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I. INTRODUCTION

The CUNA Cooperative Credit Societies Project
Paper was submitted to AID/W in December 1378 and the
Grant Agreement, was signed August 7, 1373 for a dollar
cost of $4'3,348 and a total project cost of $760,000.
The Graat Acreement requires an evaluation 30 months
after implementation commences. However, USAID/Sierra
Leone, reauested an additional mid-term evaluation
approximately onc year afte:r signing the grent agree-
ment because revised budget estimates indicated insuf-
ficient funding, mainly because of inflation in Sierra
Leonc¢ in excess of budact cestimates.

The evaluation was conducted by Dr. Hadley E.
Smith, Senior Economic Ad icor and Cnief, Program
Analysis and Dcvelopment Svaff, REDSO/WA, Abidjan, and
Mr. Gordon E. Hurd, Design and Evaluation Specialist,
CUNA Global Projects, Washington, with the assistance
of Mr. F.E.S. Kpayagula. Manager of NASCCLOS, and Mr.

Mebratu Tsegaye, Management Advisor.



II. SUMMARY AND CONCLUSIONS

Summary

The evaluation team concluded that, on balance,
implementation ot the project is progressing well and
that the grantee, CUNA/Global Projects, is carrying
out its responsibilities effectively. The management
adviser assvmed his duties in Frecctown November 1373,

a general meeting of societies was held in February
which adopted revised bylaws and affiliation proce-
dures and officially established the National Savings
and Credit Cooperative Society of Sierra Leone
(NASCCLOS), a full staff of central office and regional
pcrsonnel have been selected and employed, a question-
naire survey of societies has been completed, and an
extensive traininy program has been put into operation.
The survey identified 303 active societies with 16,225
members and average membership of 53. Savings in the
average soclety was Le3,375 (US$3,130).

The team agreed that inflation in Sierra Leone
has been greater than anticipated during design of the
project and that delay of approximately 15 months in

signing the grant agreement has resulted in at least



an additional year of inflation during the life of the
project. As a result, the dollar cost of local oper-
ating, training, and commodity expenses of the project
have increased $35,603. The team, therefcre, recommends
that the U.S. dollar contribution be increased from
$433,348 to $534,351 and total project costs from
$753,265 to $3854,863.

T..e following sections review major conclusions

of the evaluation.

Management of Project

Management of the project by CUNA Global Projects
and the managcment advisor has been effective. While
unforesecen obstacles exist, and others may arise, imple-
mentation of most activities is on schedule. The manage-
ment ¢dvisor is a talented, hard-working organizer with
considerable background in administration of savings
and credit societies in Africa. The major weaknescs have
been delay of CUNA Global Projerts scheduled technical
assistance, dclay of signing the ri<k management aagreement
by ACOSCA, delay in preparing the institutional development
plan, and, possibly, the sharing of backstop responsibilities

among CUNA personnel in Washington.
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Self-sufficiency of NASCCLOS

Although NASCCLOS has made encouraging progress
in getting reorganized under new bylaws and enlisting
the support of 122 societies through affiliation, the
extent of financial self-sufficiency which it will
eventually echieve cannot be determined at the end of
the project's first year. Only 40% of the affiliated
societies aave paid dues thus far. During the general
mecting which adopted the revised bylaws for NASCCLOS,
however, therec was no significant objection to the 13-
of-savings formula. The project manager and CUNA
representative feel that payment of dues at 1%, half
the rate proposed by the project paper to be in effect
at the EOP, 1s a reasonable interim policy. Affilia-
tion fees, which have exceeded the amount expected
during the first year, have provided revenue in excess

of planned expenditure.

Duration of External Support

The evaluation team concluded that the estimate
in 1978 by the design team, that external financial
and technical support would be necded for up to 10
years, continues to be an appropriate assessment of
the length of time reaquared for NASCCLOS to achieve

financial, administrative, and technical independence.
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However, since this program probably is the primary
incentive for societies to affiliate with NASCCLOS and
pay dues, .the manager of NASCCLOS, perhaps supported
by letters from the Minister of Cooperatives and USAID,
should urge both ACOSCA and CUNA }Mutual to expedite
resolution of differences and to accept the NASCCLOS
agreement, or possibly arrange an interim agreement
directly with CUNA Mutual, to avoid further delay of
the insurance program in Sierra Leone which could

jeopardize success of the project.

Impact of Project

Institutional Development. The impact of the project

on the institutional development of national-level acti-
vities of savings and credit cooperatives in Sierra Leone
already has been substantial. The first general meeting
in February wac a milestone in renovation of the movement,
with long-term potential benefits to sccieties and
members.  The organizational and managerial experience of
CUNA, working in collaboration with NASCCLOS staff, can

be expected to have substantial further impact during

the remainder of the project.



Women. A major effect of this project is its
impact on rural women. Approximately 40% of the members
of active societies surveyed in 1380 were women. Many
societies consisted solely of women members. While the
impact on women has not been measured directly, women

are major beneficie ies of all NASCCLOS programs.

Rural poor. Although the 1380 survey of societies

did not obtain details on uses of loan funds, earlier
studies indicate loans are used primarily for production
rather than consumption purposes in rural areas. Over
80% of the societies surveyed considered themselves
rural. Therefore, the savings of members is used mainly
for investment in development activities and is a small

hut significant source of rural development finance.

Amendment of the Projcoct Paper

The evaluation team concluded that $35,603 in
additional dollar funding is reguired during the life
of the project to implement the original project purpose
and goal. The project paper and grant agreement, there-

fore, should be amended to provide additional funds.



II1. DESCRIPTION OF PROJECT

Program Goal

The goal of the project is to increase the rate of
growth of total membership, volume of credit, and other
financial services within the rural and urban sectors of

the cooperative savings and credit movement of Sierra Leone.

Project Purposes

The purposes of the project are to: (1) create a national
cooperative savings and credit league that is increasingly
self-sufficient, financially and technically able t> provide
needed services to affiliated societies; and (2) create an
expanding network of savings and credit societies that have,
with the support of the league, the financial and technical
caéabilities sufficient to provide required savings,:credit,

and other related services to an increasing membership.

End-of-Project Status

At the end of the project:
1. The lLeague will generate sufficient revenues from
its own sources to finance more than 50% of operating costs

(complete financial self-sufficiency is projected in 1988).
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2. The League will periodically prepare comprehensive
plans detailing services and activities to be pursued; most
importantly, a 5-Year Institutional Development Plan. Such
plan will be based upon systematic identification of the needs
of affiliated societies.

3. The League will possess demonstrated technical
capabilities in at least each of the following areas:

(a) planning and evaluatic.; (b) financial management; (c) per-
sonnel management; (d) administrative systems and procedures;
(e) accounting and bookkeepirg; (f) credit systems; (g) risk
management; and (h) promotion.

4. Membership in affiliated societies will be at least
40,500.

5. Savings in affiliated societies will be at least
$2,350,000.

6. Loans outstanding in affiliated societies will be
at least $2,600,000.

7. 50 percent of affiliated societies will be able to
generate income sufficient to pay five percent dividends on
their members' savings.

8. 30 percent of affiliated societies will be able to
independently maintain accurate bookkeeping records and

prepare financial statements.
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9. 90 percent of affiliated societies will have

loan repayment rates in excess of 90 percent.

Inputs

The inputs to be provided during the project by the

three major sources include:

Source and Type

GOSL (Department of Cooperatives)

In-kind Staff Contribution

Use of Department field Offices
League Audit

Lecturers at League Seminars
Subtotal

Cash Contribution to League Seminars

Subtotal

National Savings and Credit Cooperative League

Amount

$212,268
3,528
973
1,367

Salaries and Benefitgs of League Staff

League Staff Travel and Transportation Costs
League Government and Representation Costs
ACOSCA Dues

Miscellaneous League Overhead Costs
Subtotal
AID
Budget Support for League Administrative and
Operating Costs
Training Costs
CUNA Global Projects Technicians Support
Subtotal

Total Project Cost

$218,136

_ 8,821

$226,957

15,360
7,127
4,940
1,845

3,688

§ 32,960

110,609
79,380
309,359

$499,348
$759,265



10.

11.

12.

13.

14.

1. PROJECT OQUTPUTS

thguts

League Board of Directors trained to effectively execute

policv-making responsibilities

Societv Committee members trained to effectively direct
societv manag=ment, including planning, promotion, loan
analvsis, and other kev areas

Society secretaries trained to maintain accurate, comple-

te financial records, and financial statements

New societies corpanized

Societies affiliated to League

Societies receiving stationary supplies from League
Sales volume from stationarv supplies

Societies participating in insurance program
Savings insured

Loans insured

nof League Operating Costs paid from earned income

Z of League Costs (Operating & Training) paid from
earned income

Financial/Statistical reports on societies and League
prepared quarterly

Standard policies and procedures guides prepared and
disseminated (updated everv three years)

Socleties receiving bookkeeping assistance (from iti-
nerant bookkeepers)

League 5-Year Institutional Development Plan completed

Dec.1979

22

360

30

10

188

150
$3,920
10
$33,418
$36,759

8.8

B

6.0

a8

30

Dec.1980

15

800

60

10

289

250
$4,165
30
$84,672

$93,139

60

Quantity

Dec. 1981

15

300

90

10

356

300
$4,410
70
$291,962
$321,158

54.57%

32.9%

90

Total

52

1,960

180

30

35¢

300
$12,495
70
$291.962
$321,158

25.8%

14.8%

12

180
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The AID/CUNA grant agreement was signed in August 1979
and Mr. Mebratu Tsegaye, Management Advisor, commenced duties
in Freetown in late November. Priority was given to setting
up the Leégue office, employment and training of staff, and
purchase of essential commodities. The League rented a modest
eight-room office with 11 2mployees and opened regional cffices
in the four regious of the country. To facilitate assessing
League performance relative to planned project objectives, an
institutional analysis of the goals, purposes, outputs, project
objectives, and process objectives, was prepared. This is a
detailed 100-page procedure for analyzing and reporting progress
toward planned outputs. Revised bylaws were drafted and present
ed to the general meeting of 100 savings and credit cooperativ:
societies in February 1980. The societies joined the League as
affiliates by paying the affiliation fee, which gave them the
right to vote in the general meeting. During the meeting, the
delecates voted to accept the Leaque's revised bylaws which
officially established the National Savings and Credit League
of Sierra Leone (NASCCLOS). According to the bylaws, nine
directors and nine alternate directors were electecd and subse-
guently trained to fulfill their duties. To date, 122 savings

and credit cooperative societies have become affiliates of the

League.
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Through October 1980, NASCCLOS had conducted a three-
day training session for board members, three one-week
regional training courses for committee members of societies,
and one two-day seminar for societies. Before the end of
the year, a regional course and two secretary/bookkeeper

courses will be conducted.
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IVv. BACKGROUND

Economic Overview

Measured by GNP per capita, Sierra Leone is one of
the least developed of West African countries. Per capita
GNP was $210 in 1978; according to IBRD's latest figure,
about the average of non-Sahel, coastal countries ($316),
excluding Nigeria and Ivory Coast, and less than half of the
level in Liberia and Cameroon ($460). The population was
3.4 million in mid-1980, increasing 2.6% annually.

