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This evaluation was made two vears after
becinning of zroject and is the seconé of
evaluations scheduled. Three major findin
are presantced:
- rfarmers have significantly increazsed their
sales of produce through cocperztives
relative to that sold to private agencs.
The 1980 figures through Mav show cooperacives
delivered $19,700,000 to LPMC ané private
agents delivered S8,200,000. 1In oercentages
the comparison is 71% cocperatives and 29%
private agents. '

-~ There is a definite need to .ip-date =
Dresent cooperative act and to create
autonomous cooperative agency.
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- The assumption that Mini s‘*} ¢t Ag*’CUTtL*e
weuld increase the budget of the Coope*a
Division necessary to employ more cualiz

personnel and to provide more travel ;uncs
has not taken place.
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PROJECT EVALUATION SUMMARY PART II

No. DESCRIPTION DAG
Summary 1
Evaluation Methddology 10
Extenal Factors 12
Inputs 1
Qutputs 1<
Purpose 3¢
Goal/Subgoal 34
Beneficiaries 33
Unplanned Zffec<s 35
Lessons Learned 53
Special Comments or Remartks 35
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[43]

valuation Report on Status of Cooperatives in Liberia

Cooveratives in Liberia: A look at the present and
a

Tecommendations for the future (AID Project # 669-0127)
Cooperative Act

Produce Marketing Cooperatives in Liberia (USAID
Grant # 669-0127)
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ment efforts;

provisien of technical advisory assistance to

(97
[l

cooperatives;

Hly

or Ministry

4} the cevelopment cf trzining courses

of Agriculture personnel, cooperative officers

-l

and membetrs in cooperative theory, organi:cation,

manzgement, <flnance, accounting and bockkeeping.

The project Is being implemented through a host
country contract with Agricultural Cooperative Development
International, a U.S. Consultant firm. The total

estimated cost is $£1.4 million for three years, FY 77



Develcopment of record keeping books and forms

for use by cooperatives.

n
M
Q.
1=
)

Develorzment ¢f wvisuzl aids to be u

treining cooperztive perscnnel, Sozréd of

Cenducted 7 special investigations in cooperatives

Conducted 2 special investigations where

cooperatives were changing managers.

[138]

Provided technical assistance :tc groups
organizing new cooperatives.

Reviewed and recommended revisions to the
existing Cooperative Act.

Reviewed and began a revision of standard by-laws

used oty cooperatives.
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Findings based on evaluzzion team's current suTves
- - 1 b - - - - - — -~ !".
cooperatives - ten (10) visited, 2n7 znalvsig
- - - LIS - [ Wal T - —~ - Trr
inzormation compiled by the ACDI t=zm during

ment oI a sounc ccoperative supply svsten,

b) increase the voice of the farmer in his
dealings with LPMC and ACDB, c) improve and
suppcrt efforts to educate cooperative personnel
and farmers as to the purpose and functioning

0Z cooperatives, ¢) provide a2 book!

auditing service to agricultural cooperatives
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cwn self interest.

There should be a reguirement oY LPMC that 21l

g~

gents, Cooperative and Privats, aznd zheir

moniteoring of prices by LPMC zné =he cooperatives,

.

Accountebility of cooperative menagement for

ness in helping cooperatives to detect malfezszance,

but there seems to be 2 reluctance at higaer
levels to punish the culprits.

Eiforts to develop an effective cooperative unit
in the Ministry of Agriculture have met with
little success to date.

The present Cooperative Act does not provide for
&n auctonomous cooperative agency with adequate
resources and authority to support a sound

system of cooperatives.
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members Decause some villages zre located in
L4
remote zreas. In mest cooperaztives cutsice the

LCAD? znc BCADP project areazs there hzas Deen nc

TncouTrage, Tc the ex:tent possible, the Government

Lol

Tnat Government of Libteriz should create zn
autononious ccoperative zgency as outlinec in the

reperc.
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The ACDI Project Team should intensify

th

efforts to train staff during the remainder of

o
7]

Phase I. In Phase Il a major effort would be made
tc take the training te the field in orcer to reach

cooperative emplovees, boarvé of cdirectors and



tn

effective

gPex structure anc operating vlan. In addition
this consultant might te used o locate relizble
sources oI farm supplies znd advise on items to
be supplied and merchandising practices. The
developmernt of this aPex corganization would
continue in Phase II. Funds and at least cne

technical advisor should be sarmarked for the apex
organization.

Serious consideration should be given to the
establishment and training of a section in the
cooperative agency that would provide technical

in thelir formative

assistance to cooperatives



. stage to assist groups tc determine if thelir proposed

cocperative can be successful, and tc zdvise ths=xT as

1h
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zcilities, eguizment zad how to zcguire Them.
H 13 = 1
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¢n an ad-hoc basis.
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The neec for finzancial manegement Training wiil con-
Y - - T A T T

vinue andé intensifiv in Phase II It would be

woulé werk under the present financial acs
advisor would amcng cther duties work with the

A - mm . - - - - - - - - - - —-
APex crganiZation to Ge\'elop 2N¢ coDeTele & LenTe-

zed pockkeeping an<d aucdit system.

b2
)
e

Centinued support for credit union development 1in

ing in & credit union technician to serve as an

aévisor to the Federation.



CONCLUSION

Planned output achievemsnts zre in some instances lzsss
ther anticipated. Where this is true there zre justifiable
]

ot

Treasons wny this 1s so. There have been some cuIduis no

~anned that have resulted in significant zchievements (

D see
section No. 17 for further explanation).

Because oI unsettled concitions in Lideriz znd because
oz some input Zailures by host country this croject will ne:
1ixely aciieve 211 that it was intended o achievs In
spite of this however, it is judged that the projec:t has

edlready had some favorable impact on cocperative develcpment

n Liberiz znd more Sshould occur as & result of the -emzinfer

The USAID/L Agricultural Pregram has as its geal in-
creasing egriculturzal procuctivity and economic benefits ‘Jor
rurazl households engagec in smell scale agriculzurzl pro-
duction. This project should have a favcrzble impect on that
goel.

