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Executive Summary 

R~ ..lnda Local Crop Storage Project 

(696-0107) 

1. What constraints does this project attempt to overcome and who doe~ it 
constrain? 

The dual goals of the Local Crop Storage Project (696-0107), authorized 
March 9, 1979, for $2,867,000, are to increase farm family incomes in partici­
pant communes and to increase fou~ availability to small farmers throughout 
the year at more stable prices. There are three main constraints to the attain­
ment of these goals. They are: 1) the lack of an effective and efficient 
food storage and marketing system that benefits the small farmer; 2) regional 
and seasonal price variations that are disadvantageous to the small farmer; 
and 3) unnecessary crop losses due to improper storage methods used on both 
family farms and in cooperative silos. By easing these constraints, it was 
estimated in the PP that, from t.hese operations. a single cooperative, serving 
1,500 to 2,000 families and through its effect on local market prices, would 
increase global farmer income in all average commune by n~arly $46,000 per 
year by the fifth year of the project. 

The primary impact of the project on local commerce has been the opening 
of new commercial options to producers and traders at all levels. In this 
sense, the project has given a boost to local private enterprise. It has given 
a group of less well-off producers and small-scale traders access to reliable, 
long-term storage in a way that does not tie up their capital resources. These 
two groups of market actors had previously been excluded from marketing oper­
ations which required long-term storage. The eff~ct of the LCS project, 
therefore, has and will continue to increase competition in grain markets. 

2. What technology does the project promote to relieve this constraint? 

In this project three types of technology are used to relieve project 
constraints. They are: 1) the development and o~eration of storage and 
marketing cooperatives; 2) th~ introduction of improved on-farm and coopera­
tive silo/warehouse storage techniques; and 3) the introduction and use of 
improved insecticides, through cooperatives, after research on the effel~ts of 
local insecticide use was carried out. This technology is being transferred 
to the small farmer and the managers of the storage and marketing cooperatives 
through training and extension services. Project training attempts to assure 
that the grain storage warehous~s constructed under the project will be 
operated and managed properly. This training has been conducted at several 
levels under the general direction of the GOR project manager and AID-financed 
project advisor. Extension agents did not receive formal training under this 
project since they had previously been trained by MINAGRI. 

3. What technology does the project attempt to replace? 

Through the inLroollction of improved on-farm and cooperative silo/ware­
house techniques, attelUpts are being made to reduce crop losses. At present 
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crop storage losses from insect damage and moisture loss are less than 5% 
under traditional storage techniques. However. it appears that theft is still 
a significant problem. Properly managed silo and warehouse storage can - and 
has at most of the LCS and CGS cooperatives - reduce insect and moisture losses 
to almost zero. Furthermore. it has also eliminated losses from theft •. 

The development and operation of storage and marketing cooperatives will 
reduce small farmer reliance on trader set prices. Before the opening of 
LCS and CGS cooperatives. trader prices in the commune had been kept artifi ­
cially low because of the trader's position as the only buyer. Moreover small 
farmers are routinely cheated on weight estimates of their grain when both 

lling to and buying from private traders. This problem has been addressed 
introducing systematic and reliable weighing procedures at the LCS cooper­

~ives. 

4. Why do project planners believe that intended beneficiaries will adopt 
the proposed technology? 

Economic incentives seem to be tile motivating [CIrce in the adoption of 
this new technology. The project concept of the cou)Jcrative--a place where 
fartlers can store their grain at harvest, receive a sma 11 margin above the 
going market price. buy it back later in the year during the soudure (gap 
between harv,-,sts) at somewhat lower-than-market pril I, and in the interim 
receive a cash loan--seems to be valid and is accepted by farmers. This is 
indicated by the fact that most LCS cooperatives in their first year of 
operation used all uf their available revolving funds to buy grain. Still, 
only five LCS cooperatives are now functioning; they have traded through only 
one complete buying and selling campaign; and the level of their marketing 
activities is limited by very restricted working capital. More experience, 
therefore,is needed before a definitive judgment can be made on the accepta­
bility of the revolving fund concept. 

5. What characteristics do the intended beneficiaries exhibit that have 
relevance to their adopting the proposed technology? 

Although the education level of many of the RWilJldan small farmers is not 
very high, they have been quick to take advantage of the newly introduced 
technology. This high adoption rate is shown by a cooperative membership 
which averages between 1,000 to 2,000 people. Rwandan farmers are familiar 
with the concept of cooperative action, often joining together spontaneously 
for specific endeavors. such as house construction. Therefore. their 
familiarity with collective action has given the Rwanda~ farmer a useful 
historical precedent on which the cooperative movement has built. 

6. What adoption rate has this project or previous projects achieved in 
transferring the proposed technology? 

The economic incentives proffered by this project have been primarily 
responsible for the project's high technology adoption rate. Currently, 
there are eight CGS cooperatives ill operation and it is expected that twenty 
to twenty three new LCS cooperatives will be in operation by late 1983. raising 
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the LCS total to thirty by the end of 1983. Hopefully, by the project's 
completion in 1987,fifty cooperatives will have been built and will be function­
ing. At present this goal seems attainable. 

7. Will the project set in motion forces that will induce further exploration 
of the constraint and improvements to the technological package proposed to 
overcome it? 

lbe GOR's objective is to establish a grain and storage cooperative in 
each of Rwanda's 143 communes. In addition the establishment of a union, or 
regional unions, of cooperatives has, from the beginning of the project, been 
envisioned as a logical step in the cooperative movement in Rwanda. These 
unions could serve as a communication linkage between member cooperatives 
(including non-LCS cooperatives) and GRENARWA for commercial networking. 
Currently, several unions have already been formed and future union develop­
ment can be expected to occur naturally. Finally, due to high level of impact 
which this project has had, AID plans to continue project support over the 
long-term. 