A sharp decline in economic activity since FY 1974/75
has resulted in a population growth rate in excess of real
growth of GNP. 1In part, the slow growvth can be attributed
to the decline in mining output. Real GNP per capita
decreased at an annual average rate of 1.3% during 1970/77.
Although the quantity of diamond production has decreased,
diamonds continue to be the principal export because of
favorable world prices and excellent gquality of the stones,
accounting for 53% of 1979/80 export earnings.

Agriculture is the largest single sector in the economy.
When comsined with forestry and fishing the sector provides

livelihood for 80% of the population and accounts for 30% of
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GNP at factor cost and almost 40% of export earnings.
Principal export crops are coffee, cocoa, and palm kernels.
Production of these crops tends to fluctuate widely. However,
the trend during the seventies has been toward increases

in production of coffee and cocoa, and a decrease in palm
kernel output. During 1979/80, cocoa export sales jumped

from 7,200 long tons to about 10,200 long tons, while

coffee sales declined by about 5,500 long tons, in part
because of smuggling across the border.

The Government faces a severe problem in the agriculture
sector since the program for self-sufficiency in production
of rice, the principal subsistence crop, has been unsuccessful.
Rice production dropped markedly in 1979 and 1980. This
decline resulted in negative growth in the agricultural
sector during 1978/79, making the country a food-deficit
nation. Consequently, the Government has been forced to use

scar-e foreign exchange to import rice.

National Savings and Credit Cooperative League

The first national league, the Cooperative Savings and
Credit Leaque of Sierra Leone, was formed in March 1970 and
registered in July 1972. A previous government-operated

program desiagned to provide credit directly to small farmers
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was discontinued during the mid 1970's, because of
uncollected loans. The League received funding and support
from Konrad Adenauve:r roundation (KAF) and the Catholic
Relief Services (CRS). Training was the principal activity.

Local savings and credit societies were grouped into
regional organizations termed credit inions. In 1971, there
were 23 societies (unions), comprising 425 societies. Total
membership was estimated at 21,250, with total savings of
$757,625. Total loans outstanding were $626,500. The
League was recognized by the society members as the national
body, and was providing useful services to its members.

In September 1971, KAF withdrew financial support.
The League was left without revenues for its procrams and the
Government was unable to provide funds. GOSL attcention was
concentrated primarily on establishing the Cooperative
Development Bank. Some cooperative organizers believed the
Bank would assume the activities and services provided by the
League. During this period, the League was inactive, except
for providing supplies for its socicties, organizing a few
training activities, and participating in conferences spon-
sored by the Africa Cooperative Savings and Credit Association
(ACOSCA). h national seminar, financed by ACOSCA, KAF, and

the department of Cooperatives was held in June, 1974.
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Subsequently, a team of four participated in ACOSCA's
fourth biennial conference held in Monrovia, Liberia, in
August 1976. At this conference, a five-year development
plan for the League was presented to the ACOSCA Board of
Directors.

ACOSCA responded to the League's presentation by
funding the position of League manager for one year, starting
January 1977. The same month, the first full meeting of the
League's Board of Directors in more than five years was held.
The meeting noted the support provided by ACOSCA, and
discussed how to proceced with revitalization efforts., Candi-
dates that had applied for the position of League manager
were reviewed. A tentative selection subsequently was
disapproved, however, and Mr. F.E.S. Kapayagula from the
Department of Cooperatives was appointed acting manager.

In 1978, the CUNA design team characterized the League's
existence as extremely tenuous. The 22-member board of
directors was inoperative and needed substantial improvements
of skills to make it effecctive. The staff consisted of the
acting manager, sccoended from the Department of Cooperatives,
and a ficld oraanizey for the I'rectown area. League efforts,
necessarily, had becer directed toward a strategy for reactiva-

tion. Therefore, except for providing stationery supplies,






Significant potential existed in the urban areas, particularly
among the organized worker groups, for new societies. 1In 1978,
only three of 24 labor unions had savings and credit societies.

Most cctive societies held regular meetings, usually once
a month, at which time each member deposited the minimum savings
reguired by his particular society, normally bctween one and
two leones. Tor members failing to attend or to save, a
nominal finc was levied. 1In addition, loan repavments arc made,
new loans granted, and new members' applications considered
at the mecting.

In the rural arcas, loans werce mainly for rice farming,
petty trading, artisan crafts, building construction, and
school fees. An all-women socicty made loans mainly for
production of garu (tie dyce) cloth. Nearly all loans wore
used for productive purposes with lesser amounts for medical
or cducational purposcs. The term of loans norrmally was
one year or less,  Interest rateo were sct o at 157 per annum
by the Department of Cooperatives.  Because of the shortage
of loanablc fundg, the average loan wag only 80 to 150 leonus.,
Loans were quarantoeced by the borrower's savings and the savings
of the other membors, if reguirved, vho acted as co=-makoers,

Because data on savinas and credit cooperative socicties

were not complete or up-to-date, NASCCLGS conducted a new



survey of active societies in 1980.

Department of Cooperatives

The Department is organized by geographic areas, with
headquarters in Freetown, regional offices in each of the
four regions, and area offices in each of the nine cooperative
districts. The area officer is responsible for coordinating
the technical assistance activities of the field officers, as
well as compiling information about the societies as reported
through the visit notes.

A major function of the Department is to register and
regulate cooperative societies. Area officers do not have
travel funds for visiting societies. The Department of
Cooperatives, as a governmental agency, pursues the objectives
and policies establiched by Government. The League, on the
other hand, is an independent organization directly accourt

able to member affiliates.

National Cooperative Development Bank
The National Cooperative Development Bank is the finan-

cial arm for the entire cooperative movement. All types of

cooperative socicties arc encouraged to join the Bank,

although over 200 of the appreximately 350 affiliated societics

arc savings and credit societies. The Bank was established
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in 1971. To join, each society must purchase share capital
equivalent to Le4 for each member in its society. This is a
one-time fee, with no additional share purchases required as
society meﬁbership grows. During its early years, the
Cooperative Bank was severely undercapitalized and its
functions were limited.

The Cooperative Bank has a fairly rigorous loan analysis
procedure which includes a lengthy application, detailed
financial information, purpose, and projected revenues to be
derived from the loan. 1In addition, each society is personal-
ly visited by a Pank member before the loan is granted. Follow-
up and supervision activities are fairly good, given limited
staff. Most loans are for a 12-month period at 12.5% interest.
No society may qualify if it has a delinquent loan outstanding
under the former governmental loan program. As a result, the
Bank has had no Joan defaults.

The Bank's main function is to finance the purchase of
farm cormoditier It has established a network of eight
agencies in the p.incipal agricultural arcas to receive
produce, as well as to transport and deliver it to the Sierra
Leone Produce Marketing Board. The prices paid for produce
are sct by GOSL, and the Bank receives a commission depending
upon the type of commodity. The principal products purchased

are cocoa, coffece, and ginger.



V. STATUS OF IMPLEMENTATION

The following sections review the progress of the
project in providing inputs and producing outputs.
Following a section on projcct inputs, planned and
actual outputs are presented as follows: (1) financial
self-sufficiency of NASCCLOS; (2) institutional deve-
lopment of NASCCLOS; (3) development of NASCCLOS servi-

ces; and (4) society developnent.

Project Inputs

Agency for International Development. The financial

contribution by AID to this 3-year project totals

$433,348, for the following components:

CUNA Technical Assistance $303,353
NASCCLOS Operating Costs 37,835
NASCCLOS Training Costs 73,380
NASCCLOS Commodities 16,531
Total $43),348

The grant agrecement obligated the initial year's
fundinc only, or $178,058. Shortly before the close of
the past fiscal year, an additional $100,000 was obli-
gated (less than the reguired amount for the second year),
to bring total funding to $278,058. An additional

amount of $221,230 remains to be obligated under the
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grant agreement.

At the outset of the project, it was recognized
that the Project budget would be inadequate to cover
actual cost, largely because of inflation that had
occurred since the budget was prepared. Therefore, a
revised budget was prepared and submitted to USAID/
Freetown. Although the mission supported the reques-
ted increase in principle, concurrence was not received
from AID/Washington. Accordingly, the project conti-
nued to operate under the original budact, causing some
delays in acquisition of project equipment, purchasing
of stationery supplies, and setti~g up of the regional
offices, along with curtailment of staff travel. Fund-
ing uncertainty has had an adverse, although minor,
effect on overall project implementation thus far.

Current funding is sufficient to meet costs through
April 1381. Amendment of the grant agreement is
required at the earliest pocsible date to provide ade-
quate LOP funding (see Section VI),

Credit Union National Association. As the project

grantee, CUNA is responsible for administration of
project funds, implementation of the project according

to the stated objectives, and “or providing technical
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assistance. Control of project funds is maintained

by a system set up by the management advisor to vali-
date all project-related expenses. These forms are
checked on-site, and again at the CUNA office in the
U.S. Subseguent disbursements are based on the amount
of valid expenses submitted.

As shown in the project implementation schedule,
and further discussed in the succeeding sections, the
project is proceeding more or less according to the
schedule in the project paper, with some adjustments
resulting from resource constraints.

Technical assistance is largely provided through
the management advisor, Mr. Tsegaye. Mr. Tsegaye's
considerable experience and broad range of skills
permit him to address all areas for which technical
support is required. Thus, in the 10 months that the
League has been in operation, he has assisted NASCCLOS
to set up its aew structure, build an initial base of
support from primary societies, organize its internal
systems, and begin to develop its service capabilities.,
The progress made to date largely reflects the quality

of his assistance efforts.



10.

11.

2. SCHEDULE OF ACTUAL IMPLEMENTATION

Recruit and Select League
Manager and Clerk

Recruit, Select Technician X

Post CUNA Technician
Recruit and Seclect Driver

Recruit, Select Education
Officer

Recruit, Select 4 Field
Trainers

Recruit, Select Itinerant
bookkeepers

Provide continuing bookeep-
ing assistance bv use of
itinerant beokkeepers

Oirient, & Train Field Staff

Acquire commodities, equip-
ment

a. 4 wheel vehicles
b. Others

Hold Workshop for League
Board

Accounting Consultancy
Design Affiliate Survey
Acquire stock of new book-
keeping supplics and begin
selling them to affiliates
Conduct campaipn anony urban

proups to organize new
soc fetios

Year 1

10

11

12

1

-1 Status

(2)




16. Conduct affiliate survey to

1

7.

