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This evaluation was' made two years after the 
 Jack M. August, 1980be inning of project and is the second o three ,-' "
 
evaluations scheduled. Three major findin s
 
are presented:
 
- Farmers have significantly increased their
 

sales of produce through cocperatives

relative to that sold to private agents.

The 1980 figures through May show cooperazives

delivered $19,700,000 to LPMC and private

agents delivered S8,200,000. in percentaces

the comparison is 71% cooperatives and 29%
 
private agents.
 

- There is a definite need to ,u-date the
 
present cooperative act and to create 
an
 
autonomous cooperative agency.
 

- The assumption that Ministry cf Agriculture
wculd increase the budget of the Cooperative

Division necessary to employ more cualified
 
personnel and to provide more travel funds
 
has not taken place.
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13. 	 STYAI'RY AND) 'R-CO>2,NDAT10':S: 

The Agricultural Coooe=-ative Develar_z . Proiecz
 

is d4esigned to increase t--e Liberian szaI-_ a;1e ' s
 

prou.c:iv.:ty through the develoDent and func-:oning
 

of a sound coo-erative syst,..e Th re~cc-. iniiated­

in FY 77, is the firs: vhase of A.-D su-c.r tc 

_
. ritutura2 Cooperazive Develozmen- in Li.e:ia. it 

includes: 

1) analysis o: issues basic to expansion and evolution
 

of -e cooperative system in Liberia; 

2 mlanning and design, of f:-:u7e coo:era:ive cevelo ­

ment efforts; 

3) provision of technical advisory assistance to 

cooperatives; 

4) the development o_ training courses for Ministry 

of Agriculture personnel, cooperative officers
 

and members in cooperative theory, organi:ation,
 

management, finance, accounting and bookkeeping.
 

The project is being implemented through a host
 

country contract with Agricultural Cooperative Development
 

international, a U.S. Lonsultant firm. The total
 

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

through FY 80.
 



A. The major ahieve.ents on accompDi shin" objectives 

lis-ted in lcgical ramework ince eva-Iuation made 

L- ri of 1979 include: 

- Planning and conducting two week seminar for 

Cooperative Division's auditors. 

- Devaloment of record keeping books and forms
 
for use b coooeratives.-

- Development c- visual aids to be used in 

training cooperative personnel, Board of 

Directors and memrbers. 

- Designed and :arfied ou: three week t-rain.ng 

course ~rDivision field staff. 

- Conducted annua, audits o- the act-ivemos-

cooDeratives. 

- Conducted a number of unannounced snot aud-_ts. 

- Conducted 7 sDecial investigations in cooDeratives 

where thefts had occurred. 

- Conducted 2 special investigations where 

cooperatives w.re changing managers. 

- Provided technical assistance to groups 

organizing new cooperatives. 

- Reviewed and recommended revisions to the 

existing Cooperative Act. 

- Reviewed and began a revision of standard by-laws 

used by cooperatives. 

http:t-rain.ng


- Provided specia! assi stance to r', newly 

organized Liberian :-eC ra-icn of C c:-erazie 

- Developed in cOnjunction z*-itht:-e OniX: 

Agriculture a D.an : r an au ..... a
 

to replace the -resen_ .t CooDe-aive ivison. 

- ComDlezed a study of f&rme- unders-andin and 

attitudes relazive to two cooinera:i'e., "oo . 

Nimba County and .="soseimava- e ".oun. 

Coun.ty. 
. Findings based o eNaI aion -e a 'r7-, - u v . 

of cooperatives - zen (IC) visi-ed, a-" ana!'-sis 

of infoIma-ion comDi le_ by :he ACD t:e-aM duri-. 

firs: two ears of. roiect
 

_
- Farmers do want coopera- .i4eS and benefit from 

them, but bene51zs are only partial a: thi :ime. 
There is a need bein expressed by cooDerative 

management for the development o: a viable apex 

organi:ation that would: a) help with develop­

ment of a sound cooperative suppy system., 

b) increase the voice of the farmer in his 

dealings with LPMC and ACDB, c) improve and 

support efforts to educate cooperative personnel 

and farmers as to the purpose and functioning 

of cooperatives, d) provide a bookkeeping and 

auditing service to agricultural cooperatives 
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on a uniorm centralie& basis. 

On the negative side, many coc0e-a-i4 s do not
 

operate on a or,as;s
true bonafi-e and ar=
 

too 
often dominated by businessmen in their
 

ow-n self interest.
 

There should be a recuiremen- by LMC-hat al1
 

Agents, Cooperative and Private, and their
 

sub-agents issue all farmers frC whom they 
 buy
 

produce a receipt of sale. This would facilitate
 

monitoring of prices by LPm and 
 the coopera-:ves. 

Accountability of cooperative management for
 

loan funds s,6ws scmie iJflrovemren-, but- is stiI
 

not satisfactcrv. The Financial Section the
o: 


Cooperaztive Division has increased its effec-ive­

ness 
in helping cooperatives to detect malf:easance,
 

but there seems to be a reluctance at n.g.er
 

levels to punish the culprits.
 

Efforts 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
 

an autonomous cooperative agency with adequate
 

resources and authority to support a sound
 

system of cooperatives.
 



Cooneraties are not servi::ngC all_ the._ 

riembers because some villages are located in 

rerote areas. In most cooperativeS ouzs:e zne 

LC.P? and BCADP proiect areas -nere as *een no 

Danned effort to organize villa e or town units. 

This system has me- with success in the 
aforementioned proiect areas anc wi', some other
 

would apep.r CD-V 

collection points :or produce, u suldbeof 
ooeratives anc 	 2 ..t onny Zo I C 

DroD-e size and homocen4otv :or cooDe'-a-' -,

e-ucatio e:orLs. nev.hey a-re also -eDpo.re_ to 

_acilitate the granting anA collection o: credit 

.or -arm su::lies. 

I ONENDATONST'E EVALUAT7G Y ARE THESE:0F 	 TEON 

1. 	Encourage, to -he exten: Dossible, t"e Government 

of Liberia to enact, at earliest possible time, the 

revised Coo:era:ive Act. 

That Government of Liberia should create an
 

autonomous cooperative agency as outlined in the
 

report.
 

3. 	The ACDI P-roject Team should intensifyv their
 

effo7tS to train staff during the remainder of
 

Phase I. in Phase II a major effort would be made
 

tc take the training to the field in order to reach
 

cooperative employees, board of directors and
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farmer members.
 

4. 	 The Training Advisor should continue his -esearch 

T-efforts relativ-e to deveop-ment of a ae Ti 

Project. I. particular he should study c-operatives
 

in the Lcfa County A-cultural Deveiopmen- ?roiect" 

area where efforts to ceveop a sound _ste-m of 

cooueratives has been most intensive. 

The P-oject ea-m Leader and Financial Aavisor should
 

give sDecial attention to the soun derel=, en­

.of the A'-culzural Coopera:ive pex Cra - i ion 

durin remai4nderdf Phase I Consideratzon
 

should be given to. Cri. ,Ing i, a so- te
 

consultant to st ,'evelop.men:an
assi - in of effective 

apex struc-ture and operating eLan. in addition 

this consultant might be used to loca-te reliable 

sources o: rarm suDzlies and advise on items to 

be supplied and merchandising practices. The 

development of this apex organization would 

continue in Phase !I. Funds and at least one 

technical advisor should be earmarked for the apex 

organization. 

6. 	Serious consideration should be given to the
 

establishment and training of a section in the
 

cooperative agency that would provide technical
 

assistance to cooperatives in their formative
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stage to assist grou-s to determine "heir 

cooperative can be success:ul, and t advise t~he as 

to fai!i ties, e,: emt and H. to a .q ne:. 

The incia Advisor is now _ . u... servces 

on an ad-hoc basis. This section would be developed 

as a nart o the Phase -i project and would require 

one research-service type tec.lnician. 

. .
7. 	The need 'o- -Financial management -raii -i con­

-Linue and intensify n hae-. T;T T: would be 

advisable to bring in anothe - -inancia advisor who 

.would wrk under the pres en t fInancial advisor. Th is 

advisor would, among cther duties work w t t-e 

Apex crgani:ation to'develoD and operate a centa-­

i'ed bookkeeping and audit system. 

S, 	Con-inued support for credit union Levelooment in 

terms o: fu,-,nds and technical assistance i. recomended 

in Phase iI. Considera-icn should be given to bring­

ing in a credit union technician to serve as an 

advisor to the Federation. 



CONCLUSION
 

Planned output achievements are in scm.e inszanceS lesS
 

tha anticipated. true ar t -fus
Where this is there -:abl 

reasons why thi's is so. There have been some ou-s not 

lanned that have resulted in sicnifican- achievements (see 

section No. 17 for further explanation). 

Because of unsettled conditions in Li * oera and because 

a: some ingut failures by host country this trojec: wilI not 

likely-acxLieve all that It was intended- 'o achie%-_ -1 

sD-ze of t-_i however, it is jud ed a th e "ec has 

_real v had s ome favor able imact on cooperFt _" e development 

in Liberia and. more should occur as a result of the :emainier 

f Phase 1 efforts. 
The USAID/L 4ricultural Program has as its goal in­

creasing agricultural produc-ivity and economic benefits "or 

rural household!: engaged in small scale agricultural pro­

duction. This project should have a favorable impact on that
 

goal.
 

The project was drafted so as to provide considerable 

flexibility in its implementation; therefore such changes 

as have occurred are not considered unplanned. 

The current plan is based on training Ministry of
 

Agriculture employees to provide most of the technical 
ser­

vices required by cooperatives. This approach has proven
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unsuccessful. Xn alternate approach currently being
 

pu:used is to create an au-onomou Ccoperazive Age.y.
 

THis apprcach is -ecc:-end-ed and details as to its zrosec
 

c:reazion and -Unctionin, ar-e presented elsewhee,-in this 

Report. 

purcse o: ttisExoerience to date indicates that the 

project is likely to be more efficiently achieved by pro­

vi'-,g unds and technical services to z-rain and develop 

-the szaff cf an autcnomous Cooperative Aenc;. 

Changes zhat would improve the project include the 

Cllowing"
 

an ,tonomouS
1. 	 Government o: L1D=I-. crate a,


Coop ep-a-ive Agency', that would:
 
a. employ a s c_ with ih, ctental fcr 

development into i.o*ly trained cooperative 

technicians: 
b. 	pay its employees adequate salaries:
 

c. 	provide sufficient travel funds for its
 

staff to maintain contact with cooperatives,
 

including adecuate per diem. 

2. 	 Government of Liberia to give this autonomous 

a-ency sufficicnt authcrity to properly administer 

the 	Cooperative Act.
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3. 	 A revised Cooperative Act along the lines of the 

one Dropos .ed by the ACD T Project zeam be e.ac-e d' 

at earliest possible ti.e. 

o-
4. Officially appointing a e istrar Cooeratives
 

(provded for in the present act and the proDosed 

act). 

=.LUAT-ION METHODOLOGY 

Discussions wi:hzhe ACDi Team and o ers ISted 

below, Study c- Coo-erative Divis ion, ACD and MO 

documents, an_ cn-the-sDot visits to 10 cocpera-ives 

.served as the basis fo .is evaluation. The evaluation 

focused upon the me-hodology and imp emenz-aion, and also 

covered the oossible innuts 7rea-ive :o feasibili-v and 

preparation for Phase Ii of the projec:. it also identi­

fies impediments to :he present program- in its progress 

toward viability for Phase Ii. Attention'was given to 

output levels, efziciency and effectiveness o- Manage­

ment Systems, Training at all levels, and delivery of 

services to small farmer cooperatives, changes in Govern­

ment of Liberia policies and practices, and he timeliness 

acd adequacy of inputs. 