The project was drafted so as to provide consilerabls
flexibility in its implementaticn; therefore such changes

as have occurred are not considered unplanned.
The current plan is based on training Ministry of
Agriculture employvees to provide most of the technical ser-

vices required by cooperatives. This approach has proven
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Government c¢f Liberia to give thls autonomous

agency sufficient autherity to properly administ

]
=]
&)

the Cooperative Act.

er
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3. A Tevised Cooperative Act zleng the linmes cof zhe

act).

EVALUATICON METHCOCLOGY

Discussicns withs the ACDI

below, Szudy cI Cooperative Division, ACDI znd MOA
documents, and cn-the-spot visits to 10 cocperatives

served as the basis for this eveluaticn. The evaluztion
focused upon the methocdology and implementatiocn, and also

coverec the possible inputs relative zc feasibility and

effectiveness ot Mznage-

o
.

output levels, efficiency a:

[fle]

ment Svstems, Training at all levels, and delivery of
services to small farmer cooperatives, changes in Govern-

ment of Liberiz policies and practices, anc the timeliness

and adequacy cf inputs.
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Individuals/agencies parcicipzting in the evEluz<ion
> - - o

1

in agdé

Mzna

.

ticn to the team included but were not limited <o

gering Director - Fede
T

Acting Director - Cocpsrative Division

LCUN,

LCADP  {World Bank) - Commerc

USDa

- Mr. Thcmas B. Nimlev
- Loan Manzger - Mr. James Cocper

- Manzger - Mr. rrit:z Anders.n

A  (Documentation review only)

Ty Minister of Agriculture - Mr. Frazncis Carpeh

izl Manager
- M-, Albert Zass
- Agricultural Sector Analysis - CQOP
- Mr. Bill Bolton
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zive development andé are expected to be so in the Zfuture.

It is heped that LMPC can be persuaded to be favorable

w that would require zl1l buyers of
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produce to issue a2 properly executed and ‘signed receipt

<0 Zarmers.

b=

The Agriculturzl znd Coopevrative Development Bank
is now the major source of loan funds to cooperatives
for produce buying anu capital loans. Its first year's

operations are reported to De successful, and zre ex-



7o particuler preblems to date. The Nimbz Counuy
. 3 - - - - - 4 -
Project is nct significantly underwzy. The™ACDI

the Bong County Project. (See last vear's Evalvztion
Repcrt for more detail on these ITwo projecis).

Important zssumptions as listed in the locgical

©. The assumpticn that each of the aévisors would
nave a Liberian counterpart has only parzizlily

C. Every indication &t this time is that the
Government is continuing the position that cooperatives
can help farmers to improve the marketing of
thelr produce and to obtain higher returns. (Have
been unable ty meet with the Minister of Agriculture
as he was ocut of the countrv).
d. Promises given at time of last vear's evaluation
by responsible officials in the Ministry of

Agriculture that the quality of personnel assigned



to t:
have not been carried ocut
1§. INPUTS
Quality of personnal, ZIreguent shifiing of
counterzarts, and lack of ztrzvel Zunds for €ocperztive
Division emplorees continue to De uyrohlems
It is noted that expzatriate acvisoTs have been
able tc spend more time in the field with ccecperatives
n last vear's EZvziuztlion

in recent months (a gig

Report).
17 OUTPUTS
The evaluation Teper: prepared at end oI first
vear of project operation iisted and discussed each
oviput in the logical iramework in terms of the
s:

Progress

Future plans
C. Observaticns as to adequacy of
progress and plans.
will use essentiglly the same foremat,

This repor:
will expand the '"observation' section to include
team for the

but
recommendations of the evaluation
remainder of the present Project and for a2 possible
Summary form is used and readers
in the Annex

A

Phase II Project.
are encouraged to look for more details
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Progress and Planning Reports IZrTom

Merch 1880.

O3JECTIVES IN LOGICAL

ct

rRAMEWORK OF REPORT
1. "Estzblishmen:t of z Uniform Svstem cf 3ookksering,
Accounting anc Aucit!
PROGRESS
The Financial Section of the Cocperative Division
a. Developed 2 code of ethics for the Audit Secti
b. Developed an.Audit program enc¢ put it
into operation. All active cooperatives,
particularly those receiving loans from
ACDB are being audited on an annual basis
with "spot audits'" on an unannounced basis
being made of some. Other cooperatives
are being audited as time permits.
c. Special investigations are being made by the

Financial Section in Cooperatives where
thefts have occurred. During the period
October 18579 to March 1880 1980 seven such
investigations were made. In addition,

two investigaticns were made of cooperatives



assi
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Coop

Seve
keep

used

FUTURE PLANS

stance to TwWo new cooperatives that were

blished during past six menzths.

erative Division emplovees drring the

Tal forms important to proper record

ing have beer ‘aveloped zncd are ncw being
by the cooperatives., These include:

produce pﬁrchase Teceipts,

pavment vouchers,

check/cash receipts, loan application

books, and other forms %o insure that
cooperatives receive their fuil commission

from LPMC.

Most of the aforementioned activities are ongoing

OBSERVATIONS

and- will be continued.

The above activities are having a favorable

impact on the financial management of cooperatives.

Evidence of this 1s that cooperative managers are

L

seeking this help from the Financial Section. The



Financial Section. QFfficizls of the ALD3 mentioned

objective here is to esta3lish z uniform system of
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bookkeeping znd accountin
made on this, but the Finzncizl Adviscr, after two

years experience on this project, concludses theat 2

o

- . oa s <
cenvra.izec =

a

e more effective and efficient than the one czlled

th

or in this Project. His reasoning is that the
cooperatives do not have bDookkeepers with sufficient
training, background, or potential to develop into
capable bookkeepers. Furthermore, the cooperatives
are not willing to pay salaries that will zttract the
caliber of persons required. In addition it would be

more effective and efficient to develop a centralized

C

system in the €first place. He further suggests this
service might be provided by the Agricultural Coopera-

tive Apex Organi:zation on a fee basis.



cludes that the centralized system can

2 "Nevelopment and use o a cocperative extension
tools packzge"
3. "Coocperative staff, Board of Dira2ctors, and
members, begin training"
PROGRESS
Since items 2, 3, are both training cdjectives

they are discussed togecther.

