
CLASSIFICATIONPDAR'L-39/iY 	 PART I Repot Symbol U-447 
isv)' /JL-v PROJECT EVALUATION SUMMARY (PES) -

MISSI0N/AID/W OFFICEPROJECT NUMBER.2.
1.PROJECT TITLE 
Rwanda
696-0108 


(Enter the number maintained by the4. EVALUATION NUMBERCooperative Grain Storage 
Country or AID/W Administratlve Code, 

Fiscal Year, Serlal No. beginning with No. 1 each FY)696-82reporting unit e.g., 

K] REGULAR EVALUATION El SPECIAL EVALUATION 

COVERED BY EVALUATION7. PERIOD6. ESTIMATED PROJECT
5. 	KEY PROJECT IMPLEMENTATION DATES 

From (month/yr.) 10/79
Final Final FUNDINGFirst Ft. C.A. 	 o (month/yr.) 10/

PRO-AG or C;..igatlon Input A. Total $ 936. 000 
(month/yr.) 10/81____To 


Eqdvalent Expected Delivery 
of Evaluation November, 1981

FY -a*? B. U.S. $ 	 DateFY 78 F Y _30. 	 • |Review 

AID/W OFFICE DIRECTOR
S. ACTION DECISIONS APPROVED BY MISSION OR 

C. DATE ACTIONB. NAME OF 
A. List decisions and/or unresolved Isaues; cite those Items nuedIng further study. 

TO BE 
(NOTE: Mslon shoulddcision which anticipate AID/W or regional office action shouRESPONSIBLE OFFICER COMPLETED 

elrgram, SPAR, PIO,which will present detailed request.) POR ACTIONspecify type of document, e.g., 

LAO/Rwanda
an evaluation team
The evaluation was carried out by 


composed of P. Willot (consultant) D. Putman (consultant), 
N. Olsen
 

(AAO/Rwanda
B. Stallsmith (AAO/Rwanda) and Norman L. Olsen 

81.
The project was completed as scheduled on December 31, 


10. ALTERNATIVE DECISIONS ON FUTURE 
TO BE REVISED PEA ABC fE DECISIONS
9. INVENTORY OF DOCUMENTS 	 OF PROJECT 

Projict Paper mplementatIon Plan Other (Specify) A. Continue Project Without Change 

rl. eg., CPI Network EXj OteISeiy 
ProjectPraj -_ bP b 

e 
Change Project Deign and/orPomplet

r- Financial Plan El PIO/'T 	 Comp Ic ted Change irntIrnintaitl 'ian 

Other (Specify) ChneIpeenainPa
P 1/CElLogical Frameook E 

C. 0 sontlnua Project 
-- PlO/P
Project Agreemaent 

RANKING PARTICIPANTS 12. Mlsilon/AID/W Otffice irctor -provl 

AND HOST COUNTRY OR OTHER11. PROJECT OFFICER 
S1gnatureAS APP IPRIATE (Namee end Titles) 

____.._Norman L. Olsen 
T *.,f/Rwanda
IAO 


11-7AAO
TA!ek 130ro 

AID 1330.15 (3.78) 



EVALUATION REPORT 

ME GRAIN STORAGE PROJECT 

PROJECT NUMBER 696"0108
 

DATE: 	November 1981
 
TEAM: 	Paul Willot
 

Diana Putmau
 
Norman Olsen
 
Brooks Stallsmith
 



.4e
 

. Recommendation for Action as a Result of this Evaluation
 

1. 	Staff the project up to its full authorized strength.

2. 	Develop a systematic program of 
training for personnel at all
 

levels of the cooperative movement.
 
3. 	Improve inventory control procedures

4. 	Train one cadre per prefecture to follow up on the silos within
 

that prefecture.
 
5. 
Study the question of how promotion of cooperative development


should be approached on an organizational basis.
 
6. 	Develop a program to 
encourage cooperative members to
 

contribute Umuganda labor to 
their cooperative.

7. 	Provide the project 
team with adequaLe office space.

8. 	Designate a specific secretary to type for the project.

9. 
Authorize the Director of Cooperative Action to sign mission
 

orders for the team.
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Summary
 

The Cooperative Grain Storage Project (CGS) began implementation in
 
ember 1978 by the Cooperative League of the USA (CLUSA) under an
 
rational Program Grant (OPG) with an original completion date of October
 
0 which was extended to December 1981. CLUSA provided technical as
tance in training, extension and management to complemeDt contributions
 
m the government of Rwanda (GOR), from the cooperatives themselves and
 
m the United Nations Capital Development Fund (UNCDF) which financed
 
construction of seven storage silos and a revolving fund to operate them.
 

The construction of the silos was successfully completed by Novamber
 
0 and after the required drying period they were put into operation.
 
idity remains a problem in high altitude zones and research should be
 
ertaken for the Local Crop Storage (LCS) project. Since the silos
 
erally have been in operation less than one year it is too early to tell
 
ther farm family income has increased and storage losses have been reduced.
 

Although valiant efforts have been made in terms of training and
 
ension at the national, cooperative and member levels, these have not
 
n as successful as anticipated due to a lack of experienced personnel in
 
central office. These efforts need to be strengthened and systematized
 
-he future particularly at the national and grass roots level. Overall
 
roject seems to have been a successful pilot activity.
 

Methodology 

CLUSA and USAID undertook a joint evaluation of the completed Cooperative
 
in Storage Project (CGS) for three weeks in November 1981 in order to
 
luate the success of the project and to make recommendations for the second
 
se known as the Local Crop Storage Project (LCS). The evaluation team
 
sisted cf a consultant in development social sciences representing CLUSA and
 
anthropologist representing USAID; two USAID/Kigali staff members provided
 
uts, and five people from MINASODECO joined us in discussions and on field
 
Ps.
 

The prime sources of data were project documents, on-site inspections,
 
erviews and discussions with persons involved in and/or knowledgeable about
 
peratives and silos in Rwanda. These persons included the Minister of Social
 
airs and Community Development; all available out-going and incoming Project
 
ff at the national level; silo managers; members of various cooperatives'
 
i istrative councils; cooperative members and other local farmers; and staff
 
m Catholic Relief Services (CRS). the Ministry of Agriculture (MTNAC-RI) and
 
Rwandan Agronomic Research Institute (ISAR). One third of the team's time
 
spent i the field. Six silos were visited, with particular attention paid
 

the KOPIAN (Nyarutovu), CODEBU (Cyeru) and CODAPAKI (Kigembe) cooperatives.
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These three cooperatives were chosen because project staff suggested that
 
they exhibited the range of successes and problems with which the project
 
had been confronted.
 

The point of departure for the evaluation was the logical framework in
 
the OPG proposal for the CGS project and terms of reference suggested by
 
the AAO/Kigeli. The project was examined from five perspectives by the
 
team: institutional, training/extension, technical, financial and socio
economic impact. By focusing its analysis on both the national and local
 
levels, the team was able to examine the institutional linkages which were
 
to be developed by the project, locate problem areas, and hence make recom
mendations for the second phase.
 

IV. External Factors
 

The main objective of the Government's development strategy is to satisfy
 
the needs of the Rwandan population for food. In addition the Government's
 
past and present official policy has been to organize and support the
 
development of cooperatives throughout the country. The Government continues
 
to give political and institutional support for the development of cooperatives
 
in general and with AID financing is promoting cooperative silos through the
 
LCS project and is trying to upgrade its personnel through the cooperative
 
training center.
 

One issue which requires priority attention from all partners to the LCS
 
project is the future identity of the Department of Cooperative Action cur
rently located inside the MINASODECO. This central national office is
 
responsible for activities involving all registered cooperatives in the country.
 
With only seven silos, to manage the office has done an adequate job, although
 
there have been certain problems of mobility and availability of personnel
 
resulting from being situated inside a ministry. With close to 50 silos to
 
manage, the team feels tnat the office may require greater autonomy, like
 
that accorded to TRAFIPRO or the Banques Populaires, in order to function with
 
full effectiveness. The legal definition and scope of work accorded this central
 
office will determine, in turn, the system of ragional extension to be adopted
 
as well as the utilization of the revolving funds under the LCS project. WortH
 
noting is a statement in the MINAGRI Third-5-Year Plan (1981) to the effect that
 
"a coordinating body at the national level under the supervision of OPROVIA will
 
be charged with the technical and financial control of all silos." It is recom
mended that MINASODECO, CLUSA, and AID st'udy the question of how best to
 
organize to-promote cooperative growth and development.
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temporary setback for the LCS project has been the substantial
 
eover of staff in the central office. Of the team of ten Rwandans
 

ad worked together for two and a half years, only three still
 
n with the project and five positions are still unfilled. The new
 

nnel appear to be quite able but will require training, particularly
 
e area of cooperative development, and will need some time to become
 
ized into a cohesive effective team. (See Annex II for the staffing
 
en.)
 

enior officials of the Ministry are actively involved in policy making
 
tions and managing a variety of high priority programs. As a result
 
have limited time to devote to administrative task. Because of this
 

tation on time, relatively routine matters, such as signing of Mission
 
rs, are frequently subject to lengthy lays. These delays could be
 

ded, the burden on senior -fficials red~lucd, and the work of the 
stry speeded by authorizing the Director of Cooperative Actiou to sign 
ion Orders for the project teaw. 

Office space and secretarial support have proved difficult problems for
 
project team. The effectiveness of the support that has been provided
 
been weakened because it is diffused. While office space is provided
 
a intermingled with space reserved for other programs. The same is true,
 
secretarial nupport, i.e., it is provided out of a general pool. This
 
eases efficiency and identification with the project. Thus it is recom
ed that steps be taken to provide the project with adequate office space
 
hat project personnel can work togeth.r at the same location. Further,
 
cretary should be assigned to the project.
 

Inputs
 

Inputs (land, building materials, labor, vehicles and equipment) for the
 

truction phase were to be provided by the Government, the cooperatives
 

UNCDF funds. These appear to have been adequate, timely and properly
 

ged. The commodities purchased by CLUSA were a VW combi, office supplied
 

training mateials. The vehicle is controlled by regular MINASODECO
 

edures. Rudimentary vehicle and inventory control systems should be
 

more detailed, explicit, and adapted to the growing needs of thu
 

ect.
 

UNCDF made available the revolving fund for the silos and this has been
 
succe~sfully. Under the LCS project the use and status (grant, loan)
 

his fund need to be more clearly defined at both the cooperative and the
 
onal level.
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Courses and 	materials have 
been developed for local 

cooperative use
 

An accounting
and in-country training. 
-The project was behind schedule 

in this aspect
 

due to a lack of trained 
personnel in the central office. 


and reporting system which 
is simple and workable has 

been set up at the
 

The original personnel working 
in the central office were 

adequately
 

qualified for their positions 
so few formal training programs 

were set up
 

apart from a seminar on 
grain storage techniques.
 

While all the cooperatives 
participated in the construction, 

operation
 

a silo, the extent of this participation
 

and training involved in 
setting up the local bourgmestre
 

varied a great deal ani 
depended on the dynamism 

of 


and the cooperative members.
 