18.

19.

20,

a. Identify active societies

b. Initiate revival, merger
or liquidation of mori-
bund societies

c. Gather basic financial and
statistical data

d. Advise affiliates of new
League services

e. Gather data on training
needs

f. Identify potential parti-
cipants for League training
program and potential itin
erant bookkecper candidates

Development of League Inst.
Development Program Plan
with assistance of GPO staff

Design and maintain affiliate
menitoring and data collection
system

Develop training materials

Conduct seminars for
affiliates

a. Regional seminars

b. Ttinerant bookkeepers'
seminars

¢c. National seminars

Develop standard policies
and procedures guides and
training materials

Hold Leapuc Annual Mceting

Set up and promote Risk
Management Propram

Consolidate rural soc.

Provide technical assistance
and informal traininy to all
affiliates at least twice
annually
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Year 1

26. Review and modify short and
long~term budget projections X c

27. Additional consultanciles:

a. Model credit policy
development and loan X d
monitoring system

b. League Capitalization
Syetem Design n s

c. To be determinad -

28. Project asses-went, done
jointly bv GPO and AID, ¢
early in vear 3

29. Repatriation of technician
or home leave if phase 11 ns
of project is approved

Rev: ¢! compgleted d: delaved
o g: on-going i p: in progress
p c: partially completed n s: not scheduled in Year 1

r s: re-scheduled
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Department of Cooperatives. As the agency of

GOSL responsible for the overall development of co-
operatives, the Department has an important role in
the eventual success of this project. Efforts by the
current registrar, Mr. S.M.D. Gabisi, were largely
responsible for the study that eventually led to the
current project. At the outset, the Department assis-
ted the League to find suitable office space, acquire
the office equipment and vehicles, and identify and
select gualified staff. Department staff have also
participated as guest lecturers in the League training
programs.

Although Department field staff continue to pro-
vide inspectior and audit services to primary ‘societies,
lack of funds for travel limit the number of societies
that can be covered. For the same reason, Department
field staff were unable to participate as anticipated
in the League's socicty survey. Unfortunately, this
placed an extremely heavy burden on the small number
of NASCCLOS ficld staff. Also, the Department has been
unable to provide the expected Le3,000 annual cash

contribution towards the League's training program.
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In short, the Department's own financial prob-
lems have limited its ability to collaborate as anti-
cipated in this project. Although little can be done
to relieve the GOSL fiscal problems, it would be use-
ful to identify areas in which League/Department co-
operation is possible. Towards that end, the League
is planning to hold a joint seminar with Department
staff to attempt to coordinate training and inspection
activities for primary societies.

Financial Self Sufficiency of NASCCLOS

Income. League income is derived primarily from
dues and sale of stationery. However, projected income
from the risk management program has not been realized
because of delay in initiating the program. Original
income projections assumed dues of Le6 per society for
each of the first two years, changing to 2% of affil-
iate saving in the third year. During the organiza-
tional meeting in February, delegates approved dues of
1% of affiliate savings, effective immediately. There-

fore, income projections have been revised.

Planned and Actual Year 1 (Le)
Project paper 3,136
Revised 5/80 4,000

Actual (through 10/31) 3,751
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Of total income received to date, Lel, 240, was
derived from affiliation fees (Lel0 per society), a
one-time charge for each society which will provide
only a small income in future years. Income from
dues provided Lel, 640, about 40% of the total amount
due. The low rate of dues payment probably indicates
a wait-and-see attitude by most member societies, i.e.,
the League must demonstrate the value of its services
before dues will be paid. Since the League has just
initiated its services, member societies are yet to
be convinced of their value. Thus, the current low
rate is not surprising. However, ornice the League is
able to offer all its intended services, the dues pay-
ment rate will be a most important measure, which should
be monitored closely.

Operating Expenses. Operating expenses supported

by AID include expenses of salaries, benefits, training,

travel, and office administration. Not included in the

above figures are commodity costs, which are viewed as
capital expenditures. The League budget was revised in
early 1380 to reflect the greater-than-anticipated

inflation in Sierra Leone during the period following

preparation of the project budget nearly two years



earlier. An increment of 33% was added to the ori-
ginal budget largely because of increased costs of
conducting training seminars, staff salaries, and
office expenses. Through November, however, USAID
had not approved the revised budget for the project.
Therefore, expenditures have been kept within the

original budgct.

Planned and Actual Year 1 (Le)
Projecct paper 43,054
Revised 5/80 65,035
Actual (through 10/31) 35,073

From November 1 to December 31, 1380, two region-
al seminars and a sccretary/manager course will be
conducted. Lzpenses for training, trovel, and trans-
port will approximatce the budgcted figures. As a
result, actual 1380 expentses probably will be slichtly
under thce revised budact {(Table 7). Overall, the
Leacuce 1 controlling expenses in a satisfactory manner,
using budqgct projections for ¢ffective financial

management ,

Conmodity Costs.  Commodities provided by AID funding
include o VW "Kombi" bus, 4 motoreycles for Field Offj-
cors, offtiree furniture and cquipment , and audio visual

cquipment. lor all items except the bus, prices had






- 34 -

However, since expenses are expected to rise sharply
in the last 2 months of 1380, due to several training
programs scheduled, end-of-year figures probably will
be slightly lower. The long-term self-sufficiency of
NASCCLOS is, of course, the key issue but no determi-

nation is possible after only 10 months of operations.
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OPERATING, TRAINING, AND COMMODITY COSTS IN YEAR 1

Type

Operations and
Tralinina Costs

Salaries
Benefits
Training
Travel/Transport
Office Expenses
Other Expenses

Sub total

Project

Pager

15,203
760
17,000
11,325
4,766
3,136

52,130

Commodity Costs Supported

by AID

Vehicle

Motorcycles
Furniture/Equipment
Audio Visual
Renovation

7,101
2,709
3,335
2,135

Currency Fluctuatio n(10%) 1,533

Sub total

Total

16,330

63,120

(Leones)
Revised Actual To
Budget 10/30

18,650 13,667
333 678
13,000 7,416
14,320 7,281
3,875 6,037
4,300 3,751
68,278 38,830
5,300 5,820
5,200 5,200
11,720 6,008
2,500 2,443
2,500 2,548
27,820 22,025
96,038 60,855
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NASCCLOS MONTHLY STATEMENT OF ACCOUNT,
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OCTOBER 31, 1980

Account No.

0101
0102
01021
0103
0104

0105
0106

0107
0108
0109
0110
0111
0112
0113
0114
0115
0116
0501
0302
0303
0304
0305
0501
0502
0503
0504
05041
0505
0506
0507
0508
0509
0510
0511
0601
0602
0603
0604
0605
0606
0607
0608
0609

Account Title

Cash

Bank/Cooperative Current
Bank/Cooperative Savings

Bank/Barclays
Standard Bank Sierra
Leone (Ltd) Savings
Furniture & Equipment
Supply & Stationery
(Stock)

Receivable

Vehicle

Loans Receivable
Advances - Salary

Prepaid Housing Allowance

Typewriter
Cooperative Flag

Cooperative Publications

Rainbow Materials
Motor Cycle

Reserve Fund
Appropriation
Provident Fund
Affiliate Savings/C.F
Insurance Premium

Lebit

2809.
2253,

127,
2014,

20.
8482.

3406.
675.
5820.

662.
600.

60.
1008 .
4340 .

Sale of Supply & Stationery

Affiliation Fee
Dues
Grants/ACOSCA (A)
Grants/ACOSCA (B)
Grants/CUNA/USAID

Grants/Cooperative Department

Interest Receivable
Other Income
Insurance Income
Service Centre Income
Interest on C.F. Loan
Salaries

Fringe Benefits
Vehicle Operation
Travel & Allowances
Office rent

Utilities

Stationery
Communication
Maintenance & Repair

14476
700.
4087
3561

8000.
355.

1152

742
130.

.31
89

.09
.81
08
19
.64
77
00

Credit

285.
306.
1375.

721.
1240.
1640.
10557.
5631.
55404
1923.

150.



0610
0611
0612
0613
0614
0615
0616
0617

- 37 =

Bank Charges 9.98
Housing Allowance 600.00
Board Meeting Expenses 1654.65
ACOSCA Conference 377.80
ACOSCA Dues 513.50
Promotion & Public Relations
Miscellaneous 230.41
Service Centre Operation

Charged Off Account 76.00
Seminars 7725.61
National Congress Fee 2.00
Office Renovation 2548 .32

TOTAL 73237,

73237.03
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Institutional Development of NASCCLOS

The following sections assess the League's inter-
nal management systems. One of the principal project
objectives is to define, implement, and strengthen these
systems in order for the Leaqgue, by EOP to have the
technical capabilities for adequate management of its
internal operations. Five major functional areas are
discussed: (1) planning and evaluation; (2) financial
management; (3) personnel management; (4) administra-
tive systems and procedures; and (5) accounting and

bookkeeping.

Planning and Evaluation. By EOP, the League should

be capable of adequately performing institutional plan-

ning and evaluation activities including: (1) organisa-
tional goal and policy formulation; (2) institutional
analysis; (3) institutional planning; (4) action plan-

ning; and (5) plan monitoring and evaluation.

During the first year, NASCCLOS formulated an
organisational goal and related policy statements as
scheduled. Institutional analysis was initiated using
the procedure designed by CUNA Global Projects. The

management advisor, in collaboration with the manager,
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assessed the status of the League with respect to 62
separate processes. This methodology, along with the
results, subseqguently were discussed with each field
officer and the Board of Directors. Leagque staff
appears to appreciate this systematic approach.

Institutional development planning was sched-
uled during the first year, but has been delayed
because of scheduling conflicts. The plan outlined
in the project paper, with some revision, therefore
serves as the League's development plan to date.
Greater specificity, achievecable through the institu-~
tional development planning process, would enhance
project implementation. This activity is now sched-
uled for the first quarter of 1381,

League staff have been trained to prepare output-
based action plans against which they report progress
monthly. The manager monitors the plans and reports
submitted. Although a more rigorous linking of work
plan objectives and actual performance is desirable .
and will be attempted in the future, considcrable
progres: has been achieved. The work plans have
reduced the tendency to undertake activities that do

not contribute to achieving the established objectives
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of the League.

Financial Management. Financial management

includes .four functions: (1) self sufficiency strategy
planning; (2) dues formula and collection procedures;
(3) budget planning; and (4) budget controls and
analysis.