8. Do private input suppliers llave an incentive to examine the constraint 
addressed by the project and come up with solutions? 

The project's greatest positive impact has been on strenBthening the 
private sector in rural Rwanda. The LCS program has opened up the possibility 
of new commercial operations to a large body of market actors. Also since 
the LCS cooperatives are actors in the private market, they can, and often do, 
sell agricultural inputs and other merchandise which is bought from private 
suppliers and resold to cooperative customers. Merchandise purchases have 
included: farm tools; improved varieties of seeds; grain flours; clothing; 
soap; candles and other small consumer items. 

9. What delivery system does the project employ to transfer the new technology 
to intended beneficiaries? 

Project execution is based around three distinct components: construction, 
training and research. Training is an essential element in the delivery 
system of this project, without which there would L~ no assurances that the 
grain storage warehouses constructed under the project would be properly 
managed and operated. This training has been conducted at several levels 
(i.e., the national, prefectural, comnlunal and cooperative), and when combined 
with public spirit campaigns, to reach out to the small farming household, 
have proven to be very effective in assuring sound proj~ct implementation. 

I 

To improve stora~e techniques, a delivery system has been developed which 
provides for on-the-job training of cooperative managers and warehousemen. 
An extension program is also planned that will work through the cooperatives to 
reach the general membership by means of exhibitions and demonstrations. 
Insecticide sales are also provided for through the cooperatives. 
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10. What training techniques does the project use to develop the delivery 
system? 

Training at multiple levels is taking place during the life-of-the-project. 
With the assistance of the CLUSA advisor. third country training programs in 
cooperative management have been provided to the DlRAC/LCS staff. Pre and in­
service training for personnel on the prefecture and commune levels as well as 
for cooperative personnel was and 1s provided for by the LCS staff as part of 
their job responsibilities. To date only three Rwandans have been sent for 
training outside of th~ country. and the primary constraint to accelerating 
headquarters staff training is now the lack of personnel and coverage during 
even short absences. Prefectural level training for regional cooperative 
inspectorate personnel and commune-level training for cooperative encBdreurs (organi~ 
has been minimal to date. Training for cooperative personnel. on the other 
hand, has been proceeding, although somewhat behind schedule. 



Executive Summary 

Rwanda Local Crop Storage Project 

(696-0107) 

1. What constraints does this project attempt to overcome and who does it 
constrain? 

The dual goals of the Local Crop Storage Project (696-0107). authorized 
March 9, 1979, for $2,867,000, are to increase farm family incomes in partici­
pant communes and to increase food availability to small farmers throughout 
the year at more stable prices. There are three main constraints to the attai~ 

ment of these goals. They are: 1) the lack of an effective and efficient 
food storage and marketing system that benefits the small farmer; 2) regional 
and seasonal price variations that are disadvantageous to the small farmer; 
Rnd 3) unnecessary crop losses due to improper storage methods used on both 
family farma and in cooperative silos. By easing these constraints, it was 
estimated in the PP that, from these operations, a single cooperative, serving 
1,500 to 2,000 families and through its effect on local market prices, would 
in~rease global farmer income in an average commune by n~arly $46,000 per 
year by the fifth year of the project. 

The primary impact of the project on local commerce has been the opening 
of new commercial options to producers and traders at all levels. In this 
sense, the project has given a boost to local private enterprise. It has given 
a group of less well-off producers and small-scale traders access to reliable, 
long-term storage in a way that does not tie up their capital resources. These 
two groups of market actors had previously been excluded from marketing oper­
ations which required long-term storage. The effect of the LCS project, 
therefore, has and will continue to increase competition in grain markets. 

2. What technology does the project promote to relieve this constraint? 

In this project three types of technology are used to relieve project 
constraints. They are: 1) the development and operation of storage and 
marketing cooperatives; 2) the introduction of improved on-farm and coopera­
tive silo/warehouse storage techniques; and 3) the introduction and use of 
improved insecticides, through cooperatives, after research on the effects of 
local insecticide use was carried out. This technology is being transferred 
to the small farmer and the managers of the storage and marketing cooperatives 
through training and extension services. Project training attempts· to assure 
that the grain storage warehouses constructed under the project will be 
operated and managed properly. This training has been conducted at several 
levels under the general direction of the GOR project manager and AID-financed 
project advisor. Extension agents did not receive formal training under this 
project since they had previously been trained by MINAGRI. 

3. What ~echnology does the project attempt to replace? 

Thr~ugh the introduction of improved on-farm and cooperative silo/ware­
house techniques, attempts are being made to reduce crop losses. At present 
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crop storage losses from insect damage and moisture loss are less than 5% 
under traditional storage techniques. However, it appears that theft is still 
a significant problem. Properly managed silo and warehouse storage can - and 
has at most of the LCS and CGS cooperatives - reduce insect and moisture losses 
to almost zero. Furthermore, it has also eliminated losses from theft•. 

The development and operation of storage and ~~rketing cooperatives will 
reduce small farmer reliance on trader set prices. Before the opening of 
LCS and CGS cooperatives, trader prices in the commune had been kept artifi ­
cially low because of the trader's position as the only buyer. Moreover small 
farmers are routinely cheated on weight estimates of their grain when both 
selling to and buying from private traders. This problem has been addressed 
by introducing systematic and reliable weighing procedures at the LCS cooper­
atives. 