V1. 0utputs
 

The construction of the seven silos was completed 
by November 1980 and
 

the silos, with one exception, 
began operation after the 

required drying
 

a high altitude zone, continues 
to
 

The CODEBU silo, located 
in 


period. 	 Research should be undertaken 
to determine whether
 

have humidity problems. 	 transformed into ware

high altitude silos should 
be designed differently 

or 

33% of the potential,
 

In 1981, the actual storage 
capacity used was 


houses. 

below the projected level 

but adequate in light of the novelty of the project.
 

The revolving fund is controlled 
by the central office and 

disbursed
 
This allows 	greater
 

The funds
 to the cooperatives according 
to their buying needs. 


financial flexibility for 
any cooperative during 

a given season. 


available to date have 
been adequate but questions 

have been raised about
 

Currently the cooperatives's 
only
 

the funds available for 
the LCS project. 

it will be some time before 
they
 

other source of funds 
is membership dues so 


fficient. The evaluation 
team noted favorably that
 

can be financially selfi0
 

additional studies of 
the revolving fund are 

bo be made shortly.
 

Basic training in silo 
operations was given to 

the individuals who
 
effort
A reaeonbtei 

function in the dual capscity 
of manaler/4ccountant. 

the central office to 

train staff personnel,
 

has been made by the staff 
of 


however, this effort needs to be 
increased and systematized.
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Although simple accounting and reporting systems are in place, these
 
too need to be strengthened. Certain basic statistics need to be gathered

in order to monitor the progress of the silos' activities. A form should
 
be designed so that the following information is available for each
 
transaction: weight, price and type of product bought or sold and from
 
whom purchased and to whom sold. 
Another form for each individual member
 
is needed which will track the deposits and withdrawals of products. More
 
training in financial management and price policies is also needed for
 
managers and the administrative council.
 

Although training activities have been undertaken at the national,
 
cooperative and member levels, these have noL 
met the needs of current
 
personnel. The fault lies in a lack of experienced manpower at the
 
national level able to undertake training at other 4,vels. The efforts
 
made by the available personnel are commendable but there needs to be
 
greater systematization in these efforts in ordcr to lay the groundwork

for the training component of the LCS project. Only one remaining staff
 
member in the 
 central office currently has experlnce in cooperative

formation. In this sense, the project has deteriorated since its begin
ning days.
 

VII. Purpose
 

The CGS project had three stated purposes: "1) reduction in storage

losses for farm families; 2) increased farm family income; and 3) improved

cooperotive services and operations." Since thL silos generally have beei
 
in operation less than one year it is too early to evaluate the impact

of the project on the first two purposes. Two points should be mentioned
 
though: l),'e now know that the original figures given for losses with
 
traditional methods were overestimates so it will probably not be feasible
 
to expect the silos to achieve the projected reduction in losses; and
 
2) the storage costs to a farmer using a silo appear to be half those if he
 
used a merchant. However, the silo cost by far exceeds the cost of storing

productb under traditional methods with the addition of malthion or even
 
by traditional methods alone. 
 (See Willot, Annex I.) The silo indirectly

contributes to increaued farm income by providing a sucure storage ceno,

i.e. safe from thieves, and by purchasing farmers' harvests locally at a
 
better price than merchants, the silo provides a source of cash.
 

With one exception, all the silos have been put into operation during'
the past year. The range of success of these operations varies considerably
according to the cooperative. In some instances, the silo has been fully
integrated into the cooperatives and activities undertaken by the two 
entities are diaigned to be mutually supporting. In other instances, the 
silo appears to be minimally integrated into the cooperative's activities. 
In all casefi, however, the average member does not seem to participate fully
in cooperative decision-making and management. 



VIII. Goal/Sub Goal
 

The CGS project logical framework gives two goals: "1) increased
 
supply of beans and grains in project areas; and 2) greater services
 
offered by cooperatives to local areas." The silos have not been in
 
operation long enough to determine if the first goal has been met.
 
Very importantly in deficit areas, the silo's operations provide food
 
at a better price than was previously available from merchants.
 
According to preliminary information the silos also have had an effect
 
by stabilizing prices on the local market; however, this needs to be
 
further documented. The evidence to date, from CRS silos which have
 
been in operation longer, is mixed as to whether the presence of a silo
 
in an area stimulates the population to greater agricultural production.
 

By providing storage facilities in the local area, the silos and
 
hence the cooperatives are offering new bervices to their residents.
 

The long-range goal of the GOR is to establish viable multi
functional cooperatives; however, few cooperatives are anywhere near
 
this level of development. Most of them have been revigorated by
 
the construction of the silos and their major services actually consist
 
of a small retail store and the stokage facilities. Greater training
 
in both mnsagemeUt and cooperative philosophy will be required to meet
 
the goal of multifunctional cooperatives.
 

IX. Beneficiaries 

The project was expeated to directly benefit 4,400 families using 
the silos by increasing family income, reducing storage losses, 
providing better seed for germination and guaranteeing a supply of 
beans and .grain through the lean months of a favorable price. Another 
13,100 families in the area were expected to benefit through a greater 
local su9ply of beans end grain and through more stable prices. In ad
dition, better functioning cooperatives were expected to provide more
 
services to members for lower costs and allow individuals greater
 
participation in local development efforts. The GOR was expected to
 
benefit by developing a staff well trained in cooperative management.
 

Have these benefits occurred? The verdict at this point is inconclusive,
 
and the number of actual beneficiaries is difficult to quantify. As
 
mentioned previously, it is too soon to tell whether family Income has
 
increased and storage losses have been reduced. The results of semi-direoted 
interviews with cooperative members and non-member farmers in the project 
area indicates that there Is wide variation in knowledge of and participation 
in cooperative activities. Cooperative members generally seemed to feel that 
the oiiy immediate benefit of their membership was the availability of the
 
cooperative store with lover prices, but that somes undefined, benefits
 
would accrue to them In the future.
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However, exept in cases of shortages, non-mebers
 
can make purchases at the store for the same prices as members. Although
 
non-members cannot precisely define what benefits are likely to come from
 
joining the cooperative, they articulate the idea that in the long turn
 
their lives will be better off If they join.
 

The average size of tht. cooperatives with Pilos is large (1000 
members), which limits the amount of participation members can realistically 
have in decision-making and also makes grass roots training and organizing 
difficult. Some members show an interest in cooperative affairs; others 
have li:tle notion of ongoing activities; yet all those people interviewed 
agreed that it was the administrative council's role to manage the cooperative 
and suparjise the silo managers This council is theoretically elected by 
the members and in some cooperatives there is one representative per sector. 
However, if the council does not feel accountable to the members there is room 
for misappropriation of funds to occur. Our interviuws indicate that the 
average member does not participate much at all in development activities and 
non-members even less. 

Use of the silo's facilities has also varied a great deal this past year 
which is no;,lurprising in locales where they are a new innovation. Pascal 
Ndengejeho states that under the feudal system collective storage existed, 
but principally for the benefit of the king and his court end petsants rarely 
were able to recuperate the harvest they were asked to store. Itf this was 
the case it is not surpriseing that farmers exhibit a certain awareness about 
depositing more than a small amount of their harvest in the silo. The farmers 
we interviewed said they would store no more than 20%-40% of their harvest In 
the silo. There was some dispute about whether goods stored-in the silo were
 
kept.in better condition than those stored at home although a few people 
indicated that silo stored seed was likely to germinate better because it was 
treated. Farmers indicated that their primary reason for using the silo was 
not to reduce storage losses, but because it was a safe place where one's 
harvest wa protected against theft. The other main reason for using the silo 

I was because it provided a ready source of cash. farmers indicated that the 
silo bought their produce for a higher price than merchants did and that if they 
needed to buy it back the silo's price was lower than the merchants. tn a sense, 
the farmers are using the silo as a source of rural credit but at approxiuately 
201 interest rate. This rate approx iastes the true market rate for rural 
Rvands. (See Willot, Anex ) As with most farmers everywhere, avendan are 
known to prefer eating local varieties of beans, ete. An important benefit thu 
silo brings is storing products within the area for these farmers, with the 
additional capacity of being able to buy food outside the zone when necessary. 
About 601 of the products stored (beans and sorghum) in all seven silos were 
bought ftom local farmers (both members and non-embors), the rest from merchants. 
tn dafiit areas a substantial portion of purchases will continue to be made 
fro! merchants. Rovever, in those areas where the population has enough harvest 
for'sale it is advisable to purchase beans or sorghum directly from farmers rather 
then perchants so that the current good reputation the silo has for benefitting 

(l) IYdeqejeho Posc "Inpact des Untes des Stockage et de Comertalisation 
our L population rurare alricols au Rwanda." lutare, 190. 

I, 
#U
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the peopie is to be maintiined.
 

It was discovered that in those areas where cooperative members (and
 
even non members) contributed labor and time, tiough Umuganda, for the
 
construction of the silo, a much better understanding and appreciation

for these storage facilities existed. Where the cooperative hired
 
laborers to do the work farmers showed less knowledge and interest in
 
the silo This finding shuuld be kept in mind by managers of the LCS
 
project.
 

As mentioned previously there has been a changeover of GOR personnel

in the central office. At the present time only three people from the
 
original staff sLill hold positions. It will be some time before the
 
new personnel can learn their jobs. Training for them in cooperative
 
development and management should be a cop priority.
 

X. Unplanned Effects
 

It is too early to tell whethez the project has had any unplanned effects
 
on the population.
 

XI. Lessons Learned
 

One of the most important lessons learned from this project in the
 
necessity for basic grass-roots education and trainina of the population
 
both before and during the construction phase. Though the project had
 
envisaged this, a lack of trained and experienced personnel p-.icluded this
 
from being undertaken until after construction was completd in many cases.
 
In addition, people feel more involved with 4 project when they contribute
 
time, labor or mAtdrials for its execution, and this seems to be the came
 
where umuganda helped build the silos. Efforts must be made to Involve
 
cooperarive members in decision making aud managemunt functions as 
wall.
 

It is important that baseline research ba undertaken prior to and 
concurrent with the construction phases. The importance of k*e0ping basic 
statisLc in order to evaluate the project's progress cannot be over
eaphasoisd. 
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While the project should not attempt 
to control internal decisions
 

placement it is important to 
comunicate the need to the
 

about stif 

GO! for a trained and experienced 

staff to be developed in order to
 

adequately support the Rwandan 
cooperative movement.
 

Finally, the future identity 
of the central office remains 

of
 
tinistry,
a project within the 


Whether it is conceived of as 

concetU. 

a national union of cooperatives, 

or subsumed by OPROVIA, a cstain 
measure
 

of judicial, fiscal and management 
autonomy will be required for 

the office
 
This question
 

to operate efficiently when 
it has some 50 silos to manage. 


should be studied by KINASODECO, 
CLUSA and AID.
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ANNEX I
 

Contribution to an Evaluation
 

of the
 

Cooperative Grain Storage Project
 

in Rwanda
 

(696-0108)
 

by Paul Willot
 
Consultant in Development
 
Social Sciences
 
November 1981
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The Mission was undertaken from November 2-21, 1981. Certain logistical
 

difficulties meant that the full three weeks could not be used.
 