A. The Training Advisor and his counterpart

designed and carried cut a 3 week in-service
¢

training course for all Cooperative Division field

staff. Cooperative principles, duties and responsi-

bilities of field officers were stressed.

Also field

staff were instructed in ways that cooperatives

could help members receive better prices for their

produce. Guest lectures Irom LPMC instructed field

staff on proper methods to ferment and dry cocoa and

how to prepare other produce for market.



~ Laalen 3 - - ) p T A S L Aer= —
B, Tha Training Adviscr znd the Financizl Advises
Tammasd ~oA el mtmaralr e eha Jemlamagmen - £ -ho
plannsd and participated In the 1mplamentatilon 0C =he
g Y - - - - .n - - o - - - T - ..-
second Horace Plunkett Founcdation Ccooperative Ira2ining

Course. This was aimed at business managers and

consisted of =w¢ two-wezk sessicns with & total of

£. The Training Advisor was requested to woTk
with Ministry of Agriculture on a plan to create
an autonomous agency for cooperative development.
f. The Training Advisor also planned and
conducted a tesearch study relating to a Phase II
cooperative project; this will be discussed as a

separate topic.
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It is expecteld that scme trzining of teoardés znd

.. 3 - 1 - [P g, -7 PO e o
memuers will teke place during tha remzindsr oI Tnis
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the Project.

Hh

ese 2

03SZRVATIONS

The wotk of the Trazining Secticn hazs been severelys

the Project life. Mr. Xamara was assigned the Tole
for z short period and was & great asset. Mr. Jabble

Mustapha, second man in the Section, received a 1C

1

men and the Training Advisor constistuted the entire
personnel of the Section. Plans are under way to
cTreate an autononous cooperative zgency. If this is
done it should be possible to establish a viable
Trzining Section. The major approach to achieving
the objectives of this Project is to £first "train

+he trainers." If there are no trainers the task

=}

becomes impossible. In the opinion of the Evaluation
Team the spreading of knowledge to cooperative
emplovees, board of directors and members as to

the purpose and functioning cof cooperatives is
absolutely basic to achieving the goals of this Project.

We recommend that every effort be made to get
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Act zndé recommended som

neeced tc sutport future develoomen:t of cooreratives.,

The future plans call for enactiment inzo law

-~ 3 ’ . 3 (3 - -
O0X & new ceoperative Act including revisicns suzgested

({s)

oy Mr. M.h. Simonson ix February 1986,

[®)
o
[¥2]
m
1)
1>

WATIONS

A review ¢f this indicztes it is a comprehensive
act which anticipates the authority needed for
successful implementation of the act. Except Zor
some changes as suggested here on the cemposition
of the Board of the Autonomous Eooperaztive Agency and
revisions to the liability limitations the Evaluation
Team feels the act as proposed will meet the present
needs for Liberia. As such it includes the framework
for proposed and needed changes in current

cooperative operations. Progress to date finds the



o ™ oy qem - - = e
vropcesed Cecperative "Act reziy for review by
P a1 o 2w - - 1.2 .
gevernmental zuthority. After -ecommsnded changes

in teviewing present 3y-Laws but a finel réccmmended

By-Law proposal has not been made of ccoperztives,

This awaits enzctment of z new Cooperaztive Act. A

After about 2 vears of in-countiry cperaztions
the MOA and the ACDI Team hzve concluded that the

Project could not achieve its objectives under the

-

present structure oI z cooperative Bivision within

f

the MOA. The problems include the quality of
personnel provicded, lack of counterparts, frequent
change of Directors of the Division, lack of adequa;e
budget and civil service regulations that made it
virtually impossible for the Division to obtain
competent personnel. In addition, the Division's

head has no authority tc enforce rules and regulations

as called for in the existing cooperative Act. (See



"Cooperztives in Liberia" in Aanex
for zdditionzl cbseTvaticns.)
FUTURT PLANS

The ACDI Project Team will contizmue tc woTk
towzards aci:évemeut oF the cbiective as called for
in the logical framework, but recommencs that an
Autcnomors Cooperanive Azency De estzslisnhec.
O3SZRVATION

The Evezluation Tezm has reviewed the proposzal
and plans for this zgency and hes discussed the idea
with several USAID/L znd MCA emplovees ané with other
contacts in Liberia. The zeam strongly recommends

the creation of this agency and makes these zdcitional

observations.

"Proposed laws for its structure and operation have
been drafted and fcr a new Cooperative as part of the
Project. The benefits of the proposec Autonomous
Agency are many. First, it places the cooperative

registration and conduc:
political pressures. It
of regulatory procedures
identity in its business
a framework of authority

leaders, officials and th

of business further outside
assures the ccoperative
beneficial to its growth and
activities. It establishes
through which cooperative

e cooperative can function



Cocperative Division field staif has

i
[9)
[41]

Trainin

begun and contact has been made with cooperatives,

ot taken plez.s. This

jud

bu~ adoption bty farmers has

is & complex problem discucscsd in other section®

ty

the report and Znnex

(o]
th

FUTURE PLANS

£

tvi
th

orts to achieve this objective will continue.

OBSERVATIONS

In some areas excessive competition by sub-agents
is a detriment to acceptance of cooperztives by farmers.
These sub-agents zccept any produce regardless of
quality at a price that will insure them a profit.

There wa. some evidence that the more eanlightened
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order to achieve this objective. Enactment of

legislation Zorbidding dryving cf produce on

-

a -

i1

h

icant s

[N

grcund woulcd also be sig

ne
s

stablisiment of a Cooperative Informa

tion

Networx"

ly

PROGRES

tri
s
|en
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th

Training Advisor reports that lack of staf

thus far made it impossible to get underway on
this objective.

