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SUMMARY OF CONCLUSIONS AND RECOMMENDATIONS 

Conclusions
 

Rapid growth and development in sales of farm production
a. 


a strain on the corresponding slower
supplies places 


growth in accounting and administrative services of the
 

Central Cooperative Union (CCU). A qualified General
 

Manager needs to be selected for the CCU to help provide
 

effective balance in developing the leadership
a more 


needed in administrative, financial, accounting and
 

marketing services.
 

b. 	 The entire CCU structure is undercapitalized while the
 

CCU and all of its assets serve as security for loans
 

from the Swaziland Development and Savings Bank (SDSB).
 

This relatively high dependency on borrowed capital and
 

a weak financial position. A
grants places the CCU in 


for the fiscal
future time frame of one year used now 


budget is inadequate for long-term financial planning.
 

More lead time is essential for planning the financial
 

arowing demand for cooperative
requirements to meet the 


services and to operate and manage the growing loan and
 

credit functions.
 

c. 	 Inadequate operating capital may be traced and linked to
 

and services. As long
inadequate gross margins in sales 


a shortage of
as this condition exists there will be 


funds for short-term operations, long-term growth and
 

All gross margins must be gradually
development. 


financial requirements
increased until they support the 


viable cooperative development and the demand for
of 


services.
 



d. GOS financial support through the MOA and MCC is 

essential to cancel the CCU, DCU and ?rimary Society 

deficits during the first few years of operations. 

e. Curent state of accounting at the Primary and District 

levels is being improved now, but it was unsatisfactory 

last year for estimating losses and unrecoverable loans. 

f. CCU is providing an increasing supply of fertilizer, 

seed and credit services to Swaziland rural development 

areas without adequate market research direction. The 

RAD program has a higher priority than the CCU project. 

Investments of the 30S and USAID are highly skewed 

toward agricultural production without balance for 

marketing ani marketing i .velc•ment. 

Since the farm supply function in CCU operations is in 

the process of going from a sales value of $550,850 in 

1974'77 io $!,955,C0 in 1973i79; some new direction 

and balance is required at this time to assimilate the 

progress and redirect the CLUSA contract and project 

paper. 

ley e..hasiz and reirnctizn iz needed : strengthen 

the marketing, financial, accounting, credit and 

manpower provisions of the project. 

h. Qualified manpower is so thinly stretched in the CCU 

that it poses a major constraint that must be resolved 

to assure post-project viability. Participant training 

is just startinn a.d behind schedule for a variety of 

reasons. 

i. Development of the cooperative movement is hampered by 

lack of national policy definiticn of the rcle of CCU. 

( 



2. Recommendations
 

a. The nature of the Swaziland Cooperative Project requires 

an agreement among representatives of the Government of 

Swaziland and representatives from other implementing 

agencies. It is recommended that: 

- the Board of Directors of CCU; 

- the Commissioner of Cooperatives of MCC; 

- the Director of the Swaziland Cooperative 

Production and Marketing Project, USAID; and 

- the British Overseas Development Ministry 

be represented on a committee to select a 

qualified General Manager for CCU at the 

earliest practical date. 

b. It is recommended that CCU develop a financial plan 

that extends the planning horizon five years ahead 

of the fiscal budget for new direction, replanning 

And financial management. 

c. It 

of 

is recommended that an assessment and analysis 

.he credit needs of Swaziland farmers be made 

in the first quarter of CY 1979. 

d. It is recommended that CCU immediately bgin 

increasing the gross margins in sales and services 

until they are commensurate with the cost of the 

sales end services. 

e. Marketing must be considered as the priority function 

of this small farmer development program before the 

strong input supply activity with a multiple credit 

service becomes a disservice. 

f. It is recommended that CCU act as a marketing catalyst, 

enlisting technical and financial resources for co-op 

marketing without assuming a physical market function. 



g. It is recommended that CCU start planning for
 

organizational consolidation in which the objective
 

of continued rapid growth would be balanced bv
 

increased emphasis on staff develoDment and the
 

building of strong primary societies for estab­

lishing a locally manageable co-op system. The
 

consolidation should begin as early as possible in
 

CY 1979.
 

h. 	 It is recommended that the Project Paper and CLUSA
 

contract should be updated and redirected now for
 

more strength and balance in manpower training,
 

finance, accounting, marketing and credit management.
 

i. 	 It is recommended that the role and duties of CCU
 

and the DCU's be clearly defined and communicated
 

to all appropriate personnel for compliance. This
 

action should be taken at once.
 



INTRODUCTION
 

Objective
 

0.1 The objectives 	of the evaluation were:
 

(i) 	 review of the first-year field operation to
 
determine the progress made toward the achieve­

ment of specific goals and objectives as stated
 

in the project paper;
 
(ii) 	 overall review and evaluation of performance 

of the implementing agencies: 
- Contractor (CLUSA) 
- AID (AID) 
- Government of Swaziland (GOS) 
- The U.K. Overseas Development Ministry 

(ODM)
 
(iii) 	 identification of major problem areas and re­

action or project
commendation for corrective 


revision, as necessary.
 

General Statement of 	Performance
 

0.2 The present evaluation was performed during the last
 

three weeks of November and the first week in December, 1978,
 

by a team composed of Itil E. Asmon, Clayton P. Libeail and
 

James G. Unti. The evaluation involved review and anAalysis
 

of 	the relevant aspects of local economic, political and
 

affect successful achievement of
social factors which the 


project goals. An assessment %as made of prcgress dttained,
 
to the end of
shortfalls, and effects of inputs made up 


highlight areas of
October 1978. An attempt was made to 


contradictions, constraints, 
or insufficient understanding
 

of project goals, and to offer possible solutions.
 

the team wishes to express its
0.3 Acknowledgements: 

thanks to all the Swazi officials and co-op members whose
 

wholehearted cioperation made this evaluation possible,
 

and especially to Mr. Amos V. Kunene, Commissioner for Co­

operative Development and Mr. Jack 	L. Mbingo, Deputy Com­

missioner. Thanks are also due to Mr. Michael Davidson of
 

MOA for his assistance in data collection; to Mr. Ted D.
 

Morse, Acting USAID/Mbabane Mission Director, and Mr.
 

Willie F. Cook, Assistant Agricultural Officer, for their
 

interest in and stimulation of this evaluation; to the
 

CLUSA team members for their patience with the evaluation
 

team; and to Mrs. Fabiola Rodman for a dedicated typing job.
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I. INSTITUTIONAL ASPECTS
 

Background
 

1.1 	 Project Beneficiaries: the Swaziland Cooperative and
 

Mirketing Project is clear in its definition of the in­

tended beneficiaries. They are the small Swaz- farmers
 

living on Swazi National Land now following traditional
 

farminZ.patcerns. This target group makes up 65 percenz
 

of the population who live in the ruial sector. The hold­

ings of these small farmers number 39,000 with an average
 

farmer having about 2.7 hectares of cultivated land.
 

1.2 	 The Swazi small farmer will benefit from the project
 

activities by having access to the farm inputs needed to
 

utilize new production systems and to markets for his
 

produce, within the overall multi-faceted rural develop­

ment programs of the GOS. Some small farmers are already
 

benefitting from the embryonic cooperative movement. This
 

project is designed to bring these benefits to a greater
 

number.
 

1.3 The description of the original project is summarized
 

in its logical framework (Annex A). The project purpose
 

was to assist in developing a viable, producer-oriented
 

cooperative strtcture provldinZ inputs and marketing
 

services to the rural sector. Achievement of project
 

purpose was to consist of:
 

(i) 	 the development, by GOS and donors, of a
 

"working cooperative structure";
 

(ii 	 in increase of 200 p,!zcent over 1376 levels in
 

inputs channelled through the co-op network; and
 



(iii) 	an increase in the percentage of volume of
 

co-op system.
smalV-farmer crops handled by the 


1.4 Implementing agencies: primary responnibility for im­

plementing the Swaziland Cooperative and Marketing Project
 

rests uith the Central Cooperatie Unicn (CCU), the Govern­

ment of Swaziland (GOS) and the following agencies:
 

(i) 	 Agency for International Development (AID),
 

(ii) 	 The British Overseas Development Ministry (ODM),
 

and
 

(iii) 	The Cooperative League of the Unites States of
 

America (CLUSA).
 

1.5 Organizational responsibilities: the GOS is promoting
 

cooperatives in su~port of its rural development program which
 

is directed, managed and supervised through the Ministry
 

of Ag-iculture (MOA). Rural area development is regarded as
 

one of tne highest priorities in Swaziland. Organization,
 

development and supervision of cooperatives are a function
 

of the Ministry of Commerce and Cooperatives (MCC).
 

Legislative authority for cooperatives may be found in
 

the Cooperative Society Legislation of 1964. Cooperative
 

education and audit are also responsibiliies of the MCC.
 

The cooperating Swaziland liaison official for the co­

operutive and marketing project is the Permanent Secretary
 

of the MCC or his designee. A line ol responsibility,
 

duties, and communications runs from the MCC Permanent
 

Secretary to the Commissioner of Cooperative Development,
 

who is in practice the ser.ior MCC official most directly
 

involved in the project.
 

1p
 



5 The GOS objective is to utilize the CCU, the District Co-op
 

Un..ons (DCU's) and the primary cooperative societies for
 

multiple purposes, including:
 

(i) 	 marketing agricultural products,
 

(ii) 	 organizing markets,
 

(iii) 	increasing the availability of credit and
 

financial services to low-income farmers,
 

(iv) 	 providing sales and services in farm production
 

supplies,
 

(v) 	 transportation, and
 

(vi) 	 training in management and administration. 

1.7 The GOS regards the Cooperative structure as a
 

necessary means for improving the productivity and income
 

of Swazi subsistence farmers. These perceptions follow
 

from several critical assumptions that:
 

(i) 	 use of cooperative services, production supplies 

and markots will increase income; 

(ii) 	 Swazi farmers on Swazi Nation L.and will respond
 

to economic incentives; and
 

(iii) 	GOS policies and programs will encourage family
 

movement from subsistence farming toward com­

mercial agriculture.
 

., 7nti utional-, agricultural credit in Swaziland
 

is primarily oriented toward the commercial
 

sector. The Swaziland Development and Savings Bank (SDSB)
 

is the principal Lnstitution concerned with agricultural
 

credit. Less than 5 percent of the SDSB's portfolio re­

presented loans to farmers on Swazi Nati%:, Land in 1976;
 

however, the SDSB intends to considerably increase its
 

future activities in the field of small-farmer credit, both
 

through loans to the CCU and through direct supervised
 



credit. The SDSB received a long-term loan uf E 652,200
 

(US0750,000) from USAID to assist small farm credit.
 

1.9 The Sw.aziland Coop'erative nnd Marketing Pro!ect was
 

designed in collaboration with the ODM and contains an
 

E 500,CDO (Ub%575,000) ODM working capital loan and
 

technical assistance support. Technical assistance support
 

included the General Manager for CCU (who was withdrawn 

from the project in April 1978), and continuing support by 

one full-time U.K. accountant. 

1.10 Plans for the project were approved in May 19/b.
 

CLUSA was selected on August 19, 1977 as the contractor
 

to provide technical assistance for project implementation.
 

Six CLUSA team members have been by now in Swaziland ap­

proximately one year, except for two area managers who
 

arrived in February, 1978.
 

1.11 CCU expansion: the CCU expanded its activity rapidly
 

over the past two years and now supplies about one-third
 

of the production inputs on Swazi Nation Land. Most of
 

the activities have been and may be expected to continue
 

to be concentrated in the Swaziland Rural Development
 

Areas (RDA's). The fastest growth came in the farm supply
 

and transport division where the procurement, warehousing,
 

distribution, sales development and transport functions
 

for production inputs are performed. The financial state­

ments show an impressive record in sales, which grew from
 

a modest beginning in 1974/75 to almost a million emalangeni
 

in 1977/78. Total sales more than doubled in the last
 

fiscal year, as shown in the following text table.
 



ocp
f h C
Sealsmn
1971 


1972/73' u44.. Nil
 

1973/74 9 297 u5s 238 
1974/75 5 35,000 U39 40,250
 

1975/75 Z 269,000 M5 332,350
 

1976/77 9 479,000 U695005 fl 

w . 1 .. 973,000 U80111.81950m977/76 .
 
1976/79 11700t000 U59119551000
 

. 

. 

______ ____ ________ (projected) ( projected) 

1.12 Thus, from a superficial point of view, the project 

in doing well.TheInd of Project Status of a 200 percent
 

increase in sales volume over 1970/77 level in likely to
 

be exceeded already in 1978/79# as sales in that
 

year are projected at 255 percent of 1976/77 levels# The 

percentage of agricultural production marketed through 

co-cps is also increasing; the Cotton Co-op, two years ago 

in its infancy, is now marketing 23 percent of all cotton
 

produced inSwaziland# and there ar. advances in the co-op 

marketing of maize, tobacco and tomatoes, The pjcture is 
different, however, when one considers the more elusive 

objective of "developing a working cooperative structure". --

The rapid growth has caused strains in the organizational, 
financial and skilled-manpower aspects, which must be rem 

solved to assure the long-term viability of the co-op 

system in SwazilandI
 

1.13 Ortanizational problemst there exists an uncertainty 

as to whether the CCU) is a private-sector organization can­

trolled by its small farmer members, a quasi-governmental 

development organization expected to carry out certain 
national agricultural goals, or an extension of the MCC 
placed totally under the operational responsibility of the 

Off ice of the. Commissioner for Cooperative Development.
 

The differing views of the CCD and USAZD/CLUSA personnel
 

7 1 



--

in this regard slow down project implementation. Like­
via* there exits a lack of clarity in defining the
 
respective role$ of co-op management committees and oo­
op technical personnel at all levels., nif 1976
 

_tog fu'nction, of supprl~ the depots cud irimary shi4s 
vs tiansterred fromthi CCU iotibe DCU's, buat thes still -

exists a considerable lack of clarity regarding their
 
functions and mods of operaion.-, 

1.14 ff X prbgs stebsnsgrows, the *train 
on the CCU management staff increases, while the General
 
Manager's position remains vacant. The Deputy General
 
Manager of CCU has been serving for the past six months
 
as Acting General Manager* The Marketing and Credit
 
Manager designate position remains vacant
 
although the primary societies and DCUU seek more and better
 
credit and marketing services, Accounting and record­
keeping is weak, especially at the DCU and Primary Society
 
levels. Training of Iwasis In the U, B. for top manage­
sent positions is barely getting started@ considerably IIFr 
behind schedule.V 

AW 

1.15 Financial problema: the CCU Is seriously undereapital­
ised. The roughly 3 100,000 in subscription capital and
 
* 500,000 in 0OM 20-year interest-free loan (which may be 
considered as quasi-equity) constitute a minute and 
diminishing proportion of Its loan portfolio, which (in­
eluding cotton purchase credits for the Cotton Co-op) may 
exceed 3 6 million this year, The CCU h"e so far boon In 
the red# and the,slim profit margin on Its main activity­
fertilizer distribution -- raises the question of Its long­
term financial viability. 

.<.. ... i 



1.16 	The organizational issues will be taken up in this
 

to step back and gain
section. To do so, it is useful 


a perspective on the development of the co-op movement
 

in Swaziland.
 

1.17 Histori:al development: as 	has often been discussed,
 

Swaziland's dual agricultural economy and relatively free
 

exchange with South Africa has resulted in a fairly well
 

developed and very competitive farm supply industry and
 

in modern marketing and processing systems for the cash
 

crops (chiefly sugar cane, cotton, tobacco and pineapples).
 

1n. the supply of farm inputs such as fertilizers and pes­

ticides, there have historically been two established
 

firm:.: Farm Chemicals (an affiliate of Swazi Milling) and Swazi­

land Chemical Industries. However, many other agribusiness
 

firms from Sou-th Africa are active, as well as occasional
 

Indian traders. This indust.-y originally grew to meet
 

the demands of the Intensively cro'ped, commercial in­

dividual tenure farms (ITF), which include large planta­

tions such as ugar can,;, citrun and pneapple. While this 

agro-:_ndus try adequately served the need of the ITF lands, 

there ',s an apparent feeli ng :.nat the same system would 

not be w~ ii ng or able to serve the sma lI farmers on 

SwazI : ation Land in a manner cons~ItV'nt with the overall 

GOS development objectives. Thu:. was born the idea of
 

.nvolving the cooperative movement in tho' distribution of
 

farm supplies.
 

1.18 Prlvate' -i-ctor vs. oooperatives: during this evalua­

tion, 	ion- time wns spent discussing whether it would have
 

sector to provide
boon preqV.irable to enccuralit. private 




small farmer supply rather than investing public funds
 

in a possibly paraliel dnd less efficient cooperative
 

structure. Private sector had several factors in its 

favor: 

(i) free enterprise and private trade have a long 

tradition in Swaziland and continue to be a 

mainstay of GOS policy; 

(ii) there is generally a free movement of trade in 

and out of neighbouring South Africa, so that 

Swaziland's small size is not an important 

factor in the cost of doing business; and 

(iii) there existed the basic infrastructure already 

serving the commercial farms throughout 

Swaziland. 

There existed evidently a need to establish simple marketing
 

outlets much nearer to the farms, catering directly to the
 

demands of subsistence farmers, and to bear some of the
 

higher cost of distributing in small quantities. This was
 

the purpose of providing Primary Socie-ies as focal points.
 

However, there was probably a felt need in the Government
 

to have an organization serving its public rural develop­

ment programs such as the RDA's which could be directly
 

influenced by the public sector. Cooperatives apparently
 

filled this role. Once this link between cooperatives
 

and rural development was established in the minds of the
 

policy-makers, the GOS and the foreign assistance agencies
 

have justified such critical points as the supply of farm
 

inputs (and marketing) in massive rural development pro­

jects by a simple paragraph stating this will be handled
 

by the cooperatives as the need arises. Therefore, while
 

it is not unreasonable to speculate on the role private
 

sector could have played in farm supply to Swazi farmers,
 

it is clear the cooperatives have been asked to assume a
 

critical role in an overall rural development program. In
 



fact, if one was to speculate further, it is not incon­

ceivable to picture a situation where, had not some skeleton
 

cooperative structure existed and development of this
 

structure been supported by foreign assistance, the GOS
 

might have felt the need to create an entirely publicly
 

financed and managed farm supply distribution system.
 

Role of the Central Cooperative Union
 

1.19 While the above discussic¢n is somewhat speculative in
 

nature, it does bear on the central issue facing the pro­

ject's farm supply, transport and marketing functions.
 

This issue, simply put, is where does the Central Cooper­

ative Union stand vis-a-vis the national policy on co­
operatives:
 

(i) 	 is CCU the apex organization of a farmers'
 

movement, responding only to the will of a
 

board of directors democratically elected from
 

among its associated cooperative members?
 

(ii) 	 is CCU a quasi-public development corporation
 

responsible for meeting the various require­

ments of the national rural development pro­

gram as well as serving existing cooperative
 

institutions?
 

(iii) 	is CCU a de facto division of the Ministry of
 

Commerce and Cooperatives, whose management
 

is effectively the responsibility of Office of
 

the Commissicner for Cooperative Development?
 

1.20 The answers to these questions are important as they
 

affect such secondary issues as the proper rata of growth
 

for the CCU, its profit motivation vs. development role,
 

the amount of government support to be expected and
 

the degree of operational autonomy necessary to achieve
 



its goal. The remainder of this section is devoted to
 

the discussion of these and other institutional issues.
 