Individuals/agencies 	particitting L the e"
 

in addi-icn to the team included but were no" limited to: 

MOA Planning Coor inator - Mr. Othello Brandy 

Managering Director - Feaeraion of Cooperative 
- Mr. Eric Passewe 

Acting Director 	 Cooperative Division
 
Mr. Thomas B. Nimley
 

ACD3 - Loan Manager 	 - M7. James Cooper 

LPMC - Manager -	 Mr. Fri:-: Anders-n 

LCUNA (Documentation review only)
 

-Depu-y Ministe of Agridulturc - Mr. rancis Carpeh 

L.'DP (Worid Bank) 	 - Cominercial Manager
 
- Mr. Albert Bass
 

USDA - Agricultural Sector Analysis 	- COP
 
-
 Mr. Bill Bolton
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B"TER-""' F ACTORS 

The most important factor affecting sucCe=sfz2l 

imDe-entation of this project is the Unz&.!ain condi­

tions that prevail iL rhe UGove rnen z ie The 

proposed passage o: a revised Cooperative Act that 

will provide for a registrar o5 cooDe---ives with 

sufficient power to enforce the -rov'isins of the Act is 

needed. T'is proDoseC Act also :rovdes -or the creation 

f a. Auzcnomous Cceat:Ie kenc.,. tha: iS badly needed. 

The Liberia Produce Marketing Corporation provides 

tile only market in Liberia for coffee, cocoa, anc dalm 

kernels, the Principal cash trcts cf small -armers. 

its Dolicies have in gener-a been favorable to coopera­

tive develo-menz and are expected zo be so in the future. 

It is hoped that M..PC can be persuaded to be favorable
 

to Dass.ge of a !a-. that would require all buyers of
 

produce to issue a properly executed and'signed receipt
 

to -armefs.
 

The Ari-.icultLur al and Cooo erative Development Bank 

is now the major source of loan funds to cooperatives
 

for produce buying an capital loans. Its first year's
 

oDerations are reDorted to be successfull, and are ex­

pected to continue so 4n the :uture.
 



The Nirba Cou.:nty and Bong Couaty Pro.ects 

mentioned in_ last year's Evaluation Rec-t *-a-;e cause 

no Darticular -rroblems to date. The Nimba Coun-cv 

Project is nct significantly underway. TheACDI 

Proj ect advisors continue to work ih the sta-:f of 

the Bong County Project. (See last year 's Evaluatzon 

Report for more detail on thesetwo- poje-s 

Im or anz ass=.n: ons as iisted ithe I o cal 

ramework were examinec and "w*here changes have occurred 

are discussed: 

a. 	 The assumption that Ministry of Agriculture would 

-
increase the budget o the Cooperative Division
 

has no- taken place.
 

bo 	 The assumptior. that each of the advisors would
 

have a Liberian counterpart has only partially
 

taken place.
 

c. 	Every indication a: this time is that the 

Government is continuing the position that cooperatives 

can helD farmers to imorove the marketing of 

their produce and to obtain higher returns. (Have 

been unable to meet with the Minister of Agriculture 

as he was out of the country).
 

d. 	Promises given at time of last year's evaluation
 

by responsible officials in the Ministry of
 

Agriculture that the quality of personnel assigned
 



to the Ccoerative Division would bei 

have not been carried out. 

2.. INUTS 

Quality of personnel, irequent shifti C. 

ccunterparts, and lack cf travel funds for Cooperative 

Division emplovees continue to be uroblems. 

it is noted that exDa:r7ate advisors have been 

able tc spend more :ime in the field with ccoceratives 

in recent months (a gig on last year's Evaluation 

Report). 

0 UT S 

The evaluation report ore-ared at end o:4irst
 

year of project operation listed and discussed each
 

output in the logical framework in terms of the
 

following cazegories:
 

A. 	 Progress
 

B. 	Future plans
 

C. 	Observations as to adequacy of
 
progress and plans.
 

This report will use essentially the same foremat,
 

but will expand the "observation" section to include
 

recommendations of the evaluation team for the
 

remainder of the present Project and for a possible
 

Phase !I Project. Summary form is used and readers
 

are encouraged to look for more details in the Annex
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section or this report, specifically, Arnnex I "Report 

Comparng Status oi Cooperatives in Liberia - !2S0," 

and ACDI Progress and Plinning Reports from April 

1979 to Narch 2980. 

OBJECTIVES IN LOGICAL 

FRAM!EWORK 0F REPORT 

1. 	"Establishmen of - Uniform System of 3ookkee-i:.g, 
Accounting anc AuciT" 

PROGRESS 

The Financial Section of the Cooperative Division 1a"s 

a. 	Developed a code of ethics for the Audit Section.
 

b. 	Developed an'Audit program and 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 1979 to March 1980 1980 seven such
 

investigations were made. In addition,
 

two 	investigations were made of cooperatives
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Where there was a change of b10Siess ma-.agrs,
 

d. 	 The FLnancial Adviser provided technical 

assis-ance to two new cooperazives that were 

established during past six mcnzhs. 

e. 	The Financial Advisor has par.icipate _n 

development of several training sessions For 

Cooperative Divis'on employees dvrin7 the 

past year. 

f. 	Several :orms im-portant to proper record
 

keeping have bee7 ,eloped and are now being
 

used by the cooperatives. These include:
 

1. 	produce purchase receipts, 

2. 	payment vouchers,
 

3. 	 zheck/cash receipts, loan application 

books, and other forms to insure that 

cooperatives receive --.heir full commission
 

from LPM',C.
 

FUTURE PLANS
 

Most of the aforementioned activities are ongoing
 

and. will be continued.
 

OBSERVATIONS
 

The above activities are having a favorable
 

impact on the financial management of cooperatives.
 

Evidence of this is that cooperative managers are
 

seeking this help from the Financial Section. The
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Evaluatio Team note4 ...
t--- Cl v~so- was
 

cwell kno- to the managers 65 all the Co isv e 

visited as 0art iei evaluation. Severa.a of 

managers stated they had received help fro1 tile 

Financial Section. Officials of the ACD3 enlio ed 

beig helpDed with their loan aczivities. 

It must bz noted however, .the overall
 

objective here is to es-tlish a Unifr, SYSteM O­

bookkeeping and accounring. Sme progress has been
 

made on this, but the Financial Advisor, a'ter two
 

years experience on this proj ect, concludes that a 

central4 ed sC-sem or oozeeDing ani iuting .. C 

be more effective and efficient than the one called
 

for in this Project. His reasoning is that the 

cooperatives do not have bookkeepers with sufficient 

training, background, or potential to develop into 

capable bookkeepers. Furthermore, the cooperatives 

are not willing to pay salaries that will attract the 

caliber of persons required. In addition it would be 

more effective and efficient to develop a centralized 

system in the first place. He further suggests this 

service might be provided by the Agricultural Coopera­

tive Apex Organization on a fee basis. 



The EV.uati-n Tean has discu.ssed thi" pIa 

S Le Presi­the Financial Advisor, the Training Ad.i-cr, 

dent of the ADe Organization and with soma oc zne 

The team con­managers of the co eatives 	visited. 


-mre ef:ective,
cludes that the centralized system can be 


and efficien- and recommends that imple-entazicn be­

gin. during te remainde, of the resent and berojec 

continued in Phase H. 

2. "Development and use of a coopera-ive - -.e.sion 

tools package" 

3. "Cooperative staff , Board of Dr czors, and 

members , begi,n zrainin." 

PROGRESS 

Since items 2, 3, are both training objectives
 

they are discussed together.
 

A. 	The Training Advisor and his counterpart
 

a 3 week in-service
designed and carried out 


training course for all Cooperative Division field
 

staff. Cooperative principles, duties and responsi­

stressed. Also field
bilities of field officers were 


instructed in ways that c~operatives
staff were 


could help members receive better prices for their
 

from LPMC instr-ucted field
produce. Guest lectures 


staff on proper methods to ferment and dry cocoa and
 

how to prepare other produce For market.
 



B. The Trainin Adisor and the Financial Advisor
 

nla-nned and participated in tne ipenation of the
 

second Horace Plunket: Foundation. Cooerati.ve Training
 

Course. This was aim-ned. at business managers and
 

consisted of two *.we k sessio'ns with a total of
 

s!xty D r:icipants. 

C. A Technical Consultant, Margaret !. May, an 

Agriculzurai Economist from Oxford University, was 

assisted by the raining Advisor in research study 

tiz!ed "E.S.A.D. Agricultural Developomert ?roject -

Assessment of Research Reouirements". 

D. The Training Aviscr worked with a technical
 

consultant in the production of visual aids for use 

in cooperative training courses.
 

B. The Training Advisor was requested to work
 

with Ministry of Agricu!zure on a plan to create
 

an autonomous agency for cooperative development.
 

F. The Training Advisor also planned and
 

conducted a research study relating to a Phase II
 

cooperative project; this will be discussed as a
 

separate topic.
 

http:Cooerati.ve


Z-'v"LANS
 

It is expected that s.ne go b•arcs and. 

me'e rs will take miace d.ri:, -'e re.ainderro-st: 

Phase of the Project. 

03SERVAT IONS 

The work o- the Training Section has been severely,. 

ha-me-ed by the inability of the M% ' -o ovide a 

counter-art for the Training Advisor during most o: 

the Project life. M7. Kamara was ass' .'ed ol 

zor a snort period and was a great asse-. Mr. Jabbie 

.MustaDha, second man in the SecZion, -.eceived a 10 

month scholarship to Loughborough Cc!le__. ThesC two
 

men and -he Training A'dvisor constituzed the en-ire
 

personnel o the Section, Plans are under ',ay to
 

create an autonomous cooperative agency. If this is
 

done it should be possible to establish a viable
 

Training Section. The major approach to achieving
 

the objectives of this Project is to first "train
 

the trainers." If there are no trainers the task
 

becomes impossible. In the opinion of the Evaluation
 

Team the spreading of knowledge to cooperative
 

employees, board of directors and members as to
 

the purpose and functioning of cooperatives is
 

absolutely basic to achieving the goals of this Project.
 

We recommend that every effort be made to get
 



;ersnne '
0- aesSczo~arliest ~nt-i 

tne remainde-r of this ?:c-iec:..a.-c "be. :c inue 
 -n
t, "-- _-4 T. A .­

strengthened during,- Phase il.
 

4. ~ADraisal and eorm or Gement o 

LM.er-a :nve L- anz
Loaesa :v-- a-s
 

The ACD. Team has made a study of the CooCera::ve 

Act and reccmmended some changes and ad-,iins that are
 

needed to support future developmen: c: cooperatives.
 

BUTURE PLANS
 

The future plans call for enac:men- n-:o law 

o. a new :oera-ieAc: inc4Cuding revisicns suggested
 

by r .h. Simonson Li Februa'yr 1250. 

CBSER-:".TIONS
 

A review c this indicates it- is a comprehensive 

act which anticipates the authority needed for 

successful im-,pementation of the act. Except for 

some changes as suggested here on the composition
 

of the Board of the Autonomous eCooperative 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
 



-c sed Coc:erative act rea, fo-r r v:-, 

0, r. .ent-a1 auhort. Afte-r c-enec cla-ges 

are co-sidered a fna draft bdei deve -edand 

,submi:tei for enact-ent- into law. Work has :egun 

in n Preip n.t By-Laws but a fina r4'ccmm ended 

,By-Law proposal has not bee made of cCcDerazves. 