During the first year, NASCCLOS was not expected
to achieve long term self-sufficiency. The strategy
of the project paper is still appropriate and, during
the second year, the League will progress further
toward this objective. With data from the society
survey, the League also can more accurately assess
growth in s.vings, which determines long-term self-
sufficiency, and prepare a revised strategy.

The organisational meeting in February approved
a dues of 1% of each society's savings. This amount
should produce adequate income in the immediate future
and more than projected in the project paper for the
first two years. However, the project paper projected
a dues charge of 2% of society savings in the third
year. The Leaguce must re-evaluate its dues formula

at that time to determine its appropriateness in terms
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of potential self-sufficiency, and the ability and
willingness of member societies to pay a higher fee.

Dues collection procedures have not been ade-
quately addressed to date, as demonstrated by the low
payment rate. Field Officers are responsible for
collecting and forwarding dues to NASCCLOS head-
guarters. Since societies are often fully loaned,
they lack the liquidity to pay the full dues in a single
payment. As a result, the League plans to implement
semi-annual dues payments in 1381.

The League assisted in preparatior of both the
original budget contained in the project paper, and the
revised budget prepared on initiation of the project.
The Leaguc has used the budget cffectively to monitor
and control project-related expenses. However, NASCCLOS
has small amounte of financial support from bcth the
Department of Cooperatives and the Africa Cooperative
Savings and Credit Association (ACOSCA). To date, the
Leaguc has not prepared an operational budget for the
usc of these funds, resulting in inadequate planning
and control. A scparate budget for these funds, or a
consolidated budacet, incorporating funds from all sour-

ces, would be useful.
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Personnel Management. Personnel management involves

the following five activities: (1) function/task analy-
sis; (2), job description/salary and benefits identifi-
cation; (3) recruitment and selection; (4) staff train-
ing; and (5) staff evaluation.

Using the method developed by CUNA for institutional
analysis, similar functions were grouped and specific
tasks identified. From this analysis, job descriptions
were prepared for each position. The positiors were
advertised widely in the local media producing a flood
of responses (over 100 applications for one position).

A personnel committee, composed of the league manager,
management advisor, and officials of the Department of
Cooperatives reviewed the applications, and conducted
perscnal interviews. Staff selection was made accord-
ing to the objective criteria established for each posi-
tion.

NASCCLOS has. prepared policy guidelines relating
to conditions of employment and benefits. Staff train-
ing was initiated upon ~ompletion of the selection pro-
cess with a month-long program at League headquarters
in March. 1Included in this program were discussions

of the preject objectives and outputs, implementation
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5. Staff of National Savings and Credit
“Cooperative League of Sierra Leone

Position

Manager
Education Officer

Regional Field
Officer

Regional Field
Officer

Regional Field
Officer

Regional Field
Officer

Secretary/Typist
Asst. Regional
Field Officer
(North)

Asst. Repional
Field Officer
(South)

Driver

Messenger

Name

F.E.S. Kpayagula
F.B. Laggah

A.S. Conteh
M.M.B. Lansana
W.K.S. Nao
G.A. Sam

Ms. Sylvia B.
Tarmoh

B. Labor-Sesay

Charles Quee

J.W. Browne

Patrick S. Juinisa

Date Employed

March 1980
March 1980

March 1980

March 1980

March 1980

March 1980

January 1980

March 1980

August 1980

January 1980
January 1980



6. NATINNAL SAVINGS AND CREDIT CO-OP. LEAGUE OF SIERRA LEONE (NASCCLOS)

Members

Affili aced Societies

Board of Directors

\f\
<
Managers
Northern Southern Western Eastern Education Risk Central
Rerional Reagional Regional Regional Adminis- Training & Management Finance
2ffice nffice Of fice Office tration Information

Bookkeeping

.and .
Accounting Services




strategy, and resource inputs, as well as components
of the League's operations, including its structures
and servipes. Additional formal staff training pro-
grams are scheduled for years 2 and 3. To date, no
systematic on-the-job training program has been
devised, although informal training occurs during the
monthly meetings of all staff at NASCCLOS headquarters.
Specific on-the-job training as part of the League's
development plan could be useful.

No staff evaluation system has been prepared, but

will be undertaken at the close of the current year.

Administrative Systems and Procedures. The pro-

cesses included under this function are: (1) files and
records system; (2) funds receipt and disburscment
procedures; (2) internal information systems; (4)
materials and equipment management; and (5) office

location and spacc design.

NASCCLOS has established a files and record system
that is adequate for present circumstances. However,
with the expected large increase in the nunber of affil-
iates, the system may neced revision to accommodat e the
large flow of regular informotion received, Laracly

becausc of the fairly exacting procedure established by
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Accounting/Bookkeceping. The processes inciuded

under this function are: (1) accounting system design;
(2) bookkceping; and (3) financial statement prepa-
ration and analyais.,

NASCCLOS was voheduled to achicve adequate perfor-
mance in all of these processes by the end of the first
year. The accounting systemn has been destaned and
implemented, and the bookkeeping system 16 perforrming
adequately.,  Althouah the League's financial statcements
have been inproved considerably, additional refincment
is desirable,

The accounting system was changed from the tradi-
tional English system, using a cash beok, to the American
systemn utilizing a multi-column journal and gencral
ledger account:, which corresronds with the accounting
systems uncd by onoct credit o union organyeations worlde
widc., The Loeanuc's bookkeeping is up-te-date, jormjt=-
tinag tamely preparation of the Leaque's financial state-
ments.

However, the manaaer curtently periorrs the League's
bookkecep iy, Not only does this yequire a asubstantial
part of hie time, which could he better utilseed for

management function:, Lut 1t violates a bagic “inancial


http:implemu.nt




during preparation of the project paper, have been
confirmed during the first year of operations. The
key services discussed below are: (1) training;

(2) promotion; (3) stationery supplies; (4) book-
keeping assistance; (5) standard policies and proce-
dures; (6) risk management; and (7) information
systems. In addition, the League recognized the need
to provide financial services to members and its by-
laws include the option of developing a central
finance program which would permit societies to deposit
a portion of their savings with NASCCLOS and enable
NASCCLOS to lend to societies. This service is to

be 1initiated in the sccond year. When established, it
will be noc conly a valuable scrvice for member socie-
tics, but a jpotentially major income source for the

League.

Training. The project paper concluded that the
most sianificant scrvice the League can provide is train-

ing at all lcvels.
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Project Revised Actual to

Indicators Paper Plan 11/30
League Board of
Directors trained 22 15 18
Society Committee 1/
Members trained 360 260 203
Society Secretaries
trained 30 30 -

The training program was initiated with the national

seminar held in February 1380, attended by 31 committee

members.

Since then,

committee members have received

training in 3 regional seminars, reaching 118 persons.

The fourth regional seminar is scheduled in December

when the revised training target for 1380 will have

been met.

Committee member training addresses the

functions of the variqus committees of the society, e.g.,
loan policies and procedures, basic accounting, and risk
management, and uses mock sessions of the various com-

mittees to illustrate the points presented. Partici-
pants are tested to determine the effectiveness of the

training, and prepare a post-training evaluation of the

entire program (See Annexes E and F).

l/ Includes committee members trained at the national
seminar.



In March, following election of the board of
directors at the organizational meeting, a two-day
training seminar was held for board delegates and alter-
nates (3 each) to discuss the cbjectives of the project,
CUNA's approach to institutional development, the role
and function of League board members,~relationship with
the Department cf Cooperatives, and League goal and
policy statements. During this initial period, the
League board met monthly, to discuss and review opera-
tions, and provide informal training. Additional
formal training seminars for the board are scheduled
for each of the subsequent two years.

The training course for society secretaries is
scheduled in December, with a second seminar in early
January. By that time, approximately 60 society secre-
taries will have received basic training in society

bookkeeping.

Promotion. Thus far, promotion and organization
of new socicties has concentrated solely in the Freetown
area on large cmployece groups. Little previous promo-
tional cefforts had been undertaken in the urban areas,

most cxisting socicties being in rural arcas. Savings



and credit societies with a single employer offer the
advantage of the payroll deduction system, which prac-
tically ensures a high savings growth rate and reduced
loan delinquency. In addition to the four societies
already organized, nine employee groups are in the pre-
organization stage, including the Produce Marketing
Board, Clay Industries, Government Printing Office,

the Electricity Corp., the Sierra Paint Factory, and
others. Assuming these initiatives bear fruit, it is

possible that the target may be reachef by the end of

the year.
Project Revised Actual to
Indicators Paper Plan 10/31
New societies organized 10 10 4
Societies affiliated
to NASCCLOS 188 250 122

With respect to the number of affiliated societies,
the League has modified its original strategy. It was
asgumed that the League would encourage societies which
it had contacted to affiliate. Howecver, the society
survey dramatized the problem of viability of a large
numbcr of small societies. NASCCLOS decided that no
purposc would be served by encouraging the smallest

socicties to join, sincc their long-term viability is
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at best questionable. Therefore, only societies with
more than 50 members were initially encouraged to become
NASCCLOS affiliates. Using this criterion, NASCCLOS
accepted 122 affiliates, about one-half of the revised
plan target. The evaluation team cowcurs with this

more stringent standard as in the best intereste of both
NASCCLOS and the movement during Phase I of the project.
The League should not expend an excessive amount of
resources on a large number of small societies.
Accordingly, the evaluation team recommends that the

target be revised to reflect the current plan.

Stationery Supplies. The stationery sales program

has been handicapped by the lack of supplies. 1Initial
attempts to identify a local printing firm to produce
bookkeeping forms and records proved fruitless. Until
recently the detailed accounting forms could not be
printed locally. As an alternative, the Leaque ordered
stationery supplics from CUNA supply, the major U.S
credit union supplier. Even with the transport costs,
the unit costs would have been relatively inexpensive.
However, thce supplices have not been received, although
requested ncarly 6 months ago. The only supplices that
the Leaguc has been able to distribute were purchased

before initiation of the project.
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Project Revised Actual to
Indicators Paper Plan 10/31
Societies receiving
League Stationery
Supplies ' 150 150 73
Sales volume/
stationery supplies $3,320 L34,500 Le721

Demand by member societies is still high, and when
the shipment finally arrives much of it will be sold
almost immediately. In fact, the 1380 target could be
met if supplies arrive before December.

The Leayuc recognizes that in the long run a local
source must be identified. Within the past week, a
firm indicatced that equipment had recently arrived which
could print the recquired materials. The League is
investigating this information. If a reliable local
printer can bc¢ found, NASCCLOS should have no trouble

meeting stationery sales targets.

