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13. SUMMARY

There are two distinct types of activities related to Project
522-HG-005:

the institutional development of INVA, specifically in three
areas - general management and planning, financial management and
construction and delivery of housing projects, and

.... - the provision by INVA of new or improved shelter for over
6,000 poor urban families.

There has been significant, measurable progress in all three
areas of institutional development. The most notable success has been
in overcoming the severe problems that INVA had confronted in reducing
the delinquency in its loan portfolio. There have been reductions of
over 60% in both the number and value of delinquent loans. This ex
perience and others are described more fully in Section 17., below,
and in Attachment 1.

It is impossible to establish a direct cause and effect relation
ship between A.I.D.'s technical assistance and the positive changes
that have occurred. Certainly, the larges t share of the credit belongs
to INVA itself, especially to the dedicated and capable middle-managers
who have been appointed over the last two years. At the very least it
can be said that A.I.D.'s assistance (a total of 22 person/months short
term consultancy at a cost of $200,000 to date) has been timely, coin
ciding with INVA's own efforts to restructure and strengthen the insti
tution. All of the progress has been in the areas covered by the tech
uical assistance.

Activities related to the prov~s~on of new and improved shelter
have been less successfuL Cons truc t ion on the first subproj ect (Ha
to de Enmedio) was to have started in January, 1979. Although INVA-
had spent approximatley $2,000,000 by December, 1980 on land, design
and on the off-site sewer lines for this subproject, actual construc
t:.i.on on the site will not begin until April or May, 198Ll! By the end
of calendar year 1980 approximately 1,300 new shelter units and an
equivalent number of home improvement loans were to have been provided.
In fact, none had' been provided by that date. Based on.. the re
vised Proj ect Delivery Plan (PDP) , it is estimated that thisactivi ty
will conclude in March, 1984, one and a half years later than antici
pated in the Project Paper (PP).

As with the institutional progress, it is not possible to esta
blish clear cause and effect relationships to account for this delay".
The problem does not appear to come from a lack of technical capabil
ity at INVA. Rather, the causes seem to lie in three areas:

11 Note: Construction began 6/8/81
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The degree of commitment to providing minimum cost shelter
affordable by the poor.

The management capability to monitor progress toward pre
specified production goals. (In September, 1978, it was estimated
that final plans and specifications for the Hato de Enmedio sub
project would be ready within ninety days. They were actually
finalized two years later.)

The ability to obtain necessary assistance from other govern
ment agencies, especially the utility companies. (It has been
known from the beginning that the provision of water for Hato de
Enmedio would be a problem. SANAA has maintained that INVA would
have to pay for the full cost of improving the water system in
the sector of the city where the site is located, although the
improvements would benefit other projects as well. The impasse
has lasted for nearly three years.) RHUDO/ROCAP strategy is to
address each of these as follows:

Utilize the various covenants and conditions of the Project
Implementation Agreement (IA) as a method of encouraging INVA to
define its commitment to the Project~goal of providing shelter
for the poor.

encourage INVA to adopt A.I.D. project monitoring procedures
to measure the performance of its various divisions and offices,
and provide technical assis tance in cons truction management.

...

recruitG the assistance of the Ministry of Finance in ob
taining the support of government agencies for INVA's projects.

Aside from the loss of time, the delay also signifies that the
various typical solutions will be more expensive. To compensate in
part for the increase, the use of differentiated inte~ rates on
the mortgage loans is being considered. Poorer families will pay
lower rates (9%) for a serviced site than will be paid by slightly
more affluent families on a low cost house (14%). This will be done
without reducing the yield of the overall portfolio to leve~which

would prejudice INVA's financial position. The use of even lower de
sign standards and other cost-cutting measures will be utilized as
well. .."

To summarize, as of December, 1980, the Project has resulted in a
mixture of greater success in institutional development and more ser
ious difficulties in the provision of shelter than was anticipated inthe
PP. In balance, the prospect of achieving the Project goal and pur
pose probably is higher now than at the time when the Project was
authorized two years ago. The Implementation Agreement was signed on
November 20, 1980. INVA's management and technical capability have
been strengthened. Although impossible to measure, there is also a
clear impression that there is a stronger commitment to and enthusiasm
for the Project at INVA particularly with regard to providing lower-
s tandard housing affordable by the poor. GONSUPLANE and SANAA (the
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planning agency and water authority, respectively) appear to be much
more favorabJy disposed toward helping INVA find sOlutions for its
problems. Finally, it is very encouraging that after two years, INVA
issued an invitation to bid for the first 700 housing units in the Ha
to de Enmedio project. Bids were opened on December 22, 1980. Nine
contractor participated - a very high number for INVA projects. Con-

struction is expected to begin in April or May, 1981.

-:1.4. EVALUATION METHODOL03Y

This evaluation was performed to measure progress and to accelerate
Project Implementation.

Three sources of information were utilized in this evaluation.

a. RHUDO/ROCAP bulk and reading files include over twenty re
ports covering virtually all aspects of INVA1s operations. They are
the product of twenty-two person/monttsof short-term consultancy,
broken down as follows:

overall management

production/delivery
of shelter

financial management

=

=
=

3 p/m

15 p/m

4 p/m

(Attachment 2 provides greater detail on this subject.) The evalua
tion and recommendatiors contained in the reports provided an important
input, for this evaluation.

b. INVA was asked to provide data ref1ecting,in their estima
tion,the status of their compliance with the various conditions Pre
cedent to Disbursements contained in the Project Paper. This they did
by submitting various reports, regulations and Board resolutions. These
documents are teo extensive to be included with this evaluation report,

are available in the RHUDO/ROCAP bulk file (B.3.8.5.), and are
listed in Attachment 3.

c. The information contained in the documents presented' by INVA
was verified by conducting a spot check or audit of INVA I s files and
source documents. This was done by F1avio Labarca, resident advisor
working with RHUDO/ROCAP. Mr. Labarca is a trained, experienced auditor.
His repor~ which is included as Attachment 3., confirms the accuracy of
the information provided by INVA.

15. EXTERNAL FACTORS

INVA has suffered from the less than enthusiastic support which
it receives from other government institutions. This has been most not
iceable with regard to the provision of off-site infrastructure-water
and sewage trunk lines, main access roads and electricity.

: I

I
I
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At this moment the situation has changed dramatically. CONSUPLANE
has realized that the lack of infrastructure has been either an obsta
cle or a source of high, additional costs to INVA's projects. This
key planning agency has undertaken to coordinate the government's
infrastructure investment plans with INVA's needs so as to minimize
this problem. SANAA is currently assisting INVA's technical staff to
identify the least costly solution to the provision of potable water
for the Hato de Enmedio project in Tegucigalpa. It has also agreed to
absorb all those costs nttdirectly related to the project. The net ef
·f~ct should be less delays and lower costs for INVA. Finally, by vir
tue of being a co-signer of the Implementation Agreement, the Minis try
of Finance has acquired a greater awareness of and interest in the im
plementation of this P~oject.
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16. INPUTS

A. External (A. I. D.)

Up to this evaluation, A.I.D. had provided twenty-two (22) per
son/months of short term technical assistance. In addition, ten (10)
person/months of participant training was funded for INVA personnel.
These inputs have been timely and effective. They have cost approxi-

".~ tely $200, 000.

There was, however, an eighteen-month delay in contracting the first
of the resident advisors proposed in the Project Paper. A personal ser
vices contract was signed in January, 1980 with Flavio Labarca. He has
assisted INVA in general management and finance. A second contract was

signed in January, 1981, with an engineer, thus completing the team of
resident advisors.

Over twenty persons weee (:onsidered for these positions. but many
were found to be insufficiently experienced for the jobs. Many of those
who were thought to be qualified were unwilling or unable to remain for
two years in Honduras. The two who will be filling the positions are
'excellentc and their presence will reduce the possibility of further delays
in carrying out this Project.

