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PREFACE

This evaluation was conducted in Lome, March 28 through April 12
by Dr. Hadley E. Smith, team leader, Assistant Director for Program
Analysis and Development, REDSO/WA, Abidjan, and Mr. Dean Mahon,

World Council of Credit Unions/CUNA, Washington, D.C., with the
assistance of Mr. Richard Crayne, Project Technician, CUNA/GPO.

Mr. Smaragde Mbyirukira, Regional Manager, West Africa Regional Office,
Africa Cooperative Savings and Credit Association (ACOSCA), Lome,

and Mr. Heldom Sossa, Assistant Regional Manager provided technical

and logistical support. Mr. Sid Bliss, OAR/Togo, General Development

Officer, assisted the team in innumerable ways.
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I. SUMMARY OF PERFORMANCE EVALUATION

The following measures iIndicate the effectiveness with which

responsibilities specified in the project agreement and the grantee

statement of work (P10/T) were implemented.

the project was very good.

|. . PERFORMANCE RATING

Overall performance of

Rating

Performance Indicators Poor

Good Very Good Excellent

Timelines. of inputs

CUNA/GPO backstopping

Quality of technical assistance
Quality of training activities

Quantity of training activities
Quality of planning activities

Quantity of planning strategy
activities

Quality of growth strategy

Quantity of growth strategy
activities

Quality of budgeting and accounting
activities

Quantity of budgeting and accounting
activities

Project reporting
Expansion of credit union membership
Growth of savings

Growth of loans

X
X



Rating
Performance Indicators Poor Good Very Good Excellent

Participation of women X
Institutional development X
Other donor support X
Response of primary societies

to technical assistance provided X
Support by ACOSCA X
Support by Government of Togo X
Cooperation of CONAUDEC X

Overall performance of project X



Il. EXECUTIVE SUMMARY)/

Constraints

The goal of the Togo Credit Union Development Project is to
make savings, credit, and felated services available to more Togolese
families through developmant of a strong credit union movement.
Chief constraints are that credit union societies and the national
association, while in fact existing, are not yet legally recognized
as cooperatives and, thercfore, cannot legally perform all the normal
functions of local societies and a national association. As a result,
the national association does not have revenues from internal sources
for conducting organisation, training, and technical services for
local societies, and similarly cannot employ a managing director to
supervise the organization and operation of the national association,
functions which are urgently needed for rapid growth ot menbership
and establishing new societies. Currently, the activities of the
national association are financed largely by external donors, about
Lb0% by this project which primarily provides a full-time, credit union

technician.

Proposed Technology

The project aims to provide technical skills by training the
staff of the national assoclation, fleld agents, and members of
primary societies, chiefly in accounting skills, mainly by training
field agents as trainers. This technology has been used successfully
In many developing countries with technical assistance from CUNA/GPO.
The credit union institution Is a relatively new technology in Togo

which {3 being strengthencd and expanded through this project.



ExIsting Technology

Existing technology [s limited by the constraints mentioned above
and the absence of a rnatlonal plan for develop.ent nf the credit
union movement which is to be prepared during th~ final months of
this project. Existing technology at the beginning of the project
was particularly weak in budgeting and accounting skills, Prior to
commencemant of the project, the movement was stagnant, if not
retrogressing, because of its inability to overcome these opbstacles

on a national scale.

Prospect for Adoption

The prospect for adoption of the proposed technology is very
promising. Even without major outside assistance, a few successful
credit unions have been orgarized, miinly by strong leaders In urban
areas among employees of a single, large employers, such as the port
authority. The main vehicle for overcoming constraints is significant,
temporary, outside technical and financial support during an interim
period of eight to ten years while the movement i3 becoming organized

and reaches financial and technical self sufficiency.

Characteristics of Beneficiaries

Most of the primary societies are In rural arecas where average
GOP was only 5180 in 1980. The direct bencficiaries are within the
poor majority as defined by AID, Although data on household income
of credit union rembers i3 not available, the average income In must
societies is certainly modest., Beneficiaries of credit arc the
members of primary societies, their familles, and associated industries
whose Incomes and employment increase a3 a result of investment of

credit unfon loan funds in productive activitias. Thls modest volume
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of credit can have a significant impact on economic progress of

member households and local communities,

Adoption Rate

The active interest or Togolese in adopting the credit union
approach is evident from growth of the movement during 1981,
Membership of societies rose 30%, savings increased 47%, and loans
rose by 563. The stimulus for this growth was largely from AlD-
financed activities. The evaluation team had a two-hour meeting
with the new board of dire:tors, several of whom regularly travel
from the northern part of the country to attend monthly meetings,
during which the board's support for the project and their desire
to strengthen the credit union movement were clearly expressed by

all menmbers.

Self-Sustaining Stimuli

The credit union movement Is not financially self-supporting at
present and financial independence can not be reasonably expected for
at leasr five years., However, the board has clearly identified
financial and technical self-sufficiency as a major goal of the
credit union movement and plans to initliate payment of dues by
primary societies as soon as is appropriate following officlal
registration of both primary societies and the national association
838 cooperatives. The board consists of senior, mature, civic minded
clitizens who are well aware of the advantages of financial and

technical autonomy,

incentives to Private Sector

The credit union movement Is urivate, consisting of primary

societies of private indlividuals, and a natfonal assoclation



consisting of representatives of private primary societies. While
cooperatives are officlally registered as legal entities and are
exempt from taxes, they are not directed by government. Board members
are elected by representatives of primary societies. Therefore, the
savings of members are secured and managed as a private, nongovernment
institution, and loans are made to private individuals who are members
of primary societies. Growth of the credit union movement stimulates

mobilization of private savings, investment, and production.

Dellvery System

The delivery system is conceptually sound but, for the movement
as a whole, is not fully staffed. The approach is to assign a nucleus
staff at the central office of the national association to provide
technical assistance and training., Training by the AlD-financed
technizian i< prirarily focused on training ten field agents assigned
to posts throushout the country. Ouring the project period, the
number of field agents ~as doubled from five to ten. This system
{s working well bLut necds to be directed by a full-tire, Togolase

manager of the naticnal sssociation office and progranm,

Training Technijues

Training techniques are wall adapted to the needs of the credit
union moveren?. Tiaining has been short ter=, rostly one or two-weeh
workshops, ~ith a high deqgree of pericnal obiervation and direction
by the instructor. Subject matter focuted on practical shills rostly
bookkeeping and accaunting, Cn=the-job training has been effactive,

particularly for the CCHAUDLC accountant,
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Qutputs Achleved

While the full Impact of project activities through March 31, 1982
¢én not be observed within such a short period, scveral of the EOP
tralning and other targets were exceeded, nine m1ths before the
end of the pioject, December 31, 1982, Training of field agents,
CONAUDEC board rembers, and s0cietly treasurers already is as rmuch as
§50% above the target output for the end of the project, CONAUDEC
expects that the target of 20 new societies will be achicved by the
end of the year, 6y the eighteenth ronth of the project, planned

savings and loans equalled or exceeded the EGP target.



111, FINDINGS, CONCLUSIONS, AND NEEDS

The following paragraphs summuarize the evaluation team's major
findings, conclusions, and assessment of needs.

The credit union movement in Togo is at an early stage of
development, but local interest in credit unions is high., Ten
CONAUDEC promotion agents are in the field and have been highly effective
In organizing new societies and expanding membership, savings, and
loans (Annex B). However, neither the primary societies nor CONAUDEC
{s legally recognized as credit cooperatives by GOT. A ncw seven-
member board of directors was elected in October 1981 (Annex A).
Embryonic as the movement may be, it Is the most advanced in
francophone West Africa and promises to be a model for other franco-
phone countries (Annex C).

Primary constraints are: (1) need for revision of the by-laws
of primary socicties and the national association to become legally
recognized as credit cooperatives under Togolese cooperative law;

(2) lack of a full-time Togolese managing director to supervise
uiy-to-day operation of the national promotion association; (3)
Inadequate revenues from internal sources to finance promotion
activities until a sufficiently large amount of savings has been
accumulated and primary society members are legally permitted to
pay dues to the national association and vote to do so.

This AlD-flnanced portion of the projcct has stimulated
enthusiasm and expectation in a credit union maovement that was
largely dormant, Although the cradit union rovement has made notable
progress during the life of the projact thus far, continued external
support {s needed, probably for five or more years, while structural

changes which have Leen initiatad are completad and the natlonal
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association begins to earn revenues from internal sources. Progress
toward financial self-sufficiency could be enhanced by technical
assistance, specializing in organization development and management
of the national associatjon and primary societies. This would allow
another technician to devote full-time to as ";iting and monitoring
financial and other technical operations, Additional technical
assistance, however, ;hould be contingent on agreement by the CONAUDEC
board of directors to appoint a full-time, salaried, Togolese managing
director, from the private sector. The salary of the managing
director must be paid temporarily by an external donor until revenues
of the national association are adequate to pay this and other minimum
operating costs. With appointment of a full-time managing director,
additional technical assistance in organization and management can
help finalize registration of the national assoclation and assist

In organizing and writing persnnnel, training, financial, and
membership procedures,

Progress of the project and the credit union movement has been
highly gratifying, attributable in large part to the dedication,
enthusiasm, and skill of the CUNA/GPO technician and support from
the Washington office. He wcrked, more or less independently, on
many diverse necds of the credit union movement, the most immediate
and pressing of which was the need to prepare accounts acceptable
to other donors to permit release >f frozen donor ‘unds. The
technician has maintained close working relations with OAR. Periodic
financial and narrative reports were made to CUNA/GPO in Washington
by telex, telephone, and letter, and detailed information was
provided for this evaluation, although bimonthly reports specified

in the grant agreement ware not made regularly. To date, CUNA/GPN
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support staff have provided 51 person days of backstopping services.
Procedural changes arlsing from the recent election of a new president

of the board of directors appear to be normal adjustments to new

direction of the board. Tha project has been implemented well and already
has made a major contribution to progress of the credit union movement,

The AID grant specifies that the project technician will be at
post 30 months. Because project technician activities, therefore, will
continue beyond December.3l, 1982, the project activities completion :?
date (PACD), charges will be incurred after that date. Therefore, the
grant agreement should be amended and the PACD extended by an appro-
priate period.

Given the critical nature of organizational and legal issues
involved in acquiring official recognition by GOT for both primary
societies and the national association, a legal consultant from CUNA/

GPO should review the applicable statutes with GOT officials In
collaboration of ACOSCA and other appropriate sources.

The evaluation team considers this evaluation report a useful
document for CONAUDEC, GOT, and other donors and suggests it be trans-
lated into French and reproduced in appropriate quantities with project

funds.
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V. BACKGROUND

Economic and Social

Togo's population Is about 2.6 million, of which 2.1 million
are rural and 0.5 million“urban. The dlstribution of the population
‘ls uneven with two-thirds concentrated in the south, where densities
are as high as 100 people per km2, There are many ethnic groups with
different languages, religions and social patterns, but the Ewe (443)
in the south and the Kabye (23%) in the north are the two largest
groups. Population growth is about 2.5% annually, 2.1%3 in rural areas
and 5% in urban areas. A high birth rate, combined with a high mortality
rate, results in a young population, 50% of which is below the age of
15 years.

Basic skill levels of the population are not very high. Adult
literacy is below 20%. Nevertheless, primary education has developed
rapidly in recent years, and enrollment (71%) ‘s one of the highest
In Africa. The quality of education is not very satisfactory and, in
spite of recent measures, remains ill-adapted to the needs of the
country. Access to basic health services is limited outside Lome, and
malaria, diarrhea, skin diseases, and pulmonary infections are common,
Dally per capita calorie supply is about 2,300, compared with FAQ
standards of 2,470 calories. The quality of the diet is poor, with
cereals and tubers providing 82% of calories and 75% of protein.

The political situation has been stable since 1967, when the
military assumed leadership. With the exception of the President,
General Eyadema, the Government is now totally civilian. Togo is a
one-party state, the party being the Rassemblement du Peuple Togolais
(RPT). The party, government and administration have balanced reginnal

reiresentation. The government encourages international cooperation,



-12 -

GOP per capita was US$380 in 1980, but in the rural areas, where
80% of the population lives, annual per capita GDP is only USS$18%.
Agriculture accounts of 80% of employment and 30% of GDP. The sector
Is mostly traditional and low-yielding, with small-holder foodcrops
accounting for 70% of production. However, cash crops (cocoa, coffee,
palm kernels and, more recently, cotton) are of increasing importance
and generate 30% of foreign exchanye earnings. The modern phosphate
mine employs 1,600 persons and accounts for 6% of GDP, but provides
Lot of export earnings and 30% of Government revenues. The tertiary
sector consists mostly of commerce, a result of Togo's open door
trading policy, transport, and public administration. The sector pro-
vides 503 of GDP and employs 15% of the labor force.

The mid-1970s were marked by a boom in phosphate prices, which
skyrocketed from USSIS to US$63 per ton between 1973 and 1975, and the
nationalization of the phosphate mfne in February 1974, which increased
the receipts of the government from phosphates from practically zero in 1973
to CFAF 12 billion in 197S. Financial stability suffered from two
developments: (1) a steep decline in phosphate prices to US$35 per ton
by the end of 1975, a level at which they stagnated through 1979; and,
(2) more investment by GOT than estimated in this plan. Public invest-
ment during 1976-80 was CFAF 181 billion, raising the average investment/
GOP ratio to a record 34%. Since, in addition, most of these projects
were ill-defined and financed on expensive terms, the dabt service

burden rose sharply in 1979,

History of Credit Union Movement

The credit union movement in Togo began in 1967, with organization
of the first credit union, (Cocperative d'Epargne et de Credit, known

by the acronym, COOPEC) at Kougnohou near Badou, in the Wawa prefecture,
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The founder of this, as well as many of the other early credit unions,
was an American missionary who served the movement actively through
September 1980.

In 1970, following an ACOSCA meeting in Accra, a group of volun-
teers interested in the credit union movement formed a promotion
committee {Comite National pour le Developpement des Unions'Cooperatives
d'Epargne et de Credit, CONAUDEC). The primary promotor behind the move-
ment was Apel. Amedegnato, a Togolese who is the current Acting Exec-
utive Secretary of ACOSCA. Through the effort of this small and dedi-
cated group of volunteers, the Minister of the Interior recognized
the existernce of CONUADEC by Decree No. 1011 of August 11, 1970. The*
committee was staffed and operated by volunteers, not members of
credit unions themselves, until 1978 when the first representatives
of credit unions served on the national promotion committee. In July
1980, two primary society members were elected as officers for the
first time.

Expansion of member participation accelerated in July and August
1981 with 14 new members being added to CONAUDEC. The final step in
the evolutionary process was completed with the creation of the three
national organs of the movement: the board of directors (7 members);
the credit committee (3 members); and the supervisory committee (3
members) in October 1981 at the end of an ACOSCA Institutional
analysis training session, The board now is composed entirely of
primary society members.

Catholic Relief Services (CRS) funded CONAUDEC's first fleld
agent from 1970 to 1972. {n 1972, a German protestant church
organization (Bread for the World) made it's first 3-year contri-

bution which allowed CONAUDEC to expand its field staff by two addi-

tional agents.
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The movement experienced some growth during this initial
period but assistance frcm 1976-1978 by a Swiss catholic church
organization (Bread for my Brother) resulted in the first country-
wide expansion of the movement, through assignment of four more field
agents. As a result, agents were in Lome, Kpalime, Atakpame, Badou,
Sokode, Lama Kara and Dapaong, and CONAUDEC had the functional capacity
to begin a national promotion campaign.,

In 1978, in anticipation of the movement's next stage of devel-
opment, ACOSCA's vice president, acting in the name of CONAUDEC, pre=
sented the board with a request for technical ass.istance which resulted
in two feasibility studies. The first was from CUNA/GPO which resulted
in an AlD-financed OPG while the other, Centre International de Credit
Mutuel, provided short and long term training in Togo and France, as
well as commodities. Simultaneously, CONAUDEC renewed donor assistance
agreements for rocurrent costs with the Swiss and German organizations
noted above and negotiated a new contract with the World Council of
Churches. This financial assistance permitted the movement to increase
the number of field staff and to recruit a secretary for the Lome
headquarters. As a result, Keve, Tabligbo and Bassar were added to
the regions served.