4. Why do project planners believe that intended beneficiaries will adopt. 
the proposed technology? 

Economic incentives seem to be the motivating force in the adoption of 
this new technology. The project concept of the cooperative--a place where 
farmers can store their grain at harvest, receive a small margin above the 
going market price, buy it back later in the year during the soudure (gap 
between harvests) at somewhat lower-than-market prices and in the interim 
receive a cash loan--seems to be valid and is 2.ccepted by farmers. This is 
indicated by the fact that most LCS cooperativ~s in their first year of 
operation used all of their available revolving funds to buy grain. Still, 
only five LCS cooperatives are now functioning; they have traded through only 
one complete buying and selling campaign; and the level of their marketing 
ac~ivities is limited by very restricted working capital. More experience, 
therefore,is needed before a definitive judgment ~an be made on the accepta­
bility of the revolving fund concept. 

5. What characteristics do the intended beneficiaries exhibit that have 
relevance to their adopting the proposed technology? 

Although the education level of many of the Rwandan small farmers is not 
very high, they have been quick to take advantage of the newly introduced 
technology. This high adoption rate is shown by a cooperative membership 
which averages between 1,000 to 2,000 people. Rwandan farmers are familiar 
with the concept of cooperative action, often joining together spontaneously 
for specific endeavors, such as house construction. Therefore, their 
familiarity with collective action has given the Rwandaq farmer a uoefu1 
historical precedent on which the cooperative movement fias built. 

6. What adoption rate has this project or previous projects achieved in 
transferring the proposed technology? 

The economic incentives proffered by this project have been primarily 
responsible for the project's high technology adoption rate. Currently, 
there are eight eGS cooperatives in operation and it is expected that twenty 
to twenty three new LCS cooperatives will be in operation by late 1983, raising 
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the LCS total to thirty by the end of 1983. Hopefully. by the project's 
completion in 1987.fifty cooperatives will have been built and will be function­
ing. At present this goal seems attainable. 

7. Will the project set in motion forces that will induce further exploration 
of the constraint and improvements to the technological package proposed to 
overcome it? 

The GOR's objective is to establish a grain and storage cooperative in 
each of Rwanda's 143 communes. In addition the establishment of a union. or 
regional unions. of cooperatives has. from the beginning of the projp.ct. been 
envisioned as a logical step in the cooperative movement in Rwanda. Th~se 

unions could serve as a communication linkage between member cooperatives 
(including non-LCS cooperatives) and GRENARWA for commercial networking. 
Currently. several unions have already been formed and future union develop­
ment can be expected to occur naturally. Finally. due to high level of impact 
which this project has had, AID plans to continue project support over the 
long-term. 

8. Do private input suppliers have an incentive to examine the constraint 
addr.essed by the project and come up with solutions? 

The project's greatest positive impact has been on strengthening the 
private sector in rural Rwanda. The LCS program has opened up the possibility 
of new commercial operations to a large body of market acto~s. Also since 
the LCS cooperatives are actors in the private market, they can, and often do, 
sell agricultural inputs and other merchandise which is bought from private 
suppliers and resold t~ cooperative customers. Merchandise purchases have 
included: farm tools; improved varieties of seeds; grain flours; clothing; 
soap. candles and other small consumer items. 

9. What delivery system dop-s the project employ to transfer the new technology 
to intended beneficiaries? 

Project execution is based around three distinct components: construction, 
training and research. Training is an essential element in the delivery 
system of this project, without which there would be no assurances that the 
grain storage warehouses constructed under the project would be properly 
manag~d and operated. This training has been conducted at several levels 
(i.e., the national, prefectural, communal and cooperative). and when combined 
with public spirit campaigns, to reach out to the small farming household, 
have proven to be very effective in assuring sound project implementation. 

To improve storage techniques, a delivery system has been developed which 
provides for on-the-job training of cooperative managers and warehousemen. 
An extension program is also planned that will work through the cooperatives to 
reach the general membership by means of exhibitions and demonstrations. 
Insecticide sales are also provided for through the cooperatives. 
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10. What training techniques does the project use to develop th~ delivery 
system? 

Training at multiple levels is taking place duri.ng the life-of-the-project. 
With the assistance of the CLUSA advisor. third country training programs 1n 
cooperative management have been provided to the DIRAC/LCS staff. Pre and 10­
service training for personnel on the prefecture and commune levels as well as 
for cooperative personn~l was and is provided for by the LCS staff as part of 
their job responsibilities. To date only three Rwandans have been sent fo~ 

training outside of the country. and the primary constraint to accelerating 
headquarters staff training is now the lack of personnel and coverage during 
even short abs~nces. Prefectural level training for regional cooperative 
inspectorate personnel and commune-level training for cooperative encadreurs (organiz 
has been minimal to date. Training for cooperative personnel. on the other 
hand. has been proceeding. although somewhat behind schedule. 



RWANDA - LOCAL CROP STORAGE (696-0107) 

Summary Focus of the Project 

A primary element of the AID strategy in Rwanda, which has evolved since 
1975, is to promote increased food production to keep pace with Rwanda's 
rapidly growing population. The strategy is being implemented on two lev~ls: 

the local level through the Local Crop Storage project and the national level 
through the Food Storage and Marketing project, Phases I and II. Through the 
Local Crop Storage project, AID is building on experience gained with 
establishing and/or strengthening communal-level cooperatives to store and 
market two of Rwanda's staple food crops, beans anrl sorghum. Initially through 
an Operational Program Grant (OPG) to the Cooperative League of the U.S.A. 
(CLUSA), funds were provided for the cOllstruction of seven grain storage silos 
attached to cooperatives and for technical services to train cuuperative 
managers and accountants in cooperative storage and marketing operations. 
Given the relative success of this pilot effort as well as recognition of the 
complexity of the dynamics of food production and marketing in Rwanda, a more 
lung-term and expanded assistance commitment through the Local Crop Storage 
project was deemed appropriate. Through the Food Storage and Marketing (FSM) 
project, efforts have been (and are continuing to be) focussed on strengthening 
the GOR parastatal GRENARWA (National Granary of kwanda) in its role as a 
"marketplace catalyst" in beans and sorghum. By operating a producer- and 
consumer-responsive network of strategically located warehouses, GRENARWA will 
potentially manage a food security stock. 