Bookkceping Assistance., Two itinerant bookkecpers
(assistant ficld officers) were employed by the Leaqgue
in March and assigned to the Southern and Northern
regional offices in April. The bookkecpers provide
on-the-job train.ng to soclcety secrctaries to bring

their book up-to-date, and prepare trial balances.
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This program has proved quite successful in developing
skills at the locel level. 1In time, *these societics
will be able to perform all neca2ssary bookkeeping
tasks without regular assistance and supervision by

either the League or the Department oi Cooperatives.

Projcct Revised Actual to
Indicator Paper Plan 10/31
Societies receiving
bookkeepinag assistance 30 30 23

This program incurred a significant setback when
the itinerant bookkeeper for the Northern province
suffered a motorcycle accident in May, causing his
absence through November. He is scheduled to return
to work in December. Two additional itinerant book-
keepers will be employed in 1381, per the project
design; therefore, bookkecping service will be signi-

ficantly expanded in years 2 and 3 of the project.

Standard Policies and Procedurcs. During the first
year, NASCCLOS has heen active in preparing guidelines
for use by its affiliated savings and credit societies.
Most often, guidelines have resulted from materials

prepared for the various training sceminars. In 1380,

NAGCCLOS prepared: (1) loan process quide; (2) loan
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policy guidelines; (3) interest rate table; (4)
Board of Directors: functions, duties and responsi-
bilities; (5) Credit Committee: functions, duties,
and responsibilities; (6) Supervisory Committee:
functions, duties and responsibilities; and (7)

Model Bylaws.

Project Revised Actual to
Indicator Paper Plan 10/31
Standard guides
prepared and
disseminated 1 1 7

These guides were distributed to participants of
the various training programs. With expanded training
activities scheduled for the next two yecars, additional,

more sophisticated guidelines will be prepared.

Risk Management. The risk management program has
not been initiated as scheduled because of a continuing
dispute between ACOSCA and the re-insurer, CUNA Mutual.
As a result of problems with insurance programs clse-
where 1n Africa, CUNA Mutual has requested ACOSCA to
meet a number of conditions before accepting a new
national association into the program, To date, these
conditions have not been met.  Thus, cven though NASCCLOS

signed and forwarded the risk management contract to



ACOSCA in April 1380, it has become effective, and this

service is still unavailable to NASCCLOS affiliates.

Project Revised Actual to
Indicator Paper Plan 10/31
Societies participating/
League Insurance Program 10 10 -
Savings Insured $33,418 Le33,418 -
Loans Insured $36,753 Le36,253

Continued delay could damage seriously the image ot
NASCCLOS among member societies. Provision of insurance
on member savings and loans is perhaps the most attrac-
tive service a Leaqgue can offer, and is a major incen-
tive for societies to affiliate. If the League cannot
deliver this service, the interest and support that has

been generated to revitalize the movement may dissipate.

Information System. During 1380, the Leaque uti-
lized muth of its field staff to complete the survey of
active sociecties. Field officers and the assistant
field officers spent much of their time visiting socie-
ties to collect the required information. Completicn
of this activity was originally scheduled for July, but
assistance from the Department of Cooperatives field

staff did not matcrialize and this time-consuming task
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was performed solely by League staff. A cut-off date
of December 31 has been established when nearly all

societies that are in any sense active will have been

surveyed.
Project Revised Actual to
Indicator Paper Plan 10/31
Data Survey completed
Active Societies 375 375 303
Quarterly financial/
statistical reports 4 5 -

The information is being compiled on spread sheets
and only cursory analysis has been made. This informa-
tion is a major improvement in available data which,
after analysis, will provide a fairly detailed profile
of active societies.

Regular quarterly financial/statistical reports,
as designated in the project paper, will essentially be
up-dates of the information gathered in the original
survey, derived from visit notes submitted by ficld
stalf. These reports will commence with the first

quarter of 1281,

socicty Development
A strong savings and credit cooperative system

requires a solid base of primary societies. A major









to demonstrate the advantages of a higher savings
rate. As a result, average society savings is just
Le3,375, with o pur menber savings ot Le6d.  For
NASCCLOS v;:t!‘j]i.xt,(-s, the averages are somewhat higher,
Le6,03]1 per society, and Le72 per month,

(Leones - 000's)

Savina s/Year 1

Project Rovised Actual to

Indicator Paper Plan 10741
Active Socicties 1,724 i,209 1,043
NASCCLOS Affiliates BG4 840 736

buring gtse training progranms, the Leaaue crphasizes
the 1rportance of sustained savinasn, and describes the
potential benefits obtainable, 1ncluding 1nercased
credit potential and hiaher dividend income.  Urban
gOoCicties, with the potential for a payroll deduction
systoem, provide the mont efii¢ient peans to rapidly

increase moveront SaVIngs.,

loans.,  Loans outsianding obviously ie correlated
to ‘he maanitude of ravings avilable, Not only has the
small savinags limated the loan potential, Lut the lack
of ertablithed pulycien has often regtricted credit to

a Belect few, with unlirated extensions or renewals,



(Leones - 000's)

Project Revised Actual to

Indicator Paper Plan 10/.1
Loans/Active Socicties 1,300 1,332 1,245
Loans/NASCCLOS Affiliates 350 324 307

NASCCLOS has prepared loan policies, procedures,
applications, and a model contract for usc in their
training programs and for dessemination to socicties
during visite by field staff. 1n time, improved loan

performance by member societies should be obscrvable.

Financial status. No specific indicators have
been developed for measuring financial status. Data,
instcad, indicates the overall financial condition of
primary societics. Preliminary review of survey data
indicates that many socicties have accumulated a
considerable sum shown as undistributed carnings.  Two
major reasons cxplain this, PFirst, most sociecties
incur minimal cxpences, ocensionally for stationery
supplics, or travel for a committce member. No socicty
yet surveyed has a paid secretary/manager or rented
office space. Second, nost socictics do not pay divi=

dends on member savings.,  As a result, nearly all

socictics operate with a comfortable surplus.,
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In its training programs, NASCCLOS encourages
payment of dividends to promote member savings. With
expected growth of membership and savings, particularly
among urban sociecies, several societies will require
paid management in the near future. The League will
encourage societies to undertake these steps, and will
provide the technical assistance required, since experi-
ence has shown that subsequent society growth is greatly
accelerated. At that point, careful financial planning
will be essential in order to continue operating with

a surplus.
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VI. REVISED BUDGET

The revised project budget is $35,603 (13.1%)
higher than the original budget. Of this amount,
$84,464 is attributable to inflation of planned
expenses. Three major factors explain the increase.

First, significant inflation took place during
the 20-month period between preparation and sub-
mission of original budget, and initiation of project.
The consumer price index for Sierra Leone/Freetown
rose from 255.8 in January, 1378 to 345.3 in October,
1373, an increase of 35.2%. The project, therefore,
commenced expenditures on a higher cost plateau than
anticipated. This index indicates changes in the
Leagues recurring expenses, i.e., salaries, office
expenses, and staff travel supported by AID. Accord-
ingly, the first year budget for NASCCLOS opecl ating
and training costs has been adjusted upwards by 30.8%,
from Le52,130 to Le68,278, but by less than the increase
in the consumer price index.

Second, in the original project budget, an infla-
tion factor of 5 to 10% pcer year was used to cestimate

major recurring expensces, such as staff salaries,
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Given continuing inflation nationwide, it seems

prudent to increase that factor to 10 to 15%. Thus

as a result of the higher starting cost level and

the slightly higher inflation factor assigned to years
2 and 3, League operating and training expenses have
increased by Le77,560 (36.8%) above the original bud-
get. Third, commodity costs have been increased from
$16,531 to $23,224. This increase is due almost
entirely to the low estimate in the original budget of
the amount of office furniture, fixtures, and equipment
that would be required by NASCCLOS, combined with increased
per unit cost of many items.

The evaluation tecam concluded that the revised
costs and income are accurate and justify support by
AID, given unavoidable delays in initiating the project,
and prevailing inflation.

The proposed budaet includes an increase of
$11,133 (3.6%) for CUNA technical assistance. Although

the coste of AlD-supported contract personnel have

risen substantially, particularly for housing and
travel, these have been largely offset by employment
of a single person without family, as the CUNA manage-
ment adviser, instead of the usual family of 4, as

estimated in the original budget.
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7. SUMMARY OF ADDITIONAL FUNDING REQUIRED

NASCCLOS Budget Support
NASCCLOS Commodities

Sub-Total

CUNA Technical Assistance

Total

Type

Note:

(U.S. Dollars)
Original Revised
Budget Budget Increase
173,338 245,223 71,831
16,531 29,224 12,633
183,383 274,453 84,464
303,353 320,438 11,133
433,348 534,351 35,603

See supporting table which follows.



8. ANALYSIS OF INCREASE IN PROJECT COSTS

Type

NASCCLOS Operating Budget

Income

Affiliation

Du s

Stationery Sales
Risk Management

Subtotal

Personnel
Training
Travel/Transport
Office Expenses
Other Expenses

Subtotal

D

D
th

icit

( U.s. $)

[
o

NASCCLOS Commodities

Vehicles
Furniture/Fixture,
Eculprent
Audin-Visual
Inflation (10%)
Rencvations

Subtotal
(In U.S. 9)

Total NASCCLOS
Support

CLNA Technical Assistance (In U.

Salary

Fringe Benefits
Consultants
Allowances
Travel

¢othrr Direct
Equipmens
Indirect costsy

Total

Total Project

Original Revised Increase/

Budget Budget (Decrease)
- 2,200 2,200
26,471 30,820 4,343
6,750 3,600 (3,150)
412 1,275 863
33,633 37,835 4,262
61,633 85,634 24,601
81,000 37,000 16,000
43,434 54,560 11,066
13,208 30,885 17,677
11,234 13,330 8,756
210,563 288,123 77,560
176,336 254,003 77,073
173,338 248,323 75,531
3,801 11,100 1,233
3,335 13,720 10,325
2,135 2,500 3C5
- 2,500 2,500
16,330 23,832 12,830
16,531 23,224 12,633
183,383 274,453 84,464

S » $ )

78,133 73,761 1,562
21,433 21,033 (340)
26,330 18,480 (7,850)
33,534 33,540 5,346
71,287 75,380 4,633
12,500 17,400 4,300
16,750 18,000 1,250
(43,266 50,244 378
303,353 320,438 11,133
433,348 534,351 35,603

(Leones)
Percent
Increase/

(Decrease)

16.4
(46.7)
203.5

12.7

33.0
13.8
25.4
133.8
77.3

36.38

13.3

304.1
13.3
(100.0)

76.1
44.5

2.0
(1.6)
(23.8)
17.7
(.6
33.2
7,5
2.0
3.6

—rry ey =

13,1
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9. . REVISED PROJECT BUDGET 1373-82

(U.S. Dollars)
Type 1373 1380 1381 1382 Total

NASCCLOS Budget
Support 1/ - 62,332 32,460 83,777 245,223
NASCCLOS Commodi-
ties 2/ - 27,264 1,360 - 23,224
Sub-Total - 30,256 234,420 83,777 274,453
CUNA Tech.
Assistance 3/ 3,372 106,142 88,383 115,335 320,438
Total 3,372 136,398 183,403 205,772 534,351

1/ See supporting table, NASCCLOS Summary Operating

Budget.

