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SUMMARY OF CONCLUSIONS AND RECOMMENDATZONS

1. Conclusions

Rapid growth and development in sales of farm production
supplies places a strain on the corresponding slowver
growth in accounting and adninistrative services of the
Central Cooperative Union (CCU). A qualified General
Manager needs to be selected for the CCU to help provide
a more effective balance in developing the leedership
needed in administrazive, financial, accounting and

marketing services.

mhe entire CCU structure is undercapitalized wnhile 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 btorrowved capital and
grants places the CCU in a veak ¢inancial position. A
future time frame of one year used now for the fiscal

budget is inadequate for long-ter:n finencizl planning.
More lead time is essential for tlanning the °

inancial
requirements to meet the growing demancd for cooperative
services and to operate end manage the growing loan and

credit functions.

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
~unds for short-term operations, long-term growth and
development. All gross margins muss be gradually
increased until they support the financial reguirecents
of viable cooperative development and the demand for

services.



GOS financial support through the MOA and YCC is
essen=ial to cancel +the CCY, DCU and Primary Society

deficits during the first few years of operations.

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.

CCU is providing an increasing supply of fertilizer,
seed and credit services to Swaziland rural development
areas without adeguate market research direction. The
RAD rrogram has a higher priority than the CCU project.
Investments of the 305 and USAID are highly skewed
toward agricultural productiosn without balance for

marke<ing ani marketing i=2velcrment.

Sinecs the farm supply function ian CCU operations is in
the process of going from a sales value of $550,850 in
1976°77 =o 31,955,020 in 1573,79; some new direction

and talance is required at this time to assimilate the

rograss and redirect the CLUSA contract and project
P L

Qualified manpower is so thinly stretched in the CCU
that it poses a major constraint that must be resolved
to sssure post-project viability. Participant traliaing
is Just startins ~.d behind schedule Zor a varietly of

reasons.,

Development of the cooperative movement is hampered by

lack 5% national policy definisicn »f the rcle of CCU,



2.

Recommendations

The nature of the Swaziland Conoperative Project requires
an agreement among representatives of the Government of
Swaziland and representatives from other implegenting
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 comnmittee to select a
qualified General Maneger for CCU at the

earliest vractical Jdate.

It is recommended that CCU develop a financial plan
+hat extends the planning horizon five years ahead
0f the fiscal budget for new direction, replanning

rnd financial management.

is recommended that an assessment and analysis

'y

the credit needs of Swaziland farmers be made

o

*he first gquarter of CY 1979,

e
e

It is recommended that CCU immediately begin
increasing the gross margins in sales and services
until they are commensurate with the cost of the

sales end services.

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.

It is recommended that CCU act as a marketing catalyst,
enlisting technical and financial resources for co-op

marketing without assuming a physical marke+t function.



h.

It is recommended that CCU start planning for
organizational consolidetion in which the objective
of continued rapid growth would be balanced v
increased emphasis on staff development and the
building o strong primary societies for estab-
lishing a locally manageabl2 co-0op system. The
consolidation should begin as early as possible in

CY 1979.

It is recommended that <he Projlect Paper and CLUSA
contract should be updated and redirected now for
more strength and balance in manpover training,

finance, accounting, marxeting and credit management,

It is recommended tha*t the role and duties of CCU
and the DCU's be clearly defined and comnmunizated
to all apypropriate personnel for conmpliance. This

1

action should be ftaken a<s once.



INTRODUCTION

Objective
0.1 The objectives of the evaluation were:
(1) 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;
(L1) 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)
(111) identification of major problem areas and re-
commendation for corrective action or project
revision, as necessary.

General Statement of Performance

0.2 The present evaluation was performed during the last
three weeks of Noverber and the first week in December, 1978,
by a “eam composed of Itil E. Asmon, Cliayton P. Libeay and
James G. Unti. The evaluation involved review and analysis
of the relevant aspects of local economic, poli<ical and
social factors which affect the successful achievement ol

project goals. An assessment vas made of prcgress attained,
shortfalls, and effects of inputs made up to the end of
October 1978. An attemnt was rmade to highlight areas of

contradictions, constraints, or insufficient unders<anding
of project goals, and tc offer possible solutions.

0.3 Acknowledgements: the team wishes to express its
thanks to all the Swazi officials and co-op members whose
wholehearted choperation 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 %*o Mrs. Fabiola Rodman for a dedicated typing Jjob.




I. INSTITUTIONAL ASPECTS

Background

1.1 Project Beneficiaries: <the Swaziland Cooperative and

Marketing Project i{s clear in its definition of the in-

teanded beneficiaries. They are the small Swaz! lTarmers

living on Swazl National Land now following traditional

farming patcerns. This target group makes up 85 percenc

of the population who live in the rural 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 Swazl small farmer will benefit from the project
activities by having access to the farm i{nputs 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 %o bring these benefits to a greater

nunber,

1.3 The description of the original project is sunmnarized

in its logical framework (Annex A). The project purpose
was to assist in developing a viable, producer-oriented
cooperative structure providing inputs and marketing
services to the rural sector. Achievement of project
purpose was to consist of:

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

"working cooperative structure";
(1t} an incrsase of 200 purcent over 1376 levels in

inputs charnelled through the co-op network; and



(114) an increase in the percentage of volume of

smal'-farmer crops handled by the co-op systenm.

1.4 1Implementing agencies: primary responaibility for im-

plementing the Swaziland Cooperative and Marketing Project
rests with the Central Cooperative Unicn (CCU), the Govern-
ment of Swaziland (GOS) and the following agencies:
(1) Agency for International Development (AID),
(14) The British Overseas Development Ministry (ODM),
and
(1i1) The Cooperative League of the Unites States of
America (CLUSA).

1.5 Organizational responsibilities: the GOS is promoting

cooperatives in cupport of its rural development progran 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 or 1964. Ccoperative
education and aucit are also responsibilities of the MIC.

The cooperating Swaziland liaison official for the co-
operusive and marketing project is the Permanent Secretary
of the MCC or his designee. A line of responsibiliuy,
duties, and communications runs from the MCC Permanent
Secretary to the Commissioner of Cooperative Development,

who {8 in practice the sernior MCC official most directly

involved in the project.

———



4 The GOS objective i3 to utilize the CCU, the District Co=-op

Un.ons (DCY's) and the primary cooperative societles for
multiple purposes, including:
(1) marketing agricultural products,
(11) organizing markets,
(£41) increasing tne availability of credit and
financial services to low-income farmers,
(iv) providing sales and services {n 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 Swazl subsistence farmers. These perceptions follow
from several critical assumptions that:
(1) use of cooperative services, production supplies
and markets will increase income;
(£4) Swazi farmers on Swazi Nation lLand will respond
to economic incentives; and
(144) GOS policies and programs will encourage family
movenent from subsistence farming toward con-

mercial agriculture.

1.2 Tnstitutional agricultural credit iz Swaziland

i{s primarily orianted toward <the commercial

sector. The Swaziland Development and Savings Bank (SDSB)
is the principal instizution concerned with agricultural
credit. Less than S percent of the SDSB's portfolio re-
presented loans to farmers on Swazi Naticn Land in 1976;
however, the SCSB 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 5DSB received a long-term loan uf E 652,200
(UsSg750,000) from USAID to assist small farm credit.

1.9 The Swaziland Coonerative and Marketing Prolect was

designed in collaboration witk thz GCM and contains an

E 500,000 (Us€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 fcr the project were approved in May 197/6.

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 ycars and now supplies about one-third
of the prcduction 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 inpuis 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 dcubled in the last

fiscal year, as shown in the following text table.









1.16 The organizational {ssues will be taken up in this
section. To do so, it is useful to step back and gain
a perspective on the development of the co-op movement

in Swaziland.