The project's goal is to introduce seven cooperative silos dispersed
 

throughout the country. The project revolves around two themes:
 

1).A National Office which is to set up the silos and provide support
 

to the cooperatives;
 

2) Seven storage silos integrated into existing cooperatives.
 

1. National Office
 

1.1. Objectives
 

1.1.1. With regard to the storage units:
 

a. Construct X silos.
 

b. Disburse and put into operation the revolving fund.
 

Provide extension services to the selected cooperatives
c. 

and provide training in management and cooperative
 
philosophy.
 

1.1.2. At the national level:
 

Put into operation a trained national and regional extension
 

system.
 

1.2. Resources (Means)
 

GOR (Governent of Rwanda) anJ CLUSA Cooperative League of 
the USA)
 

on November 9, 1981 to pool their resources in
 agrued by aemrwvnH-t' 

order to undertake this project.
 

1.2.1. GOR Resources
 

a. Financial Means: The COR participation through personnel,
 

office space and supplies amounts to 5,536,000 FRw (approxi

mately U.S.$61,000).
 

The GOR cooperate-i with tho project
b. Institutional Means: 

by 	political and insvtitutional backing, particularly by 
coopera

putting an empaLos in itg five-year plan:i on the 

,jtorage facilitiej.*tive movement and/,r improved 

ere to a citation from the third Five-Year Plan 
of the Minintry of
 

We refer 

"Una itructuro do coordination
 

Asriculture and Livestock (September 1981:25). 
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c. A grant from UNCDF (United Nations Capital Development
 

sum of 25,480,000 FRw (or U.S.$280,000)
Fund) for the 

for the construction of 7 silos, equipment, vehicles
 

and a revolving fund.
 

1.2.2. CLUSA Resources
 

A contribution of 29,687,000 FRw (or U.S.$327,000) through
 

an OFG with AID for logistical support and technical assis

tance.
 

1.3. Results
 

1.3.1. Construction: The 7 silos were built along a quasi north

south axis and including both food deficient and excess pro

ducing regions with the goal of stabilizing regional comple

mentarities, especially through intcrcooperative channels.
 

state of the buildings
Other colleagues were to examine the 


and the conformity of inputs.
 

the Cyeru Lilo which has not dried properly.
Brief mention of 

A study is needed to determine whether high altitude silos
 

should be built differently or transformed into warehouses.
 

The donor envisaged a sum of 8,918,000 FRw
 1.3.2. 	Revolving Funds: 

for the revolving fund. In 1981, 4,460,082 FRw was put at the
 

disposition of the cooperatives based on their projected buy

ing needs. FRw 3,297,412 were used.
 

The National Office has set up a
 1.3.3. Accounting and Reports: 


renorting and accounting system which appears to be simple and
 

However, there is a lack of basic statistics colworkable. 

lected. We propose that the following data be gathered system

atically.
 

a. Economic forms to include: the weight, price and type of
 

and from whom purcha-od or to whom
product bought and sold 
sold.
 

b. Forms for teaching methods to include all interventions
 
time,


according to aims and defining contents, length tef 


methods and observations. 

sera 	chargde du contrl3' tchnique et financier de 
ayant competence nationale 

I'OPRCVIA"-A ,-,ordinating body
des silos sousj l; qupervi:iion del'ensemble ,e charged with

under tne supervision of OPROVTA will 
at the national levl 

thet technical and finaacial control of all the silos,
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c. Individual Member forms which will allow greater 
precision
 

in following the deposits and withdrawals of products and
 

will allow analyses according to various criteria to 
be
 

made (communal sector, member/nonmember, relationship 
of
 

deposits/withdrawals, etc.)
 

1.3.4. Training. Through visits to silos, meetings with personnel
 

and a test given to silo managers, we can conclude 
that although
 

a large effort was devoted to training, it was insufficient.
 

The projected goalq were not completely realized 
due to a lack
 

Training needs to be
 of availablt.: personnel and resources. 


strengthened and systematized. Strengthened in terms of per-

Now that the training
for field trips.
sonnel and resources 


(sequences?) program is known, it needs to be 
systematized.
 

The training objectives need to be better defined 
and original
 

and adequate training materials designed. Collaboration with
 

the Center for Cooperative Training needs to be exatiined also.
 

At the regional level, eight cooperative exten1.3.5. 	 Extension. 

sion agents received supplementary training in 

cooperative
 

management in Cotonou (5 months).
 

At the national level, there has been a recent 
changeover in
 

Five people are currently on
 the personnel in the office. 

the staff and others are expected to be hired. This new
 

personnel needs training, especially in terms 
of cooperative
 

development.
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TABLE ONE 


SYSTEM
 
SYSTEHE
 

Members 

Hembres 

Increased revenues 
revenus 1B
/ 
denr~es 
increased foodstuffs 

B1 cotisation membershw 
produits dues 
argent products 
m.o. money 

labor 

CooperativesP 
Cooperatives 

services 
services 

/__
--
vie cooperative 
cooperative life 

2B St------e 

Stokage
tocage 
B 

' B2 
land 
terrain 
personnel
personnel 

1A 

National 
Level 

reform of economic circ its 
assainissement circuits 6conomiques GOR 

Niveau l 
NationalBureau 

- _ 

SA 
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RESULTS OF TEST GIVEN TO SILO MANAGERS 

Results 5 

Storage Techniques Cooperative Management TOTAL COOPERATIVE 

Na 

Habumuremyl Froduald 

Q1 Q2 Q3 Q4 Q5 Subtotal 

512.5/2.5/2.5/2.5/2. (out of 10) 

1 2 2 0.5 2 7.5 

(out of 20) 
Q1 Q2 Q3 Q4 Q5 Subtotal 

5/2.5/2.5/2.5/2.5/2. (out of 10) 

2 0 2 0 2 6 13.5 KOPIAN 

Havukiralie Pontien 1 2 2 2 2 9 2 2 2 2 2 l1) 19.0 COPADAGI 

Gashcngore P. Damien 1 2 2 2 2 9 2 2 2 0 2 8 17.0 COCODEGI 

Bwanakeii Charles 1 2 2 2 2 9 2 2 2 2 2 10 19.0 CACOPAGI 

Nsabi-3na Laurent 1 1.5 2 2 2 8.5 0 0 2 0 2 4 12.5 CODAPAKI 

Bashakira Fran ols He is president of the administrative council of the cooperative 

and he never received the'training given to cooperative managers. 

CODEBU 

The test had two sections: one dealing with storage techniques and the other with cooperative management.
 

Each question was scored two points and the total possible was 20 points.
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1.3.6. Future Identity of the National Office
 

The National Office currently oversees 7 silos, butsoon will
 
oversee close to 50 silos. 
 It will resemble TRAFTPRO or the

Popular Banks (Banques Populaires). Managing such a complex

is not very compatible with the constraints and approaches of
 
the administration. The necessary mobility for training has
 
suffered. 
 It is critical to identify at the appropriate

moment, but fairly soon, the new de:Unition of the National
 
Office: its legal definition (project, union, etc.) and its
 
scope of work (financial control, training, cooperative exten
sion, promotion of intercooperation, etc.).
 

Out of this legal definition of the National Office will come
 
the legal and accounting definition of the revolving fund.
 
The system of regional, extension to bu adopted will also
 
emerge from the definition of the National Office.
 
This definition is essential and should be viewed as a top
 
priority by all partners to the pruject.
 

2. Storage
 

2.1. Objectives
 

a.
Raise farmers' incomes and food availability to them.
 

b. Enhance the range of cooperative services available and improve

cooperative life.
 

c. Reform the economic circuits for food crops.
 

2.2. Resources
 

a. 
Member level: cooperative dues, contribution of products, payment
 
for services, eventual participation in construction.
 

b. Cooperative level: land, personnel, institutional experience.
 

c. National level: National Office (see Section 1).
 

2.3. Methods. 
The silos can fulfill three functions:
 

a. 
Purchase from farmers, store and sell to other regionis'in the
 
country.
 

b. Purchase from other regions in the country, store and supRly

provisions to the local population.
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c. Purchase from farmers, store and sell back to farmers 
during
 

lean months.
 

2.4. Results
 

2.4.1. Cooperative Level
 

1) Tonnage: The total purchases by November 1981 equalled
 

For 1981 the actual capacity of storage used
233,672 kg. 

was 33 percent of the potential.
 

In practice the
 
2) Margins: The admitted margin is 5 FRw/kg. 


to 5 FRw. It is based
 
margin used varies between 1.5 FPRw 


according to the merchants' prices and is always 
more favorable
 

their prices.
to the farmers than 


too soon to evaluate the usage of the
 
3) Usage results: It is 


silos; the seasons have overlapped so it is necessary 
to wait
 

season to get the first results.
the 1981
until the end of 


4) Plan of silo: The plan of the NDORA silo (half silo, half
 
can
 

warehouse) seems more .flexible and more useful 
since it 


adapt better to the evolution of cooperatives 
iLnto multi

functional entities.
 

5) Multi-functional Coop-aratives: The project is reanimating
 

involved. There is still
 
the cooperatives with which it is 


much to be done in terms of training. The current size of
 

thou;and members) contrathese cooperatives (averaging one 

Within
 

dicts the imperatives of efficacious 
teaching methods. 


the popula
this size, it is not possible to tro.in the mass of 


inform them properly. The National Office seems
 tion or even 

to be aware of this problem.
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TABLE TWO VOLUME OF PURCHASES
 

(November 1981)
 

Cooperative 	 Sorghum Beans Total
 

1980 1981 1980 1/1981 2/1981
 

Cyeru 10000 - 2363 - - 12363 

Gatonde - 6268 - - 10471 16739 

Gikoro 11000 50516 - 10000 - 71516 

Gishamvu - 36156 - 9858 2640 48654 

Giti - 33385 - - - 33385 

Kigembe - 20000 - 9039 - 29039 

Nyarutovu 2437 14475 - - 5064 21976 

Totals f 23437 160800 2363 28897 18175 

I 184.237 49.435 233.672 

Source: Statement of Stocks on 16.10.81 plus amendments. 

Remarks.: 	 Some differences in these figures were discovered while in the
 
field, especially at Cyeru, where close to 16 tons in 1981 had not
 
been registered with the National Office.
 

Commentary: Theoretical Calculation of Annual usage:
 

Maximum: 90 tons x 7 - 630 tons.
 

1981 tonnage: 160,800 + 28,897 + 18,175 - 207,872 kg.
 

Usage: 33%.
 

http:16.10.81
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2.4.2. Population Level
 

1) Regional imports and exports: When the silo fulfills these
 
two functions, its advantage is obvious at the level of the
 
population. Except for cases of management errors, silo prices
 
are cletlrly more favorable than merchant prices.
 

