 1985, mobilization amounted to: 

Santa Lucia 
San Jos~ de Las Matas 
La Vega Real 
Vallejuelo 

TOT A L 

DR$ 43,130 
20,000 
10,500 
35,000 

DR$l08.630 

3. Lending activity has confirmed the existence of a large, 
unsatisfied demand for credit. even at high interest rates. 
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4. Less restrictive regulation (e.g •• with respect to interest 
rates) provides opportunities for more innovative experimentation and 
more flexible adjustments. Lessons learned in this area will be 
applicable to other private-sector institutions to b~ d~veloped in the 
rural areas. such as small private rural banks. 

The OSU team will address three major questions with respect to 
credit unions: 

A. INSTITUTIONAL BAS!: Given the problems faced by FEDOCOOP. at 
present the credit union component lacks a stable institutional home. We 
agree that such a base for the technical assistance input is crucial for 
success and replicability. The team has initiated fruitful discussions 
with IDE COOP in search for such a partnership. 

B. FINANCIAJ~ LINK: The project's emergency fund has helped with 
liquidity management. This arrangement. however. is transitory and a 
permanent lender-of-last-resport and deposit-insurance mechanism must be 
found for the credit unions. Banco Agr{cola may play some of this role 
and is also a potential candidate for an institutional base. 

C. CONSOLIDATION: As with deposit mobilization at Banco 
Agr{cola, the RSMP at the credit unions is vulnerable. Rather than 
starting operations with new credit unions. the OSU team will concentrate 
efforts in consolidation and follow-up with the present set of four. Th~ 
experiment is worth completing. 

III. RESEARCH, DISSEMINATION, AND POLICY DIALOGUE 

1. Research on financial-system issues has been an effective 
instrument for policy dialogue and problem-solving innovations in 
participating institutions. Aditional research by O~U and by the most 
successful Dominican investigators this far sponsoted by the project will 
concentrate on: 

a) The impact of regulations on financial-system performance. 
b) Transactions costs (mobilization, lending. and borrowing 

costs). 
c) Implementation issues in deposit mobilization programs. 

2. Dissemination activities will be substantially increased 
during the following months. In addition to two more workshops involving 
most participants in the RSMP (October 85 and October 86). several 
specific seminars, lectures. and training activities will be undertaken. 

3. Publication of research results will constitute a major 
contribution during the next few months. 
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4. The RSMP has started to explore the feasibility of 
establishing private rural banks. Research will investigate the legal 
framework for the operations and will identify the strength and 
weaknesses of PROTO-institutions that could eventually be converted. The 
Central Bank has expressed much interest in this option. Deposit 
mobilization by other institutions will be examined. 

IV. RESOURCES REQUIRED 

Deposit mobilization and institution building at Banco Agricola, 
the 4 credit unions, and additional institutions, and lthe research, 
dissemination, and policy dialogue activities will require substantip.l 
OSU technical assistance beyond September 30, 1984. This technical 
assistance input will make use of the following resources. 

1. Long-term (Resident) Advisor: 

Jeff Poyo will continue to provide long-term technical 
assistance. His OSU contract will be extended through October 1, 1986. 

2. OSU Project Coordination: 

Claudio Gonz4lez Vega will continue as the OSU Coordinator. 
He will. identify the need for specific technical assistance inputs and 
will·.secure them through OSU. He will make frequent visits to the D.R. 
to provide supervision and continuity to the policy dialogue. He will 
undertake specific technical assistance tasks, as required, and help the 
Mission in dealing with related issues. 

3. Short-term Assistance for Banco Agricola: 

a. Eduardo Montiel will continue to be the main non-resident 
advisor to Banco Agricola. Montiel (B.S. Michigan, M.S. Mit, Ph.D. 
Harvard, Director of Banking Program at INCAE) will design a master plan 
for the bank's new financial strategy and organizational reforms. 

b. Juan Norvick (Ph.D. Berkeley, INCAE) will assist with the 
development of a data management system. He is an specialist on 
information systems for banks and an advisor to major private banks in 
the region. 

c. Silvio de Franco (Ph.D. Wisconsin, INCAE) will advise the 
bank on organizational questions. He will collaborate with: 

~ Werner Y.etelhohn (INCAE) and 
- Alvaro Cedeno (Academia de Centro America). 
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In addition to OSU technical assistance, some local 
inputs are required: 

i. To continue the services of Luis Jos~ Pedemonte, for 
the installation and operation of computer software. 

ii. To hire and assistant for Mr. Pedemonte. 

iii. To use local private bankers for training. 
Experiences with Citibank within the project have been very rewarding. 
The Centro de Estudios Monetarios and ADEMI may also be involved. 

iv. Workshops for bank staff. 

4. Monitoring of Credit Unions: 

Jerry Ladman will provide assistance to Jeff Poyo on the 
credit union issue land will monitor progress of this experiment. 

5. Research 

At the request of the Central Bank, James Zinser will continue 
his joint research there. 

Jos4 Alfredo Guerrero and Carlos Cuevas will deal with 
transaction costs issues. Archibaldo V4squez will continue researchg on 
Savings Mobilization. 

Dale Adams and Arnoldo Camacho will explore the feasibility of 
a private rural banking system. 

Between October 1st, 1983 and January 31, 1985 OSU spent 
US$209,OOO, while US$39,725 were also committed. This leaves a balance 
of US$112,OOO available for the remaining 9 months of the project. Some 
of these funds (like Poyo's repatriation costs) may be rolled-over for 
use during the 85-86 fiscal year. It is estimated that additional 
US$190,OOO will be requir~d.for the extension of the OSU contract, while 
US$90,OOO will be contributed by the Cooperative Agreement. 

Additional (optional) Mission expenses may include: 

a) 
b) 
c) 

d) 

2-3 microcomputers for Banco Agricola 
Software 
3-week banking course at INCAE 
(3 bank officials) 
Training at Citibank's Puerto Rico 
Center 

$10,000 
5,000 

10,000 

20,000 



FY 85-86 RSMP EXTENSION 

1. SHORT-TERM ASSISTANCE: 

Claudio Gonz~lez 
Other OSU staff 
Non-oSU consultants 

2. LONG-TERM ASSISTANCE: 

Jeff Poyo 

3. INTERNATIONAL TRAVEL: 

OSU 
Non-oSU 

4. SERVICES AND MATERIALS: 

Direct Cost 
Training 
Overhead 

TOT A L 

ILLUSTRATIVE BUDGET 
--rOSU-Assistance) 

Mission Funds 

24,000 
16,000 
30,000 

38,000 

9,000 
10,000 

136,000 
10,000 
54,000 

$ 190,000 
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Cooperative 
Agreement 

24,000 
12,000 
12,000 

7,000 

64,000 

27,000 

$ 91,000 