Ot~er than the TA. there have been no other rl.I.D. inputs. The HG
loan has not been contracted.

B. Internal (INVA/GOH)

During the two year period since Project authorization INVA has
greatly strengthened its middle management. The following appointments
have been made:

Deputy-General Manager
Mid-management

Chief,Finance Division
Chief, Personnel Office
Chief,Social Integration Division

Subordinate management
Treasurer
Chief,Administrative Services

The Deputy-General Manager, who was appointed shortly before Project
authorization, has since resigned and he wi 11 not be repl aced" Instead a
Project Coordinator will be hired. In addition, the former Chief
Accountant, who has been strongly endorsed by various conSultants, was
promoted to Internal Auditor. His Deputy was promoted to replace him.

All of these additions have had an im~e positive impact on INVA.
The creation of this middle level of managers was the center piece of the
reorganization of INVA suggested by the Mexican consulting firm of Leopol
do Torres y Asociados contracted directly by INVA three years ago. It
has proven to be a very valuable recommendation.
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The new appointees have been the counterparts for A.I.D. consultants.
They have also been responsible for implementing the recommendations made
by the consultants.

Other than new staff, INVA has provided interim financing for off
site sewer improvements for the Hato de Enmedio sub-project. The insti-

.. tute has also contracted with A ~ E firms for the designs of two new sub
projects: La Joya in Tegucigalpa and Del Cid in San Pedro Sula. Both
designs will be finished by June, 1981. All total, INVA has made eligible
investments in land, designs and infrastructure for this Project of
approximately $2,000,000. This is 40% of the required counterpart.
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17. OUTPUTS

A. Institutional Development

Attachment 1 compares outputs and magnitude of outputs as esta
blished in the Logical Framework of this Project with actual, verifiable

-·results to date. It demonstrates very clearly that there has been
definite progress in all the areas of institutional development. It
also confirms the delay in construction and delivery of housing units.
The most significant results are:

1. Area: Planning and management capability to establish and carry out
shelter programs.

Progress to date:

Greater delegation by Board to management of authority over key
operational details thus providing greater flexibility and
agility in day to day decision-making.

Expanded internal reporting system, particularly on financial
matters.

More effective budgeting.

Greatly improved interagency coordir.ation, particularly rNith the
water authority (SANAA).

Completion and delivery of the pilot sites and services project
(Faldas del Pedregal).

Needed:

Internal reporting system on progress toward housing produc
tion goals.

Implementation of program budget as tool for control~ing expenses
and for measuring the performance of key operational' areas.

Improvement in advanced project programming, site selection and
interagency coordination procedures.

Evaluation of pilot sites and services project (Faldas del Pe
dregal) .

2. Area: Technical capability to design, construct and deliver minimum
cost shelter.
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Progress to date:

Operating information and accounting system which produces monthly
comparison of budgeted versus actual expenditures in construc
tion projects established.

Evolutionary house design which starts with'servic
ed si t~ accepted.

Refinement of house designs based on two pilot experiences (las
Brisas, and Faldas del Pedregal).

Agreement to contract Jor independent construction supervision reached.

New regulation developed for selecting parti'cip.ants in housing projects
which is more flexible, reduces processing time by about 25%,
utiliz~s more objective, more easily measured selection criteria
and is simpler from participants point of view.

New regulation developed for home improvement loans which is more r.esponsive
to needs of poorer families since it reduces minimum income re
quirements and can be applied in marginal communities.

Needed:

Improved construction management procedures, including training
of personnel.

Implementation of home improvement program on a large scale.

computer processing of housing applications and rela ted files.

Procedures for implementing shelter projects in smaller cities
on a large scale.

Implementation of turn-key procedures.

3. Area: Financial capability to manage the loan portfolio, as well as
other capital assets.

Progress to date:

Operatin~ computerized management of mortgage loan portfolio.

Reduction of delinquency in value by 66 ~percent and number of accounts
by 62 percent between December, 1977 and September, 1980.

Total delinquency is less than 2% of value of portfolio.

Accounting and computer records on portfolio reconciled.
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Needed:

Expansion of EDP to home improvement loan portfolio and to
general accounting.

Implementation of EDP auditing.

Development of accounting procedures, and their implementation.

B. Provision of New Improved Shelter

Attachment 3 compares the p~ojections of shelter units to be sold by
period as presented i"n the PP (September,. 19781 with 'the projections pre-
sented by I}NA in December, 1980. The comparison demonstrates that:

the first units will be sold two years later than anticipated.

the conclusion of the Project will be delayed one and a half years.

646, or 12 percent,~less units will be financed because of CQst
inflation . (The effect on the increased cost on the bene-

ficiaries is covered in Section 20., below.)

As with the institutional progress, it is not possible to establish
clear cause and effect relationships to account for this delay. The basic
facts associated with the delay are as follows:

Plans and specifications for Hato de Enmedio were to have been com
pleted in December, 1978 (PP, page 43). They were completed in
November, 1980.

Offsite water and sewerage problems with the Hato de Enmedio site
were to have been resolved, as final plans and specs were completed,
by ~close planning and implementation cooperation with SANAA" (PP, page
42). In fact, SANAA has taken the position that INVA should improve,
at its expense, the overall water and sewerage systems in the general
area of the site. Discussion of less onerous and expensive solutions
did not really begin until October, 1980, coincidental with the ap
pointment of new managers at INVA and SANAA.

A report prepared by consultant Frank Connors in October, 1979.
identifies several possible causes of delays in the prodl;/ction of new shelter: 1/

failure on the part of INVA's Board 'and top management to establish
definite priorities and production goals with regard to the provision

!/ Frank Connors, Consultant, National Savings and Loan League: TlGeneral
Evaluation of IWA!!, October, 1979.
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of new and improved shelter. (Faldas del Pedregal, consisting of
360 units, and Las Brisas, with 440 units, are the only new projects
that INVA undertook in the three years from 1978 to 1980).

an exc~ive attention to activities performed versus actual results
produced on the part of key middle managers (e.g. concern with the
number of projects and shelter units being designed as opposed to
those finished and delivered and concern with applications for hous
ing under review and consideration as opposed to the number of
families actually provided with new shelter). (This greater concern
with the process than with the product is clearly evidenced by the
time it has taken to finish the plans and specs for Hato de Enmedio.)

poor coordination and even poorer relationships with key utilities
(water or power authorities) and with municipalities.

The lack of technical capability at INVA to carry out housing pro
jects has not been cited in a single report by any of the short-term con
sultants provided by A.I.D. The best estimate, then, is that the delay
has been caused by the factors cited by Connors, that is, uncertain com
mitment, poor management of the construction process and lack of external
support.

The lack of commitment is the most difficult obstacle to confront.
Starting in December, 1979, following Connor's evaluation of INVA, pres
sure has been applied to the GOH to define its position with regard to
the Proj ect:

On December 11, 1979, Fred Hansen, then Director of RHUDO/ROCAP met
with INVA's Board of Directors to inform the directors of A.I.D.'s
disatisfaction with the total lack of production to date. Hansen
conditioned the provision of additional A.I.D. technical assistance
inputs to the adoption of "clear and specific priori ties which will
provide a sense of urgency and direction to management and the staff
in gene ral." ',?/

In March, 1980, John Oleson, USAID/H Mission Director, me.t. with the
GOH Minister of Finance, Lie. Valentin Mendoza, to inform him of
A.I.D.'s concern with the lack of progress in the Project. A.
follow-up letter was sent on March 28, 1980. (See file 3.8.2.)

Internally, RHUDO/ROCAP and the Honduras Mission agreed on the need
to decide whether or not to proceed with the Project by September,
1980, when the authorizacion would be two years old.