2) Reduction in losses: We now know that the original figures
 
proposed concerning losses under traditional storage methods
 
were overestimates. We can provisionally say Lhat losses
 
average about 5% of goods stocked, but this needs to be veri
fied by a systematic countrywide study. Thus, the value of the
 
silo in this domain is less evident.
 

3) Commercial relations with lu population: Sixty percent of
 
the goods bought by the s ' in 1931 came from the population
 
at large. We do not have the equivalent figures available
 
for sales.
 

4) Silo bank: The population values the silos for three prin
cipal reasons:
 

1. the silo buys one's harvest for a good price;
 

2. the silo is safe (i.e., from thieves);
 

3. the silo stores their harvest within the local area
 
(taste, varieties).
 

5) Comparison of costs: In order to have food and seed available at
 
opportune times, the population can choose between four options
 
with different prices. The storage of 100 kg. of sorghum during
 
10 months costs: 

Traditional system + malthion 40 FRw 
Traditional system 132 FRw 
Silo 400 FRw 
Merchants 800 FRw 

(See Table Four for explanation)
 

The silo therefore functions as a rural credit on stock with an
 
interest rate of about 20%.
 

6) Increased production: In the measure that the silo buys the
 
population's harvest, the silo may act as an incentive for
 
increased production. This needs to be further verified.
 

7) Research: It is necessary thut the proposed studies be under
taken before each silo is built so that a reference base line
 
exists.
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TABLE THRE
 
ORIGIN OF PURCHASES IN 1981
 

(KGS)
 

Total
Merchants
Cooperative Population 


Cyeru
 
16.739
0 16.739
Gatonde 


49.402 11.114 50.516
Gikoro 

34.710 48.654
13.944
Gishamvu 


0 33.385
33.385
Giti 

0 29.039


Kigembe 29.039 


0 19.539 19.539
Nyarutovu 

207.872
82.102
127.770
Total 


40 10060
% 


on 16.10.81 plus severz). atnundments.
Source: Statement of stocks 


Remarks:
 

the total for both sor.,,,m and beans.
1. The numbers given are 

2. Cyeru seems to have not function-,d; in fact, 16 tons of nonregistered 

sorghum were commercialized. 
represent

includes member:; and non-members. The member-
The population3. 

(beans) and Kigembe (beans). The 
100% of the population at Gishamvu 

do not make the distinction.other cooperatives 

Commentary:
 
Catonde and Nyarutovu.
total importer-s:
1) Cooperatives which are 


which is somewhat of an importer: Gishamvu.
2) Cooperative 


3oe purchases: Gikoro.

3) Cooperitive which makes local 

local purchases: Giti and Kigembe.
4) Cooperatives based to-tally on 


http:16.10.81


COMPARISON OF STORAGE COSTS
 TABLE FOUR 


Cost of storage Total
Cost of losses
Method 
 FRW
FRW
FRW 


1. Traditional system
 40
10 

plus malthion 30 


132
0
132
2. Traditional system 


400
400
0
3. Silo 


800
800
0
4. Merchants 


Source: ISAR (1979) and others
 

Remarks: 

Hypotheses:
 

a. Quantity: 100 kg. of sorghum
 

b. Storage time: 10 months
 

c. Losses with traditional system according 
to ISAR: 6.6%
 

d. Losses with malthion according to 
ISAR: 1.5%
 

Quantity of malthion: 100 gr/100 kg
e. 
f. Cost of malthion: 10 FRw/100 gr 

g! Losses in the ;ilo: 0 
the silo: 4 FRw/kgh. Cost of 

k. Losses with merchants: 0 
: 8 FRw/kg
J. Cost of merchant 


k- Purchase price of sorghum at the silo: 20 FRw
 

The ISAR figures remain to be verified 
throughout the country since they
 

are based on research at Gatovu. 

it is compensated by
 
The cost of storage in silos remains high;


Co, entarY: 

the credit and the security.
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2.4.3. National Level
 

It is too soon to s(e the results of the reform of the econoraic
 
circuits, but two remarks should L_ kept in mind by the sta.f
 
at the National Office.
 

a. The politics of determining price ma,.gins and the provisional
 
operating costs of the silos are not cicar. The current 
range is quite large because merchants use dishonest prac
tices in noncontrolled regions. But, if the project is to 
become a national success, the silos will be confronted with 
smaller and smaller margins if t i,y want to romain competi
tive. 

b. The organization of intercooperative circuit!;: I'liese need to 
be created. But experience, observations and economic cal
culations indicate that a great deal of prudence is needed. 
This work should be undertaken bit by bit and executed only 
when it is profitable. 

3. Conclusions
 

3.1. Economic Level
 

The co4t-benefit relationship is not quite clear. The economic cal
culation of the margins and circuits remains an urgent priority.
 
The analysis of intercooperative circuits also calls for prudence.
 

3.Z. Cooperative Level
 

The model of specltc extension ,;eems to be a viable alternative to 
the classic exten.ion system. 

In order to as!;ure that the cooperatives are able to become multi
functional, training at all levels needs to be strengthened and
 
systemati ed.
 

This experience t .eemn vo be an important stage in the emergence 6f 
th4 Rwandan cooperative movement. 

3.3.. Institutional Level 

'The future identity of the National Office remains to be defined.
 
The definition of this identity is of great importance-and should 
to given priority. At this point certain options seem necessary, such
 
Nsl: 
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- the identification of the revolving fund: 
until a definite
 
decision is made, the funds could be deposited in the Popular

Banks and administered by a tripartite committee composed of a
 
delegate from the Ministry, a delegate from CLUSA and a delegate 
from the Popular Batiks. 

- the extension for cooperatives according to a classic model or 
according to a specific model. At thi,; point the choice of 
staff and their training needs to be decided. 

On this delicate institutional aspect:
 

It is very desirable that punctual support be given to reinforce
 
the capacity of the National Office to make propositions to the
 
partners.
 



ANNEX II 

STAFFING PATTERN OF DEPARTMENT OF COOPERATIVE ACTION
 

SECTION POSITION 

Direction Director 

Advisor 

SECRETARIAL Cheif 

& ACCOUNTING Book-keeper 

Secretary 

Clerk-typist 

TRWINING & Chief 

MANAGEMENT Training Asst 

CONTROL Mgt Control Asst 

CONSTRUCTION Chief 

Asst Constr. Tech 

TOTAL POSITIONS: 10 ( American Advisor) 

TOTAL VACANT: 5 

NEW SINCE 8/81: 2 (+ American Advisor) 

INCUMBENT 
BEFORE AUGUST 1981 


FMlicien Kayinamura 


Jim Alrutz 


Thaddie Utumabahutu 


Agnes Uzamushaka 


CURRENT INCUMBENT 
,,
 

Wellars Magorwa
 

Jim Conway
 

Thadd6e Utumabahutu
 

Vacant
 

Constantine Ntuyemukaga Vacant
 

M61anie Mukambanza 


Pie Mutunzi 


Franqois Mwiscneza 


J. Damascane Giruku
bonye 


Vincent Mpamira 


J.M.V. Kanyankors 

Vacant
 

Pie Mutunzi
 

Alfred Kabeza
 

Vacant
 

Vincent Mpamira
 

Vacant 



ANNEX III
 

LIST OF MATERV.LS BOUGHT BY THE PROJECT
 

Training
 

Drawing materials
 

1 megaphone
 

I cassette taperecorder (stolen)
 

I calculator (stolen)
 

1 English-French dictionary
 

1 wooden bookshelf
 

5 camping cots and accessories
 

Construction
 

1 calculator
 

1 pencil sharpener
 

I drawing ruler
 

1 T ruler
 

1 hammer
 

1 water level
 

Secretarial/Accounting
 

I bookshelf (borrowed from USAID)
 

3 calculators
 

I grain,tester and accessories 

1 transformer
 

1 thermometer
 

2 hand calculators
 

1 stapler
 

I hole punch (stolen)
 

1 nylon rope
 

2 typewriters
 

2 petty cash boxes
 

http:MATERV.LS


ANNEX IV
 

Glossary of Abbreviations
 

AAO AID Affairs Officer
 

AID Agency iur International Development
 

CRS Catholic Relief Services
 

CGS Cooperative Grain Storage Project
 

CLUSA Cooperative League of the USA
 

ISAR Rwandan Institute for Agricultural Research
 

LCS Local Crop Storage
 

MINAGRI Ministry of Agriculture and Livestock Production
 

MINAD4SCO Ministry of Social Affairs and Community Development
 



RAPPORT DE L'EVALUATION
 

DU
 

PROJET DE SILOS COOPEDATEYS (CGS) 

No. 696-0108
 

DATZ Novmbre 1981 

MUIPE: Paul Willot 
Dian Putman 
Norman Olsen 
Brook* Stallsmith 



I. 	R coumandations Ddcoulant de Catte Evaluation
 

1. 	Pourvoir la Projet de personnel jusqu'l son plain offectif autorisi. 
2. 	Elaborer un programm systfmatique pour la formation du personnel A
 

tous lea niveaux du nouvement coop6ratif.
 
3. 	Amliorer lea prochdures do contr81e des stocks. 
4. 	Former un agent do cadre par .prefecture chargd de suivre do pros lee 

activit6a den silos a l'intrieur do la prefecture. 
5. 	Etudier la question de savoir cothent la promotion du dfveloppewent 

des cooperatives pourrait Stra envisag6a sur une baso organisation
nalle. 

6. 	M ttre au point un programme destin6 a encourager lea membres des
 
coop~ratives a donnsr une contribution par l'umuganda A laura 
cooperatives. 

7. 	Fournir A I'Squipa du projat des bureaux suffluants. 
8. 	 Nomuer une secrftaire pour l. projet.
 
9. 	 Autoriver le Directaur do l'Actiou Coop6rative A signer lam ordres
 

de misson pour l'quipe.
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II. RfisumA 

La Projat de Silos Coopiratifs (COS) eat entr6 dne asa phase 
opiratiounalle an novembre 1978 noun V'action de la Ligue des Cooperatives 
des Etats-Unis (CLUSA) au titre duns Subveution d'un Programme Opgration
nel (Operational Program Grant) (OPG) dont la,date d'achavement, fix6a 
initialement en octobre 1980, a Stg prolongge jusqu'en dkcambre 1981. 
La CLUSA a assurA l'assistance technique dana la formation, la vulgarisa
tion et la geation pour compl~ter lea contributions apport6eas par le 
Gouvernemant Rvandaia (GO), le cooperatives elles-uimes at le Fouds des 
Nations Unias pour le D~vsloppement du Capital (United Nationa Capital 
Development Fund).(UXlDF), qui out financ6 ls construction do sept silos 
de stockage a. un fonud do roulement pour pormattre lour fonctionnamant. 

La conf,truction des silos .'~'. achov~e avec succas vers novembre 1980 
eti1 ort com 1nc6 leers activit~s apr~s la p6riodo do s~chago requise.
 