The Local Crop Storage (LCS) project was authorized in March 1979. As 
stated in the Project Paper (PP), the project is directed toward the dual goals 
of increasing farnl family incomes in participating communes and increasing food 
availability to small farmers throughout the year at more stable prices. The 
project has three purposes which, if achieved by the scheduled completion of 
the project in June 1987, should impact on the sector goals: 

to establish a food storage and marketing system at the local level 
for cereals and pulses which is more favorable to small farmers; 

to reduce seasonal and regional price fluctuations and to ensure fair 
weights; and 

to reduce storage losses, both on-farm and in cooperative silos, 
by introducing improved storage practices and use of approved insecticides 
through cooperatives. 
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The project is being implemented through the Directorate of Cooperative 
Action (Direction de l'Action Cooperative) in the GOR Ministry of Social 
Affairs and Community Development (MINASODECO). To achieve the first and second 
project purposes, which are basically interdependent, project funds are being 
provided to (a) continue the construction of silos and warehouses attached to 
cooperatives, (b) continue and expand a comprehensive training program for both 
government and cooperative administration of a cooperative-based storage and 
marketing system and (c) assist cooperative operations through access to 
working capital. To achieve the third project purpose. funds have been 
earmarked for a multicomponent research program. To date implementation progress 
has been balanced by delays which have reflected the complexity of the project's 
scope and which confirm the timeliness of this formative evaluation. 
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RwANDA - LOCAL CROP STOR~GE (696-0107) 

FORMATIVE EVALUATION 

I. INTRODUCTION 
i 
A. Summ~ry Focus of the Project 

A pr imary element of the AID strategy in R\'1anda, \'1hich has 
evolved since 1975, is to promote increased food production to 
keep pace with ~'1anda's rapidly growing population. The 
strategy is being implemented on two levels: the local level 
through the Local Crop Storage project and the national level 
t-nrough the Food Storage and tiarketing project, Phases I and 
II.. 'l'hrough the Local Crop Storage project, AID is building on 
experience gained with establishing and/or strengthening 
communal-level cooperatives to store and market two of Rwanda's 
staple food crops, beans and sorghum. Initially through an 
Operational Program Grant (OPG) to the Cooperative Le~gue of 
the U.S.A. (CLUSA), funds were provided for the construction of 
seven grain* storage silos attached to cooperatives and for 
technical services to train cooperative managers and 
accountants in cooperative storage and marketing operations. 
Given the relative success of this pilot effort as well as 
recognition of the complexity of the dynamics of food 
production and 1l1arket:i ng in Rwanda, a more long-term and 
expanded assistance commitment through the Local Crop Storage 
project \.,ras deemed appropriate. Through the Food storage and 
Marketing (FSM) project, efforts have been (and are continuing 
to be) focussed on strengthening the GOR parastatal GRENARHA 
(National Granary of R\·wnna) in its role as a II mar l:e tplace 
catalyst ll in beans c.nd sorghum. I3y operating a producer- and 
consumer-responsive network of strateg~cally located 
warehouses, GRENAP.\vA will potentially manage a foou security 
stock. 

The Local Crop Sto~age (LCS) project was authorized in 
March 1979. As stated in the Project Paper (pp), the project 
is directed toward the dual goals of increasing farm family 
incomes in participating comlllunes and increasing food 
availability to small farmers throughout the year at more 
stable prices. The project has three purposeG which, if 
achieved by the scheduled completion of the project in June 
1987, should impact on the sector goals: 

*The term IIgra in ll will be used to indicate beans and sorghum. 
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- to establish a food. storage and marketing system at 
the local level for cereals and pulses which is more 
favorable to small farmers; 

- to reduce seasonal and regional prica fluctuations 
and to ensure fair weights; and 

- to reduce storage losses, both on-farm and in 
cooperative silos, by introducing impr~ved storage 
practices and ~se of approved insecticides through 
cooperatives. 

The project is being imple~ented through the Directorate of 
Cooperative Action (Direction de l"Action Cooperative) in the 
GOR 11ini'stry of Social At fairs and' Communi ty Dev~lopment 

(MINI~ODECO). To achieve the first and second project 
purposes, ~lich ar~ basically interdependent, project funds are 
being provided to (a) continue the construction of silos and 
warehouses attached to cooperCltives, (b) continue ann expand Cl 
comprehensive training program for both government and 
cooperative ad~\inistration of a cooperative-based storage and 
marketing system and (c) assist cooperative operations through 
access to working capital. To achieve the third project 
purpose, funds have been earmarked for a mUlticomponent 
research program. T8 date impleliwntation progress has been 
balanced by delays .....h ich have reflected the complexi ty of the 
project's scope and which confirm the timeliness of this 
formative evaluation. 