1.17 Historizai development: as has often been discussed,

Swaziland's dual agricultural economy and relatively free
exchange with South Africa has resulted in a fairly well
devaloped and very competitive farm supply industry and

in modern marketing and processing systems for the cash
crops (chiefly sugar cane, cotton, tobacco and pineapples).
In the supply of farm inputs such as fertilizers and pes-
ticid=ga, there have historically been two established
firms: Farm Chemicals (an affiliate of Swazi Milling) and Swazi-
land Chenical Industries. However, many other agribusiness
firms from South Africa are active, as well as occasional
Indian traders. This indust-~y originally grew (0 meet

the demands of the intensively crosped, commercial in-
dividua! tenure farma (ITF), which include large planta-
tions such ag sugar cane, citrus and pineapple. While cthis
agro=-indus+try adequately served the need of the ITF lands,
there was an apparent {ecl;ng -nat the sane system wourd
not be willing or able %o serve the snall farmers an

Swaz!{ Nation Land in a manner consiatent with the overall
GQS developnent objectives, Thus was born the idea of
{nvolving the cooperative movement in the diastributlon of
farm supplies.

1.18 Pritvate nector vs, cooparativesa: during this evalua-

tion, asome time was spent discussing whether it would have
beern prefeorable to enccurag. private sector o provide

()

v



small farmer supply rather than investing public funds
in a possibly paraliecl and less efficient cooperative
structure., Private sector had several factors in its
favor: '

(1) 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

(i14i) 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¢c rural devel.p-
ment procgrams 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 {3 not unrcasonable to speculate on the role private
sector could have played in farm supply to Swazi farmers,

{* {8 clecar 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 <Zistribution system.

Role of the Central Ceoperative Unien

1.19 While the above discussicn is somewhat specuvlative in
nature, it does bear on the central issue facing the pro-
ject's {arm supply, transport and marketing functions.

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

ative Union stand vig-a~vis the national policy on co-

operatives:
(1) 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?

(i1) 1is 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 ccoperative
institutions?

(14i) is CCU a de facto division of the Ministry of
Commerce and Cooperatives, whose management
is effectively the responsibility of Qffice of

the Commissicner for Cooperative Development?

1.20 The answers to these questions are important as they
affect such secondary issues as the proper ra%e of growth
for the CCU, i%ts profit motivation vs. development role,
the amount of government suppor® to be expected and

the degree of operational autonomy necessary to achieve



its goal. The remainder of this seclion 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 Coopefative Development views the CCU as an extension

cf the public sector, controlled by the MCC in matters of
policy (ir.cluding salary levels and all budget expenditures)
and even such operational details as the hiring,firing and
transfer of individuazl employeces, 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

uninterested in the relation of the CCU to the WMCC, as
long as the CCU provides inputs and marketing services to

the RDA's without any MOA involvement.

1.22 Proposed soluzion: the current situation obliges one

to conclude that the CCD is the de facto General Manager

of the CCU. The general acceptance of this point of

view will signify that there will be no no0ssibility of a
tug-of-war between the CLUSA team and the CCD. The CLUSA
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 the responsibility for the con-
sequencaes of the decisions. It is expected that such a
policy wculd improve relations between MCC and CCU and,
paradoxically, may decrease MCC interveation in the de-

tails of CCU operations.

Strengthening of the DCU's

In late 1978 the functions of the DCU's were consider-
ably amplified by a decision of the MCC to transfer fronm
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 places an adAitional burden

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

Fersonnel to comply with their increased responsibilities;
the additional costs involved will further reduce the
financial vi:zhility of the co-0p systam (strict 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 Jjaily operation. To

achieve this, the orientation courses for committee mem-

hers should focus on the proper role and

duties of the co-op committees.

Proliferation ¢{ Primary Sccieties

1.28 The number of cneneratives 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 %ie entire Republic of
South Africa, which reportedly has only 300 (many of which,

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



Many of the Swazi co-ops do not have a reasonable per-
spective of reaching financial viability -- e.g. reaching
an annual turnover of E 15,000, which is about the
miﬁimum necessary for engaging é secretary-manager. At
the same time, the proliferation of the number of primary
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
financial viability of the CCU,which will be saddled with
their bad debts.

1.29 Although the grass-roots pressure for creating ever
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;

(i) persuade farmers' groups to form local branches
of the RDA-level co-op societies, rather than
independent primary societies (since RDA's are
scheduled to cover in the near future 60 per-
cent of Swazi Nation Land, the existence of an
RDA in the vicinity will be increasingly ilke-
ly); and

(iii)encourage existing primary soclieties to
cransform themselves into branches of the local

RDA co=-op.

Role of Expatriates

1.31 The projact has cast expatriates into direct opera-
~ional roles. They have becoms responsitle for purchases,

distribution of farm supplies, and the fiscal performance



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 ircreases over previous year. However, develop-
ing countries abound with projects which ran into severe
difficulties as soon as expatriate tecnnical assistance was
witndrawn, and all provisions must be made to assure that

the same would not nappen in 3Swaziland. CLUSA shculd have

a very clear 2lan of mcvinsg from_2n operatiznal <o_an ad-

visory role and for agradual phase-out over the remainder

of project life, This may require scne consolidation to

ensure viability after phase-out.

Commurications

1.33 Many of the prcblems of the project are traceable

to faulty communications between the interested parties --
co-op staff, MCC staff, RDA staf:i, UIAlZ, CLYSA and the
farmers -- which may prevent them from realizing the real

situation and mach other's perceptions of it Some means

which mignt improve communications are:



(i)

(i1)

(iii)

(iv)

regular RDA-level meetings of the local MOA,
DCU and CLUSA staff to determine the quantities
of inpqts which the co-op system should farnish
to meet the expectéd aemand; .

more frequent visits of the USAID project
management to the field;

frequent written communications from the CLUSA
team to the Department for Cooperative Develop-
ment, repetitively if necessary, until a reply
is given or acticn taken regarding the point in
question; and

frequent consultations of CCU/CLUSA personnel
with the corresponding MCC functionary regarding

current details of operations.

1.10



IT. FTARM SUPPLY AND TRANSPCRT

2.1 Prolect Induts to CCU: the USAID-financed %Swaziland Co-

oreratives and Marketing Project calls for an input of $2.7
million over the S5-year project life, the majority of which
is stated for the support of the farm supplies distribution
and transportation function. The irnputs 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);

(1i) Participant training;
(i1i) Commodities:
. Vehicles
. Communicaticns
(iv) Warehouse construction and recair; and
(v) CCU budgst suppors.

N

2.2 These inpuis are complemented by an 0T project which
provided T 500,000 in working capital (a long-term, interest-

fres 13an), a Jeneral Manager, 2 S%tz % Ac2ountznt, ani parzi-

cipant treining. ?Professional bacx-up supdport was expected
from the IL2/3IIDA Cooperative Developmeat ZTenter project.

2.3 The project inputs did rot crouceed exactly as programmed
for a varie<y of reaszons, most of wnich unfortunately can only
be termed as "normal" growing pains of starting & new Ddroject

in a developing country.

The Eritish have previded their input and had the Seneral llanager
and Acccuntens in place when the USAID project was authorized on

June 15, 1976 (15 days before +he eand of sha pro'ect's first
£i32al year). The next ceritical roint was %he selec<ion of a

asatractor %o provide the technical assistance s<afs., A contrazs



vas 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/Noveizfr 1678, with two additional

members expected in February 1974.

2.4 The build-up cf American staff ccincided with the degparture
of the British General Manager. Apparently the clash between
+he General Manager and the MCC over his management style was

so severe that it may have been & contributing factor in ODM
reconsidering their support of the project. The operating loan
was agreed upon and would remein, 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 firsz yeari/ entirely, operated at about half level during
-he second year, ané moved into the third at about two-thirds of

Y

the evel planned (six of nine teem members in the field).

Local Ceonztrioution: 1In re.rcsvect, it appears thav local

€
contribution was es<ablished by the prclect design tear &t a low
v

¢
14

obably Jjus: meeting AID's statutory requirements.

s “he leczl 2o0nzribution as ft was
planned, as it is presently being made, and as possible future

contributions.