1.21 Perceptions of different institutions regarding CCU's
 

role: an unstated assumption of the original project was
 

that CCU would behave as a private sector organization
 

operating in a rather loose, informal relation with the
 

MCC. USAID and the CLUSA team tried to operate in this
 

assumption, which reflects the situation of co-ops in the
 

U.S. Swazi reality,however, is different: the Department
 

of Cooperative Development views the CCU as an extension
 

cf the public sector, controlled by the MCC in matters of
 

policy (including salary levels and all budget expenditures)
 

and even such operational details as the hiring,firing and
 

transfer of individual employees, the format of credit
 

applications or the placement of a fence. The problem is
 

that MCC decisions are not always guided by considerations
 

of CCU's financial viability. The RDA program is notably
 

the as
uninterested in the relation of the CCU to MCC, 


long as the CCU provides inputs and marketing services to
 

the RDA's without any MOA involvement.
 

1.22 Proposed solution: the current situation obliges one
 

the CCD is the de facto General Manager
to conclude that 


of the CCU. The general acceptance of this point of
 

view will signify that there will be no iossibility of a
 

and the CCD. The CLUSA
tug-of-war between the CLUSA team 


team should consult the CCD on a frequent and regular
 

basis regarding operational decisions, and make its re­

commendations known,preferably in writing, spelling out
 

the financial consequences of a contrary decision. How­

ever, if CLUSA's recommendations are overruled, the team
 



should carry out the CCD's directives tc the best of its
 

ability. This policy would allow the CCD both the ultimate
 

power of decision and tle responsibility for the con­

sequences of the decisions. It is expected that such a
 

policy would improve relations between MCC and CCU and,
 

paradoxically, may decrease MCC intervention in the de­

tails of CCU operations.
 

Strengthenina of the DCT''s
 

In late 1978 the functions of the DCU's were consider­

ably amplified by a decision of the MCC to transfer from
 

the CCU to the DCU's the functions of supplying the RDA
 

depots and Primary Society sheds. To fulfill this function
 

the DCU's need strengthened accounting and transport
 

capabilities.
 

1.24 This transfer of functions Dlaces an ad!_-_ional burden
 

on the DCU's since they must have more and better-trained
 

personnel to comply with their increased responsibilities;
 

the additional costs involved will further reduce the
 

financial vi:bility of the co-op system (srrict business
 

criteria probably would not have dictated this transfer of
 

functions at the present level of CCU/DCU turnover). At
 

the same time, the strenthening of the DCU's might increase
 

the contact between co-op officials and farmers and
 

strengthen the adhesion of members to the co-op movement.*
 

Although experience in other countries indicates that
 
farmers' adhesion to the co-op system is conditioned
 
by the tangible benefits it provides them more than
 
by a subjective feeling that the system might be
 

"theirs".
 



Role of the Management Committees
 

1.27 Related to the issue of strengthening the DCU's
 

of the role of the co-op committees at all levels (CCU,
 

DCU, Primary Society) vis-a-vis that of the technical
 

co-op employees. At present there seems no clear dis­

tinction between policy direction and management: the
 

committees all too often feel it their duty to intervene
 

in the technical details of daily operation (e.g. the
 

approval of the smallest expense items), where they are
 

not equipped to make optimal decisions. This tendency
 

is expressed even in their name -- "management committees".
 

This mode of operation tends to hamper efficient co-op
 

management. While in the past such close supervision of
 

daily activities might have been necessary to assure in­

tegrity, in the future this result could be better achieved
 

by an improved accounting system, and the co-op committees
 

could concentrate on policy decisions while leaving room
 

to the (increasingly more qualified) technical personnel
 

to exercise their initiative in iaily operation. To
 

achieve this, the orientation courses for committee mem­

bers should focus on the proper role and 

duties of the co-op committees. 

Proliferation (f Primary Societies
 

1.28 The number of uncneratives in Swaziland is increas­

ing rapidly and at present (Dec. 1978) reaches 122. Over
 

100 of these are agricultural co-ops, and about half of
 

them are active. At the present rate Swaziland may soon
 

have more registered co-ops than the entire Republic of
 

South Africa, which reportedly has only 300 (many of which,
 

however,are larger than the entire Swaziland co-op system).
 



co-ops do not have a reasonable per-

Many of the Swazi 


spective of reaching financial viability -- e.g. reaching
 

about the
 an annual turnover of E 15,000, which is 


a secretary-manager.
minimum necessary for engaging 
At
 

the number of primary
the same time, the proliferation of 


societies makes the task of providing proper 
training to
 

their management committees prohibitive. The atomization
 

of the co-op movement is bound to increase the number of
 

societies in financial straights, and to decrease the
 

of the CCU,which will be 	saddled with
 financial viability 


their bad debts.
 

ever

Although the grass-roots 	pressure for creating
1.29 


more primary societies may be significant, the MCC should
 

be encouraged to
 

(i) apply certain criteria of minimal expected turn­

over 	before registering a new primary society;
 

form local branches

(ii) persuade farmers' groups 	to 


of 	the RDA-level co-op societies, rather than
 

(since RDA's are

independent primary societies 


future 60 per­scheduled to cover in the near 


cent of Swazi Nation Land, the existence of an
 

in the vicinity will be increasingly like-
RDA 


ly); and
 

(iii)encourage existing primary societies 
to
 

local
transform themselves into branches of the 


RDA co-op.
 

Role of Exvatriates
 

1.31 	 The project has cast expatriates into direct opera­

become responsibl- for purchases,
tional roles. They have 


fiscal performance
distribution of farm supplies, and -he 


A> 



of member societies. A prime objective of the expatriate
 

team appears to be an increased volume of sales to achieve
 

financial viability.
 

1.31 This is a somewhat unusual role for an AID-funded
 

grant projet. To find expatriates in an actual operating
 

position for achieving a long-run development objective
 

is contrary to long-standing development philosophy and
 

to current practice in most African ccuntries, including
 

some in which the availability of trained local staff is
 

more limited than in Swaziland. In the short run, the
 

energy of the expatriate team must certainly be counted as
 

a major factor in growth of sales. CCU started from a
 

very low base and therefore a concerted effort -- coupled
 

with a wholesale use of credit, which attracted new
 

customers -- produced dramatic results, at least in terms
 

of sales increases over previous year. However, develop­

ing countries abound with projects which ran into severe
 

difficulties as soon as expatriate technical assistance was
 

withdrawn, and all provisions must be made to assure that
 

the same would not happen in Swaziland. CLUSA shculd have 
._very clear .!an of-ncvin, from an ozerati:nal to an ad­

visory role and for a radual phase-out over the remainder
 

of project life. This may require scr.e consolidation to
 

ensure viability after phase-out.
 

Commurications
 

the prcblems of the project are traceable
1.33 Many of 

to faulty communications between the interested parties -­

co-op staff, MCC staff, RDA staff, UAl:, CU12A and the 

farmers -- which may prevent them from realizing the real 

situation and each other's perceptions of it. Some means
 

which might improve communications are:
 



(i) 	 regular RDA-level meetings of the local MOA,
 

DCU and CLUSA staff to determine the quantities
 

of inputs which the co-op system should furnish
 

to meet the expected demand;
 

(ii) 	 more frequent visits of the USAID project
 

management to the field;
 

(iii) 	 frequent written communications from the CLUSA
 

team to the Department for Cooperative Develop­

ment, repetitively if necessary, until a reply
 

is given or action taken regarding the point in
 

question; and
 

(iv) 	 frequent consultations of CCU/CLUSA personnel
 

with the corresponding MCC functionary regarding
 

current details of operations.
 



II. FARM SUPPLY AND TRANSPORT
 

2.1 Project Innuts to CCU: the USAID-financed Swaziland Co­

operatives and Marketing Project calls for an input of $2.7
 

million over the 5-year project life, the majority of which
 

is stated for the support of the farm supplies distribution
 

and transportation function. The inputs relevant to this
 

function are the following:
 

(i) 	 Technical assistance:
 

" CCU Deputy Manager
 

" Input/Transport Expert
 

" Six Area Depot Managers
 

(a marketing specialist is also involved);
 

(ii) 	 Participant training;
 

(iii) 	 Commodities:
 

* Vehicles
 

. Communications
 

(iv) 	 Warehouse construction and repair; and
 

(v) 	 CCU budget support.
 

2.2 These inputs are complemented by an ODM project which
 

provided Z 500,000 in working capital (a long-term, interest­

free loan), a leneral Manager, a Staff Aczuntant, ani parti­

cipant training. ?rofessional back-up support was expected
 

from the ILO/SIDA Cooperative Development Center project.
 

2.3 The project inputs did not proceed exactly as programmed
 

for a variety of reasons, most of which unfortunately can only
 

be termed as "normal" growing pains of starting a new project
 

in a developing country.
 

The British have provided their input and had the General Manager
 

and Accountant in place when the USAID project was authorized on
 

:oune 15, 1976 (15 days before the end of the project's first
 

fiz:al year!. The next critical point was the selection of a
 

contractor to provide the technical assistance staff. A contract
 



was signed in August 1977 with CLUSA (one month before the end of
 

the project's second fiscal year). The first four CLUSA team
 

members arrived in October/Novembr 1978, with two additional
 

members expected in February 197/.
 

2.h The build-up of American staff coincided with the departure
 

of the British General Manager. Apparently the clash between 

the General Manager and the MCC over his management style was 

so severe that it may have been a contributing factor in 0DM 

reconsidering their support of the project. The operating loan
 

was agreed upon and would remain, as well as ODM support of the
 

accounting function, but the General Manager would not be
 

replaced. This obliged the CLUSA team to assume additional
 

functions which were not anticipated.
 

2.5 In sum, it can be assumed that the project inputs missed
 

the first yeari / entirely, operated at about half level during
 

.he second year, and moved into the third at about two-thirds of
 

the level Planned (six of nine team members in the field).
 

2.6 Local Contribution: In re~rospect, it appears that local
 

contribution was established by the project design team at a low
 

level, zrobably just meeting AID's statutory requirements.
 

2. 'ole 2.: _um._r es t-e Icoal :ontribtion as *t .:as
 

planned, as it is presently being made, and as possible future
 

contributions.
 

In looking at inputs, it is helpful to view the project in two
 

parts: (i) the development of CCU as a self-financing agribusiness
 

organization with its own staff, budget, and functions, and
 

(ii) the cooperative distribution system of individual co-op
 

stores which is served by CCU and is, in fact, the reason for
 

CCU's existence. AiD's and 0DM' input have generally been devised
 

.o make the CCU as self-sufficient as nossible during the project
 

I/ 	The U/S/ fiscal year (October I to September 3) rugh!,- corresponds
 
with Swaziland's agricultural cycle (spring planting through harvest).
 



period. This includes staff training, operating loans, and even
 

budget support. The host country contribution was aime4
 
d.oveloping the overall cooperative system, and it has remained
 

more or less at pre-project level. As a result, CCU has grown
 

but the cooperative system may not have kept pace. Little
 

provision was made for growth in host country support for the
 

CCU as its distribution function grew.
 

2.8 Two points need clarification regarding future host country
 

contribution as outlined in Table 2.1. First, it should be
 

stressed that added inputs into the overall cooperative system
 

be from public funding sources external to the CCU. In other words,
 

CCU should not be required to subsidize the development of the
 

cooperative movement in general. The second is that although
 

SD'.B has greatly exceeded its expected contribution, it does not
 

substitute for other host country support to the coonerative
 

system. If anything, it is one of the Justifications for
 

increasing support to balance the growth.
 

2.9 ?rorress in farm supply to date: On the whole, the business
 

orientation of the CCU input supply function appears to be meeting
 

with a phenomenal success, particularly when measured in terms of
 

growth of sales (par. 1.11). The mcre serious ;uestiDn is how much 

of this growth is solid development meeting the prc.Jet objectives, 

i.e., a self-financing organization, :apable of loc'z management, 

serving small farmers. 

2.10 During this first year much time was spent, as usually is
 

the case, in dealing with administrative matters such as housing,
 

transpor;, etc. and in learning the existing operating procedures.
 

In addition, .there were several major changes to which the project
 

had to adjust. The departure of the British CCU General Manager
 

left a ;ap in personnl staffing which had to be compensated for
 

by the CLUSA team. An order was received from the MCC to transfer 

the functicn of !supplying the RDA depots and primary society sheds 

from CCU to the ZCU's. This order was unexpected and caused a 

reorientation of the distribution function. CCU staff als: ha! 

to *ecome intimately involved in the organization and oreration 



a cotton marketing program which 	had been 
threatened with
 

of 

All of


if not directly assisted 	by CCU. 
serious financial losses, 


on the bottom line of CCU's balance
 these factors took their toll 


sheet, which shoved a considerable 
loss for 1977/78 (Table 5.2).
 

farm inputs
distribution of 

Nevertheless, the actual supply and 


over the year.
made considerable progress 


1978/79 will probably
 
2.11 Total distribution of inputs by CCU 

in 


exceed 1977 levels by about 75 percent. 
This is significant, as
 

a 200 percent

the original project plan stated a target of only 


inputs over project life. 

increase in the supply of farri 	 if
 

1976/77 serves as the project base year, then by 
the end of 1978/79
 

in sales (text table, pp.r. 1.11).

a 255% increase
there will be 


in the
 
There have been other indicators 	of 

prolress which 

2.12 


the overall growth in
 are probably as significant as

long run 


to over a quarter of
 grown from negligible sales

sales. CCU *ad 


twc years imme­
a million emalangeni ($294 thousand) during the 


rapid expansion allowed very
 
diately proceeding -he project. This 


little time for planning of staff, transport, and financial support
 

a.z proposed
the ;resent pro~ect

required for srderly growth; thus 


have been
 
rectify this problem. The following measures 
partly to 


past supply protlems and to
 
help solve some :Of tneinitiated to 


into the present expanding distribuion :ystem:
introduce order 

to prevent

of wooden pallets at warehouses
(i) use 


moisture 	damage of bcttom bags:
 

or spilled fertilizer,
(ii) 	 rebagging of broken bags 


the use of a small
usually accomplished with 


(at times rebagged

standing funnel-type device 


kg bags for sale to
is put into 25
fertilizer 

for home vegetable
the smallest farmers or 


garden use);
 

used for materials which must be
 
(iii) 	 plastic covers are 


a rodent control

stored outside for a time, and 


program instituted in warehouse areas 	to preveat
 

waste;
 



" eLov 	 *the,introduct ion for sale ofos- varie atanmUle 
healthn products Ln several locations (stocking 
and inventory control of theme items s generally 4 
performed by the manufacturer's agents) 

(v) 	 reallocation and transport of supplies previously 
misallocated to various district and primary 
warehouses, to bring inventories moe in line 

vinneed; and
 
(vi) 	 future planning of demands ,based n an analysis of 'I 

years' sales b hye and locations
_previous 


2.13 There are still many improvements vhioh remain to be made* 
as indicated in the originally planned project outputs (Annex A). 
These include repair of sheds/varehouses, better stock control 

and accounting# a broadening of the line of sales items# eta. , 

Hovever, as many of these functions are nov the responsibility of 
the DCUlsoprogress may be slower. 

* 	 2.1k Proaress toward proieat aoal: the UUAID project calls for
 

"developing a viable, producer-oriented nooperative structure3
 
providing production-related inputs and marketing service to the 
rural sector." The tern "viable" appears to raise considerable 
discussion regarding the ultimate projeci goal. It appears that 

* 	 to CCU and the CLAUA team management, this manss that at the end 1 

of %he project period CCU will be totally self-financing through 
a profit motivated business approach, and be capable of supplying 

the 005 rural development programs to RDA's.
 

2#15 	Naturally, this presents a con;.tot of interest between those 
vho feel responsible for balancing CCU's, books and promoting the 
size 	of business deemed necessary and those who want CCU to meet 
the needs to all primary co-ops$ the RDA's and the subsistence 
faimers in ge~era2. without regard to the cost oft4oinjg buasinese-vitb 
these small 	cooperatives. It is not easy to pin these differing 
views to one aide or the others and In fact they are aontinuousl7 
changing from sime to time. On the one hand, there is a view that 

vim 



a large volume of sales and service to larger farmers are
 

to obtain maximum benefits in dealing with manufacturers of' supplies
 

or with buyers of farm crops, and in therefore seen to support
 

the fixed costs of the distribution organization. On the other
 

hand, there exist's a more skeptical (but Widely held) View thata:
 

cooperative which contains both large and small farmers will never:
 

i14igly-orient-itself-to-small-.... farm ,-developme
nt
 

2.16 Increased farm supply sales and the use of credit when 
necessary are desirable project outputs, but they should be related 
to the project goal. It is reasonable to expect that a considerable 

portion of the sales and credit are additional to what existed prior 
to the project and that small farmers are being served in fair 
proportion to the growth in large farm sales. SDSB, for example, 

reports an increase of only about 3 160,000 in agricultural loans 

in 1977/78 from 1976/77. However, in 1977/78 CCU borrowed 
Z 600,000 from SD53's agricultural window for cottor production 

credit. If this cotton production credit had not previously 
been available from other sources than the 5D83, total agricul­

tural credit would have risen by more than Z 160,000. There is 
an asSUMption that many farmers are substituting CCUI credit and 
inputs for that provided by BSD or by agro-industries and other ........ i e" i

traditional suppliers of farm inputs. This evaluation did not 

have the time to provide more specific evidence to support this 
assumption tut follow-up with the principal suppliers of fertilizer 
to CCUI and other credit intermediators such as the Cotton 0ia 
should provide such evidence. This should indicate whether total 
volume Is increasing in relation to the Increased business of 
CCUI or Is remaining more or loe constant. The issue remains 
that End of Project Status Indicator of a 200 percent increase 
In sales by the cooperatives (which has been accoamplished) may 
not be Indicative, of progress inmeeting the sector goal of 
contributing to the welfare of the vast majority of farmers 
on S1L. Providing target growth indicators in farm supplies 
and credit to all farmers on Swasi Nation Land may be more central 



to project purpose and to GOS rural development goals. Unfortu­

nately, baseline data on input use for Swazi Nation Land is
 

scanty, but there are surveys to measure growth in output which
 

may be useful in Leasuring progress in this area.
 

2.17 One of the most visible and desirable benefits which has 

occurred to date is CCU support of the RDA development. RDA 

demand for all types of farm supply is growing at the rate of 

roughly 50 percert a year. This accounts for possibly 30 to 

hO percent of CCU's sales volume. This clearly is in support 

of Swaziland's major rural development thrust. The "Annual 

Survey of Swazi Nation Land' - for 1973/74 and 1975/76 indicates 

an increase in fertilizer sales from 3,700 tons (gross fertilizer 
;eight) to tons 1975/76. increasein 1973/74 4,150 in This 

could be almost totdlly accounted for by the increased use of
 

fertilizer on RDA project areas (total 'CU fertilizer sales to
 

RDA's in 1976/77 are estimated at 1,500 tons).
 

2.15 For Swaziland as a whole, some 20,000 to 30,000 tons (gross)
 

year may 


of fertilizer are sold each year. in 1977/78, CCU distributed 

approximately 4,,00 to 5,000 tons, and ex:ects distributions this 

reach 5,000 to 10,C00 tons. This would indicate that 

C:Z is a s stantiaI force in the national farm supply distri­

bution system.
 

:' Centril 3:izil Office, '.babane. 



Projected CCU Growth in Farm SuZplies Sales
 

2.19 CCU has been distributing farm supplies for about five
 

years only, starting from scratch and building its sales
 

volume by capturing a part of the existing market and by
 

developing new markets. The proportion between the two is
 

not known with certainty. In such a situation, CCU growth
 

projections based on the past trend would be hazardous.
 