B. Purposes of this Evaluation 

As joir..tly c..greed vJith MINASODECO's Directorate of 
Cooperative Actiun (Dli{l\C) nnd the Office of the AID 
Representative/R\'landa (OAR/R), and as stated in the Amplified 
Project Description (attached to the Proje-::::t Grant Agreement 
signed May 5, 1979), the purpose of the formative evaluation is 
to prov ide u mid-strea.n "meaSUl~ement of e f fec t i venes s II of 
participating cooperati'les' raanagement of a storage and 
~arketing operation. Although the formative evaluation was 
originally scheduled for Fall 1931, it has been delayed to 
follow corapletion of the pilot project under the CLUSA OPG and 
to allow for several quantitative and qualitative 
accomplishments. A second and equCllly important purpose of 
this evaluation, therefore, is to evaJuat~ th.~_ Rr0g!.es_s__.!:9..~ate 

aguinst anticipated ~esults and, as neceGsary, identify and 
recom~end changes in the project"s design and manClgement. In 
addition, this evaluation will focus on: 
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(1) progress to date in institutional develop~ent, 

including organizational support and extension to 
pa~ticipating 'cooperatives as well as staff 
developJ:l~nt and training: 

(2) an analysis of the present cooperative marketing 
strategy and recommendations for improvement, 
including use of a revolving credit fund: and 

(3) suggestions for supporting the evolution of 
cooperative unions to strengthen a relationship with 
GREHARHA. 

C. Evaluation Team Membership 

Although the Project Paper indicated that the formative. 
'~valuati6n could be undertaken by an AID in-house team with 
only one consultant in either grain storage or cooperatives, it 
was decided by OAR/R to broaden the membership to include other 
specialist services. The team members, and the timing of their 
participation, included: 

Ms. Dianne Blane, Project Officer, REDSO/ESA (Team
 
Leader) (May 31-June 21)
 
Hr. William Garvey, Agricultural Economist (C_ontract)
 
(Hay 31-June 21)
 
Hr. Phi 11 ip Boy le, Soc ial Sc i en tis t (Con tract) (Hay
 
31-June 21)
 

·Mr. James Alrutz, Cooperative Specialist, CLUSA (May 
31-June 21) 
Hr. Abe \'!aldstein, Small Farmer l-1arketing Specialist, 
AID/\'l-S&T/r'1D (June 6-21) 
Ms. Hary Beth B~nnett, Assistant Agricultural Officer, 
Ol\R/R (Hay 31-June 21) 

r.!.'he evaluation team Vlishes most sincerely to thank Hr. 
Wellars Magorwa, Director of the Directorate of Cooperative 
Action, and his staff for spending so many hours and sharing so 
willingly their knO\"Jledge and expertise with the team. The 
team specially thanks Hr. Alfred Kabeza, Hr. Thaddee 
Utumabahutu, Mr. Paulin Bizimana and Mr. Vincent Mpamira, as 
well as r·;r. Gene Lp.rner, the CLUSA Advi30r on the project. The 
team took several field trips to visit LCS cooperatives and 
.g'l:".e.a.t ly-.Lll.2pr e~ ia t es the many in ter v i m·/s \.J i th . L:oop<)r at i ve 
officers and managers and with the regional cooperative 
inspector and his assistant in Sutare. 
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D. Hethodology of the Evalnation 

The evaluation team -has examined the project from various 
persp'ectives: 

- institutional 
- financial 

econmnic 
- nociological/socio-economic (beneficiary participation) 

Attention has also been given to project impler..entation 
management with specific reference to t.he OAR/R, the I1INASODECO 
Directorate of Cooperative Action and the contractor. 

The above analyses on which the'recor.lmendations are based 
have been supported by extensive personal and group interviews 
a~~ interaction, on-site visits to cooperatives and a 
documentation review. DIRAC and AID files, records and reports 
have also been studied. 

II. SUtfJl1ARY CONCLUSIONS AND RECOi'U1ENDATIONS 

A. Sumnary Conclusion~ 

1. Relevance: ~rogress toward Achieving the Project 
Purposes 

(a) To establish a food storage and marketing system 
~t the local level for cer~als and pulses which is 
more favorable to small farmers. 

A precise analysis of the economic impact of LCS 
cooperatives, tl1eir financial status and their effect on farmer 
incomes must await further marketing e~perience. Only five LCS 
cooperatives are now functioning; they have only traded through 
one complete buying and selling campaign; and the level of 
their lllarl~ctin9 activities is limited by very restricted 
\...or.king capital. Some positive conclusions may be dra\'ln 
however. The project I s concept of the storage and rnarJ~eting 

(LCS) cooperative - a central facility where farmers can store 
their grain at harvest, receive a small margin above the going 
marJ~et pr ice, buy i t bac1~ dur ing the soudure (gap between 
harvests) at lowar-than-markct prices and in the interim 
receive a cash loan Oi1 their arcdn der.>osi t ...,..2.p!)ea~:s-V-<ll.iG--anc.· 

is accept~d by {ar.m'~r s. If i;; fact b~fore the ~pening of the 
cooperative, trader prices 1n the commune had been kept 
artificially low because of the trader's position as the only 
buyer, then the cooperatives arc also having a positive effect 
on incrc;)sing 
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prices to direct sellers to the cooperatives and also favorably 
increasins prices in the area for farmers still selling to 
traders. 'rhe pr imary iI:lpact of the project on local commerce 
has therefore been to open new commercial options to producers 
and ~raders at all levels. It has given a group of less 
well-off producers and small-scale traders access to reliable, 
long-term storage in a way that does not tie up their major 
capital resources. Competition in produce trading has 
increased, and this can be expected to have a positive impact 
on consumer. pr ices as the scale of the project .grov/s. The 
project's most important impact, which is only now gathering 
momentum, is strengthening the private sector in rural Rwanda. 

(b) To r.educe seasonal and regional price fluctuations 
and to ensure f~ir weights. 