L'humidicd constitue toujours un problame dana le zones de haute altitudi
 
at des techarches devraient tre entreprises au profit du projet de
 
Stock.a e Local des Rdeoltes (LCS). Etant donn6 qua lea silos fonctionnent 
an gdnfral depuis moins d'une annie, il eat encore trop t~t pour savoir
 
9i le .'evonu des agricultaurs a augment4 at si lea pertes au stockage ont 
6t6 r~d~titos.
 

En ddpi" des efforts consid~rables consentis pour la formation at la 
vulgarisation aux niveaux do la nation, des cooptratives et des membres, 
le manque do personnel exp rimant6 au bureau central n'a pas permis 
d'aboutir aux r6sultats escompt6s. 11 faudra, A l'avenir, renforcer at 
syst6matiatAr cis efforts particuliarement au niveau national et au niveau 
do la base. D.tns l'ensemble le projet semble avoir conatitu6 une activit4 
pilote r6ussia. 

111. Mgthodologie..
 

La CLUSA et 1'USAID ont antrapris, pendant trois semaines, au moi de 
novembre 1981, un Evsluation conjointe de la partie du Projet de Silos 
Coop~ratifa achevie, en vue d'Avaluar le succas du projet at do faire des 
recommandations pour la douxiame phase connuse sous l'appellation de Projet 
do Stockage Local des RAcoltax (LCS.) L'Aquipa d'Evaluation Atait constitude 
par un expert an sciences sociales do d~voloppoennt (d&velopment social 
sciences) reprlsantant la CLUSA at un anthropologue repr6sentant V'USAID; 
daux mmbres du personnel do l'USAID/Kigali ont fourni lee "inputs" at cinq 
personna provanant du MI11ASODECO se sont jointes I nous done les discussions 
at lea visitas our la terrain. 

Las documents du projet, lea inspections our le terrain, les entretians 
at lee discussions avec lea personnes concernles et/ou bien informdes our lea 
coop4ratives at lea silos au Rwanda out conatitug lea principal.a sources 
d'informationa. Ces personnes coprsnaient le Hinitre des Afaires Socisles 
at du Dhveloppmrnt Commnautaire; tous les meibras du personnel du proJet 
sortant at entrant disponibleos au hiveau ational; lea g6rants des silos; 
lea menbras dam conseils d'administration des diverses coop~ratives; lea 
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mubres des coopiratives at d'autres agrlculteurs locaux ainsi qua 
certains embres du personnel du Catholic Relief Services (CRS), du
 

Ministare do l'Agriculture (MWR.I)at do 1'Inatitut des Sciences
 
Agronomiquas du Rwanda (ISAR). L'Squipe a consacrA un tiers do son tamps 

so soutI des visites sur Is terrain. Use ont visitf nix silos at 
particulilrement intgreun6s aux cooperatives KOPLN (Nyarutovu), CODEBU 

(Cyeru) at CODAPAKI (Xigeube). Cos trois coopgrativas ont 6t6 choiuiss 

pares qua I personnel du projet estimait qu'ells incaraient bian lea 

succas at las problaas qu'avait connu 1s projet. 

La point do d6part de 1'4valuation Atait 1. cadre logique coutenu 

dana la proposition da l'OPG pour Is projet COS at lea terms de 

r~ferance proposes par l'Attachi pour la Coopfration/K.gali. Le projat 

AtS consid~rd sous cinq perspectives diff6rentes: l'iVipact institutiona 
nal, lea aspects formation/vulgarisaton, l'impawt technique, financier 

at socio-Sconomique. En cantrant son analyse tant au niveau national 

qu'au nivoau local, l'6quipt a pu examiner los liers institutionnals qua
 

devalent dfiveloppar Is projot, identifier lea probl-mes, at do IA, faire
 

des recommendations pour la dauxiamoo phase.
 

IV. Facteurs Ext~riaura
 

La principal objectif do la stratdgis do d~valoppoment du gouvernoment
 

eat do satisfaira lee basoins alimentaires do la population. Fn outre,
 

1& politique officielle du gouverneaot, dans le passd comma aujourd'hui,
 
d4vilonement des coop~rativea I
consista I organLaur at A soutanir l 


travors la pays. Le gouvernem-nt continue A donn.,r un soutioh politique
 

at institutionnel destin6 A favorlaor la d~veloppoment des coop~ratives
 

en g~n6ral, at, avoc l'a.Ja du financeuent do l'AID, il encourage la
 
at
silos des coopiratives par la trucheoment du projet LCS s'emploie A 

formation coop rativa.perfactionnor laur personnel A travyrs la centre do 

Un soul problclmo devra retenir l'attention particuliare do tous lee
 

la future idencit& du Dfpartemant
partanaires au projet LCUS; L s'agit do 
CR
de l'Action Coop6rative plac6 actuallemont au main du MINASODECO. 

bureau central national sot responsable des activits int~rasant 
touts 

Avac rien qua sept silos, la lea coop6ratives anregistr~ss dana 1s pays. 


travail ofticace malgrA quolquos
direction du bureau a r~alisE un 

l'Installation


problames do mobilitg at do disponibilit6 du personnel dus 
Avec pros do cinquante silos A 

du bureau A l'intAriour d'un manistdre. 


g6rer, l'Aquipe estima qua 1. bureau pout r6clamer une plus 
grande autonomie,
 

aenra do cell* accordle I TRAFIPRO ou aux Banques Populaires, 
pour plus


du 
l'Atendue du travail qu'on attribuora
 d'efficacitA. La d~finition Bfgnle at 


systitrie de vulRarisation
I ce bureau central d~terminaront, A leur tour, l 

rigionale I adopter ainmi qua l'utiliAation des toude do roulament au titre 
Ie troisiamo

II convient de noter l'indication contenua dana
du projet LC3. 
 coordination
plan quinquannal du HINACRI (1981) A l'otfet qua "un organs do 

au nivoau national, placA sous Ia supervision do 1'OPROVLA, sara chargA du 
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contrble technique at financier do tous lea silos." I1 est recommandd 
quo le MINASODECO, la CLUSA at 'AID S6tudient la question do savoir quells
organisation conviendrait l misux pour favoriser la croiesanee at 1. 
dfveloppemant des coop6ratives. 

Un recul tamporair4 pour 1U projet LCS a At& marqud par le changement
substantial intarvnu dana 1. personnel du bureau central. De l'Squipa
do dix kwandais qui Staient an place depuis 2 an at demi, il na rate 
?lus quo trois, at cinq postes sont encore inoccupds. La nouvelle 
dquipe paratt assaz comptante, main els aura tout do mGme besoin d'una 
formation, particuliarement dan la domains ,lu d6voloppomant coopgratif
at d'un certain tamps pour s'organisar. (cfr. Annaxe II pour l mode 
d'engagGmant du personnel)
 

Lea hauts fonctionnairas du Ministare jouent un r6le actif dans les 
fonctions d'61aboration do politique at dane I& gestion d'una varit6 da 
programmes hautement prioritaires. Pour coda, ils ont limit6 l temps
consacr6 aux travaux administratifs. Catte situation fait qua lea af
faires relativement routiniaros, tellas la asinature des ordreas do mission
 
subiasent fr6quamment biucoup do retard. 
 Ii y aurait moyen d'6viter ces 
retards, d'all6ger la charge des hautn fonctionnairos at d'acc6lerer le 
travail du Hinist3ra, en autorisant le Diractour da l'Action Coop.irativeA signer lea ordras do mission pour l'Squips du projet. Lea bureaux at 
la scr6taire constituent des probl _mas difficiles pour l'6quipo du 
projet. L'Sfficacitd do 1'aide fournie dan! ce domains eat affaiblie par
1e fait qua catta aide eat Aparpill6e. Bien qua des bureaux soiont four
nia, ila so trouvent tout do mAie ontreaml~s avec coux reserv a A d'autras 
programmes. La m~ma chose vaut pour l'Vasltancs des services do 
secrftariat, c.A.d. qu'ils sont fournis par lensemble du service do 
secr6tariat du MKiistare. 
Ctte situation r~duit 'efficacitA et 1'identi
tication avec 14 projet. Ii eat donc racommand6 do tout mettru an oeuvre 
pour procurer das bureaux appropri4s au projet, pormxttant tout le person
nel do travailler ensamble. 
Par aillaurs, ii faudrait nonunr una secr~taire 
pour l projat. 

V. Inputs 

Los "inputs" (terrain, nattriaux do construction, main d'oeuvre,
vShiculas at Kquipewnts) pour la phase do construction devaient provenir
des fonds du gouvernemant, des coopgrativen at do I'UNCDF. Cam fonds 
semblent avoir &tA officaces, opportune at bien gArls. La CLUSA pour as 
part a &chet&une VW Combi, des fournitures do bureau at du matlrial do 
fornation. L. vdhicule eat cantr3l6 suivant lea procidures habituelles
 
du MINASODRCO. Ii faudrait quo les syetama rudimentaires de contrrie des
Yvhicules at des stocks soient plus fouills, explicites at adapts aux 
besoins croissants du projet. 
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L'UNCDF a fourni le fonds do roulament des silos qui a fti utilis avec 
sucs. En vertu du projot LCS, l'utilinatiou at le genre de ca fonds 
(subvention, prit) devraient Stre dhfinis plus clairement tant au niveau 
des coopiratives qu'au niveau national. Des cours at du matfrial A l'usage 
des coonJvaLives locales at pour 1& formation Z l'intirieur du pays ont 6ti 
mis au point. 1A projet itait en retard our le programme A cat affat A 
cause du manque do personnel qualifig au bureau central. Un systems de 
comptabilitA at d'6laboration de rapports I 1& fois simple at pratique a 
Atd mis au point aux silos. 

Le personnel original du bureau central avait le qualifications approprides, 
si bien qua, min A part un sminaire our lea techniques de stockage des grains, 

y a eu peu de programmes de formation officials. 

Bien qua toutes leI coop6rativen aiont participS 1 la construction, aux 
operations at a la formation qu'impliquent l'installation d'un silo, la degrS 
do cette participation Atait' trAs varil at dSpondait du dynamism. du bourg
mestre local et des mambres des coopgratives. 

VI. Outputs.
 

La construction des 7 silos s'est achevAe vers Is moie do novembre 1980 
at let silos, a i'exception d'un saul, ont commanc A fonctionnar apras la 
piriode do schage requise. L4 silo de i CODEBU, situA dens uno zone do 
haute altitude, continue I souffrir des problameo d'humiditg. II faudrait 
qua des recharchas soient antreprlaes pour ddtorrdnm.r ii lea ni'2i des 
r~gioua do haut:e altitude devraient Stre conquo diff~reranent ou traviorm~A 
an entrop-ta. Zn 1981, la capacitA do etockaga utiliJI!a rdellement no jituait 
1 33% du potential. en dessous du niveau pr~vu; maia ca Yiveau Atait satis
faisant compte tanu do la nouveaut6 du projet. 