',?/ "Comentarios del Sr. Fredrik Hansen ante la Junta Directiva del DNA IT

December 11, 1979 (See file 3.8.5.)
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In August, 1980, INVA informed A.I.D. that the Central Bank had
given its approval to - contracting a HG loan.

In September, 1980, INVA informed A.I.D. that it was prepared to
negotiate the Project Implementation Agreement CIA).

"- A draft IA was sent in October, 1980. The final IA was signed on
November 20, 1980.

This process, although slow, has forced INVA and the GOH to focus on
the Project. During the negotiations it was made clear that A.I.D. fully
expected INVA to act quickly once the IA was signed. In fact, INVA pre
sented documentation in compliance with most of the Conditions Precedent
in October, 1980, using the language of the Project Authorization as
guidance. By December, 1980, the PDP for the Hato de Enmedio sub-project
had been submitted and invitations to bid on that same sub-project issued.
Clearly, then, there are positive signs of a renewed sense of interest
and commitment to the Project on INVA's part.

With regard to the other two apparent causes of the delay in the
Project there are positive signs as well. INVA's evident weaknesses in
the management of the construction process cannot be overcome easily.

However, tne ~ery fact that . the invitation to bid on Hato de Enmedio, has been let,
that there has a been an increase from six to twenty-four in the number of pre
qualified firms ~d that INVA has promised to hire a full-time project manager are
all encourag~ng s~gns.

The most signlficant development is the attitude of the new managers
of INVA and SANAA with regard to the need for cooperation between the two
institutions. The water and sewer problems at Hato de Enmedio have been
known for well over two years. The first management-level meeting to
address these was held at INVA on October, 1980.

In addition, CONSUPLANE has acquired an interest in resolving the
problems of lack of water supply which are holding up INVA's projects.
CONSUPLANE, as the central planning institution, is responsible for pre
paring the inves tment budget of the GOH. With the knowledge of the off
site water and sewer investments required to develop Hato de Enmedio,
the institution is in a position to assist in identifying alternate
sources of financing for the improvements.

Together, these developments provide the basis for real optimism
with regard to the prospects of initiating Project activities in the
provision of new and improved shelter. The causes of the delay have not
been overcome fully. Without a doubt, they will continue to pose
occasional, and hopefully transitory, obstacles.

Therefore, a number of provisions will be taken to address the pro
blem, specifically:
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Training and technical assistance for INVA in construction manage
ment will be increased. In this regard the arrival of the resident
engineer for RHUDO will be of great importance.

Alternate methods of carrying out construction projects -Hill be
encouraged, particularly use of turn-key procedures and the break
down of large projects into sectors, thus permitting simultaneous
construction by various contractors.

Alternate channels for administering the construction process will
be promoted, specifically by incorporating other institutions such
as FINAVI, the central savings and loan bank.

Direct A.I.D. communication with key sector institutions, such as
SANAA (water authority) and non-sector institutions such as the
Ministry of Finance will be used to obtain assistance in overcoming
obstacles.

Finally, the Project monitoring system, as per Office of Housing
guidelines, will be implemented to provide timely, continous information
on Project progress.
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18. PURPOSE

The purpose of this Project is to develop within INVA the capab
ility to produce and deliver approximately two thousand (2,000) low-cost
shelter solutions and one thousand (1,000) home improvement loans annual
ly which are affordable by families below the median income level in

'Q?th primary and secondary urban centers in Honduras.

A. The end of project status (EOPS) is defined in the Project Paper in
terms of two trends. By increasing production, controlling expenses and
improving collections INVA was projected by 1982 to have become able to
capitalize its operations from surplus income. In this regard, there has
been notable progress. The completion of two large BID-funded housing
projects has increased portfolio income. Delinquencies on the mortgage
loan portfolio have been reduced by two thirds. Operating losses have
been reduced from $1.3 million in 1977 to about $0.4 million in 1980.
The budgeted loss for 1981 is $0.2 million. This trend is close to that
estimated in the PP for the same years, that is: losses of $0.9 and
$0.4 million in 1979 and 1980 respectively, break even in 1981 and a
surplUS of $0.4 million in 1982.

The PP assumed that INVATs net operating results would improve as
income from the mortgage loan portfolio grew at a faster pace than over
all expenses. The portfolio was expected to grow with the loans generat
ed by the Project. Expenses were to grow at no more than 6% a year, the
inflation rate in 1978, thus maintaining a constant, real value.

No new mortgages have been generated by this Project. The current
value of the mortgage loan portfolio is 25% lower than that shown in the
PP. However, the growth of expenses has been controlled. This modera
tion of expenditure, combined with a much higher rate of reduction than
anticipated in delinquencies (to 1.4% of value in 1980 versus 8.0% pro
jected originally in the PP) has kept INVATs actual net operating results
within the trend anticipated over two years ago. It is reasonable to
expect that INVA will become financially SOlvent, as described in the
end of project status.

B. The second aspect of the end of project status is the level and
distribution of INVAfs production.

Specifically:

annual production of 2,000 new units and 1,000 home improvements.

demonstration through pilot projects that INVA can provide shelter
on an expanded scale in secondary cities.

DNA is expected to overcome the problems which have affected its
level of production of new shelter. (See Section 17.) The proj ections
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provided by INVA in December, 1980, and those made in the PP in 1978
differ, as follows:

ANNUAL PRODUCTION
RATE

-p.roj ections by: 1981 1982 1983

PP (8/78) 1950 2000 2000

INVA (12/80) 1000 ~/ 1500 2000

% of EOPS 50 75 100

INVA, then, should reach the established production goal one year
late, 1983. The development of pilot projects in secondary cities may
be only six months behind schedule largely because of a fortuitous de
velopment of eligible subprojects in two smaller urban centers (Cataca
mas and Choluteca) through the efforts of Peace Corps Volunteers. The
volunteers have succeded in organizing groups of families that need
housing and in obtaining land from the respective municipalities. They
have been in contact with A.I.D. regarding financing for the development
of housing projects for the families on the donated land. Such financing
could be provided through this Project.

Further, there is strong demand from municipal authorities for new
shelter projects in several north coast towns (La Ceiba, Tela, Puerto
Cort~s). Different arrangements will be employed in carrying these sub
projects, including turn-key, direct design and contracting, and mutual
help (limiting INVA's involvement to providing a loan for materials).
This will enable INVA to test and evaluate different procedures for carry
ing out secondary-city projects.

There is full expectation, then, that the end of project status
with regard to the level and spatial distribution of production will be
met.

~/ Includes 600 units from subprojects not included in this Project
a~d the first 392 from Hato de Enmedio.
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19. GOAL/SUB-GOAL

The goal of this Project is to expand the supply of shelter sources
affordable by the urban poor on an on-going and self-sustaining basis.
The achievement of this goal will be greatly supported by the new Urban
Upgrading project in Honduras (522-HG-006). This project was authorized

.nearly one and a half years after the INVA Project. The two projects are
being developed simultaneously. Together, they will provide access to
improved shelter to families whose incomes fall between the 5th and 50th
percentiles, that is, virtually all of the groups that make up the urban
poor in the major cities of Honduras.
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20. BENEFICIARIES

Since no housing units have been financed under this Project there
have been no beneficiaries to date. The analysis of the effect of infla
tion on the cost of even minimum solutions, such as a site with sanitary
core, points to the need for even further reduced standards to maintain
-tne originally intended target group. This will be covered more fully
in the next evaluation when better cost data is available. Preliminary
cost data indicates the following:

Unit Cost Affurdabili ty ~/

PP Current PE' Current

Serviced Si te 1500 2500 17 19
Core house 2500 3400 30 35
Low cost house 3500 4800 39 46

The most significant change in the affordability of the solutions
is with regard to the low-cost house (called "expanded core house" in the
PP). The serviced site remains affordable basically to the same percentile
group. This reflects the effect of a measure which will be taken to trans
fer the impact of inflation, caused by the delay, to the higher income
families in the target group by lowering the interest rate on mortgages
on serviced sites from 12% (in the PP) to 9% (currently proposed) and in
creasing the rate on low cost houses from 12% to 14%. The core houses
will remain at 12%. (See footnote 4/). With constant factors (i.e. hold
ing all interest rates at 12%) the affordability of a serviced site would
jump to the 26th percentile.