Lacking sufficient \·/orking capital, the LCS cooperatives 
have not yet moved into interregional m2".r}~0.ting of grain's-,on­
any scale. The experience of the Gikoro CGS cooperative, 
however, clearly indicates that a dynamically-run cooperative 
can move a signi[icant tonnage of grain, particularly if 
located in a surplus production area, and thus facilitate the 
flow of grain to deficit production areas, thereby increasing 
the efficiency of the marketing system as well as making money 
for its members. In general the LCS cooperatives are handling 
only a small percentage of the total volume of grain passing 
through the marketing system. The cooperatives' influence in 
the marketing system can be strengthened with the establishment 
of re3ional cooperative unions. The unions could serve as a 
communication linkage between the member cooperatives 
(includihg non-LCS cooperatives) and GRENAmqA for commercial 
networking. Since the cooperatives, as discussed in (a) above, 
are having a beneficial impact on producer and consuner pricEs 
on the local level, extension 01: this impact on an 
interregional basis will also have a beneficial impact, 
reducing seasonal and regional price fluctuations. 

c. ... 
A project a:e:i:~sumptioll is that rarlaers are routinely cheated 

on weight estimates of their grain ~len both selling to and 
buying from private trad~rs. The problem has been addressed by 
introducing systemdtic and reliable weighing procedures at the 
LCS cooperatives. Farmers are, therefore, now ensured fair 
Vlei9hts \/hen d(~aling \'lith the LCS cooperative. Additional 
analysis, however, should be made of the extent of the problem. 

\C/To t-educ'c·' s to ra-ge ·lo~>seG·~· o'Ot.11- ·on-£ ar-m- a.ncfln LC::; 
cooperative silos, by.introducing improved storage 
pr ae tic es and use of -tnrpr oved insC'c tic ides through 
cooperatives. 
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.As presented in the project Paper, the concept of the 
project is biased toward advantages accruing to farmers through 
centralized, low-cost local storage of grain. In fact, there 
is no evidence that stock losses are less in the LCS and CGS 
silo/warehouse facilities than in the most widely used methods 
of on-farm storage. On the other hand, properly managed silo 
and warehouse storage can - and has at most of "the LC:S and CGS 
cooperatives - reduce insect and moisture losses to almost 
zero. An extension program to reduce on-farm storage has not 
yet been initiated. Given the sizeable workload on a small LCS 
staff to illlpleIllent activities related to the first t\'..'O project 
purposes, reduction of on-farm storage losses has been 
correctly accorded a lower priorit~. It is recommended, 
however, that an extension program focussed on malathion s~l~s 

-through "the cooperatives, on-the-job training and short-term 
courses in storage techniques for cooperative managers, and 
supplemental denonstrations and exhibits on storage teChniques 
for cooperative members be planned and implemented in the near 
future. 

2 • .c...tfectiveness: Progress to Date }n Achieving the EOPS 

(a) Develol?ment and Opera tion of LCS Coopera t i ves 

,project inputs which support the developnent and operation 
of LeG coopGratives are construction of silos and/or warehouses 
at coope-ratives, training of cadres from the national lev(~l to 
the cooperative level and access to working capital through a 
revolving credit fund. Progress to date in all three efforts 
is behind schedule. The project is now in its third year of. 
implementation, by which time the construction of 40 storage 
facilities and six satellite units was to have been cOlnpleted; 
an estimated 20-22 will be in operation by the end of the 
year. Training has been focussed on the cooperative level and, 
although also behind schedule, has kept pace \"lith 
construction. The revolving credit fund has not been 
activated. 1tlC primary constraint has been a reduction in the 
LCS staff which has severely limited its capacity to maintain 
implementaticn flloment-UTIl. 'l'he life of ,the project has beer. 
extended by three years, to June 1987, however, and it is hoped 
that, if MIUASODECO accepts and implements the evaluation 
teu,ills -l.'-e,...'"'-DHi ...endations concerning personnel 'staffing and 
man()g(~ment, iIilpl.eraentation will proceed satisJ:actorily. 
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(b) ReBearch Completed on Technical and 
Socio-Econohlic Aspects of Local Crop Storage 

lmp1ementation of the research component of the project has 
not yet begun. To assure its coordination with related studies 
which· will be undertaken in other AID projects in the 
agricultural sector, the research will be combined in an 
integrated package. Selection of a U.S. university to 
implement the research component is now in process, and a 
research team to work \'Ii th two H\'landan counterpart 
institutions - ISAR ur~d IHRS - should arrive in Rwanda in late 
1983. 

B. Evaluation Recommendations 

The evaluation team recommends' that the LCS office within 
MINASODECO's Directorate of cooperative Action and OAR/R 
undertake the fol16wirig op~~ational and corrective actions 
which have been grouped in four categories: institutional 
development, technical aspects, reGearch and project 
management. ~le rationale and analyses on \'Ihich the 
recommendations are based are then discussed in detail in the 
following sections of the evaluation report. 

1. Institutiona~~evel~pment 

(a) or_ganizational Su!)port a:ld Extension 

In addition to the present LCS staff, HINAS0DECO should 
approve and fill the follo\'ling fu~l-time positions: one 
trainer, one managemGnt/ Liud it spec ial i st, one bool,}:eeper, one 
assistant construction supervisor, two secretaries and two 
drivers. 

HINASODECO should relax its tlavel and per diem pOlicies to 
permit the LCS staff to perform its duties in supervisory 
managGment, trnining and technical inspection. 

'1'he LCS Proj Gct Di rector, the CLUSA ArJv i sor and OAR/R 
should study the needs of the cooperative union in Butare with 
a view toward providing technical and financial assistance. 
LCS project f~nds should be made available to provide any 
proposed assistance. 