The Togolese Government also has played a supportive role. In
1977 and 1978, an agent was assigned to CONAUDEC anc since 1981, the
government has provided an agent for Lama Kara and part-time agent in
Lome, both from the Division of Cooperation, Mutuality and Credit
of the Ministry of Rural Development. CONAUDEC's organizational
growth, resulting in a present field staff of 10 and support staff of
b, has been a primary vehicle in the promotion and growth of the

credit union movement.
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Current Status of CONAUDEC

At the beginning of 1982, 97 Togolese credit unlons were promoted
and serviced by CONAUDEC. These primary societies, in turn, directly
served approximately 5,000 persons within every administrative region
of the country. The average credit union had 51 members. At the end
of 1981, accumulated savings by members on deposit at these societies
totalled CFAF 105 million (US S 488,372), of which CFAF 6§ million was
loaned to members (Table 2).

Although Table 2 shows the evolution of the Togolese credit union
movement over a nine year period, the most recent- trends best demonstrate
the direct impact of project inputs. Since financial years begin in
January, specific note may be taken of the 1981 fiscal year (months 7-
18 of the project). During this period, membership of societies in-
creased 30%, savings 47%, and loans 56%. Growth was more dramatic in
the primarily rural regions (i.e., other than the Maritime). In rural
areas membership was 36% higher than the previous year, savings in-
creased 623, and the value of new loans was more than 2 1/2 times the
amount of new loans in 1980 (Table 3).

Since CCNAUDEC's ultimate purpose is the creation of a national
association of credit unions, a cooperative of cooperatives, it is
significant that during the project period CONAUDEC's board of directors
for the first time was comprised entirely of primary soclety members,
This corposition will help ensure that that the national association

to be founded is conceived according to needs of members.
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2. GROWTH OF CREDIT UNIONS
Number of

Year Credit Unions Members Savings (CFAF)
1973 17 491 1,106,318
1974 23 859 2,397,753
1975 34 1,868 11,883,047
1976 77 2,823 24,978,087
1977 85 2,895 29,797,150
1978 92 3,685 33,839,718
1979 89 3,739 43,964,337
1980 82 3,822 71,431,475
1981 97 4,974 104,666,130
Source: CONAUDEC

New

Loans (CFAF)

159,750
538,690
5,334,173
13,513,145
18,839,942
18,726,265
18,213,202
41,597,985
64,719,332
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3. CREDIT UNION DATA BY REGION, 1979-81
Item 1979 1980 1981
=202 =294 =282
Number of Credit Unions
Maritime 24 31 37
Plateaux 48 37 39
Centr l%/ 4 3 2
Kara3/4 6 4 8
Savanes 7 7 11
Total 89 82 97
Members
Maritime 1,784 2,145 2,6781/
Plateaux 1,585 1,323/ 1,459
Central2/ 97 74 76
Kara3/4/ 117 90 450
Savanes 156 190 311
Total 3,739 3,822 4,974
Savings (CFAF million)
Maritime 36.1 63.5 91.7
Plateaux 5.3 5.5 7.8
Central2/ 2.1 1.9 1.9
Kara3l/4 .3 2 2.4
Savanes . .4 .9
Total 44.0 71.4 104.7
Loans (CFAF million)
Maritime 16.2 Jg.8 57.2
Plateaux 1.3 2.6 4,2
Central2/ .7 - 2.8
Kara.l../i -a= hadand .§./ 02
Savanes - .2 .3
Total 18,2 41.6 64.7
Source: COMAUDEC

1/ Interpolations

2/  Agent relieved of duties 8/81

3/ Region lacking one agent 1979-80
4/ Two agents in region as of 1/81

E/ Less than 0.1 million
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Role of ACOSCA

Background. The African Cooperative Savings and Credit Associ-
ation (ACOSCA) Is the panafrican confederation of credit unions.
Created in 1968, ACOSCA Is headquartered in Nairobi, Kenya, where it
was registered under the Friendly Societies Act. As of 1981, ACOSCA
had affiliates in 23 independent African countries. According to its
by-laws, ACOSCA has the following objectives:

l. to encourage the creation and expans«on of credit unions

throughout Africa and the neighboring islands;

2. to provide services with the aim of halning the credit
unions to solve their technical and administrative problems,
so as to ensure the soundness of those societies;

3. to help obtain legal recognition for credit unions asso-
ciations and fo help them to draw up and carry out pro-
grams that will enable them to reach technical and financial
self-sufficiency as soon as possible;

4. to coordinate credit union activities throughout Africa and
the neighboring islands,

5. to promote cooperation between credit unions and other
organisms of the cooperative movement in each country.

In order to achieve its objectives, ACOSCA set up a number of
regional offices and training centers, Within that framework the bi-
ennfal meeting held in Kabwe, Zambia in 1974 passed the resolution to
set up the Regional 8ilinqual Office for West Africa, to accelerate
the promotion of the credit union movement in this part of Africa,
particularly in the French speaking countries. Three years later in
1977, the ACOSCA Regional Bilingual Office for West Africa was in-

augurated in Lome, Togo.
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Role and Objectives of the Regional Office for West Africa. The

ACOSCA West Africa Regional 0ffice was created to provide pro-
motionsconsolidation, and representation services to Western and Central
African Countries includina: Angola, Benin, Burundi, Cameroon, Cape
Vert, Central African Republic, Congo, Ghana, Gambia, Guinea Bissau,
Guinea, Equatorial'Guinea, Gabon, lvory Coast, Liberia, Mali, Mauritania,
Niger, Nigeria, Rwanda, Sierra Leone, Senegal, Tchad, Togo, Upper Volta,
Zaire. Among these, 12 dountries have national credit union associations
or promotion comnittees: Benin, Cameroon, Ghana, lvory Coast, Liberia,
Nigeria, Pwanda, Senegal, Sierra Leone, Togo, Upper Volta, Zaire.
Promotion objectives are to: (1) stimulate the creation of
national credit union committees through contacts with interested gov-
ernment and non-government organization officials in those countries
which are not familiar with credit union philosophy and practice, and
to provide quidelines for the organization of such structures; and
(2) provide adequate training to initial credit union leaders.
Consolidation objectives are to: (1) identify technical and train-
»ing needs of credit union national associations or promotion committees
through institutional analysis of those organizations; (2) participate,
together with the ACOSCA head office,in training the credit union
officials and employees through national and regional seminars, work-
shops, and courses; (3) collect, analyze and disseminate relevant in-
formation and data; (4) organize, monitor and evaluate exchange programs
between credit union associations; and (5) participate in the prepara=’
tion, designing, manitoring and evaluation of nation projects and semlnars,
Representation objectives are to: (1) promote good relation-
ships between credit union national associations or promotion commit-

tees and their national governments; (2) promote good relationships
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between national credit union movements and other cooperatives
organizations; (3) promote good relationships and collaboratlon
between the credit union movement and other organizations operating
in the field of economic and social development; (4) promote good
relationships between national credit union movements and donor
governments and agencies; (5) strengthen good ralationships and
collaboration between ACOSCA and its affiliates; (6) help credit
unions and national organizations obtain legal recognition and
appropriate lega! framework in their respective countries for thelr

operations.

Services provided to national affiliates by ACOSCA. In addition

to promotional activities, ACOSCA provides risk management, central
finance and training services to its affiliates. ACOSCA staff also
provide technical assistance, when requested, in all aspects of credit
union management.

Under the risk management (credit union insurance) program,

ACOSCA provides affiliates with loan-protection and life-savings
insurance. a fidelity-bonding scheme will also be provided in due
course. Through the central finance program, ACOSCA helps national
affiliates to set up central fund schemes for the mobilization of
excess liquidities within the credit union movement for interlending
purposes.

Training in all credit union operations, including risk management
and central finance operations, accounting, auditing, project planning,
designing and management, i% provided to affi'iates. In addition,
such publications as accounting and aud'ting manuals have been pro-

duced by ACOSCA and disctributed to affiliatas and regulatory agencles,
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Services provided to CONAUDEC. CONAUDEC has regularly benef{ted

from services provided by ACOSCA. Recent services were:

1. In February 1981, CONAUDEC staff took part (n the two week
ACOSCA sponsored training of trainers workshop in Lome,
Togo;

2. in March 1981, CONAUDEC delegates took part {n the ACOSCA
sponsored regicnal bilingual semlnar for West Afrlcan
women held in Dakar, Senegal;

3. In September 1981, ACOSCA staff conducted a workshop on
Institutional analysis for CONAUDEC board of directors
and staff ot Bethania Farm, Avetonou, logo;

b, two CONAUDEC staff were sponsored by ACOSCA to attend
training courses in risk management and central flinance
in Nairobi, in fFebruary 1982;

5. in February 1982, ACOSCA sponsored an Africa-wide worke
shop for presicents of boards and managing directors of
affiliates in ¥palime, Togo;

6. a3 part of the ACOLCA eac. L@ program, a CONAUDEC staff
member w~ai sponiored to 9o to Camercon for an on-the-spot
practical orientaticn in central filrance ojerations,

The ACOSCA Rejional Bilingual Office has provided technical
advice to CCHAUDEC uwpon request. The capacitly ‘u provide such
services increased at the end of 1981 with e posting of a new
reglonal directar and his Jdeputy, pusitions which had Leen vacant for
most of the year.

Agricultural nrocuction credit, Credit uniunists hase long ~ains

pr——

talned that credit uniens can play a =are effective rule in i~proving

the economic well-bLeing of rerhers and in stirulating the griseth of
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societlies, If the credit provided by these institutions were re-
directed towards production-oriented member loans, supplemented with
an appropriate amount of technical support.

Emphasis on lending for production purposes, rather than for
consumption, rests on the belief that production-oriented member
inveitments would have more impact on the member's income-earning
potential, thus improving his economic position, increasing his
ablility and willingness to save, and stimulating his demand for more
production loans to further improve his economic well-being. Under
these clrcumstances, the credit union also benefits from the scheme
through increased growth of savings and loan demand and increased
member support.

As with other credit union programs, ACOSCA's Small Farmer
Production Credit (SFPC) program is owned and managed by members,
In accordance with the democratic nature of credit unions. While
the program has been successfully operating in Latin America since
1965, where it first started in Ecuador, it was introduced into the
African credit union movement more recently. An ACOSCA-sponsored
SFPC program has been operating in Camerson and Lesotho since 1975.
Feasibiiity studies for launching the scheme have been carried out
In Malawi. The rate of savings growth has doubled in participating
cre.it unions in Cameroon and Lesotho. Average member savings also
has increased. Interested credit union leagues also have begun to
provide agricultural inputs such as fertilizer.

A more integrated approach to production cradit is needed, In
which technical assistance and input supply should be considered
along with credit,as much as possible In kind. All credit unions
should participate In the planning and daevelopmant of the system to

sssure it is conslatent with the capabilities of local managers.
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Training must be an important component of SFPC programs unti)
a cadre of model farmers develops in each participating credit union.

In order to avoid liquidity problems, a more effective capitalization

system is needed. Capitalization can be facilitated by a central,

interlending fund into which excess credit union national savings is

depos i ted.



V. GOAL, PURPOSES, INPUTS AND PLANNED OQUTPUT

Goal

The goal of the project is to make savings, credit, and related
services available to an fncreasing number of Togolese families through
development of a strong credit union movement.,

The project attempts, through technical and financial support,
to develop the basic systems of the credit union movement into a new
phase of sustained growth, and to set the stage for conversion of
CONAUDEC into a full-service, national association of credit unions.
To accomplish these tasks, a thirty-month technical assistance program
focuses on: (1) training field promotion agents and other leaders to
carry out tasks necessary to the existence of viable credit unions; and
(2) assisting the promotion committee's leaders to develop planning
skills to help plan long-range institutional development programs and
a strategy for financial self-sufficiency. To provide this technical
assistance, a technician with credit union management and training

experience was assigned to Lome in July 1980.

Purposes and Cbiectives

The project has two primary purposes:

1. achievement of a technically self-sufficient natlonal pro-
motion committee that is able to provide necessary services
to affiliated credit unions; and

2. establishment of an expanding network of credit unions which
have, with the support of the natioral promotion committee,
the financial and te:hnical capabilities to provide required

savings, credit, and related services to an increasing

membership. ,}A
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To faclilitate achievement of the project's goals and purposes,

four specific objectives were adopted:

1. upgrading skills of field promotion agents to train credit
union leaders and officers in sound credit union management
principles, practices and techniques; be able to inspect
and audit credit unions, identifying management and financial
problems; and be able to design and implement a sustained
program to Improve the performance and expand the services
of credit unions;

2. preparation of a CONAUDEC Five-Year Development Plan based
on an analysis of credit union movement status, affillate
and member needs;

3. preparation of a growth and promotion strategy that will
produce at least a doubling of movement membership and
savings during the project period; and

4. documentation and implementation of an accounting and bud-
geting system for the national committee and credit unions
that meets basic legal and iInformational requirements and

is consistent with the skills of those responsible.

Project inputs

Financial inputs over the first 21 months of the project have
been greater than orlginally estimated in the grant proposal, both in
number of donors and value of assistance., These inputs are detailed
In Table 4 and Annex E.

The AID contribution, through CUNA/GPO, was 373 of the total
cost of the project through March 31, 1982, rather than 57% originally
anticipated. Approximately 75% of project inputs were contributed by

non-Togolese agencies, of which $100,000 was for operating costs.
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Total contributions were $481,047, or approximately $690,000, pro-

rated over the 30-month life of the project.

L., SOURCES AND AMOUNTS OF PROJECT INPUTS
JUNE 29, 1980 - MARCH 31, 1982.

Source Amount ($) % of Total

1. AlD

Budget Support of CONAUDEC
Administrative and Operating

Costs 38,829 8.1
Support of Resident

Advisor/CONAUDEC training 137,598 28.6
Commodities and Revolving -
Fund 2,354 0.5
Total 178,781 37.2

2. World Council of Churches

Budget support of CONAUDEC

Administrative and Operating
Costs 24,900 5.2

3. Bread for the World

Budget support of CONAUDEC
Administrative and Operating

Costs 39,657 8.2

Capital Grants
Central Lending (23,256)
Risk Management (13,953)

37,209 7.7
Total 76,866 16.0
4., Bread for my Brother
Budget support of CONAUDEC
Salaries and training 17,216 3.6
Capital Grant: Central Lending _21,633 4,5

Total 38,849 Tl
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§. The International Center of Credit Mutual

Training
Short term: Togo (14,761)
Long term: France (8,372) 23,133

Commodities (vehicle) 8,140
Total 31,273

6. Government of Togo

Salaries (2) 13,953
{in-Kind
Hotel Discounts: 25% (1,111)

Training Facilities (1,430) __ 2,541

Total 16,494
7. ACOSCO
Training 14,215

8. Togo Credit Union Movement

Credit Union Expenses ret
from interest revenues 3,237

Estimated value of

volunteer time 96,432
Total 99 '669
Total Inputs 481,047

Note: Value of volunteer time estimated as follows:

1980 7 society members x 82 societies
x 14 days/yr. x $5.30/day x
6/12 months

1981 7 society members x 97 socicties
x 14 days/yr. x $6.10/day

1982 7 society members x 100 soclieties
x 1h days/yr., x $7.00/day x 3/12
months

Total

Critwmac rovanner

4.8

1.7
6.5

3.0

o-z

20.0

20.7
100.0

$ 21,295

57,987

17,150
$ 96,432
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Planned Qutputs

Training of promotion agents. Credit unions must be able to

implement basic operational processes, such as bookkeeping and prep=
aration of financial statements, budgeting, credit management, and
savings and membership promotion, to gain and retain the confidence
of members and potential members. The most effective method of
addressing this need is through training field promotion agents to
perforr credit union funrtions. The first objective of the project
Is to increase the skills of field promotion agents to:

l. routinely perform professional-quality inspections and
audits of credit unions;

2. recognize major financial and management problems found
in credit union operations and provide practical solution
to those problems;

3. determine promotion and growth targets based on socio-
economic data and prepare appropriate development strategy
for urban and rural credit unions; and

L, identify training needs of credit union members, officials,
and staff, as well as plan and implement training to meet
those needs.

Promotion and growth strategy. The second objective of the project

is to develop a promotion and growth strategy. The first phase of a
strategy is to establish a national network of credit unions to strength=
en the movement and encourage expansion. At the outset of the project,

a national network did not exist and few of the 85 credit unions were
viable. CONAUDEC has not adopted minimum criteria for eligibility of

8 particular group as a credit union. Once a group is organized and

trained, no preconditions are set for the number of members or level of
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savings to be attained before the grdup is endorsed for registration
by CONAUDEC. The lack of promotion guidelines and absence of minimum
membership and savings levels as' a condition of registration have
contributed to existence Qf%many small, uneconomic credit union
'‘members. CONAUDEC's leaders recognize the desirability of concen-
trating resources on credit unions with the greatest potential for
development. A project objective is to assist CONAUDEC to develop
and implement a promotion and growth strategy to Increase total member-
ship by at least 3,000 new members and savings by 58 million CFAF
($270,000). CONAUDEC leaders and staff expect to plan a strategy,
monitor progress, and make required adjustments.