In effect, -tben, there will be a cross-subsidy from the most to the
least costly solutions. There will be no net subsidy, since the yield on
the total Project portfolio, given the mix of solutions, should provide a
spread of 1.5 to 2.0% over cost of resources.

~I This represents the percentile of the lowest income requiFed by a
family to buy the solution based on these parameters:

Interest Rate Years Down Payment % IncDme
PP Current PP Current PP Current PP Current

Serviced site 12 9 20 20 5 5 18 18

Core house 12 12 20 20 5 5 22.5 22.5

Low-cost house 12 14 20 20 10 10 25 25
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21. UNPLANNED EFFECTS

None have been observed to date.

22 . LESS ONS LEARNED

a) It is beginning to appear that the success of the institu
tional development efforts of INVA, with A.I.D. technical assistance,
is due in large measure to that institution's ability to attract and
willingness to appoint qualified middle managers. INVA's top manage
ment and its Board are to be commended f?r this development.

The lesson to be .learned is that sustained technical assistance over
time may succeed largely because it helps to create both the oppor
·tunity and the challenge of change and improvement which is attractive
to those qualified, young professionals who are on the rise.

b) In addition, this Project may also help to demonstrate that
it is not always necessary to create a self-contained implementation
unit as a strategy for overcoming institutional weaknesses. It is
probably slower and more difficult to deal with the entire institution,
as A I.D. is attempting to do in this case; but, the effects are also
probably longer lasting. Part of this can be deduced in the current
case, as consultants uncover useful, valid procedures originally devel
oped for an IDE project unit set up in INVA. After the unit was disolv
ed in 1978 its manuals and procedures were largely lost to the insti
tution.

c) Finally, the obvious question is what lessons, if any, have
been learned on how to avoid delays such as those encountered in this
Project. Since the problem has not been resolved it is premature to
attemptto evaluate the efficacy of proposed solutions:

Use of Project-related agreements and contracts to pressure
participating institutions to define their commitment to the
Project.

Greater emphasis on construction project management t~chniques

in the TA and training plans.

Creation of alternative methods of construction project im
plementation (turn-key, mutual or self-help)

Recruiting non-shelter sector institutions to assist in over
coming obstacles.

More intensive Project monitoring.

The effect of these measures will be considered in the next regular
Project evaluation scheduled for the first quarter FY82 (Oct - Dec, 1981).
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Certainly, it begins to appear that the technical analysis done for the
PP in 1978 did not consider adequately the capability of INVA's staff
to manage or administer the construction process, i.e. bidding, contract
ing and supervising construction and, in general, keeping a project on
schedule.

This fault in the PP may derive from the fact that the technical
'3Dalysis tends to concentrate on the quality of plans and specifications,
the accuracy of cost estimates and the professional qualifications of
the personnel. For future PP's,as is evident from the experience with
this Project that it will be necessary to place equal, if not greater,
emphasis on assessing the management capabilities of the personnel in
charge of the construction process.
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23. SPECIAL COMMENTS

There are five attachments to this evaluation:

Attachement number 1 is the comparison between the findings of
this evaluation and the obj ecti vely verifi able indicators for
Project outputs utilized in the original logical Framework.
This was referred to in the discussion of item N° 17.

Attachment number 2 is taken from Annex A of the Project Imple
mentation Agreement signed on November 20. It shows technical
assistance and training inputs to date and proposed.

Attachment number 3 includes a copy of the transmital
sent by INVA, detailing all the documents used as the
basis for this evaluation (all available in RHUDO bulk
B.3.8.S IfINVA Regular Evaluation - 1980"). It includes
a copy of consultancLabarcats report on his evaluation
documents.

Attachment number 4 is a comparison of the projections of units
to be sold by period as per the original Project Delivery Plan
(PDP) prepared for the Project Paper cash flow and the actual
or budgeted results known at the time of this evaluation.

Attachment number 5 is a comparison of the projections of key
financial indicators made in the PP with either actual results
to date or current projections.

Attachment number 6 is INVA's letter accepting the recommenda
tions of this evaluation.



ATI'AQIM1J'JT No. 1

1.

NARHATIVE SUMMARY OBJECTIVELY VERIITABLE INDICA'IORS ITNDUjGS OF THE EVAWATION

a)

-INVA has adopted t\.K) key regulations
-one for selecting participants for
lousing projects and one for the home
improvement loan program- which limit
Board functions to setting general
parameters and official policy and
which both give Management flexibility
to operate within those panamenters
and authorize it to prepare detailed
operations nanuals without· specific
Board approval. The Board was nade
aware by Management of these ctarac
teristics of the proposed regulations
before they were approved. This sig
nifies that Board approval of the re
gulations was an explicit acceptance
both of the need to define Board
rranagement functions clearly and of
the desirability of delegating opera
tional details aI~ providing flexi
bility to Managenent. ( ;';)

-The Hone Improvement lDan regulation
creates a new credit oomnittee
en~red to establish the loan terms
for specific projects. The pan=uneters
established for the oomnittee by the
Board are tlose set for general lend
ing by the Central Bank of Honduras. ( ;~)

Magnitude of Outputs:

-Increased responsibility for oper
ations to INVA rranagement.

-FUnctions and responsibilities of
INVA management and INVA Board es
tablished.

.....

OUTPlJfS:

111e project will lead to the develorment
within INVA of:

a) The planning and nanagement capability a)
to establish and carry out shelter pro-
prams in keeping with the institution's
rrandate.

(;'~) On this and subsequent pap:es, indicates subject areas of AID technical assistance to date.



NARW\TIVF. SlJt1MARY

b) TIle teclmical capability to design)
construct and deliver minimum cost
shelter solutions affordable by the
urban poor.

OBJECTIVELY VERIFIABLE INDICATORS

-Internal reporting system) internal
auditing system and budgeting proce
dures for all divisions for cost
control developed and implemented.

-ImPI'Qved advanced project progrem
ming) site selection and acquisition
planning) budgeting) and interagency
coordination pIUCedures adopted.

-Pilot sites and services projects
evaluated.

b)

2.

FINDINGS OF 'llIE EVAWATION
.

- INVA' s Ac~unting Section prepares
rronthly reports on the status of bud
geted versus actual expenditures. They
also prepare trial balances showing
the general balance sheet) results of
operations (current and prior year);
analysis of financial position)
changes in the institution's capital)
reconciliation of lJortgage portfolio
in the accounting records and in the
computer) reserves and source and
application of funds. INVA's Treasury
Departrrent prepares rronthly analyses
of the Jlortgage portfolio delinquency.

INVA has started using a program
budget which allocates expenses to one
of four categories -p;eneral adminis
tration) projects) finance and social
integration. This will p.ennit a
closer control of the performance of
INVA's various subdivisions. (*)

-As noted in item 15. above) inter
agency coordination has improved dra
matically. TIlere has been no improve
ment in advanced project progranming)
site selection) etc ••.

-The pilot sites and services) called
Faldas del Pedregal) is just being de
livered to participating families. It
has not been evaluated.

b)



NARAATIVE SUMMARY

",",
.:,.. .~

OB.JECTIVELY VERIFIABLE INDICATORS

-Construction cost control system
established and personnel trained on
its use.

-MinimlIDl unit and site design stand
ards adopted and preparation of low
cost design.

-Timely unit inspection and accept
ance procedures in operation.