(b) Staff Develnpm~nt and Tr~ining 

On-the-job training of cooperative ll1ilnager3 and 
coml:lissai res aux comptcs (intGrnal aud i tors) should be 
lntensfYi-e-cl. Each cooperative should be vi.sited monthly by at 
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least one loCB staff me:nber and all operational problems should 
be discussed at that time. Buying, selling and pricing 
strategies should be reviewed dUl-ing each visit. An audit 
should be performe~ at least quarterly. 

Retrainir.g of cooperative officers, managers and 
commissaires aux comptc3 should occur once yearly. Special 
emphasis si10ulJbe plac'ed on management and accounting 
procedures. Cooperative encadreurs (rural trainers/organizers) 
should ulso be includQd in the retraining sessions. 

A workshop for cooperative officers should be organized to 
help them develop goals and strategies for the future viability 
of their cooperatives. This workshop could be appended to the 
retraining sessions. 

The LCS project Director and the CLUSA Adviaor should 
determine the training needs of trle LCS staff members. 
Personnel should, however, only bu released to attend 
short-term training courses outside of Rwanda if they not 
interfere with the responsibilities implicit in the above 
recommendations. 

Given the success of the Kansas State University in-country 
training course conducted in 1981, a similar course should be 
c~nducted again for LCS staff, cooperative managers, GUENAffilA 
warehouse managers and others involved in grain storage. 

(c) Developm8nt and operation of LCS cooperative~ 

The evolution of regional cooperative unions should be 
en-.:::ourased. rrhe uni ons could (1) serve as a communicat ion 
linkage bctvJeen the member cooperatives (inclUding non-LCS 
cooperatives) and GRENARWA for commercial networking and (2) 
potentially 2ssume many of the monitoring functions now 
pe:.formed 1)y lU.l:JASODECO/DIRAC. Cooperati ves should, hO\vever, 
remain indcpendent of the OPROVIA institutional framework. 

Pending the establishment of )~egional cooperative unions, 
the LCS fitaff and GRENl\r~HA should develop a coherent and 
feasible pOlicy of cooperation to handle grain sales between 
cooperatives and GRENAR~A, thereby creating networks of 
cooper~tives to facilitate interregional transfers of food 
stocks from surpluG to deficit production areas. In all cases 
the f inanc ial --integr. i ty Clnd autonomy 6-f the- partl ~s-mustDe' 

respected, and transcictions should be consummated only if 
advantFlgcous to all parties as determined by independent 
decisions of their ofiicers. The :7Iodaliti8s of implementinC;} 
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this policy should be included in all training and retraining 
courses for cooperative officers and managers. 

~ooperatives should begin keeping records on quantities 
purchased and sold pcr comm~odity per member to enable eventual 
distribution of a patronage bonus in proportion to a member's 
dealings with the cooperative storage facility and to permit an 
accurate assessment of beneficiary incidence. 

CLUSA should assist the DIRAC/LCS staff to review and 
revise as necessary the accounting system currently in use to 
assure the LCS and CGS cooperatives' more effective planning, 
managemer.t ~nd opera.tion. l\JlY revision in the 
accountintj/j:inanciCll illanagelaent syste.a shoulj be incorporated 
in the training program for cooperative officers, managers and 
commi ssa ires aux cOJn:Jtes. (Sec also recommendi1 t ions unucr 
Staff Dev~~lopmcnt <.inti Training and The Revolving Credit Fund.) 

A potential role for one or two Peace Corps Volunteers, 
either to reinforce the monitoring support provided by the 
regional cooperative inspectors or to assist in the 
establishment of a regional cooperative union(s), should be 
explored. 

(d) The Revolvin9 Credit Fund 

\'li thout further delay, MINASODECO, OP.R/R and CLUSA should 
agree on the pOlicies and regUlations \'lhich Hill 30vern 
allocati.on and usc of the revolving credit fund. The policies 
and reguJations should be implemcnted immediately. 

Ol:..I~/H., HIN.i1.S0D!:'CO and CLUSA should consider the follo\'ling 
modificaticns to Project Implementation Letter No.3, dated 
July 9, 1982: 

loans for local bean and sorghum purchases should be 
(1) extended to cooperatives on a long-term, 
open-ended basisl (2) revie\JCd annually and modified 
as necessary and (3) adjusted downward as cooperative 
earnings acculLllllate. 

import loans (as defined in the PIL) and loans for 
insecticide &ales to cooperative members should be 

_cQ_nsidcred <:l~_ lQ_cj'l.1 r\~l;_d-,s_ lQ:lIl~.L_J:"aJ~.llCr ti)_4n_t.U:~.!d-t_~d 

as a 8epa~ate category of loan. 

the j.nter8st rate on loans for local Clnd import 
purchanes ilnJ for ~glicultur~l inputs should b~ 

. establ islwc1 at 3% beloH the Biln<pcs populaires I 
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commercial rate. Interest should be ,payable annually 
at the time of the loan review. 

administration of the revolving credit fund should be 
the responsibility of the LCS project Loan Committee. 

OAR/R shou}_u request CJ..JUSA- to provide a short-term 
specialist in commer.cial banking. The specialist should (1) 
assist the LCS staff in implementing the policies and 
regulations Wh~lCh have bee:1 agreed upon for allocation and use 
of the revolving credit fund, (2) develop improved 
administrative and audit procedures for both the DIRAC/LCS 
staff and ti"w cooperatives and (3) make arrangements with the 
Banques populaires for establishment of a loan guaranty fund, 
including development of the necessary forms, contracts, etc. 
The services should be provided as' soon as possible. 