Developing planning capability. Although CONAUDEC had a long-

term develogment strategy for establishing a national association of
credit unicns, the development plan was not derived from an assessment
of credit union's priority needs. Such planning is essential to effec-
tively manage CONAUDEC resources to meet goals. Therefore, the third
objective of the project is to prepare a long-term institutional
development plan for a national association of credit unions. The plan
{s to be developed after assessing the needs of the credit unions and
analyzing growth trends at the end of the second year of the project.
The plan will include a projected schedule for formation of a national
association; personnel projections, derived from a current institutional
analysis; budget projections; and a self-sufficiency strategy. The
appropriate leaders and staff should be capable of planning an insti-
tutional development program, its perlodic assessment, and modifications,

Strengthening Budgeting and Acccounting Systems. The fourth major

objective of the project is to strengthen the budgeting and accounting

systems. Because the credit union movement is at an early stage of
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development, particularly at the beginning of the project, CONAUDEC
needs to substantially improve its accounting and budgeting capabilities
for several reasons: (1) as the movement expands, regular financial
reports are needed for informed policy and management decisions; (2)
accurate income and cost records are necessary for development of a self
sufficiency strategy; (3) collaborating organizations will expect
accurate and timely accounting of the use of funds; and (4) future
proposals to donors for financial assistance require detailed budget
justification. |

In addition, the standard accounting system used by credit unions
needs improvement. Although a Canadian consultant drafted improved
accounting procedures, implementation is a long-term venture requiring
periodic modifications. Therefore, the project provides assistance to
perform an additional design, and to initiate use of accounting and
budgeting systems for CONAUDEC and its affiliated credit unions, in-
cluding descriptions of documents, journals, accounts, equipment, and

financial records required, and detailed instructions on the use of each.



Vi. ACTUAL OUTPUTS

Comparison of Planned and Actual Output

At the end of the 2lst month, March 1982, progress toward planned
project outputs generally exceeded targets for the 2ith month (Table 5).
For example, 563 more person days of training were given by the end of
March than planned for the end of June, three months later. Exceeding
the training target was most evident for training of primary society
treasurers/managers (+242%), promotion agents +#96%), and board members
496%). In two categories, promotion agents and society treasurers/
managers, the number of person days of training reached the end of pro-
ject (EOP) target nine months early.

The promotion and growth of the credit unioﬁ rovement can best be
indicated by the number of societies, society membership, loans, and
savings. Reports have not been made on cumulative loans and, because
of legal prerequisites, primary societies are not yet officially asso-
clated with CONAUDEC. The comparati*e totals for output indicators are
for the period through the project's 18th month. The number of socie-
ties at that time was 97, 3 short of the estimate for the 24th month.
Society membership was only 17% short of the planned level at EOP,
after only 60% of the project period, while savings and loans had reached
or exceeded EOP goals.

Other indicators were below target levels because of structural
factors. Financial and statistical reports by socleties were not finallzed
because systems are not yet fully in operation. Stondard policies and

procedures awaited election of the new board, composed exclusively of



Output
Indlcator

Person-days of
<OKAUDEC board
training in pollcy
-esponsibilities
ind planning

*erson-days of
-CNAUDEC pramotion
1gent training

‘erson days of
.ociety committee
iraining in mana-
1e=ent, planning,
srocotion, credit
\anagezent, etc.

‘erson days of
.ociety treasurer/
'anager training

n bookkeeping and
inancial statement
'reparation.

‘ew credit unions
‘rganized,

Planned Output at month

5. PLANNED AND ACTUAL OUTPUT

Actual Output at month

12 25 Total
60 66 126
240 240 480
825 825 1,650
150 150 300
5 10 15

3 12 18 21 Total
- 106 - 141 247
- 585 - 358 943
- 888 - 15 903
- 54 - 972 1,026
- - 15 - 15

Planned

at EOP

198

600

2,010

480

20

-2t -
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Output
Indicator

Kumber of credit
unions afflliated
to CONAUDEC

Total savings (%000)

Total loan; out-
standing ($000)

Cumulative loans
(5000)

Yotal credit union
membership

Institutional
development plan
completed

Financial/statls-
tical reports on
societies prepared
quarterly

Standard policles
and procedures
guides prepared
and distributed

Planned output at month

.Actual output at month

12 24 Total 6 12 18 21 Total

90 100 100 82 - 97 - 97
230 300 300 332 - 487 - 487
170 240 240 193 - 301 - 301
170 362 362 193 - 301 - 301
4,000 5,000 5,000 3,822 - 4,974 - 4,974

- 1 1 - - - - -

3 L] 7 - - - - -

2 h 6 - - - - -

Planned

at EOP

105
4oo

300

757

6,000

-ff -



Dutput Planned output at month _Actual output at month ) Planned
Indicator 12 24 Total 6 12 18 2] Total: at EOP

. Societles recelving
supplies from

CONAUDEC 25 75 75 60 - 97 - 97 100

. Suppllies sales
volume ($) 400 1,000 ],00C 466 - - - 466 1,900

. Credit unions
participating In
risk management

prograa - 10 10 - - - - - 20
. Savings insured - 52 52 - - - - - 103
. Lloans Insured - s2 5% - - - - - 5%

te: USS = CFAF 2]15. Rate used In the project paper.

arce: CUKA/GPC

-4 -
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soclety members, which was selected in October 1981, Salés of supplies
declined while a newboolkeeping system was taught and the new documenta-
tion printed. Finally, the risk ma agement program has been delayed
while waiting for agreement. between ACOSCA and the CUNA Mutual Insurance
society, but funds were recently received for external donor guarantees.
Given conditions in the Togo credit union movement, project achievements
have been good, although achievement of some of the institutional objec-
tives has bemn delayed.

Overview of Training

A major training program has been implemented during the project,

summarized in Table b,

6. TRAINING SUMMARY

Number of Total
Group tralnees person days

Members of primary

socletics 507 1,929
Promotionr agents 162 94}
National cormittee

members 65 247

Total 734 3,119

Note: Some trainces attended more than one courss.

Source: CCNAUDEC



Training was conducted at all levels of the credit union movement.
A total of 57 courses were held for 734 trainees, providing 3,119 person
days of training, nearly 12 years of tralning time. This training has

been a major factor in the growth of credit unions during the project

period.

Training of Promotion Agents

The training subjects taught during the 21 months of the project,
arranged in chronological order, are:
l. nspection
2. Cooperative organization and development
3. Institutional analysis
b, Office management
5. Modification of by-laws and registration procedures
6. Accounting
7. Training trainers
8. Rlsk management

This training is summarized in Table 7.

The training needs of Individual agents were identified by personal
interviews dusing the first weeks of the project, on-site observations of
4gents in their work setting, discussions with national comittee members,
and evaluations of subordinate agents by senlor agents. The first oppor-
tunity to use these profiles of training needs was In selecting field
8gents for an Il-week training course (September-December 1980) at the
West Africa Center for Econonics and Sociology (CESAD) at fovo-Dioulasso,

Uppear-volta.
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7. TRAINING FOR PROMOTION AGENTS

No. of rotal
Trainees Duration person_days

Date: tocation

Institutional Analysis

Nov. 13-16, 1980
Sept.27-0ct.2, 1981
Feb. 8-12,1982

Total (3 courses)

Modification of National
Association/Primary
Society by-laws
Jan. 5-11, 1981
Mar.17-18, 1981
May 6-8, 1981
Oct.19-23, 1981

Total (5 courses)

Training of Trainers

Feb. 22-27, 1981
Mar. 2-6, 1981

Total () course)

Cooperative Organization
and Development

Sept. 22-Dec. 6, 1981

Jun. 22-24, 1981
Mar. 15-Jun.15, 1981
Jul. 1-31, 1981
Mar. 1-20, 1982
Total (5 courses)

Accounting
Feb- 3-609-130 |98l
Sept. 7-11, 14-18, 1981

Total (2 courses)

Bethanlia 2
" '5
Kpalime 4
21
Bethania 16
Lome 6
(1} 6
(1] 2
33
Lome -
5
Bobo-Dioulasso
Upper-Volta
(CESAOQ) 3
Lome 16
8adou,Kpalime |
Lome, Badou,
Kpalime 2
Lome 14
69
Lome 16
Kpalime 15
31

wviNvwu

10

55
60

10

75
20

103

30
18

25
135

50

165
48
60

ho
28

341

144
150

294


http:15-Jun.15

Dateq

Central Finance

Feb. 22-26, 1982

\Mar, 1-5,8-12,
1982

Total (2 courses)

Risk Maragemenc

Feb. 22-26, 1982

Total (1 course)

- 38 -

Location

Nairobl,
Kenya

Bamenda,
Cameroon

Nairobi,
Kenya

Grant total (19 courses)

Source: CONAUDEC.

No. of
Jrainees

Total

Duration person days

10 10
15

d4d
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The training subject was cooperative organization and deve lopment and
consisted of formal classroom instruction, along with field-work {n or-
ganizing a credit union, or working with an existing credit union.

The training was directed toward agents working in the rural sector.
Knowing that most senior agents had been trained already in this sub-
Jec. at CESAO, the choice of agents centered on four possible candidates
for three training positions, Of the three candidates selected, the
two working primarily in the rural sector subsequently achieved a 100%
increase in membership; a 25 increase in credit unions served; a 60%

increase in savings;and a 10-fold increase in loans outstanding.

Inspection training. Inspection training was given on-the-job during

a one-week field visit to the Savanes region in August 1980. The techni-
clan worked directly with the inspector and promotion agent for the entire
week, when skill deficiencies were observed during the first irspections.
A+ the end of each work-day, deficiencies were discussed with both agents.
The task was to reconcile the cash position with the individual ledger
cards of the society members. After discussions of how to address the
problem, the solution was demonstrated by the technician with the ins-
pector the following day. The field agent understood his role and the
technician withdrew after the on-the-job demonstration. The agent de-
sorstrated his newly learned skills during the remainder of the week with
little correction. The agent was sent in October 1981 for six months of
training in France to become an inspector.

Institutional analysis training. Institutional analysis was Introduced

to the two most experienced agents in November 1980. Ouring the reorien=
tation meeting of these agents, national committece members, and the

technician, the Idea was presented by ACOSCA and CUNA/GPO staff,


http:direct.ed
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The most important need identified by the agents was creation of by-laws
for the national association wnich led to a national seminar to prepare
a first draft of the by-laws.

In January 1981, following the workshop in November 1980, a national
reorientation seminar was held on institutional analysis. The purpose
of the seminar was to create by-laws for a national association. A question-
naire was used to focus group discussion. The work done by each was
presanted to the entire group. Agents learned the structure of by-laws,
how to modify them, and what parts are most controversial. This knowledge
permi;s agents to detect structural flaws or missing parts in local by-laws

and to respond to questions about the by-laws.

Medification of member society hy-laws was studied during a one-week
workshop in OctoberAISBI by the four most experienced agents of CONAUDEC
and the cooperative ageﬁt assigned to CONAUDEC. As part of registration
procedure, the by-laws of member societies must be modified to conform
to Togolese cooperative law. The major problem was the absence of share
capital in the model by-laws. All five participants attended the train-
Ing in January 1981. As a result, they subsequently rewrote the society
by-laws using skills gained during earlier training.

The second seminar on institutional analysis was in September
1981. The ACOSCA chief of education and training, supported by the
regional training director, taught a one-week seminar for CONAUDEC agents
and members of the national committee.

Office management training, Office management has been a continuing

challenge. Training has been on-the-job. In working with CONAUDEC'S
secretaries, problems of maintenance and control of correspondance

have been identified. Fillng of documents, coordination of work flow
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and production among the secretaries, and management of the work load
have been addressed. However, structural problems prevent practicing
the skills learned. Filing cabinets are needed for document storage.
Documents need to be created and maintained to control correspondence.
A one or two-day workshop probably would improve office skills.

Accounting training. Accounting training has been a major focus

of this project. Two types of training were provided. The first
was training an accountant to maintain the CONAUDEC accounting system.
The second was to assure that field agents have the skills to do the accoun=
ting for the member societies.

On-the-job training of the CONAUDEC accountant started October
13, 1980,and has continued to the present. The first skill learned
was how to class vouchers, in chronological order, by day within
the month of the expenditure. As a result, the accountant was able
to file the vouchers for 1980 by month, before grouping expenses by
account.

During the preparat’on of the 1978-1979 accounting documents,
the accountant worked with the technician. This training was put
to good use when rhe accountant prepared accounting documents for
1980. From what he had learned, with periodic control and verifi-
cation by the technician, the 1980 cash flow statement was produced
In two weeks. Training was accelerated with the arrival of CUNA/
GPO project officer in March 1981 to introduce the accrual accoun-
ting system. Transactions for first two months of 1979 were posted
in Journal by the project officer with the accountant observing.

The roles then were reserved and the Togolese began posting the
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the transactions. Each time he had a question or made a mistake the
problem was discussed to reinforce learning.

At the end of the training, the first financial statements under
a recognized accounting system were produced. These statements, with
explanatory notes, were mailed to donors and other interested parties
in June 1981.

On-the-job training of this CONAUDEC employee continued. He per-
formed the bookkeeping for 1981 with the technician regularly veri-
fylng his work. The result of this training is that CONAUDEC, for
the first time, has the skills necessary to maintain its own accounts.

Verification and control of the 1981 accounts were completed in
one week. The 1981 financial statements were ready in early March
and presented to the board of directors. B8y the decision of the
board, the statements are being verified by an outside auditor,

The second type of accounting training was to provide field
agents with skills to maintain the accounting system of the socie-
ties and to train society bookkeepers. A new system was designed
using color codes. The next step was to design a training program
for the agents as the first step of Implementing the system. The
training program was in three stages: (1) formalized transfer of
knowledge and skills; (2) appropriate on site practice; and (3)
evaluation of performance. This two-week training session was in
February 1981.

Post training analysis showed that 75% of the agents had learned
the minimum necessary to transfer skills and monitor the system.

Even with this high success rate for an introductory session,
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repetition is needed. The seminar was repeated in September 1981
modified slightly to train agents to be trainers. Agents need to
be able to instruct society members how to maintain minimum society
accounts. For example, the society members are not instructed ini-
tially how to calculate interest on loans. The agent does this and
prepares financial statements at the end of the fiscal year.

The skill attained permits each agent to become a trainer which
has two advantages. First, the trainers for future society acroun-
ting seminars would be the field agents themselves. Second, and
more important, they can continuously up-grade the accounting skills
of the societies they service.

The effectiveness of this approach has been completely verified.
In 10 accounting séminars held from November 1981 to March 1982,
the trainers were Togolese with participaion of the technician as
a senior trainer and,initially, as the coordinator. This role was
turned over to the Togolese in the seminars in Dapaong and Lama Kara
in February 1982 and March 1982. The field agent in Keve holds two
one-day accounting classes a week following the model used during
his training and using the same training materials. Following the
first accounting seminar in Dapaong in January 1981 for society
treasurers, participant skills were lower than in other seminars.

As a result, the 3-day training seminar was repcated.

Training of trainers. A two-week, West African, train-the-train-

er workshop was held in Lome in February/March under the auspices of
the AlD-financed ACOSCA Training and Education grant. Two partici-
pants were invited, one from CONAUDEC and the other a Government
cooperative officer. CONAUDEC benefitted from the location of the

workshop in Lome by sending three additional agents.
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These agents are the nucleus of CONAUDEC's training program.

Specialized training. The primary purpose of a national associa-

tion Is to provide services but normally training does not contribute
directly to revenues of societies. Central finance and risk manage-
ment programs, on the other hand, are potential sources of revenues.
However, training for these programs requires special skills, Because
CONAUDEC is a member of ACOSCA, it has access to ACOSCA's specialized
skills. ACOSCA trains the staff of national affiliates in central
finance and risk management. During February 1982, two CONAUDEC agents
had one week of training gf ACOSCA headquarters in Nairobi. From this
initial training, CONAUDEC eventually can provide member societies
with two new, revenue-generating services,
CONAUDEC's designated head of central finance participated in

ACOSCA's newly instituted exchange program. He spent two weeks In
Cameroon, observing and working with the most advanced central finance
operation in Africa. At the appropriate time, CONAUDEC will be able
to start a central lending fund with a qualified person trainsd

and ready to assume such management responsibilities. The impact

of this training on CONAUDEC's self-sufficiency, however, will be

in the future.