Le fonds do roulenmnt eat contr~ld par In bureau central at distribuS aux 
coop~rativas salon lours bosoins d'achat. Ca systems parmat ume plus giande 
flxibilitA financiare pour n'importe quells coopgrative pendant una salson 
donne. La fonds disponibles suffisent jusqu'l pr4.oent, main den questions 
oat AtA eoulev9es A propon des fonds dioponibles pour 10 projet LCS. La 
souls autre source du fonds doam cooperatives eat constituAe actuallement par 
lea cotisationA annualleas des mambrea si bien qu'il faudra attendre quolque 
tampe avant qu'elloo nopuiaseandavenir financiaremnt autonomes. L'(quipa 
d'dvaluation a noth avec satisfaction qua des Etude. suppl~mentaires du 
fonds do roulment soront entreprise &ous peu. 

La formation do base dan* lesop~rations de silos a &Atd dispensAe aux
 
individue reviplibbant Is double fonction do g~rant/comptable. Un effort 
raisonnable itAt6 fait par 14 personnel du bureau central pour former Is 
peroonal cadlre; iI faudrait toutmfois accrottre it systativer cat effort. 

Bien qu'Ll existe des eyst~uwa do comptabilitt at d'Alaboration do rap
ports bimplea, U1 faudrait bion lea ronforcer auset. 11 faudirnit collecter 
certaines statistiquas do base pour survei-ler 1* arche des activits des 
silos. Il faudrait tablir un formuilaire pour consigner lea information* 



matantes pour chaque trannaction:achat ou vandu at is 
1. poids, is prix at is typeclient (veudr ou do produitacheur)."-t n-cssaire pour tin autreformulairech-que meubrs individual dans is butdgp~ts at dsnregistrrlea rotraits do produits. .laLas gtrants at Is consil d'administration out besoin 6galemant d'uns formation plus poussle danmfunanclars at lea politiqu, la geation

den prix.
 
lien qua des activltd


Ia nation, 
do formatiou aiut dtA entroprisos aux niveaux doden eoopirstives et des mombres, cellss-ci u'ont pas satisfait
lam besomn. du personnel actual. 
 La raison on sacd'oeuvre qualifi4 1e umnque d'una main
 

I d'auts niveanx. 
au niveau national, capable d'antreprandre la formation
-Los efforts cousentis par is1muables, main personnel disponible out


fondamont 
il faudrait la randro plus sYstSmatiques pour asseoir Isdo l'Alament formation du projet LCS. 
 11 rest* actuelloamnt un
saul membre du personnel expdrimentS dan
cO sonn, I& formation coopgrative. Danale projec a ddgndr4 depuis s tous premiers d6buts.
 

VII. ObjActif.
 

Le projet CGS so proposait trois objettifs: "1)stockago pour lea famills agricol 
ia rlduction des prtas au; 2) i)augm.ntatin dufamilies; at 3) l'amdlioratioa des services revenu do coa 

Vu quo lea silos at den opgrations deso nt an gdnvraumomns coo"ratives.e 
encore tme anna do fouctiorunmene il et
t8t pour fivalur l'impact du projat sur lea 2 premiers oblectifs.
faudrait ndanoins dire doux mots A ca sujet: 1) Nous savons 

11
 
lea maintanan
chiffros fournis A lorigine pour estmnwer lea portos avec lao mthodes 

qua

traditionnallaS
8taiant trop 4lavds do tolls aorta qu'il sera probablenentimpossibla qua lea silos rialiasent ls r~duction des prtes pr~vue; ensuite
2) lea couts du stockage pour un agriculteur utilisant un silo
la la moitid do amblent reprlsoantercaux qui sersint dus ail uilissit tn commorrant. Toutefois,1s coOt du silo dlpasse do loin le coat du stockage d'apras lea mithodan traditioanollas 
avec ou M me mans l'utilmsation do "malathian" (cfr. Willot, Annex.Le silo contribua indirs-tamant A l'suglmntation du revenu des agriculteurs an 

I).
fournissant un cantre do stockage sar, c.l.d. I l'abr 
 des voleurs, at fourn--t
une source do liquidic~s pour lagricultur puisquil achAte son produts localest 
A des prix plus inftreasants que ceux oforts par l...
comoronts 
 o

Tout lea silos, A l'oxcaption d'unnails au cours do l'annle dernirs. 
soul, sout entrin dans la phase opdration.

considlrablement selon lea coopfratives.
mnt intgrg Dana certains cam, le silo Set 


La succAs de lours opirations varis
 
dana lea coopgratives entilro.entits at ls activit...-ntrepre
sont par lea
fongue. do facon A pouvoir so d eux 

cam, V'intAgration du silo dan 
soutenlr mutuallemont. Dana d'autrs

Dona tous l4 lea activit o do Is cooprativecam, capndant, iesmbre foyan no 
para t minims.sable pas prendroMat aux dcisions partantlar.ac I is .Stion des coopratives. 
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VIII. But/Sous-But 

Le cadre logique du projet CGS prisente deux butst "1) augmenter 10offr. des 
haricots at des grains dans lea rigious du projet; at 2) accrotrs 14s services 
offarts per leo coop6ratives A cas rigions." Las .silos ont fonctionn6 suffisam
ment de tamps pour qu'on puisse diterminer si le premier but eat rdaliBA. Dans 
las rfgions d~ficitaIres les opgrations du silo fournissein des vivres A des 
prix inf~rieurs I caux pratiquds pr6cdAdemiant par lea commar;ants. Salon des 
informations prilimina-iras, lea silos one galemant joug un role danA la 
stabilisation des prix sur l marchd local; toutafois, ce rla dolt cire encore 
plus zarque. A partirdes silos du CRS qul ant fonctionnS plus longtemps, on 
n'arrive pas encore I savoir exactemeut mi la pr6sence d'un silo dan uns r~gion 
encourage la population A amfliorer la production agricol3.
 

En fournissant des facilit~s da stockag4 dana lea r6gions locales, las silos
 
4t de 13. lea coop4.rarives, offrent do nouveaux services a laura habitants.
 

Le but do longue porta du COR eat do umttra our piad des coopfrativs multi
fonctionnelles viables; cependant, un patit nombre de coopdrativeas approchent 
ce niveau do ddvelop~tmant. La plupart d'entre loes ont eu un regain do
 
vitalit6 avac la construction des silos at Is plus grands partia de laurs services 
consists an r~alitS on un petit ,agasin do dtail at an des facilitfs de itockage. 
Una formation plus pousse A Is fois dans La geat4 on at la philosophie dos coopE
ratives sara nicessaire pour satisfaire le but des coop~ratives multifouctionnellas 

LX. Bfndficiaires.
 

11 Stait prfvu qua 4.400 familles utilisant lea silos devalant b~nificier 
directement du projet qui augmenterait laura revenus, rfiduirait lea pertes au 
stockag,, fourniralt do mailloures seances at garantirait une offre do haricots 
at de grains pendant lea mois dificitaires A des prix favorables. 13.000 famillss 
devaient an bfn-ficier A travors l'augmentation do l'offro des haricots at des 
grains at una stabilisaton das prix. D'aucro part, lea coopratives joulsmant 
d'unm illur fonctIonnament devalent fournir plus do services aux mmbres A des 
prix r~duits et permattre aux individus une plus grand* participation dean lea 
efforts do dveloppemont au niveau local. La GOR devait Agalament an bfnaf cier 
an priparant un personnel bian foral dane Is gestion des coop6ratives. 

Tous ces bfndfices se sont-ls mAtirialisis? La verdict our ce point et peu 
concluant, at 14 nombre do b~ndticiaires proprment dits est ditfficilo A priciser. 
Coma nos l dislmoa plus haut, il eat rop tet pour savoir si le revenu des 
agriculteurs a augmant6 at s1 les parts& au stockage ant At& r~duites. Las 
rdsultats dae entrations somi-dirigis avec lea ambres das coopfratives at lap 
agriculteurs non-aambres dana ls r~gion du projet indtquent qu'il exists una grands 
variation dans la connaissance des activitis de cooperatives at done ls partici
pation I coo dernires. LeA ,mabres des cooperatives on gtndral oeublaiancccroire 
qua 14 soul b~ndfice inuwdiat pour eux 4tait Ia diaponibiliti dos magasinA dos 
cooperatives qui pratiquant d" prix intiroseants, mais qua des bnAfitcas encore 
indtfinis allaent so meatrialisor A l'mvanir. 



Cependant, sauf en cam do pinurip, lea nou-msabra bin6ficient do$ uiopriz qu l nambras dana 1a magauins des coopiratives. am mi lea nonnambres no peuvent p" difinir prdcimlment 1".. bndfices qu'ilx auraient an
adherant A cam coopgratives, ile oxprimant l1idde qu'l la longue, ili

gagnerajent beancoup I devonir mombres. 

La dimension moyenne dem coopdratives 
avoc silos et grands (1000 membrem),
ce qu. limits 1e niveau do participation qua lea membres peuvent avoir avocr6alisme dana ia prime do d6cisions et rand Agalement la formation I la baseat l'organisation difficile. Cartaln- ambrqs manifastnt un intrSt dana lea.affaires des coopdratives; d'autres ont pau do notions our lea activitds en
cours do r~alioation capandant, touteo lea personne. interrogfaa 4 taint
d'accord pour dire quo 1e r61o 
 du consail d'adainistration Itait do grer la
coopgrative ot do superviser 14 grant du silo. 
 Ce consoil eat th6oriquement
Slu par lea membras at, dana cartainem coopratives, il exists un repr~sentantpar bectaur. Copendant, ei la consail no 
so sent pas responable snvers lea
mmbreo, 
 il.y aura encore des d~tournoeonts do fonds. 
 Notre enqute indique
quo le membre moyan no participa pas beaucoun A toutes la 
activits do
dfveloppemant at encore moine lea non-mambres.
 