In looking 2% inputs, it is helpful to view the project in two
parts: (i) the development of CCU as a self-finencing agribusiness
orgenization with its own staff, dbudget, and functions, 2nd

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

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

CCU's existence. AID's and ODM's input have generally been devised

“c nake the CCU as self-sufficient as possible during the project

1/ Zae U/S/ fiscel year (October 1 to September 3.) roughly corresponds
with Swaziland's agricultural cycle (spring planzing through harves:).



period. This includes staff training, operating loans, and even
2udget support. The host country contribution was aimeﬁ:ui
d:zveloping the overall consperative 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
SDEB has greatly exceeded its expected contribution, it does no:

substitute for other host coun:ry supoort to the coonerative

system. 1If anything, it is one of the jJustifications for

increasing support to balance the growth.

press in farm supvlvy to dete: On the whole, “he business
bo! e

a
oa of the CCU input supply function appears to te ze

i
henomenal success, particularly when measured in ternms of

-
1]

a
rowsh of sales (par. 1.i1). The mcre seriou

}-s

s
f <his growth is solid develcpmen< meeting the projact ctlectives,

i.e., 2 self-<inancing organizazion, cavatle 2% loza

'J

serving small farmers.

2.10 Suring 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 orerating procedures.
In addition, .there were several major changes to which the projecs
had to adjust. The departure of the British CCU General Manager
lelt. a zap in 22rsonn.l staffing which had to te ccmpensated for
A team. An order was received from the MCC to transfer

of supvlying the RDA depots and primary sociaty sheds
the IZCU's., This order was unexpectaed and caus2d a
reorizntation ¢f <he distridusion function. CCU s<aff als: nei

e

intizacely involved in the organization and oteration



of a cotton marketing progran which had been threatened with
serious financial losses, if not directly assisted Dy CCU. All of
these factors took their toll on +he bottom line of CCU's balance
sheet, which showed a considerable loss for 1977/78 (Table 5.2).
Nevertheless, the actual supply and distribution of farm inputs

made considerable Frogress OVer the year.

2.11 Total distribution of inputs by CCU in 1978/79 will probably
exceed 1977 levels by about 75 percent. This is significant, as
the original project plan stated a target of only a 200 percent
increase in the supply of flarn inputs over project life. If
1976/77 serves as the project base year, then by the end of 1978/79

there will be & 255% increase in sales (text table, pnr. 1.11).

2,12 There have been other indicators of projress vwhich in the
long run are prcbably as significant as the overall grow<th in

e

[
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sales. CCU rnad grown from negligitle se +0 over & guarter of
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ion erealangeni ($29% +housand) during the tTwc ye2rs imme-
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diatlely proceeding the oroject. This repid expansion ecllowed very
l1itsie

me for planning cf stafl, «vansoor~, and finencial support
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vrad for crderly growtn; ~hus <he tresent prolect Was provosed

rec=ify this problemn. The following measures nave been

(i) use of wooden pellets at warahouses to trevent
zoisture damage of bcitom bags:
(ii) revagging of broken bags oOr spilled fertilizer,
usually accomplisted with the use of a small
standing funnel-type device (at times rebagged
fertilizer is put into 25 kg bags for sale %o
the smallest farmers Or for home vegetable
garden use);

(iii) rlastic covers are used for meterials which must be

*y

stored outside for a time, and a roden: zontrol
crogram ing+ituted in warehouse areas 1tO Prevent

wvaste;









to projsect purpose and to GOS rural develobment goals. Unfortu-
nately, taseline date on input use for Swazi Nation Land is
scanty, but there are surveys to measure growth in output which

may be useful in weasuring progress in this area.

2.17 One of the mos%t visib®le 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 rete of
roughly 50 percert a year., This accounts for possibly 30 to
LO percent of CCU's sales volume. This clearly is in support
of Swaziland's major rural develorment thrust. The "Annual

h
Survey of Swazi Nation Land" Lt/ for 1973/7% and 1975/76 indicates

an increase in fertilizer sales from 3,700 tons (gross fertilizer
weight) in 1673/7L to 4,150 tons in 1975/76. This increase
could be almost totally accounted for by the increased use of
fartilizer on RDA prcject areas (total CCU fertilizer sales to
RDA's in 74/77 are estimated at 1,520 tons).

2,19 For Swaziiand as a whol2, some 20,000 =o 30,009 <oans (gross)
# fertilizer are sold each year. In 1977/78, CCU distributed

o
approxizmasely 4,000 to $,200 tons, and axtects distritutions this

vear mey reach 8,000 to 10,000 tons. This would indicate that

distri-

};

CCV i3 a sucatantial force in the national farz sugrp

"
[ 4

1’ Cen=ral 3tatis=izal Office, “batane.



Projected CCU Growth in Farm Suprlies Sales

2.19 CCU has been distributing farm suvpplies 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 te expected to obtain.

2.2C The main developmental force on Swazi Nation land will
be 5CS progress in promoting the RDA's., RDA project tar-
ge<s provide an indicatior ¢f the expected growth rate,
TPartilizer ani lime are taken ag the basic common denomirnat-

being the items sold in the largest quantity and the ones
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or,
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(17

[N

n cropping patterns. They are also the biggest items in
terms 0f dulx and trnerefore serve azs indicators cf stcrage

PR e -
e - -

]

insgsertT reguirements

s

n
[0S
-—
o]
j oY

U
b
o

n
n>

summarizes the exgected demand for

1

ar bel
- -

24

(2]
fu
(&)
[
[

£
e in existing and prcycsed RDA's, a2t in
k

‘e

lity studies. Average cost was ta

ba.

in their sib

2

W

n
g 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 IBRD study pro-

jected a fairiy evern division of sales value between fertil-

‘o

jaect period. For

(&)

zers and other farm supplies over the pr
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ot

he fusure, the stated CCU otlective is to increase the
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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.'000) (2.'000)

1975/76 141 289 49%
1976/77 276 479 58%
1377/78 42C 973 43%
1978/79 760 1,700 4s5%

2.23 While the above estimates obviously contain a lot
of conjecture, as they compare various ani no% necessarily
compatible sources of data, the fcllowing assumptions can

5e made, heroic as they may seen:

(i) at present about 40 percent of CCU's business
is with the RDA's;

(ii) for practical purposes the growtn in sales o
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 conditions which may or may not occur,



(iii)

thus resulting in some overestimate of the RDA
demand; and

sales to farmers on Individual Title Farms (ITF),
which have grown rapidiy in the péast, will in-
crease more slowly, as less new ITF farmers will
be joining the cooperatives; this assumes that
the Cotton Co-op will stay at approximately the
present volume of operations and that CCU will
adopt the policy (proposed by the present evalu-
ation)of limiting growth in this area in an ef-

fort to consolidate institutional structure.

2,24 The following text table shows that the above assump=
tions imply total CCU sales in 1982/83 of about E 3,800,000,

1332/83

2.25 Conclusions:

PROJECTED TOTAL CCU _SALES

ITF Sales RD2_Sales Total
(£'000) ‘£'00C) (z'co0)

910 760 1,700 (est.)
1,092 1,04C 2,132 {proj.;
1,25¢ 1,500 2,75¢ "
©,22¢8 1,557 2,237 "
1,446 2,370 3,819 "

input sales have increased rapidly from

near-zero in 1973/74 to E $73,000 in 1977/78 and are pro-

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

While

the project is impressive in meeting ij+s stated objective

of increasing the distribution of farm supplies through the

cooperatives, one cannot help but feel somewhal uneasy about

the rapid rate of growth being erperierced.

There

is no guestion that CCU will meet i%s stated physical



project output targets, Far greater concerns are:
(1) whether the CCU in the long run will serve equitably
the needs of small Swazi farmers;
(ii) whether the small-farmer cooperative system {s
growing as fast as the CCU;

(111) 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.

Recommendations?
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 shculd
be increased to 1ts design level,with the view to making the
district-level cocperative sys<tem compatible with the CCU's

abilities tc serve the DCU's arnd primary societies,

2.27 The MCC should give relatively more attention to educa-
tion and to duilding s<rong primary socleties, including =he
recruitment of new members to give local-level cc-ops sufficient
strength to participate in the markect economy. CCDEC should be
adequately funded by the GOS to provide back-up support feor

the cooperative ncvement. 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
strezegy with more specif:c project targetrs fcor each group

of cooperative members.

2.29 0f particular concern is the overall GOCT policy toward
cooperatives. There is discussion as to what 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 or 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 ameng 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 include
the Zollowing:

(i) <he Permanent Secretaries cf !}CC and ¥N0A or zthelir

designees;
(ii) or.e merner frem each cf +the fcur DCU's;
(iii) The CCU General Manager ancd/or chairman of the CCU
management committee;
(iv) The SDSB General Manager, and
(v) possibly representatives of large naticnal cooperatives

such as the cotton and tobacco ¢o0=-0Ops.