FUTURE PLANS

Creation of Autonomous Agency
of a viable Training Section will make it possib

achieve at least a beginning on this objective d

has

and establisrment

le

uring

w
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gains strength it should be encourzged tc taks over

Crganizaticn ané i1t is alrezdy Teginning to tzke on
thls Zunction for Credit Unions. This ctiective

8. '"Estzblishment of MCA non azuiit cocoervative
ViS1T3Ti2n DTOR2TEm

S. ['Estzblishment and use of cooperztive capital
E€XPenciture 3nC I:iNERClE. management
aavisery service’

(Both objectives have been discussec under

objective No..l this reperzt).

10. Improvement of LCUNA Manegemen:s's

Capacity to service sma.il rarmer and
Cooperative needs,

PROGRESS

T

=

he project continues to supply back-up support
in terms of funds, a vehicle and technical assistance,
particularly by the Finance section.

In assessing the progress towztd achleving this
objective, considerable reliance is placed on a recent
study made by a technician reported to be from
Credit Union Naticnal Asscciation (CUNA) as working

for the World Council of Credit Unions Global
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Projects 0Zfice. The study is titled "Propocsad
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express coniicence that these probtlems can be solved
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positive value to the Crecdit Unions and LCUNA. Scme

of thege

1)

2)

4)

positive indication
The existence of sound financial position

1

m

in some rurel communities and occupation
credit unions;

Recent detection of fraud in a large credit
union by its voluntary supervisory committee.
Initiation of loan collection campeigns with
legal back-upg
Voluntary participeticn of Credit Uanion leaders

in training sessions;
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7) The governmen: of Liberi:z
support of credit unicns for its employses and

the develorment oI sophisticatec zayrTeo

adc¢itional Zunds to support LCUNA's proposec sudges:

revolving loans to Credit Unions is recommended. It
is further rtecommended that there be no encouragement

te crecit unions.

'd

er

o
*

to agricultural cooperatives to o
Such credit unions should have entirely separate

management an4 boards.
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PROGRESS
The Project Advisors have concludsed tThe:t cevsloo-
ment of an erffective and efficient svstem of agriculturs
cecoperatives in Literiz will e greztlyv assiszted oY &
“oex (Feceratisn) orgenizziion The Tean leeader
Mr. Simonscn, hes cevoted ccnsiderahle efifort in
helping this Apex ¢ organize duTing tast vear It is
now registered, Sut nct ve:r orperationel A recuest Zfor
a loan TC CONSITuclt & warehouss and purchase a2 tTuck
hes teen made o ACDE. | The tusiness manager,
Mr, Ztic Passawee, is now officed in Monrevie with the
Cooperztive Division ror the time being nis saiary

cf this organi:zation is foundé in Annex I of the
Evaluation Report. A major conclusion 1s that the
present Apex orgenication reculres more detailed
planning. For example, no cost benefit znalvsis has

been made Zor proposed activities. Scurces of

supplies have not been explareZ, Much more in the way

0f educating cooperative members must be done. See

Sectlion in Annex I report for additional commencts.
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produce. It can support and Strenginen ongeing

efforts to educate cooperative emplovees, bcard members

ané farmers as to the purpose ancé functioning of
cooperatives. Also it can provide a system of centra-
lized bookkeeping and accounting for agricultural
cooperatives.

The Evaluation team recommends that the sound deve-
lopment of this organization be continued in Phase II and
strengthened. Special funds and at least one technical
advisor should be assigned to assist in development of
this Apex organization. On this point consideration
should be given to assigning John Kreag, Project Financieal
Advisor, to work with the Apex organization. If this

were done, it would be advisable to bring in z Financial
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ACDT PRCJECT REPCRT

(ACDI Proiect 6£85-0127 - June 19890)

12, "Prevare an znalvsis of issues relzted 0
aCnieving SmEe.. IZTTmEeT TETTICIDETicn 13 an
eXDancec L_iDerian LOCDer&Tiva SVSTEm 2nc oI
1TS -lnanciz. and manageTiz. 2STeCIS.  i2lS
2ssessment will CCTSiIgeT ne2CS anc Tegfilons
¢z DTesent anc ToTenti oco2TzIive memders,
ZNC eXnmeTisnces gainec LNg 2aTLV £IICTIS
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A positive start has been macde by the ACDI team in
2 study by Paul Wrobel entitled '""Cooperatives in
Liberia: A Look at the Present and Recommendations for the
future.” A copy of this report is included in the
appendix.

This report gives an insight to a composite

=

group of farmers and was well-conceived and executed.

It served as a listening post technique that elicited

(14}

S

4

gnificant amount of data Zrom one hundred small
farmers in two different counties. It should be
pointed out that many of the farmers interviewed were
not cooperative members. Some of those surveved

were from 2 newly organized cooperative in Cape Mount.
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The ¥cde Cocopereative zrez, zlso Tart oI The surveayr,
nhac expericnced controversy znd pToblems dus te =
1 g man—an~a L Fiimde Te. moew e e NVems~3eez
Cl52PD2&aTENCe 0 rurncds in FaST YeaTs. SANICIURINS
Tespoases may oe read a5 uninformeé in mdny instances.
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intensive cooperative development exists. Additional

information should te solicizeé on Creél: na2eds and

’

attitudes. Also further infermation is ne ded oa the
structure and viability of Town Cooperztive Units zs a

vehicle for member information, represenczaticn, produce

-

gathering and farm supply distribution for the cooperative.
infermation gathered in this arez should be very relevan:

to judgements of membership attitudes and expectations.
It should serve a valid basis for organizatiocnal and
training programs.

Conclusions drawn in the report point up major
development problems and recommend appropriate action

to meet these problems. As indicated in the report the
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satlisfactory. This conclusion was Szsed or review
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T Audis reperts, field irit reooris end other

b

documents on file in the Cooperative Division.

meetvings than was the case in 1978. Bzsed on this

there is probetly & slight improvement in member

8]

relations and enlightienmentz. roject treining
efforts <o improve this situation heve not re-
sulted in member training., "Training of irzinees
is uncderway, as is preparation of treining

meterials,
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CoCperaziives are ncw raceivinmz sace nelp, largel
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vO CGrew ¢n <heir o rescurces o SVl *'a*'enouses,.