This awaits enaczmient o: a new CooDeratlve Act. A 

d&af± proposal :or Federation '-Laws
nas been 

ccoDle....and reviewed by M-. 

5. "Staffinz Pattern and -;ob descrit:ions develo:ed
 

--or coooe-rat1ves an, uoo er- -ie A.\ri Cn 

PROGRESS 

The ACDI Project Team has prepared a staffing 

pattern for the Division, including job descrirtions. 

After abouz 2 years of in-country operations
 

the MOA and the ACDI Team have concluded that the
 

Project could not achieve its objectives under the
 

present structure of a cooperative aivision within
 

the MOA. The problems include the quality of
 

personnel provided, lack of counterparts, frequent
 

change of Directors of the Division, lack of adequate
 

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 to enforce rules and regulations
 

as called for in the existing cooperative Act. (See
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b .-nnex 

for adtdiona± cbser.aticns.) 

"Coeraives i Teria" 


FUTUR, PLANS 

The ACDI Project Team will continue to work 

towards achievement of the objecti've as called or 

in the logical framewoork, bu recommends thatn 

Autonomoas Cooperat.ive Alencv be estazlishec. 

OBSERVAT 0N 

The Evaluation Tea. has reviewed the proposal 

and plans 4or this agency and has discussed - id'ea 

wit several USAID/L and MCA emp2oyees and wi -h other 

contacts in Liberia. The team strongly recommends 

the creation of this agency and makes these adcctional 

ohervations. 

Proposed laws for its structure and operation have
 

been drafted and for a new Cooperative as part of the
 

Project. The benefits of the proposed Autonomous
 

Agency are many. First, it places the cooperative
 

registration and conduct of business further outside
 

political pressures. It assures the cooperative
 

of regulatory procedures beneficial to its growth and
 

identity in its business activities. It establishes
 

a framework of authority through which cooperative
 

leaders, officials and the cooperative can function
 



Sr a.g. -ic..sna -ohistication and .rowPth. I-s 

regulator. cti 'ill assure fisca" rS_:osi-v 

through reSistration q. : ' n U "" 

Par-t4cat:on in annua mezi.se t--0-_,-d 

and recourse to the agency where 5nfri.em ent o-E rig hs 

occr, will all implove cocDeraiv" ,mbe " " 

relations. More accurate measu-ements a- sound 

growt and leveIopmen will be assured evenactmen
 

of the Cooperative Ac. 

6. "?roduc.e Mar}erin' standards observed and 

unc.erst.,oc Dv coceraT'zve me.:ers. 

PROGRESS 

Training of Cooperative Division f:eld staff has 

begun and contact has been made with cooperatives, 

bv:: adoption by farmers has not taken pla,.ti. This 

is a complex problem discuss-d in other section­

of the report and Annex B. 

FUTURE PLANS 

Efforts to achieve this objective will continue. 

OBSERVATIONS
 

In some areas excessive competition by sub-agents 

is a detriment to acceptance of cooperatives bv farmers. 

These sub-agents accept any produce regardless of 

quality at a price that will insure them a profit-. 

There wa some evidence that the more enlightened 

http:5nfri.em
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coc-:eratves are eizng to ,c.c-: -a.t ,, 

coutaning res, trash, dam'aec 0r V 

Dre~arec cocoa an'i co::ee. A, :e r: L 

that all purchases from individual farmers must be 

evidenced by receipts issued to the farmer and copies 

-:etaned b rc.H ,ser would nep,poar :Iu.aryV if the 

-
-tre- snows. -no: o' % wei 67 an,"' - e pa _;, t 

listed deducti_o ns for ua i-., 

The Evaluatz.ion Team recomnmends that the Cooperative 

Division continue to work with LPMC and the doope-atives 

to get -:arme-S :0 improve :he oualitv o- zroduce 

delivered incentive>° methods should be studied in 

order to achieve this objective. Enactment of
 

legislation forbidding drying of produce on bare 

ground would also be a significant step forward.
 

7. 	"Establishment of a Cooperative Information 

Network"I 

PROGRE S
 

Training Advisor reports that lack of staff has
 

thus far made it impossible to get underway on
 

this objective.
 

FUTURE PLANS 

Creation of Autonomous Agency and establish ent
 
of a viable Training Section will make it Dossble
 

achieve at least a beginning on this object.ve during
 

http:object.ve


As the :ede ration of Produce .ar e C.o.eratives 

gs-1s strength it should be encouraged zc take over 
this -nfor-atn function for its Arricultural 

Cooperatives. Credit Unions already " .e a7 eX
 

O-ganization and It is a'r---r einning to take on
 

this function for Credit Unions. This Cbiective
 

s.ould be carried ove- in Phase II.
 

8. ",EsabliShment of_ %OA non aua t cooperative
vis'-a:-n ?t:oara
 

.	 "E.-abisl-ment and use of coopera ive capital
 
ex5enczure --nanc.- anaIe ment
- n. I 
advsorv service': 

(Both objectives have been discussed under 

objective No..! this report). 

10. DmDrovement of LCUNA Management's
 
Ca~aciZyzto service small 'armer and 
CooDerative neecs. 

PROGRESS 

The 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 toward achieving this
 

objective, considerable reliance is placed on 
a recent
 

study made by a technician reported to be from
 

Credit Union National Association (CUNA) as working
 

for the World Council of Credit Unions Global
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oroiects Office. The stuv is t:fIed "P-o.csec
 

L ; 	 ,.bn_, - i ''e o n d _ e r_ C red i U n e m " ' e b 9 

This s-,:" o iz-- ou: --a- LCUNA Cr i Unions ZCe 

se:4nuS n 7e 3z ae p- oblems ave inaee 

=
controls and are curren_2.. shot: o trained -ersonne!. 

FUTURE P'ANS 

7ne Cooperative Division will zon:inue back-u.,
 

s:Do- in tEZhniCai assizs-ance anc available funds 

w-ill ze alocated. 

s'e...leadersnip and -he Cooperat.ve Division 

express confience that these problems can be solved 

and at t, e lessons learned can be transmitted to 

Positive value to the Credit Unions and LCUNA. Some 

o: 	these positive indications are:
 

1) 	The existence of sound financial position 

in some rural communities and occupational 

credit unions; 

2) 	Recent detection of fraud in a large credit
 

union by its voluntary supervisory committee.
 

3) Initiation of loan collection campaigns with
 

legal back-up­

4) Voluntary participation of Credit Uaion leaders
 

in training sessions;
 

http:Cooperat.ve
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5) New and bezt-r za--. 

being used bv newv Crganized scieties; 

6) Continuin4 in:e-esz of groups to organi:e 

credit unions both rural and urban; 

7) The gove.nmen of Liberia' s -CorsemenZ and 

support of credit unicn5 for its employees and 

,:he develoumen: 0: sohisticae --av-r: 

6eiucion system. 

1n the a-Droach- to Phase 1T, additional su-oDo­

to LUNA is needed in zechnical assistance . This 

assistance may be provided by a credit unicn specialist 

to serve as a counterpart for UNA' manazemen:. Also 

additional funds to support LCU.,'s proposed budge 

are recommended. An add:tonal smalI capital grant
 

to be used as a "stabii-ation 'und" fo7 making
 

revolving loans to Credit Unions is recommended. It
 

is further recommended that there be no encou'ragement
 

to agricultural cooperatives to operate credit unions.
 

Such credit unions should have entirely separate
 

management anf boards.
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i1 	 Provide as i the est-!,_ise-- o 

ssrve -^::icu"_zu:: ,"e-ra::-v'es - e 

PROGRESS 

7he ? -:o CeAdvso-s have concluded zna d 

-nen: of an e-fective an - .vstem o5 a- - :uo .. 

coopera4ives in L*be:a ril be zrea:§ assisted by a 

.%-x (Be-e-a i n) orzania--ion he !eae. 

M.. _SInosn,nas evo ed ccnsie-be e:_0 z in 

helintthis Aoex t. Cgani::e - pas t yea. _T is 

now regis:ee, :u: not vet oe.a:ional. A eces :­

a loan zo constrauct a wa-ehousz an- :urchase a truck 

has be en made t .eCD, . The business :ana e. 

ric 71.Passawee, is now of -iced in 0.onrcvia with tne 

Coooe-a-ve Division. For the time be 4 -ssalarya


is being paid out of MOA funds.. A detailed analysis 

of this organi:ation is found in Annex I of the 

Evaluation Report. A major conclusion is that the 

present Apex organi:ation recuires more detailed 

planning. For example, no cost benefit analysis has 

been made for proposed activities. Sources of 

supplies have not been explore&. Much more in the way 

of educating cooperative members must be done. See 

Section in Annex I report for additional coJmments.
 



- 30 ­

-
The Project Tea. Lea' : shcul d ccn:nti= to w,: 
with his Apex Organization assisted by o:*e; Project 

Adviscrs as their duties -erm:t. 

OBSERVATI ON
 

The Evaluation Team places considerable 

i-Mcrtance on the sound development of this organization. 

it will speed the develoiment o_ a cooreraive far' 

-su zclv svrszem now almost comlezelv lacking. t wil I 

give COceratives an-d their members a stro n voice-= 

..--.
in oolicv affecting prices they. receive for ther


produce. it can suDDOTzt. and strengthen ongoing
 

e:orts to educaze cooperative employees, board memnbers
 

and zarmers as to the pu:rose and 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 Financial
 

Advisor, to work with the Apex organization. if this
 

were done, it would be advisable to bring in a Financial
 



" .- iviscr to v,-cr:, sD.-cifizaa,_iy. on tne :ro~oe6 

centra!izec bcokie.eepngznd a:count:ni' e. 
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(ACDI Project 649-0.17 -7 m Iune
1q0)
 

12. "-ar. ana--,i o iues r-aed-to 
ac!ev 	 g sc:. -, in ar 

' exoancec .'Derian '=oc~ea: e S',:eF .nE­
v- ":nancia. and . aaseczs.-anaZe- :1-1 s 
assessmen will, consI-Cer -:eeos ano reaczions 

_
anc 	 m-'
o: z)-esenz o'-' , ccoo e-a::._ me,ers,: 
and ex'er-iences qainec :-i eail:,' e--c-ts 
:0 Urovoe Mnis" c: Ar-cu -urese-v ces 

-
" - uren.... oer...... :oo-e--::ve.z 0.Z.... c,-,r77 ;7OD eT7 - S 0 7Z " 

PROGRESS
 

A positive start has been made by the . .7Tteam -n
 

a study by Paul Wrobel entitled "Cooperatives in
 

Liberia: A Look at the Present and Recoimmendations 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
 

a significant amount of data from 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 surveyed
 

were trom a newly organized cooperative in Cape Mount.
 

http:649-0.17


The 'zdc Ccoperazi" -:ea a.so _:ar af :he survpOxy, 

had exeri~-'ned cont-ro'ersy anA .r-s -c a " -e 


dSsapearance of funds in past years. N ­

responses may be read as uninfoed in ances. 

The person noz "uD on" a subjecc will like1y boe 

"down on" etc. 