Y









The government, through its Ministry of Commerce and Cooperatives

e ]

and such %todiss as the "Inputs and Marketing Board,”" attempts to
provide at least a measure of coordination =2nd understaading about
the functions of marketing in the country, but these do not
oprovide 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, while assistance in marketing of%en lags

behind the more production-oriented projects. Swaziland is

developing an almost alarming disorovortion between the two, Of

course “here have been marketing advisors attached to the Ministry
of Agriculture and the Ministry of Commerce and Cooperatives cr
their related projJec:s such as the RDA's and CODEC; hovwever, there

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

o
fowvaizn assistance funded ornjects.

224 may have teen well

en raised as an issue.
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3.3 In the future, consequences coul? be dire. The 50S, with
I3RD and USAID assistance, is making a massive investment in small
farmer development via the Rural Developmeat Area (RDA) prograam.

This investment, on the order of $25 million, is hizhly sxawed

toward infrastructure develoonent, land izmorovement and increased

nroducztion. The =alements of Zarm input supply, prcduction cradit

arnd market develozment are assumed to ove handled by public, privacte

or cooperative inscitutional frameworxs outside the prcject score.
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away through reliance on private sector intervention and the
effectiveness of the USAID project.i/ The title of the USAiD
"Cocperatives and Marketing Troject" may be misleading, as it
implies a special emphasis on marketing, whereas in reality the
project provides only limited assistance in marketing as one of
severel iInputs considered necessary to strengthen the small-farmer

cooperative structure,

Cooverative Markeiing

.9 Present cooperative marketing activities: it is extremely
£ficult to characterize the role that cooperatives play in the
arketing of agricultural crops. They run the gamut of organi:za-
al styles and operational methods. The Swaziland Tobacco
ive, 2 rather staid organization, was the first cooperative
in Swaziland. It has few active members but buys all the tobacco
d in <he country (about 6-7 times as much comes from small

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

t

nding Scuth Africaen <iz2s. There has been re.esetively litile

a €
the zotal cctton produced in the count

oreration. There exist cooperetives on

influence in the overall coorerative moveueut.

1/ "Virtually all incremental project »roduction would bde
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 recenzly approved USAID Cooperative
Markesing Project.” This 15 vir+ually the entire discussion
on =arkesing links in the I32D "Swaziland Rural DJevelopment

Troject Appraisal Repor:," January 12, 1977.

<




3.10 The %ypicel farmer views the role which cooperatives should
play very simply as someone who should pick up and transport his
gsmall lot ¢ maize, vegetatles or even cotton and tobacco 1in

areas distant from the zmajor buying depots, and pay nim for this
small lot on the spot. This request is pass2d 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.
Collec+ion points, storage and transport have heen 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.

Marketing Activities o0f tahe USAID Project

3.1. D2Project structure: +the AID project paper combined all the
werk. For specific discussion

prolect inputs into & single fran
o

e
and evaluaticn it is helpful to abstracst out those projlect items

waish direczly relate to “th2 markez Tunc=ion.

0
0
ot

3.12 Direc< Innuts/Zusztuts =2 =ha AID Tro

(i) Taputs
- Cne crop marketing specialist and an undefined
share cf consulsz2a=s, sreining, wvenicles, equip-
ment, losal cons<ruction and 327,000 in unspezified

processing =gquicment.
(i1) Qusvouts
- Market outlets in Swaziland aad/or 3SA for both
perishable and nca-perishable crogs developed.
= A market info system for 7To-0p members,
- Quality control and grading standards developed

as neaded,.

- At least half (22) of tae nulti-purpcse Friaary
Societies offer mar%eting servize,
(144) =nd =% Protec< S4a<us

Volume of farm zroduce marketed <arough 223-0°F
n

¢haanels is a zrowing percentage 37 “o%el smell
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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 0ODM's
£500,000 loan for working capital support, and the PP re-
cognized an input from SPCSB. 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-
2l 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

by small farmers.l/ Not so clearly stated is the Project
Paper's recommendation of degree of project/CCU involvenment
in credit activities.g/ The end result was that no scecial

oroject inputs were provided fcr managemernt of a maior

credit activity, particularly small-farmers credit,.

: ) . e ;
Tiasion: it now agoTearcs that CCU's cradis

[¥]

activizy outsirips ail its other aciivities in I-cortance,

i/ The fact that over 75 percent of the inputs sales by
cooperatives were for cash, particularly in zhe RDA
areas where input usage is the heaviest, provided some
evidence that creditwas perhaps not a very binding con-
straint.

Source: Project Paper, Annex X p.2.

2/ "However, for reasons of staff znd experience, the co-
cperative systen iz net preparad t3 fully aszsume the
responsibility for all agricultural credit at tais time,
But it will be necessary for the cooperative staff to
“ork very closely with SDSB staff in developing satis-
factory credit arrangements and making certain adaquace
anmount of cradic is available", Source: Projsct Pajer,
. 21,
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quasi-development bank for cooperatives. In effect, that
is its function now as dictated by GOS policy. A4t the

end of November 1978 ,according to SDSB records, CCU was
obligated to the barnk for almost £ 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 barnk directly and more exredi<ioucsly, 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

ur

otrer membter zo-0ps. These loans to the ccoperative: with-

in the CCU system allows them to make inputs availatle to

~hnasw f:»—-nv- - awmanenns sY. ~ra - - F-<V1a C::.:;»v“- -z v Aaw s~ s e
...... 22727 o2l : ST e e e s2 s> T PR b .
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CCU. This production credit would show up as part of

CCU's large working capical requirement. A rigorous survey
of all institutions involved in farmer credit was not made
during the present evaluaticn, but it is clear that CCU
is a major source of all farmer production credit and may
be the most important source of small farmer credit, The
stated reason of CC!' for assuming this role is that it is
necessary fcr 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 suppoert. There is no credit advisor or
trained field-level credit supervisors or managers. There
was very lictle time to assess the farmer's ability to use
credit productiveiy or his propensity for repayment. There
exists no baseline for studias, 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 8DSB for small farmer credit had to be de-

+

~

¢bligated 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 cocvton pro-=-
duction loan of E 6C0,C00 went to 127 ccoperative mambers
(including two Primary Societies which are members -- these
contain 235 additional growers); many of these growers

ed
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tnat these loans create the volume of business nece ry
to maxe CCU viable and thus serve the entire cooperative

moevement needs 0 be correleted witih the degre=2 of risk to

b
i

wnich CC7 1s exsces

4.3 CCU has recently developed certain policies or cri-
teria for credit maragement 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 sarvice charge or
interast can (or snould) CCU cnarge on pass-through loans:
what services, supervision and conctrol should CCU apply to
cocperative mam>ars Wwith ragar? to prcduczion credis; 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 te

essential to farmer development and therefore 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 policv. Outside consultant help to CCU specifically

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

(9]
b ]
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ar, The scope of work for such an aralysis might in-

clucde the follnwing:

(i) assess the amount and source of agricultural
credit nistorically and currently available to
small farmers from SDSB p:.ograms, commercial
banks, co-ops, and suppliers and marketing firms;

i
dezerrine [through field survey if necessary)
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if there is an unfulfilled demand for small-
farmer credit, and tc vhat extent;
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the country and discuss their suitability.
This should take in acccunt tne Swazi land
tenure situation and its social/economic de-
pendence orn livestock; and '
(v) as a resul:t of the above,propose norms for small=

farmer lending programs including expected
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demand for cradit, appropriate interast raczes,
amount of supervision required and bad dubt

gi=iations.




4.10 In the meantime, CCU should look within its own
organization to determine whether the existing size or
projected future growth of loan activity is really neces-
sary or appropriate. This examination should start out
from the consideration that interst or service charges on
CCU loans are low compared with the degree of risk in-
volved, and that CCU has not yet been able to obtain a
sufficient margin on sales <o provide a rrofitable return
to the organization. 1In addition, CCU should determine
the benefits to the cooperative system of providing credit
to both large and small farmers,k as presently is the case,
particularly where CCU substisute for loans which could
be obtained by the larger farmers or the better-capitalized

cooperatives from more commercial institutional sources,



V. FINANCIAL ASPECTS

Sunnaryvy and Analvsis of the CCU Balance Sheet

This is a summary and analysis of the CCU balance
sheet at the end of the fiscal year ending May 31, 1978B.
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.
temized increases occurred in office equipment E 4,545,
depo+ equipment E 29, motor vehicles E 54,118, office
fu “ure E 1,622 and prefabricated buildings E 6,4889.