The alternative to trend projections is to estimate future
 

demand based on (i) expected agricultural growth in the
 

SNL and (ii) the share of the large-farmer market which CCU
 

might be expected to obtain.
 

2.20 The main developmental force on Swazi Nation Land will 

be SOS progress in promoting the RDA's. RDA project tar­

gets provide an indication of the expected growth rate. 

Fertilizer and lime are taken as :he basic common denominat­

or, being :he items sold in the largest quantity and the ones 

least likely to be influenced by short-term fluctuations 

in cropping patterns. They are also the biggest items in 

terms of bulk and therefore serve as indicators ci storage 

ar :ransycrt recoirements. 

2.21 Table 2.2 summarizes the expected demand fir fertil­

i:er and !ie in existing and prc;csed RDA's, a. indicated
 

in their feasibility studies. Average cost was taken as
 

% 100/ton, which takes into account the low cost of lime in
 

comparison with fertilizer.
 

2.22 The CCU percentage of fertilizer sales to sales of all
 

farm supplies in 1977/78 was 52 percent. The MRD study pro­

jected a fairly even division of sales value between fertil­

izers and other farm supplies cver the Trojec: period. For
 

the fu:vre, tLe stated CCU objec:ive is to increase the
 



percentage of other farm supplies. The broader product
 

line will decrease emphasis on fertilizer, produce better
 

profit margins, and distribute depot sales more evenly
 

through the year. The following text table shows the im­

portance of RDA farm supply sales in total CCU sales.
 

PROPORTION OF RDA SALES TO TOTAL CCU SALES
 

Total Farm Total CCU RDA Sales 
Sales Estimated Farm Sales as % of Total 

Year in RDA's CCU Sales 

(E.'ooo) 0(1oo)
 

1975/76 141 289 49%
 

1976/77 276 479 58%
 

1977/78 420 973 43%
 

1978/79 760 1,700 45%
 

2.23 While the above estimates obviously contain a lot
 

of conjecture, as they compare various an: not necessarily
 

compatible sources of data, the £cllowing assumptions can
 

be made, heroic as they may seem:
 

(i) 	 at present about 40 percent of CCU's business
 

is with the RDA's;
 

(ii) 	 for practical purposes the growth in sales to
 

small farmers on Swazi Nation Land can be in­

cluded in the RDA figures, both because the RDA's
 

include an ever-increasing percentage of SNL far­

mers and because the projected growth is based on
 

some optimal canditions which may or may not occur,
 



thus resulting in 	some overestimate of the RDA
 

demand; and
 

(iii) sales to farmers on Individual Title Farms (ITF),
 

which have grown rapidly in" the past, will in-


ITF farmers will
 crease more slowly, as less new 


be joining the cooperatives; this assumes that
 

at approximately the

the Cotton Co-op will stay 


present volume of operations and that CCU will
 

adopt the policy (proposed by the present 
evalu­

area in an ef­ation)of limiting growth in this 


to consolidate institutional structure.
fort 


above assump­that the

2.24 	The following text table shows 


E 3,800_.0
CCU sales in 1982/83 of about 

tions i..DZ total 


PROJECTED TOTAL CCU SALES
 

RDA Sales Total
Year ITF Sales 


(E'O) 'E 'OOC) (E 'oo) 

1,700 (est.)
1978/79 910 	 760 


2,132 (proj..
1,0C
1579/80 1,092 


*,50C 21755
,:SO/1 1,255 


2,370 3,819
l;82/83 1,449 

sales have increased rapidly from
 
2.25 Conclusions: input 


and pro-
E 973,000 in 1977/78 are 

near-zero in 1973/74 to 


While
reach about E 3.8 millions in 1982/83.
jected to 

stated objective
the project is impressive in meeting its 


increasing the distribution of farm supplies through the
 
of 


feel somewlaz uneasy about
 cooperatives, one 	cannot help but 


growth being er'perienced. There

the rapid rate of 


CCU will meet its 	stated physical
is no question that 




2.22.
 

project output targets. Far greater concerns are:
 

(i) whether the CCU in the long 
run will serve equitably
 

the needs of small Swazi farmers;
 

(ii) 	 whether the small-farmer cooperative system is
 

growing as fast as the CCU;
 

(iii) 	 whether the CCU's organizational structure will be
 

manageable by counterpart staff when the CLUSA team
 

departs; and
 

(iv) 	 whether the CCU structure will not be dismantled
 

by the MCC through decentralization before the
 

benefits of the central organization can be fully
 

assessed.
 

Recommendationsi
 
2.26 	 The 
central CCU staff should continue its role of developing
 

CCU's supply system, but with relatively more emphasis on
 

creating a locally manageable institution through training and
 
development of counterpart staff. 
 The number of Area Advisors should
 

be increased to its design levei,with the view to making the
 
district-level cooperative system compatible with 
the CCU's
 

abilities to serve the DCU's and primary societies.
 

2.-7 	 The MCC should give relatively more attention to educa­

tion and to bui:ding strong primary societies, including the
 
recruitment of new members to give local-level co-ops sufficient
 

strength to participate in the market economy. CODEC should be
 

adequately funded by the GOS to provide back-up support for
 
the cooperative movement. MCC should gradually move away from
 
direct management of the CCU and allow the CCU to work out its
 

programs and policies with its member cooperatives and their
 

respective committees.
 



2..28 There should be a more in-depth analysis of the present
 

and future distribution of benefits among the various classes
 

of cooperative members: large vs. small farmers and RDA vs.
 

non-RDA members. This should result in an overall growth
 

stiategy wi-.h more specific project targets foi each group
 

of cooperative members.
 

2.29 Of particular concern is the overall GOC policy toward
 

cooperatives. There is discussion as to wiat should be the
 

proper location of the cooperative division -- whether in the
 

MOA or the Ministry of Commerce. These internal shifts in GOS
 

structure should be less oi an issue tnan the concern (i) that
 

CCU and the cooperatives receive sufficient high-level GOS
 

support to develop their full capacity, and (ii) that
 

there is coordination among all public and quasi-public bodies
 

in the support of rural development and marketing activities
 

in the country. In this regard, it would be instructive to
 

explore the possibility of setting up a high-level committee
 

for coordination and policy guidance in the cooperative
 

movement. The membership of this committee could i.nclude 

the following: 

(i) -he Permanent Secretaries cf 'CC and MOA or their 

designees; 

(ii) one 7erner from each cf the fcur DCU!s; 

(iii) 	 The CCU General Manager and/or chairman of the CCU
 

management committee;
 

(iv) The SDSB General Manager, and
 

(v) 	 possibly representatives of large national cooperatives
 

such as the cotton and tobacco Co-ops.
 



III. COOPERATIVE MARKETING OF FARM PRODUCTS
 

Role of Marketing
 

.
essential element in.

3.. The marketing function is clearly an 


the progress of moving subsistence agriculture into the comm~zrcial
 

fact any input supply program, particularly those
 sector. In 

i


tied either directly or 
ndi­

with a credit'element, should be 


.credit
/input
a clear mar en -objective. - If therectly to t ..
 

program is probably a disservice to the recipient as well as
 

inherently risky undertaking for the credit implementing orga­an 


one might considar marketing as the leading

nization. In fact, 


rather than simply a natural
small farmer development,
edge in 


an input suzoly Drogram. If farmers have a clear
 fcllov-on to 


a market which provides an acceptable level of risk and
 
viev of 


more than
investment, they will 
a reasonable return on their 


likely respond positively in increasing output by obtaining
 

are
 
the necessary production inputs, through whatever means 


available to them.
 

Swa:i Market Structure
 

the market system in Swaziland is
 3.2 'Existing system: 


chara.terized by a relatively high Itgree of privite enterprise
 

with little direct government intervention. he trade in
 

farm crops was established by the early European
commercial 

direct ties with the
 farmers in Swaziland, who had close or 


agribusiness sector in the Republic of South Africa 
(RSA).
 

seen fit not to interrupt or
 The Government of Swaziland has 


otherwise frustrate these trading relationships. 
Cotton, for
 

seed cotton to ginneries on both sides of
 example, can move as 

marketed to the
 

the border, and locally ginned lint and seed 
is 


All locally grown tobacco is markezed t= a Svazi
 RSA trade. 


turn sells its output in the RSA in
 
cooperative, Vhich in 


complete accordance with that, countory's tobacoo 
marketing and
 

and from Swaziland
 
pricing policies. Vegetables move freely to 


a- a dozen border crossings.
 

{<
 



3.3 The Swazi policy of leaving the free trade of the counz ar.ry
 

intact might be considered an inspired one, as it allows Swaziland
 

to 
participate in and directly benefit from the market opportunities
 

and growth of the more advanced South African agribusiness complex.
 

Swaziland's contribution to GNP from agricultural crops is only
 

about E 5 million from Swazi Nation Land and E 15 to 20 million
 

from individual tenure farms, of which a major portion comes from
 

a few sugar and citrus plantations. It appears that for at least
 

the intermediate termthere is no lack of demand at reasonable prices
 

(as compared to world market prices) for most of the Swaziland output.
 

3.4 While it would appear that the present marketing arrangements
 

have beneficial effects on the national economy, it is not clear
 

that they will automatically draw the Swazi subsistence farmer into
 

the more commercial sector of agriculture. The subsistence farmer
 

lacks the knowledge as to his market alternative: and thus he is
 

unable to develop even a most rudimentary market strategy. Without
 

such a strategy he is unable or unwilling to mQve to a level of
 

production technology which would produce a crop surplus of
 

sufficient quantity and quality to attract market intermediaries
 

such as transport, storage, processing, etc. necessary to complete
 

the marketing linkages.
 

3.5 overnment trcrams: although a relatively free tr&de policy
 

prevails in the country, the GOS is not adverse to making its will
 

known through public policy when and if it feels that the need
 

exists. The prices of certain basic items such as bread and cement
 

are officially fixed. Of major importance in the case of farm
 

commodities is the government intervention in establishing a
 

nation-vide oroducer price for maize. This has the most far­

reaching effects, as maize is the staple of the Swazi diet. It is
 

also the crop most universally produced by the farmer on the Swazi
 

Nation Land. In other areas the government may indirectly partici­

pate in the marketing functions by becoming a shareholder in
 

privately-managed agribusiness ventures. This investment is often
 

made by public trusts or foundations and is usually of a highly
 

commercial nature rather than of small farmer development orientation.
 



The government, through its Ministry of Commerce and Cooperatives
 

and such bodies as the "Inputs and Marketing Board," attempts to
 

provide at least a measure of coordination and understanding about
 

the functions of marketing in the country, but these do not
 

provide direct marketing assistance to the farmer and/or to market
 

intermediaries.
 

3.6 Fcreign Assistance: Swaziland does not suffer from a lack
 

of technical assistance in agriculture from international and
 

bilateral free world donors. However, the great majority of
 

this assistance is in agricultural education, extension, and crop
 

production technology, whi.e assistance in marketing often lags
 

behind the more production.-oriented projects. Swaziland is
 

develoning an almost alarming dispronortion between the two. Of
 

course there have been marketing advisors attached to the Ministry
 

of Agriculture and the Ministry of Commerce and Cooperatives cr
 

their related projects such as the RDA's and CODEC; however, there
 

does not apear to be any concerted effort in marketing by GOS or
 

foreizn assistance funded nrolects.
 

3.7 The seriousness of this mismatch bet-een the production­

oriented projects and the market situation cannot be assessed.
 

Some projects such as the :aivan rite project may have been well
 

integrated, as marketing of rice has not been raised as an issue. 

On the other hand, veFetable produczion by the MA's crop roduction 

unit or RDA's is being frustrated by lack of good market outlets. 

3.8 In the future, consequences cool! be dire. The GOS, with
 

IBRD and USAID assistance, is making a massive investment in small
 

farmer development via the Rural Development Area (RDA) program.
 

This investment, on the order of $15 million, is highly stewed
 

toward infrastructure develooment, land improvement and increased
 

nroduction. The elements of farm input supply, production credit
 

and market development are assumed to be handled by public, private
 

or 	cooperative institutional frameworks outside the prcject scope. 

appears in reading the R:A project feasibility studies that 

a troat deal of the zotential mark.ein orr lems has been assume! 



a through reliance on private sector intervention and the
 

effectiveness of the USAID project."' The title of the USAID
 

"Coope-atives and Marketing Project" may be misleading, as it
 

imp.ies a special emphasis on marketing, whereas in reality the
 

project provides only limited assistance in marketing as one of
 

several inputs considered necessary to strengthen the small-farmer
 

cooperative structure.
 

Cooperative Marketing
 

3.9 Present cooperative marketing activities: it is extremely 

difficult to characterize the role that cooperatives play in the 

marketing of agricultural crops. They run the gamut of organiza­

tional styles and operational methods. The Swaziland Tobacco 

Cooperative, a rather staid organization, was the first cooperative 

in Swaziland. it has few active members but buys all the tobacco 

produced in the country (about 6-7 times as much comes from small 

Swazi non-member farmers as from members) and markets it through its 

2ng-st anding South African ties. :here has been relati'ely little 

change in the volume marketed in the past 20 years. in contrast, 

a newly-formed cotton marke:ing cooperative handled 23 percent of 

the total cc'non produced in the country in its second year of 

operation. There exist cooperatives on the MCC books whose function 

is to market rice or pineapples. if these organizations are 

functioning, they are doing swithou any direct :wntact or 

influence in the overall cooperative movenew:t. 

1/ "Virtually all incremental project 'roduction would be 
marketed through commercial channels, and project invest­
ments should assist farmers in selling crops and livestock
 
by improving facilities, transport and price information,
 
in conjunction with a recently approved USAID Cooperative
 
Marketing ?:oJect." This ij virtually the entire discussion
 
on marketing links in the :BRD "Swaziland Rural Development
 

.roject 1977.
Appraisal Report," January 12, 




3.10 The typical farmer views the role -which cooperatives should
 

play very simply as someone who should pick up and transport his
 

small lot cf maize, vegetables or even cotton and tobacco in
 

areas distant from the major buying depots, and pay him for this
 

small lot on the spot. This request is passed up the organizational
 

structure (and in some cases down from the MOA, MCC and others)
 

until someone is found to help. The Central Cooperative Union has
 

thereby been pressed into providing at least some limited relief.
 

Collection points, storage and transport have been arranged for a
 

number of commodities at various times on an ad hoc basis, but the
 

effort is far from being systematized into any type of national
 

organization.
 

Marketina Activities of the USAID ?roject
 

3.11 ?roject structure: the AID project paper combined all the
 

project inputs into a single framewcrk. For specific discussion
 

and evaluation it is helpful to abstract out those project items
 

which directly relate to the market function.
 

3.12 Direct innutsOu:.... zf -he AD croject: 

(i) Innuts 

- One crop marketing specialist and an undefined 

share of : s nts, trainin, vehices, equip­

ment, local construction and $2C,000 in unspecified 

processing equipment. 

- Market outlets in Swaziland and/or RSA for both 

perishable and ncn-perishable crops developed.
 

- A market info sy3tem for -o-op members.
 

- quality control and grading standards developed 

as needed.
 

- At least half (22"; of the multi-purpCoe Frimary 

Societies offer marketing service. 

(.±i) End :f ?roiect Statis 

Volume of farm produce marketed trough co-o;
 

channels is a growing pe:centage of to-al small
 



Swazi farmer marketing of crops beff- handled by
 

the co-op system. (Thiv spells out the projpct
 

purpose, which is to develon viable producer­

oriented co-op structure mroviding marketing
 

services to the rural sector).
 

3:13 Proect performance to"date: despite the delays in-project 

start-up, noted elsewhere, almost all USAID project inputs related 

to marketing have been made and are working to their capacity. A 

marketing advisor has been on the project for approximately one 

year. The advisor is sufficiently flexible and knowledgeable to 

deal with a wide variety of the marketing problems which May occur. 

He has seen fit to expand the scope of his work to cover the credit 

problems which arise in the marketing system, and even provides 

a portion of his time to teaching at CODEC one day per week. In 

addition, the ma*.keting functions are supported in the field by 

the Area Managers who are working on a variety of market short­

comings at the Primary Society level. The CCU transportation 

system has been used when necessary to resolve various marketing 

bottlenecks related to transport. There appears to have been good 

cooperation at all levels of the Swazi Government and with organi­

zations such as the SDSB and private agro-industries. To date no 

funds have been expanded for counterpart training or for the 

processing equipment.
 

:hns 1entifiable 


a counterpart for the marketing advisor. It is easy to pass over
 

this and say that it really has not hampered the day-to-day operations
 

of the marketing advisor -- which is probably true. levertheless,
 

lack of counterparts certainly reduces the long-run development
 

impact of the project. Already the opportunity has been missed 

to provide a year of training on a one-to-one basis in co-op 

marketing. 

',a i=3!iste zho-or-znn is the lack of
 

3.15 In addition, it appears that the CCU market specialist spends
 

a considerable amount of his time backing up other institutions
 

with marketing assistance which often is not directly related to
 

CCU's operating functions. The original project design had
 

envisioned other organizations, such as CODEC, providing the
 



necessary market stuadies and *valuaitions to supplort CCU's marketing 

specialists. This has not materialized.
 

difficult, partly because it is not exactly clear what was meant
 

by the requirement "to provide nov outlets, market iota# grades/ 
standards and 22 cooperatives furnishing market serviess" oving to 

the wide variety of crops involved, types of market functions 

possible, degre of CU involvements *toc. and also because of 

the short time some of these activities have been going ot. * 

3.17 The development of cotton marketing, for example# was directly 

assisted in its establishment by the 0CC3. Twenty to twenty-five 
percent othe country's cotton nov soves through a cooperative, 

where none did before. Informational meetings woe held vith 

producers, grades vere established and strictly adhered to, pickup 
Lad payments were arranged at a dozen cooperative locations, and 

a credit and insurance program was provided. On the surface$ it 
would appear that the marketing function was completely successful. 

The success of the cotton project should not be played down in 

the final project evaluations it this co-op continues to funo1tion 

and gro a during the life ot the project. Hoeve#O there is a 

great need far much more to be done in the area of m oarkeingIn
 

most other small-farmer crops. poaey, o the cotton oonerative
 
j.jups be taken as n, h'suniacae poutIe ofheset ab.e
indecatve 4 : ­

%a cnlist technical and financial esucs for stimaatime acovaie 
narkttinm activity without harifti to become directly involved-LI a 
phyuical. marketing function. Novever, the tact that CCU lost 
Z 11,000 In the Initial year of the Cotton Cooperative and is 
presently heavily in debt intrying to finanee the Cotton Co-op , 

production and marketing activity should be sufficient warning that 
future marketins scheme solbeaeflY analyzed before being 
given complete CCU dupport..4 

3.18 The major problem with the project's marketing tunenica
 
appeArs to be a lack of definition. This yam a problem inherent
 

JIe 



inth inital project write up$ Th project desgn popoold to
 

serve two functions> simultaneously: (i) supply farm inputs and
 
(ii)market the farmer's outputs. In fact, the project implied: 

supply farm inputs through a CCU managed central procurement and 
distribution channel, and market farm outputs in whatever way 

possible. The need for this dual role followed from the planners' 

assumption that (i) institutional structures were lacking for both 
makting--and -Iputespply--4nthe-rural--areas ;-7'&nd_(i41),that, ot_ 

functions (supplies and marketina) can be handled with similar 
IUo~ect inguts under a uingle organizational structure. 