FUTUR- ?, "s.osev.--Tc,-

An additional s-udv of cooer-a:-ve in Loa County 

is under consideration. It is recommended that a 

similar s-udv be made in the Lofa County area where more 

intensive cooperat:ive developmen: exists. dd4tionai 

inormation should be solicited on credi- needs and
 

atzituces. .-.so further information iS ne ded on the 

struc-ure and viability of Town CooDeat:"ve Units as a 

vehicle for member information, representation, produce 

gathering and farm supply distribu-ion for..he cooperative. 

information gathered in this area should be very relevant 

to judgements 
of membership attitudes and expectations.
 

It should serve 
a valid basis for organizational and
 

training programs.
 

Conclusions dra.-n 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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7 7OLs- :: - -	 / SUZL Z 

ec-o l- -~ n!e 	 Z -

There is tangibl evi~ence that zocc tx.s a-re 

providin- ecornc,.i:- beneFits to fa-:=erS ,na 7 ­

small scale a7!cul-,a. oro ctcn. -e- a ,n so7

:or th.is 	 are: 

su"bszantia- increase in , o es of T Ue 

sold urough coope-a ives in .9/1 ma-.e:inz 

season through >fay 130 :his atounted to 

Sl, 700.000. . iowin; for ;--'lazed trices
 

-j..- increase -;S s:41, s n.:":a .z; 

2) a sus-.anz:ial increase In -h_ ""olume 

percentage of roduce marketed tzhrough 

coopera-zves in 1980, 71 Dercen-: compared 

with SO tercent before the project started.
 

Tt is not possible to measure the .CDI Project's
 

contribution to these changes, but it is logical
 

to assume some favorable impacts. 



See 1 7_ Eva!"zien R -r, e -e ciaries 

no- c-anzed. 

21. U'T PLA.NNED EFFECTS
 

Nc. ....-- ; efe: s no-e d
c e 

Too SSONS LyE Nn
 

"
T0 -' to make a -roDe -r:elv. 

, RE ;L- S,R.


See Annexes A, 3,, am,-2 D. 
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T----s ?:e-,ort ",was preaDred as a D rtof thaeva:--+"
 

report rec-ired by USSA-2 for e ­-en-o'-


_ro-ect it fznds _. riberia. :as _... ­

team sel--C-_ b T - aI d t e ost zc~t::.-, ..... 

The tea- -. co..rlsed of - 2oeti-e:as r. Jcb 


Consultant eo. ". A7_. 
 V- .... e Suzton, _ -

C-Z-,.-­

oe e_..-Zee: J-e eeC z ac. 

-he -,etho of study eaoyed Was -c review:erzinent 

materials on file with'USUD!L AZD and the Cooperative 

"sAon 0f >C -a-:a were ob aine; fr the Liberian 

,..-o.-= cc-or ( L?'Ca F"or"orat from t IM 

... u-a- Cooperative Development 3an-.(CD-).- ,e also 

visizea many cocperatives as possible (10) and discussed 

their operations with managers and boards of directors. 

Zn some :nstances members were also _Dresent. ."ve aiscusse 

cooperative development progress and problems with the 

two expatriata advisors working with the CD - Mr. 

jorn? Kreag. Finance advisor ad Dr. aul Wrobel. -.ai.-gE 

Advisor and with _members of the Cooperative Division, 

including the A g_.Director, M... om
E E ey, and 
.ih the President and General manager of the Liberian 

Federation of Cooperatives.
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" "- -
0 Z" e o. -­

....._---- ar-e Z -L 
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.:*-az 

etot a~a S P6= s: r_7-an5 ,,sI .,.- e-- a;,U Wa shea m
 

c.e 
ra 
 a 
 a , 
no0t sgf" a Char:ged dor,,irthe to- ea r -pei-iod
 
~e~ween l%'oc and 198linete 96str asmr
 
extensive, It 
 will be rled upon heav ly oforu-n- more 


coo.e.a.tie 
purpose in ths retort e _ pe.io
-
_
-


Findings 
in 1976 there were 47 cooperaives regstered.Findinncom
 Of
 

s nsiber, I8 
were considered to 
be engagedin 
o
 
mercia1 operations, and five 
(5) of these acco,,. for
 
S2 592)302 ­ 86r - of -totabusness. Sales fig'ares
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All o= these : e i~swr
 --e 'rzm 19I75 eera-t~Cr.s 


" 
 c-:ar
e.za--ed the sale cf' produce. 'e_ ca­

and --kernels "h a stall amount of'
 

--cstthere are 92 cozeratiVAt -res 

e 2- shZIof *'-"" are agricutura" coo - eratives. 

.-­,­= . ... 


- - z- h acz for
c'f those ha- sales ".- .C 

oses a-re n-- ccun-,e.: - hi 7e-e -: ­cco~r _i-e zr-_ 


-	 : creasec	 -­art "":2rease ir----be -, or a~out C ,ero.,: 

sCoc era t ve s n'e icrease- rc- -dsaeS_..S 

ore aace
C 0a. S"i-nrela'ive to those - rivaze 

c - -- n of ears -973/76, 975,/77, 1979/S0-ar e 


fcr the coope ratives shov.. in the taui'aion belo',: 

7_-
0C ?T?7 S 	 A__-. __S 
VEAP 

DOiLL.ARs _-"'No. DOL.RS 	 o 

-
1975/76 22 2,973,359 52 	 20 2,723,3-

17 6 4.-'j18 50 
1976/77 18 6,38 809 50 

1979/80 29 "5 .89 896 2919,695, co1 871 


(th-r May)
 

Major problems mentioned by cooperative management,
 

board members and farmer members in 1976 were:
 

inputs such as machinery,
Need of" credz for far 

loans, and -for cooperativefertilizers, chemicals, 



-
Z--slatis, trans ca -- 3 s 

(p_:- ":y rice)
 

a~so-... ..o . ..... ... cv _- _Z-,,
g Zs an,_ 

disa-zearance cf money -fromcoo-era ve treasurzies 

" 
- need :or bettertrai.e .- e,---,__ 


_ 
_ s _r.e :r^ C='-,e: ,=-n- es -_ : o e ~ ie ..e ar e -- r s ceX.I- : , 

have been a±le to "orro. money to wurchase tra::sortation
 

e -zimen- 7n1-:-.r. 7= T e-'. S uy --.: _ . ..: ..
 
r,.-,e;c -e.-. ?rco ec (Z.Of-' ani a s9_-' =­

"
 zZ- E Coun -t'y were z:e a er ,e zase lie suc-- was 

. 7EC4a _hahave filled some o-t-.he crefit .eeds _ 

ose -,o countifes The ,-r..cI-.ra- CooD-rti'e Develon­

... s"a. u sa r-7ce _-Lr)aeg opera­~-'~;OE)has _.so jusz. recently (i9'9̂  ze1 ~ea 

ons. More credit needs are being met, -r--_arily for
 

produce buving but the credit Droblem sti1! exists. parti-


cuIar>y in counties outside these two Project areas.
 

There were fewer corMlaints about LPT.,C,weights and
 

dockage this time. A couple of cooperatives mentioned 

it was often necessary to "dash" (pay bribe) to LPMC 

employees i Monrovia in order to get trucks unloaded or 

to get favorable treatment on gradi--ng. 

Cooperative managers did not mention disazzearance of 

money as a problem this t-me, butaudit reports on file 

-DoeCoopern-;ve Diision of Oa show that this roblem 
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co:n-ties. :cre o tnese cases a=re
; i 

DV ~~a ~ S-C ' Z . 

Son.:r or _,ersc n ost eare:e :.'-­

Th_.eneed for bet- ra: -fnd-erso-:e2 cr.inues to
 

."-4 a-'- - . -.c:.. ­.- - - - -z ­

-se .-.. . r t : ia c '-es co.z-er b - . "_Lea~ezc : ."es -i-e ­

..c :: .aa -.. _cez, -.-..these".= t o -'e-ent
_ o
 

:;ear:-.- aU....co-- a-ive ac e -ere
cO t rouf 


no :n z0ar ee nzs c-ion . oweve. -nI.-Wa S .C'C.U.­

to confir such statements. 

in .e confir-ed in the 1972.1976 Report. and as 


Report management overall -was Judged to be ..
eakest in:
 

- kee=Ding records
 

- udEgeting and lanning
 

- annual reports
 

- member relations and enlightment of member s 

- not holding board meetings as required in the 

-laws
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-assembi--*n~ an-"f;u
inbltyt -

anl -­

tee-"=oney from disappearing from 

-

-

treasu-r 

mak~n (sound)decisions rezarding -urzcase 

facil ties, machinery and equipment 

money manage-m ntL particularly in borrow-ng 

repayCent f" l.oans. 

and 

as 

Th 

fows: 

Eva'uation --ear's .ud~ent on tni s points is 

- Rtecord keeping has -' " - is t not 

satisfaco_--. 'his conclusion .­as based on revi.ew 

of Aud,4 reporzs, field tri: reports a.-d oter 

docur.ents on file in the CooDerative Divi on. 

- There ":as no ev:dence of "u"gti- and lanning on 

the zar. of cooperative management. 

More coo-eratives stated they were ,,oldn a.nual 

meetings than was the case in 1976. Baned on this 

there is probably a slight Lnprovement in member 

relations and enlightermenz. .r--oject training 

efforts zo Lmprove this situation have not re­

sulted in member training. "Training of trai-nees" 

is underway, as is preparation of training 

materials. 
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- Cooperatives r tey are-;= . 

as reu zre in the a;sP--

Coooerati;-es sho;. sc-,e z~p -- ze..t as-emb:v a.-d 

-'-- ---- cof rod.ce. L?-qC has he-d ":a----ses-'-­

"1 SO.ie o----e=es- so-_ara ­ci'-e. 'v;c~rtes ­ co,- ­

gi - -r '---tent: 
 5.-. ­....
 '-52--a Sc se 

thisneef aon- oe-: • .. _ 

s' : =
a-_e entourage .- -5----. *-,'re- -s 

. ....~c 2a--; ­ ie -n -he iessa .e 
in .a- s to be don. 

As mentioned earlier in this ?.eport, mon'ey cotne 
to isa:er fro- ze treasuries of the Cooerative 

oo frecuen-iv, buz a ver- active program by the 

Audit Sec ian of the e sea e -zvssoa z ­
begnning zo have a favorable a a-a . This rogram_
 

however ;*:%jl! not be suc cessfu! u-nless it receives
 
moreS-n ort fro 
 the in'ster of "gricuurean
 

the Head of Ca.verert.
 



Coc,.eza-t_,,s are nc" ree-i'. so~ he&_,. large!'. 

fro- the Project Financial Advisor. on plans to 
purchase fciities. mach_4n-r an& ecuipment.
 
For exa=ple. sev.eraI 
 cooperati ;s have been advised 
to draw on their o.. resc-rces co biuld -arehnses. 
rovi de unds to -,u r chase s.z-e. a-s and gasoline 
,-orC..er .. t c,.ne trac-ors and roto-t ­

cUA!:ivaz~ 
 z-eir rice 7es.n some cases,
 
cocze:azves 
 have been helped in reparaion of 
oan eaon tor-asethe -."_ for rice 
• '- coffee hullers, et. -eccause their appl­

ca"-onS 
 - - .... ..... and the ACZ:B , as
 
assured that the Cooperave Diirsion would 
 prov"-de
follow-uz assistance to -he cooperatives the loans 

were made. The valuetior. eam saw two s.a!! rice 
mills, two warehouses, and one 
coffee huller that
 
had been accuired by cooperatives on the afore­
mentioned basis. 
 Also, one cooperative had raised
 
m=':ey from its members to provide gas and spare
 
parts for tractors and roto-tillers
 

Some of the larger cooperatives are also being 
helped by the Financial Section of CD to properly 
evaluate their recuests to ACDB for loans to 
purchase trucks, pick-ups, warehouses, etc. 