Current assets increased by E 1,132,672, ©Stock is
valued at purchase price including transportation less
trade discount. Damaged stock of E 1,836 was estimated
as having a realizable value of SO percent of the cost
price with reprocessing, rebagging, and weight loss
allowances. Total stocks declined (E 70,566) in 1978.

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

a CCU markup cf about 3.5 percent. This unrealized pgro-
fit amounting to E 2,560 was <liminated. The livestock
item represents the cattle scld. Since no cattle were

so.d in 1078 ihis item derlined (E 3,510).

Short-term loans increased from 1977 to 1978 by
E 1,019,827. Pepayment terms are based on an agreement
between the CCU and the SDSB, 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

\f'\



Swaziland Cotton Cooperative. This loan is repayable over

a three-year period.

The 1978 cotton credit loan and the 1978 cotton in-
surance 10an, 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' 1ine item in current assets {ncreased
from 1977 to 1978 as follows:
Consumer Societies 5,504
Affiliated societies 167,712
pPrimary Societies 69,634
Sundry Debtors 28,213

All of the following current assets deczlined from
1977 to 1978:
Marketing Operations (E 6,911)
Bank balances (E77,237)
Cash (E 23)

The marketing operations icem of £ 70,040 for 1978
ropresents the outstanding pa.ance on the 1976-77 cotton

marketing operations owed by Swaziland Cotona Cotton

Ginning Co- Led.

Current liabilities increased from 1977 to 1978 by

E l.126.412. . The following llne items contributed to thi’
increase:
Creditors: Suppliers g 64,872
sundry creditcors £ 37,815



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 !o2an, 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

All of the following current asse*e declinad from
1977 to 1978:
Marketing Operations (E 6,911)
Bank balances (£E77,237)
Cash (E 23)

The marketing operations item of £ 70,040 for 1978
represents the outstanding balance on the 1376-77 cotton
marketing operations owed by Swaziland Cotona Cotton

Ginning Co. Ltd.

Current liabilities increased from 1977 to 1978 by

E 1,126,412, The following line items contributed to this
irncraase:
Creditors: Suppliers E 64,872

Sundry creditors 37,8198





http:Cooperatives.tw




DEFICIT ACCOUNT (Cont'd)

ADD:
Lifferences in opening balances of
affiliated Societies written off:

ADD:

Deficit for the year ended May 31, 1978

Balance of accumulated Deficit Account
in Head Office Books at 31.5.1978

294

68,819

90,1685

The long-term loan of ES00,000 i{s an interes<%~-free loan

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

of Firance and Economic Planning under the auspices of the

United Kingdom and Swaziland Government.

The balancs sheet reveals that CCU is:

({) wundercapitalized:

(i) dependent on grants and loans for operating and

investment capital;

aarn a net profics,

L44) ip a very tight financ:ral posit

icn; and

iv) accuriulating a deficit because it is unable to

Sales, Profits and Losscs Financial Statenents

The increase in CCU sales volune has
from about £ 35,000 in 1974/75 (par.l.1l1)
1976/77 and to E 973,257 in 1977/78, i.e.
percent during the last fiascal year. The
for “he year anding May 3., 1978 (Table 5.

1FT7E/7T? aale3 volume of about £ 1,429,928,

been dramatic:

to E 478,532 in

an incr.ase of 103
pro forma budget
2) shows a planned

i.ey,2n fnsrease

of 47 percent over 1977/78., However, contrac<ts aigned and

sa.os made during the period June-liovember 1978 suggest that

R



the sales volume for the financial year 1978/79 may be in the
victnity 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
prcjected increase in expenses for 1979 is modest compared
to the prcjected growth in the anticipated demand for services,
sales and credit. There is no visible source of obtazining suf-
ficient firnancial 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 proporticn of its working capitai 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 US87,899 is projected <or the current fiscal

year for T 1,403,928 or US31,£44,385 wertn of sales, i.2.0.5%.

It is recommended *hat 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 cos:t of operations. All credit services must pay thelr



full share of interest plus the cost of loan management.

A future time frame of one year is too short for plan-
niug the financial requirements of a business as important
as CCU. It would provide more vicsion 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-

iance 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
nas been an inadequate credit policy. This constraint is
in the process of being removed as the MCC, CCU, DCU's and
Primary Societies have recentiy agreed on a common policy,
and now all the parzies :ccncernad can acve ferward so i:s

implementation.

The long-term vianility of the cooperative prolect
may be improved by a multi-annual project budget. A five-
year project budgat :zould be submitted with the fiscal year
oudget and coordinated with the next fiscal year submis-
sion of the operating and capital budget for CCU. A multi-
annual rplanning horizon would highlight the areas of agree-
ment in cooperative devclopmeﬁt and prioritieﬁ prcfarred.
in achieving them between the Commissionar of Cooperative

Development and <the 'cting General Manager of the CCU,






Vi MANPOWER ASPECTS

Amount of Training Necessary for Cnoperative Development

£.1 The training necessary for successful functioning of
the cooperative system in Swaziland may be classified in
five levels:

(1) farmer training,

(1i) ¢training of co-op committee members,

(iii) training of secretary-managers for primary

socleties,
(iv) training of depot managers,

() training of %op CCU and DCU management.

£.2 Farmer <raining: farmers need %o be contacted in

order to persuade them to join cooperatives, explain to then
che co-op functioning and clarify their rignh:s and duties

as co-op members. This %ype of training snould be performed
in the vi..ages by DCU and MCC district-level staff during

meetings, several times per year.

: <he nmaragement

2.3 Training 2f co-0p ccommitiwee mambers

f =he prinmarvy socle%ties nead tTratning tn (1
~~-0p Laws and regulaticns, (i1} procedures c! nciding
meetings, and most imporctantly ({ii) elenmentary acccunting
{for ernabling them to keep the bocks of soclewies which do
not have a secretary-managcer, or %o substituze for the latter
{n case cf need). This training can best be done (n 3 or
4 five-day ccurseas conducted az CODEC (Cooperative Develop-
ment Center) over a year (during the agricultura. siack

teasons, ,"olioved by parindi: refreaher ourses,



6.4 Secretary-managers serve as storekeepers in farm

supply sheds or consumer shops of primary societies and
RDA farm service centers. To fulfill this function they
need training in elementary record-keeping imaintsnance
of cash books‘and individual ledgers) and knowledge of
co-op law, and regulations (to participate usefully in
co-op meetings). Accounts clerks, even if they possess a
background in bookkeeping, need similar treining to
familiarize them with the co-op system. Such training

i{s offered by CODEC through a four-week induction course,
followed by a period of attachment to a working secretary-
manager and a ten-week training ccurse. Moreover, much
of the secretary-manager's <raining is done on the job

<hrough inspection and audit by DCU and MCC officers.

6.5 Middle management: depot managers at the RDA farm

service centers and other depots whi.l asandle larger
volumes and engage in redistribution <o primary societies
need deeper knowledge of management and accounting, as
well as familiarity with the dilferent brancaes of co=-op
operaticn (input supply, markezing, consumer supplies and
crecdiz). Osucn zraining ts cffered by ZODEC through a *Two-
yesar ccurse .n wnich the srainees alternate 2-3 months

¢f studies with 2-3 months cof practice in a cooperative

society in one of the above branches,

6.6 Top managenment: in the CCU, top management will con=-

sist of the General Manager and the heads of the inputs,
marketing, credit accounting and possibly the consumer
good branches, as well as ({n the future) their deputies

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

belong to the tcp management echelon. These persons will



need, first of all, a dynamic entrepeneurial personality.
They will also need a knowledge of agribusiness, account-
ing, personnel management, and cooperative organizati n.
This training could be adequately imparted by sendiny -an-
didates possessing the necessary personal qualifications
(preferably after secretary-manager training and some ex-
nerience 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

¢c-cp accounting and auditing, in order to ({) strengthen
the MCC co-op auditing function, (i{i) 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

5.7 Number of trained personnel: Table 6.1 shows that the

existing zop management s:taff of the CCU consists 28 2
Dezu%y Generai Manager De2signatz, 1 Inpuc Sugply
Designate, and 1 Financial Manager Designate (in training In
she U.%4., 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 Xenya until April 1979). The
above persons hold a Kenya or !'I.K. Certilicate of Cooper-
a=ive 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-

sigts of 34 s:creary-managers, 4hc  work at th~ depots

or a% the primary societies. Fig. 6.1 shows the organiza-



tional relations of the qualified personnel in the CCU/DCU/
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 expecred to enter this post in

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

Dist:ict Managers.