3.19 TL~e second problem for the project, which arose partly from the 

first, is that demands and *xvootations Placed on the CCU in the area 
of marketinx may for exceed the cayacitX of the yroject to deliver. 
While it is somewhat refreshing for an AID project to begin with a 

ready clientele demanding service, rather than having to spend a 
substantial portion of the usually short ptoject duration looking 
for suitable interested clients, the danger lies in the yrojieot 
atsumins too much reevonsibilit-v or liability in marketing activities, 

which may unintentionally destroy the viability of the CCU once USAID 
assistance is removed. The demands placed on the CCU could come both 

from the bottom and top of the 008 and cooperative structure. At 
the farmer and local co-op level there persists a view that CCU is 

an Ig*ncy of the government andlor it is "the American project" 

rao.;er %**a* an inttral paro. of their ovn coopera.%ive structure. 

As a result of this view, the belief Is that CCU can and should be 

responsible for such things as paying higher prices for farmer 
products than is justified by the existing supply/demand situation, 
and should collect, store, and transport these products to the 

ultimate buyer. The CCU may be able to bold off this pressure 
where the chances of success appear sIlm. A far more difficult 

situation occurs when requests flow from the MOA or MCC for CCU 
to support production-oriented projects such as the RDA's or a 

public function of increasing export, *to. It tos martioularir
 
diffloult when thes reu s take tbie form ofasvrnment flat
 
without- sufficient osIderationom h cnmcIiaca
 

giblumwz 
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3.20 In addition, the original project had assumed that credit
 

941ould be available from the SDSB? and little attention was paid
 

to the specific role of the project in this function. It is now
 

obvious that credit is a vital , if not the essential, eement in. 


the~ initiation of most marketing activities. The CCU is developing
 
" . . . 1, ,certain guidelines in terms of managing this credit with its clients.
 

What is unclear is the CCU role and responsibility in becoming a
 

primary credit- institution. One has an impression that the CCU
 

is raDidly becomins a "s4oft loan window" of the SDSB, with much
 

of, the responsibility for these loans but little of the authority
 
to manage them.
 

Recommendations
 

3.21 It might be felt from the previous section *What what is
 

required is a new or at least greatly expanded project dealing
 
specifically with the market constraint. Undoubtedly this may
 

occur in the future, as there are a number of specific marketing
 

proposals being looked at by consultants and foreign 1ssistanCe
 

agencies in much more depth. The more pertinent recommendation.
 

ust deal with adjustment within the framework of the existing 

USAID project. The basic assumption in this recommendation is 

that CCU is at present a financially vulnerable organization and 
thinly staffed, mainly with temporary foreign advisors. It is, 
however, the apex 2rgani:ation if the coperative movement, vith 
a unique position of being able to liaison between the government, 
large private agro-industry, financial institutions, foreign 
assistance agencies and the various cooperatives of the country, 

for the purpose of assisting small farmers in their marketing 
problem. 

3.22 The recommendation is to change the title of the CCU 
"Marktins and Credit Division" 'to &.much =ore ialicati-to title 
such as "Market Promotion Division." Of course the official 
title on the door is irrelevant, but is mentioned here as an 
illustration of the type of orientation which CCU should be taking. 
CZ: shonid rv be -exrot94 to enter into the actual yho-. !al 

.ar. .una .. i.e., taking it.e to commodities for later 

"
 

- ' 



sale, or owning and managing a network of collection and storage
 
l/


points, etc.- CCU strategy should be to have the Primary
 

Societies themselves take on this role. This can be accomplished
 

by assisting the cooperatives to put together a complete, finance­

able package for their proposed marketing activity. The activity
 

could be supported in the initial stages by'CCU superisior.,
 

technical assistance, demonstrations, and training as necessary.
 

Outputs of the original project such as "providing market informa­

tion" and "providing new market outlets" would take the form of
 

bringing the buyer of a commodity and the primary society in
 

contact with each other. The funds allocated by the project for
 

processing equipment could be utilized for providing items such
 

as pilot projects, demonstrations, or training in various marketing
 

schemes, rather than for grant-funding CCU market infrastructure.
 

3.23 Arranging the necessary credit for these projects would
 

remain an irportant function of the CCU. Careful project
 

development and supervision by the Market Promotion Division will
 

help assure -he viability of the projects. The Division should
 

be able to draw a certain income from this brokerage, supervision
 

function they play in arranging and supplying project credit.
 

Possibly the management of other types of credit activity, such
 

as short-erm credit to priary co-ops on CCU-supplied farm inputs,
 

should be moed tnthe Audit and Finance Division.
 

3.2L' It generally is not appropriate to indicate an End of Project 

Status to be the start of a new project, but in this case this 

appears to be a logial follow-up. During the two coming yearsthe
 

Market Promotion Division should become adequately staffed with
 

Swazis and have enough successful projects for the CCU to approach
 

a foreign assistance agency or local financial institutions with
 

a project to obtain a lan. These loans would be administered by CCU to
 

primary cooperatives for continued growth in marketing. In effect,
 

CCU would act much like a "bank for cooperatives." It may be that 

so=e fore gn techniosi advice will be required for a further period, 

but CCU ability to manage a loan-funded portfolio for its cooperative 

society members would be a definite accomplishment.
 

16/The CCU Transport Division may provide oerwain marketing services,
 
but this vould be purely on a cost basis.
 



IV. CREDIT
 

4.1 Background: in the AID Project Paper (PP), credit -­

both CCU credit for working capital and the small farmer's
 

need for production and marketing credit -- was treated
 

very tangentially. There was a discussion of the ODM's
 

ESO0,O00 loan for working capital support, and the PP re­

cognized an input from SDSB. On the farmer side, the PP
 

discussed the AID loan to SDSB for small-farmer credit and
 

some other proposed activity, including a SIDA/ILO project
 

to plan and supervise the implementation of an agricultur­

al credit scheme through the ccoperatives which never
 

materialized. The project designers, in fact, very clear­

ly stated that small farmer credit did not appear to be a
 

binding constraint to increased use of production inputs

1/
 

by small farmers.- Not so clearly stated is the ?roject
 

?dper's recommendation of degree of project./CCU involvement
 
2/
in credit activities.- The end result was that no secial
 

2roject inuts were provided_fEcr manacemen of a ma'
 

credit activity, particularly small-farmier credit.
 

'.2 ?resent :)in'iit -3 rs CCI' is : now e -ha- c rs 

v.o r ai its other activities in in:zrzance,
 

1/ 	The fact that over 75 percent of the inputs sales by
 
cooperatives were for cash, particularly in the RDA
 
areas where input usage is the heaviest, provided some
 
evidence that creditwas perhaps not a very binding con­
straint.
 
Source: Project Paper, Annex K p.2.
 

2/ 	"However, for reasons of staff and experience, the co­
cperat:i- 3ystem -z nct prepar-i-t f£'2ly -a.sumt the
 
responsibility for all agricultural credit at this time.
 
But it will be necessary for the cooperative staff to
 
work very closely with SDSB staff in developing satis­
factory credit arrangements and making certain adequate
 
amount of credit is available". Source: ?roject ?a~er,
 
P. 	21.
 



and it has been stated by CCU manacement that credit, from
 

whatever source, is critical tc of CCU in-­

achiv it desired sales volume. The following text table
 

illustrates the growth and diversity of CCU credit activity:
 

SDSB Loans to CCU
 

1975/76 E 409,922 Bank overdraft
 

1976/77 E 10,000 Tobacco Co-op Facility
 

improvement
 

E 186,000 Tobacco Co-op Marketing
 

1977/78 E 358,000 Cotton Co-op Marketing
 

E 27,000 Cotton Co-op Administration 


E 557,000 Cotton Co-op Production Credit
 

E 28,000 Cotton Co-op Crop Insurance
 

E 35,O00 Tobacco Co-op Improvement 


E 201,000 Tobacco Co-op Marketing
 

There are three areas of credit activity:
 

(i) 	 working capital or operating loans to benefit 


CCU directly in its operations;
 

(ii) 	 pass-through loans to other cooperatives for 


-roduction, marketing, or improvem.ents; and
 

(iii) 	 farmer production loans which are funded by and
 

supported by CCU.
 

4.3 Working capital: the CCU has received a long-term
 

E500,000 loan from the ODM for working capitalin addition
 

to SDSB credits. Howevjr, USAID has expressed'concern that 


CCU expansion is being hampered by lack of capital. Un­

doubtedly working capital is needed to support the rapid
 

expansion of business which is now occurring. Never%he­

less, t ihLtkartase in vol2me has n e-V
1-o1_o2_UIoL0 
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ly the result of the extension by CUofcnm cct.Spes
 

duction credit.
 

4.4 Prior to the project about 25 percent of CCU supplies'
 

were sold on credit. Now it is estimated that approximate- 2
 

ly 75 percen't are taken on credit terms. For example,
 

.,last-,year--CCU..aange,-an. E 00.,P00rduction credit loan 

.for cotton producers, This loan was made available to 


growers to finance production costs, including purchase in­

puts from CCU-supplied cooperatives. This production credit
 

therefore figured significantly in CCU achieving its
 

E 970,000 sales level in 1977/78 and its corresponding
 

large demand for working capital. As of December 1, 	1978,
 

CCU had about E 1.0 million tied up in stock, accounts
 

receivable, and short-term loans. CCU has arranged an
 

E 700,000 production credit loan for the Cotton Cooperative,
 

and now must draw on an additional E 600,COO loan from
 

SDSB for working capital to support the demand for inputs
 

from the Cotton Cooperative and its other cooperative mem­

bers. In such a situation, where CCU is expanding its
 

sales through the increased use of farwer credit, it is
 

difficult for working capital to achieve balance with sales.
 

4.5 Pass-through loans: the problems CCU may have in ob­

taining working capital and/or production credit loans may
 

be compounded by its role as the organization responsible
 

for arranging borrowing for all member cooperatives, 	re­

gardless 	of the purpose of the loan or the size and fi-,
 

con­nancial/managerial capabilities of the member co-ops 


cerned. In the marketing sector of this paper, it was
 

proposed that in the future CCU might look to becoming a
 



quasi-development bank for cooperatives. In effect, that
 

is its function now as dictated by GOS policy. At the
 

end of November 1978,according to SDSB records, CCU was
 

obligated to the bank for almost E 2.0 million on behalf of
 

its member cooperatives. With few real assets, this appears
 

to put CCU in a vulnerable position with respect to servic­

ing its loan and acquiring capital for new projects which
 

may be more directly beneficial to small farmers. The
 

pass-through credit role of CCU does not appear rational,
 

particularly in view of the fact that CCU is not a bank.
 

The Tobacco Co-op, for example, could probably approach a
 

commercial bank directly and more expeditiously, due to the
 

secure nature of its business and to its professional
 

management. The Cotton Co-op, on the other hand, is tending
 

to dwarf CCU in terms of credit needs and complexity of
 

operations.
 

4.6 Farmers' credit: CCU has been instrumental in arrang­

ing production credit for farmers, either as production
 

loans to the Cotton Co-op or as short-term loans to its
 

other menber zo-ops. These loans to -e ¢co erativel ,.i:h­

in the CCU system allows them to rake irnputs available to
 

er - er nfr I le d - :- . -

CCU. This production credit would s'ow up as part of
 

CCU's large working capizal requirement. A rigorous survey
 

of all institutions involved in farmer credit was not made
 

during the present evaluation, but it is clear that CCU
 

is a major source of all farmer production credit and may
 

be the most important source of 3mall farmer credit. The
 

stated reason of CCI' for assuming this role is that it is
 

necessary for sales of farmer inputs and that no other in­

stitution was filling this basic farm need at a sufficient­

ly high level.
 



4.7 Conclusions: CCU is very much in the credit business,
 

which is considerably at variance with the original pro­

ject design. In the credit field CCU operates with very
 

little back-up support. There is no credit advisor or 

trained field-level credit supervisors or managers. There 

was very little time to assess the farmer's ability to use 

credit productively or his propensity for repayment. There
 

exists no baseline for studies, but the record is full of
 

cautionary tales. The SDSB has never been very active in
 

the field of small-farmer credit (in fact, a part of an
 

AID loan to SDSB for small farmer credit had to be de­

cbligated For lack of activity), and this was interpreted
 

in the past as a banker's conservative attitude. Now the
 

danger may be that CCU is too liberal. The cotton pro­

duction loan of E 6CO,O00 went to 121 cooperative members
 

(including two Primary Societies which are members -- these 

contain 235 additional growers); many of these growers 

could arrange their own commercial credit. The argument 

that these loans create the volume of business necessary 

to make CCU viable and thus serve the entire cooperative 

movement needs :o be cor'reldted with the degree of risk to 

whic:h CC'7 is expced. 

4.8 CCU has recently developed certain policies or cri­

teria for credit management at the farmer's and Primary
 

Society level. These criteria are basically administrative
 

in nature. There is still a need for a higher-level,
 

general policy on items such as how much service charge or
 

interest can (or should) CCU charge on pass-through loans:
 

what services, supervision and control should CCU apply to
 

cocoperative membtrs with regard to prcdu::ion credit; and
 

what liabilities should it incur for its small-farmer
 



members and for farmers with easy access to commercial
 

credit sources.
 

4.9 Recommendations: credit has been found by CCU to be
 

essential to farmer development and therefor must be
 

continued and even expanded. However, it appears that CCU
 

has been called upon to fill a void without sufficient
 

preparation or planning. Consequently, the time may be
 

ripe for an in-depth analysis of credit needs, operations
 

and policy. Outside consultant help, to CCU specifically
 

or to the agricultural sector in general, would certainly be in
 

order. The scope of work for such an analysis might in­

clude the following:
 

(i) 	 assess the amount and source of agricultural
 

credit historically and currently available to
 

small farmers from SDSB p:iograms, commercial
 

banks, co-ops, and suppliers and marketing firms;
 

(ii) 	 determine (through field survey if necessary)
 

if there is an unfulfilled demand for small­

farmer credit, and to what extent;
 

(iii) 	 determine -he economic ene'its of additional
 

,iv) -3'uate :he existz: interest raze structure and
 

the lending :olizy of c-4 institutions in
 

the country and discusF their sui:ability.
 

This should take in account the Swazi land
 

tenure situation and its social/economic de­

pendence on livestock; and
 

(v) 	 as a result of the above,propose norms for small­

farmer lending programs including expected 

demand for credit, appropriate interest ratest 

amount of supervision required and bad debt 

si t 'at ions. 

1.. 
p..' 



4.10 	 In the meantime, CCU should look within its own
 

size or
organization to determine whether the existing 


projected future growth of loan activity is really neces­

start out
sary or appropriate. This examination should 


or service charges on
from the considerition that interst 


CCU loans are low compared with the degree of risk in­

yet been able to obtain a
volved, and that CCU 	has not 


sales to provide a profitable return
sufficient margin on 


to the organization. In addition, 	CCU should determine
 

the benefits to the cooperative system of providing credit
 

is the case,
to both large and small farmers,as 	presently 


for loans which could
particularly where CCU substitute 


or the better-capitalized
be obtained by the larger farmers 


commercial institutional sources.
cooperatives from more 


SV
 



V. FINANCIAL ASPECTS
 

Sunmary and Analysis of the CCU Balance Sheet
 

This is a summary and analysis of the CCU balance
 

1978.
sheet at the end of the fiscal year ending May 31, 


This fiscal year is compared to the previous year and the
 

changes are noted (Table 5.1).
 

Fixed assets increased from 1977 to 1978 by E 70,035.
 

Itemized increases occurred in office equipment E 4,545,
 

depot equipment E 29, motor vehicles E 54,118, office
 

fu 'ure E 1,622 and prefabricated buildings E 6,489.
 

Current assets increased by E 1,132,672. Stock is
 

valued at purchase price including transportation less
 

was
trade discount. Damaged stock of E 1,836 estimated
 

as having a realizable value of 50 percent of the cost
 

price with reprocessing, rebagging, and weight loss
 

allowances. Total stocks declined (E 70,566) in 1978.
 

Depot stocks are valued at cost to the depot, which includes
 

a CCU markup cf about 3.5 percen.:. This unrealized pro­

fit amounting to E 2,560 was eliminated. The livestock
 

item represents the cattle sold. Since no cattle were
 

sold in :078 This iter. declined (F 3,510).
 

Short-term loans increased from 1977 to 1978 by
 

E 1,019,827. Repayment terms are based on an agreement 

between the CCU and the SDZB, which financed the majority 

of the loans. 

A 1976-77 cotton marketing bonus interest-free loan
 

of E 12,893 was a verbal agreement between CCU and the
 



over
repayable
This loan is 

Swaziland Cotton Cooperative. 


period.

a three-year 


in­1978 cotton 


The 1978 cotton credit loan 
and the 


of E 563,838 and E 27,902 respectively, are
 surance loan, 

cotton
 

part of the agreemen5t and administration of the 


by CCU throughout 1977 and 1978
 
marketing plan undeta en 


on behalf of the Swaziland Cotton 
CooperatiVe
 

increased
 
current assets 
item in
line


The debtors' 


1978 as 
follOWS:
from 1977 to 
 5,504
Consumer Societies 

167,712


Affiliated Societies 

69,634
 

Primary Societies 

28,213
 

Sundry Debtors 


declined from
 
All of the following current assets 


1977 to 1978: Operations (E 6,911)
 

(E77,237)
Bank balances 


Cash
 

for 1978

E 70,040
item of 


The marketing 
operations 
 cotton
1976-77
on the
balance 


the outstanding
represents Swaziland Cotona 
Cotton
 

owed by 

marketing operations 


Ginning Co. Ltd.
 

to 1978 by
 
increased from 

1977 


Current liabilities items contributed to thil
 
1,126,412.C The following line 


64,672
ncrase: SusE 

Suppliers


Creditors: E 37,815
Sundry creditors 


Oil
 



5.2 

Swaziland Cotton Cooperative. This loan is rerayable over
 

a three-year period.
 

The 1978 cotton credit loan and the 1978 cotton in­

surance .oan, of E 563,838 and E 27,902 respectively, are
 

part of the agreement and administration of the cotton
 

marketing plan undetaken by CCU throughout 1977 and 1978
 

on behalf of the Swaziland Cotton Cooperative.
 

The debtors' line item in current assets increased
 

from 1977 to 1978 as follows:
 

Consumer Societies 5,504
 

Affiliated Societies 167,712
 

Primary Societies 69,634
 

Sundry Debtors 28,213
 

1977 

All of the 

to 1978: 

following current asset, declinad from 

Marketing Operations (E 6,911) 

Bank balances (E77,237) 

Cash (E 23) 

The marketing operations item of E 70,040 for 1978
 

represents the outstanding balance on the 1976-77 cotton
 

marketing operations owed by Swaziland Cotona Cotton
 

Ginning Co. Ltd.
 

Current liabilities increased from 1977 to .978 by
 

E 1,126,412. The following line items contributed to this
 

incriase:
 

Creditors: Suppliers E 84,872
 

Sundry creditors E 37,815
 



I 17,92Aocoruals 

Bank loans and overdraft Z 1,005,805
 

4

The following loans are owed jo the gwastland Savng' 

and Development lank i 

!eama
nterestsoit
LgoAmount
Nam o 


SDEl Cotton Co-op 1978 3571520 June 79 12%9 Cotton 
delivered
 
t O oin
Marketing Loan 
 All tasts
 
of CCU F 
Cotton
 

Al casstt
 

o CCU
Administration Loan 

All assets
556,65, 31/8/78 11%
sDU 1978 Cotton Credit 
 o C
 Io
m~~~oea- Imrveet


Loan 


5DSB 1978 Cotton In- 27,002 31/8B/78 11% Mo agree­

ment-seen
surance Loan 

All assets*
35161 1/1/81 11.5%
SDS5 Tobacco Co-op Pro- of CCU
 

mLses improvement loan
 
5% All CCU
201,016 31/3/79
SDS Tobacco Co-opt 1978 stoks 


Seasonal Loan30k
 
1,206,765 (3196,431 at 31,8.77)
 

Bank Overdraft­
!2.444 ( 18,373 at 31.5.7?)
Barolays No. I &/o 


1,310,203 (923t404 at 31.5.??)
 