Developing Planning Capability

Toward the end of the project period, following assessment of
needs, the project technician will assist in preparing a five-year
development plan for the credit union movement. Such a plan |3
critical to the growth and viability of the movement, sincg the

addition of personnel and the mobilization of donor aaency or
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eventual credit unlon resources alone do not fully address organi-
zational development needs. The plan will strengthen CONAUDEC's,
or Its successor national association's,ability to develop credit
union systems, to deliver these systems to primary societies
‘through education and training, and to improve Its own program of
financial planning, management, and evaluation. Since it was pro-
jected that such a plan would be developed by the end of the second
year of the project, essential steps have been taken through the
21st month toward this exercise.

Credit union development must be oriented toward the needs of
primary society membership. The first steps In this direction were
taken In July of 1980 when four representatives of credit unions
became, for the first time, a part of the eight-person national
promotion committee (CONAUDEC). With this representaticn in mind,
a series of Institutional analysis workshops began four months
later. In the interim, in anticipation of forthcoming planning
needs, training sessions were held in accounting to help quantify
CONAUDEC and credit union resources and needs for planning purposes,
Regional promotion seminars were held to encourage formatlon and
expansion of primary societies,

The Institutional analysis workshops were sponsored by ACOSCA
to familiarize society committec members and COMAUDEC staff wlth
the institutiona) development approach designed by the CUNA/GPO
staff and adapted, with assistance by ACQSCA, to the unique needs
of African credit unions. This approach Is fairly simple, invol-
ving analysis of credit union functions and processcs, the prepa-

ration of minimally acceptable outcoms statements to measurs prccass
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performance, assessment of current performance, and identification of
causal factors of deficient performance. This is a point of
departure for ongoing monitoring of the eventual development plan by
CONAUDEC leadership and sctafi.

Initial sessions identified the following preliminary activities
to precede an institutional analysis phase:

1. draft national association by-laws so that goals and objectives
could be conceived with inputs by potentials members, which in turn
would facilitate identification of processes necessary for achievement
of goals and objectives. In addition, the relevant government ser-
vices were to be consulted in a timely manner to insure compliance with
applicable laws;

2. make Inspection tours of all potential affiliates which would
determine the status of each of these societies (minimatly) in mambership,
savings and loars;

3. design and develop the accounting system to be continued by
CONAUDEC and transferred to the societies, to quantify the status of
credit union;

k. identify possible financing for the plan so that potential
resource allocations could be linked with organizational objectives,

S. expand the national committee (CONAUDEC) from 8 to 20, composed
primarily of credit union members. Further, to elect 3 board of
directors, consisting exclusively of society members;

Accomplishment of the activities was the focus of the 1981 program. by
the project's 20th month, CONAUDEC was prepared to begin the inscitu-

tiona! analysis phase of development planning,



In March of 1982, two significant steps were taken. The first was
a comprehensive, country-wide, base-line survey of existing credit unions
by CONAUDE('s field agents, in coordination with the Lome staff. This
survey, to be completed Tn*April, will plot the growth of the movement
over the last five years and identify potential affiliate status and
needs. The second step was the identification of functions and processes
of CONAUDEC, and, by inference, of the subsequent national association.

The CONAUDEC board, sssisted by CUNA/GPO and the regional ACOSCA
staff, has identified five organizational functions: (1) organizational
.goal and policy; (2) institutional development; (3) program planning;
(4) administrative'functions; and (5) service functions. A function is
defined as a set of logically-related processes that, together, are
descriptive of a major element of the organization's operations.
A process is defined as a set of logically-related tasks that, together,
describe a measurable and discrete outcome of organizational activity.

In order for performance standards to be monitored and evaluated
periodically, each of the process statements is defined in measurable
standards of performance along the following guidelines:

1. each statement specifies what product is dzsired
as the outcome of a set of activities. Therefore, the focus is
on results, rather than methods;

2., each statement is subject to observation and measurement.

3. each staterent of process is significant and related to
a task or task step;

4, Each statement is important to CONAUDEC, and its successor
organization. Further, it does not require skills or resources, or
Imply levels of sophistication that are beyond reasonable expecta-

tions.
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‘The March program resulted in over 100 process statcments of
measurable performance. The following is a llsting of major catego-
ries, as related to CONAUDEC's organizational functions:

1. Organizational Goal and Policy

CONAUDEC Goal
Definition of Organizational Policy

2. Institutional Development
Affiliate Analysis
CONAUDEC institutional Analysis
Institutional Development Planning

3. Program Planning

Program Planning
Financial Self-Sufficiency Strategy Planning

L. Adninistrative Functions
Personnel
Financial Management
Dues Collection

5. Service Functions

Financial Services to Primary Institutions
Non-financial services to Primary Institutions.

The next activity, scheduled for April, will be an . ssessment
by CONAUDEC management and staff of current performance in relation
to the standards established by each process statement. Three
ratings will be used.

1. adequate--the process meets or exceeds the measurable stan-
dards specified as the acceptable outcome;

2. partial--the performance meets some of the elements of
the standard set, but does not fully meet the outcome criteria spe=

clfied;



3. unsatisfactory or non-existent==the standards for the process

are largely unmet, or the process is not operating at all.

The diagnosis will not be complete, however, until the reasons
for deficient performance are Identified, These can be categorized
‘'by any of four possible causal factors: definition, skill, attitude,
and resources. The Institutional analysis of CONAUDEC will then be
complete and the planning phase for national credit union development
can begin.,

The first part of the next phase Is to establish national credit
union development priorities. Criterfa will be established by CONAUDEC
leadership for this type of ranking by which all less=than-adequate
processes will be rated and ranked, Following this, Implementation
methodologies will be selected for each process and responsibility
assigned to CONAUDEC leadership and staff, the nature of responsibility
identified, and outline job descriptions prepared, Next, internal
and external resources needed to carry out these responsibilities
will be inventoried and appropriately assigned to processes. As 2
corollary, cost estimates will be assigned to caﬁh expenditure item,
Finally, after establishing priorities, estimated person-days required
for process development, human resource avallablility, and resource
mobl 11zatlon schedules, an Implementation schedule for national
credit union development will be drawn up. The timing of activities
will be scheduled over five years and monitored pariodically by
credit unlon leadarship and staff, with the GPO and ACOSCA services
avallable for consultation, 5o that timely adjustments may be made
as necessary., This approach, which was on schedule at the time of

shis evaluation, will Institutionalize the planning and evaluation




processes of national credit union development and ensure a sysgem

responsive to affiliate needs.

Development of Accounting and Budgeting Systems

CONAUDEC accounting. Prior to the arrfval of the CUNA/GPO techni-

cian in Lome, a Canadian consultaat devoted three months to develop~-
Ing an accounting system, At the time of the technician's arrival,
however, the system was not in use. Functioning accounting and budget-
Ing systems, in effect, did not exist and had to be created. The
techniclan devoted rore than 8 weeks (12 October through 12 December
1980), to establishing the system with the assistance of CONAUDEC local
staff (Annex D). There also was a similar lack of accounting and
budgeting systems in the primary societies.

According to the implementation schedule, the first eight weeks
of technician time were to be devoted to technical orientation. At the
time, CONAUDEC personnel with knowledge of the day-to-day operating
expenses and accounting records were participating in promotion seminars
and unavailable. Therefore, development of the accounting system
could not be started until the last half of October.

Slnce the latest accounting report covered expenditures thraugh
March 31!, 1978, the problem was urgent. In addition, available funds
(AID support for the first year and remaining other donor funds through
December 31, 1980) would allow CONAUDEC to operate only through June
1981. All non-AlD funding had been suspended oecause accounting and
financial statements justifying expenditures had not been prepared

since the last accounting report. CONAUDEC's, existence therefore

was threatened.
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Two systems were created to solve this problem, First, a cash
flow accounting system was designed justifying expenses for the period
In question. After having assured donors that their money had been
properly used, an accrual system was introduced following international-
ly recognized accounting principles and standards (oCAM). After in-
troducing the accounting system, the longer term problem of system
maintenance had to be addressed. Someone to keep the accounts had to
be trained to implement the ne~ system. Otherwise, the system would
again fall into disuse.

To assist in redressing the accounting problem, the CUNA/GPO pro-
ject officer (current WOCCU chief financial officer) provided one week
nf techaical support. He and the field technician modified the OCAM
»ystem, the systen internationally re-ngnized for French-speaking
African countries, to fit the needs of CONAUDEC. The intermediate
step (cash flow accounting) was still necessary before final develop-
ment and implerentation of the accrual accounting system, This was
because all cash -—ovements hai to be verified physically. Finally,

It was agreed that CUNA/GPO would furnish follow-up technical support
services to complete implerentation of this objective. These servicas
were provided in March of 1981,

Using the chart of accounts, cash moverents from April |, 1978,
to December 31, 1979, ~ere reconstructed and reconciled. This was
done from existing vouchers, personal salary rccords, petty cash
books/lcdger, check book, and bank statements, COMAUDEC had changed
Its offices twice during 1380, which provided many opportunities
for loss of docurents, A chronalogical cash flow, accounting for

every franc withdrewn from the bank ,was the goal,
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Receipts had to be verified against the petty cash book; then the
petty cash replenishment against the check book; then the check book
against the bank statement. Deposits had to be justified to determine
cavh inflow available to be spent, with all withdrawals then consti-
tuting cash outflow to be justified by receipts, vouchers or redeposits.
Deposits minus checks drawn plus checks outstanding, cqual the real
bank balance. An example of a procedural constraint was the fact that
receipts for the petty cash book and other expenses were found in in-
coming or outgoing mail or perhaps elsewhere.

The final accounting documents produced by the cash flow method
were mailed to the Swiss donor agency December 12, 1980. In February
1981, the Swiss donors disbursed the remaining CFAF 6,732,000. These
accounts were presented personally to the West African Representa-
tive of Bread for The World. During this meeting it was agreed that
unobligated CFAF 16,000,060 remaining in the pipeline for the project
would be released. Release of the funds was agreed pending receipt
a letter of request accompanied by the supporting accounting documents,
Total funds received by CONAUDEC after the initial accounting work
were CFAF 22,732,000 (uSS 105,000).

An accountant ~as trained on-the-job by working closely with the
CUNA/GPO technician. From October 13, 1980,to April 2, 1981, CONAUDEC
progressed from no accounting to verifiable financial statements.

The trainee accountant produced the 1981 accounting statement
which I3 presently being audited by a private financial consultant
who audits a Warld Bank project account in Togo and the ACOSCA Wast
and Central African Reqional Office accounts.

Tha far, the following Sudgeting and accounting objectives have

bean achleved:
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CONAUDEC can prepare budgets with a realistic base a9 cost
figures by expenditure class are known;

financial reporting has been started and donor confidence
regalined; and

a proposed budget for 1932-87, projected from 1978-81 accounts,

has been sumbmitted to donors for consideration.

The system will be updated regularly. The existina svarem:

‘.

2.

specifies general ledger accountf required t» provide essential
financial data, at the time and in the format required, for
good management control;

complies with statutory and donor flinancial reporting require-
ments ;

utilizes formats which allow insertion of new accounts as
required by new activities;

Is operable by available trained personnel; and

requires periodic adjustment of balance sheet accounts to
reflect changing monetary values, specifically, the revalua-
tion of fixed assets, accrued recelivables and payables, and

bad debts.

Remalining output targets which have not been fully achieved include:

monthly balancing of subsidiary ledgers with the general
ledger control account, because the accountant must perform
other functions, e.g., training and promotion activities;
dally reconciliiation of physical cash with control accounts;
sub-systers to allocate revenues and costs to organizational

units;
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k., financial data consistent with lﬁternal and external auditing.

The above needs have beén identified by the evaluation team. The
accounting system is expected to meet these targets by the end of the
project. Improvement of accounting remains a prime objective, as well
as a major accomplishment of the project.

Primary society accounting. During an initial one-week visit to

rural societies major accounting problems were identified by the CUNA/
GPO techniclian. Such needs,in some respects, were less pressing than
at the national level. However, the existing system Is inadequate.
The system is maintained by field agents, in practically all cases,
with little or no society capacity to do bookkeeping and accounting.

The system accepted by CONADEC utilizes a color code with cash
deposits made on green documents and cash withdrawals on red. With
the system designed to use existing CONAUDEC documents, the next
stage was delivery, The lack of a standard accounting system for
primary societies gave CONAUDEC an opportunity to Introduce a stand-
ard, country-wide system. In addition, up-to-date statistics can
be gathered during conversion to the new system.

Agents were trained for two weeks in February then agaln In
September for two weeks. Training was prior to the implementation
to give the field agents the necessary skills to service the system,
Field agents now can act as trainers of society treasurers. dew
sccounting documents were printed at a cost of CFAF 1,678,550, over
half (CFAF 950,000) financed by a grant from a Credit Mutuel affi-
Vlate.

The system {3 now in use country-wide after training sessions
carried out all over Togo. Some primary socletlies already are able

to keep thalr own accounts with little or no agent supervision,
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The societies which have not yet reached this level of skill will be
closely monitored by field agents unti] they become technically self-
sufficlent.
The design, development. and Implementation of the accounting
system at the local and national level have been primary objectives
of the project. The results are conclusively favorable but must be
fully Institutionalized to provide a technically solid foundation
for further growth of the movement.
Observed results are:
1. azcounts for the national committee including:
(a) financial statement at year end justifying expenditures
of donor contributions; (b) cost figures for making realistic
budget expenditure estimates and CONAUDEC outside funding needs:
2. -3n accounting system for primary societies with: (a)
relevant documents printed and available for distribution
and sale; (b) agents trained to use the system and possessing
the skills to train the society members in its use; and (c)
soclety trrasurers trained,

CONAUDEC budgeting. Budgeting systems have progressed in a similar

fashion. At the outset of the project no budgeting system existed be-
cause there was no cost information, thus, no knowledge of expendlture
groups. The 1980 budget consisted only of expenditures with no

Indication of sources of revenue. The 1981 budqget was not f[inalized

until the 1979 and 1980 financial atatemants were complated in April

1981.
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However, the 1981 budget was not a true operating budget for several
reasons:

1. 1t was an expenditure budget with no revenue estimates;

2. because donor relations had just been resumed, expenditure

restrictions were not known until the European mission visit
during the summer of 1981;

3. realistic expenditure estimates were not known; and

4, actual expenditures exceeded budget expenditures by CFAF 1.2

million.

Durling formulation of the 1982-1987 financial plan, the budget process
became more refined. Further Improvement of the system and institutiona-
1ization is needed before the end of the project. The expenditure budget
should follow the accounting plan to facilitate control of expenditures.
Such information will signal overspending by line item and sub-line item.

The budget process is still not well understood by CONAUDEC. There
Is a tendency to assume that donor financlal resources always will be
avallable. Training in financial management can help establish the
concept of a self-financing system relying mainly on dues and fees
pald by member societies.

Except for one or two urban credit unions no budget process is In
use among member societies. Institutionalizing the budget process is

at least a year away for local societies:

Promotion and Growth Strateqy

Knowing that service to existing societies Is the key to long term
growth of the movement, CONAUDEC increased field staff 50%, from 5 to
10 sgents. Two agents filled vacant posts in Atakpame and Lama Kara,

the first by a CONAUDEC trainee In August 1980, replacing the agent
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tranferred to Lome in January 1979; the second by a Government agent

in January 1981, replacing an agent who had left CONAUDEC in late 1977.
CONAUDLC started serving two new areas, Keve and Bassar, In August 1980
and January 1981, respecqj!ely. The fifth agent is a trainee who will
finish training in May 1982 and has not yet been assigned. The effecti-
veness of field agents was enhanced by substantial amounts of training
described above (Section VI, Training of Promotion Agents).

CONAUDEC agrees that a primary means of encouraging growth of the
movement is to strengthen the most viable credit unions. CONAUDEC can
supply services to viable societies which would ‘become models to which
the promotion agent can point in persuading other groups to organize
their own credit union,

Training of society members h;s been the main vehicle to strengthen
the mest viable societies. Training of society members has focused on
three major subjects: (1) cooperative organization and development;

(2) modifications of national association by-laws; and (3) accounting.
Table 8 presents data on training provided. The evaluation team analyzed
the content and methodology used in these training sessions.