L'utilioation des facilit~a du 3ilo 
a beaucoup vari5 6altment l'ann~a
drnire; ce qul a'eat pas surprenant dana la localits oil 
allas constituent
une innovation. Pascal Ndengejaho (1)

do 

affirms qua 1e stockage collectif existait
10 syxtama ftodal, mais principalernnt pour 1. b,n.fice du roi at do as 
cour
at 
lea paysana pouvaient raroent r~cupirar lea r~coltes qu'on lour demandait do
stocker. 
 Si c'6tait I. cam, il n'est pas surpronant qua lea agriculteura affichentune certain* mnfiance qul fait qu'ils no peuvent grrder qua do faibles quantitls
do laura rcoltes dana lea silos. 
 Ua agricultours int rrogis nous ont affirmA
qu'ils na pouvalent pas stocker plum do 20 
- 401 do lours r~coltes dans le silos.
Il y a eu des controverses our is question do savoir si lea produits stock&. dana
lea silos Stsiont gard~e 
dan. do mailleures conditions quo 
ceux stock , .1Is
maimon, ui;rw si quolques personnom ont 
indiquS quo las mmences gard~em dana
silos pouvaimnt miaux gormer parco lea

qu'ollas Staient traities. Las agriculteurs
out indiqut qua Is principal* raison qua lea pouses d utilier 1s milo Ataitmoins lour capacitg do r6duire lea pertes au stockage quo Is scuritdi qu'il offre
on gardant loure rdcoltes A l'abri dos volour. 
 La deuxi~mo raison avancAs Atait
qua Is silo procurait 
ise bonne source do liquiditgs. LUs agricultoura font
remarquar quo I* silo acheteit lours produits A des prix sup~riurs A ceux des
coamrjant at quo lorsqu'ils voulatont rachetor cas produits, ilm 
los obtenaontA dos prix inftriours A ceux des commarjants, Dana 
un seas, lea agricultours
utilisent I 
silo comme una source do credit rural main I un taux d'intdrt dopras do 20%. Ca taux avolAina lA taux rdel du archA en milieu rural a, Rwanda.
(ctr. Willot, Annexa I). Coumi 
c'et 1. cam partout avoc I plupart des agricultours, coux du Rwanda sont Counum pour lour preference marquie de 
 vari6tfo
locales do haricots, etc. 
 La principal int#rnt des silos 
st do pouvoir stocker
loa produitm l'Aintriur de I. rAgion pour coo alricultourn*supplip-tairs d'cheter des vivroo 

avoc La capocitt
 
on dehore Ae la region an cAs do nfcessitA.
tnviron 601 des produits stockis (haricots at sorgho) done 
tous lea sept silos
provenatent des agricultaurs locaux (mmbres at non-mombra.), 1e rests Atait
fourni par des comwrrants. Dana lo r~gions dficitairsm, une botn partle 

(1) Pascal Ndengeleho "Impect des unitS. do qtnckage at do Commercialiastio 
sur la population rurale agricolA au wvande." ,utare, 1980. 
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Enfin, la future idantittl du bureau central rest. prdoccupants. Qu'il 
soit conqu com un projet au sin du Ministbre, come una union nationa1e 
des coopfratives ou come un projet int~gr6 dan. l'OPROVIA, ce bureau aura 
besoin d'un certain dagrA d'autonomia juridique, financiAre at de gastion 
pour pouvoir fonctionner officaea*ant loraqu'il aura quslque cinquante silos 
A girer. Cats question devrait itre Itudige par le XINASODECO, la CLUSA at 
l'AID. 

/TI
 



OtTRIBUTION 'A ,'EVALUATION DU 
FROJ" DZ SLOS COCO'1ATI75 

AU RWANlDA (496-0108) 

par F. VLllot 
Consultanc on ILWenee 
Social#$ du Diveloppms 

Novmbre 11
 



La mission s'est ddroulde du 2 au 21 novembre 1981. Quelques difficult6s
 

de percours n'ont pas permis d'utiliser totalemnent les 3 semaines. 

Le projet a pour objet P'implant.Liau de 7 silos cooperatifs disperses 

dans le pays. 11 s'articule autour de 2 axes: 

1. 	un Bureau National destin6 A implanter les si-ou et A appuyer
 

leas coop ratives;
 

2. 	7 silos de stockage implantgs dans des coopfratives ex.stantes.
 

1. 	BUREAU NATIONAL
 

1.1. 	 Objectifs. 

1.1.1. Vis---vis des unitds da stockage
 

a. 	construire 7 'silos
 

b. 	octroyer tt faire fonctionner lea Fonds do Roulement 

c. 	 oncadrer les coop~r:i tves choisies et lea former I 

la gestion et l'enprit cuop.ratifs. 

1,2. 	Au niveau national: mettru en pl ce un ancadroment
 

national et r~gional form6. 

1.2. 	 oyens. 

Le Gouvernement Rwandais at ]a C.L.U.S.A. so sont convenus 

par Ia convention du 9 novembre 78 do joLndre lours moy.ae 

pour r~aliser cc projet. 
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1.2.1. 	Les moyens du Gouvernement Rwandais
 

a. 	les moyens financiers propres: la participation du
 

Gouvernement sous forme de traitement du personnel, de
 

bureau et de fournitures s'jlavent A 5,536,500 FR4
 

(soit a 61,000 $)
 

b. 	les moyens institutionnels: le Gouvernement Rwandais concourt
 

a ce projet en lui apportant 1'appui de ses institutions

politiques en particulier en mettant l'accent dans les plans
 

quinquennaux sur le mouvement coop&ratif d'une part et
 

le stockage des r6coltes d'autre part (1)
 

c. 	un don du Fonds d'Equipement des Nations Unies d'un montant
 

de 25,480,000 FRW (soit 280,000 $) pour la construction
 

de 7 silos, 16quipement, les vhicules, le Fonds de Roulement.
 

1.2.2. 	Les moyens du C.L.U.S.A.: une contribution de 29.637.000 FRW
 

(soit327,000 $) en provenance de I'A.I.D. pour appui logistique et
 

assistance technique.
 

(1) A cat 6gard, nous notons un extrait du draft du 3ame Plan 

Quinquennal du Ministbr. du l'Agriculturu (p.85) du septumbre 81. 

"Una structure do coordination ayant comp6tence nationals sar 

chargde du contrl. tecchnique et financier do 'ensemble des silos 

sous la supervision do VOPROVIA". 
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1.3. Rsultats.
 

1.3.1. Constructions: les 7 silos ont S construits sur un axe
 

quasi N.S. et en tenant compte des regions d~ficitaires ou
 

excidentaires en produits vivriers - dans le but de valoriser
 

les complmentarit~s r~gionales en particulier par des
 

circuits intercoopratifs.
 

D'autres coll2gues sont charggs de v6rifier l'Itat des
 

b~timents et la conformit6 des inputs.
 

Une mention pour le silo de Cyeru. Ce dernier ne sache
 

pas. Une 6tude serait n~cessaire pour ddterminer si ces
 

silos d'altitude ne devraient pas tre conqus autrement
 

ou transform6 en hangar. Le montant prpvu par le donateur est 

de 8,918,000 FRW. En 81, 4,460,082 FRW ont 6t mis
 

A la disposition des coop6ratives sur la base de leurs
 

previsions d'achats. 3,297,412 FRW ont 6t6 utilisis.
 

1.3.2. 	 Fonds de Roulement: la definition comptable de ces Fonds
 

east confuse au niveau d1s coopratives. Est-ce un don
 

ou un pret? Lt donc 3 qui appartiennent-ils? Elle est
 

confuse 6galement au niveau deg donateurs qui semblent
 

no pas en situer clairement l'affectation.
 

1.3.3. Rapport et comptabilit6. Le Bureau National a mis on 

place un systame de comptabilit6 et do rapport qui nous a paru 

efticace at sinple. X.'is la collecte statisrique font 

d4faut. 	Je propose la tenue des fiches suivnntesi
 

a. fiches dconomiques raprenant
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- 1. poids, le prix at le type do produits vaudus at achetis 

la 	qualitfi do l1achateur ou du vendaur.
 

b. 	Fiches pddagogiques reprenant toute lea interventions par
 

cible at pr~cisant contanu, dur6e, m6thodos at observations
 

fiches individuelles de membres permettant do pr6ciser
 

lea dipt.s at lea retraits at do lea ventiler sur 1& base 

do divers critires (secteurs couminaux, membres/non membres, 

rapport ddpts/ retraits, etc...)
 

Formation. Il ressort des tests des visitee at entretiens qua,
 

isun $ros effort a At& consenti dane 1. domaiaio do la
 

formation, il no parait cependant pas suffisantt. Lee schimas
 

n'ont pu Stre r .alisscome privus faute do personnel dis@VoibU.a 

de moyans. 1l sera donc indispensable de renlorcer at da 

systimatiser.
 

Renforcer: an personnel at en maoyan do diplacomento
 

Systiuatiser: Le siqueuces sont maintenant conntues. On pout 

mieux on dfinir lea objectife pidagogiques at crier tm matiriel 

original at addquat. Voir Is collaboration avec Is centre 

do formation coopirative. 

ncadreant. Au niveau rdgional 8 ancadreurs do coopiratives ont
 

rtu un stage supplftsntaire an gestion coopirative A Cotonou 

(5 	mOLO) 

Au 	uiveau national 1'Equipa du Bureau a teMquasiment
 

diaperSde c eet n vote do restruccuration. Il a.,orta 

S 	 . .-A. 

mailto:dis@VoibU.a
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1.3.6. 


*1g 

S 

. 4-" 

actuellement 5 cadres. D'autres affectations sent envisagese.
 

La formation des nouveaux cadres east a fairs en particulier dens
 

le domains coopiratit.
 

Identitd future du Bureau National
 

Le Bureau encadre actiellement 7 silos. Domain il-en encadrera
 

une cinquancaine. 11 resuemblera A Traftpro ou aux Banques
 

Populaires. Un tol complex somble difficilement compatible
 

avec lea contraintes et la vocation d'une administration.
 

La mobilitf dane la formation en a souffert. 1 saera nlcessaire
 

d'identifier en temps opportune mais assez rapidement,
 

la nouvelle difinition du Bureau National: a& forme juridique
 

(projet, union, etc...) at see attributions (contr6le financier,
 

formation, encadrement coopiratif, intercoopiration, etc...).
 

De catte difinition dipendra l'identification juridique et
 

comptable difinitive du Fonds de Roulement. Do cette
 

difinition dipendra Ggalement la formula dlencadrement rdlional
 

a adopter.
 

Ce point apparalit done come capital, at retiandra coertainaent
 

touts l'attention des partonatres.
 

. . 



Rfsultats du test des rsjlonsables des silos (Girants) 

7. 

R6sultats 

No= et Pr'nom 

kabunureayi Froduald 

Havukirahe Pontlen 

Techniques de stockage 

Q1 Q2 Q3 Q4 Q5 S/Tot.
star 10 

5/2,5/2 5/2. 5/2 .5/2. 

1 2 2 0,5 2 7,5 

1 2 2 2 2 9 

I. 
Cestion de ]a Coop~rative 

.. . 

Q1 Q2 Q3 Q4 Q5 S/TOT.1sur 10 
5/2, 5/2. 5/2 5/2. 5/2, 

2 0 2 0 2 6 

2 2 2 2 2 10 

TOTAL 
G n . 

sur20 

13,5 

19,0 

COOPERATIVE 

KOPIAN 

COPADAGI 

Gashongore P.Dazmien 1 2 2 2 2 9 2 2 2 0 2 8 17,0 COCODEGI 

Bwanakweli Chlarles 1 2 2 2 2 9 2 2 2 2 *2 10 19,0 CACOPAGI 

Nsabimana Laurent 1 1,5 2 2 2 ,5 0 0 2 0 2 4 12,5 CODAPAKI 

Bashakira Franois 11 est pr6sident du C.A. de la coop rative (i ne pas consid~rer) 
il n'a jamais suivi la FO des g6tants de ]a coop~rative 

CODEBU 

1. Le test comportait 2 parties: celle relative aux techniques de sloct-age et celle relative 

1 ]a gestlon proprement dite de la coopirative 

2. Chaque question itait cote sur 2 points 

3. Le total g~nral est sur 20 points 



2. 	STOCKAGE
 

2.1. Objectifs.
 

a. 
Augmenter les revenus des paysans et les denrdes disponibles.
 

b. 	Accroltre la gamme des services coop~ratifs et augmenter
 

la vie cooperative.
 

c. 
Assainir les circuits 6conomiques des.produits vivriers.
 