All the above loans from the Development Bank were made
 

to the Swaziland Cotton and Tobaeoo Cooperatives.tw
 

I - -
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SALRY-UND1977/78 1976/77

E E 

17,611 7,192
BSalsnoe Of Fund at 1.6,77, 


Funds received from UNDI durirg.1977/78 7,460
 

Deduct; Funds attributable to 1976/77 1,870
 
5,610 1.9,140
 

IFund available to subqidize salaries 23,221 26j332
 

Secretary/Managr's salaries paid 34,801 23,245 

by CCU
 
'Dedilect: 


- -

Salaries charged ',,*Societies 30j376 14,524
 

Salaries subsidized from the Fund 4,805 4,505 8.721
 

'aalance of Fund at 31.5.78 18,716 17,611
 

UNVDl will no longer be subsidizing salaries in this manner and
 

funding has ceased.
 

JSince the, first of June, 1076, the District Unions are in the 

SProcess of taking over the responsibility of employing and paying 

the personnel in their primaries. z 

9DIFICII ACCOUNT 


Balance of Accumulated Deficit account 

in Head Office Books at 1.6.77 90105 

ADD: f 
Accumulated Deficit of CCU Depots for 1975/76 

-Fand not previously transferred to Head Office 
Books.
 

Notshane CCU Depot 446'-

Mansini CCU Depot 6,071 

Ngwavuna CCU Depot 1,340 

Zombodme CCU Depot 1.024 

Mayivane CCU Depot 2 04jj-
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DEFICIT ACCOUNT (Cont'd) 	 E E
 

ADD:
 

Differences in opening balances of
 

affiliated Societies written off: 294
 

ADD:
 

Deficit for the year ended May 31, 1978 68,819
 

Balance of accumulated Deficit Account 90,165
 

in Head Office Books at 31.5.1978
 

:he long-term loan of E500,O00 is an interest-free loan
 

male to the CCU for working capital in 1976 by the Ministry
 

of Finance and Economic Planning under the auspices of the
 

United Kingdom and Swaziland Government.
 

The balance sheet reveals that CCU is:
 

(I) 	undercapitalized;
 

(ii) 	dependent on grants and loans for operating and
 

investment capital;
 

(iii) in a very tight financal positicn; and
 

(iv) 	accumulating a deficit because it is unable to
 

earn a net profit.
 

Sales, Profits and Losscs Financial Statements
 

The increase in CCU sales volume has been dramatic: 

from about E 35,000 in 1974/75 (par.!. 11 ) to E 478,532 in 

1976/77 and to E 973,257 in 1977/78, i.e. an incr-ase of 103 

percent during the last fiscal year. The pro forma budget 

for the year ending May 3:, 1978 (Table 5.2) shows a planned 

1Ie,'79 a!Ts volume of about E 1,429,928, :.e,. n inrease 

of 47 percent over 1.977/78. However, contracts jigned and 

sa.eo made during the period .une-November 1978 suggest that 



I ?1. 

the sales volume for the financial year 1978/79 may be in the
 

vic-nity of E 1,700,000, i.e. an increase of 75 percent over
 

1977/78. The demands for farm production inputs are being
 

met each year more completely and punctually.
 

CCU expenses increased from E34,688 in 1976/77 to
 

E114,29C in 1977/78, i.e. by 229 percent, and are expected
 

to reach E 156,198 in 1978/79, i.e. an additional increase of
 

37 percent (Table 5.2). Most of the CCU operating expenses
 

accrue from the administrative and financial cost for services
 

rendered to the DCU's,Primary Societies and farmers. The
 

projected increase in expenses for 1979 is modest compared
 

to the projected growth in the anticipated demand for services,
 

sales and credit. There is no visible source of obtaining suf­

ficlert financial resources this year and in the future to keep up
 

with -he increasing demand For services without increasing gross
 

margins and net profits within CCU.
 

CCU borrows a high proportion of its working capital be­

cause it has no net profit or adequate reserves to satisfy
 

the increasing demand for services. A small net profit of
 

E 6,869 or US57,899 is projected for the current fiscal
 

year forE , r US5I,64,385 wcrth of salns, i.e.0.5%.
 

It is recommended that the CCU management make a shift
 

toward cash sales and higher gross margins. Each service
 

rendered must bear a service charge commensurate with its
 

cost plus something extra for risk, uncertainty and unpre­

dictable losses.
 

The list of sales items must continue to expand in
 

order to build a larger base for income and to share the
 

fixed cost of operations. All credit services must pay their
 



full share of interest plus the cost of loan management.
 

A future time frame of one year is too short for plan­

nizig the financial requirements of a business as important
 

as CCU. It would provide more vision to have a financial
 

horizon for at least five years ahead for new direction and
 

development. One place to start is Table 5.3. From this
 

list of sales items, new products and farm supplies may be
 

added to.bring more balance and support to the heavy re­

liance on fertilizer sales. Gross margins could be in­

creased by one percentage point each year until CCU brings
 

the demand for services closer to the financial require­

ments needed for a viable operation of cooperatives in
 

Swaziland.
 

Conclusions
 

One constraint to cooperative development in Swaziland
 

has been an inadequate credit policy. This constraint is
 

in the process of being removed as the MCC, CCU, DCU's and
 

Primary Societies have recently agreed on a common policy,
 

and now a!. :ne parties zcncerned can mcvv fordard to Its
 

implementation.
 

The long-term viaoility of the cooperative project 

may be improved by a multi-annual project budget. A five­

year project budget zould be submitted with tht fiscal year 

oudget and coordinated with the next fiscal year submis­

sion of the operating and capital budget for CCU. A multi­

annual planning horizon would highlight the areas of agree­

ment in cooperative development and priorities prefirred
 

in achieving them between the Commissioner of Cooperative
 

Developmen: and the 'cting General Manager of the CCU.
 



Inadequate operating capital may be traced and linked 

to inadequate gross margins in sales and services. As 

long as this condition exists there will be a shortage of 

funds for short-term operations, long-term gruwth and 

development. All gross margins must be gradually increased 

until they support the financial requirements of viable co­
0operative-development .and-t:he-.growing-.demand-.$or-services- ....... ...} 

By end of project (FY 81) the CCU and DCU's can be 

expected to break even or have a small margin on current 

account (including depreciation). However, GOS support 

through the HOA or MCC is essential to cancel the inevit­

able CCU and DCU deficits during the first years of opera­

tion so that after end of project they would be able to * 

operate without carry-over debts. 

444y 
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Vi. MANPOWER ASPECTS
 

Amount of Training Necessary for Cooperative Development
 

6.1 The training necessary for successful functioning of
 

the 	cooperative system in Swaziland may be classified in
 

five levels:
 

(i) farmer training,
 

(ii) training of co-op committee members,
 

(iii) training of secretary-managers for primary 

societies, 

(iv) training of depot manag-rs, 

(v) training of top CCU and DCU management. 

6.2 Farmer training: farmers need to be contacted in
 

order to persuade them to join cooperatives, explain to them
 

the co-op functioning and clarify their rights and duties
 

as co-op members. This type of training should be performed
 

in the villages by DCU and MCC district-level staff during
 

meetings, several times per year.
 

4..3 Trai~n of o-oo commitnee Tembels: the management 

commitnes of :h primary societies need training in K)i 

mo-op laws and regulations, (ii) procedures of ncldtng 

meet ings, and most importantly (iLi) elenentary acccunting 

(for enabling them to keep the bocks of s~cieties which do 

not have a secretary-manager, or to substitute for the latter 

in case of need). This training can best be done in 3 or 

a fIve-day couries conducted at CODEC lCooperatlve Develop­

ment Center) over a year (during the agricultural slack 

:easons,,follo ed oy periodi:. ..r ner :,ur3ls. 



serve as storekeepers in 	farm
 
6.4 	 Secretary-managers 


shops of primary societies and

supply sheds or consumer 


To fulfill this function they
RDA farm service centers. 


need training in elementary record-keeping (maintenance
 

of cash books and individual ledgers) and knowledge of
 

co-op law, and regulations (to participate usefully in
 

even if they possess a
 
co-op meetings). Accounts clerks, 


background in bookkeeping, need similar training to
 

Such training
the
familiarize them with co-op system. 


four-week induction course,
is offered by CODEC through a 


a working secretary­a period of 	attachment
followed by to 


course. Moreover, much
 manager and a ten-week training 


on the Job

of the secretary-manager's training is done 


by DCU and MCC officers.
through inspection and audit 


depot managers at 	the RDA farm

6.5 	Middle management: 


other depots whi-h .iandle larger

service centers and 


to primary societies
engage in redistribution
volumes and 


deeper knowledge of management and dccounting, as

need 


of co-op

well as familiarity with the different brancnes 


and
 
operation (input supply, marketing, consumer supplies 


a t..o­
credlt). Sucn -:raining -s ffered by ZODEC th-rough 


in An ch the trainees alternate 2-3 months
 
year course 


months cf practice in a cooperative
of studies with 2-3 


of the above branches.
society in one 


con­in the CCU, 	top management will
6.6 	 Top management: 


General Manager and the heads of the inputs,

sist of the 


the consumer
 
marketing, credit 	accounting and possibly 


well as (in the future) their deputies
good branches, as 


district managers of the four DCU's also
 
(figure 6.1). The 


These persons will

belong to the top 	management echelon. 




need, first of all, a dynamic entrepeneurial personality.
 

They will also need a knowledge of agribusiness, account­

ing, personnel management, and cooperative organizati i.
 

This training could be adequately imparted by sendir', -an­

didates possessing the necessary personal qualifications
 

(preferably after secretary-manager training and some ex­

perience in Swazi cooperatives) to a two-year study in a
 

U.S. agribusiness college, combined with practical work
 

in U.S. Agricultural cooperatives. All training should
 

be in cooperative agribusiness management, with specialties
 

in finance and accounting, marketing, and farm input supplies.
 

MCC auditors should also undertake 2-year U.S. training in
 

cc-cp accounting and auditing, in order to (i) strengthen
 

the MCC co-op auditing function, (ii) strengthen the working
 

relations between the MCC and the CCU/DCU system, and (iii)
 

provide a pool of potential CCU financial managers.
 

The Existing Training-Manpower Situation
 

6.7 	 Number of trained personnel: Table 6.1 shows that the
 

existing top management staff of the CCU ccnsists of I
 

Depuly General VManager Dezgnate, I I.put Supply M:nager
 

Designate, and 1 Financial Manager Designate (in training in
 

the U.K. until end of 1979). The present top maragement
 

of the DCU's consists of 3 District Manager Jesignates
 

(of whom one is in training in Kenya until April 1979). The
 

above persons hold a Kenya or !.K. Certificate of Cooper­

ative Studies (9-month course) or equivalent, and have also
 

participated in cooperative seminars of a few weeks' dura­

tion in various European countries. The lower echelon con­

sists of 31 sc.cetary-managers. 4hc work at th- depots 

or at the primary societies. Fig. 6.1 shows the organiza­



qualified personnel CCU/DCU/
tional relations of the in the 


Primary Society system. In addition, the Cotton Co-op and
 

the Tobacco Co-op employ their own management and account­

ing personnel, and the former also employs 3 extension
 

officers.
 

6.8 Technical Assistance: the CCU is assisted by 3
 

members of the CLUSA team: the Deputy General Manager (who
 

is also the Acting General Manager since the resignation
 

of the British General Manager in April, 1978), the Market­

ing Manager and the Deputy Supply Manager. A British short­

term adviser fulfills the Financial Manager's post (a long­

term U.K. ad, iser is expected to enter this post in
 

January 1979). The 3 remaining CLUSA team members act as
 

Dist: ict tanagers.
 

6.9 Staff adequacy: Fig 6.1 shows that the top Swazi 

staff is stretched very thin, as the positions of designates 

to General Manager, Marketing Manager, Financial Manager 

and two District Managers are vacant. Consequently, ex­

patriate presence is at present indispensable to the 

fur.cicning ad c xpans*on o cc-c p Lera 3ns. Staff 

motivation is uneven, with some employees more ccnscien­

cious than others. There is a general deficiency in account­

ing and record-keeoing skills and in ability to analyze the
 

prcblems indicated by the financial statements and follow
 

through on the solutions.
 

6.10 MCC qualified manpower: Fig 6.2 shows the organization
 

of qualfied ;.r :nne: .. t. . Departmnnt of Cocperative
 

Development. The most serious staff shortage is probably 

at CODEC (par 5.36 ), which does not have enough Swazi per­



sonnel to fill all teaching posts and none to detach for 
instruction of committee members and farmers in 
the dis­
tricts. 
 The MCC audit teams (who inspect the books of
 
the cooperative societies), 
the Senior Cooperative Officers
 
(who organize and register co-ops), the Assistant Cooper­
ative Officers (who aid in organizing societies and in­
specting their records) and the Marketing Officers. (who 
are expected to provide the 
co-ops with market informa­
tion and connections) could have 
an important on-the-Job
 
farmer training function. In practice, the existing MCC
 
field staff is only partly utilized, chiefly owing to lack
 
of means of transport.
 

6.11 Salaries 
 in the CCU/DCU system have been generally
 
lower than in comparable private sector positions, especial­
ly in the higher positions; this was 
a major cause for the
 
high staff turnover rate (par.6.13). However, the situation
 

was considerably improved in October 1978 by salary raises
 
nearly across the board and most notably in the higher
 
echelons: monthly salaries were generally augmented from
 
£80 to £95 for secretary-managers, from £95 £110 for
to 

depot managers, from £110 to 
£200 for district mangers do­
slgnates and from 9110 to £250 for the deputy general
 
manager and farm supply manager designates. The revised
 
salaries are 
about in line with the present capabilities
 
of the incumbents, and probably sufficient to keep most
 
of them in the co-op system. However, it is imperative
 
that upon reeu-n of top management rainees from abroad
 
they will be offetrd salaries commensurate with their in­
creased value on 
the Job market to prevent the private
 
sector from luring away most of them.
 

*4 
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6.12 Staff expansion in the CCU/DCU system has been rapid.
 
About 65 Swazis were on tho payroll on 12/l/78, as opposed
4z/ o 3 / 
 ......
.....
to 41 on 31/12/77 -- an expansion of 59%. The expansion
 
of sales volume has of course 
been much higher (par.1.11 1,
 
indicating better staff utilization. Nevertheless, 5 Swazi
 
top management positions 
are currently vacant (par.6.9 )I
 
and 4 secretary-managers are necessary to replace those who
 

-w 1--sbtitt-fo-th-4-prosgonf -overseas t~rai-n­
ing in January 1979.
 

6.13 Staff stability: in the past, the CCU staff'turnover
 
has been high: of 41 persons employed by the CCU/DCU
 

system on 12/31/77, 7 have departed by 6/30/78, 
i.e. an
 
annual attrition rate of about 34%. 
 This high rate was
 
due primarily to low salaries (the salaries are 
set by the
 
CCD following GOS pay scales, whereas the CCU is 
competing
 
in 
the Job market with the higher-paying private sector).
 
Improper 
 selection of employees, uncertainty regarding
 
the future of the CCU/DCU, and lack of sufficient on-the-

Job orientation by 
the CCU/DCU and MCC inspection person­
nel might also have been contributing factors 
for the high
 
turnover rates. 
 However, salaries have recently been
 
augmented (par. 6,11 ) and the other conditions are also
 
rapidly improving, so that a reduction of the turnover
 
rate to 15%-20% annually may be expected.
 

Future Requirements for Gualified Manpower
 

6.1k Projected co-op growtht the 
fol'lowing skilled-manpower
 
projections 
are based on the assumption that in 1983 the
 
CCUI/DCU/Primary system will handle 
an annual business
 
volume of about 18 million in farm inputs, plus an equal .4..:4
 

or 
greater volume of marketing credit chanelled through the 
 .
 

.. ..........
t
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6.7 

CCU to 	the Cotton Co-op and other marketing organizations
 

(par. 	4.2 ). Considering that CCU 1978/79 farm input
 

sales 	are estimated at El.7 mill., and marketing credits
 

at about E4 mill., and given the growth during the past
 

few years (par. 1.11), it seems fairly certain that the
 

effective demand in 1983 will reach or exceed E5 mill. in
 

inputs and an equal amount in marketing credit. Further­

more, it is believed that farmers' demands, reflected in
 

government directives, will oblige the CCU system to
 

satisfy the above requirements, even if internal considera­

tions would have given preference for a slower and more
 

solidly based growth.
 

6.15 Demand for top management staff; Table 6.1 shows the
 

staffing pattern which will be necessary in 1983 to meet
 

the requirements of the expanded co-op system. The or­

ganization of skilled personnel required in the CCU/DCU
 

system is show in Fig. 6.3. Table 6.1 indicates that the
 

top managers required by 1983 in each organization are:
 

(i) 	 CCU: general manager & deputy, farm supply
 

manager & deputy, markating manager, credit
 

manager, deputy financial manager --------- 7
 

(ii) 	 DCU's: district managers------------------ 4
 

(iii) 	MCC : auditors- -------------------------- 3
 

Total, 	positions requiring top management 14
 

training
 

6.16 Demand for middle managers: Table 6.1 also shows that 

by 1983, about 28 middle managers (certificate level) will 

be required to man the 18 RDA depots,' 6 other depcts and 4 

Deputy District Manager positions. Several more middle 

managers will be required by the larger primary societies. 



On the other hand, about 4 existing depot managers could
 

be upgraded to the required level by tne Kenya Certificate
 

Course. Thus the total requirement in 1983 is for about
 

28 new middle managers (trained by the two-year CODEC
 

course), plus about 4 secretary-managers upgraded by the
 

Kenya certificate course*
 

17 Demand-for sacretary-manasers. -Table-8. 1~idicates
 

that$ by 1983, ninety secretary-managers (3 months CODEC
 

training) will be required to fulfill the positions of
 

Primary Society secretary-managers, assistant depot managers
 

and CCU/DCU accounts clerks. In addition, of the 34 exist­

ing secretary-managers about 20 could absorb additional
 

training and should be upgraded by the CODEC level 11 ten­

week course (par.6 .38 ).
 

61.8 Demand for tratned committee members: of the 122
 

primary socie.W. currently registered in Swaziland, about
 

50 are activs agricultural societies. It is hoped (par. 1.20) 


that the MCC will be able to prevent the proliferation
 

or even reduce the number of primary societies by turning
 

many of them into branches of the corresponding RDA co­

operative. Thus the need will exist for initial training
 

(3-4 five-day sessions) for up to 50 committees, plus re­

fresher training (1-2 five-day sessions annually) for the
 

above as well an for the CCU and DCU committees.
 

6.19 Demand for trained farmers: the members of the
 

currently active primary societies need to be contacted by
 

•DCU 	and MCC officers several times annually (par. 6.2).
 

By 1983 their number is expected to increase severalfold.
 