T2is se:fce -- v -.; -ran.t o t'­
= - -
d.ae2o.ert of so _. c :-a i-es -'- - a. .
 

s:aJ2 :egi nni to ZrcvidCe -hasIeer 

=.ade :u we stress -t -- 0 - a - . . 

.t the -resent t m most cf thi teo-. - sis 

Vance S r,=nrovJ7- a a 

cvCsor - one Co's_ e.--- s o 

C0ozoe ra::-t C-. n-f ee~we 

:-o h-as 

-

--e 	?: ect -anzs "-t-te seve-al. 

the o c i-ove nore: anac-gem ent-:ofn .'i 

cooperatives. -hese zrnclude 

- -stablis-tment w-hnan"" ._d"t Section" the 


of the CD a sub-section to assist coopera­

tives in proDer preparation of loan appli­

cations to ACDB. This sub-section develozed
 

the loan application fo_ m now being used
 

by cooperatives,
 

2) 	Loan Section works closely with ACDB in
 

the necessary follow-ups once a loan is
 

made. This includes spot checking to
 

determine that loan funds are being used
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-
for ",.z-ose stae .n -_ , 

The Loan Section also ovdes -ass-nc 

collection of loans. 

3) 	 Audi- Section makes una.noouce, a-dis and aual 

audits Zo Pronote sound money managemer " 

h) 	"budgetsare for Most tat not be-. 
zreared 

at the resernt -.i"e. hs ..obln wl e= 	 ­

cussed and reco-.endaticns -ade later in th-
Evaluation -epor;. 

) Mcney disazearance has discussedbeen earlier 

iLn this report. 

In the planning stages of this Project, these key
 

questions were raised:
 

Do farmers want Cooperatives?
 

Do farmers benefit from Cooperatvies?
 

Do Cooperatives serve 
 small farmers in Liberia? 

The 	 Evaluation Team has gathered such information as was 
available relative to these basic questions and analysed it.
 

in particular, information and ideas generated by the
 

Project Advis rs 
and from their countearts make it possible 

to orovide more definitive replies to these uestions than 



was -ossible in the 1975 anc _,73 "base reports.
0in7" 


S..I .F no " to, -"di,- f = ... _ . ,.= . 
w"as ~fol_.d: 

Fa_-ers do weant -ooerat.ves as enerc-; -

of' .... t-- ... 
 Iea.
that the nuzzer of viable ora-:..n coc-era-ti-es ::a-.-e 

"
"a--e increased from ._ c i "cOO a -C 

ercert -ease. voineI= s !. - crdoe Zhrc'z--h 

-C e -S -. CC I,- e. S a , 

... ,- - ..z
 

f a . e . . -. -W­hai..ercenr,ase , 0~- , 

-icaion t.:-f-_.e..rs to .,- oocperates s 

:ncreasec doiiar vo_- of saes throuc coo)e rives 

fro. 197'S to 190. "he voll-e in 19?E was S2 ­

and in 198O .,5q= .... if.a.t:onwas S_,-3c .. 


.s i-ncrease is significant.
 

The fact that farmers have increased their patronage 

of cooperatives does not necessarily mean that their 

knowledge of the basics of cooperatives has increased. 
they are, however, aware of the fact that prices paid 

them for their produce 'y the cooperatives are better than 

those received from private agents. Also, i must 

be noted that cooperatives i'n Lofa County have ex­

clusive buying rights for all produce delivered to
 

PM. in addizion 7LC.D. recuiresanfa-mer receiving 
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I o-.--a. t--ou to be a me.ben! of a cooera,ie. 
After these t.o sit'uations into cs der-a:t em s - t 

still conclud es that fa ers do want tprves. This is
 

e-%ride n - the fact that the nmber of -I"e- -ocoeraies
 
and volume of cooperative business 
 a"so in cou-ntiescounased 
other than Lofa where coo-erat';--=s were ,.ot th ex' usive
 

agents for ?C.
c 

.. evidenceee that far ..ers do want cooperatives is that 
tho o~ether providezo to ftz-ds and lor to bild ware­
h!ouses: t:o -erenoted during ;he Team's "isit to coooeraties. 

Rice mills ,ere then purchased with a loan from AC and
 
ISh .arehouses. st... coc-era
such ive activities 

have been menticned elsew,,.here this report. 

Faners dc obtain some benefits from zooPeratives. n­
formation cited in precedin.g paragraph is indicative of this. 
Before addi.ilonal benefits presented,are it- should be noted 
that the Team has interpreted this quest ion to mean "Does
 
the farmer (member) 
 obtain all the benefits due h_ from his 

cooperative"? 

The answer to that question is negative as applied to 
the majority of Liberian cooperatives. Some exceptions will
 
be noted. Since a major objective of the Project is to help
 
create a viable system of bonafide cooperatives in Liberia it
 
is necessary to discuss the major factors that continue to JAit
 

cooDeratives in providing these benefits. 
 Perhpas the most
 



zootant hs . factors ;as ta cooperatve-. ,:ere for
 
LIZ. ar red Zos on a- "-. . "- -'-C"= ­

peol re=0Cn erne; -e--tr ""l:­

than - sez-ving the farmers. .an- of these e -e-­

still ooerate on that "asi. "e e.de.- n s--w­

findig c: te ream J:S a t these coopez'a:"as ceate:- so as
 
i.en. m-'e=- &.77 . aft.er all e.pe*enses c- -'
 

c o Coperzatve h.ave beene . ]:d ' -- , ,
 
- e
Co_Z-ee..a~. e -in Z:_-r CC' e
 

__s an =-c e to sno'w no.:- =hs i con.._ &:uz --gents.=sc_-e ­

ar-e board members. rcae rouce fro- T.odd mefe:r_ 
a~e v a'/r itto ?_-M.C "n " .....a as -= a:s 0: !.Oo 

one: zroduce o acoc :o
 

hesuz-aze'nt ano not to the :oo :erai... ":h's is arh-aos
 

an ex'.reme exam.pe and is not the onls" method used zo avoid
 

.'-.e -. for :nis is "c n.a:: ;o z'ne a.. 

M
ca/n- cL'z or alloca-in the _res=idual fu~ds to cooz,ea-l-rva
 

members. _-he ?roject Advisors are aware of this practice
 

and others zhat deny an imnorzant benefit zo members,and
 

are ta'ing steps to change this method of operating. This
 

eractice-nazewill however be difficult to el2 for a var;ae- .
 

of reasons, one being that he cooperatives do not have
 

vehicles to pick ua member produce, Sub-agents do it is
 

difficult to employ a buyer that will aick ua produce at the
 

village levl, The more capable 1illnoemore for wges.
uyer r 


The preferp co Also, sub-agents often rovide
being on ission. 




their ow ds to purchase - . -- he os 

crzt'c"c 2- rcb e-is. " of _ _ - tu:-r . 

torowed f - "-zD over to sub--==rs..==:,r. no _._.sor 
ins"uc'ot funds :'or t-h coo-eratives to -urchase 
-roduce
 

deie 0 -he 
 In some cases sub­
agents do not return
-

,="- f".....:. _ .r:ii:rd ares prov ed themZ" theZoopera­th 
 -


e s z-*-ho "h. c es situation.e aeze , actions 

are a: additiona i ication that man t-.es tne coceraties 

are no- :e.n mem- ers Ith ­al. b e e the,: ar eniZyed to. 

-ecause There is no rec-ieaen- - mane 

.
-'= = _=en _ fa _ give a
that h .. ,.e ig e
 

_ee ys-.ents at the i..-.e the-" tae h-s rod:ce 
there is no .:ay to chec- as to -i'ces actuall- paid the 
a-.ers. :'h .the very ' s 3ea - and-c-e-r:co 


measures thrcuxh of coopera tives. is not beinguse provided 

:ecause of this ractice Te valuzaon 7Tea cues.... 

cooper_tve managers and board me=*ze= about the need to 
issue receipts for ever delivery zo cooperatives, private 
agents and their suo-agents. All replies were that coopera­
tives would sport such a recui rement. Until thi s reouirement 

becomes law, there is no effective way to insure that farmers 
ilrec,,e the official prices established for them by LMC. 



- 15 -

Te S-au tcn- Te am e c c- e Z.Zd a - e::-l en ::-..
 

Of' holl.. coc-erat"-es 
do benefit fa--rs-::enh-... :
 

intende. 
 "'; :as th. .,ososejv '1a ocat-e;- i ­

all' cocoa for about 250 - -­

cei~. c Z. 


. ",:o ae_'e--2, a... :.­

fccof.-- :ear- :.ey C0­
-- -,..0o .. . -_eS: ----------. "-. C.'. -- . 

,.,-- R::as !o-o -.-. Uo. ue t -.-. e 'e" a d = e. 

- : :' . .. so.e '. a -e"" e ha: cnwas 

. . .:are 7 e-'c':= .e co0o _e a z L t-= e Ean c-.raa = _. . --

azcut half ;..e present price -nro.- rvate S-gn. : o -a" 
be noted ta .. a!po-~i-$- oprz .a ocn 

pr',ate agen-s to pay trices in l-.e w ih its thus_-c 

-he±ping not onil cooperative -, er e b:It all rmerS 

t:he area. 
in spite of the fact that man. of the coo~eratives are 

not operating on bonafide basis tney are -c be preferred over 

private agents. This is true because they are subject 

to more supervision than are private agents. Also they are 

likely to change their operations to a mcre ac-cetta ebs 

as members anid boar' me-mbers become more aware of r 

rights and assurme more control _n their cooperatuves. The 



" '.5- S " '- :., 

'ata o --- z f'o".nQ e-7i.enZctat= th.... ~ z 

' 

take place in so--e of the poooeati--s.tperhaps esz 

n "-'eeca-les a..=re eh-lh-:r ad- toa'or, aS r ce 

i_.....e -ro. the warehnouse ;- D S issuedpurchase -to-~ memners at and recetsis'. 

to them. 

Some coozerazt-,'es are not 701""g a -- ar'-e- "e ' 

for all me.bers. !'aoor reasors for this are acl 0: z c::-u. 

... ces t zo Zo-oret remote vitlares. o ' -agens; 

a n= c f -f_-nA-S at :mes to zurchase e e po.C"e 

C%t e collection roClem o'n' o f -em:ers _l.o 

village cr :o'. grouts should :e considered ;.o -rove 

= -_ st*aton. .h te-_ noted -w.,a_ most Of the cooperatives 

v"'e= " area' y oPreize on a cla t .ould caseen 

.z sa__ e r .'s- ..i.: n onl," helD solve collection re-o ­

ut be desirable uznits for member zran-ng. The organi­

za''ion and fctioning such 's . dof village as c_ scus se; 

vith .. Alber-. . Bass, Co=_.ercial Manager for !CAD?. 

Such nis have been organized in the area of Lofa Coity 

served by .JCAP.P and accordLn-z 1o Mr. Bass -r- ve" effective, 

Darticularly in making and collecting loans for farm supplies. 