-Personnel trained and procedures es
tablished for promotion) orientation
and organization of beneficiaries.

3.

FINDINGS OF '!HE EVAWATION

-INVA has established and is operating
an infonration and accounting system
which allows it to compare on a
monthly basis budgeted and actual ex
penditures) by item) for its construc
tion projects. Both direct (construc
tion) and indirect <land) administre
tion) costs are included. The system
is adaptable to both construction by
force account and \-K>rk by contractors.
As an example of the effectiveness of
this cost control) original) budgeted
unit costs for the pilot sites and
services project (Faldas del PedregaU
were $ 2215 and final costs were
$ 2160. U')

-INVA has submitted to A.I.D. for for
mal consideretion three basic unit
designs for use in the Hato de F.JlI'Iedio
project. They range from a site with
sanitary core to a one-bedroom unit.
Seventy percent (70%) of the units in
the Hato de Enmedio project will be
either sites with sanitary cores or
18m2 core houses. A s:i.milar distribu
tion is proposed for the El Cid pro
ject in San Pedro Sula. INVA is also
considering an even lower standard
unit with cornnunal services and no
on-lot connections. (1')

-INVA has agreed in principle to use
independent) full-time inspection in
all of its projects. This has not
been formalized.

-INVA's Board approved on May 18) 1979
a new regulation for selectinf, par
ticipants for its housing projects)
replacing the one in use since 1964.



NARRATIVE SUMMARY

'.

OBJECTIVELY VFJUITABLE INDICATORS

-Personnel trained and procedures es
tablished for making and collecting
on small home improvenent loans.

4.

FINDINGS OF THE EVAWATION

In a rnenorandum from Management to
the Board. reccmnending approval of
the new regulation, the following ad
vantages of the proposal were iden
tified:

1. A reduction of the documentation
required of those requesting a house.

2. A simplification of internal pro
cedures (e. g. There had been ThQ re
ceiving bodies at managenent level,
perfonning the same function. One was
eliminated. )

3. The time for considering a re
quest was reduced by about 25% (from
26 to 16 weeks).

4. The new system utilized objective
criteria.

5. The new system is flexible, al
lowing for nodifications of criteria
to adjust to regional variations. This
discretion is exercised by Manage
ment within general quidelines esta
blished by the Boanl. (i:)

This same memorandum specifies that 1n
exercising its final ratification,
the Board should reject only those
cases in which a mistake has been made
in following the selection process.

The new selection and orientation
system is in full operation at INVA. (i:)

-INVA's Board approved on March 5, 1980
a new Regulation for a Home Improve
ment !nan Program, as well as a re
vised budget for the Savings and loan



NARRATIVE SUMMARY OBJEcrIVELY VERIFIABLE INDICATORS

-New low cost project designs prepar
ed for post-project continuation of
low cost shelter delivery •

-Improved contracting and disburse
nent procedures in operation.

5.

FINDINGS OF '!lIE EVAWATION

~parbnent which runs the progr-am in
INVA. 'The new regulation eliminates
obstacles contained in the previous
rules, which effectively impeded the
access of poorer families to these
loans. One key change is the reduc
tion of the minimum income· required
from $750 to that necessary to aJrortize
a $200 loan (the smallest allowed),
which at 12%, 10 years, 15% of income
available \o,Quld rrean $30 per rronth
total income. Another important
change is renoving the requirement
that loans be made only in "urbanized"
areas, which might have excluded~
ginal COlTUllllJ1ities. The new procedures
are being applied by INVA. (*>

-INVA's design for a site with sanitary
core serves as the basic nodule for
the core house, and then for the one-,
two- and three-bedroom units. In this
sense, it can be said that they do
have low-cost designs for expansion
of the solutions by the beneficiaries
themselves. INVA's self-construction
JJ€thocblogy, developed for its rural
housing program is also applicaLle in
urban areas.

-The problems that INVA has with con
tracts for both design and construc
tion of housing projects were serious
ly underestimated in the Project
Paper. Several actions are being
taken to address these problems:

a) Plans and specifications are being
prepared in greater detail and with
more precision to facilitate bidding
by contractors and to minimize change
orders.



NARr<ATIVE SUt-W\RY OBJEcrIVELY VERIFIABLE INDICA'IDRS

6.

FINDfNGS OF THE EVAWATION.

-Prucedures developed and implemented
for delivery of low-cost shelter pro
jects in secondary cities.

c) The financial capability to J1B.nage its c)
rrortgage and loan portfolios, as well as
its other capital assets.

b) TI1e 'register of pre-qualified
firms was expanded. It now includes
over ~renty firms.

c) The cost escalation clause, Irlhich
adjusts contract prices to allolrl for
inflation, is being re-drafted in a
way which will tie it to indexes or
prices set by the governrrent and
which will simplify and expedite its
use. This is one of the nost critical
areas at this noment.

d) Independent construction super
vision will be used.

Bids for the first two sectors of the
Hato de Enmedio project were received
on ~cember 22. Nine firms bid on one
sector. Eleven bid on the other. 1his
large participation by CC?nstruction
firms is an encouraging sign. (*)

-No specific procedures have been de
veloped for secondary cities. Holrlever,
in responding to housing initiatives
praroted by Peace Corps volunteers in
two mid-sized centers, Choluteca and
Juticalpa, INVA is taking its first
steps in this direction. An interesting
aspect has been INVA's inclination to
use the home improvement program run
by its Savings and !.Dan ~partment in
resJX)nding to these requests, nlther
than applying to nore traditional
approach through its Projects Division.
Nothing concrete has been done that
could be evaluated at this time.

c)



NARRATIVE SUMMARY OBJECTIVELY VERIFIABLE INDICATORS

-Developed and ~plemented effective
overall internal cost accounting,
allocation and infonnation system
which incorp::>rates the construction
cost accounting system.

-Accollllting system including the port
folio fully mechanized.

-ImPlUVed loan collection, delin
quency contIUl and eviction plUce
dures developed with reduction of
delinquency to an average of one
nonth on overall portfolio collec
tions.

7.

FINDINGS OF THE EVALUATION

-This item was discussed under output
a), above. Nonetheless, this is an
area where little assistance has
been plUvided to date. It is a
priority for the upcoming year.

-RHUOO/ROCAP was opposed initially to
INVA's intention of setting up its
own EDP capacity. Assistance was plU
vided once the computer had been
installed. Fortunately, RHIJOO/ROCAP' s
concerns did rx:>t m:tterialize into
real plUblems. On the contrary, INVA' s
EDP operation has been very success
fully used in managing the nortgage
portfolio. INVA has now obtained a
new, larger computer. It will now be
able to mechanize not just its ac
counting but also its files of re
quests for housing. (*)

-This is INVA's biggest success to date.
In a comparison between December, 1977
and September, 1980 (lUughly two
years) the value of delinquency was
reduced by 66% and the number of de
linquent accounts· was reduced by 62%.
TIle delinquency is 1.86% of the value
of the portfolio.

The specific steps taken haVe included
anong others:

. complete mechanization of the port
folio, including maintaining balances,
applying payments, issuing payJrent
coupons and receipts, preparing re
ports of status of collections, is
suing delinquency notices;

• reconciliation of computer and ac
counting portfolio balances;



NAERATIVE SUMMARY

'TI1e restructuring of INVA' s shelter pro
grams will further lead to:

d. A m:ljor increase in INVA's production
and delivery of minimum cost shelter solu
tions affordably by the urban poor.

e. The expansion and reorientation of
INVA's mme improvement loan prop,ram to
serve families living in existing low
income conlffil.ll1.ities.

f. The extension of the mme improvement
loan and sites and services programs to
secondary cities on a pilot basis.

OBJECTIVELY VERIFIABLE INDICATORS

-Personnel trained in mmagement of
portfolio operations, reflows and
other financial resources.