Promotion seminars for society members had been planned and training
prepared in September 1980, prior to the technicians arrival. The format
of all eight seminars was the same (Annex _F ).

The eight seminars accomplished several important objectives.

Credit unions in all regions of Togo learned that the movement is func-
tioning at the national level but that structural reorganization and
change are necessary, with self-sufficiency accepted as the goal of

the movement. Second, the instruction assisted agents directly to

Improve. their job performance. Third, mutual reinforcement
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8. ‘TRAINING FOR NATIONAL COMMITTEE

MEMBERS AND PRIMARY SOCIETY

HEMBERS
Dates .Location

National Committee

Members

Institutional Analysis
Nov. 13- 16, 1980 Bethania
Sept.27-0ct.2, 1981 Bethania
Feb. 8-12, 1982 Kpalime
Total (3 courses)

Modiflcations of

National Association

by-1laws
Jan. 5-11 98] Bethania
Jan. 27-29,1981 Lome
Mar. 17-18,1981 Lome
May 6-8, 1981 Lome
Mar. 12-13,1982 Lome
Total (5 courses)

Training of Trainers
Feb. 22-27, 1981 Lome
Mar. 26, 1981
Total ( | course)

Cooperative Organization

and Development
Mar. 2-6, 1981 Dakar,Senegal
Total ( 1 course)

Central Finance - Creation

of Credit Policy
Dec. 29-30, 1981 Lome
Jan. 11-12,14, 1982 Lome

Total ( 2 courses)

Grand total (12 courses)

No. of

Jrainees

(- -] |£‘b

o8-

Dura-
tion

N w NwW O

10

w N

Total
person

days

28

95
10

133

20



Dates

Members of Primary

Sacieties

Creation/Modification of
National Association by-laws

Jan.5-11, 1981

Jan.
Mar.
May

Total

Cooperative Organization

27-29,1981
17-18,1981
6-8, 1981

( 4 courses)

and Development

Sept.
Sept.
Sept.
Oct.
Oct.
Oct.
Oct.
Dec.
Mar.

Total
Accounti

Feb.
Nov.
Nov.
Nov.
Nov.
Jan,
Jan.
Jan,
Feb.
Feb.
Mar.

3-5 1981
11-13, 1981
24-26, 1981
6-8, 1981
9-11, 1981
13-15, 1981
22-24, 1981
18-20, 1981
2-6, 1981
(9 courses)
ng
3-6,9-13, 1981
2-6, 1981
9-13, 1981
16-20, 1981
23-27, 1981
4-8, 1982
18-22, 1082
25-29, 1982
15-19, 1982
22-24, 1982
1-3, 1982

Total (11 courses)

Central Finance - Creation

of Credit Policy

Dec.
Jan.

29-30 1982
11-12,14, 1982

Total (2 courses)

Grand -otal (26 courses)

Source:

COMNAUDEC.
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Location

Bethania

Badou
Kpalime
Tsevie
Dapaong
Lama-Kara
Sokode

Lome
Atakpame
Dakar,Senegal

Lome
Lama-Kara
Atakpame
Badou
Kpal ime
Tsevie
Dapaong
Bassar
Lome
Dapaong
Lama=Kara

Lome

No. of
Tralnees

,Dura=-
tion

& wro

30
26
35
52
Ls
L)
19
24

273

i0
19
38
27
33
17
14
22
13
11

210

ddle

W WU

VN G W Wb Wb W W L\

WwWwVIVIVIVT VTV VD

Total
person

days

ko
12

67

90
78
105
156
135
123
57
72

821

S4
50
95
190
135
165
85
70
110
39

1,026

6
-
15

dadid...
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was provided by bringing society members togetner. inese seminars
stimulated growth and promoted the idea of a national organization.

After these seminars a meeting of national committee members,
the two senior agents and technician, was convened in November 1980,
which led to the first national reorganization seminar in Bethania
In January 1981, The by-laws were written in draft. Later, in
January, a national drafting committee met to.review the draft by-
laws.

The last drafting committee meeting in March 1982 compared the
revised model by-laws for primary societles with the draft for the
national association. The two sets of by-laws are ready to be review-
ed by the national promotion committee and sent to the Ministry of
Rural Development for final acceptance as part of the registration
procedure. This work on the by-laws has paved the way for formation
of the naticnal association.

Aother part of promotion and growth strategy relates to training
of national promotion committee members. The January 1981 seminar
drafted the by-laws, The second institutional seminar on national
re-organization took place in September 1981 under the direction of

ACOSCA. The second seminar proposed three national entities--
the board of directors, the credit committee, and the supervisory
committee. These two seminars have contributed to formation of a
national structure and priorities essential for the CONAUDEC five
year plan, The ACOSCA Africa-wide seminar in Kpalime In February
1982 dealt with the relationship between the manaaina diractor and

the board of directors,



Although CONAUDEC will be able to meet project growth targets,
much training remains to be done. The five year institutional develop-
ment plan will address these problems to accelerate growth and achieve-
ment of self-sufficiency.

CONAUDEC has drafted a credit policy for central finance. The
creation of a central finance facility has been a longstanding object-
ive presented to the primary society members during organization and
development seminars in the fall of 1980. Bread for the World has
accepted a proposal by CONAUDEC to use CFAF 8 mlllion from its capital
grant to establish a central lending facility ahd rlsk management pro-
gram, CFAF § million and 3 million to each, respectively. To use these
funds COMAUDEC must establish the administrative structure to provide
these services. Following a declsion of the new board of directors
in December 1981, a drafting cormittee was nominated to prepare a
draft central finance policy for the board and national promotion
committee to consider and approve.

The success of the drafting comittee's work resulted from:

(1) a clearly defined purpose; (2) proper preparation of working
materials; (3) specialized technical assistance by ACOSCA and CUNA/
GPO; and (4) a comon goal of serving the movement. Wlth specialized
training of an agent already under way, limited central finance
services will eventually be introduced,

A major part of COMAUDEC's growth strategy Is technical training
In accounting for society members. Eleven courses were held for 210
tralnees who received 1,026 hours of training. Although this training
is not described in detai! 'n this report, It constitutes an Important

step tu~ards acceptable accounting practices by primary societies.
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Liaison, Reporting and Administrative Procedures

Although AID grants to private voluntary organizatlions are expected
to be largely self-monitored, the CUNA/GPO technician also has maintained
regular liaison with 0AK/Togo, GOT and CONAUDEC, in accordance with
the project agreement.

Upon arrival in country, the technician met with the A1D Represen-
tative and OAR project officer, during which a brief orientation resulted
In mutually agreed information requirements. It was agreed that the
technician would give priority to project implementation and inform the
OAR of activities as appropriate. This procedute satisfled OAR needs.
Whenever the CUNA/GPOQ project officer was in Togo to provide technical
support, he briefed 0AR staff with the project technician. Close
cooperation has evolved between the technician and OAR staff., All
tasks and implementation priorities were outlined to OAR regularly.

Posting of a new regional director and deputy to the ACOSCA Regional
Office also has resulted in close collaboration with ACOSCA. The
technician met with the CUNA/GPO Director and the ACOSCA
Executive Secretary in Kenya to discuss project objectives and
responsibilities. Initial contacts were made with the Minister of
Rural Development through ACOSCA's Vice-President.

Although formal, bi-monthly progress reports by the techniclan
to the grantee were not submitted, the regular use of telex and
telephone insured proper implementation of the project. Timely
monitoring of project needs by the technician resulted in consultation
before the end of the first year with CUNA/GPO's financial management
specialist for assistance in the design, development, and implementa~
tlon of CONAUDEC's accounting system, Regular flnancial reports

were made.
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Project Financing

The project grant Is divided into two parts: technical assistance
and the CONAUDEC sub=-grant. Direct CONAUDEC support has been for
operating and administrative costs, commodity purchases, and a revolving
fund for the purchase of safes. Table 9 provides a breakdown of ex-
penditures as of March 31, 1982.

Project funds have been disbursed in the following manner, The
technician left uashlngt;n in July of 1980 with a travel advance equal
to estimated needs for three months plns ACOSCA consultation travel
funds for the 6th biennial meeting In September 1980, Before leaving
for this meeting the technician telexed CUNA/GPO the project financlal
needs for the next six months. On his return, the funds had been depo-
sited in one of the BIAD accounts Iin Lome, _ s

Further transfers Involved a system based on the techniclian's fore-
cast of fun“s nesded during a pending quarter. Prior to the end of
a given quarter funds on hand are analyzed, To this beginning cash
position Is added known quarterly needs (i.e., rent, electricity) plus
any special needs, such as equipment purchases or foreign travel.

All needs are totaled, then compared with the on-hand position and

a discre te margin is allowed for unexpected expenses. These needs,
minus the amount on hand, plus the margin, determine the total funds
to be requested. This request Is then telexed to CUNA/GPO before
the end of the quarter. With the recelpt of the telex, a Federal
Reserve Letter of Credit is drawn to meet the request made,

Once recelved from the Federal Resarve System, the money is trans=
ferred to a holding account managed by the technician at the National

Bank of Washington branch near the CUNA/GPO office. From this holding

LAY



- 64 -

9. PROJECT EXPENSES

Expenditures Projected To::?j;:;;gct
Line Item b6/29/80-3/31/82 4/1/82-12/31/82 Costs
Technical Assistance
Salaries 40,811 19,679 60,490
fringe Benefits 7,802 6,515 14,317
Allowances 22,696 13,147 35,843
Travel 18,028 41,527 59,555
Equipment 9,118 4,432 13,550
Consultants - 10,023 10,023
Other Direct Costs 13,397 15,989 29,386
Indirect Costs _25,746 48,386 74,132
Sub-total 137,598 159,698 297,296
CONAUDEC Sub-grant 41,183 37,521 78,704

Total Project Grant 178,781 197,219 376,000
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account the money is transferred in dollars to the two project accounts
maintained at the main office of the BIAO In Lome. One account is for
technical assistance and the other is for the CONAUDEC sub-grant.
‘Bank charges for these checks are about 2.3% of thelr value. This
system, however, also provides the project with CFAF credit within
two days. The funds in each of the BIAO a:counts, as well as the
account in Washington, are under sole signatory power of the technician.
Technician-related expenses are dealt witn either by check for large
expenses or through a petty cash fund. Only the techniclan makes
.withdrawals for the following project budget line items:
1. allowances ,rent, electricity and water.
2. travel;
3. direct costs; and
L, equipment purchases.
All other disbursements of project funds are by CUNA/GPO.
The CONAUDEC sub-grant was managed by the techniclan through
the end of 1981. This was due to the lack of an accounting system
to Insure adeguate centrol of funds. All dlisbursements, however,
ware made after censultation ~ith the responsible members of the
nationl promotion comittee (president and treasurer). Since the
beginning of 1382, CONAUDEC sub-grant funds have been advanced
directly to ity operating account for disbursement according to
the agreed (by boar? and techniclan) budget line items. The Justi=
fled expensas are totaled by line item, translated into dollar
valuas, photo-copied, and sent to CUNA/GPO for f'nal procrising,
Ovar the first 21 months of the project, tha CONAUDEC sub-

grant has financed the following line items:



ltem Amount () Percent
CONAUDEC Salaries/Benefits 4,300 10.4
Travel .18,139 44.0
Rent/Equipment 2,900 7.0
Training 15, 642 3s.0
Other Direct Costs 203 0.5
Tota! 41,183 100.0

The budget line item disbursements for technical assistance are
presented in Table 9. For clarification, "Other Direct Costs' have
been used for training and communication. Unused funds in other
categories could be redirected to this line item to ensure the
continuation of training activities (perhaps from relocation funds, where

there is presently a $10,000 surplus).

Impact

Credit union membershio, Ouring the first 21 months this project

has (1) increased credit union membership by 1,200 to 5,000; (2) ex-
panded the number of societies to nearly 100 throughout the country;

(3) increased average savings per society member to $98; and (4) trained
over 700 credit union directors, staff, and members (over 3,000 trainee
days) In bookkeeping, credit management, planning, promotion, office

management, and training methodology.

Prodyctivity and income. Since loca! financia! investment |s the

means by which productivity and income may be increased within the
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cooperative credit union system, increased savings for relnv?stment
In local productive lending programs are the most important variables.
Excellent progress was made throush the 24-month period ending December
31, 1981, during which total credit union savings increased 138% to
over $300,00". However, increased savings is a first step. These
resources must be utilized by the small borrowers for investments
such as improved tools, equioment, fertilizer, and seeds. Thus, the
facts that the value of loans during the period increased 255% to $61
per member, and that these loans represented 62? of local savings,
compared with 412 two vears earlier, indicate that there has been a
dramatic mobilizaticn and productive use of financlial resources by
primary societies.

Participation of woren. Women have continued to play a major role

in the Togolese credit unicn development. Although complete country-
wide statistics of membership by sex are not yet available, COMAUDEC
estimates that 25% of local society members are female. Women serve

on local credit union committees and participate as equals in meetings,
In accordance with world-wide cooperative principles. Active Involve-
ment by woren in credit unions is a natural outgrowth of the active,
traditional role of women in the economic activities of African
communities, CONAUDEC's commitment was illustrated by participation

In & week=-long, ACOSCA-sponsored seminar on women in development in
1981.

Appropriate technology. 1f this term Is narrowly dafined to mean

implements and equipmant, the Impact of the project has been slight.

If, on the other hand, the credit union structure as an institution
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s viewed as an appropriate development mechanism, the project has

had major impact. This also has been the case throughout the 23
countries in Africa where national credit union movements are affi-
liated to ACOSCA. Society members have recognized this organiza-
tional form as one which most suitably meets their own needs as demon-
strated by the 1.4 million persons who have joined 15,000 societies,
In which the’ have deposited $170 million of their savings, and from
which they have borrowed'Slho million. The credit union is a simple
organization which relies largely on a voluntary staff, elementary
procedures, and community ccoperation. Now that the CONAUDEC board

is comprised exclusively of primary society members, national policies
for the Togolese credit union movement will be stimulated by real
local needs.

Membership will have doubled over the 1ife of the project, which

s the most impressive indicator of the appropriate technology of

the credit union institution.

Poor majarity. By their nature as savings and credit ccoperatives,

credit unions cannot serve persons who are not able to retain as

savings any part of incore after basic expenditures, nor should they

If credit unlons are to be financially viable. However, credit unions
offer financial services to a segment of population which ls without
easy access to commercial banks, The majority of credit union menbers
in Togo are poor rural fanilies for whom credit union services strength=
en participatory comunity grosth. At the same time, the project

has recognized the irportance of savings mobilization in the less

rural areas, aronqg regular wage earners. These funds can be loaned

{n the rural areas through an interlending sarvice arong atl socletles,
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coordinated at the national level by CONAUDEC. Such a central liqui-
dity facility has proven successful in other African credit union
movements which CONAUDEC staff have visited recently In preparation
for initiating the program in Togo. This service will, in effect,
help reverse resource flows out of rural areas and enhance the
project's impact on Togo's poor majority.