2.2'. Moyens
 

a. 	 au niveau du membre: cotisation coopdrative, apports 

des produits, paiement des services, 6ventuellement 

participation 5 la construction; 

b. 	au niveau des coopdratives: le terrain, le personnel,
 

l'exp~rience de l'institution:
 

c. 	au niveau national: le Bureau National cfr po..nt 1. 

2.3. Mithodes. 
Lea 	silos peuvent remplir trois fonctions :
 

a. acheter aux paysans, stocker et vendre vers d'autrea 
regiona
 

du pays
 

b. 	acheter dana d'autres r gions du pays, stocker et approvision

nor Ia population
 

c. 	acheter uux paysans, mtockor ot revundre aux paysans
 

A la p6riode do soudure.
 

2.4. Risultats 

2.4.1. Au niveau do la coopirative.
 

1. Tonnge : le total ddH achats sNlovalt 

en 	novombre 1981 a 233,672 KS.
 



Pour l'ann6e 81, le taux d'utilisation chdorique des silos
 

Atait do 33%.
 

2. Marge: la marge admise eac deo5 Fre au Kg. La marge
 

Ella s'aligne surtout sur
pratiqu6e varie do 1,5 A 5 Fre. 


le prix des commerqants an restant toujours favorable
 

A la population.
 

3. Rdsultats d'exploitation.. I1 ust prdmatur6 de vouloir *'an fal
 

une ide; les campagnus so chovauchent; ±1 faudra attendre
 

la fin do l'exercice 81 pour avoir les premiers r~sultats.
 

- mi hangar)
4. Modale do situ. Le modal* do NDORA (mi silo 


me parait plus flexible et plus apt, I s'adapter
 

1'6volution multifonctionnelle do la coopirative.
 

5. Coop6rative multifonctionellO. Le projet redonne vie aux
 

cooprativos auxquelles l1 s'lint6resse. Beaucoup rest* A fair.
 

La taille do coo coopgrativoo
au niveau do la formation. 


(environ un millier do membres) sot actuellment an
 

contradiction avec les impfraCifs d'une pddagoste afflasce. 

I1 n'aost pas possible do faire do la formation de masset 

tout au plus (Ct plutSt mal) do l'inforuation. 

I.mm
 

-, 



10.
 

VOLUME DES ACHATS
 

(novembre 81)
 

Coopiratives Sorgho Haricots Totaux 

80 81 80 1/81 2/81 

Cyeru 10000 - 2363 - - 12363 

Gatonde - 6268 - - 10471 16739 

Gikoro 11000 50516 - 10000 - 71516 

Gishamvu - 36156 - 9858 2640 48654 

Giti - 33385 - - - 33385 

Kigembe - 20000 - 9039 - 29039 

4vnrutovu 2437 14475 - - 5064 21976 

TOTAUX 23437 160800 2363 28897 18175
 

184.237 49.435 233.672
 

Sources: Etats des stocks au 16.10.81 - plus amendements 

Remargues: 

qualques diff6rences ont 6t6 constat6es our le terrain 

en particulier a Cyeru oO pros do 16 tunnes en 81 n'ont pas 

6t6 enregiatren. 

Commentairen: taux thdorique d'utilisation annuelle 

maximum: 90 tonnes x 7 : 630 tonnes 

tonnage 81: 160.800+ 28.897* 18.175 : 207.872 

taux : 33% 

http:16.10.81


11.
 

Le 	Bureau National semble conscient de ce problAme.
 

2.4.2. Au Niveau de la population
 

1. 	Importation et exportation rigionales
 

Lorsque le silo remplit ces deux fonctions, son intfrct est
 

6vident au niveau de !a population, sauf erreur de gestion,
 

ses prix sont nettement plus favorables que ceux des
 

commerqantt. 

2. 	R6duction des oertes. On sait maintenant que les chiffres
 

de pertes au stockage traditionnels avancds initialement
 

dtaient surfaits. Sous reserve d'une 6tude syst~matique
 

qui reste 3 faire les pertes se situeralent autour de 5%
 

des quantit~s stock6es. La fonction du silo est donc a ce nive.
 

moins 6vidente.
 

3. 	Relations commerciales avec la population
 

La population represente 60% des achats des alos en 1981.
 

Nous n'avons pas de pr~cisions pour lea ventes.
 

4. 	Silo Banque La population apprcia lI silo principalement
 

pour trois motifs:
 

1. 	il achate lea r6colces A un bon prix
 

2. 	il @at mtr
 

3. 	i1 conserve sur place laurs r6coltes 

(SoQt, irari|t|e). 



12.
 

ORIGINE DES ACHATS EN 1981
 

(Kgs)
 

Cooperatives Ponulation Commerrants Totaux
 

w
 

Gatonde 0 16.739 16.739
 

Gikoro 49.402 11.114 50.516
 

Gishamvu 13.944 34.710 4'.654
 

Giti 33.385 0 33.385
 

KIL-cmbe 29.039 0 29.039
 

Nyarutovu 0 19.539 19.539
 

T-itaux 127.770 82.102 207.872
 

% 60 	 40 100
 

Cyeru 	 - 

- 3ources: Etats des stocks au 16.10.81 plus qualques amer.dements 

- Remargues 

1. 	lea chiffres totalisent haricotg et sorgho; 

2. 	Cyeru semble no pas avoir fonctionn6; en fait il a comercilels 

pras do 16 tonnes non enregistr6as 

3. 	 population cumprund mumbruu ut non inm~tbreu: I.ti musnbros
 

repriuentent 100% de la population 3 Gishamvu (haricots) et
 

Kigembe (laricotas). Los autres coop6rativws no font pas
 

la distinction.
 

- Lt.,,,ontaires 

1. 	Coop~ratives totalement importatricest
 

Gatondu at Nyarutovu
 

2. 	Coop6rativos plut~t importatricast Gishumvu
 

http:16.10.81


1.3.
 

3. Coopfrative Plutot locale: Gikoro 

4. coopdrative tota1.itt~ localo ; Gti at Kigambo
 

5, Comparaison de c60ts. L4 popula~tion pour ratrouver do la nourriture 

at des sme.ncati en terpa opportunu 4 Ida choix ontro 4 pomutbtlit6s 

qui pr~sentent dsi du. Le stockalge do 10") Kg. doiff~rents. 

sorghe pendant 10 motis co~tv:
 

Syst~me traditionno4 plus 4.0 713
 

ma *1.t ,On 

S1,.time t3ditionnal 132 Fr.%
 

silo 400 Fro 

C,')mnr~ants 800 fro 

Lo silo foncttonno done com cr4dic rural our stockI avec un taux
 

A int6r8c do 20%.
 

6. Locitation 14 .2roduction. Dan# lla "soure o4~ i achit. I# production do 

I&a populaclon. I* all* sosblo vouvoir Otro un incicant A Is production, 

A observor. 

7. Etudoo. 11 dot vrcsxoat Lndispmuablo quo Ise 6tudo pr~vu" 

puiuet #vgir lieu Avant 1'iplntotion do ct'.qya ailo of cosetttwa 

Isa rdt~ronce 0. 



14.
 

CoAAISON DES COUTS DE 5T-CKAG 

proc64 6 9 Coate 
21 Cs 

1, systosO tradition-' 

ni3 P14 0m1ascton 30 

2. *Yataft tradlCieml 

no4 132 

3. stlo 0 

4, cowr;anto 0 

. so~jrc**j tugR et diverS 

Coate 
'Stockse 

10 

0 

400 

Soo 

coat 
-o 

40 

132 

400 

so 

I, 5af~t~ 100 4~ do ow 

. 10 *at# 

4, 1 if/ "O 

k.pik 4*eht. 44 *afd4P@ 4 Ouill 20 fro 



Lee 	chiffres ISAR restent A v'rifier sur 1'6cindue du pays.
 

- Comentares: le cot du stockage au silo rests Slavs; 

il eat 	compensi par le cridit et la s6curitd. 

2.4.3. 	Au nivoau national 

11 et trop t~e pour observer lee risultats do l'aosAinissoent 

des circuits, mais deux remarques doivent retenir 1'attention 

des dirigeants du Bureatt National. 

a. 	la polleique dos marges at lo' compeo d'exploication 

privisionnoa des silos no cont pas cLaLrs. La latitude 

et actuellemnt asset grande parce que lee commergants 

trichene dons des rgilons non contr8los. 4ais dans la 

msure ou le projet sera un succas national il'e vurra 

confront& avec des mrges do plus en plus rtduitees 9.1 veut 

rester comp~ttift. 

b. 	lorganisacLon de circuits intercoopratifs:
 

IL taut lee crier. Mate lexpirience, L'observation et
 

Le calcul Scononiquo incite A une tris grande prudence.
 

U1 taut travailler au coup par coup at no jousr qua gagnant.
 

3. 	 CONCLUSION 

3.1. AunLveu Iconomique 

Le rapport coOt/bnoltce nalpparait pas encore avIc tvidence. 

Lee ca1,uL Sconomiques des marges et des citcilts restent 

wia priorlti urlente. Lanulyse des circuits Intercooplratife 

fgaloomu appellera touts L prudence. 

'"I 	 ii lml I Il I - lg I I I I nIllIl 



3.2. 


3.3. 


16.
 

Au niveau coop~ratif
 

Le modble d'encadrement spdcifique semble une alt6rnative
 

tris viable au systame classique dlencadrument.
 

En vue d'assurer toutes las chances de 1& multifonctionnalit6
 

des coopdratives, la formation A tous las niveaux eat I
 

renforcer at A systfmatiser.
 

Catte exp6rience m'apparait comma une Gtape extrImement
 

importante dans 1'emergence du,mouvement coop6ratif rwandais.
 

Au niveau institutionnel.
 

A difLnir. 11 faut
L'identiti future du Bureau National rests 

lui accorder touts l'limortarf% t a prioriti requLse. 

Ds maintenant des options s'avirsnt ndcessaires comes 

par example: 

- V'identification du Toads do Roulenot; on attendant son 

Auxaffectation df initive 1 ronds pouvait Itre diposi 

par un coult4 tripartiteBanques Populairos at Itr. SMr 

compost d'un dilisut du Minitireq dun d6l#Su6 du CLUSA 

at d'un diligui des Banques Populatres. 

- l'oncadreuont des coopratives salon un nodile classLque ou. 

saion un modi.e spiclflque. De maintenunt Is choix des 

cadres at lour foruation sipose. 

Sur cot aspect Iastitutionnsl d6licat, un apput ponctuel 

apparait come hautemont souhaitable pour renforcer In capasct 

du Bureau National do fair* des propositioni aux partsanaeos. 

It S J 
I II ll I I0ll .... '- ii*nI 