-Study of domestic and internal
sources for future fJinancing.

d. Over 4,750 sites and services
delivered in primary cities.

e. Over 3,070 improvement loans
delivered in primary cities.

f.

-500 sites and services units pro
duced and

-415 mme improvement loans averag
ing $500 extended in at least 3
secondary cities.

8.

FINDINGS OF 1HE EVAWATION
:

· cleaning up the large number of
payments which had been received by
INVA (roughly $300,000) that could
not be applied to the proper account
for lack of infonnation and taking
steps to avoid the recurrence of the
problem;

· instituting muse calls to collect
on delinquent accounts;

· improving the control of rrortgage
payments deducted from the rrortgagee & S

paycheck and paid in his name by the
employer.

-There has been no training yet in this
area.

- This study has not been done.

d. No housing units have been produced.
Three hundred (300) are programned to
be delivered next year.

e. No mme improvenent loans have been
m:lde for the account of this Project.
INVA has projected $550,000 in such
loans for next year.

f. No musing units or mme improvement
loans have been provided in secondary
cities. INVA Jlay undertake snaIl
(+ 50-unit) pilot projects in Juticalpa
or Choluteca, or both, next year.



ATTACHMENT 2

ILLUSTRA!IVE TRAINING
AND

TECHNIC~L ASSISTANCE

INPUTS (Not8 1)
(person/months)

-. "Subject area:
"1. Overall manaaement

'"

Short-term Advisors
To date Proposed

Traininq
To date Proposed

-Internal policy and
oper2tianal controls 2

-project planning and
programmiGg 1

-management training for
.top and middle-level
staff n/a

2. Production/delivery of
shelter

2

2

n/a

1

8

3

15

,

-ccnstruction project
ma~:;ge:n2nt

-orientatioG and ora2~i

zation of benefici5ries
·home improvement l02~

program

3. Fina~cial Management

-portfolio/asset
mana£:ement

:-financial programming/
alLcrnative financing
SOUIces
-ele~tronic data preces
sing cf portfolio/
ac~ounting

rOT A L S

8

4

3

2

2

22

4

(Nate 2)

2

2

2

14

1

10

6

3·

3

3

33

Note 1: The work of th8 shcrt-term odvisors will be complemented by that of
three resident advtsors working with RhUOG/ROCa,P.

Note 2: Sllbject to the availability of furlds additional short-~erm TA for
this ar~a could be pLovided as part of the grant-funded TA under the Urean
Upgrading Project (522-HG-006), As such, it will involve rarticipation of trle
mu~icipality of S3~ Pedro Su13 2nd the Central District gove~nment of
Teguciga.1pa.
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ATTACHMENT 3
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memorar1dum

~ ),1-.:- ; .~,. --

Oficina ~~ ivienda

I....• t
~:'. -

522 -HG-CO 5

(
.. , "L (',
(:- '. y," ,',- ,,",, . ".1'-' I J F- ""0 --'-

. \ ... \'(.,. -
Conwa:t', Director Adj unto para CA.,

Sr. Flavio Labarca

Sr. Francis J.

INVA Proyecto

ro:

SUBJECT:

REPL.Y ro
Arr .... OF,

Referente a los ;>lanteamientos expuestos en el "Project Paper!T
y en el borrador del ':Implemen ta tion Agreemen tIT relacionados con la
necesidad que el INVA deber1a mejorar y fortalecer su capacidad ins
titucional en general, y en particular, establecer determinadas nor
mativas y procedimien:os en ~reas especificas, puedo informar a us
ted 10 siguiente:

I. Area de Finanzas y Contabilidad

De las conclusio~es de an~lisis efectuados por diversos consul
tores de la A.I.D. se desprendia fundamentalmente que resultaba in
dispensable establecer un sistema informativo permanente, din~mico

y efectivo, que permitiera a la administraci6n superior conocer pe
ri6dica y constanteme~te la situaci6n financiera de la instituci6n.
Adem~s se debia cambiar para su mejoramie nto, los procedimientos
utilizados para realizarla programaci6n anual de actividades y el
presupuesto respectivo, como tambi~n establecer un sistema del re
gistro y control de costos de los proyectos de viviendas a desarro
lIar.

Desde el 61timo trimestre de 1979 hasta la fecha, se comenz6 a
estudiar y disenar los nuevos procedimientos y sistemas a aplicar
para lograr los objetivos anteriormente mencionados, tomando como
base principal los alcances, sugerencias y comentarios contenidos
en los informes emitidos por el consultor Sr. Frank Connors, y, a
partir de marzo del ~;o en curso se puso en pr~ctica, con la aseso
ria del consultor que suscribe, diversos m~todos sobre la materia
que permitieron paulatinamente incorporar a las rutinas de trabajo
en el ~rea, el uso de estados financieros mensuales, tri~astrales,

semestrales y anuales, que, como puede observarse en los ejemplares
remitidos a esta oficina, permiten conocer y analizar la situaci6n
en forma realista e i~mediata, tanto a la administraci6n superior
como a todos los ejecutivos de la instituci6n (Anexo A). Paralela
mente se disen6 un n~evo sistema de programaci6n de presupuesto por
programa, objetivo y realista, que se utiliz6 en la preparaci6n del
presupuesto para el pr6ximo ejercicio, ana 1982, cuya muestra tambi~n

Buy U.S, Savings Bonds Regularly on the Payroll Savings Plan
OPTIONAL FORM ""0. '0
(REV. 7.761
GSA FPMR , .. CFRll0'·11.6

50'0-1'2



'.

- ~ .

ha side remitida a esta orlcina. (Anexo E) Igualmente se ha esta
blecido un sistema de control con table de los costos directos de
los proyectos en ejecuci6n, de acuerdo con las necesidades senala
das para tal efecto por la Divisi6n de Proyectos y por la Divisi6n
de Finanzas, el cual permite registrar diariamente las transaccio
nes y mensualmente observar en un estado comparativo entre 10 pre-

.... supuestado y el costa real de 10 ejecutado, el resultado del mes
con indicaci6n de las variables producidas en cada uno de los item
que constituyen la subdivisi6n de los costos de cada proyecto,
ejemplo del cual se encuentra tambi~n entre los antecedentes envia
dos por el INVA, y cuyo desarrollo se explica en una breve informa
ci6n preparada en la Secci6n Contabilidad, y que ha sido utilizada
con ~xito en los proyectos ultimamente ejecutados y en ejecuci6n,
especialmente en "Faldas del Pedregal" y "Las Brisas". (Anexo C)

En 10 que se refiere a los costos indirectos, administraci6n,
y la determinaci6n de su incidencia en cada uno de los proyectos,
en estos momentos se prepara el diseno de un sistema tentativo que
finalmente, despu~s de los cambios e implementaciones que la pr~cti

ca indique, permita establecer con la mayor exactitud posible los
costos indirectos de los proyectos. Se adjunta una relaci6n sobre
la materia, pr~parada por la Divisi6n de Finanzas. (Anexo D).