Employment. The direct impact of the project on employment has
been small. CONAUDEC staff has Increased from 7 to 13. This Is not,
however, the best measure of project's impact qn employment because
of the decentralized and voluntary nature of the credit union movement.
Of more significance Is the $300,000 in bans to society members in
1981 for productise purposes; the 1,000 perscn-days of training of
credit union volunteers in organizational and financial management,
which has increased skills in the private sector; as well as the
doubling of savings per society to over $5,000 during 1980-81, which
has increased the capacity of these socleties to provide capital
with which the poor majority may increase employment and improve
their economic well balng,

Institutional zevelopmrent. The projact has been concerned pri-

marily with establishing the prarequisites of a national assoclation
and Introduction of a promotion and growth strateqy which can facill-
tate growth of me~bership and savings to assure the eventual self-
sufficlency of CCNAUDEC and the credlt union me samant. Self-suffi-
clancy rust be both technical and flnanclal for long-tarn viabllity,
The Institution also must have a solld legal structure and follow

8 development plan directed toward self-sufficlency, Integrating

both technlical and filnanclal resources.
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l: Technical. A major objective has baen to develop CONAUDEC's
planning and monitoring capacity to enable it to adequately perform
normal credit union functions, e.g., planning, office management,
financial management, and-service functions to primary society credit
unions. This capacity has been increased gradually through training
and institutional analysis. |In addition, considering the legal frame-
work under which a national association of societies must be established,
a revised accounting system has been installed at the national level
and standard documentation for the system is being utilized by primary
societies. The final step before drafting a long term development
plan is a survey of all credit urions to be completed by the end of
April 1982, Information from the questionnalire will determine the
needs to be addressed in the plan. The plan will focus on causes of
performarce deficiencies. Deficiencies will be addressed through
perfornance-based developrent of skills and avtitudes. When perform=

ence has reached acceptable standards, only limited and specialized
external technical interventions will be required,

2. Financial, Financial self-sufficlency for CONAUDEC, and/or
the successor national asscclation of credit unlons, is defined as
the generation by the organization of enough revenues from internal
gsources to cover costs of operations, Including continued promotion
of the movement., At present, these costs are met by donor grants
and in-kind assistance from GOT, Howaver, In anticipation of both
feaes for services rendared hy the national association to Its affi-
liates and phase-sut of donor support, tha CUHA/GPO tachniclan and
CONAUDLC board ha.e tentatively estimated that the leval of self-

suffliclency ~ay ue appronimately 501 by the end of 1987. Such
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estimates, of course, may be modified following the design and approval
of the five year development plan to be finalized by the 24th month of
the project. Within the financial plan, direct income of the national
association includes: earnings from the central lending fund; dues
revenues; risk management commissions; and sale of stationery and
supplies. Growth of society membership, savings, and loans were con-=
servatively estimated, while operational costs were increased assuminag
recent rates of inflatidn. Assuming no major change in the implemen=-
tation schedule, a national association may be formed in early 1983,
when more reliable estimates for achieving financial self-sufficlency

may be possible.

Potential replication in other francophone countries. The

credit union movement in Africa is largely in anglophone

countries. Therefore, the movement in Togo has the potential of
becoming a model in francophone West Africa where national credlt
union assoclations are even less advanced. The registration of

both primary societies and the national association under cooperative
law promises to be a precedent which can enhance progress of the
movement in those francophone countries where the lngal status

of societies is not yet clarified. In addition, the development of
French lanquage documentation, e.g., training and bookkeeping, for
the Togolese movement will minimize the preparation time for promo-

tional activities in these countries.



VII. ISSUES

Legal Status of Credit Unions

The legal structure of credit unions in Togo is governed by
Ordinance No. 13 of April-}2, 1967 and Decree No. 71-167 of September 3,
:1975. which provide the legal framework within which cooperative
societies are monitored by the Ministry of Rural Development, repre-
sented by the Division of Cooperation, Mutuality and Credit. As a
result of examining these statutes and discussions with the Director
of Cooperation, Mutuality, and Credit, the evaluation team established
that, in order for existing credit unions to be registered as coopera-
tive socleties, financial statements must be prepared for the most
recent three years and members must subscribe to share capital. The
latter, however, may be paid in pre-determined annual increments
according to the Director's interpretation of the statutes. These
conditions permit the Togolese government to e.sure that exemptions and
protection granted to cooperatives are not misused for commercial purposes
To satisfy these requirements, CONAUDEC has drafted model by-laws for
credit union societies which include the share capital provision and have
standard accounting proceduras for primary soclieties to facilitate
technical assistonce by field agents in updating financial records. As
soon as these conditions have been met, a constitutions! general meeting
will be held In each soclety to elect the board of directors and, If the
society so desires, to make an officlal request to the supervisory
ministry for registration as a cooperative society. This request will
be passed on to the registration comittee which should reach a decision
within threaa months, The declsion would then be passed to the Minister

for flnal approval of registration or modification.

4’/
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Since the procedures for legal recognition are understood by

CONAUDEC and appropriate measures are being taken to ensure this status

for the.credlt unions, CONAUDEC hopes that at least 70 societies will

be registered within the next year.

Legal Status of CONAUDEC

CONAUDEC (the Natlional Credit Union Development Committee) was

created in 1968 and registered on August 7, 1970 by Decree No. 1011

of the Ministry of the Interior. As speiled out by this decree, its

purposes are to:

help in the formation and development of credit unions in
Togo;

help the local unions resolve thelr technical and operational
problems, by providing the necessary services;

heip in obtaining legal recognition for tha credit unions

In compliance with the laws In effect and, when necessary,

to submit to the authorities arendments to these regulations
In order to facilitate the activities of these unions;

be & source of inforration as well as research and the general
coordinator of the movement In Togo;

establish working relationshipswith the African Cooperative
Savings and Credit Association (ACOSCA) headquartered in
Nalrobl, and with CUNA International/the World Councll of
Credit Unians;

lay the groundwork for an official association with the two
Internationa! asiociatians in urder to solicit their technical

and financial assistance to the Togolese rovarant;
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7. choose delegates to represent Togo at reglonal or inter-
national conferences;
8. choose capable candidates for adequate training In Africa
or elsewhere and to ensure that scholarships are only granted
for reasons of merit or servicas;
9. monitor the detailed activity reports of personnel in order
to evaluate their efficiency and becter orient them; and,
)0. solicit, on behalf of the local Togoliese unions, financial
ald from prilanthroplic organizatlions interested in African
credit unions.
Within the context of Its stated directives, CONAUDEC has performed
Its tasks admirably. However, since the major purpose of this project
has been the creation of conditions leading to the formation of a natlonal
assoclation of credit unions, progress and related constraints must also
be examined.
The appropriate legal texts provide the framework for the
formation and recognition of cooperative unions and federations.. In
discussion :’ the creation of a national credit union association, the
Director of Cooperation, Mutuality, and Credit outlined the sequence of
prearequisite activities. Primary soclaty credit unions which are regis-
tered should formally express a desire to become members of such an
sssoclation and thelr «illingness to subscribe to mutally agreed upon
(by the socleties) share capital. The Director polnted out that although
decentralized reglonal structures would facilitate services -0 member
sociatles, racognition of the national assoclation would not depend on
this step, and that, since the astoclation would consist of socleties
which are already regittered, the pariod of study by the registration

cosmittee would be brlaef. Since by-laws for the national structure
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have already been drafted by CONAUDEC, as soon as the primary socletles
are legally recognized as cooperatives, the creation of their national

organization will be a simple procedural matter.

Organization of CONAUDEC

At the present time, CONAUDEC has a general assembly of 20 persons
which serves as a promotion committee, 17 of whom are members of primary
soclety credit unions. From these twenty, a seven-member bodard of
directors was elected in October 198!, all of whom are credit union
members. In addition, a credit committee and a supervisory commi ttee
of § members each were elected. While the board exercises an overall
policymaking and administrative role, each of the committees has a
specialized function in lending to societies and monltoring loans, and
In overseeing the general managerent exarcised by the board and the
credit ~ommittee, respectively.

Day-to-“ay administration of CONAUDEC has been deiegated by the
board to ar executive cormittee consistirg of the chalrman and the
treasurer. However, given recenz growth in CONAUDEC activities, as well
as the increase in personnel, full-time management of CONAUDEC's admin-
Istrative functions is needud, although funding of such a position must
be provided during an interim perlod from external sources. Within the
framework of CCNAUDEC's forthcoming davelopment plan, responsibility
for additional services t. primary socleties will result in additional
adminlstrative divisions, a.g., risk management, central lending,
financial ranagermant and supnlies. Selection of a managing director
would assure continuity of diraction after technical assistance i
phased out, would permit the managing director to benefit from CUNA/GPO
expertise, and would relieve the CUNA/GPO techniclian ad hoc managerial

duties.
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Although the managing director of the national association In
some African countries is a civil servant selected by government, this
arrangement should be avoided and is likely to be resisted by the
CONAUDEC board consisting of members of primary societies. Acceptance
of a civil servant appointed by the GOT has the appeal that the salary
would be paid by government. However, the need for the credit union
movement to be self own;d and organizationally and administratively
autonomous from government, while functioning within the laws of the

country, suggests that the managing director should be from the private

sector.

Financing Recurrent Costs of COMAUDEC

In addition to a resident technician, this project will have funded
approximately $50,000 of CONAUDEC's administrative and operat!onal costs
over its 30-month life. However, other donors have funded most of
CONAUDEC's recurrent costs. Continued support of recurrent costs s
prerequisite to eventual financial self-sufficiency of the Togolese
credit union movement. Assistance over the first 21 months of the
project facilitated steps leading to the creation of a national coop-
erative of credit unions. This association eventually will become
self-sustaining as its member societies see the practical benefit of
paying dues and fees for services received. However, this state of
financial independence can only be reached by demonstration of the
utility of such services, and thus, the services must be supported
externally for a period during which the movement grows and meruers
reelize that it exists ‘‘not for profit, but for service',

Recurrent costs have been kept rmodest by renting low cost, un<®

alrconditioned office space and paying normal salaries for such posi=
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tions In Togo. CONAUDEC has three vehicles, one provided by the

project.

Other Denor Support

In addition to the AlD=financed grant, assistance to the Togolese
credit union movement dur{h; the project has come from four other ex-
ternal donors: Bread for the World, Bread for My Brother, the Inter-
natlonal Center of Mutual Credit, and the World Councl! of Churches,
as well 2+ ACOSCA, and the Togolese Government. All such Inputs have
been discussed above.

While other donor support represents multi-lateral confidence in
the future of the credit union movement, the evaluation team reviewed
Its Impact, to ensure that duplication has been avoided. CICH assis-
tance has financed short and long term accounting training, as well
as the purchase of a vehicle. The other three Eurcpean donors devoted
69% ($82,000) of their resources to financing recurring costs, the
remalining 313 targeted for the establishment of acninistrative services
(central lending and risk management). On the other hand, AlID's primary
Input has been technical assistance to help create conditions appro-
priate for officially establishing the credit union movarent,

Other donor support has been a major component of assistance to
continuing CCNAUDEC activities, tharedby complementing and faclilictating

AlD=fInanced efforts to prepare for ovarall technical and financlial self-

sufficliency.

Financlal Managerant

The rost Important component of effective financial manzgerent I
a rellable accounting system. A major effort has been made during this

projact to Install such a system at the national lavel and train
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CONAUDEC staff to Implement It. Skllls transfer to primary societles

Is an ongoing process carried out by the field agents. Now that the
bookkeeping base has been established for CONAUDEC, expenditure deci-
slons have been greatly fac{litated. Although the organizatlion's

budget and yearly financial statements are subject to approval each
year by the general assembly, it has delegated current financial
management to the board of directors. Dally operational disbursements
are the responsibility of the executive committee, composed of the
president and treasurer, v'.> must co-sign checks. Capital purchases
must be approved by the board before such items may be bought. Although
monitoring of expenditures Is on-going, CONAUDEC recently has contracted
an external auditor to review the entire financlal management process
through March 1982, Wher CONAUDEC Is able to hire a full-time manager,
such sub-systems as a petty cash fund and daily reconciiiatlions must

be established.

Attitude of the Governrent of Togo

The atti ude of the Togolese government towards the CONAUDEC
project, and the credit union movement In general, has been positive
8s demonstrated by GOV collaborative, yet non-paternalistic, support,
For instance, two clvil servants from the Division of Cooperation,
Mutuality and Credit have been attactied to work for COHMAUDEC (nominally
part-time, though actually full-time). However, the Hinistry did not
place them In specific positions, prefarring to recognize the movement's
sutcnomy by lmaving Job placement declisions to the board of directors.
The Ministry has also offered the services of one or two more ajents
If the board deslres. The Dlrector of tha Division of Cooperation,
Mutuality and Credit anticipates amooth reglstration for both the

socleties and 2 national assouclation upon complianca with tha qgoverning
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statutes. GOT support for self-reliant, growth of credit unions in the
private sector has been, of course, In addition to GOT assistance

agreed In Annax E.

Attitude of COMAUDEC

During the evaluation, the opinlons of CONAUDEC staff and toard
members were solicited to determine CONAUDEC's perception of the
project's Importance to the credit union movement. The attitudes ex=
pressed wer-e positive.

CONAUDEC leadership feels that the major Imoact of the project
has been to give direction to the movement, specifically concerning
steps prerequisite to formation of a national association. The board
president indicated that, prior to the arrival of the CUNA/GPO tech-
nlclan, the credit union movement was In a state of decline. Over
the project's first 21 ronths, however, the icdea of crcating a national
assoclation nf credlt unions has progressed from a dream to & procedural
matter, This has been largely the result, in his opinlon, of the
Intensive premotion ed-.cation campaign for society members, the training
‘of field asents, and [mplementation of a rellable accounting system.

Although procedural differences arose with the board's growth as
an autonorous, decisior making body, perhaps the best Indlicator of
CONAUDEC's attitude towards the project s Its deslre for continued
technical support of CCHAUDLC and the credlt unlon movement. Specific
assistance has been suggested In education, tralning, and financlal

manaacerent.
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3.
4.
5.
6.
7.

A.

Name

Komlan Adragni
Kossi Kpegba
Zinsou Legonou
Kom{an Fanoua
Patasse Tchonda
8. Thom Tcha

2ayini Tameklo
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CONAUDEC BOARD OF DIRECTORS A

Position
President
Vice-President
Treasurer
Assistant Treasurer
Secretary
Director

Director

Elected October 1, 1981,

Area

Lome
Kpalime
Lome

Lama Kara
Sokode
Niamtougou

Badou
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2.
3.
b
5.
6.
7.

9.
10.

Name

Assogba Adjaka
Kodzokpui Afague
Agoti Ekuwoe
Komlan Adjoh
Dogbeda Aggrey
Dodzi Anyomi

2/
Komla Anumu
Missa B'Dekelabou

Baba Hassouma

Pagumacdou Gompougoundi

1/ As of April 1, 1982,
2/ Trainee,

Region
Maritime

Maritime
Maritime
Plateau
Plateau
Plateau
Plateau
Kara
Kara

Savanna

1/

CONAUDEC FIELD AGENTS

Ares
Tabligbo
Keve
Lome
Atakpame
Badou
Kpalime
Kpal {me
Lama Kara
Bassar

Dapaong
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1/
€. CREDIT UNIONS, MEMBERS, SAVINGS, AND LOANS, 1981

Title Members Savings (CFAF) Loans (CFAF)

Maritime Reqion

1. CETRAC (CEET) 400 25,000,000 15,121,888

2. BON SAMARITIN 2N 3,000,000 2,600,662

3. COOPECPAL (Port) 375 30,000,000 19,028,374

4. BCEAO 113 5,500,000 3,689,853

S. COOPECETO (CET) 58 250,000 164,725

6. COOPECTRASTO (CNSS) 176 1,500,000 -

7. CERFER 33 953,500 359,500

8. HANOTOE (OTP) 190 12,500,000 10,451,264

9. AGBEORAFO 30 301,250 211,500

10. AGOUEGAN 162 600,000 481,870

11. BADOQUGBE 74 400,000 272,210

12. KPENME (OTP) 122 2,192,410 -

13. COOPERCO (Agts. CON.) 16 280,000 125,000

14. ASECNA COOPECTAMAT 10 6,000,000 2,233,785

15. DADIA 72 104,225 -

16. 000DJ! 3 89,600 -

17. T0DOME 43 38,700 -

18. D20GOEPLME 36 16,800 -

19. DAGBE 12 18,400 -

20, DOXPLALA 13 10,000 -

21, ALOXOQEGOE 35 8,200 -

22. XEVE 104 255,900 -

23. TSIVIEPE 9 10,300 -

24, AXEPE 25 49,900 -

25. NGEPE 4 32,000 -

26. AGOUDJA-=DADJA 18 20,300 -

27. 0l0L0 é 16,800 -

28, YOMLTICHIEM 11 11,000 -

29. ESSE-ANA 25 149,000 110,000

30. $07T0CO 20 8,800 -

31. MHCPITAL 12 37,000 -

32, XGUvE 13 505,432 -

33. oGhuavi 9 7,000 -

36, SIKPE-ADCGOU 15 82,853 15,000

35, TCHEXPO-A, Y4 464,300 381,000

Y4, COOPECEY 30 1,291,5C0 1,000,000

37.  AnEPt 17 31,600 -
Sub=-total 2,078 91,736,700 $7,266,011

1/ Oecenter 31, 1981,



Title

Plateau Region

38.
39.
‘00
‘1.
“2.
43.
44,
4.
46,
L7,
48.
49.
50.
51,
52,
53.
54,
5.
56.
57.
58.
59.
60.
61.
62.
63.
64,
6s.
66.
67.
68.
69.
10.
.
72.
7.
7.
75,
76.