2/ Seec supporting table, NASCCLOS Commodities Budaet.,

3/ See supporting table, NASCCLOS Techrician Budgcet.
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10. PREVISED NASCCLOS SUMMARY OPERATING BUDGET

(Leones )

Type , 1980 1981 1982 Total
Income
Affiliation Fees 1,400 400 400 2,200
Dues 1,700 7,500 21,600 30,820
Stationery Sales 900 1,200 1,500 3,600
Risk Management - 410 865 1,275
Subtotal 4,000 9,530 24,365 37,895

Operating Expenses

Personal 19,583 29,417 36,694 85,694
Training 19,000 39,000 29,000 97,000
Travel/Transport 14,920 18,020 21,620 54,560
0ffice Expenses '9,875 10,260 10,750 30, 885
Nther Expenses 4,900 7,180 7,910 19,990
Subtotal 68,278 103,877 115,974 288,129

Percent Income/

Operating Expenses 5.9 9.2 21.0

Operating Deficit 64,278 94,347 91,609 250,234

(In U.S. $) 62,992 92,460 ga 777 245,229

Note: Sce supporting tables which follow.



- 70 -

11. REVISED NASCCLOS INCOME, JANUARY 1, 1980-

(Leones)

Type 1980 1981 1982 Total
Affiliation Fees
New/Affiliates 140 40 40
Fee/new affiliate .10 .10 .10
Income fees 1,400 400 180 2,200
Dues
Affiliates in Jan. 0 140 180
Savings-Existing
Affiliatesl/ 0 840,000 1,250,000
New Affiliates 140 40 40
Savings-New Affiliates 840,000 200,000 200,000
Pro-rated-Average (% Yr.) 420,000 100,000 100,000
Dues Savings Base 420,000 940,000 1,350,000
Dues Rate 1% 1% 2%
Dues Billing 4,200 9,400 27,000
Collection Rate 40% 80% 80%
Dues Income 1,700 7,520 21,600 30,820
Stationery Sales
Gross Sales 4,500 6,000 7,500
Margin 20% 20% 20%
Income/Stationery Sales 900 1,200 1,500 3,600
Risk Management
Savings 420,000 1,045,000 1,762,500
Loans Outstanding 462,000 1,150,000 1,938,750
Potential Premiyv Base 882,000 2,195,000 3,701,250
Percent Covered% 0% 409, 50%
Actual Premium Base 0 878,000 1,850,625
Premiums Received
(.78%7) 0 6,848 14,435
Commissions (6%) 0 410 865 1,275
Total Income 4,000 9,530 24,365 37,895
1/Accumer 257 annual increase in savinps of existing affiliates,

plue savinps of new affiliater entering during year.

DECEMBER 31, 1382

~2~»/AC().‘§CA was unable to approve NASCCLOS application to risk
management program in 1980,
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12. REVISED NASCCLOS OPERATING BUDGET,

JANUARY 1, 1980 - DECEMBER 31, 1982

Type

Personnel Salaries

%808§@Ion Officer

Field Officers (4)

Asst. Field Officers (2)

Asst. Field Officers (2)

Asst. Field Officers (2)

Bookkeeper/Clerk

Secretary

Copy Typist

Driver

Office Messenger
Subtotal - Salaries

Fringe Benefits - 5%
Subtotal

Training Seminars

Travel/Transportation

Vehicle Operation

Staff Travel Allowance
Manager

Education Officer

Field Officers (4)

A§st F1e1d Offlcers (2)

(2)
1" " " (2)
Driver
Subtotal
Office
Rent

Utjilities
Stationery/Supplies
Communications
Maintenance /Repairs
Bank Charses
Dept. of lFurniture
Fixtures

Subtotal

1980

1,450

9001/
850

933
197583

13,000

6,800

1,500
1,500
2,880
1, 440

800
14,920

1981

1,401
29~KT7

33,000

7,480

1,650
1,650
3, 1200
1, 580

1,580
880

4,000
600
2,200
1,650
220
220

1,370

10,260

1982

,192

1% E

2.986
2,856
2.732
1,898
1,918
1,214
1,296
1,124

34,947
1,747

16,694

33,000

8,230

1,800
1,800
3, ' 600
1, 740
1,740
1,740
970
21,620

4,000
660
2,420
1,820
240
240
1,370

10,750

(Leones)

Total

85,694

37,000

~547560

30,885
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Type
Other

Board Expenses

Annual Meeting

ACOSCA Conference

ACOSCA Dues
Promotion/Public Relations
Miscellaneous

Subtotal

Total

1411 month in 1980)

1980 1981
2,000 1,500
- 2,500
250 280
550 700
1,100 1,200
1,000 1,000
4,900 7,180
68,278 103,877

1982 Total
1,500 5.000
2500 5000
310 840
1,200 2.450
1400 3'700
1.000 3,000
7,910 19,990
115,974 288,129
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13. NASCCLOS COMMODITIES BUDGET

1380 1381

1382

(Leones)

Total

Vehicles
1 V.W. "Kombe" Bus 5,300
4 Hondas (4 x Lel300) 5,200
Subtotal 11,100
Office Furniture and
Fixture
11 Writing Desks 2,500
5 Chairs 320
21 Wooden Chairs Le50
each 1,050
2 Vooden Tables Lel50
each 300
2 Wooden Cupboards Le225
each 450
4 Wooden Cupboards Le250
each 1,000
8 Table Fans Lel00 each 800
15 Pieces of window Curtainsls0
Field Offices' Room 500
1 Refrigerator 100
Subtotal 7,070 1,000
Officc Equipment
2 Filing Cabinets 1,000
2 Filing Cabincets 1,000
1 Duplicating Machine 1,450
2 Typewriters 1,600
1 Calculator 600 o
Subtotal 4,650 1,000
Midio Visual Lquipment 2,500
BynQVutlnnu
Offace 2,500
'].(.)L(‘] (ll(') 27'820 2'000
(%) 27,264 1,260

11,100

8,070
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14, CUNA TECHNICIAN BUDGET
1373
Type 3 ms. 1980 1981
Salary 4,820 22,641 24,905
Benefits (277%
Salary) 860 6,113 6,724
Consultants 8,800
Allowances
Post Allcwance 535 1,305 1,380
Housing - 4,000 6,000
Differential 125 5,660 6,230
Subtotal -
Allowances 660 10,965 13,610
Travel, Relocaticn
Air Fare 1,000
Housechold Goods 8,500
Unaccomp, Bappape 1,300
Project kquipment &
Transportation 1,000
Accomp. Bapyape 200
Temporary Housing 3,960
Travel, In-Country
Vehicle 6,600 7,560
Per Dicw Per Year 4,000 4,400
Travel, International
ACOSCA Concultation 3,000
Subtoral
R/R Honwie Leave 1,000
Subtotal 29,560 12,960

(U.S.

1982

27,395

7,396
9,680

1,455
6,000
_6.850

14,305
1,000

8,500
3,000

300
1,500

8,620
4,8400

3,7000

72,000
33,460

Dollars)
Total
76,761

21,093
18,480

4,675
16,000
8,865

39,540

2,000
17,000
4,300

1,000

500
5. 460

22,780
13,240

6,700

75,980



Other Direct
Costs

Textpooks and
training material
Stati1onceries and
Supplics

Misc. (Telephone,
Teleqgram)

ACOSCA Support

Su!J t(‘ t I"l
Equi pment
Indirect Costs

(CUNA)

Total (§)

1373
3 ms. 1380 1381
2,500 1,000
80O 300
80O 300
2,200 2,500
6,600 5,300
16,000 1,000
3,032 14,263 15,630
3,372 106,142 88,78)

(U.S. Dollars)
1382 Total
1,000 4,500
1,000 2,700
1,000 2,700
2,500 7,500
5,500 17,400
1,000 18,000
17,253 50,244
115,335 320,498
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99,
100.
101.
102.
103.
104.
105.
106 .
107,
108.
109,
110.
111,
112.
1134,
114,
115,
116
117.

118

119,
120,
121,

122

Ly Ve

Name
Baoma
Jawie Bondorobu
Gobaru Men
Kpeima
Pujehun
Gbeworbu
Semebehun Women
Vaahun Women
Mediana
Gbama Yandorma
Samie
Njala Kendima
Buma
Npapbwema
New Kamboma
Malema
Malema Women
Mavema
Fairo
Taitama Men
Talia Women
Foindu
Yorva
Rolupr Women
Ancurelald
Banaleh
Palima
Eenduma
Yanypyabu
Bijin

'I‘{Jt I l

Members Savings

25 1222
34 1766
59 1594
49 2448
23 1608
50 2106
54 2065
43 1681
50 1792
57 2337
76 1377
80 3130
57 2751
76 5173
34 1681
86 7409
67 4868
52 5383
46 2083
20 3118
40 2347
43 1942
40 1143
47 1462
54 3450
28 582
107 4398
83 2759
78 21139
84 3360
10,121 735,730

(Leones)

Loans
1970
2588
1516
4176
2097
3044
3874
3020
3774
3957
1442
2710
3708
6944
2220
10958
7630
9788
1062
5107
3010
5942
3428
3224
4331
810
8209
3545
1702
“W9R?