L 
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Too Xafla~ement Trainini
 

6.20 Number of trainels: to assure that IA persons will 

be filling by 1963 the top CCU and DCV management positions 
and the MCC auditors' positions (par. 6.15) It is consider­

ad necessary to senddu n 1979-1081 about 21 candidates 

(an averaze of 7 annually for 3 Years) to two-earoer 

.9---* 4 0 ­ t a I n h -I s--o - provi 49 . r 9 r. Y attaa - -­

replaconents for trainees who may not be able to finish A-i 

their studies because of academic or family reasons, or I 

who may upon return be lost by the co-op system to the 

private sector. -

6.21 Duration- of-Araininit: for managing the co-op system 
S envisioned in 1963 (par. 6.15). two-year college training 

leading to the Associate of Arts in Agribusiness Manage­

emont degree or equivalent is considered adequate. Such 

training will usefully complement the 9-month Kenya oerti­

fLate, possessed by most prosent top management training 

candidates, which concentrates more on co-op philosophy@ 

law and accounting and loe on business management. 3Lucc 

in too anement positions-will dooend more an the antue­
oreneuril aulitalea of tho ndividuala selected for vran-

Lag and less on the length of training offered. Any con­

aiderataon of additional studies leading to the S.A. degree 

.or equivalent should be beyond the time frame of the 

present project. Four years of uninterrupted studies for 

lA, degrees, as proposed by the original project detsign, 

* will create an unacceptable risk that the trainees will 

lose their social connections and ability to funetion inS S 

the co-op system, as well as the risk that such degrees ow 

will cause then to be snapped up by the private se tor. 

=!7' 



6.10
 

the CCD, who must
6.22 	 Selection and quality of trainees: 

approve all candidates for training, seems to follow the 

policy that (i) present co-op employees should be selected 

for training whenever possible, (ii) MCC employees be 

given second priority (to be eligible, they must transfer 

to the CCU), and (iii) outside candidates will be accepted 

only if no cther choice exists, and must undergo secretary­

manager's training before being eligible for studies abroad.
 

This policy has the advantages of (I) providing the staff
 

with promotion incentives, and (ii) assuring a more common
 

point of view and loyalty to the co-op movement among the 

other hand, it is not certain that a
tra'nes. On the 


suf' . .inumber of ,xxOst'ng emniovees, even after lining 

abroad, will be up to the task of managing in 1983 an ElO­

m±:en--var c-Op yt-t:. n particular, it i!: not yet 

proven that any of the available candidates is potentially
 

of General Manager caliber. Thus there may exist con­some 


flict be " n the po. cy or in-.iouse promotion and the ob­

jective of localizing top managerent posts by 19839
 

thl:; cive might be more ccm letely achieved if more 

cut.-.de cand.da:,tes, afer pausing tg e >cretary-

Such out&d,: candid, :i,0: nay bo, : t in 1980 or W8" az 

roei rv" trilneen (71g. t.4) , o assurv the availability 

.f a qual:fied manager if th firnt-choice In-house can­

didate does not terminate his studios or resigns. An 

made to win capable Swazi junior executivesattemptshould be 


of agribusiness firms to top co-op manage;ment posts.
 

mont arpropr ate triining6.%3 7chCdktling of tr. lainj: the 

schedule would bit to send the trainees initially for one
 

3c~deimc year (9 months) of training, followed by three
 

months of practical work in U.S. agricultural cooperatives.
 

'Ix
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The trainees would then return to Swaziland to serve one
 

year of work practice in their respective institutions,
 

while other persons are sent to similar training. At
 

the beginning of the third year, those persons of the
 

first contingent who have performed adequately on the job
 

would be sent for a second year of training, while the
 

second contingent would return for one year of work
 

practice in Swaziland. A schematic schedule for top
 

management training is shown in Fig. 6.4. This schedule
 

contemplates starting with 21 trainees in order to end
 

with 14 trained persons filling top management positions.
 

FIg. 6.4 shows that some of the training, especially cf
 

the reserve trainees, may not be ended before end of pro­

ject, and will have to be moved forward (eliminating the
 

year of interim practice), or financed by non-project
 

funds (e.g. by the USAID Southern Africa Regional Manpower
 

Project). The budget of US% 208,000 included for par­

ticipan': training in the project budget shculd cover most
 

or all of the costs implied by this training schedule.
 

6.2. Pooling of trainees: .t is strc..gly recommended not 

to desiqnate in adance a zecif c ;.crc c~ition to each 

trainee sent abroad, but to incur an ouligation to employ 

tne trainees upon their return in top CCU/DCJ posts with­

cut specifying the post. in this way (1) it will be 

possible to assign each graduate to the post which best
 

fits his/her talents and the current needs of the organiza­

tion, and (ii) the trainees will gain motivation to excel
 

in their studies and wor' for obtaining the most Jesirable
 

posts.
 

6.25 Obligation of trainees: trainees sent abroad should
 

undertake a contractual obligation aith their institution
 

'A 



6.12 

to serve it upon return one year for every year of studies, 

or to reimburse it for the cost of their training. Such 

an obligation is likely to reduce the loss of graduates 

to the private sector. 

6.26 Location of training: it would be desirable to send
 

all trainees to one (or at most two) two-year agribusiness
 

college such as Park College (Ma.), Kishwaukee College
 

(Ill.) or the University of Wisconsin Centre for Co-op
 

Studies. In this way (i) the trainees will not be mixed
 

with U.S. four-year degree students, who have a different
 

orientation, (ii) a common point of view and a team spirit
 

ill be created among the trainees, facilitating their joint
 

work in the future, and (iii) the college concerned will
 

develop a special relation with Swaziland, which may be
 

expressed in sending professors on summer tours and
 

sabbaticals to Swaziland, arranging research projects on
 

topics relevant to the Swazi cooperative movement, etc.
 

6.27 The above assumed that top management training will
 

be performed in the U.S. However, agribusiness training
 

I..an English-speaking African ::zintrv' shosuld be considered,
 

if the quality of such training is adequate.
 

6.28 Substitutes for trainees: while the trainees for top
 

CCU/DCU management positions are studying, some of the
 

more outstanding secretary-managers should be temporarily
 

moved up to fill their work positions, in order to (i)
 

prevent a void in the implementation of ongoing CCU/DCU
 

activities, and (ii) give those persons the benefit of
 

on-the-job training by the expatriate counterpart. Those
 

substitutes, if they perform satisfactorily, could later be
 



sent abroad as reserve trainees (par.6.20). A corre­

sponding number of new secretary-managers should in turn 

be hired and trained to fill the positions of those moved 

temporarily up to top management positions. The titily 

.-otat ng -of-this--nw--taf f-- could--be-as aured-by-fol1 w---­

ing the CCD's proposal of earmarking a nart of the USAID 

CCU budget support to paying the salaries of new secretary­

managers while they are pinch-hitting for those tempor­

arily, filling top management positions.
 

6.29 TLhe original training plan contained in the PP has
 

provided for only 4 degree training and 14 non-degree
 

training positions. The present plan calls for more train­

ing, in view of (i) the large unforeseen increase in CCU
 

activities (par. 1.6), and (ii) the organizational decen­

tralization, which created the need for more qualified DCU
 

managers.
 

6.30 Execution of the coriinal training Plan has suf­

fe.ed a series of delays. The oraginal, timetable called
 

for the technical assistance team to arrive in Aug. 77
 

and for the 4 degree-level trainees to depart in Sept. 77,
 

which was unrealistic in view of the lead time necessary
 

for enrollment. The General Manager Designate resigned
 

in Jan. 78, shortly before he was due to leave for train­

ing. Two prospective trainees returned only in April '78
 

from a Certificate course in Kenya, and it was considered
 

for both professional and personal reasons premature to
 

send them to the U.S. Ln September. An open adveetis­

ment for training candidates was made in May 1977, but
 

their resumes were received by the CCU only in Oct. 1977.
 

* %4.... .. . i4 
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By that time the policy of giving training preference to .
 

present CCU/DCU employees was defined. While all the
 

above are undoubtedly valid reasons, the bottom line in
 

that top management training-is barely aetting started
 

expected to be improved by the nomination of a CLUSA
 

Deputy General Manager specifically responsible for train­

ing (par. 6.42).
 

Training of Middle Management and Secretary-Manazers
 

6.31 Number of middle management trainees: the 28 or more
 

middle managers required in 1983 (managers of RDA depots,
 

other depots and larger primary society sheds, and deputy
 

district managers -- par.6 .) will be trained by QODEC
 

through a two-year certificate-level course alternating
 

to
study and practice periods (par. 6.23 ). The entrants 


this training program will be at the "0" level (Form 5 -­

roughly corresponding to junior high school graduates).
 

CODEC has enrolled in Oct. 1978 the first Puch trainee
 

group, which currently numbers 15 trainees, and which will
 

graduate in Oct. 1980 A second l5-traJnee group is
 
scheduled to enter CODEC in Oct. 1979 and terminate in
 

Zn Oct. 1980 a reevaluation of middle-management
Oct. 1981. 


training requirements should be made to ascertain the need
 

for sending through a third group.
 

6.32 Number of secret=ary-manaser traineees if the staff
 

turnover rate is assumed to be 15%-2 % annually (par.
6 .13),
 

then to bridge the gap between the 38 secretary-managers
 

Zt is noteworthy that about 75% of the trainees are from
 

the districts, and about 50% are women.
 

A
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6.15
 

and account clerks available at present and the 90 such
 

persons who would be required in 1983 (Table 6.1) it
 

would be necessary to graduate from CODEC 20 to 23 secre­

tary-managers annually.
 

6.33 Facilities for training: the CODEC (Cooperative
 

Development Centre) performs at present all the organized
 

in-country training for co-op employees and committee
 

members.. The CODEC was established with SIDA (Swedish
 

International Development Aid) assistance and is operated
 

with ILO (U.N. International Labor Office) assistance. The
 

CODEC opened its gates in Dec. 976, but co-op instruction
 

really started about July 1977. CODEC possesses modern
 

facilities, with sleeping quarters for 40 participants and
 

maximum dining-room capacity for 60 persons. Considering
 

the need to feed about 10 employees and 23 trainees of the
 

nearby crafts school, maximum participant dining capacity
 

is only about 27 persons, which poses a constraint on
 

CODEC capacity.
 

6.31 The original mission of CODEC was co aid development
 

cf :ne Swaziland Co-cp no;ement n cy :rain-r.g a i. : 

the field. CODEC has four branches: 

(W) 	 account & audit, which trains CCU and MCC staff
 

in bookkeeping, accounting, commercial and
 

managerial skills;
 

(ii) 	 education & training, which includes printed 

Lnd radio co-op publicity; 

(iii) 	 credit & marketxiLg, and 

(iv)'- consumer branch, wnich *sets up co-op ,:onsumer
 

shops and trains shop assistants.
 

V 



6.16
 

Much of the CODEC field development function has been
 

superseded by the more recent and larger CCU/USAID pro­

ject. However, the CODEC has not yet fully reoriented
 

itself to a purely training function.
 

6.35 Full-time 'ODEC teaching staff, according to the
 

original projec- design, should have consisted of six Swazis
 

(two each in the accounts and education branches, one each
 

in the credit and consumer branches) and six expatriate
 

counterparts. In practice, CODEC is operated at present
 

by only four full-time instructors -- two Swazis and two
 

expatriates. The present situation regarding full-time
 

staff is as follows:
 

Branch Swazis Expatriates
 

Account & audit None (2 instructors 1 senior technical 

resigned to private adviser (part-time) 

sector/university) 

Education & 1 (serves also as 1 senior technical 

training principal) adviser (part-time); 

1 (radio programming) I may arrive 

Credit & marketing None kin craining *one (I expected ir. 

till June '79) Feb. '79) 

Consumer supplies None (in training 1 technical adviser 

till 'dl) 

Total at present 2 2
 

Total expected, 3 3-4
 

midJ79
 

6.;6 The table shows that CODEC is seriously understaffed.
 

The most pressing need is for two Swazi instructors Ir
 

\1 



6.2IT
 

accounting ard auditing. At present CODEC responds to
 

the staff shortage by operating at a low capacity and by
 

using part-time lecturers from CCU, MCC and other orga­

nizations, to a much larger extent than desirable.
 

6.37 Utilization of facilities at the same time, the 

CODEC is underutilized. In the first 9 months of 1978 

the facilities were used for only 33% of their theoretical 

capacity (taken as 40 trainiees for 5 days per week). More­

over, 2/3 of the trainee-days corresponded to 362 non­

coop personnel (bank officers, internaticnal conferences,
 

etc.) and only 1/3 benefitted co-op persons. Seven
 

courses of 2 to 15 days each were given to 141 co-op
 

persons (new employees, depot managers, committe members,
 

etc.). Since Oct. '78 the facilities are uillized mostly
 

for the two-year training of 15 co-op middle managers
 

(par. 6.31 ). 

6.38 Demands cn CODEC: to fully provide the in-country
 

training needs of the co-op movement, CODEC should train
 

annually the following numner of persons: 

Type of zraininZ deek3/vear No. of rrainees 

Middle management 26 15 (in 1977) or 

30 (in 1980) 

Secretary-manager-Level I 10 25 

Secretary-manager-Level II 10 15 

Secretary-manager -­

refresher course (I 

week/year) 1 40 

Induct!c-n 4 .40 

Co-op cr-mittees 4 40 

Co-op cc'imittees -- refresher 

course J. -Aek/year each) 5 40 



6.39 The training demands of the co-op system would thus
 

be 1350 trainee-weeks (in 1979) or 1740 trainee-weeks
 

(in 1980), i.e. 67.5% and 87% respectively of thE: maximum
 

=
theoretical CODEC capacity of 40 trainees x 50 weeks 


2000 trainee-weeks annually. This rough calculation in­

dicates that CODEC facilities will barely meet the co-op
 

training needs in 1979, if used exclusively for co-op
 

training. By 1980 additional training facilities would
 

be met by reserving CODEC
be needed. This need might best 


to the training and refresher courses of depot managers
 

and secretary-managers, shifting the training of committee
 

members to the districts (possibly utilizing some MCC
 

Assirstant Cooperative Officers as instructors). Moreover,
 

the above training demands considerably exceed present
 

CODEC trainlng targets. To meet demands, the CODEC staff
 

will have to concentrate almost exclusively on training,
 

leaving most field func.ions to the CCU staff. In par­

ticular, the training of 20-23 new secretary-managers
 

annually should not be neglected.
 

cc-op officials
6.40 CODEC exoansion: the training of 40 


or memters at a ti .e .culd ncess 4- ':e .') exPnin or. of
 

dining facilities by about 20 places, or .i) cons:ruction
 

of separate dining facilities for the craft- school, or
 

(iii) institut.±oni of double-shift dining. These alter­

natives should be considered by the CODEC expansion study 

expected in 1 7 9 . At the same time, the Swazi CODE. 

instructi,jin -taff fhould grow to six p r,.ions. 

E.! L CLOSA!CODEC tn:,!raction: for the long-rinqe succusa 

of the CCrJi UZAID pLojoct, the adequate train'-nrg of su­

ficient numoers of Swa:i middle managers and secretary­

managors is likely to be more important than the nore
 



visible 
 short-term achievements of the CLUSA team in the
field. 
 It is therefore recommended that the4 CLUSA team"
 
members and the U.K. financial -manager ecAted at 
CCU
 
will ennae in part-time hinstrut o, 
at CODEC, particularly
 
during the agricultural slack seasons: 
 the Deputy General 
Manager, who is specitically_ responsibleafor training 
(par. 6.4.2 ) should teach for 2 days per week and the other 
expatiates for 1 day/week each. 
 Their total impact will
 
be fargi aterthan that 
of one additional full-time instruct­
or$ since only the CLUSA team is 
in position to bring
 
home to the trainees the real 
 "how-to-do-it" knowledge. 


Reouiremen±eo.for Expatriate Presence 


6.42 During project l fe (assumed to include FY 81) 
there
 
will be a need for 5 expatriate district managers: 
 one

each in Hhohho, Manzini 
and Lubombo districts and two in
 
Shiselweni district, which handles 
a larger volume of
 
business. 
 This need can be fulfilled by posting in the
 
districts 
as soon as 
possible the three additional CLUSA
 
team members envisioned by the original project. 
 Alter­
natively, these positions could be 
filled by thret Peace
 
Core volunteers 
if these possess the necessary leader­
ship abilities and 
a background in business 
or accountings

The new CLUSA or Peace Corps persons should have in 
ex-

perience in developing countries. 
 Of the three existing
 
CLUSA district managers, one 
should be promoted to the
 
Deputy General 
 anager post, enabling the CLUSA team
 
leader to concentrate 
on his functions as the Aoting
 
oeneral Manager. The main duties of the new Deputy
General Manager wilt be:
 

(1) 
14aison with the five district managers and their
 
oeunterparts, including frequent visits 
to the 

districts; and
 

.t 


" "
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(ii) 	training: assuring the timely selection by the
 

competent authorities of qualified candidates
 

for overseas training, processing of their
 

a­applications, tollow-up of their studies 


broad, and making preparations for their return;
 

coordinating the placement of CODEC two-year
 

students in appropriate positions during their
 

work practice perzods; coordinating the selection
 

of secretary-manager candidates and their place­

ment; assuring the relevancy of CODEC training
 

programs to CCU/DCU needs; and part-time
 

instruction at CODEC. In short, the Deputy
 

General Manager will be responsible that the
 

necessary training is accompli3h-d,utilizing
 

the appropriate agencies.
 

6.h3 Assuming the presence at CCU of a U.K. chartered ac­

countant for 2% years starting in early 1979, as currently
 

planned, the nine-man U.S. team outlined above would be
 

sufficienc for providing the :echnical assistance needs
 

until end of project (assumed :o include FY 81).
 

6.44 	These ten expatriates are =ne minimum necessary to
 

keep the co-op system going during the project period. In
 

addition, some lower-level persons (e.g. two British
 

International Voluntary Service persons and/or two U. S.
 

Peace Corpsmen) would be useful as roving accountants for
 

giving primary society and depot manager on-the-job train­

ing i . maintaining the co-op accounts.
 

6.45 	Tne pcn-pr:jict period: tne EOPS of the original 

project (Annex A, Output l.a) called for traint! Swazis
 

in the posts of CCU Deputy Manager, Marketing Manager and
 



6.21 

The training plan proposed
Input Supply/Transport Manager. 


top management
in the present evaluation calls for all 


However, it is considered
 
posts to be occupied by Swazis. 


necessary

that one or two expatriates would still be for
 

2-3 years after end of project to help consolidate the
 

occur in the CCU/DCU

rapid expansion which is expected to 


ex­
system. After project termJna%1.on, however, the 


than an executive
an advisory rather
patriate(s) will be in 


the General Manager and (possibly)

capacity: one adviser to 


The,
one adviser to the Farm Supply Manager (Fig. 6.3 .
 

cx­
the CCU system could functio. without any
date by which 


deoend laraely on the entreore­
oat-iate assistance will 


of the Swazi in­
neurial oualities and business acumen 


dividual selected as CCU General Manager.
 

of the manpower analysis
Conclusions and Recommendations 


and VIII
 are contained in the following Sections VII 


respectively.
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VII. CONlCLUSIONS
 

institutional Asaect ,-


T1 The central institutional issue which hampers the common action
 

of all parties concerned with the growth of the cooperative movement
 

is a lack of national policy definition regarding the role of the CCU:
 

is it (i) the apex organization of a farmers' cooperative movement,
 

oriented to service.eof its farmer members and responding only to the
 

will of its board of directors, (ii) a quasi-public development cor­

poration responsible for achieving national rural development goal.,
 

~oriiia da facto division of the M4CC, whose manageten, a aO
 

ly the responsibility of the Office of the Commissioner for Cooperative
 

Development?
 