€.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. (Consequentliy, eXx-
patriate presence is at present indispensabtie To the

Lons., S-af?d

‘3
4]
ot

funczicning and expansion 9 c¢c-c¢

a

O
T3

o}
motivation is uneven, with some enp.cy § nore ccnscien-

e

3]

‘-
(o)
<
o

cious than others. There is a general deficiancy in account-

ing and record-keeping skills and in abilizy to arnalyze 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 qualifizd zarscnnel in the Departmant of Cocperative
Development. The most serious staff shortage is probably

at CODEC (par 5.36 ), which does no% have enough Swazi per-
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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 E1.7 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 ES mill. in
inputs and an equal amount in marketing credit. Further-
more, it i3 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

suiidly basad growth.

6.15 Demand for top managemen*t 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

<op managers required by 1983 in each organization are:
(L) CCU: general manager & deputy, farm supply

manager & dep'tty, markectcing manager, credit

manager, deputy flnancial! manager --—-=---- 7
(i1) DCU's: district MANAgers =ew-eecmcemcrccae- 4
(144) MCC : auditors -——ecccccccmccccr e e 3
Total, positions requiring top management 14
training
6.16 Demand for middle managers: Table 6.1 also shows that

by 1982, about 28 middle managers (certificate level) will
be rejuired to man the 18 RDA depots, 6 other dapcts and 4
Deputy District Manager positions. Several more middle

managers will be required by the larger primary societies.

\r
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6.10

§.22 Selection and quality of trainees: the CCD, who must

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

£o 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 itncentives, and {ii) assuring a more common
point of view and loyalty to the co-op movement among the

*rain=2es, On the other hand, it is not certain that a

guff.~isn> number of existing employees, even after r.,aining

3]

abroad, will be up %o the task of managing in 1983 an E10-

millicn=a=vear CO=-0p SY3L2m. In parcicular, 1% i< not yet

proven that any of the available candidates {s potentially
of General Manager caliber. Thuc there may exist some con-
71iecv Setwmen the policy of inmnacse promotion and the ob=-

jective of localizing top managerent posts by 1983}

“his cbimcmive might be nmore ccmpletely achieved L(f more
qualified ouuside candidazes, altar passing the sSegrezary-

LI

“raining, would %o asconted o training abroad.

-~

—anag:r
Such outosde candicdates may be sint in 1080 or 1381 as
the

regserye *raineeg (Filg, 6.4), %0 asgure availability

3¢ a gualified manager LI the firat-choilcn tn-house can-
didate does not terminate his studlies or resigrns. An
attempt should be made to win capable Swaz! junior executives

of agribusinesa firms to top co-op manageaent posts.

6.2 Scheduling of %r=aining: the mon% approprtate trainin
r ‘ g

schedule would be to send the Irainees initially for one
academic year (9 montha) of training, followad by three

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

., \\_

S ow———
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The trainees would then return to Swaziland to serve one

vear 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 whno 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.
Flg. 6.4 shows that some of the trainirng, 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 USP 208,000 included for par-
ticipan: training in the project budget shculd cover most

or all of the costs implied by this training schedule.

oling of trainees: 1% is5 strc..giy reccmmended not

[¢ 1Y
n
£ -
v
[o]

each

ocoslition ¢

Q

18
]
(2]
-
vy
¢~
O

b}
1
-

2 designace in adwvance a s
i

nea sent abroad, but tc incur an ooligation tc employ

“ne trainees upon their return in top CCU/DCU posts with-
cut specifying the post,. in this way (i) it will ke
possible to assign each graduate to the post which best
fits his/her talents and the current needs of the organiza-
tion, and (i4i) the trainees w!ll gain motivation to excel

in their studies and wor' for obtaining the moat desirabdle

posts,

5.25 Obligatiorn of trainees: csrainees sent abroad should

undertake a contractual obligation wi<h their inssizuticn



to serve it upen 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
(I11.) 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 cocmmon 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
sab%aticals to Swaziland, arranging research projects on

topics relevant to the Swazl ccoperative movenment, etc.

6.27 The above assumed that top managemen® training will
be performed in the U.S. However, agribusiness training
{;, an English-speaking 2frican czun=ry sncu.d be considered,

if the quality of such training is adequacze.

€.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 expatriace couhterpﬂrt. Tho;e

gubstitutes, Lf they perform satisfactorily, could later be
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and account clerks available at present and the 90 such
persons who would be required i{n 1983 (Table 6.1) it

would be necessary to graduate from CODEC 20 to 23 sgsecre-~

tary-managers annually.

6.33 Facilities for %training: the CODEC (Cooperative
°4

Development Centre) performs at present all the organized
in-country training for co-op employees and committee
members. The COCEC 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. 1976, 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 6C persons. Considering
the need to feed about 10 employees and 23 trainees of the
nearby crafts school, maximum participant dining capacity
i3 only about 27 persons, which poses a constraint on

CODEC capacity.

.34 The original mission of CODEC was co aid develcpment

O»

f ~re Swaziland Co-cp ncvement zcin bty sralairg and .u

the field. CODEC has four branches:

(&)

(1) account & audit, which zrains CCU and MCC staff
in bookkamaeping, accounting, commercial and
managerial skills;

(£4) education & training, which includes printed
end radio co-op publiclty;

(444) credit & marketing, and

(iv)"conﬁumcr branch, wnalch 'seta up co=-0op consuner

shops and %ralns shop assistants.



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 $O0DEC 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 Swazlis 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) 1 may arrive
Credit & marketing ilone (in training Hone (1 expected ir
till June '79) Feb, '79)
Consumer supplies HNone (in training 1 technical adviser
till '4dl)
Total at present 2 2
Total expected, 3 3;4
mid-'79

6..6 The -able shows that CODEC is seriously understaffed.

The most presasing need is for two Swazi instructors Iip



accounting and auditing. At present CODEC responds to
the s+taff 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 1is underutilized. In the first 9 months of 1978

the facilities were used for only 33% of %heir theoretical
capacity (taken as 40 trainees for 5 days per week). More
over, 2/3 of the trainee-days corresponded to 362 non-
coop personnel (bank officers, internaticnal conferences,
atc.) and only 1/3 benefi+ted co-op persons. Seven
courses of 2 “o 15 days each were given to 141 co-op
persons (new employees, depot managers, committe members,
etc.). Since Oct. '78 the facilities are usilized mostly
for the two-year training of 15 co-op middle managers

(par. 6.31 ).

€.23 Demands cn CODEC: to fully provide the in-country

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

annually the following number of persons:

Tyve of =raining Yeeks/vzar Zo. of trainees
Middle management 26 15 (ian 1977) or
30 (in 1Y80)
Secretary-manager-Level I 10 25
Secretary-manager-Level II 10 15

Secretary-manager --

refresher course (1

waek/year) 1 40
Inductian 4 . .40
Co=up crommlittenn 4 40

Co-op comistees -- refresher

course (. week/year each) ] 40



6.13

6.39 The training demands of the co-op system would thus
be 1350 trainee-weeks (in 1979) or 1740 trainee-weeks

(in 1980), if.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-o0D

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

training. By 1980 additional training facilities would
be needed. This need might best be met by reserving CODEC

to the training and refresher courses of depot managers

and secretary-managers, shifting the training of committee

mambers %o the districts (possibly utilizing some MCC

Assistant Cooperative Officers as instructors). Moreover,

the above training demands considerably exceed present

CODEC training targets. Tc meet demands, the CODEC staff

will have to concentrate almost exclusively on training,

leaving most field funcuiions to the CCU staff. In par-

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

annually should not be neglected.