- =. 5 < . - 2 a9

FrOV.Ce Tunds to purchase spere Tarls and gzzcline
Tor GCovermmens aumed Tra2oTor 2rns - tillsre
=0T veIIllienwT cwhied vl t0rs z2no roTo VeIl S
R T Ry —ma e L aY R e Tw o & Arcae
C.........JC-\./._.-A v LT Izce ~~€L2¢%. - sSone \.C.o\.;,

- - — PN - -
=0&n epplicalicns o the 41033 “o~ smell rice
mills, coffee nullers, e=s Zecause thelir eppli-
e ) - - ML LTa o, v e — e ve-Ca G Voo
i
o S N — ‘-
C&L-ons were properiy cocumenied angd w2e ACIEZ was

rnentioned pasisg. £lso, one cooperative nag raised

Toliey Trom its members <o Provice gas and spare

Some of <the larger cooperz<ives zre zlso being
helped by the rinancial Section of CD <o properly
evaluate their Teguests vo ACDS for loans o

purchese trucks, pick-ups, warenouses, eic.
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the necessary follow-ups once a loan is
made. This includes spo* checking to

determine that loan funds are being used
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COOSEZATIVE Do EILODMENT

LSECZS

In the planning stages of this Project, these key
questicns were raised:

Do farmers want Cooperatives?

Do farmers benefit from Cooperatvies?

Do Cooperatives serve smzll farmers in Liberiz?

The Evaluation Team has gathered such informztion as was
availeble reletive to these basic questions and analysed it,

In perticuler, informaztion and idezs generzted ty the

<

Project &dvis rs and from their counterparts make it possible

to provide more definitive repliss %o *hese cuestions than
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sTill concludes that farmers do want teozereiives. This is
- -] > -~ -~ - v - - D et - -~ S e .

evictenced C°y¥ <The fact Tthat the number G- iadle cocperaiives

and volume of cooperaiive business zliso increased in counties

gam's visit <0 cocperaiives.
= e =377 were ;.ﬂ.e'—\ —-\~17~r\'ﬂ1"se/~' 1.,--: - 2 lTozg» Teame— 2rAmm = -
sACe il wEI'e TINEenl purcnhe <~ Wallo & LQall ZTrom; RCCE: eaend

- - - - . ’ . . . . . - .
1EC I g wershouses. O<nher such TeC2erellve activities

Fermers dc o23izin some tenefiis from coocperztives., In-
formztion cized in Preceding paragraph is indicaiive of tnds.
Before additional benefits are presented, it should bte noted

thet the Teanm hes interoret this question o mean "Does

ct
1Y)

ec
h all the bdenefits due him from his

m

Termer (member) obtiain

cl

cooperative"?
The answer to theat gquestion is negaziive as applied to
the mejority of Liberian cooperatives. Some excepiions will
be noted. Since a major objective of the Project is to help
create a viable system of bonefide cooperatives in Liberia it
is necessary to discuss the mejor fectors thet coniinue o limit

cooperatives in providing these benefiis, Perhpas the most
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©ocensleraticn of the phvsical cocriinzTion with
, ,
PO - < Y T TV A I3 - 3 o e - -,
otulier agexncies such esg LPMC, ACIE, MOL arnd cinhers, we
.
. 2 e - Y cad o -
celieve thei Monrovie m

. b} - 2 - s, . .- ] 1 ¥4 e
&re severzl other conegilerasions fo» recoxme::_:g Jienreovie

.,...'l*, e Aol decapt v v - =z T oA e A Ay = S
fTmda <& He-—vbc——ie _U_OC\‘\.V O Ve o tiu vl ':-.‘Cuae -

- o~ -~ S ~ i - - -~ - - R AN -
Texe 1T g straveglce location for S&Cx neulis c¢f fazrom suptlies
and other 2ol meede t1g ~ [OOSR mEcms cave 2wmA S0
anic viC0 JWLX nieece, 250 CoCperevive mGlag€reg end oIifi-

guarters. The Cooperztiive Divisicn Headguarters PeErsonnel are

navional agencies are more effeciively carried out.

This choice of Monrovia headguarters does not pre-
clude warehouses or offices a< other locations as needed
for supervisorv or other bersonnel ai a laier date.

The meesure of development and growth of +he Federation
down the road will be implementation, Purposeful activity
can and should be the measuring stick Tor pProgress and

should include:



-
e —— N s Tamiclrasme S e eed &
1. L Reccrl Xesping or centrglized Zoczixesping with
- R Rt s K lzce and ol Rk e trs - dm mamiemaA
&2 AULLY cEIVIce il Pizce an coeIretillx. Lo LT azEil;ied

- - - - - - - ~ - N D mwe -
2. Increzses in the wnit volune eand cuelity cf pro-

glsc & very <engitle and legizimeste meesurs ¢ itz funciion.
Z. Tre develogment cf & ZisIrizuticon syziem Ty the

Federaticn of farz supplies Soih in numiter of coogeretive

GlsTritulicn Doinis and in unmit or Zoller volume will ne

& significents criteria, T iz recognized thzt sound

financizl trozress must.zZo hand in nend with merchendise

voluwne. nis program invioves & nigh input of gress roocs
development reccgnizing cultural patierns, paysicel facili-
<Ties, celivery systems, TCU's and other fectors. It is

enticlipeted nere that to0 rapid growth in volume with
resultant lack of besic structure mey pose a2 problem.
Inventory control mey be develovded on & "mail order”

with cash in advance the basis for establishing & purchasing
pettern for the Federation. In implementating this pro-

gram additional technical assistance will be needed to

1

upport in further analysis, rlanning, end developmen:t of

farm supply merchandising and in centralized bookkeeping.
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inedecuzTe supervisory ant inTerngl conirol preocsiures

be solved and that the lessons leernsd will be of value
T0 credit wnions &nd the entire Liberian Cooperative
movement. Some of these indicators are:

1. The existence of heelihy cash bealances end
relatively sound financial positions in some rursl com-
munity and occupationzl credit unions;

2. The recent detection of fraud in one of the
largest credit unions by its voluntary supervisory committee

and the strong action they took to punish the alleged

offerders;



3. Initiations of loan collection campaigns and the
use of leawyers to initiate despute declarations;

4, Voluniary rparticipation of credit union leaders
ancd personrel in Training Seminars;

5. New control svstems and better accounting and

bookXeeping metnods tzinz used by newer societlies;

s+

©. The continuing desire of groups fo De organized
into zredit unions, In both rural and urban erees:
J >

7. Tne Goverrnment of lLiteria's endorsement and support
of creiit unions for its emplcyees, anc the develcpment:

- e
ystem.

of 2 naztionwide compuserized salary check off ¢
Also LCLUWA has considérable proulems and povertials, It
survived years of missanagement &nd has now recognized,
sougiht and ottained donor support, received seconded
Government Cooreraitive Division officers and is now

ccllécting new share and entrance fee payments Trom some
member credit uniorns. Despite large financial losses,
LCUTA ras continued providing services tc its aflfilietes,
including supplies, training, risk management, internsel

auditing, policy guidelires and limited supervision."

*4s spown in TORLD COUNCIL OF CREDIT UNIONS Stury - Dated
December 127G,
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cooperatiives now than 1t wes in 1975. For one thing the
volume of dusiness frox ccoperatives relative to privete
agents hes increased significantly since thet tize, from
50 percent to 71 vercent. In 1976 LPMC wes proviiing the

cooperatives with funds to purchase produce. This is now

eing done by the ACDZ, therefore LXMC is not es vitall

o

€A

concerned about the financial responsidbliiy of cooperatives
es it once was. It is however, concerned that cooperetives

increase their efforts to getv farmers to improve The qualicy
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Acditional members sheuld be design
basis from the Federation of Ccoperatives, Federzzion of

Credit Unions, Agricultural Jevelopment Bank, andé Liberian
Prcduce Marketing Corporation. All board members nominated

woulc be subject to approval by =he Head of State. It

[

s
not tecommended that the Regisirar be a board member but be

Sselected b

r<

the board and serve at its pleasure. The board
should hold regularly scheduled meetings with a cuorum
Tequired of both the regular and ex officio members. Written
notice of all board meetings regular or special should go to
2ll board members. The board should elect its chzirman
from its voting menmbers.

It is recommended that the section of the act specifying

unlimicted liability of the membership on a pPro rata basis

be reconsidered. Corporate Treatment of membership



Since the auionozTceus agency is rTegulatomy in funciicn
it is rzccmmended that it be fully finaznced in its cpereation
by the Govermment ¢f Liberia. The solicization of it
depencdence on finamcizl suppert Irom ctlsT sauTces may

b I o g 5 ~ — -~- —— = agilg G
Tdl sSupeTvision ¢ Tag€ ageniy. Le TeTw oI CtIzice

Cooperative aAct. Specific, policies and generel supervision
of the board of directors should include but not be limited

]
i

ct
[ 2

0 the appointment of a registrar, approval of registraztion

certificates, approval of the autherities' budget:, and
aporoving regulations concerning zll Credit Unicns and
Cooperatives. The authority should receive its source of
funds through annual budgetary appropriations previded bty the
Government of Liberia. With full financial support from the
Government the agency can best maintain its status of
autonomy. The Registrar should serve as secretzry to the
board and keep other records necessary to the conduct of

the agency. The Registrar would also be responsible for

the day-to-day operation of the agency. The agency should
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woeulcd interact with the cooperztives. Ths egency shoull

is perceived to be z finzl authority. A vital reason
Zfor proposecd esnaciment 6f the authori:iv is to Stoo such
practices of '"by passing" the present cooperative

authority to ci

“

cumvent rules and, in fzct, the law.

rt
ct

Ey-passing of the cooperative director for personal and
iilegal gain is the history of cooperative operaticns
in the past. Instances of these actions have in every
case hampered the function and lowered the moral of
cooperative administrators. Autonomy is the essence

of this preoposal.
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PRCDUCE MARKXETING
CC-CPZRATIVES IN LIBERIA

'John G. Kreag
ACDI Financial Advisor to the Ministry
of Agriculture, Cocperztive Division
under USAID grant No,669-0-127
January 1980



PRODUCE MARIETING
CO-OPERATIVES IN TIRERIA

Much has been written and more has been said about
the "failure of Cooperatives in Liberia", While <%here
certainly have been a2 lot of problems and failures, these
tend to overloox the facts of the cooperative development
progress which has been made.

The first ancd perhaps the most imtortant f:ct is that
for 2ll intents and ourncses the entire cooperative devel-
opment has ta%enplace in the last 9 years. Prior to 1971,
otly L cooperatives were *eslsue*ea. Cther than the

D)

Register, no othar record of their existence hzs been ‘ound.

ratives were establi-
2 "igrimecoM projects (A).
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In the early 1970's, several
rinci gally around vn=
izl focus ¢ these coopers
on. They were o*san- ed Oj
tion on which the MCA could
es ;orus For the most part, zcti v1:;
if thev can be uallea that were direc
The mzjor effort was on agriculiural
effcrt was o"ced 1pon m;nagement eni
mant, 41lmost no emphasis was placed upon t
these projects. And in fact the cost of i
projects zlweys sxceeded ths ability of ths
their members to repzy -from ths producticn. seqaently,
the cooperatives never devaloped any capital their
scoczatlon witn these “rovecLs. The farmer members were often
forced to pay between 50 75% of their production for MOA
inputs. With regards to the ownership of lznd, ani the rights
of indiv‘aua7= to use the land, each projesct seemed to have
its own rules and ve‘”laLions. Cften it left the nenmber
fermer unsure as_to whethsr he would recsive zny reward fer
his hard work. It is no wonﬂer that these cocperatives did
not meet the MOA's expectations or gzozls for increased
agricultural production.
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The next group of coooe“at*ves were prizerily active
in produce marketing activities i.e. coffee, cocca, palm
kernels, and rough rice sales to LPMC. Wwhile these coopereatives
have had their ups and downs today most of the active societies
are engagad in tnis activity. In additicn, the principal
zetivity of the two Lefa Cocunty cooperziives from the first
ETOuD 1S How -produce buying.
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Many persons in Liberia tend to brush aside these
cooperatives with stztements like :
o They're just produce buying cooperative