AGOU WESSIDO
DANYI APEYEME
DANYI KAKPA

AGOU NYOGBO

AGOU AKQUMAHOUN
IOMAYI KOALIME
DANYI AT GBA
C.E.E.T. XPALIME
AGOME YOH

DANYI NOIGBE

KLQ MAYONDI
KPELE KPOVIE
T.P. XKPALIME
AGOME TOMEGSBE
KPETE-MEMPEASSEM
KPETE-MAFLO
KPETE~-MANGDI

CORPS ENSEIGNANT, BADOU

D2ON

KOTORA

GODENDE

OUDJE

IMCUSSA

OUMNADBE

EXETO

6ooe

ONAN

GOAD!

CROIX RCUGE, DENAU
070

AMOU-COLO
ATIKPAY]

AYCME
CETRASTOC AT,
DATCHA VILLAGE
DEME-YALLA
J.P.A, KAMINA
NGVISS! LELE AT,
50¢0T0

Sub-total

Kars Region

.
78,
19,
80.

LX
00
ANLF
NIA

- 83 -

Members Savings (CFAF)
78 230,730
59 117,635
28 100,435
a2 69,055
35 87,600
38 174,015

138 135,440
33 2,182,770
35 61,350

191 878,448
bé 51,500
a2 266,685
13 97,300
33 50,000
23 95,700
a7 13,720
3 93,500
335 126,500
48 176,820
48 293,200
29 17,200
25 191,485
30 340,555
29 50,150
31 180,535
39 88,000
49 154,850
r{) 42,500
19 31,700
12 12,000
a1 232,570
30 40 000
28 19,000
13 19,000

9 70,000
9 44,000
13 15,000
10 730,000

1,439 7,783,398

123 469,301
42 135,737
20 36,000
&6 1,296,007

Loans (CFAF)

137,000
19,185
30,000

1,602,240
11,700
600,000
35,700

18,000

5,000

39,000
140,200
105,000

107,000
193,250
34,225
82,000
8,400
76,500

233,060

38,000
430,000
4,237,460

83,800
20,000
37,000



Title

Kara Reqgion (Cont.)

81.
82.
83.
84.

FA

KABOU

SARA

MANGA

Sub-total

Central Region

8s5.
86.

SCKODE (Maison familiale)

SOKODE (Gaite)

Sub=-total

Dapaong Rejion

g8z.
88.
89.
90.
91.
92.
93.
9,
95.
96.
97.

MADEGUELE
WOKRGLY
CARCSOME
HAMOH-DOULBA
MORD JOAK
0.R.P.Y,
BATLBSOUE
NAGSIAGOU
GUABCHCBONG
TANT IGOU-DARRAGE
S1CGCY

Sub-total

Grand Total

1/ licomplete.

Source:

CONAUDEC.,

- 84 -

Members Savings (CFAF) Loans (CFAF)
43 122,550 55,000
73 130,000 -

38 49,400 -
45 117¢550 -
450 2,376,545 195,800
41 1,695,688 2,741,192
35 156,200 42,500
76 1,851,888 2,783,692
60 460,000 213,000
X% 84,400 11,800
14 26,700 21,000
3 53,575 35,000
26 68,050 5,000
30 6,400 -
1?7 26,750 21,500
24 53,500 -
1 38,740 -
7 98,050 -
14 1,275 -
M 918,340 307,300 2
/
4,974 104,069,871 64,720,863



BALANCE SHEET, 1978-1°80 (DECEMBER 31)

DEBITS =
1978 1979 1980
o Assets
uport materials 1,256,392 806,324 1,985,003
.pment 92,425 223,517 480,000
iture 354,019 384,019 522,276
‘otal, Fized Assets 1,712,838 1,379,785 2,988,219
wnts Receivable
s stocks - - 359,886
womel advances 15,000 91,810 137,859
ornel loans 155,000 746,000 652,149
nar advances - - 211,068
rittee advances - 150,000 240,000
ges paid in adwvance - - 799,500
*ivable at CNCA - - 191,708
K. to be received 1,118,761 - S37,.700
fotal, Receivable 1,288,761 983,210 3,129,850
ilable
ings Bank 35,3598 35,398 £1,587
3 - 6,720,776 2,720,9M
" oa hand $8.113 54,902 23,124
Total, Available 3,51 6,811,076 2,785,642
al Debits - 3,095,108 9,179,072 8,903,751
V\ce: comAlDEC i

3 (CFAF)
CREDITS
1978 1979 1980

Capital
Accunulated results (73,613) (73,613) (73,613)
Ex. current results = = 189,274
Alloc. fixed assets 2,038,860 2,245,940 4,421,342
Motorcycle fund = 647,000 647,000
Total, Capital 1,965,2&? 2,819,327 5,184,003
Accounts Payable 2
CNCA 650,617 - -
Advances on Subs. ;

BFOW - 4,611,345 1,327,528 °

B8oa - 1,620,666 1,620,666 &

COE - - -

ELE = - —
Payable Taxes

CNSS . 133,644 144,534 221,820

CNTT . 100 10,600 5,700
Civic taxes - 5,500 4,950
Pay as you earn taxes - - 121,236
R.P.T. - - 26,531
COOPECS 11,000 - 88,000
Rents 210,000 18,000 =
CESRO 124,500 124,500 264,000
ACOSCA - - 35,171
Supplies - 24,600 -
Sundry loans - - 4,160

Total, Payable 1,129,851 6,359,745 3,730,268
Total Credits 3,095,108 9,179,072 8,903,751

Ex e



Expendltures

PROFIT AKD LOSS STATEMENTS, 1979 AND 1980

ial and Supplies fapenditure
2rt Exzerditure

Seivice Lagenditure

2y and VYaricus losses

wel [sgenditure

Zial Crarges

iations

nub'lo!ll

Total

1579
455,111

1,285 458

1,
3.

805,954
398,095
874,384

28,744

465,130

8,308,838

898

(CFAF)
Income
1980
1350 1979 1980
539,298 Donatlons
2,842,008 woClCcy - 340,000
1,157,433 BFOW 3,663,814 2,744,193
&,277.559 €2¢ - 480,000
5,633,346 COE - 10,31¢,800
- 808 &,645,084 -
567,013 ACOSCA - 537,70¢C
14,616,693 Sub-total 8,308,898 14,418,693
Other Income
Bank Interest - 213,359
Sales - 3,390
Various income - 170,525
Sub-total 387,274
189,274 Surplus - -
14,805,967 Total 8,308,898 14,805,967

[}
oo
o

J
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EXPENDITURES, 1979, 1980

¢ (CFAF) F
Accounts 1979 1980 i ]
Sub-total “Total §ub-total Yotal
61 Equipment and Supplies \ s 455,111 539,298
5!5]:0 equipment 455,111 539,298
62 Travel 1,280,458 2,442,008 °
Yrave! of agents 794,110 . 738,800 o
Trave!l office personne! 15,305 111,800
Motorcycle depreciation 190,000 222,500
Gas 126,435 209,985
Maintenance/Motorcycle repair 21,600 700
Maintenance/Car repair 102,938 226,569
foreign travel - 726,854
Transfers - s 110,500
Per dien - 58,000
Vehicle Insurance 30,080 37,300
63 Other Service 806,994 1,157,433
"'F—Lm 693,722 738,000
Malntenance/repairs 5,134 95,378
ACOSCA dues 24,000 35,171
Stamps and orders 22,016 h&,299
Cables/Telex 53,422 24,411
Telephone 200 .
Bank charges 8,500 29,020
Publicity - 190,000
Vater/Electricity - 1,154
bk Cducation/Trainin 1,398,095 5,277,589
!cninari for credit unions 1,075,440 2,091,129 _
Seminars for staff 100,000 80,20 1
Expenses for Nat.Committee 140,950 155,220
Losses/useless documents . 878,448
Other expenses 81,708 74,562
Bad debts - 198,000
65 Staff Cxpense 3,874,366 5,633,346
iolarlns 3,266,272 &, 394,805
Soclal Security 501,618 678,525
Responsibility Allowance 6,000 133,000
Senlority Allowance 100,476 247,516
Housing Al lowance - 40,000 :
$taff Training (CESAO) - 139,500
67 Bank Interest 28,744 -
68 Depreciat! 465,130 567,019
5.§i=|.. 375,068 k37,112
Furniture 62,134 87,789
Lqulpment 27,928 42,118




E. OONOR SUPPORT, SEPTEMBER 30, 1972-MARCH 31, 1982

Oonor
ACOSCA

World Council
of Churches

Bread for the
World

Bread for My
Brother

Credit Mutuel
Ao

Governaent of
Togo

Total

Period
9/30/72-3/31/82
9/30/72-4/10/76

9/30/74-9/30/76
1/1/80-12/31/80

9/30/74-3/31/78
11/27/78-12/31/81
1/1/82-3/31/82

9/30/76-11/27/78
1/1/79-12/31/81

1/32/80-3/31/82

6/29,/80-3/31/82

Y732 /80-3/31/82

Source: COMAUDLC,

Sub~total ($)

20,398

19,137
7,586

49,800

57,900
120,930

9,302

30,757
60,678
31,273
120,781

16,494

603,016

]
A ———

Total ($)

20,398

76,323

188,132

91,433
31,273
173,781

613,036



Sept, 12

Sept. 13
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F. PROGRAM OF THE REGIONAL SEMINAR AT

KPALIME, SEPTEMBER 11-13, 1980

Time

08:00-09:15

09:15-10:15
10:15-10:30
10:30-12:30
15:00-17:C0
08:00-C92:30

09:30-09:45

09:45-12:C0O

15:00-16:15

16:30-17:C0

08:00-10:00

10:00-10:15
10:1%-12:00

15:100-16:00
16100

Topic

Opening ceremonies
Welcoming remarks of
CONAUDEC's President

Welcoming remarks by the
Prefect

The world-wide credit union
movement and the organiza~-
tions who support it

Break

The history of the credit
union movement

The role of the credit union
fn rural development

The credit unicn movement
in the Xloto Prefecture

Oreak

The organization and manage=
ment of a credit union

Local control in & credit
union

Group work (preparation
of closing remarks)

The role of the Togolese
Governnent in ccoper=
ative development

Oreak

The national sssoctation of
credit untons and its
services: central finance,
risk management

Final group work

Closing ceremontes

Primary

Responsibility

President

Prefect

Nyanutse

Agoti

Nukunu

Anyoai

Agotf

Nyanutse

Nukuru

Adragni
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G. PLANNED IMPLEMENTATION SCHEDULE
OF PROJECT VECHNICIAN 1/

Year 1

Months 1-4

1. Design and implement training for CONAUDEC leaders in all
processes related to the development of promotion and growth strategies
for the movement.

2. ldentification of all essential tasks to be carried out by
field workers in assisting credit unions, including: analysis of
all basic credit union operations, breakeven analysis, training
needs identification, and membership and savings stimulus strategies.

3. Test skills of all field workers, and design training
program, including training materials, for first phase of field worker
training.

4. Design required modifications in CONAUDEC's accounting and
budgeting systems and instruct accountant in their use.

S. Test skills of coordinator in relation to all activities
proposed in this project and design training for coordinator to

enhance his skills. Training implementation will continue through=
out the Life of the project.

Month 7
Conduct four-week course for promotion agents that includes:

1. Introduction to institutional analysis, breakeven analysis,
and selt-sufticiency strategy development,

2. Dookkeeping system revision, records and files maintenance.

3. Review of duties of o’?icers of credit uniocns, testing of
officer's skills, and training techniques in retaticn to credit
unfon officers' training programs,

4. Introduce basic credit unlon frapection techniques.

A personnel eryaluation sytten will Le introduced to the field

staff a2 this time; specific work plans and tazks will be assigned
8t the ¢onclusion of the tratniny progranm,

3/ P10O/1 vio, 693-0220-3-CC0Y, June 6, 1780,



Month 8
1. Evaluate training program,

2. Review progress of accounting and budget system implemen=-
tation,

Months 9-11

1. Visit all field workers to field test their ability to
carry out tasks learned in previous training session and determine
continued training needs.

2. Plan next phase of field worker training progras and develop
training materials. .

Month 12

Conduct three-week course for promotion agents that includes:
1. Revision of bookkeeping and inspection systenm,
2. Budgeting and planning; breakeven * .alysis,

|

3. Savings and membership promotion strategies and progranms
Cincludes service center developnent and merger of credit unions).

&. Introduction to credit policy developament,

5. Training methodologies and techniques.

6. Plan regional training courses for credit union officials,
At the conclusion of this training phase, promotion agents

will set growth targets and strategies for their credit unions.,

Year 2 '

Months 1=4

1. Attend regional training programs conducted by fleld
vorkers for credit union officials, Evaluate training prograns and
work with individual field workers to continue to develop their
training skills,

2. Prepare final field worker training program and training
materials,

3. Revievw promotion and growth strategies with CONAUDEC Leaders.
Month 3

Conduct two=week training program for fleld workers that includes:

1. Revision of bookkeening, breakeven analysis, budgeting and
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2. Advanced work in credit policy development.
3. Internal auditing = role of supervisory committee.
L. External auditing — role of CONAUDEC.

5. Develop training plans for short-term regional training
courses for credit union qgfficials.

Months 6-12
1. Visit all field workers to evaluate their work.
2. Provide technical assistance to field workers as required,

3. Begin preparation of material and data collection for a
national association institutional development plan.

4. Attend regional training programs conducted by field
workers for credit union officials.

Year 3
Months 1-6

1. Prépare and imp.ement training for CONAUDEC's leaders in
all phases of institutional development including self-sutficiency
snalysis, breakeven analysis, feasibility studies, budget prepars-
tion, etc.

2. Develop with the CONAUDEC leadership a long-term institutional
development plan for the Togo credit union movement.

3. Participate in joint evaluation of project with WOCCU
Global Projects, AID, ACOSCA, and CONAUDEC staff.
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H. ACTIVITIES OF CUNA TECHNICIAN BY QUARTER

First Quarter:

July

August

Ssptember

Second Quarer:

October

November

December

Third Quarter:

Jarary

July-September 1980

Orientation at CUNA/GPO Washington offices; arrival
Lome, Togo; courtesy visit with Minister of Rural
Development; meeting with all CONAUDEC staff;
interview with four field agents; observation of
selection of new CONAUDEC officers; meeting with
collaborative agencies; programming of agent
training in primary society bookkeeping (sponsored
by Credit Mutuel).

Review of CONAUDEC headguarters documentation and
recent correspondence; institution of project

local bank account: purchase of major commodities;
inspection of first urban credit union; commencement
of first national credit union inspection (with
CONAUDEC support staff); submission of first

project report.

Training of agents in regions (12 days); selection
of three agents to be trained fo- 2 1/2 months at
the West African Economic and Social Training
Center in Upper Volta; participation in ACOSCA
training session and bi-annual meeting; design of
accounting and promotion field.seminars.

October-December 1980

Regional prcmotion seminars held (9 days); Lome
promotion seminar (3 days); technical supporc visit
of CUNA/GPO project officer ; review/analysis of
existing accounting system; interir report; interim
planning revision.

ACOSCA training support visit; revision of technical
work plan; further accounting system development.

Complation 0f accounting system development;
presentation of financial cituation to donor agencies;
regional promotion seminar; completion of first
national credit unicn inspection; preparation for
first national reorganizaticn seminar; review of
proposed national associaticn by-laws.

January-March 1981

First national reoganizaticn seminar held,

resulting in draft by-laws ind formation of national
sssociation promotion committee; preparation/
production of cocumantation called for by seminar;
implementation of accountirg system/application

from 1978.



February

March

Fourth Quarter:

April

May

June

Fifth Quarter:

July

August

September

Sixth Quarter:

Qctober

- 94 -

Two week accounting training sessions held;
preparations for regional training of trainers
ACOSCA workshop held in Lome with seven CONAUDEC
participants.

ACOSCA workshop continues; participation in regional
GPO/ACOSCA (Women in Development) seminar (Senegal);
preparation of accounting documentation; continua-
tion of work on national association by-laws;
inauguration of society registration process;
technical support visit of CUNA/GPO project

officer; OCAM accounting system introduced.

April=June 1981

Financial statement presentation to CONAUDEC;
preparation/presentation/modification/adoption of
national association by-laws by CONAUDEC; three-
week audit of Togo's largest credit union; CONAUDEC
budget preparation/presentation/modification/
adoption.

Continued implementation of accounting system;
credit union inspections/audits; consultations with
CONAUDEC and GOT officials concerning conformity
with legal requirements for registration of national
association.