II Manejo Cartera Hipotecaria - Cobranza y Control de la Mora

En base a la orientaci6n y a los planteamientos expuestos por
los consultores de la A.I.D. especialistas en procesamiento de da
tos, se inici6 la implantaci6n de un sistema computacional para el
manejo de la cartera, cuotas a cobrar, cuotas pagadas y en mora, es
tados informativos, etc., 10 cual requiri6 de un largo proceso de
depuraci6n de la informaci6n, aplicaci6n, cambios y mejoramiento de
los sistemas disenados originalmente, procedimientos de conciliaci6n
con los mayores de contabilidad, etc., que tom6 sobre dos anos de
trabajo, para llegar finalmente a un sistema actualmente en usa, que
representa un sistema aceptable que opera en un buen grade de efi
ciencia, encontr~ndose exactamente conciliados los saldos::del Depto.
de Procesamiento de Datos con los de Contabilidad, y que mantiene
claramente y al d1a toda la informaci6n requerida, y que emite talo
narios de recibos a cobrar a cada uno de los adjudicatarios, aviso
de cada uno de los meses en que se entra en mora, etc., yestados
informativos mensuales de la situaci6n de la cartera general y sub
dividida por colonias, y condici6n de pago indicando la mora de 1,
2, 3, 4 Y m~s meses en mora, etc. Entre los antecedentes recibidos
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e~ esta oficina se encuentra una muestra de 10 expueito y un estado
comparativo entre 1977 y 1980 de ..la si~uaci6n de morosidad de la car
terahipotecaria. (Anexo E). Respecto a las acciones de cobranza,
el ENA entrega semes tralmente a cada uno de los adj udica tarios un
talonario de cuotas a pagari avisa y envia con antelaci6n las nOmi
nas de descuento a efectuar por empleadores correspondientes a cuo
tas de vivienda y env1a a cada adjudicatario un aviso mensual de 10
que el empleador a remesado al INVAi emite un aviso de mora por cada
mes de atraso y 10 envia al afectado. En la cuenta "cobros en suspen
so" actualmente exis~en Cnicamente partidas con asignaciOn espec1f~

ca (No. de cuenta del adjudicatario) que en su mayor1a provienen de
variaciones producidas en el descuento que realizan los empleadores
de los salarios de los adjudicatarios que est~n acogidos a este pr~

cedimiento, las cuales son, adicionadas 0 disminuidas, segun sea el
caso, autom~ticamente por el computador rectificandose paralelamente
el movimiento siguiente. Aparecen tambien algunas partidas corres
pondientes a abonos a su cuota que realizan algunos adjudicatarios
que pagan directamente, las cuales tambien se encuentran identifica
das. Al 31 de octubre de 1980 el saldo de esta cuenta denominada en
el INVA 1lJ:ep6sitos para Prj,mas y/u Obligaciones en Mora" No. 61-610,
ascend1a a L.8,840.26. Han realizado campanas de cobranza con difu
si6n en los medios de comunicaci6n, se visi ta continuamente en las co
lonias a los interesados, etc., promoci6n que no ha incrementado por
falta de medios econ6micos. Para los casos en mora, el cuarto mes
de atraso se pasa a cobranza judicial que actua primeramente en una
acci6n prejudicial y de requerimiento y visitas directas, notifica
ciones, etc., que generalmente terminal". en convenios de pago, caso
contra rio se inician los j lticios respectivos. En los estados de re
sul tados recibidos en es tas oficinas puede apreciarse una disminu
ciOn importante de la mora entre los aftos 1977 y 1980. No obstante
el INVA deber~ continuar y aumentar sus esfuerzos en la materia para
reducir a un nivel razonable 1a situaci6n actual.

III Departamento de Anorros y Pr~stamos

Las Normativas y Gu1as Administrativas aprobadas por la Junta
Directiva en febrero del ano en curso (Anexo F), se han puesto en
practica en esta unidad de trabajo, donde se mantiene al dia los re
gistros contables respectivos y de control y registro de +os pr~s

tamos y su cobranza. En atenci6n a que se ha trasladado a este De
partamento un t~cnico en construcci6n, se esta en condiciones de
atender con mas eficiencia los pr~stamos de mejoramiento habitacio
nal. Los cambios introducidos al reglamento, las responsabilidades
conferidas por la Junta Directiva al rTComi t~ de Cr~di tos'T conforma
do segun 10 establece la Gerencia qui~n 10 preside 0 designa repre
sentante, permiten suponer que esta unidad estar~ en condiciones de
afrontar en buenas condiciones el desarrollo del proyecto en 10 que
a pr~stamos de mejoramiento se refiere. Respecto a programaci6n
presupuestaria y control de resultados, el nuevo sistema general im
plantado incluye un sector especial para este Departamento. A la
fecha se trabaja en 1a elaboraciOn de un programa para incorporar
al Depto. de Procesamiento de Datos las operaciones de pr~stamo que
se hagan en este Departamento.
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IV Selecci6~, Orientaci6n y Orcranizaci6n de Adjudicatarios

En esta ~rea se ha implantado desde fines de 1979, los proce
dimientos y m~todos dise~ados por los consultores A.I.D. y conte
nidos en las Normativas y Gu1as Administrativas aprobadas par la
Junta Directiva los cuales se han aplicado en la adjudicaci6n de
los Oltimos proyectos realizados, Ej. Faldas del Pedregal, en su
tocalidad, 0 sea, la evaluaci6n de antecedentes y caracter1sticas
socio-econ6micas de los interesados, la aplicaci6n del sistema de
puntaje disenado, las encuestas de verificaci6n de datos, etc.,
se utilizan tal como fueron preparadas, existiendo solo actualmen
te la necesidad del mejoramiento del manejo de archivos en 10 cual
se est~ trabajando para lograrlo, como igualmente en la superaci6n
de fallas en la aplicaci6n del sistema enunciadas por los consulto
res de la A.I.D. Se adjunta una relaci6n de la Divisi6n de Integra
ci6n Social que informa sobre la situaci6n, la cual fu~ verificada
por el suscrito, y las Resoluciones de la Junta Directiva que apro
baron el nuevo sistema de adjudicaci6n. (Anexo G).

V Divisi6n de Proyectos

En esta ~rea se puede apreciar un incremento en la productivi
dad como 10 demuestran los dise~os, planos, estimaciones de costos,
etc., realizados para los nuevos proyectos a desarrollar, habi~ndo

se logrado los ultimos tres meses preparar los antecedentes para los
primeros proyectos que se incluircin en el Programa, tales como !!Ha to
de Enmedio!!, !!El Cid", etc. Igualmente se ha trabajado conjunta
mente con la Divisi6n de Finanzas, de Planificaci6n, etc., en el es
tudio de la aplicaci6n de nuevos sistemas de licitaci6n y del desa
rrollo de proyectos en general incluy~ndose la preparaci6n de una
metodolog1a para desarrollar la aplicaci6n del sistema de "Llave en
Mano!! 0 TTCompra Directa fT

• (Anexo H) El consul tor, Arq. Abad Ramirez,
emitir~ en su informe una apreciaci6n del nivel t~cnico de la unidad
y de su capacidad para afrontar las necesidades que demanda el desa
rrollo de todo el Programa. Por el momento se ha elaborado el estu
dio del desarrollo del Proyecto TTHato de Enmedio TT . (Anexo·:.I).

VI Observaciones Generales

Respecto de los nombramientos de Jefes en la Divisi6n de Finan
zas y Divisi6n de Integraci6n Social, fueron confirmados en Septiem
bre y Agosto de 1979 como puede observarse en las resoluciones de
la Junta Directiva que se adjuntan. (Anexo J) En este mismo Anexo
se incluye el Acta 631 del 1° de Septiembre de 1980 en la cual se
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deja cQDstancia que el INVA ha recibido los dict~menes del Banco
Central, MinisteriQ de Hacienda y CONSUPLANE, que otorgan su apro
baci6n a la realizaci6n del PrQyecto.

En 10 que se refiere a la descentralizaci6n de las funciones
de la Junta Directiva en su relaci6n con la Gerencia y de ~s ta con
las Jefaturas de Divisi6n, se ha producido un cambio de actitud al
respectQ como puede observarse en las Resoluciones que aprobaron
las nueVeS normas para seleccidn de adjudicatarios, las normas del
Departamento de Ahorros y Pr~stamos en las que se escablecid el Co
mit~ de Cr~ditos, etc.