. They're not doing the job cocperatives zre
supposeé to do

. They're controlled by the politicizns
. They're controlled by Mandingoes
« They don't represent thne farmers

. They cheat the farmers

. Anoever is inside will szt the money.
L1l of these comments a_e valicd with respect tec some coobper-
etiv es (manv cf which zre now inzeczive)., They *ssentla’Wy
overloox The tremendcous denefit these cooperatives can bring
uO their fzrmers in the way of 9etter prices. They also
overloox ths developzent which has teken place, znd the time

{raze for un;s develcpment.

Initially, elmost 21l produce marketiing was controlled
by expatriates. In the countryside the Lebznese merchants
purchased the produce and sold it to OAC later I"MC. Only in
the last few years has the government g 1n=d 1230% ownership
of LPMC and . essodt*ally arlvvu the Lebanese traders
out oI the produce buying business. The Lebansse traders
were gquicxly replzced by lccal "money persons" principally
frcm the Mazndingo tribe. These changes, while they may nave
peen very benefitial to the Liberian economy as a whole, have
had little real impact on the %traditionzl farmers. There is
adegquate evidence that the price paid to farmer producers
has remainsd far too low. Some of the reasons for this are
exdlained below:

(1) By informal agreement, produce buyers zppezar to maintain
2 consistent zand agreed-upon low Ddrice. -hls system tends
to be strengthened by the fact theat most of the buyers are of
tne Mandingo tribe while the farmers are generally from other
tribes,

(2) The produce buyers often own the only source of transpor-
tation availzble to the farmers. Many instzances of exorbitant
charges and refusal to transport produce from the bush +
marZet have deen noted, particularly in the remote areas.
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(3) Most of the produce buyers are much more interested
in guantity than quality of produce. The price paid tends
to be the szme so long as it meets the minimum quelity
standard. This serves as a disincentive to farmers who take
the time and care to prepare produce properly.

(4+) Many farmers sell to z sub-zgent because he has given
them credit or is a potential source of credit. In this czse,
the fermer often is willing to sell at a lower price to
protect his credit.

(5) Fermers scmetimes sell the entire crop while it is still

the tree. In tnis extreme case the drice received by the
fermer will ¢ very vary 1ow but the creditor zzy be respon-
sible for EQ a:vesting end preperation.

(&) Fermers zre crften unaware of means at their disposezl to
obtain a2 Gtetter price, such es direct sale to cooperatives or LPNC.

A 1979 produce marketing survey conducted by the Cooperative
Division in Nimba County disslosed that fermers who harvested
end prepo a“eH their own ~“c= were generally receiving bhetwesn
15% and 25% below thsz w._c izl buying rrics. Scmetimes however,
the fzrmers in remote zreas did not even receive 50% of the
official r~ice. Nimba Countwy has one of ths mcst developed
marxeting stiructures. The evidence indicztes thzt farzers in
Bzssa, Sinoe, Grand Gedeh and Maryland Ccunties ere receiving
even less. Many perscns cite this as proof that cooperatives
are not working, particularly since they are very strong in
Nimbz County. Again, it is extremely important to look at
the history and development of cooperatives in Nimba County.

Successful Cooperztives in Nimbe County have followed
roushly the same line of development as those in Lofa,
Initially they were started by groups of farmers and sub-zgents
who wished to get =z better price for their produce. All of
them started without any capital. Usually in the first year
they functioned by:

1. Grouping the >roduce togetner
2. Arranging transportation of the produce to Monrovia
3. Selling t

L, Paying the fermers with ths money received
from LFMC.

he produce to LPMC
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From the farmers stand point, there were two cheif

disadvantages to this method as follows:

wnere there was a gcod honest business meneger,
grew. More often than not it failed because in
manager or someone else ate the money. The 1lit
cooperatives earned in commissiocns was often S

1. It often took a moath or lenger for the Farz
to receive payment after the »roduce was nre

2. His crop was at risk in the hands of others for
quite some time.

the cooperative
s business

tlzs noney. that
ent or lost

through poor business mznagement such as:

1. Purchasing z truck befcre 2n adecuate besis of
Produce supply wzs obtained. Thus expenses far

M o o o .
exXceeael ine zadi<icnzl income generalea.

2. Poor control over use of wvehicles

3. Paying too hizhr

@ o

orice for produca. A1l too often
& new cooperative would ney the official price
ignoring th roper Jeduciicns for moisturs and

defects.

4, Poor conirel -over produce, Zvery co0oDeretive has Seen
the victim of petty theft of produce from its ware-
house zni from trucks sent %o Monroviza. There ::
is z very high degree cof integrity and trust in the
traditionzl society in rural zreas. It secems that
every ousiness manzzer must lszrn the ha=3 way that
the young man he hired to ouy produce at the warehouse
or deliver produce must be watcned zné checked,

5. Crants of loans to members which were never
collected.

From this point, ths cooperatives in Lofz znd Nimba

Counties took different paths. The Lofa County cooperatives
continued to develop zlong ths above lines gradueally accumu-.
lating some capit with which to make purchases. In Nimba

County the voices of the sub~agents ssemed to prevail. They
convinced most of the coorerztives thz: *ne only way to be

succe

essiul was to use ithe sub-agent as = tuyer for the

cooperziive and to pay hzalf of the commission %o the sud-agent,
Little can be szid for this System which was essentially the

Same as used by the trivate agents. The worst part was that
fermer members were agzin without place to cttzin the official
Price, It did however allow some of the cooperatives to grow
and za2ccumulate some capitel. And, the commission eazrned went

to persors and cooperatives who were ruraily based. Most private
agents were essentizlly Monrovia based.
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When the Agriculturel and Cooperative Develcopaent
Sznk (LCDRB) opened in late 1978, ssven Nimbz county coop-
eratives were zble to obtzin substantiel =mzrketing loans
ranging from 325,0CC to $100,000 (3). This enabled the
cooperatives to conduct business cn a zuch 1 1
ever before. Unfortunstely for the most par
given to sub-agents to zllow the sub-agents
-t

Y

tusiness. Again the cooperatives were not ving directly and
ths farmers had no place to go to obtain thg oIficlal drice.