306,320



B. STRUCTURE OF INTEREST RATES, 1976-79

Type
Lending rates

Treasury bill
rate

Discount rate
Commercial banks'
lending and
overdrait rate

Deposit rates
(Time deponits
commercial bhanks)

Up to one month
1 - 3 rmonthe
J - 6 monthy,

6 - Y nenthe
9 - 17 months

12 - 1K nonthe
18-2% maonthe

Savine: Jeponits
Port office

savings
deposit

Source. IMF,

(% per annum)

Prior to Dec. Aug. Sept.
Dec. 1976 1976 1979 1979
5.5 5.5 5.5 8.0
6.0 8.0 8.0 10.0
9.0 11.0 11.0 11.0
13.0 15.0 16.0 16.0

6.5
5.5 6.5 7.0 8.0
6.0 7.5 7.5
6.5 8.0 8.0 9.5
7.0 8.5 8.5
8.0 9.0 9.0
8.0 9.5 9.5 10,5
5.5 7.0 7.0 8.0
7.0 8.0

Sferra Leone  Recent Fconomic Develepments
June 1980,



c. TIME AND SAVINGS DEPOSITS
OF COMMERCIAL BANKS

Year (Dec.) Le (Millions)
1373 23.0
1374 23.7
1375 31.3
1376 33.83
1377 51.8
1378 71.3
1379 87.0

Source: IMFP, Sierra Leone, Recent Economic
Development, Junce 1302, p. 100,




D. FREETOWN CONSUMLR PRICE INDEX, ALL ITEMS

year
1377
1278
1973
1380

Note:

Source:

Index 1361 = 100

255.8
230.2
345.3
361.4

Fourth quarter for 1377 and 1378, Third
quarter for 1373,

Second quarter for 1380,

IMF, Sierra Leone, Recent Economic
Developments, June 1380 and Bank of
Sierra Leone,
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Principal promoter:

1. Cooperative Department Staff

2. League staff/officials

3. Other (speqify) _

Indicate amount of most recent loan from the Cooperative
bank and current balances

If moribund, list principal causes and possible solurions:

1. Excessive delincuency L % of amount of
loans outstanding)
2. Shortages (amount) o ]

W

Insufficient number of qualified personel/leaders

. Other (specify)

A
List lcans to staff and Board and committee memher in
conperison with savings of same

Services Desired from League/Covernment/Cooperative Bank

1. Irspections/gencral supervision

2. Beokkeeping and office supplies and equinment provision

3. Auditing

4. Training of Secretarv/Manager and elected leaders

. Assistance in registration

Prosiotional prograrmes/materials

. Loan Protection/Life Savinps insurance
24

. Production credit, incl:ding housing

5
6
7
8. Fidelitv bonding
9
D

. Marketing of Prcduce
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11. Loans for relendinz to members

12. Others (specify)

Savings and Credit Comrittee Members

Name Position Number of Years
1. .
2.
3.
4,
5. )
Officials' perception of primary problems (list in order
of importance)




I

H. REVISED BYLAWS OF NATIONAL SAVINGS AND CREDIT CO-OPERATIVE

LEAGUE OF SIERRA LEONE

Introduction

l‘

The name of this association shall be the National
Savings and Credit Co-operative League of Sierra
Leone (here-in-after referred to as NASCCLOS) and
its address shall be 10 Charlotte Street, Freetown,
Sierra Leone.

The word "Leaguce," means a free and independent
National Organisation representing the Savings and
Credit movement in Sierra Leone whicl. upholds
neutrality in pclitics and religion.

The words "Savings and Credit Society" means a
primary Co-operative Society with purposes to promote
Thrift among members and make loans to members for
productive purposes at reasonable interest rates.

Objectives

The objectives of the NASCCLOS are:

To organise and promote Co-operative Savings and Credit
Societies in Sierra Leone.

To assist such societies in their operational and
technical problems by -providing services so as to ensure
the establishment of successful organisations.

To assist in obtaining legal recognition of Co-operative
Savings and Credit Societies either under existing law
or through the enactment cf new legislation.

To assist Co-opecrative Savings and Credit Societies
and help them to plan and carry out their prograrme so
as to cenable them to attain self-sufficiency in the
shortest time possible.

To co-ordinatc the activities of Co-operative Savings
and Credit Societies in Sierra Leone.

To promnte the collaboration between Co-operative
Savings and Credit Socicties and other Sectors of the
Co-operative movement in the Country.

To promotce anc make available Risk Management (Insurance)
service programme to member societies.
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To provide stationary and supplies to member societies.

To promote central finance and interlending among
societies.

To represent Savings and Credit Co-operatives in all
matters.

Methods

10.

For the better attainment of the above objects NASCCLOS
shall endeavour to:

Promote and maintain high standards of organisation,
operation and supervision of Co-operative Savings and
Credit Societies.

Promote the mobilisation of local savings both by direct
effort and in Co-operation with other National and
International agencies having similar purposes.

Enlist the moral, technical and financial support of
National and International agencies.

Establish a head-office such number of regional and
district offices, as may from time to time be required.

Provide and participate in training programmes to train
personnel in Co-operative Savings and Credit and allied
subject.

Establish and maintain such central agencies and service
centres as may from time to time be deemed necessary for
the more effective operation of NASCCLOS.

Devise rules and regulations in conformity with the purpose
and spirit of the League for adoption by the League and
its constituent members.

Receive and administer any voluntary contribution, gift,
grant, donation or subsidy that may be received by
NASCCLOS in the form of money or other assets.

Acquire and hold any real or personal property for the
carrying out of the objects of NASCCLOS and to improve,
develop, mortgage, lease or otherwise deal with such
property.

Do all such other things as are incidental or conductive
to the attainment of the above objects or any of them.



- 13 -

Membership

1.

Membership shall be limited to registered Savings and
Credit Societies organised and doing business in
Sierra Leone in accordance with the provisions of the
Law.

Any Registered Savings and Credit Societies in Sierra
Leone 1in accordance with the provisions of the law may
apply to NASCCLOS for admission to membership. Such
application shall be presented to the next meeting of
the Board of Directors., The Board shall first be
satisfied that such savings and credit society is in
good financial condition and that it is operating in
accordance with standard Savings and Credit principles
and practices and meets with the requirements of these
bylaws.

Membership shall be terminated on cancellation of the
registration.

An affiliated Savings and Credit society may be expelled
for any action which may be held by the General Membership
Meeting to be dishonest or contrary to the stated objects
of NASCCLOS or prejudicial to the League or to the
interests of Co-operatives. Before any action is taken
under this Sub-section, the Board of Directors shall
appoint such person or persons as they consider fit to
enquire into the conduct and affairs of the affiliated
Savings and Credit Society,

Any Savings and Credit Society may withdraw from member-
ship by giving NASCCLOS three months' notice signed by
the President and Secretary of the withdrawing Savings
and Credit Society and shall be accompanied by a
certified copy of a resolution passed at a General
Meeting of the Savings and Credit Society sanctioning
the proposed withdrawal.,

- Liability

The fiscal year of NASCCLOS shall be the 31lst day of
December each year.

The liability of each member society is limited to dues
payable by the member society.

As determined by the Board of Directors as here-
inafter provided, a Savings and Credit Society admitted
to membership shall pay affiliation fee of ten leones
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(Lel0) and yearly dues as will be determined by the
Board of Directors.

At least 60-days prior to expiration of each fiscal
year, the League Board of Directors shall adopt a
budget and dues schedule for the ensuing year for
presentation at the Annual meeting. Dues shall be
assessed and made payable on the first guarter of each
fiscal year.

Meetings

1.

The time and place of the annual meeting shall be
determined by the Board of Directors.

At least 30 days prior to the annual meeting the
Manager of NASCCLOS shall notify each member thereof
in writing of the time, place and date of the meeting.

Special meetings of the members may be called by two-
thirds vote of the Board of Directors and shall be called
upon the request, in writing, of fifteen or more member
Savings and Credit Societies. Notice of any special
meetings shall contain a statement of the purpose of

the meeting, the place, time and only the business
specified in the call may be acted upon at said meeting.
Each member Saving- and Credit Society shall be entitled
to fifteen days' notice of any and all special meetings.

At any regular or special meeting twenty-five percent
of member savings and credit societies represented, shall
constitute a guorum.

All elections shall be by ballot.

The annual meeting may carry on and transact any
business for the common good of the membership.

The ultimate powers of NASCCLOS vests in the members

who at any annual or special meetings shall have the
power to review any and all acts of any Officer or

the Board of Directors, except that duly authorised
contracts or agreements may not be modified or rescinded.

Directors

1.

The Board of Directors shall consist of persons
elected at annual general meetings of NASCCLOS. The
Directors will be initially elected two for 1 year, two
for 2 years and three for 3 years period,

Alternate Directors are elected at the Annual Meeting
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to replace a director's office when declared vacant.

The business and affairs of NASCCLOS shall be directed
by its Board of Directors.

A majority of NASCCLOS Board of Directors shall constitute
a gquorum.,

The manager shall cause to be sent written notice to
each director at least fourteen days before any regular
or special meeting of the board, which notice shall
contain the place, time, date of the meeting and the
purpose of the meeting. Special meetings may be called
by the President or Vice President.

Regular meetings of the Board shall be held at least
once a month.

If a director is absent from three consecutive meetings
of the Board of Directors without being excused for
cause, his office shall be declared vacant.

The Board of Directors shall have the power upon a two-
thirds vote of members present and voting to suspend
or recall any officer, or member of any Committee or
Board of Directors until the next annual meeting of
member societies,

The Board of Directors shall have the power to employ
and dismiss ¢ Manager and fix his compensation.

The Board shll appoint an Education and Promotion
Committee and such other standing and special committee
as it may deem necessary.

Officers

1.

The officers of NASCCLOS shall be a President, a Vice
President, a Secretary and a Treasurer. The officers
shall be elected by plurality vote of the Board of
Directors from its membership; and shall continue to
hold office for one year. Vacancies shall be filled by
the Board of Directors as they occur.

The President shall preside at all meetings, both of
the Board of Directors and of the members, He shall
appoir.t the members of all standing and special
committees subject to confirmation by the Board of
Directors.
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3. A Vice President shall perform the duties of the
President in the absence or disability of that
officer.

4. The Treasurer shall keep a full and complete record
of all financial affairs and funds of NASCCLOS, and shall
make an annual report to the members at the annual
meeting, and shall perform such other duties as are
regularly performed by a Treasurer; provided, however,
that he may delegate such of his duties to the Manager
on approval by the Board of Directors.

5. The Manager shall be ex-officio assistant Trecasurer
of NASCCLOS and of all special standing Committee.
He shall have charge of the League office as executive
officer including all League services. He shall when
so ordered sign all cheques, notes, drafts, and other
obligations of the League. He shall serve as Secretary
at both meetings of the members and of the Board of
Directors and performs all the duties incidental to the
office of secretarv as are assigned to him. He shall
keep all funds of the League in the Banks or Savings and
Credit Sfocieties designated by the Board of Directors,
shall keep all books of Acz-ounts, handle the funds
ancé accounting of the League, and perform all duties
incidential to the office of Assistant Treasurer. He
shall be bonded in such surety as said directors may
determine.

Audit

The Board shall provide for and have made at least one
complete audit per year by an auditor approved by the
Registrar of Co-operative Societies. A report of such
audits shall be presented at the annual membership
meeting by the Vice President of the Leagque.

Borrowing

The Board of Directors of NASCCLOS at any regular or
special meeting called for that purpose, may authorize
the borrowing of such moneys as may be necessary to
carry on the operations of the corporation in accordance
to the rules and by-laws as approved and adopted, and
they shall also have authority to pledge the assets

of the corporation to secure such loan which they
believe to be to the best interest of NASCCLOS, with

the approval of the Registrar of Co-operative Societies.
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Amendment

Those bylaws may be amended by a majority vote of the
members present at a general meeting of NASCCLOS provided
notice of the proposed amendment has been given to the
voting members of NASCCLOS in writing at least thirty
days before the said meeting.