Cooperatives in Liberia are serving small farmers. This 

is self-evident vrhen it is knovm.. that nearly all farmers 

in Liberia fall into the classification of small. The 

USAiD Agricultural Sector Analysis Team estimates that 99 



p e-:2et Of Liberafa~~ ha i zC~' ~inacres 
onr ±2r c 1tvtcj-L me 

4
Tho -- =-s tend to Cfr:n3etrAa­7.=zteC 
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-'?.Ac'CY C-2C---A " S 

A Federaticn c C-cceative - a2 2. - c.. 

......... co_-rrtives a d"- er-: -- -ent- SZaS
7its. 


has been su-norted both fornation
in and in on going efforts by 

•-ACD: ote__. objective (noc-et azhieved) 

is to s-u-.ttot na2ze a vehcIe for oc era:ioves v--.-I tj 

SLibei ­ zo- the regulato.­
f'..ntior.s of g^--ent. ':o become viable. -t-s.T.USZ~ ~ ecan uo- cn e S,'~ eena " 

a,._.s 
 . -ane betzer coomera­

_-:h?ed era::on ant_ its m: oe--:i--es wi-l
 

throuh Earketing services.
and su*!'py raise the _.oductv_,y 

and__'vin_ s-andarzs of Zhe =-rass 
rocts fa.mmers who are their
 

.emoers. n field contacts with Managers. board miembers, 

and me-.bers of 10 coo peratives, the answer to, -hat other 

services should zhe coopera t'ves provide?", indicated that 

all wanted more Zroduction supplies. Most indicated that 

they needed 'a ro-ce" at the national level. They also 

demons-rated a need - though not always expressed - for im­

proved record keeping. In total the services anticipated by 

the Federation are a composite of expressed wishes of these
 

visits•
 



T_.7Federation-.J Se as Z ta:-.- a ean 

teac..in'g. ncessar-7 obt-. ac~v: .. res-cn--­
hi eme ersh ip-rtc- t n 

mus t be mc*-l tt d ..-a .=. .-.z * . - : e a:~cn= :s _ a­
- e n=.ea vu, 
 -aresen rzoe c~ 

Cost benefit ho?_-__ 
. "-- *---- - .... - - .-- ­

" s=--vZ-t 
 - a-.- -Ca 

ea:onu.. e n. 
-

-e z,'
-

e S-~~ ~~~~ o 
-

- - .a . s-a­- a---- s - 'C-

...._,-- __ - a:n es izate o-f cash flow. a ~anaz :en: 

ec ........ ozber em-Lzyee ccszs i=an -se-n---a. 

-- of such _,af-s. Coera=cna! funds rez-re - fr 

artic-ipated sup:-2y purchases ,:oulf be essenti it: an::­

cioazina cperazicna capital. needs. This inora-'on ..-f a -- u - ­
L.-0 .- .
 

_ _ .hel. deve-- feesi itv justification. The Federation 

as crrently-rocosed would start by Durchet.,. .....s.i -gsupp l iJes
 

on a corm.ission basis for the three Intezrat ed .RuraI 

Development Toje ots of an estLmated 6.000,000 annual 

volume. This Pro ject propsal is at best in a talking 

stage. The compatibility of the cooperative concept of 

-urchasLng for resale with margins wh-ich cover overhead 
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otarric, secosts an derang I ,~f as a 3el-susaiiiZn 
."bus--ess._ is_so_-.e;'.:at contrars,- to .thse th:'eea prcjezts 

oera.on. r7T-e 7T operation has buiz in suosidies i.e. 

selling _r_ at a p e per bag ",:-'; " ower tha-n
 

actua1 cost. For this reason the a-wroach zo LCD*P dis­

' osa.i. caref_,ly 'ti a
o avo_. i 

a eze en-.rzrise. s iv;rc 7twl 

- a 7rec-" -- race of ecue asSUar:ce acsoor-'s 

E-_no :os- :o 1;ne farmer. ; is reco-e-.ed ;a:rZe
 
-e _ - " =....."", - * -t-e* = -- -. s-...:.--r ' = c
 

^
srae: con-s'fe h-- warehouszinE func.zion on-, -fe ' 
- .. fu= " ' ana ysi .- = - -- =e- for a - t- .= ­

.n:t a.r'ce s rendered to LCAZ?, BCAD? - NCA.--. 

-he areas served by. LCAD- do no; .,_e al o;her­

wise e_.-._=e farmers in -Lofa r,his leaves an 

overiaz-ing of s=an farmers not serve, by LCAD who 

deserve service by their cooperatives. 

in aztainLng the ultimate mebership participation 

and benefit t1hrough Federation action, there are four generp1 

service areas proposed for the Federation: 

The first service is to work with LMC in its 

on going marketing of cocoa, coffee, pa-_ nuts, and 

rough rice to increase membership participation and volume. 

http:reco-e-.ed


-re.aat I- 'd -_.L--'-- -. - -.-- - - th s- ----
--" shul... 	 ... _,.'.- oth =rdcto -n --- "o-- cou 

- _t _ ' ----- , 

-.i. -erfa. 
Te second ser.i of the ?e :aticn-.---,'- is "-ital 

c ..e fe c ... 0e 
tc effecti-ve fl-'nc = t -: atn: fair -r ...en- of 

-..-e:.ers is a centralizedo:e. 	 =.. -e-___ -ce 

coc i - :es.
 

= - an:.-y-s : -- Propcsec tnaz - ,-er s4-..e and
 

_.on....... reports cc a oenzraized *:o-y-'-- "
.... ""si' 

-":-s diviso-. "'.' :'repare froi these entri s a .onb_"­

rePcr- for the Cooperazive oar c _nfornatfon and 

anals- t wculd _Urt alert thh Fe=?edera-ion 	,oprob­

e..s neein" ,-_.eiateatzention. This effor will rovid 
the cooperativers management wfth constant analysis of 

oDerations, spot audits, and field assistance where 

needed will assure more financial responsibili Ly and 

efficient operations. in this service, the members will 

benefit in long term by increased income through better 

management 	of their cooperative.
 



- 22 -

The Audit e - e be c y e Fai
 

as a-

ey the -tr" '' 

to th Federatio -,l="ths " drua c_ 
 is 
via tha th~ese sar.vices 'nv stronc --a '-- -... "
 

Cooe:'tive Act to respond -z case of fnanca rrso -
one a_- of cooterative ... ._
 

and s:e- :sors.
 

As at 


rd_ -a.&-er 

t Federaticn can and 
should 

co to-'a f -r r - ca of hose sea 

3roducticn heeds su h as fertilizers, ne-'cas, ze-ent,
 

fl- other e cffen nczan' u_ "=:s 

aP- -or 
 a f p rice, This zroposa_ assures 

- ,, a 
- ss- r Izt on s -. . . 

C
 

tne cooperatives to effectively reach all 
 e:-bers.
 

also recognizes .he need for a coordinated financial
 
st-ructure thnat ,.-
hat -­s~rct~-e l notburennot- -..,deL-he rpethe cooerative or ore­

aturely put it i. the credit business. 

The fourth .tznction of the Federation will be to serve 
as the voice - and the listener - for its farmers and 

members through zheir cooperatives. 
 The level cf coIL-ni­
cations will develop a 'two way' dialogue between the 

cooperatives and the Federation. This ivolves a level
 
of conversation directed at inforation of a oositive 
nature. For exa--ple. pricing would be bottom to top/top 
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to bottcm gi-:..- consideatio
Q~co~t. ­r-.:k.~2 a -~--~.i.o,_-. 
to ,.-, 

,- -- d 

items g--;ae to a sr-cture Zt -­ :2 !aCe 
em-hasis uc- "dersta. _g 
 c each other-s -_"l=-. which
 

is the essence of barginin,
 

"no o wz.
.1e_ bern close c--.ia~nwt 

t'e -- ' int egrated ~......tr 

t ...... ,'ar coordiated aotion " -
e^
0 c-'.r0i- -ro-ra-s ad rsponrand te ., r e0. _.one
 

acti;-:ies s..,-, 'd result in one strcn- - ".c-'e for 
:he
 
ccc~era:',.-e s
and - - =-'-shi..* Atth se 
 -

stood that the -ederamcn- mzst be a coo-er-ti'-e itse;lf­
::s ooera-.ion. h will allow,. it to :-- or fall on~"­

service o i-s se.hrsh' of oroduce ma- cooera­
tives 7t the
needs legal framework to f.r co fee 
of political interference as a fL ancial> responsible
 
and independent 
 agency. Sufficient safeg-uards must be 
written into law to assure uam, ered operation. Tr s 
is not to say that the Federation's authority is without 

restraint of good operations and service delivery. 
As it
 
(the Federation) Js structured, the members through their
 

cooneratives will ndeed pass day-to-day judgent. 
?articipation reflected in membership and unit volume 

. serve as a substantial measurement of the Federation's 
efficiency and effectiveness: and as 
a cooperative it will
 



--- 
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fall under the regazatorj authority o, goernment or all 

COoeraives. 

i ai o the _ .__a_ coordintion-.'ith
 

oth.er agencies such as 
L?-C, rD, 1,1A and cthers, we 
ce - Ihathat .:r.c-- .-'st -s'e the -Teeas • 

are several 
 other co-nsJerato-cns 'or reco:r-entz 

.Crov -- a 
as .re - = , ... .. _as.the.he_-=-rt-r for the -e=era."c- .. zoceratives 

...:l produce*e .. to the L, C wareouse 
........ hee
.. .... also has its healcquarters. :his w;';l 

a strategic location hals
a'crkat\ S f -up.li es 
ad oth er n.e.. Also coCPerative managers anA off­
cers fre uen 
y visit 1'nrovia and it would -make iz
 
convenient for .tore frequent contacts 
 .ith -ederation head­
cuarters. The Cooperative Divjs
sn eada arters Dersonnel are 
n o.nrovia where their necessary contacts with other 

national agencies are more effectively carried out.
 
This choice of Monrovia headcuarters does not pre­

clude warehouses or offices a- other locations 
as needed 
for supervisory or other personne! at a later date.
 

The measure of development 
 and grovlh of the Federation 
down the road will be implemeniatlon. Purpose-ul activity 
can and should be the measuring stick for progress and 

should include: 
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. A Record keeDiz or cent Ze _ 

an Ad - S -­f--c e 4_n_z.1-.ace arnd ci erat ,t-ed 

:r zs re z~ a7ica thnat the Coc era~AeA~w~ 

provicde s*_ :zort to so'-n.d *business o-eratlcr.S. 

2. increases . ur. voL.. ,a'ftv c fro­""...n atnd 


also a -e. nSIe aZ e -z -ae -,eas'ire cf ts function. 

-T d Ie:eoMent cf a -rf f c tem e 

Federatinc of strot s both in n"zber of, . .'-tfar= u: 

-:.str::uin or --o_..e,.1 beDoints and in follar 

a sgniffcant crf:eria. recognized th-' o 

-ro "-ess u t , =.nnan=!zerchnani.se nant 

volune. This program nvioves a high input of grass roots 

develop.ment recoC.._-g ct. patterns:hysica! facili­.
 

t=ie, deliver; systems, TCU's and other factors. It is 

antlcipated here that too rapid growh in volume with 

resultant lack of basic structure may pose a problem. 

inventor control may be developed on a "mail order" 

with cash in advance the basis for establisning a purchasing 

pattern for the Federation. In iinplementating this pro­

gram additional technical assistance will be needed to 

support in further analysis, planni-ng, and development of 

farm supply merchandising and in centralized bookkeeping. 

http:zerchnani.se
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',h Ti, e-'= C--edit Union Na--i" al =c-ain ,.. 

h~c. s .zp zh Cr=it "'-: ' "rz~:~z~ ser-;es a 

an.at .. aa _ sCacrS to al Crernt 

Unions.---- -tr . - Credi Unions are re istered fthL.or.ts - ee 
Ik Bl rs. Ur-ban ...... rial and _3?--rhi - :c79 

on'__v of the 33- W'==,__?._z:";'-ec. T:o~a: a_-=e = c- a:. of -t-he. 