6.4L2 CODEC expansion: the training of 40 cc-op officiails
or memters a%< a =ime wculd necessizavte (i) a2xpansiern of
dining facilities by about 20 places, or {(iLl) consctruction

of separate dining facilities for the crafctc school, or
(114{) institution of double-shift dining. These alter-

natives should be considered by the CODEC expansion study

expected in 1°79. At the same time, the Swazi CODE"
instruction ataff ashould grow to six peraons.
£,L) CLUSA/CODEC ta%eracttion: for the long-range succesnsg

of the CCUY/U3AID projsct, the adequate training of su-
ficien~ nunpoers of Swaz!{ midd.e managers and secretary-

managars .5 likely to be more important than the nore






.

(L1) training: assuring the timely gselection by the
competent authorities of qualified candidates
for overseas training, processing of thelr
applications, rollow-up of their studles a-
broad, and making preparations for their return;
coordinating the placement of CODEC two-year
students in appropriate positions during their

work practice perfods; 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 accomplishad,utilizing

the appropriate agencies.

6.43 Assuming the presence® at CCU of a U.K. chartered ac-
countant for 2Y% years starting in early 1979, as currently
planned, the nine-man U.S. team outlined above would be
sufficien: for providing the =echnical assistance needs

until end of project (assumed to inciude 7Y 81).

6.44 Thesec ten expatriates are tne minimum necessary To
keep the co-op 3system going during the project period, In
additior, 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 gon-the-job train-

ing L. maintaining the co-op accounts,

6.45 Tne pcast-pr:ject period: tne ZOPS of the original

project (Annex A, Output l.a) called for traine! Swacs!

in the posts of CCU Deputy Manager, Marketing Manager and

-



6.21

Input Supply/Transgort Manager. The training plan proposed
in the present evaluation calls for all top management
posts %to be occupied by Swazis. However, it is considered
that one or two expatriates would still be necessary for
2-3 years after end of project to help consolidate the
rapid expansion which is expected to occur in the ccu/pcu
system. After project terminatlon, however, the ex-

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

capacity: one adviser to the General Manager and (possibly)
one adviser to the Farm Supply Manager (Fig. 6.3, The

date by which the CCU svystem could functioi without anyv _cX=

na*ria*te assistance will depend largely on_the enftrepre-=

neurial ocualities and business_acumen of “he Swazil in-

dividual selected as CCU General Manager.

Conclusions and Recommendations of the manpower analysis

are contained in the following Sections VII and VIII

respectively.
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more than anything else on the entrepreneurial qualities of the

candidates selected for top management training.

7.1 Middle and basic-level co-op training taxes place at the
CODEZC. The CODEC has good facilities, but is under-staffed and

under utilized, serving mostly non-co-op functions.





















CODEC graduates will obtain a training appropriate
to CCU/DCY needs, CLUSA team members stationed in
fanzini should updertake part-time instruction,

articularly in the agriculturally slick season.
g Y
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TABLE 5.3:

1978/79 SALES & GROSS MARGIN ESTIMATES FOR

FARM SUPPLIES

Items Projection Gross " Percentage
1978/79 Margin
Emalangeni Emalangeni
Fertilizer 912,428 36,592 4%
Maize Secd 105,000 5,250 5%
Veg. Seed 21,000 1,050 5%
Other Sceds 54,000 2,700 5%
Chemical 250,000 7,500 3%
Vet. Products 27,500 1,375 5%
Yeed 60,000 600 1%
Total, E F1,429,9’8 E 55,067 3.85%
Total, USY $1,644,33% 3 63,327 3.85%



TABLE 6.1: EXISTING AiD REQUIRED SKILLED SWazI CC-0P PERSONNEL

Available Necessary
1978 1983
Top Yanagement (2-year college degree)
CCuU
General manager - 1
Deputy general manager 1 a/ 1
a/ b/
Farm supply manager 1 = 2
Marketing manager - 1
Crredit manager - 1
Financial manager 1 a/ 2 b/
DCU
. . a/
District -managers 3= 4
MCC R
Auditors e - 3
Total, top management personnel 6 15

“iddle Management (CODEC 2-year certificate)

o
(2]

U

Jepucy districs managers - 4

RDA's

Depot managers - 18

Other Depots

Depot Managers - 6
Total, middle managers - 28

a/ Designate
b/ 1 manager + 1 deputy



TA3LEZ 6.1: EXISTING AND REQUIRED SKILLED SWAZI_ CO-OP PERSONNEL (CoNT'D)

Avallable 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
DCU -- accountants - 4
CCU -~ bookkeepers 2
CCU -- accounts clerks 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. 278
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FIG. & (1 SETLLED FERIOHAEL 1 TIHE CC/bel SYSTFM, DEC. 1978
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F1G. §.23 SKILLED PERSONNEL 10 THE_MCC_DEPANTMEMT FON_COOFERATIVE DEVELOPMENT, DEC. 1978
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¢_UIN THAINING UNTIL *B1)|ADVISER 1 ACO §n In Kenya <ertificate tralnlng until April *79.,
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SCHEM..TIC THAINING SCHELELE FOR TOI MANAGEMENT STAVFK

EE!
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Credit manager
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Prograa or
Scctor Goal

To aove the
emall Swazli
forner from
subsistence
into semi-
commerclal
agricultural
activities.

ANNEX A: LOGICAL UUAMEWORK OF

ORTIGINAL

PROJECT

Measurces of Goal
Achicevement

Increuse in marketed production
by small Swazi farmers.

the farm income of
farmers.

Increase in
small Swazi

Increase in
uge.

farm input and credit

Means of
Verification

Sample census
of agriculture.

Records of
Swazi HMilling
Company, the
CCU and other
marketing
outlets.

Data under the

RDAP and this
project

SDSB records.

1.

Assumptions

Swazi farmcr
will respond
to econumic
incentives.

Use of co-
operative
services will
increase farm
income.

GOS policies
will encourage
movement out
of subsistence
agriculture.



Project Purpose

To assist in develop- l.
ing a viable, producer-
oriented cooperative
structure providing
production-related

inputs and marketing
services to the rural
sector. 2.

End of Project Status

Means of

Verification

GOS and donors have developed 1.
a working cooperative structure.

Yolume of inputs channelled 2.
through the cocperative net-

work is at least 200 percent

higher than 1976 levels.

Volume of farm produce marketed
through cooperative channels is
a growing percentage of total
small Swazl Farmer marketing of
the crops being handled by the
cooperative system.

NCC and CCU 1.
records, pro-
ject evalu-
ation.

CCU and 2.
primary
society
records.

Aggﬂngtions

Cooperative
movement
continues to
receive GOS
and donor
support.

Agricultural
input prices
remain at
reasonable
levels.

Traditional
markets re-
main open

and new
markets can
br: developed
for Swaziland
agricultural
produce.






3b.

3c.

4a.

4b.

Magnitude of Outputs (cont'dj)

Manual of operating procedures
developed for CCU,

Standardized warehouse stock
control system in use.

Agricultural inpct ordering and
delivery in use.

Trained Swari managers at 16
Fare Service Centers.

Trained secretary-managers at 90
percent (estimated to be 39) or
more of the active multi-purpose
primary socicties.

One warchouse and three fertilizer
shoeds constructed.

Five warehouses renovated and
extended.

CCU has available operating
capital of at least g800,000.

n'v
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Prujecl Taputs

USATID

A.

Technical Assistance

(1) CClU Deputy Director

(ii) Crop Marketing Specialist

(iii)_, Input/Transportation
Specialist

(iv) Six Depot Managemenl Staff

{v) Consultants

Participant Training

(1) Degree
(11) Non-Degree

Commodities

(i) Vehicles

(ii1) ° Communications Systcm

(ii1) Miscellaneous Equipment

Local Costs

(i) Staff Housing (9)

(i1i) varchouse Cunstruction (1)

(iii) Warchousc Henovation (5)

(iv) Fertilizer Shed
Construction (3)

(v) CCU Budget Support

luplementatiaon
Target

Total of 424 staff-
months at a coat of
€1,821,000.

Total of 26 staff-
yecars at a cost of
g208,000.