211 cocperatives must obtain the aporevel cf the
Registre. prior to cbiaining any loan. Zor ihz 167G/30
marketing season the Cocperativa Division zttienpted to meat
+nis sub-zgent issue. The Division intended zc reguest
cooperztives to use leen funds ovtained Irom lne ACDZ to =eeD
their warenocuses open ani pay the officiz} price with receipts.
In September, there weas a training srogram for ail marxsiing
eocperatives, Lenginy debates wer:e held on now these coCd-
erziives should conduc: =heir pusinass, Agreement was resecnsd
that they should nct give loans ¢ ¢r per ccmmicsicon tc =ub-
zgents, Unforiunately, ths ACD3 did not reguire theat tne
cooperativas obiain th2 approvzl cf the Fegistrar. Therercrs,
tnere was nc res=riction zlzced c¢n now the loen weas Ic Dz usad
cy the cooperetives, In the coopsratives strongly contrcllsd
by sub-zgenis, part or all of th:s neoney was zzzin lent cut ¢
sub-zgents tc rurchzse produca. Zowever, feour c¢f the cocpera-
tives (C) changed :tneipr meihod and are esssntially using Tnelr
loan funds Lo purchase zroduce at thsir werehouses. Jhey are
paying the officiel price &and are issuing receipus. Ecwsvar,
211 but cne of theses have made scme advences e SUD-agents o
do buying. In eddition, several cocperziives in Nipbe erd
ctnsr Counties have sterted ozerating fcr the 1679/80 s=zson
using the traditicnel method of grouping and selling of
croduce to LPMC. Zwery effort is beling mede UC encourage Tnagse
cocoeratives to aveid the use of sub-zgents sc that memder
fzrmers can obtain the officizl price. WwWithl first
nine years, Liberian Cooperztives have made significant progress
in developing their organizaticns end benefiting farmers
throuzh payment of better prices fcr producs.

It is expected that produce merketing cooperatives will
soon begin to broaden their base and graduzlly move scme of
their buying activitiss {rom their centrel wershouses to

Surrounaing nzr¥xatTs,.
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Eventnally, cooperetives may 2lsc get intc the farm
upnply business Farm services provided by coope*atives
WLWL undoubt edlv expand, These zactivities
cepitel and managsment capability than 1 a"le at thais
staze of development. Nevertheless scme of the more viable
cooperatives zre already venturing into these zreas.

e 2!
s avel

The one area wherz Liberian coo“e”at;vas neve Dbesn
totzl fazilures is "group ferms", We believe that this is
because & '"grcup fern" is verv ccntrerv to the t-aditionsl
Xuu system. In the Xuu system, each farmer nzd his own lend,.

others would heTp him prepere, cultivete nd 2zrvest in
exchange Tor csimilar help on their land This xuu system is
almost the sa:e as 1s fcund in every far_;ng ccnaunity in
the world, ua-u_c‘“’* v in zctivities which require sxiensive
lzbor Continuation of the Xuu svsiem is essential fer

gr _caT turel devzlcpment and communiiy l1ife in the rurel zreas.
It is based upon zrust, friends;ip eandé the nsads of smell
grocuprs of pecrle. is SuCQ, they perfeorz e comzletely Zifferent
functicn than cocperatives., IT zppears thei ths key to success
is lznd cfneLsth 'n the treditiornel socisty, e=zch man "cwnad
the land ne cultiveted., Any lznd ownersnip systen wnich offer
only & “oss*oWe snere ¢f the prcczeds cf his nard werk is ez muc
much more Alfflcu'“ concept for the fermer to accept. It is
harder yeL to successiully implement, It is essential that the
Ministry of Agrwc*_gu“ﬂ acntinue to encourege the Kuu sysiem wi
individual ownership of land. The Liberian experience to da%e
indicates thet group farming cooperatives with group ownership
of the land have litile chance of success

STIMMLRY

It appeers thet prcduce marketing cooperatives can make
a tremendous impact cn the price a farmer recelves for his
roduce. This 1s perhaps the greatest direct benefit to the
Tarmer that cocperzatives can make. Certainly it offers the
greatest potential %tc benef.t the most farmers in the shoriest
period of time. As such, & major portion of the cooper “-'ve
development effort should cc“vlnue to be Ddlzced on this rez.,
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NOTES

(4) (1) GAROULA TOMBE FCS, MEDINA, GRAND CAPS MOUNT CO.
(2) PULUKFEH FCS, RAYMOUND TOWN, BONG CO.
(3) INTOFAFAWCR 7CS, FOYA ATR ?I:", LOF4A CO.
(4) GBANDI FCS, (F4NGODL) XOL3A c:rt, LOF4 CC.
(5) DCKODAN FCS, GBEDIN, NIM34 CO.
(6) AMENU FCS, ZLIE TOWN, GRAND GEDEZ CO.
(7)° TCUXFUE 7CS, PEILADE SLPETA, MARVLAND CO.

(8) JusRzzZCN =Cs, SULRAZON, "INOE CC. (not registerszéd)

(8) (1) Lao 7CS $ 25,000
(2) Seh Len Tur 7CS 35,000
(3) Nimba Benkomz F2S 75,000
(k) Wala Laake FCS 25,000
(5) Wodo FCS - 100,000
(6) N'Boe Tavee Zoe Gen FCS 35,000
(7) Zokarkiszh TCS 30,000
$? 000

(C) (1) Lao FCS
(2) Seh Leh Tur FCS
(3) Wala Laake FCS
(4) Dan Development FCS