-- - -7(',~ 
-- : =',._r.._,;i " ::Crel Uios faceserous 

delincuenc: - related __iu__iy probl~e~s. !a:---: - -iv 
-n enu~ U: C, S:--"o
 

-eirqency onro ani lo~ co:ec >icn s 
 :-e-.s;.:­
"r e - s a... control roce '- sF 

and confront a critical shortage of trained operatinz -er­
sonnel. -ra... andp e s" 

aef=u.t have forced many societies into 

,nsolvenc--. 'Yet there is evidence that these probIems can 

be solved and tha- the lessons learned --*_IIiv- be of val1u11_e 
to credit unions and the entire Liberan Cooperative 

movement. Some of these indicators are:
 

1. The existence of healthy cash balances and
 

relatively sound financial positions in some rural com­

munity' and occupational credit unions; 

2. The recent detection of fraud in one of the
 

largest credit unions by its voluntary supervisory comittee 

and the strong action they took to punish the alleged 

offenders; 
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3. Initiations of loan collection campaigns and the
 

use of lay.. rers to initi-ate despute declarations; 

,1. Voluntary participation of credit union leaders 

and person-nel in Trainin Seminars; 

New control systems and better accounting and 

bookkeenina methods beih; used by newer societies: 

6. The continuing esire of grouns to be organized 

ino credit unions, in both rural and Urban areas: 

7. The Gcver.ment of Liberia's endorsement and supoort 

of crecit unions for its emrloyees., and the development • 

of a n-ationwide comrnuterized salar . check off system. 

Also LCUNA has considerable problems and potentials. t 

survived years of mis.anagement.. has now recognized,and 

sought and obtained donor support, received seconded 

Government Cooperative Division officers and is now 

collecting new share and entrance fee payments from some 

member credit uanions. Despite large financial losses, 

LC-L7A. has continued providing services to its affiliates, 

including supi es, training, risk management. internal 

auditing, policy guidelines and limited supervision."
 

*As sho'n in 7ORID COTITCIL OF CLEDiT DIONS Stu r! - Dated 

December 179. 
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deni !a - e -asu-re -,,-on -"c'n e.,taa oZ::-ti.~ ­

.. ... "I "= -'"'"O-...."i oo.era­

o Cf t ne .-. ; ana t;, .-. .... _u.-C---:Coczer..t-.ve , ,-' s'i 

ti-e, ..eve-ocme~nt 3 -n- ( Ac3-.) . a_-ch of thsc_ '-_..-.taticns 

.-_.: _s a. hol . .,me o-_ er -.en c; r c -_t- fion 


h e c" > ha h e or ccza.
n'='M, oce- .es coffee. 

a't alsc Aee .=s =S fcr these co­
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cooperatives now than it was in 1976. For one thing the 

volume of business from cooperatives relative to private 

agents has increased sig-ificant.y since that tine, from 

50 percent to -1 percent. in 1976 LPMC was providing the 

cooperatives with funds to purchase produce. This is now 

bei-ng done by the ACDB, therefore LFMC is not as vitally 

concerned about the financial responsiblity of cooperatives
 
as it once was. t is however, concerned that cooperatives
 

increase their efforts to gez far--ers to 4"=prove %he QualiLy 
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or = to ge. "'node zL an-d -.o prevent 

excessive doc'kage, 

The cooperatives are beginning to ask questions as to 

w y LPM4C prices are belol,,world prices. They do ot seem to 

be aware of" the price staebilization reserves or the Ifunds 

set aside for Agrculzurai Development A.LPC 
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-ne base lane studae ad= by r. Savage in u6 foul­

.1los
Th-wr.' e ofr,-t iorl ans cweradir fu.-.dsi for 
_Cooperatives_ anc th=- :--.or zezbers. _-.-"e~t for a_few 

_.L _. .ae z~ L:C and the .... no loans w;ere available. 

ACD-_ has made a significant amot'nt of loans .... :c2"'"th' ! 036_, 


icooperative loans placed currently. Tis, amot involves
 

31 oan.s. 'Twenty-five of these loans were made ,during the
 

Past year. The support of ACDB has been helpful to coopera­

tives in placing both operazing and facility loans. owever, 

the lack of adequate zunds for short and long term loans 4S 

still a deterrant to increased production and market-ng vo_-e. 
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eva.ua~cn e-o:- ex 7hesee~2 st. are: 

attract and hold able personnel in the Coopera­

tive Ziv S ... 

2) inability to fire e=ployees who are not compezent: 

3) Lack of adequate travel fuxnds; 

,) No nds for per diem; 

5) Fr euent shifting of counerpart s to the three 

Project Advisors out of the CD - the advisor to 

the Division is now woring with his fourth 

Division Director, rnd the other two advisors 

have 4usz. lost their cou_,terarts. 
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- -r-. t.r - -of 

2) Coope'-a-:ve mana.genen: is bec c::ing tor e aware o-" 

toe a-eez for an a:- cta._-_," a-,ex orga-planor
 
az e to. the ­., s n t lock _ . ... -­to_-e: rese : zne-r" concer-ns tc L?.;MC and ACB_ 

o~e~ice fr ze "-~od: an: loan furies to 
purchase produce. ""i:" .... ti..ar 

~rnsorecl~nt bu---arm'uIies c.r 

._,'
 Also, they are_ lookin-g to the azex organization 

for "heo._to establi_4sh a viable faz=- supply network. 

to provide booF<keeJing and audit services, and 

to stL-alate and assist in programs to improve 

cooperative management, boards of directors and 

members knowledge of the purpose and fuanction­

ing o-f cooperatives. 

3) 	 Establis.ment of a cooperative credit system - The 

recently o.ranize C is now operating. T.is is 

a major achievement toward developing a sound 

cooperative system in Liberia. 
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isu fa_-w±.rs a receiot for ---ouce 
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'.'or,. them is needed -hs w-2. .aiiate 
•-o~torl.- e - ... . ar.- . . .o of price s received '--far-ers, vt 

would also reinforce Present efforts the-zy 
Cooperative Division to require c oopera tives 
to maintain more effective control over their 

sub-agents, 
7) Accountability of cooperatives for loan funds 

shows some imnprovement, but has not yet reached 
a satisfactory level. Detection of malfeasance 

has improved but penalties to match the deeds 
are too often not levied. 

) Efforts to develop an effective Cooperative
 

Division in the MOA have met with litle success 
11 . L Lss 

http:fa_-w�.rs


CCOPP T:!7- ACT
 

Teai l.eader, -. Febru-r - is, cS.lee and -nzii-e 

n e neeed 07r sUCCe 5 sa.a, i-: -eZa aZ of 

, -
the Act The foll exc p t to0 . Si ononS proCDosa 

are submitted for consideration:
 

Board ierrber-shi9 of .ucnomous Aencvuetbersi:_ The board 


should consist Of the Ministe-s (or their designee) from
 

iknist-y of Ariculure, Mnistrv Com0er=e,
of Ministry o:
 

Finance, Minisz-v of ?.anning and Economic Af-airs
 

Additional members should be designated on an ex o::icio 

basis from the Federazion of Cooperatives, zedera-:on of 

Credit Unions A -ri Development Bank 

Prcduce Marketing Corporation. 

... r... and Liberian
 

All board members nominated
 

would be subject to approval by the Head of State. 
 it is 

not r'coTmended that the Regis-rar be a board member but be
 

selected by the board and 
serve at its pleasure. The board
 

should hold regularly scheduled meetings with a quorum
 

required of both the regular and ex 
officio members. Written
 

notice of all board meetings regular or special should go to
 

all board members. 
 The board should elect its chairman
 

From 4ts voting members.
 

It is recommended that the section of the act specifying
 

unlimited liability of the membership on a pro rata basis
 

be reconsidered. Corporate Treatment of membership
 



.... z11 -e -S-nis -a..--.. as e 1-n e 0-A --

Since t-.e au-cn -cs agency is -eguaz.-y
 

"s cc:ertn.ec-. t.. 
 -e 

by the Goven=ment of Liberi "a.. The solicita:ion of 

dependance on nancia support ro czner sTurzes may
 

:ose o-e problems -han benefits. 

The board should bere-sponsible for es:ablishinc policies
 

and enerl-_ supervis ion of :h.- a-en :v. The -e.,. _
 

of the board members and procedures to be followed in the 

business of the agency should be specified in the 

CooDerative Act. Sec-ific,DOllcices and aeneral supervision 

of the board of directors should include but not be limited
 

to the anDointmenz of a registrar, an-roval of re iStrato n
 

certificates, approval of the authorities' budge:, and
 

approving regulations concerning all Credit Unions and
 

Cooperatives. The authority should receive its source of
 

funds through annual budgetary appropriations provided by 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 secretary 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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.... geal.:-.av aut'..orit-t". is:-, ules anireu~i~s
 

-ecessar-,y to pto.-
 c-


The agenc would be resuonsible to coo ina-e the ac ivit:e 
with \'iin's'ries ad agencies or institu-'icns whi-",.... o-'.ern
wouli t7rc-. a d o-" 

w n1o h t h e oper - 7 z e 0h; r zit c oD ."_res . - . o u 

be legally authorized z- adminiszer an- e:for:e the 

Coo-_--iv. Ac All aDli-aions ari ".- las of 

proposed cooeratives sncud!be recei.e a, reviewe,
 

for a:D)roval by the agency. 

The ccnCePt and conduct of the au:Onojous agency 

is Perceived to be a final authority. A vital reason 

tor proposed enactment 6f the authorit- is to stop such 

practices of "by passing" the presenz coooera-ve 

authority to circumvent rules and, in mact, the law.
 

By-Dassing of the cooperative director zor personal and
 

illegal gain is the history of cooperative operations
 

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 proposal.
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PRODUCE MARETING 
CO-OPQ-kTIVES P1 LIBRIA 

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

The first and perhaps the most im;ortant fact is that
 
for all intents and purposes the entire cooperative devel­
opment has taken- ace in _hP 9 years. Prior to 1971,
last 

only k cooperatives were registered. Other than the
 
Register, no other record of their existence has been found.
 

In the early 1970s, several cooperatives were establi­
shed, principally around the large scale ".A-grimeco" projects (A). 
The initial focus of these cooperatives was 02 azricu! ural 
.roducton. They were organized by the MCA "z: be the local 
organization on which the MICA could focus it.s 
efforts. For the most :art, activites of t-hese "Cooperatives",
if they can be called thac were directed by MCA employees.
The major effort was on agriculturalrd-ct._.. Little 
effort was placed *:pon mana=gement an: orga-nizaticnal develop­
ment. Almost no emphasis was placed upon the economics of
 
these projects. And in fact the cost of inputs to these 
projects always exceeded the abili y of- -hez),eatives and 
their members to repay .from the production. Consequently,

the cooperative, never developed any capital from their
 
association with these projects. The farmer members were often
 
forced to pay between 50 - 75% of their production for MOA 
inputs. With regards to the ownership of land, ani the rights
of individuals to use the land, each project seemed to have 
its own rules and regulations. Often it left the member 
farmer unsure as to whether he would receive any reward for 
his hard work. It is no wonder that these cooperatives did 
not meet the MOA's expectations or goals for increased
 
agricultural production.
 