Total of g127,000

Total of $305,000
for construction/
renovation and
$120,000 for local
budget support.

Means of
Verification

AID reports.

AID reports.

AID reports.

AID reports.

Assumpt ions

Suitable personnel
of the proper
skillse cun be
located in the
given time frame.

Suitable staff
for training can
be located.

AID management
is adequate.

Sy



Implementation
Project Inputs Tarpels

Means of
Verification Assumptlionsg

SWAZILAND

A. Ministry of Commerce and Cooperatives

(i) Recurrent budget (37% of $225,000
Cooperative Divicion Budgel)

B. Ministry of Agriculture

(i) Facilities (Warehouses and 150,000
Fertilizer Sheds)

C. Centrul Cooperative Union

(1) Facilities (Warehousc) 20,000
{11) Operating Costs (Roughly 60%
of e¢xpected CCU income) 230,000

D. Swactiland Development and Soavings Bank

(i) Opvrating Capital Loun 250,000

E. Priaary Socliecties

(i) Facilities (Small Warchousces) 50,000
{(i1) Operating Costs 25,000

Swaziland inputs wil
be made available on

schedule. i

MCC, CCL and
primary soclety
records.









1. Staffecd and rquipped CLU.

Pruject Uutputs

2., Staflfcd and equipped

pCcuts and Frimaries.

Established budgetary
and accounting systems
for CCU and active
arnl:ers.

Agrlcultural inputs of
kl'Ats and outher co-ops
supplied as demanded.

Madeting anid credit
avilstaence provided.

ANNEX Nt

LUGICAL _FRAREWUKE OF RPILANNED PEOJIFCT {conrrv)

2.4

3.

tty emd of FY Ri:
Forcigu-trained Swaris 1ill
all CCU top managewent fo-
sitions.

Transportation fleet of 12
vihicles adequately main-
taaned,

Kadio links of CCH to all
depots operating.

CObEE Certificate holders
ar upgraded (Level 11) se-
vretary-managers direct
a1l depots and fill bCu
Deputly Manager prosts.

ceee secretary-manayers
caployed in depots and
Primary Socicties, or as
ceu/uicy bookkeepers.,

ceu, 1eu's and lrimaries
teep up-to-date books and
produce monthly trial
Lalances.,

CCH/bEY system delivers

the inputs demanded by

RDA depls and olher co-op3a,
projiected at E 30130 milljion
in loB1/82,

vese Primary Co-upi es-
tablich markeling programs
assisted by CCU.

ccu, becuv and pri-

mary records.

cCu, bCU and

Primary recports.

Un-site
tion.

inapec-

1.

Assuaptions

Co-opr movemeat con-
tinurs to receive
CO0S ond dounor
support.

CCU will bhe able
to attract adequate

"finoancliug for its

activities.

Other donor assist-
ance Lo thc co-op
movewment will con-
tinue.

Salaries in the
co-ap system will
be adequate to
hire and Feep com-
petent personncl,

Co-ops can achieve
sufficient profit

margins for loss-

free opcrations.

o
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6.

ANNEX Di:

LOGICAL FRAMEVOCKEY OF REFLAHNED FKOJECT (conrtp)

rroject Outputs (cont')

Approved J-year plan of
warchouses/transport ox-
powusion and financial
plan, including a program
for Jdebt service and

for replaccment of equip-
ment.

CY and LCU show loss-
free operation.

I'raject Inpuls

Essentially equivaleut to

Sh.

Hagquitude of Uutpuls Heans of Verification

ee.o'rimary Co-ops obtain
development  loans with
Cel planning and super-
vision.

Ilan prepared and approved
by directors and HOU one
year bhefore end of pro-
fect,

Positive balances on CCU
and DCU balance:s on

current account (includ-

ing cquipment depreciation).

tho-e scontained in original <rign.

Assumplions

%€



INTERVIEWS AND ITINERARY OF COOP

Annex C

ERATIVES EVALUATION TEAM

IN SWAZILAND NOVEMBER 13-30, 1978
Date Agency Location Facility Personnel
November 1978
Monday 13 USAID Mbabane South Afr. Willie Cook
Office Ted Morse & Staff
Tuesday 14 Ministry of Mbabane MCC Bldg. M. Dlamini
- Commerce and P.Sec. N. Ntiwane
Cooperatives Comm. Amos Kunene
Dep. Comm. Jack L. Mbingo
CODEC Ezulwini Education John Roland
Cooperative Headgquarters J. Dlamini
Development
Center
Central Manzini Headquarters L. Townsend, Act. G.:
Cooperative of CCU E. Dlamini, Deputy
Union Gernie Runnebaum
Wednesday Rural Devel- Mbabane Off. Patrick Lakhele
15 opment Area
British High Mbabane Off. Petar Morris
Commission :
USAID-with Mbabane Off. Willie Cook, Ag. OfZ
Agricultural
/ Officer
Swaziland MCC MCC Bldg. Amos Kunene
Swaziland Mbabane M.K. Mathews,
Development & Gen. Manager
Saving Bank
Thursday 16 CCu Manzini Headgquarters L. Townsend
Offices B. Runnebaum
and R. Forbes & Staff
Warehouse Joshua Mkhonza
Friday 17 CCu Manzini Joseph Mndzebele
Manzini Coop. 0. Williams
District Union
Zombodge Zoo0D. M. Mtetwa
District Union
Zombodge RDA C. Mntshali
A. Dlamini
Saturday 18 USAID Mbabane So. Afr. Hdg. W. Cook

Presented and reviewed a vlan of work with detailed
questions in outline form for evaluation team.



Date

-2-

November 1978

Monday 20

Tuesday 21

Wednesday
22

Thursday
23

Friday 24

Saturday 25

Monday 27

Agency Location Facility

CCu Manzini
Lubombo Siteki District Off
District Siteki Depot
Swaziland Big Bend
Cotton Riverbank
Cooperative Estate

Nhlangano District, Nhlangano

Shiselweni District, Nhlangano
Natsanjeni farm Cooperative Supply Depot
Mahlalini Consumers Cooperative

Southern District RDA

Primary Society & Devot

Tobacco Marketing Cooperative Nhlangano
Yukuzimele Consumer Store

Mahlangatsha Farmers Cooperative Society
Sitlolo Consumers Shop
Adam RDA

HHOHHO District Pigs Peak
Cooperative Union
Rockland Consumer Cooverative

Store Pigs Peak
Ntonjeni Farm Coop. Supply Depot
Ntonjeni RDA
Motshane HDCU

USAID Mbabane
Reported on Progress to date and

Plans for meeting report requirements,

Evaluation content, constraints, issues
CODEC Ezulwini Educational
Training
Center

CCU Arca Manager for HHOHHO District

visited Holiday Inn. for conferences

with team members in Evening from 7-10PM
SDSB Mbabane Swaziland

Development &

Savings Bank

Personnel

Offices & Depot L. Townsend

A.M. Dlamini
Cooperative Officer
Secretary~-Manager

K. Fresen, Gen. Mgr.

Brian Stein,

Chairman of Cotton
Committee

Carl Hart

L. Townsend

W.M. Ginindza, C.O.

Secretary-Manager

Secretary Manager

Director

4 members of Manage-
ment Committee

Botha, Manager

Hansen, Deputy and
Accountant

Secretary-Manager

Director-Manager

L. Makhanya
Area Counterpart Mgr.

R. B. Zwane C.0O.
Saswati, President
of Management

Committee
Lawrence Mdluli

Secretary-Manager

Ted Morse, Acting
Director, USAID

Willie Cook, Project

Director and Agr.
Officer

Advisors

D. Biviano

M. K. Mathews

\d\q



pate Agencz
November 1978
Tuesday 28 MOA
Ministry of
Agriculture
Lubane
Cooperative
Credit
Wednesday CcCuU
29
Thursday British
30 High ’
Ccommission
Mcc

Location

Mhabane

Mbabane

Manzini
Mbabane

Mbabane

' Personnel

Facility

Swaziland Mike pDavis
Ministry &
Department

of Agriculture
Swaziland
Electric
Board

1. Maluli

Headquarters L. Townsend

offices pernie Runnebaum
USAID - gert Youndg Johns
office Peter Morris

Ministry of Amos Kunene

Commerce an

: Cooperatives