Review of bookkeeping status of primary societies;
documentation preparation for donor meetings;
continued consultations with GOT concerning naticnal
association registration reguirements.

July=September 1981

Technician R2R; final preparation of documentation
for donor agency meeting.

bponor agency meetings; review of work plan to
result in national associaticn with CONAUDEC staff;
observation of COMAUDEC elections; preparation of
accounting training.

Ten day accounting seminar held; donor financial
package prepared/distributed; national promotion
seninar held; ASOSCA training support visit.

Octobar-December 1981

Observation of COMAUDEC Board and national committee
elections; developnent/production of docunentation
tor national committee seminar; revision of

national association by-laws; material design/
development for accounting training seminars.
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November Twenty-one days of regional accounting training
held.
becember Meetings heitd with new Board of Directors; 5 days

of regional credit union inspections; preparation
of 1981 statements.

Seventh Quarter: January-March 1982

January Fifteen days of regional accounting seminars held;
CONAUDEC accounting documentation prepared.

February GPO training support visit; presentation of 1982
budget proposal to Board of Directors; project
report sutmitted; ACOSCA regional seminar held with
CONAUDEC support; 5 day accounting seminar held
in Lome.

March Three day regional accounting seminar held;
tinancial status preparation/presentation to
CONAUDEC Board; participation in CONAUDEC meetings;
preparations for AID/CUNA/ACOSCA project
evaluation.
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I. SURVEY QUESTIONNAIRE OF CREDIT UNIONS 1976-81

A - THE CREDIT UNION
1l - Name of the Credit Union:
2 - Date of Creation:
3 - Does the Credit Union have by-laws? Yes (::) No (::}
4 - If not, explain
5 - Has the Credit Unfon developed internal regulations? Yes (::} No (::)

6 - If not, explain

7 - 1s the Credit Union officially registered? Yes (::)- No (::)

8 - If registered, state the date and registration number

9 - What is the Credit Unfon's common bond?

10 - Would the Credit Union join an assocfation of Credit Unions?

Regional (::) National (::) No (::) If not, vhy not

B - MEMBERSHIP
1 - Please complete the following table:

Year Membership Depsrturas Total
1976

1977
1978
1979

i

i

1980
1981

2 - What would you reasonably estimate to be the number of persons (including
present society members) living within the Credit Unton's area of operation

or sharing its common bond?
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What would you estimate new membership to be over the next 5 years:
Year 1981 1984 1985 1986 1987

New Membership

———

What level of wmembership would be necessary in order for your Credit Union to

be viable ({.e., so that savings could meet members needs)?

No (__

THE CREDIT UNION'S ADMINISTRATIVE BODIES
1 - Does the Credit Union regularly hold annual General Meetings? Yes (::) No (::)
2 - If {t does, how many annual General Meetings have been held since its
. éreation? (State the number)
J - State the date of the last zeeting:
4 - If annual General Meetings are not regularly held, explain the reasons why not:
5 - Is the reneval of Administrative bodies provided for in the by-laws? Yes C:j
6 - If so, are elections to these bodies held during the annual General Mectings,
in accordance with the aforezentioned by-laws? Yes (::) Ho (::)
7 = If they are, state the term for cach body and ratio of officcrs re-elected:
a) Board of Directors : Term ____ years; re-elected officers
b) Credit Coxmittee ¢ Term ___ years; re-elected officers
c) Supervisory Comaittee : Term ___ years; re-elected of!icer;
8 - If re-clections are r.iL held, explain why not

According to your by-laws, what is the compositfon of each of the Credit Union'

Mainistrative bodles:

a) Board of Directors: MNuzmber of mecbers:

Prestdent () Vice-President )
Sacretary () Assistant Secrotary )
Treasurer ™ Atafaranr Trananrar Y



b) Credit Committee:

¢) Supervisory Committee:

10

11

12

13

14

15

16

17

President
Secretary

Other Menobers

President
Secretary

Other members

What 1is the frequency of Board of Directors meetings? Weekly (
Bi-monthly () )
Does thic frequency meet the rneeds of your Credit Union? Yes (

1f so, vhat benefits are derived?

-
()
)

)
()
)

Monthly

- 98 -

Number of members:

Vice-President

(

S

Assistant Secretary ( )

State the Committee's role

Vice-President

Assistant Secretary (

Number o: wembers:

(

Il LU

State the Committee's role

-

Other (

)

)

No

-

If not, what frequency would best meet the Credit Union's nceds?

Doas the Board of Directors draw up minutes of its meetings? Yes (::) No (::}

I1f it does, attech a copy of the minutes froa the last Board meeting.

If it doesn't, explain vhy not:

What is the frequency uf Credit Committee meetings? Weekly (::)

Bi-monthly

(T)  Monthly

)

Other (

)

1f other, explain:

Does the Credit Cormittece draw up mirutes of its meetings? Yes () Mo )

If it does, attach a copy of the minutes of the laast mecting.

1f it doesn't, explain why not

What is the frequency of Supervisory Committee mectingn? Weekly

Bi-monthly

(C)  Monthly

o

Other ()

1f other, explain:

(

D)
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18 - The principle purpose of the Supervisory Committee is to monitor the Credit
Union's activities; does this frequency allov it to monitor in an efficient
and uninterupted fashion? Yes (_) No (_)

19 - If so, explain in 2 lines how this monitoring 1is carried out:

1f this monitoring is not being carried out, explain why not:

20 - Does the Supervisory Cocmittee drawv up minutes of {cs meecings? Yes (::) No (::)
If it does, attach a copy of the minutes of the last meecing.

21 - If it doesn't, explain why not

22 - Does the Credit Union hold Cooperative Council wmeetings where all three
bodies ceet? Yes (_) No ()

D = JAVINGS
1 - Please complete the folloving table:

Year Savings Withdravals Net Cumulative Total

1976

1977

1978

1979

1980

1981

2 - What {s the =inicum azount of savings which a soclety mesmber has on deposit

in your credit unton?

3 - What {s the largest asount of savings which a soclety mccber han on deposit

{in your credit unton?

4 - What wvould you estinate to ba the minioum savings which a soclety meober

should have on deposit {n your credit unfon in order for it to be viable?
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S - What is the value of a sharc which a society member buys in your credit union?
6 - How much share capital do you think a society member should contribute in order
for the credit union to be viable?
7 - Are savings deposited on a regular basis, or rather irregular?
8 - If they are deposited on a regular basis, vhat schedule do they follow?
(Weekly, monthly, quarterly, etc.?)
9 - State whetlier this frequency is established or done on the oember's own accord
10 - Has the credit union stated in its by-laws a ninimum savings deposit below
wvhich a soclety member may not make withdrawals? Yes (::) No (::)
11 - If so, what is the amount of this ninimum deposit?
12 - How can this oinizua deposit be made? In one payment (::) In portions (::}
13 If the minizun deposit {s made in portions, how many are there?
2 () 3 (D) & () other ()
14 - If the otnizun deposit is made {n portions, what {s the frequency each portion
must follow? Every ¢ =onths (:) Every year (:) Ocher (:)
Expiain
E - CREDIT

1 -~ Please coomplete the folloving table:

Yeas Loans Repayzents Cunulative Total

1976

1977

1978

1979

1980

T
L

1961
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2 - Number of the following types of loans granted

—
e
(o]
[

Year 1976 1977 1978 1979 1980

Short ternm

Medium ternm

|

|

|
.

Long term

3 - Site 4 vays in which loans zranted are put to use:

4 - What is the reizbursement period for each loan category?

Shert term

Med{ium term

Long terno

5 - Delinquent loans

Type 6 months 12 months 18 months

Short term

Medium tera

l
l
|

Long term

6 - State ) vays which you can use to recover delinquent loans:
1.
2.
3.

7 - When deliquent loans cannot be recovered, how are such loases absorbed?

8 - State 5 reasons vhy a borrover {rca your credit unfon doeg not repay on time
and in full:

1.
2.
l.
L
3.
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Do members of the credit union have access only to the credit union as a
lending vehicle? Yes (::} No (::)

L -]
]

10 - If yes, are the credit union's present funds sufficient to cover menmber

credit needs? Yes () No ()

11 - If not, what external financial sources are available to the credit union?

Amount
Type : Source £1976 : 1977 : 1978 : 1979 : 1980 : 1981 : Total
Loan ; : : : : : : ;
other ° : : : : : : :

12 - If the answer to question 9 was "No", what financial sources are available to
society members for their financial needs besides the sale of foodsctuffs?
The ‘credit union (::) The money lender (::) Traditional savings soclety (::)
Other (:) Explain:

13 - Please state the amount of these loans granted in 1980 and 1981

14 - How are they repaid? Weekly (::) Monthly (::) Quarterly ()
Other (::) Explain

15 - What is the interest rate paid on these loans?

16 - Pleasc state the amount of interest paid for such loans granted in 1980.

¥ - INTEREST
Please cocplete the following table:

Year Interest Received from Loans Other Interest Interest Paid Net

1976
1977

1978
1979
1980
1961
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2 - Please state, in an informal way, the net surpluses for each of the last 5 years
1976 '
1977
1978
1979
1980

3 - Please indicate below what reserve funds were established during the last 5 years
and the amounts:

Total end of

Reserves : 2 : 1976:1977:1978:1979 : 1980: 1981 1981

e ss oo oo
®e e ee se e
e @8 se o

4 - Please note on the following table the interest paid on savings during the last
S years:

-

Year X On Savings Z On Dividends otal
1976
1977
1978
1979
1980

1981

RERN

C - BUDGET AND DEVELOPMENT PLAN

1 - Does the credit union draw up a budget forecast for its yearly activicies?

Yes () No ()

2 - If {c does, attach a copy of the budgets and balance sheets for 1982 and 1981,

If {c doesn't do ycu think_{it 1s necessary to crav up a budget for t he credft
union? Yes (__) No ()

3 - If so, what has prevented the credit union from drawing one up?

)

4 - Has the credit union drawn up a development planl Yeas (::) No (
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§ - If yes, is this a plan for: two years (_) three years (::) four years (_)

five years' (_) Other ()

Enclose a copy of the development plan.

6 - 1f a development plan has_not been draun up, do you feel that such an activity

s not necessary? Yes (_) - «No (_)

MISCELLANEOU 3

1 - Please {ndicate, where applicable, savings invested by the credit union during

10

the last 5 years:

Year 1976 1977 1978 1979 1980 1981 Total
Savings
Is the amount saved scheduled? Yes D) No ()

If yes, state the amount of the last deposfic:

If not, state the amount of the last deposic:

Plesase indicate the financial organfzation vithwvhich the savings are on
deposit and the passbuok account nurber:

Please indfcate the financtal proceeds (return on these savings) for the last
5 years

Year 1976 1977 1978 1979 1980 1981

Procecds

1f the credit union kcéps a current account, olease astate the nusber of this
account and the related flnancial organizacton.

Please indicate the financial charges for this account during the last 5 years,
Year 1976 1977 1978 1919 1980 1981
Charges

1f the credit unton has neither a savings passbouk nor current account, please
state vhere soclety members' savings are ept.
)y No ()

) o ()

1s the securtty of this place of safe-keeping satiafactory for the majority

In such a case, s the place of safe-keeping safe againat theft? Yes (

Fire? Yes (::) Ho (::): Other calanitiea? Explatn . Yes (

s

of soclety cenbera? Yes () vo ()

It not, vhat type of safe-veeping would be acceplable? A gafe (_)

A pawsbook account (_) Other () Explatni
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1 - RELATICN WITH OTHER COOPCRATIVES

1- Within the area of operations of the credit or its common bond, are there one or

acre other cooperatives to which your society belonga? Yes (::) No (-3

2 - What type of cooperative {3 this ? Agriculrural () Marketing (::}

Consunmer (::) Artisan (::) Other (::) Explain

3 - How many credlt union members are alsc mexmbers of this ceoperative?

e ——

4 - Are the adainistrative bodies ofthe credit union separated fron chose of the

other? Yes () Yo ()

S - Are the funds and management of cthe credit union also distinct from those of

the other? Yes (_) So ()

6 - If not, state tn 3 lines the advantages and disadvantages of such a merger.

7 - If they are dlstince, state {n J lines the advantages and disadvantages of
such & separaticn:

Pre—

8 - Is the cooperative a credte uniun zesber? Yes () wo ()

9 - ¢ tt 3, hew zuch does it save per zonth ner year
' v b4

—- S ———————,

10 - Suz=arize Yelow the Jates and azounts of the last 12 deposizs zade:

11 - Doea the c.uperative request Luana farm the credit unton? Yea () o ()

12 - If a0, what procedure does the credit unfun use to grant loans to thils coop-
erative!




13

14

15

16

17
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Summarize below the last 3 loans granted to the cooperative, the terms and
repayment period for each:

In the instance where the cooperacive is not a member of the credit union, can
it scill be granted loans? Yes (_) No (_)

If so, explain the procedure followed:

In these cases, summarize below the last 3 loans received by the cooperative,
the terms and repayment period for each:

General cocments concerning the cred: ¢ union:
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J. FINANCIAL AND TECHNICAL ASSISTANCE AGREEMENT
REGARDING THE DEVELOPMENT OF THE TOGOLESE
CREDIT UNION MOVEMENT

concluded between the following parties:

ACOSCA (African“Co-operative Savings and Credit Associatioq)

CONAUDEC (National Credit Union Development Committee)

As the first party

The Togolese Government
and

CUNA/GPO (Credit Union National Association/Global Projects
Office U.S.A.)

As the second party

The USAID Project/Afr=G No. 693-0220 entitled "Development of the
Togolese Credit Union Moverent” is designed by the United States
Agency for International Development and implemented by National
Credit Union Development Committee.

Purpose of the Project

The purpose of the project is two-fold:

- to achieve a national promotion committee, technically
self-sufficient, capatle of providing all the services
needed by affiliated credit union societies, as well as

- to establish an important network of credit unions
which, thanks to the national promotion committes='s
support, would have financial capabilities sufficient
to enable them to put the necessary savings and credit,
as well as services related to this sector, at the
disposal of an ever growing porulation.

Task Definition

With the help of and through the Credit Union National Association

Global Projects Office (CUNA/GPO), the Africa Cooperative Savings and Credi
Association (ACOSCA) will provide the National Credit Union Development
Committee the following (when funds will be available), for the

purpose of implementing the project:

a) The services of a USAID financed resident advisor in
credit unions for an initial period of thirty months
all the necessary support costs (housing, travel,
equipment, stationary, training material):



b)

¢)
d)

e)
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The partial payment of ‘he CONAUDEC operational expenses
(in collaboration with CONAUDEC and Bread for the World).

The training of CONAUDEC promotion staff.
The purchase of necessary office material and equipment.

A renewable regolving fund for purchasing safes for
credit union societies and their unions.

The Government of the Republic of Togo undertakes to provide, within
the framework of this project, at the request of CONAUDEC, the
following facilities:

a)

b)

¢)

d)

e)

f)

Assistance in the recruitment and employment of personnel
fulfilling the required conditions to hold positions
within the organization.

Exemption from custom duties for the importation of material
related to the project and of the necessary eguipment
for the effective achievement of the project.

Exemption from custom duties for the importation of
personal and household effects belonging to the USAID paid
CONAUDEC advisor.

Status of exemption from income tax for the USAID paid
CONAUDEC advisor.

Control and audit services for the primary societies.

Available use of public infrastructures and gove, nment
officers for the training of CONAUDEC promotion and
management staff, as well as of CONAUDEC and credit
union members as deemed necessary.

ACOSCA Executive Secretary Government of the Republic

of Togo

Date Date

CONAUDEC Chairman CUNA/GPO

Date Date



-|°9-

K. PERSONS INTERVIEWED

Johri Lundgren, AID Representative, Lome

Sid B8liss, OAR, Lome

Smaragde Mbyirukira, Regional Manager, ACOSCA

Hoedem Sossa, Assistant Regional Manager, ACOSCA

Alassani Ayeva, Directeur de Cabinet, Ministere du Developpement Rurale
Komlani Adragni, President, Board of Directors, CONAUDEC

Warren Weinstein, Director, Peace Corps

Ron Phillips, Associate Director, Peace Corps’

M'Kpaada Balonbadjo, Director, Division of Cooperation, Mutuality,
and Credit, Ministere du Developpement Rurale

Kokouvi Hihetah, President, Credit Committee, CONAUDEC

Pastor Awuice, President, Supervisory Committee, CONAUDEC