7.2 The decentralization of the co-op movement, while it places
 

additional burdens on the DCU's and strains the CCU/DCU system's
 

prosppits of achieving financial viability, may strengthen the adhesion
 

of members to the co-op movement. One current prob.em with decentra­

lization is that the boundary betveen the duties of the DCU's and
 

those of the CCU has not been completely defined.
 

Farm Suppl? and Transvort
 

7.3 The project has be about a year late in starting, and is 

currently moving ahead at out tvo-thirds of the planned level 

of effort (six of nine CLUSA tea= tmbers eplcyed). 

H14ost :o'untry zont..buti.n have been ;an:eM0 It I minima! le.0-0 

:he XCC Co-o; Division devotes m st of is effort to project-related 

activities, but operates at essentially a pro-project budget level. 

The RDA's and local co-op. have provided the planned facilities, and 

the 8DSB has considerably exceeded the amount of working capital it 

was expected to provide. However, SDSB short-term loans do not 

substitute, but rather creates a greater need, for direct 008 support 

to CCU organizational and staff developient. 

7.5 The CCU farm supply function is undergoing a ;ltenenensl 

expansion and is expected to rise from a sales volume of 

I T9,O00 in 1976/77 to 1 1,700,000 in 1978/79, i.e., &n increase 

of 255$, thus exceeding the original five-year project targe in 

this area. At the same time, product conservation and handling, 



diversification of sales Ltems, and the accounting system have 

been considerably improved. A large part of these results may 
be credited to the project. While a part of the CCU farm 
supplies may be substituting for inputs whioh commercial farmers
 
who are co-op members would othervise obtain through commercial
 

channelos a large part -- notably the inputs channeled to the
 
RDA's -- directly serve the project purpose of providing
 

subsistence farmers access to modern inputs and semi-couaeraial
 

agriculture. 'The rapid expansion poses, however, concern regardiut
 
h .aLbi I ty I''of-tthe coaunteorpart -sataff--to manageo the ,CCU afteOr-
CLUSA' s departure. 

T.6 The large (U825 million) 083!USA1D/!Z3D investment in the
 

RDA program is highly skewed toward infrastructire investments,
 

with no proportionate Investment in marketing. Potential marketing
 

problems have largely been assumed away through reliance on the
 

CCU which is quite out of proportion with the marketing assistance
 

given to CCU by the Cooperatives and Xarketing Project. At the
 

same time, farmers expect the CCU to solve their marketing problems.
 

T.T Project marketing inputs haye generally been realized on
 

the sale planned, with the exception of a Marketing Manager
 

*@SignSAte Vho has not yet been assigned. Theae inpua are
 

helping to realise planned project marketing outputa and ha*v
 

been important in the capture by the Cotton Co-op of an estimated
 
23S of the national seed-cotton sarket, and in advances of co-op
 

marketing of other crops.
 

T.8 The major problem vith the project marketing funotiot is a lack
 

of definition of the role vhich CCU should undertake In the &ari­

cultural marketing. This exposes the project to the danger of 

assuamig too much reeponsibil t in response to 005 direot ies, 

vhich may destroy CCU's viability once UIAZD assistance is 
vithdravn. 



Creadit
 

7.9 	 Credit has not been an important part of the original project 

asign-and no-.nput swe p o~id d.,sp~-c-i ca ly,-, rit. In_pracie 

however, CCU's credit activity may far outstrip all other activities
 

in importance, and certainly is the most critical to future CCU
 

success. The increase in volume of CCU operations has been
 

largely the result of the extension of production and marketing
 
credit. in effect, the CCU is rapidly becoming a quasi-bk fr..
 

co-opelchanneling SDSB credits to primary societies. In this
 

function, however, CCU incurs the risk of payment difficulties
 

by member co-ops owing to weather and price vicissitudes or
 

Internal conditions. This leaves the CCV, with its very high
 

debt-to-equity ratio, in a vulnerable position with regard to
 

servicing its loan and acquiring Capital for new projects.
 

7.10 The CCU is in the process o determining a credit policy and 

administrative regulations concerning its constituent co-ops nd
 

their members. Still to be determined, however, is a policy 

regarding CCU's own role in the credit field -- what norms should 

it fix regarding services, interest rate, supervision and control, 

and what liabilities would It incur. 

Financial Agyeelo
 

T.11 The CCU balance sheot reveals.tat the CCU is under-capitalized 

and dependent on grants and loans for Its operation. Because of 

the very slim margin on its main activity (fertilizer distribution) 

and the need to share that margin vitb the DCU's and primary 

societies# as well as credit risks and losses, the CCU has accumu­

lated a deficit since, Its establishment. The financial plans of 

CCU# hovever, forecast a reversal of that situation in the future. 

nost of the deficit shovn in the CCU balance sheot is attributed 

to the fact that CCU and all of its assets serve as security for 
ID82 loans oo marketing coperattives and farm production credit. 

Thbe highest losses to date may be traced to the Cotton .rovers 

Cooperatives where, the Accounting and membership records were 

Inadequate. 

O 	 ________________0___ _ _________________
 



T.4 

No provision Ws made in the accounts ending on May 31, 19T8 for ­

estimated inventory losses and uncollectable debts arising at 

the District Union and Primary Society levels. The precise 
. .... ,I,..debts-aCU poU os.tAil-he 


November 1978.
 

a.mo- f-unre overabl.e-. t Z w nou
 

Mannooer Asoects
 

7.12 Qualified manpower is very thinly stretched in the CCU,
 
especially In the higher echelons; this pose. a major constraint
 

which must b@ resolved to assure CCU's post-project viability.
 

Holders of top positions are mostly at the certificate level and
 

need further training. At all levels, the accounting and record­

Ieepin-g function is particularly deficient. Staff expansion has 

*been rapid and staff turnover high, but shows signs of decreasing, 

especially since salaries (particularly for higher management) have 

*recen-.ly been raised to come mcr* in line with the private sector. 

7.13 Projections of expected CCU volume of operations in 1983
 

show the need for filling about T top management positions in
 

CCU andI in the four DCU's, as well as the upgrading of 3 14CC
 

co-op auditors. i.e., a total of 124 po,tions. At the middle
 

management (Certificate) level, about 28 n positions will need
ew 


fill!ng by 193, and several rpresent dezimanagers -ill need
 

upgraling. At the secretary-manager level, about 20 to 23 now
 

employees will haye to be trained annually in order to fill
 

new positions and compensate for staff turnover. Co-op committee
 

members will need training in fundamental co-op topics through
 

short courses.
 

7,1L for a variety of reasons participant training is barely
 

starting, considerably behind schedule. Furthermore, it is not
 
coAeraLn that enough qualif'ied a'andidatess to: t4p management
 
posittons could be found among present CCU/DCV employees. TIhus
 

the present policy of preference for promotion from zh* ranks
 
could ocom into a certain conflict 'with the goaI of a rapid
 

++++ +++.,++. +'+.,n or+-+,+ ++,:o .,+++?+ m ~i+loosliuatton of management. CCU 2ong-tern viability may depend 
O + I :* O 

http:recen-.ly


more than anything else on the entrepreneurial qualities of the
 

candidates selected for top management training.
 

7.15 Middle and basic-level co-op training takes place at the
 

CODEC. The CODEC has good facilities, but is under-starfed and
 

under utilized, serving mostly non-co-op functions.
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VIII 	 REOMNAIN 

8.1 One way to solve the operational probl.ems caused
 

by the differing conceptions regarding the role of the
 

CCU would be for the CCD to accept full management 

authority for the CCU, along vith the corresponding 

responsibility. According to this option, the CCU 

technical staff will bring to the CCD's decision all
 

major 	issues, with recommendations for action, inclu­

ding the probable financial consequences to the CCU
 

of following alternative strategies. In this case,
 

the technical staff cannot be held accountable for
 

CCU performance and financial viability, provided
 

they follow MCC operational instructions. The alter­

native would be to delegate clear areas of responsi­

bility to the CCU's senior management staff. The
 

staff 	would then be accountable for their specific
 

areas 	of responsibility to the CCU)management committee
 

and/or to a superior cooperative policy committee which
 

could include the MCC and OA Permanent Secretaries and
 

representatives of the CCU and DCU's management commi­

ttees, of the 5D03 and possibly of the major co-ops.
 

should be clearly
0.2 The role and duties of the DCI)'a 


defined. It is suggested to strengtnen the DCU's by
 

allowing them to operate most IDA ,ots, particularly
 

those 	In new IDA#*, and by encouraging small eyllting
 

* 	 primary societies and nev farmer groups to organist 

themselves as branches of the local IDA depot. The 

training of management committees should spell out the 

role and duties of manageentcommitte s and those of 

the technical co-op personnel. Wfforts should be adoP 

4,4 

A , AWW4 WVL. w, 



K:.to amalgamate existing small primary societies and 

to apply criteria of viability to the organization 

of new primary societies. 

8.3. While the casting of CLUSA personnel in manage­

ment roles might have been an operational necessity, 

the CLUSA am should have a clear plan regarding 

how its shift to advisory roles and ultimate phase­

out is to be accomplished. 

8.4. Communications among the parties concerned with 

project success could be strengthened by regularly 

scheduled RDA/DCU coordination meeingsU8AID field 

visits, and CCU/CLUSA written$ phone and personal 

contacts with the corresponding MCC personnel. 

A : 

Farm Sup~plyand Transprt 

8.5. 008, through HCC and MOA, should be encouraged 

to offer some direct oupport to CCU during L: start­

up period, and to make more specifIc and formal its 

backing for 80D8 loans to the CCU. 

8. The expatriate team should be strengthened by 

three additional CLUSA (or qualified ?eace Corps) 

District Managers to make the strength of the DCUVs 

commensurate vith the increased CCU capacity to 

service them. 

S,7 There should be a more in-depth analysis 

of the present and future distribution of inputs among 

large vs. small and 1DA vs. non-l2A farmers, 

resulting Inmore specifiAc Imputs targets tor each 

class of beneficiaries. 

a, 

? 

'v_ o 



88The CCU should plan to enter a period of organizational 

consolidation in which the objective of continued rapid growth 

would be balanced by increased emphasis on staff development 

and the building of strong primary societies, for establishing 

a0cally manageabe-co-op-system. 

Marketing
 

8.9 CCU should not be expected to enter into the physical market 

function of purchasing, transporting, storing and selling commc­

dities. CCU strategy should be to have the interested primary 

societies undertake this role. CCU should act as a marketing 

catalyst, enlisting technical and financial resources for co-op 

marketing without assuming a physical market functien. This 

could be accomplished by assisting the primary co-ops in prepa­

ration of marketing projects, technical assistance, supervision
 

and credit. It would be in line vith this role to change this
 

name of CCU's "Marketing and Credit Division" to "Marketing
 

Promotion Division." Marketing must be considerel as the 

leading edg, of a small farmer development program before the 

strong input supply project vith a multiple credit service besomo­

a disservice.
 

Credis.
 

8.20 AJ in-depth analysis of small-farmer credit needs, operations,
 

and policy including field-level baseline credit feasibil/it stuZes, 

is necessary, as a base for determining the role to be 

played by CCU in the credit field. The scope of vork vould 

incl~udeti 

(L) 	the amount and soures of agricultural credit
 

heseres ally and currealy aval2able t) small
 

farmers LvLagon vasi ation lends froqJDS3
 

programs, eommereia banks, ooperatLves, market 

firms and firms selling production supplies. 



(i 	 determine the extent of unfulfilled demand for
 

small farmer credit inside and outside RDA's;
 

(iii) 	appraise the economic benefits of additional
 

credit for the small farmer Vho lives on Swazi
 

1and.v-.ith-andith1ut markets for the
 

products produced above and beyond the subsistence
 

level;
 

-~~-Natioo 


(iv) 	 analyze the existing interest rate structure and 

associated lending policy of credit institutions 

including the adequacy and suitability of the 

cooperative credit policies for the farmers needs; 

(v) 	 based on the assessment and analysis conducted by
 

the XOA, MCC and CCU through consultants or aresearch
 

team:
 
- propose guidelines for snall farmer lending
 

programs, 

- estimate the expected de&and faor credit, 

a propose appropriate interest rates, management 

service charges on tees for loan managements, 

- determine the resoid of osses, and 

- cost of supervising credit. 

of the
:tis recommended that CCU make sr indeseent sppraisal 

benefits and losses experienco in saklal loans !o both large act 

small farmers vhile the IvasiLsnd :redtio sldy io tn process. :t 

may be possible for the Marketing Cooperatives and large commercial 

farmers to obtain credit directlyfrom banks and commereal sources. 

linanetal Ameote
 

8.11 ?e inprov, the financial position %he CCU should ineaese
 

(ts proportion or assales and diversify its line of 846es to
 

nelue nore tems af hisher gross margLas and more* e&r-sr u&
 

demand. 	A servLees rendered by he CCV should bear a #har#e
 

Credits should bear a realiett
commensurate vith their cost. 

the cos% of funds to CC, loaninterest rate vhich reflees 

managOemt costs and a risk alloaace. An addilional way to 



rase capitil could te the Institution of a fund, oeigizating 
from a certain surcharge on all co-op sales, which would be 
destined tc' the training of secretary-managers and other co-op 

employees. 

It is recommended that CCU develop a financial plan that extends 

the planning horizon five years ahead of the fiscl budget for
 

now direotionj replanning and financial managment. The multi­

year plan would highlight the coopertLive project and development 

objectives in terms of inoome and expenditures required to achieve 

the objctives. It vould provide a format to schedule the re­

payment dates for long and short period loans. Each year as the 
new budget is subitted the financial plan would be updated and 

submitted to ahoy the potential Innome and expenditures of CCU 

and the DU's. The financial plan could be assoe~ated with the 

project priorities and plan of vor for future direction and 

reslts..
 

As ectsXanver 

6.12 op CCU/CCU management and 34C auditors could be appropriately 

trained by a tVo-year U.S. course loeading to a degree in cooperative 

agribusiness management or its equivaent; an uninterrupted four­

year university *ourse a: this #ta&# is 1ihe y to be **untor­

productive. The two years of studies should optimally be separated 

by one year of Inserin work in the Svatilind co-op movement. About 

21 persons should be sent for training over the coming three-year 
period to assure filling the 14 top co-op management positions 

forecast by 1963. If enough eandidaesl of poteastally top 

mnalement caliber are not found vithin the eo-op system, outside 
applieants should beaecepted'and initiated to the co-op movemet 

through the seoreeary-snaager course. Tra eee should ot be 

aestgane a specific position betore training but be promised a 

top management post the specific post to be determined upon 

their return aceording to the trasneeos capacities and the 

*eeis of the organlsatLeo. Persons trained abroad shoul& 



undetak tosev the co-op system a year for each 

year of studies. Upon the trainees' return, they 

should be offered salary raises commensurate with 

their increased value on the job market. While top 

managers are in training abroadt qualified depot 

managers should be moved up to substitute for 1.V
 

them. New secretary-managers, in turn, could be
 

hired to replace those moved up. A part of USAID's
 

budget support to CCU could be earmarked to pay the
 

salaries of these replacements during a specified
 

the training
period, To guarantee proper attentLon to 


function, upon arrival of the three remaining CLUSA
 

(or Peace Corps) District Managers one of the existing
 

Deputy
District Managers should be moved to Vanzini as 


3eneral Hanager, whose most important duty would be
 

to be in charge of the training.
 

To fulfill the needs for middle managers in 1983,
8.13 

of 15 students each should
two or possibly three groups 


pass through the CODIC two-year Ce,:ificate-level study.
 

and-practise course.
 

1.14 At least 20 nav secretary-mnagers should be trained 

at CODIC annually. At the same time, CODIC sue: also 

provide refresher courses and upgrading of Incumbent 4 
secretary-managers and co-op conmittee members. To
 

accomplish this essential service to the co-op movement,
 

eCCshould permanently assign qualified employees to
 

the four currently vacant Ivasi ionoutow positions, at
 

0000, and provide sufficient budgle!o ksep 00030 at
 

full Capacity, using its facilities mostly
close to its 


for the training of co-op personnel. At a later date
 

the training of no-op commitste members could be
 

gradually shifted to the districts. To assure that
 

+Sj 

4 d m
 
+ ..... 

++++ +++I.'a + + + + +... + + + + : i 
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CODEC gr3duates will obtain a training appropriate
 

to CCU/DCU needs, CLUSA 
team members stationed in 
!aanzfn sh ould "Andertake part-time instruction,
 

particularly in the agriculturally slack season.
 