The next group of cooperatives were primarily active
 
in produce marketing activities i.e. coffee, cocoa, palm

kernels, and rough rice sales to JLPMC. While these cooperatives

have had their ups and downs today most of the active societies
 
are engaged in this activity.
activitytheitocipal In addition, the principal
the 
activity of the two Lfa County cooperatives from the first 
group is hbw-pioduce buying. 



Many persons in Liberia tend to brush aside these 

cooperatives with statements like
 

.	 They're just produce buying cooperati7es
 

" 	They're not doing the job cocperatives are
 
supposed to do
 

.	 They're controlled by the politicians
 

" 	They're controlled by Mandingoes 

* 	 They don't represent the farmers 

* 	They cheat the farmers
 

.	 Whoever is inside will eat the money. 

All of these czm=ents are valid with respect to some cooper­
atives (mazy cf which are now inactive). They essentially
overlook the tremendous benefit these coonerazives can bring
 
to 	 their farme rs in the way of better prices. They also 
overlook the development whhi-h has taken place, and the time 
frame for this development. 

Initially, a!most all produce marketing "was controlled 
by expatriates. In the comntryside the Lebanese merchants
purchased the produce and sold it to CAC, later MC. Ony in 
the last few years has the government gained 100% ownership
of 	LPMC and essentially driven the Lebanese traders 
out of the Droduce buying business. The Lebanese traders
 
were quickly replaced by local "money persons" principally
 
from the Mandingo tribe. These changes, while they may have 
been very benefitial to the Liberian economy as a whole, have
 
had little real impact on the traditional farmers. There is
 
adequate evidence that the price paid to farmer producers
 
has remained far too low. Some of the reasons for this are
 
explained below:
 

(I) By informal agreement, produce buyers appear to maintain
 
a consistent and agreed-upon low price. This system tends
 
to be strengthened by the fact that most of the buyers are of
 
the Mandingo tribe while the farmers are generally from other
 
tribes.
 

(2) The produce buyers often own the only source of transpor­
tation available to the farmers. Many instances of exorbitant 
charges and refusal to transport produce from the bush to 
market have been noted, particularly in the remote areas. 
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(3)Most of the produce buyers are much more interested
 
in quantity than quality of produce. The price paid tends 
to be the same so long as _t meets the minimum quality 
standard. This serves as a disincentive to farmers who take 
the time and care to prepare produce properly. 

(4) Many farmers sell to a sub-agent because he has given 
them credit or is a potential source of cet in this case, 
the farmer often is willing to sell at a lower price to 
protect his credit. 

(5) Farmers sometimes sell the entire crop while it is still 
on the tree. In this extreme case the price received by the 
farmer will be very very low but the creditor may be respon­
sible for the har7est2 g and preparation. 

(6) Farmers are often unaware of means at their disposal to 
obtain a betzer price, such as direct sale to cooperatives or LPMC. 

A 1979 produce marketing survey conducted by the CooDerative 
Division in Nimba County disclosed that farmers who harvested 
and preoared their own produce were generally receiving between
 
i5% and 25% below the official buying price. Sometimes however, 
the farmers in remote areas did not ev- eceive 50% of th, 
official rice. Nimba County has one of the mcst developed 
marketing structures. The _evidence indicates -hat farmers in 
Bassa, Sinoe, Grand Gedeh and Maryland Counties are receiving 
even less. Many persons cite this as proof that cooperatives
 
are not working, particularly since they are very strong in
 
Nimba County. Again, it is extremely important to look at
 
the history and development of cooperatives in Nimba County.
 

Successful Cooperatives in Nimba County have followed 
roughly the same line of development as those in Lofa. 
Initially they were started by groups of farmers and sub-agents 
who wished to get a better price for their produce. All of
 
them started without any capital. Usually in the first year
 
they functioned by:
 

1. Grouping the produce together
 

2. Arranging transportation of the produce to Monrovia
 

3. Selling the produce to L..C 

4. Paying the farmers with the money received
 

from LPY1C. 



From the farmers stand point, there 
were two cheir

disadvantages to this method as 
follows:
 

1. 	It often took a month or lcnger for the farmer
 
to receive payment after the produce was prepared.
 

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

Where there was 
a good honest business manager, the cooperative

grew. 
More often than not it failed because the business
manager or someone else ate the money. 
The 	little money that
cooperatives earned n commissions was often spent or ldst
 
through poor business management such as:
 

1. 	 Purchasing a truck before an adecuate basis ofproduce supply was obtained. Thus expenses far 
exceeded the addizicnal income generated. 

2. 	Poor control over use cf vehicles
 

3. 	 Paying too hizh a price for produce. A-2 too often 
a new cooerative would paY the officialignoring the proper ded- ctons 	

P-ce 
for 	moisture a-d

defects. 

4. 	Poor control over produce. Every cooperative has been
the victim o petty theft of produce from its ware­house and from trucks sent to Monrovia. There:
 
is a very high degree of integrity and trust in the
traditional society in rural areas. 
 it seems that every business manager must learn the hard way thatthe 	young man he hired to buy produce at the warehouse
 or deliver produce must be watched and checked.
 

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

From this point, the cooperatives in Lofa and NimbaCounties took different paths. 
 The 	Lofa County cooperatives

continued to develop along the above lines gradually accumu­latinz some capital with which to make p:uchases. In NimbaCounty the voices of the sub-agents seemed to prevail. They
convinced most of the cooperatives that the only way to be
successful was to use the sub-agent as a buyer for the

cooperative and 	 to oay half of the com=sion to the sub-agent.Lttle can be said fo 
 this system which was essentially the
 same as used by the private agents. The worst part was thatfarmer members were again without place to obtain the 
official

price. 
 It did however allow some of the cooperatives to grow
and 	 accumulate some capital. And, the commission earned went
to perso.- and cooperatives who were rurally based. Most privateagents were essentially Monrovia basedb 



When the Agriculture' and Cooperative Development 
Bank (ACDB) opened in late 1978, seven Nimba county coop­
eratives were able to obtain substsantial marketing loans 
ranging from 82),000 to $100,000 (B). This enabled the 
Cooperatives to conAct business cn a much larger scale --an 

ever before. Unfortnunately for the most part this money was 
given to sub-agents to allow the sub-agents to do more
 

business. Again the cooperatives were not buying directly and 
the farmers had no place to go to obtain t_'-,official orce. 

l1l cooperatives must obtain the aporoval or the
 
Registre_ rior to cbtaining any loan. F-orthe 1979/30
 
marketing season the Coozerat iv Division attempted to meet 
this sub-agent issue. The Division intd - rec ue t 
cooperatives to use loar funds oItained the ACDB to keep 
t " e-ir warehouses open and )a, the offii 3rice with receipt s. 
;n September. there was a training 7rograz_ al mar"e:: 

coczeraves engthy debates wer-- he!(; these coo­
eratives should conduct their ousiness. was reached 
that they should no: zive loans or pa- c'z-m n to sub­to m 
agents. Unfortunatel, the ACDB did not -euire that the 
cooperatives obtain the aporoval of the Registrar. Therefore, 
there was nc restriction placed on how zhe _-.a was to be used 
_v the cooperatives. I n the cooteratives strongly conv-rcl--. 
by sub-agents, part or all of h money "was ;. -ent out to 
sub-agents to purchase .roduce. _oweve-- four of t,e cocoera­
rives (C) changed thei' method and are e-sSen:-fall "y 
loan funds to purchase produce at their warehouses. They are 
paying the official oprce and are issuing r-eceipts. rowever 
all but one of these have made some advances to sub-agents to 
do buying. In addition, several cooperatives i N-iNba and 
o-t.er ounties have started operating for the p979/80 season 
usin- the traditional method of grouping an . selling of 
croduce to MC Every being made to encourage :heseV. effort i 
cocoeratives to avoid the use of sub-agenzs so that member 
farmers can obtain the official prce. v'zn"n their first 
nine years, Liberian Cooperatives have made Significant progress 
in developing their organizations and benefiting farmers 
through payment of better prices for produce. 

It is exoected that produce market-ing cooperatives will
 
soon begin to broad.en their base and gradually move some of
 
their buying activities from their central warehouses to
 
surrounding mar-:kets. 

http:broad.en
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Event"tally, cooperatives may also get into the farm 
supply business. Farm services provided by cooperatives

wil1 undoubtedly expand. These activities require more
 
capital and managenent capability than is availa-ble at this 
stage of development. Nevertheless some of the more viable
 
cooperatives are already venturing into these areas.
 

The one area where Liberiazn cooperatives have been
 
total failures is "group farms". We believe that this is 
because a "group farm" is very contrary to the t-aditional 
Kuu system. in the Kuu system, each farmer had his own 1 and,, 
others would help him prepare, cultivate .%nd_harvest in' 
exchange for similar help on their land. 'his k u system is 
almost the same as is found in every farming ccmmunit Jn 

-the world, -artioularl in actv whl " re,,-re extensive 
labor. Continuation of the kuu system is essential for 
agricultural development and c15tv life in the rural areas.it is based upon trust, r.... a to
 
groups of people. Is such, the: .or a C..t..y different..
function than coc.eratives, it apears that the key to sucess 

is land ownership. in the traditional society, eac h man "owned" 
the land cultivated. -lan systemhe 1-at o.nership which" 
only a possible share of the proceeds of his hard work is a much 
much more difficult concept for the farmer to accept. t i 
harder, vet to success-f-allyi_ T- istacelement.essential that the 
Minist-r of Agriculture cnti-ue encourage the ku system with 
individual ownershiD of land. The Liberian experience to date 
indicates that group farming cooperatives with group ownershin 
of the land have little chance of success. 

SL71MM ?AY 

t appears that produce marketing cooperatives can make 
a tremendous impact on the Price a farmer receives for his
 
produce. This is perhaps the greatest direct benefit to the
 
farmer that cooperatives can ma-ke. Certainly it offers the 
greatest potential to benefLt the most farmers in the shortest
 
period of time. As such, a major portion of the cooperative
 
development effort should continue to be olaced on this area.
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NOT ES 

(A) (1) GAROULA TOMBE FCS, -mEDINA, GRAND C.PE MOUN _ CO. 
(2) PULUKPEHH FCS, RAY OUND TOWN, BONG CO. 
(3) INTOFAFAWOR FCS, AIRFOYA FIEL-D, LOFA CO. 
(4) GBANDI FCS, (FAN-TGODA) O^ C7-- LOFA Co. 
(5) DOKODAN FCS, GBEDIN, N .IEA CO. 
(6) AM-EIU FCS, ZLEH TOWN, -..D M ....CO. 
(7)' TOU 7cs, ............., .RL.D CWO. 
(8) -J-RCNFCS. JJ.ARAZ ON, S!'OCI CO. (not registered) 

(B) (1) Lao FCS 
 $ 25,000 
(2) Seh Leh Tur FCS 357000 
(3) Nimba Benko-a FCS 75,000
 

Wal a Laake FCS 
 25,000 
(5) Wodo FCS 100,000
 
(6) N'BIoe Tayee Zoe Geh FCS 
 35,000
 
(7) Zokark'iah FCS 
 30,000
 

$325,000
 

(C) (1) Lao FCS
 

(2) Seh Leh Tur FOS
 
(3) Wala Laake FCS
 

(4) Dan Development FCS
 