Disputes

Any dispute concerning these bylaws or the business of
NAECCLOS, the bylaws of NASCCLOS shall prevail, in
case of doubt in the interpretation of the bylaws the

Registrar shall ke consulted and his decision shall be
final.

Distribution of Accumulated Funds

Net surpluses available for distribution at the end of
each financial year shall be distributed as follows:

(a) Not less than twenty-five percent to the Statutory
Reserve Fund.

(b) Interests and dividends.
(c) The balance to a reserve for contingency.
Ligquidation

NASCCLOS shall be liquidated in accordance with Section
68-78 of the Co-cperative Societies, Act of 1977.
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I. AGREEMENT BETWEEN
NATIONAL SAVINGS AND CREDIT CO-OPERATIVE LEAGUE OF SIERRA LEONE
AND AFRICA CO-OPERATIVE SAVINGS AND CREDIT ASSOCIATION (RCOSCH)

WEEREAS the National Savinas and Credit Co-operative League of
Sierra Leone, Private Mail Bag 506, 10 Charlotte Strecet,
Freetown, Sierra Leone, (hereinafter referred to as "NASCCLOS"
is desirous of commencing a Risk Management Programme for
Co-operative savings and credit societies in the Republic of
Sierra Leone.

AND WHEPREAS the Africa Co-operative Savings and Credit Associa-
tion of P.O. Box 43278, Nairobi, Kenya (hereinafter referred
to as "ACOSCA") has pledgced its support for the said programme.

NOW WHEREFOR these presents witnesseth as follows:
It is understood and agreed between the parties;

1. That the proposed NASCCINS shall be sponsored under the
auspices of ACOSCA Risk Managoment Programme.

2. That the NASCCLOS with its affiliated savings and credit
socicties shall be responsible for general promotion of
the programme within its arca of operation, and shall be
responsible for distributing local promotion materials,
collectina premiums, and making monthly reports to ACOS3CA
as provided for in this agrecment,

3. That RCOSCA shall administer the programme having full
regard of the underwritine principles, policy servicing,
claimes administration, accountina and financial policy
connected with this Programme.

4. That this agrecement save this clause may be amended as
may be found fit provided one year's notice shall be
given by either party of its intention to do so and that
such amendments and any other rules communicated to the
other party in writing togecther with the articles contained
herein after shall be part of this agreement.

ARTICLE 1

LIFC SAVINGS AND LOAN PROTECTION

l. On or after the date hereof ACOSCA may provide Loan
Protection and Life Savings benefits by contract with the
Savings and Credit Co-operatives affiliated to NASCCLOS
as provided in this agreement.
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The NASCCLOS shall forward applications for coverage to
ACOSCA who shall issue the contract. Liability of

ACOSCA for benefits payable shall begin when a certificate
has been issued by ACOSCA.

No meore than one each of the Loan Protection and/or Life
Savings Certificates shall be issued to one Savings and
Credit Co-operative. The terms, provisions and conditions
of the benefits shall not be amended or changed vithout
written consent of both parties to this Agreement.

ARTICLE 11

CHARGES FOR BENEFITS

The amounts to be charged to Savings and Credit Co-operative
Societies fo. Loan Protection and Life Savings benefits
hereunder shall be according to the establishment rates by
ACOSCA in consultation with the NASCCLOS. Such amounts
shall be duec and pavable each month.

The NASCCLOS shall submit to ACOSCz ecach month determined
standard acceptable reports laid down in the ACOSCA
operating manual as shall have been made for the benefits
for the previous month.

In the event that bencfits payable plus expense allowance
as hereinafter defined in the attached financial policy
shall excecd the cumulative payments received by the
NASCCLOS during any month on certificates issued hereunder,
ACOSCA will advance funds in excess to NASCCLOS promptly.

Within three months after the end of each calendar year,
ACOSCA shall consider upon the amount of dividead if any
to be paid certificate holders.

ACOSCA shall provide the NASCCLOS with all the standard
forms to be used by savings and credit co-operatives in
connection with certificates to be issued under this
programme.

ARTICLE 1I1

EXPENSES

ACOSCA shall allow the Credit Union League a commission
rate of 6% of net premium (gross premium less premium
refunds) paid under the programme as defined in the
ACOSCA Financial Policy. Such commission rates shall be
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Date L I R I A A N I N NI -T\FRICA CO"OPERATIVE SAV::NGS &

CREDIT ASSOCIATION

BYI.I!I.'

EXECUTIVE SECRETARY



J. IMPLEMENTATION PLAN

When the League staff, external technical assistance,
and commodities have been assembled and tke new staff given
initial orientation, the project can proceed to develop and
implement League services. One of the first requirements
is information-gathering; currently, there are only esti-
mates of the number of societies which are currently or
potentially active, and what this represents in terms of
membership, savings, and loans. A complete canvassing of
all rural societies will be undertaken by League staff
during months 4 to 6 of the first year. All basic data
will be compiled, societies reguiring formal liquidation
or merger will be identified, and promotion of the League
and its new capabilities will be undertaken during the
visits. The League training programs will be particularly
stressed, and pctential trainees will be identified. 1In
addition, the feasibility of using itinerant bookeepers
will be s.udied during their research period. The 3-month
study will be designed by the technician and League Manager.
Data will actually be collected by the technician, League
Manager and Education Officer, and the four regional field
trainers, as part of their orientation.

When the base-line data has been compiled, hopefully
about the sixth month of the first year, staff of the
Global Project Office in Washington will be called in to
assist the League to develop a 5-Year Institutional Deve-
lopment Program Plan. Among other things, this 5-year
plan ana related activities will include further definition
of Leaqgue staffinag recuirements and an objectives-based
League planning mcthodology, reassessment of training needs
and appropriate methodologies, design »f an affiliate
monitoring and data collection system, propose guidelines
on consolidation of rural societies, and estimate the
amount and typc of additional consultancies required.
Further detailing of the Leacue 5-year plan may continue
for several months,

Source: Grant Agreement, AID/AFR-G1570, signed
by CUNA, Auqust 7, 1979,
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During this same initial period, the efforts to
organize societies among the worker and other groups in
the urban societies will be initiated by the Freetown-
area field trainer/organizer. These efforts will be
concentrated in Freetown, particularly among the labor
groups represented by the Sierra Leone Labour Congress.
Also included will efforts to increase membership and
savings growth among those worker societies already organ-
ized. This will be a continuing activity throughout the
project, but special emphasis will be placed during the
first year in order to attain the necessary growth in
membership and savings in subsequent years.

Duriny the ]l-st 2-3 months of the first year, the
League should be irn a position to initiate its training
program. At least four regional seminars, the naticnal
seminar, and perhaps a few local seminars will be held,
the actual number and type depending on how rapidly the
League can put together training materials. Thc problems
and weaknesses identified during the initial field visits
will be a key ingredient in the design of the training
program. This information will alsoc be used to assist
with the eventual development of standard policies and
procedures guidelines. One recognized weakness is the
current book-keeping system in use by the League. A
consultant will be employed early on in the project to
study and recommend any required revisions in this system,
in order to provide all required information as efficiently
as possible. Other consultant services will likely be
required during the course of the project, although the
exact type of consultants employed will depenrnd on the
problems then confronting the societies or the League.
Development of model loan policy and monitorina systems
for use by primary societies as well as design of a
League capitalization svster, however, are likely candidates
for consultancy requests.

By the middle of the first year, the League's central
office staff, as well as the four regional trainers, will
have been employed. The status c¢f the societies will have
been fully identified, along with their specific needs. The
annual meeting at the end of the first yecar will rccoanize
this new phase of savings and credit develepment and review
the strategy for development contained in the League's 5-
Year Development Plan. One crucial item requirinc the
approval and commitment of the membership is the proposed



strategy for achieving financial self-sufficiency. The
membership must be fully informed of the cooperation
required by them in order to achieve self-sufficiency,
particularly with respect to the proposed new dues

formula based on the level of individual societies'
savings. This is crucial, since dues will have to be

the League's primary revenue source. It will mean a
substantial increase for most societies over what they

are paying now. Although the League will be in a position
to demonstrate that it is providing valuable services, as
contrasted with the present inactivity, there is likely to
be some member resistance.

We therefore have projected that the new dues structure
be introduced at the annual meeting to be held in the second
year of the project, and (assuming approval) implemented at
the beginning of the third year of the project, in order to
give the League time to demonstrate the value of association
and the benefits derived by dues-paying members.

Around the middle of year one, two itinerant book-
keepers will be selected, receive initial orientation and
training, and sent to their posts. As indicated earlier
in this proposal, the use of itinerant bookkeepers will
start on a pilot project basis. If, after say a year's
time, the approach proves to be sound, the number of itin-
erant bookkeepers will be increased.

By the beginning of year one, thc League should have
also modestly begun implementing the risk management pro-
gram. The League will advise the societies of this service
through the media and reqular visits of the field trainers
and will provide the agreements by which to join, as well
as the required premium and claim forms. All societies
will be personally contacted and advised of the insurance
program during the first six months of the first year as
part of the survey.

In years two and three, a number c¢. continuing activi-
ties to be provided by the League are projected. These
constitute the basic package of services of the League.
Other services or activities, which cannot be projected
at this time, may be developed in response to specific
needs as they arise. The ability of an institution to
identify these neceds, and prepare the appropriate response,
is, of course, an indicator of increasing management compe-
tence, leading to technical self-sufficiency.
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The basic package of services includes:
1. Training (annual program)
25 local workshops
regional seminars

itinerant bookkeepers workshop
national seminar

s

2. Promotion Campaigns

to increase number of affiliated societies
to increase amount of savings
to increase total membership

3. Provision of Stationery Supplies

4, Standard Policies and Procedures Guides, Preparation
and Updating

5. Bookkeeping
6. Risk Management

7. Information and Dissemination

While providing these services, the League will also be
making continuing progress towards achieving the objectives
set forth in the strategies to achieve financial and techni-
cal self-sufficiency. The CUNA technician will assist the
League Manager in monitoring the progress made in each of
these areas, and to assist with the develppment of alterna-
tives to resolve potential difficulties, e.g., if actual
income is less than projected or key skills are not being
developed adequately.

Some time during the first half of the year three,
CUNA Global Projects' Washington staff will undertake
jointly with AID an evaluation of the project's progress
to date and a project design will be put together for the
second three-year portion (i.e., Phase II) of the project,
subject to approval by the League, AID, GOSL, and other
project participants.