CCDEC griduates will obtain a training appropriate
 

to CCU/DCJ needs, 
CLUSA team mnembers stationed in
 
.anz.ni should undertake part-time instruction,
 

particularly in the agriculturally 3lack season.
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TABLE 5.1: SUM-MARY OF THE CCU BALANCE SHEET 

Year Ending Year Ending Increase 

3. May 1977 31 May 1978 or Decrease 

E 


Fixed Assts 14,751 

Office Equipment 8214 
Depot Equipment 7,534 
Motor Vehicle@ 5,418 
Office furniture 985 
Prefabricated Bldg. -

Current Assets 704,167 

Stocks 157,913 

Livestock 3,510 

Short-Term Loan 156,464 

Debtors: Cons. Sao. 2,613 


Affiliated Soc. 214,019 

Primary Soo. 43,417 

Sundry Debtors 46,827 


Marketing operat. 76,951 

Bank Balance 60,762 

Cash 1,691 


Current Liabilities 268,783 


Creditors Suppliers 53,674 

Sundry Creditors 52 

Accruals 1,654 

lank Loans & Overdraft 213,403 

NOt Current Assets 515,384 

Not Current Assets plus
 

Fixed Assets 530,135 


finanoed by:
 

funds and Reserves 530,135 

IpoLal Reserve 

Utatutary Reserve 

Salary fund 

Accumulated Deficit
 

Aloount 


Long-Term Loan 


E 

84,786 


5o359 

7,563 


62,358 

2,07 

6,489 


lo910,839 


87,347 

-

11176,291 

8,116 


381,731 

113,051 

75,040 

70,o4o 

3,525 

1,66 


1,395,195 


11,546 

37,667 

19,574 

1,2l1,208 

521,644 


806,020 


e06,020 

W2,200 177,3 


131 131 

17,611 16,716 


(20,6807) (90,165) 


600,000 500,000 


E 

70,035
 

4,545
 
29
 

54.,118
 
1,622
 
6,489
 

1,132,672
 

(70,566) =
 
3,510)
 

1,019,827
 
5,504
 

167,712
 
69,634
 
28,213
 

(6,911)
a 9.1
 
(77,237)T
 

23)
 

1,126,42+
 

64,872
 
37,8-5
 
2.7l920 

1,005,605 

6,260
 

75,66
 

75,685
 
144,135
 

-
1,105
 

(60,35)
 

-

20, 7 77. 
,.V
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TABLE 5.3: 


Items 


Fertilizer 


Mai=e Seed 


Veg. Seed 


Other Seeds 


Chemical 


Vet. Product:; 


Feed 


Total, E 


Total, US$ 


178/79 SALE: & GIiOSS MAItGIN ESTIMATES FOR
 

FAtM SUPPLIES 

Projection 


1978/79 


Emal angeni 


912,428 


105,000 


21,000 


54,000 


250,000 


27,500 


60,0oo 


F1,429,928 


$1,644,335 


Gross 


margin
 

Emialangeni
 

36,592 


5,250 


1,050 


2.700 


7,500 


1,375 


600 


E 55,067 


$ 63,327 


Percentagl
 

4%
 

5%
 

5%
 

5%
 

3%
 

5%
 

1%
 

3.85%
 

3.85%
 



LTABLE 6.1: EXISTING AND REQUIRED SKILLED SWAZI CC-OP ?ERSONT 

Top Management (2-year college degree) 

Available 

1978 

Necessary 

1983 

CCU 

General manager 

Deputy general manager 

Farm supply manager 

Marketing manager 

Credit manager 

Financial manager 

DCU 

Distridt managers 

-

-

-

1 

3 

/ 

a/ 

/2 

1 

11 

2 

1 

1 

4 

/ 

MCC 

Auditors 3 

Total, top management personnel 6 15 

Viddle Management (CODEC 2-year certificate) 

DCU 

:eputy district managers 4 

RDA's 

Depot managers 18 

Other Depots 

Depot Managers 6 

Total, middle managers - 28 

a/ 

b/ 

Designate 

I manager + 1 deputy 

f 



TA3LE 6.1: EXISTING AND REQUIRED SKILLED SWAZI CO-OP PERSONNEL (CONT'DI
 

Available Necessary 

1978 1983 

Secretary-Managers (CODEC -- 3 months) 

Primary societies -- secretary-managers 23 53 

RDA depots -- secretary-managers 5 18 

Other depots -- secretary-managers 6 6 

DCU -- accountants - 4 

CCU -- bookkeepers 1 2 

CCU -­ accounts clerks 3 7 

Total, secretary-managers 38 90 

Trained Committee members (CODEC -- 4 weeks) 

Primary societies (5 per active society) n.a. 250 

DCU's (5 each) n.a. 20 

CCU n.a. 5 

Total, trained committee members n.a. 275 
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IG. 6.2: SKILLED IbF.l.SotifirlI. 	 IIATIVE I)EVELOPMFnr, DEC. I'i,/III Tilt MCC IEIlP.IITMENT FOR '111 	 T 

[ COXMI:;:,I,,HIER (F .GhI'IEnATIVE VEVEI:()I'I,.HT 

1)E 1 y SS INVII 

I ASSISTANT jSCO, - j .1--sco SCO A3 11SISTAN T 
CONN5 lUr.II -- NANZI IIIlI1lIO SIIISLLVKYNI LURIONBO CONNISSIONEIi --

EDUCATION DISTIIICT I I :Ti ICT DISTIIICT DISTRICT 	 AUDIT
 

1 
VOI)l 1 :;E IO EXI'AT . - I 	 Co 

TlECH:. ADVISENO
I'llIWI; I I*AL I 1) 	 3 AUDITORS5
 

(*2 In UIIS). ...... ta-a Iiisl ul.Ii I(1 

EDUaJU:ATION INSTRUCTOR I ACOS .. ACOS ACoJ -- j 2 ACOS 

(--(-?wLOAN F ItOM AUDIT) .... ­
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4 AL 

MACAKT (I TRTAINING CO - Cooperallve Ilrficer
 

INTII. JUNI 197U) 	 ACO = A. lietanit C'op-rl''!" Orficer
 

P40 = Markei.nI (llicer
 

L ItiSTIMACTOk -- VA:ANT TIcII.I Note: I ;CO atmd I ACO ar. ilt l.K. diploma training until June 479.
 
(IN TRAINING UNTIL '81) AVIS, AO:O I m In Ken!,a t,-rtiI c;l,- trogiin until April 079.
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ANNEX A: LOGICA. :'IIANKWOIlK OF ORI]GINAI. PROJECT 

Program or 
Sector Goal 

Measures of Goal 
Achievement 

Means of 
Verification Assumptions 

1. To move the 

small Swazi 
farner from 
subs i stence 

into semi­
commercial 

agricultural 

activities. 

1. 

2. 

Increase in marketed production 
by small Swazi farmers, 

Increase in the ftrm income of 
small Swazi farmers. 

1. Sample census 

of agriculture, 

2. Records of 

Swazi Milling 

Company, the 
CCU and ot'ier 
marketing 
outlets. 

1. 

2. 

Swazi farmer 

will respond 
to economic 
incentives. 

Use of co­

operative 

services will 
increase farm 
income. 

3. Increase in 
use. 

farm input and credit 3. Data under the 
HDAP and this 
project 

3. GOS policies 
will encourage 
movement out 
of subsistence 

agricul ture. 

4. SDSB records. 



Means of 

Project Purpose End of Prnj,!ct Status Verification Assumptions 

To assist in develop- 1. GOS and donors have developed 1. MCC and CCU 1. Cooperative 

ing a viable, producer-
oriented cooperative 
structure providing 
production-related 
inputs and marketing 

a working cooperative structure. records, pro-
ject evalu-
ation. 

movement 
continues to 
receive GOS 
and donor 
support. 

services to the rural 
sector. 2. Volume of inputs channelled 2. CCU and 2. Agricultural 

through the cooperative net- primary input prices 

work is at least 200 percent society remain at 

higher than 1976 levels. records. reasonable 
levels. 

3. Volume of farm produce marketed 3. Traditional 

through cooperative channels is markets re­

a growing percentage of total main open 

small Swazi Farmer marketing of and new 

the crops being handled by the markets can 

cooperative system. be developed 
Vor Swaziland 
agricultural 
produce. 



aw Vo0 H~~' 0A .0 

a44 u 44sV 

a 65 0 5.6410 C. 4e00 a a. 
106c J3 	 0.052 035 

~ 'U0u4 p414 ~cU00w 0I 

.44C 44 

2U'41 41 

aQ0 z0AD,64Q a0 0 a' so
 

*raC006 ~ 40 0aa0 .10 30'
 

0 . .0. 	 0uuv 	 0 64"4 *0" 	 0 
4j 54 0.10 UM0 061 0 

Qt~ Q~ SO 0U4 4U aG * b14 0 0@ a5. 05."q t a.5"0.45 
a4 4640 v0V4 0. 

064 0 
16 

~0 0.60 A5 0$4' 	 a som 
0 Q 0 P4 


C6 A 04U aS W4"
.0.Ca 

0 0 o0 0 V 00
 
I4 to a N6 Id9aW aut
 

4 63941UCL 

4 U u6 " a4US0.0415.0~~~. 6 
o, 6% 0 '06 0 '
 

0 0 a . IUs o t.W
" I 04641 V 0 36 456 
0 4U * to$ a1.31 to6 0 u f -0.vCYId 

0630 V4Qt 664 0 a 0U%.4 	 oS 
"4.4 A 	 %160 9b 14 I3 0-

o o o 0 600 40'.V666AA&0 Q40* Aaa 6 0 aV. 	 3 

wo 0U as64U~W aU aaum410.1. Q15.p4 0. 04U * Is 
~P4 go0. Aq.4 @05 0'0.0 ~ 4 10 Ai 

t 0. 	 0nNa*. to4 AP"4 : 444.@44I.t.c 0446.4 of c 95o .'4' a CL4a"p4v a"4 V *M6.4 0 "6 ai 	 a5 340.96U~Ua 6 0wC 	 aPqA ~~41 . 6 

Q04 q 	 0 a wa 0 A 6P5~o1 .4 4. 0.4a a 

o6 A. u C 4 a v 4j o1
 
o42 ap
0. a4 a W# 2 e 6648 "4 4 a AU2%4 

60 ­
a~ F241 
 0 " .6 

~ A''* 0 ' 0444 0 o60 
a 	 P- 40. 	 16 14 404 A.0 

0.u a' 'Ua 	 30. 36w"4 	 4 
*j &I: 	 41U' 0a 6 0 

100§ Aq a 0o 
"4 90 W6 0 hdU "4 	 31480.uV6 

AI41 -~vI bo 	 364a1 
0 0 a a 	 ofa$ 

to, 	 oM0. 0.3au0 

96to001 (140 4 	 a" 



Magnitude of Outputs (cont'd)
 

3a. 	Manual of operating procedures
 
developed for CCU.
 

36. 	Standardized warehouse btock 
control systLm in use. 

3c. 	Agricultural inpct ordering and 
delivery in use. 

4a. 	Trained Swazi managers at 16
 
Farm Service Centers.
 

4b. 	Trained secretary-managers at 90 
percent (estimated to be 39) or 
more of the active multi-purpoae 
primary socic'tics. 

5a. 	 Onc warehouzie and three fertilizer 
shtcds constructed. 

5b. 	Five warehouses renovated and
 
ex tended. 

6a. 	 CCII has available operating 
capital of At least %800,000. 



Ilal emeittat ion Means of 

Pkrjcct Tannts 	 -Target Verification Assupt ious 

UISAID 

A. Technical Assistance 

(i) CCU Deputy Director 	 Total of 424 staff- AID reports. Suitable personnel
 
(ii) Crop Marketing Specialist 	 months at a cost of of the proper 
(iii). 	Input/Transportation $1,821,000. skills can be
 

Special ist located in the
 
(iv) Six Depot Management Staff 	 given time frame.
 
(v) Consultants
 

B. Participant Training
 

(i) Degree 	 Total of 26 staff- AID reports. Suitable staff
 
(li) 	 Non-Degree years at a cost of for training can
 

0208,000. be located.
 

C. Commodities
 

(i) Vehicles Total of $127,000 AID reports.
 
(ii)-" Communications System
 
(iii) Miscellaneous Equipment
 

D. Local Costs
 

(i) Staff Housing (9) 	 Total of $305,000 AID reports. AID management
 
(ii) :'.irehouse Cons tructios, (1) 	 for construction/ is adequate. 
(iii) Warchuuse ltt,.ovati .iii (5) 	 reln&jv aLioi and 
(iv) 	 Fertilizer Shed $120,000 for local
 

Construction (3) bdget support.
 
(v) CCU Budget Support
 



Project Inputs 
Implementation 

Targets 
Means of 

Verification Assumptions 

SWAZILAND 

A. Ministry of Commerce and Cooperatives 

(i) Recurrent budget (37% of 
Cooperative Division Budget) 

B. Ministry of Agriculture 

%225,000 Swaziland inputs will 
be made available on 
schedule. 

(i) Facilities (Warehouses and 
Fertilizer Sheds) 

150,000 MCC, CCU and 
primary society 
records. 

C. Central Cooperative Union 

(i) 
(ii) 

Facilities (Warehouse) 
Operating Costs (IBoughly 60% 
of expected CCU income) 

20,000 

230,000 

D . Swaziland Developeent and ';avitigs Bank 

(i) Operating Capital Loan 250,000 

E. Primhry Societies 

(i) 
(ii) 

Facilities (small Wueth',=ce) 
Operating Costs 

50.000 
25,000 
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----------------------------------------------- IIF.I.ANNI'I'l.IF ;r (i iililANNEX Do i.1ii4;l:At. 'AMEWiORKuil 	 ------­

prL.1ct ltoit	 tV!oitude uVrificatioi 
s 


ity iia ..r ry It: 
"wais it I1 1. CCI, ICU aii pri-I..l trt iqn-tratnrI 

aill CCIO lop- man.-Mert.n Iro- Mary records. 
1. 	 Staiffed A.Ind equipped CCU. 

2. 	 CCU. DCU and 


1.1, Trilol.,Jl.tdtio'li fl ct ol 12 Primary reports. 

v, u,:le'; -adequately maili-

I.,eil... - . On-site inspec-
tion. 

I."r , ..i,, links of CCII to alI 

sqpcrat in . 

2..a (:IlEI: CertifIcate holIders2. 	StAffled and equipped 

DtmIs and rrimaries. -. r ujlqraidd (Level 1i) sn-
.-rela.ry-driadyrrs direct 

..I1 1hl oti and fill i)cu 

lihjitlty M.nager posts. 

2.1. 	 .... st-, ret ary-odaagers 

emplo,yed in dep-it 9 aid 

P'rim.ry ;ovietlie% or a-

('r:11/1i)1U bookki-epers. 

Cii, I,-47l1s and Primaries1. 	 rsablihed budgetary 3. 


I tI. ilnd
.p-to-date books 


i--r CCU -Aid active iiodlure monthly trial 

and 	acciounting systrm 


members . 

4. CCItI/lIIU system del ivers 4. 	 Ajricultural inputs of 


kitA's a.id uther co-olps I h, 
 rul,.tit s dema-lAc hy 

RbA -ldeptsand other ro-olipssu,pllIe. as aIsnded. 

i-,oj.ctlrd it F. 3.13 million
 

ill 1 9i1 I110 .
 

. .... 'imary Co-op e.s­
.. 	 I.uiivleg .,nI credit 

programs 
. eilCitdby CrU. 

A'I%'St,ii! r tuvided. I .,II i -arket in'q 

Assumptions
 

1. 	 CO-ap. movement Cola­

tinurs Io receive 

COS and donor 

support.
 

2. 	CCU viii be able 

to attract adequate 
financing for its 

activities. 

3. 	Oilier donor assist­

ance to tile co-op 

movement viii vion­
tinue.
 

4. 	 Salaries in tile 

co-op sy.tcm viii 

be .Idequiat e to 

hire *lid Veep com­

petent personnel. 

5. 	 Co-ops Call achieve 

sufficient profit
 

margins for loss­

free operation%.
 

ta 

http:P'rim.ry


ANIIIIX I: 

ProjectI flu f..s ct-nt_ 

5b 

6. 	 Approved ]-year plan of 6. 

v.achloute3/transport ex-

p.tns lut .and fin.n:i.l 
pl.an. including a program 

far delt service amid 
lo rcplacement of equip­

mn t. 

7. 	Ci' and LCU 5hov loss- 7. 


tree operation. 


U!oje,:t Input s
 

gs.enlia.Jiy equivalent to tho-:.-


1AI.I :AL FRAHI.I OiF4W REII.AHINrI' RI.IOJ:CT (CO T-).. 

flajitulc of 01ut.,uL Hrans of Verification Assunp 

. iPrimairy
,h'vel-opm.nt 

Co-oi,-; obtain 
loans vith 

(C~I' I,zaring ..id -iulter­

v is i ul. 

Plat. ipri'pared aid .spproved 

by ,ir -.t ors A l HM one 

yv,. r I.,efore e-ml| -l' Vro­
ic-tc. 

P(!; ilive bal asic . on CCU 

,tld I'(:llb a16m'r:; On 
cuur:et account (includ­

ing eqluipment 4I14prec ia': i n). 

*.'-n.lined in origina.el '-rign. 

w 



Annex C
 

INTERVIEWS AND ITINERARY OF COOPERATIVES 
EVALUATION TEAM
 
1978
IN SWAZILAND NOVEMBER 13-30, 


Personnel
 
Agency Location Facility
Date 


November 1978
 

Development & 


Monday 13 USAID Mbabane South Afr. 
Office 

Willie Cook 
Ted Morse & Staff 

Tuesday 14 Ministry of 
Commerce and 
Cooperatives 

Mbabane MCC Bldg. M. Dlamini 
P.Sec. N. Ntiwane 
Comm. Amos Kunene 

Dep. Comm. Jack L. Mbingo 

CODEC 
Cooperative 

Ezulwini Education 
Headquarters 

John Roland 
J. Dlamini 

Development 
Center 

Central 
Cooperative 
Union 

Manzini Headquarters 
of CCU 

L. Townsend, Act. G.. 
E. Dlamini, Deputy 
Gernie Runnebaum 

Wednesday 
15 

Rural Devel-
opment Area 
British High 

Mbabane Off. 

Mbabane Off. 

Patrick Lakhele 

Peter Morris 

Commission 
USAID-with Mbabane Off. Willie Cook, Ag. Off 

Agricultural 
Officer 
Swaziland MCC 
Swaziland Mbabane 

MCC Bldg. Amos Kunene 
M.K. Mathews, 

Gen. Manager 

Saving Bank
 

L. Townsend
Manzini Headquarters

Thursday 16 CCU 	 B. Runnebaumn
Offices 


and 	 R. Forbes & Staff
 
Joshua Mkhonza
Warehouse 


Joseph Mndzebele
Manzini
Friday 17 CCU 	 0. Williams
Manzini Coop. 

District Union
 

M. Mtetwa
Zombodge Coop. 

District Union
 

C. Mntshali
Zombodge RDA 

A. Dlamini
 

So. Afr. Hdq. W. Cook
Mbabane
Saturday 18 USAID 


Presented and reviewed a plan of work with 
detailed
 

questions 	in outline form for evaluation 
team.
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Date Agency Location Facility Persornel
 

November 1978
 

Monday 20 CCU 
Lubombo 
District 

Manzini 
Siteki 

Offices & Depot L. Townsend 
District Off A.M. Dlamini 
Siteki Depot Cooperative Officer 

Secretary-Manager 

Tuesday 21 Swaziland 
Cotton 
Cooperative 

Big Bend 
Riverbank 
Estate 

K. Fresen, Gen. Mgr. 
Brian Stein, 
Chairman of Cotton 

Committee 

Wednesday 
22 

Nhlangano District, Nhlangano 
Shiselweni District, Nhlangano 
Natsanjeni farm Cooperative Supply Depot 
Mahlalini Consumers Cooperative 
Southern District RDA 

Carl Hart 
L. Townsend 
W.M. Ginindza, C.O. 
Secretary-Manager 
Secretary Manager
Director 

Primary Society & Denot 4 members of Manage­
ment Committee 

Thursday 
23 

Tobacco Marketing Cooperative Nhlangano 
Yukuzimele Consumer Store 

Botha, Manager 
Hansen, Deputy and 

Accountant 
Mahlangatsha Farmers Cooperative Society 
Sitlolo Consumers Shop 
Adam RDA 

Secretary-Manager 

Director-Manager 

Friday 24 HHOHHO District Pigs Peak 
Cooperative Union 
Rockland Consumer Cooperative 

Store Pigs Peak 
Ntonjeni Farm Coop. Supply Depot 

Ntonjeni RDA 
Motshane HDCU 

L. Makhanya 
Area Counterpart Mgr. 

R. B. Zwane C.O. 
Saswati, President 

of Management 
Committee 

Lawrence Mdluli 
Secretary-Manager 

Saturday 25 USAID Mbabane 

Reported on Progress to date and 
Plans for meeting report requirements, 
Evaluation content, constraints, issues 

Ted Morse, Acting 
Director, USAID 

Willie Cook, Project 
Director and Agr. 

Officer 

Monday 27 CODEC Ezulwini Educational 
Training 
Center 

Advisors 

CCU Area Manager for HHOHHO District 
visited Holiday Inn. for conferences 
with team members in Evening from 7-10PM 

SDSB Mbabane Swaziland 

D. Biviano 

M. K. Mathews 
Development & 
Savings Bank 
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LacilitYZ 
Location
lcY


Date 
swazilanNovember 1978 

MOAMinistry& DatMbabaeneMintDepartment
Tuesday 28 
 Ministry of of Agriculture
 
Agriculture Mbabane Swaziland
a e 


aaeElectric
Lbane 

Board
 

cooperative 

Headquarters
Credit 

offices
Manzini
CCU 
5 d u r e s 

USA D
29
Wednesday 


office
Mbabane
Thursday British

High 
 Mbabane Ministry of
30Ch
30 	 commissi Mbabane Commerce and
 
MCC Cooperatives
 

Pesne
 

e
 

L. MdlUli
 

L Townsend
 
Bernie Runnebaum
 

Bertoyn on
 

Peter Morris
 

Br oun n s

A
 
Amos Kunene
 