En general y tomando en consideraci6n el estado en que esta
Instituci6n se encontraba a1 inicio de las gestiones realizadas por
la A.I.D. respectQ a desarrol1ar el Proyecto 522-HG-005, puede con
cluirse que se ha producido un mejQramiento institucional a partir
del ultimo trimestre de 1979 y particularmente durante el ana en
curso, que representa una capacitaci6n aceptable para el desarrollo
de proyectos habitacionales, siempre y cuando continue esta actitud
positiva y se mantenga la actitud de poner en pr~ctica los plantea
mientos provenientes de la asistencia t~cnica proveida por la A.I.D.
por cuanto evidentemente los avances logrados deben ser mejorados y
superados segun la experiencia 10 determine, de tal modo que la ca
pacidad institucional quede definitiva y s61idamente establecida,
para 10 cual ser~ necesario definir espec1ficamente las rna terias,
~reas de trabajo, y funcionarios del INVA, que cubrira la asisten
cia t~cnica y adiestramiento, cQnsultados en el Proyecto durante el
perfodo de su desarrollQ, destacandose a la fecha como primordiales:
el establecimiento definitivo de un sistema de control de los costos
operacionales que permita su aplicaci6n racional a los costos de
los proyectosj el diseno de un sistema adecuado y eficaz de supervi
si6n de lQS proyectos en ejecuci6n; la implantaci6n de un sistema
de evaluaci6n racional de las ofertas para soluci6n de proyectos
para cuando se aplique el procedimiento de licitaci6n en base a
"Compra Directa" 0 "Llave en Mano"; la capaci taci6n del personal
de TtAudi toria Interna Il para realizar audi torias en el ~rea de "Pro
cesamiento de Da tostT y en la ej ecuci6n de proyectos; la implementa
ci6n de procedimientos y acciones para incrementar el rendimiento
de la cobranza de los cr~ditos hipotecarios y otros, etc.
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No. S19-GG, 17 de octubre de 1980

Sr. Francis J. Conway
Director Adjunto para Centro America
Oficina de Vivienda ROCAP!AID
Presentee

Estimado Senor Conway:
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En atenci6n de su carta del 1° de octubre de 1980, me permito en
viar1e a1guna informaci6n que se deta1la mas adelante, mediante
La cual este Instituto ha implementado las condiciones previas a
la formalizaci6n del Prestamo del Proyecto de la referencia, la
informaci6n adjunta se refiere a 10 siguiente:

1. Resoluciones de Junta Directiva referentes a nombramientos
de personal en la Divisi6n de Integraci6n Social y Finanzas.

2. Resoluci6n de Junta Directiva referente a la contrataci6n del
Prestamo referido.

3. Disposiciones Reglamentarias y Guias Administrativas aproba
das por Junta Directiva para el manejo de prograrnas de mejo
ramiento habitacional a traves del Departamento de Ahorro y
Prestamo.

4. Anteproyecto de Resoluci6n de Junta Directiva conteniendo las
Disposiciones Reglamentarias para la adquisici6n de proyec
tos habitacionales por medio del sistema Llave en Mano.

5. Conjunto de Disposiciones y Normas aprobadas por Junta Direc
tiva para e1 manejo de la adjudicaci6n de viviendas.

5. Anteproyecto del Presupuesto por Programas para el ana 1981,
el cual es contentivo de un resumen de los objetivos~de1 Ins
tituto para el ana 1981.

7. Informe financiero y administrativo referente a estados finan
cieros y de resultados, ejecuci6n presupuestaria, costos glo~

bales de proyectos.

8. Informe de Tesoreria del mes de agosto de 1980, referente a
recursos financieros y descomposici6n de morosidad de carte
rae
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9. Manual de Organizaci6n content~vo de las funciones basicas y
especificas para el personal del I~stituto.

En 10 que respecta a cartera hipotecaria en la actualidad el cien
to por ciento del trabajo realizado por el computador esta encami
nado a control de la misma, realizandose a traves del mismo todas
las funciones inherentes a dicho manejo.

Nuestra Divisi6n de Proyectos se encuentra por ahora preparando
actualizaciones de los costos de unidades habitacionales y del
destino y manto de prestarnos para mejoramiento, los cuales estare
mas hacienda llegar juntamente con los planos de urbanizaci6n en
los primeros dias de la pr6xima semana.

Sin otro particular me suscribo de usted,

Muy atentamente.

Gerente

cc: Divisi6n de Finanzas
Archiva

RU/gl.



A'ITA CHMENT 4

UNITS SOLD

COMPARISON

PERIOD Original PDP (6/78) INVA PDP (12/80) Difference

(Cal~ndar years) Period Cumulative Period Cumulative Period Cumulative %...

1979
Semester 1st.

2nd.

1980

Semester 1st.

2nd.

1981

Semes ter 1st.

2nd.

250

400

650

850

1100

250

650

1300

2150

3250 392 392

(250)

(400 )

(650 )

(850 )

( 708)

(250 )

(650 )

(1300)

(2150)

(2858)

(100 )

(100)

(100)

(100)

( 88)

1982

Semester 1st. 1100 4350 1177 1569 77 (2781) ( 64)

2nd. 900 5250 371 1940 (529) (3310 ) 63)

1983

Semes ter 1st. nla nla 1088 3028 1088 (2222) 42 )

2nd. nla nla 993 4021 993 (1229) ( 23)

1984

Semes ter ls t. n/a nla 583

3

4604 583 (646) 12



ATTACHMENT 5

FIANCIAL ADMINISTRATION
INDICATORS OF PERFORMANCE

"... Years/Source Operating Results of Value of Mort- 8elinquency as of
Expenses Operations gage Portfolio portfolio value

1979

PP !/ 1976 (807) 14595 17.0

INVA ~/ 912 54 9089

1980

PP 1671 ( 359) 16527 15.0

INVA 1512 (445 ) 11484 1.4

1981

PP 1771 46 19126 8.0

INVA }j 1763 (208) 15012 ~/ 1.4 ~/

!/ See PP, Annex H

~/ Actual results for INVA to December 31 of the corresP8nding year.

~/ INVATs projected figures per their 1981 Budget.

~/ Value of portfolio to January 31, 1981. Be~Neen December 31, 1980
and January 31, 1981, I~JA effected the closings on the 600 + units
in project San Jos~ de la Pena, hence the large jump in value. The
PP assumed that this would occur in 1979.

~/ INVATs goal is to retain ~his level.

__ i



No.586-GG, 15 de junio de 1981.

SR. F~~CIS J. CONWAY
Director Adjunto para
Centro America
ROCAPI'>ID
Presente.

Estimado Senor Conway:

ATTACHMENT #6

REGK)1tAl HOUSING
INSTITUTIONAL CfVf.LOPMENT DIVISION

RO_:AP

D.te Recei~ed~N 1 5 1981
1. ClIII"t {\ate _
2. Oepu.y ,·.hie( Oate _
3. He:.;; :~;: .\ei ... i~er '1ate _
,. "ro. '... ch, ;'.civiser il.. te _
L Tecll, ~civi5er r..te _
i. Oar.e_

REF.: PROYECTO 522-HG-005

Hemos recibido copia del Informe de Evaluaci6n realizado a este Ins
tituto en relaci6n al Proyecto 522-HG-005, tal evaluaci6n correspon
de al periodo entre el inicio de gestiones del Proyecto hasta el 31
de diciembre de 1980, y fue revisada en el mes de abri1 recien pasado.

Al respecto comunicarnos a usted que hemos tornado conocimiento de di
cha evaluaci6n, que estarnos de acuerdo con los senalamientos conteni
dos en el resumen de la misrna los cuales tambian estamos implement~
do a la fecha.

Agradeciendo anticipadamente su atenci6n, me es grato suscribirme,

Muy a tentarnente.

cc: Divisi6n de Finanzas
Archivo

RU/gl.

APARiADO ?OSTAL 667 - i:GUC:GALI'A, D, C.
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