(a) Cons tr.uc t ion 

If the recommendations concerning a strengthened LCS 
staffing pattern and a revision of the HINhSODECO travel and 
per diem policies cannot be implemented by September 1, 1983, 
in order not to increase the workload on the present LCS staff, 
new constr.uction activities should be suspended until 
MINASODECO and OAH/R jointly agr.ee that the staff has-the 
cilpability to -fill its hlanagerial, training and general 
oversight functions. (See recolnlnenc1ations above under 
Institutional Development/organizational Support a~d Extension). 

As a correlation to the above recommendation, the current 
pace of construction should not be either accelerated or. exceed 
the capability of the LCS staff to provide trainjng and 
extension services to cooperatives where storage units are 
being con~tructed. 

To ensure proper work~anship and strict adherence to 
construction plans and speci.fications, either the LCS 
constru~tion supervisor or. his assistant should be present at 
the construction site dur.ing the initial stage and per.iodically 
through complEtion of construction. 

The LCS sta f f [;hould ad-"i se coopera t i \Ie of f icars and 
_m_ana<J~~B J~.o.T:}ctke necessar.y repai:cs to ensure that silos are in 
proper operation condition. 

]\n eng ineer ing requi reI;len t that cons truct ion of ',"'ar.enouses 
ncar the Zaire border neet seismic: standards should be enforced. 
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(b) Storage Techniques/Technology 

The LCS grain storage technician should visit each 
cooperative at more frequent intervals (at least quarterly) to 
monitor the effectiveness of silo storage techniques, provide 
on-the-job training in stor~ge technology and implement an 
on-farm storage extension program for cooperative members. 

The LCS staff should plan and implmaent an on-farm 
extension program, including insecticides sales and periodic 
demonstrations and exhibits of storage techniques at the 
cooperatives. 

credit-financed insecticides for both on-farm and silo 
storage requirements should be procured and distributed__ in a_. 
timely fashion to all LCS cooperatives. 

Each cooperative should be provided with a graded measure 
or scale to determine more accurately the tonnage of beans and 
sorghum stored in a silo. Oi\R/R should request the REDSO/ESA 
engineer to devise the most flppropriate method. 

In the course of his visits, the LCS grain storage 
technician should confirm that cooperative managers are 
correctly o~erating the moisture meters. 

3. Research 

The socio-cconol,1ic component of the LCS research effort can 
be covered through other projects (the cropping Systems 
Imp;:ovcITltm t and Agr ic ul tura1 Survey und Analysi s proj ec ts and 
the family budget and consur'lptior. survey), except for an 
analysis of the H'-J<lndan raarket strucblrc and function. A 
comprehensive marl~p.ting study should be undertaken to fill this 
gap. The study should focus on two areas: the acto:s, 
transactions, costs 2.nCl marSJins of mark'2:ting channels from 
producer.to consumer; and the reul cost of transport in nwanda 
under various options. 

Personnel at LCS cooperatives and GREUARWA wflrehouses 
should be requested to gCl ther (a) weel~ 1y pr. ice da t a fur beans 
and sorghum froAt: olle nearby war ket p~r fac i 1 i ty (lnd (b) wee}~ly 

di'lta _.pn_ q.!-l.ant_Lties broU(3ht:_ for_ ~,ate j:.o .C_LlCJ1.m..arke1;.. 

Survey personnel1:ror.l the l\.rJricultural Survey and Analysis 
project should be requested to gather d~ta on producer sales of 
beans and sorghlll:1 to pennit n. compi1riso\l of accurate Heights 
with weights determined by private lru.c1crs. 
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4. project Management 

Periodic project management meetings should be initiated 
immediately. The LCS Director should hold regularly scheduled 
staff meetings, an'':' the OAR/R and the LCS staff should also 
meet on a regular basis for joint problem-solving and 
implp.mentation planning. 

OAR/R should share RFf.1C financial reports \.."i th the LCS 
staff (specifically the LCS accountant) so that the LCS office 
can more carefully monitor project and contract expenditures. 

I-HNl\sODECO should arrange more satisfact.ory office space 
for the LCS staff. At a_minimum, the LCS Director and the 
CIJUSZ\ i\dvi sor should be moved to a larger -of f ice wi th a 
telephone. The staff should also be provided \'lith additional 
filing cabinets and storage space for office equipment and 
supplies. 

At least one of the two secretaries recor.l1:lCnded for 
assignment to the LCS office should be skilled in filing and 
responsible for maintaining an effici8nt filing system. 

The LCS staff nhould reassess requirements for additional 
supplies and equipment (such as calculators) to maximize the 
efficiency of fielQ visits and audits of cooperative accounts. 

Completed LCS silos and warehouses should be marked \'lith 
the AID logo (as required in project Implementation Letter No. 
1) • 

To assure its maximum usefulness to both MINASODECO and 
OM/R, this eVClluation report should be translated into Prench. 

III. SUI·1,"-1i;r-y M-:'D STP.TUS OF PROJECT INPUTS: 1'.ID AND GOR 

A. AID and.__ GOR Project.-S~ecif.ic._ Inputs___ _. -",0"_­

'fhe" project \'IdS a.uthorized by the AA/AFH. on Harch 9, 
1979. The estimated total cost of the project, to be 
implemanted over five years (recently extended to seven years), 
is $2, 8G 7 ,000. The proj ect Au thor i 2,j ti on inc luded a \.."Cli vcr of 
tllc 110st---c-ount"ry cos"t ':'sha:d i1g "requ i r eI11e"nt-"c f -FAP. Sec t i 011 ­
110(a). The AID and GOR inputs as presented in both the pp and 
the project Gr.ant l~greer.l'::nt ure indicated in th8 £011m... ing 
table: 
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Input AID G6R TOTAL

Technical Services $572,676 $71,250 $643,926 
'.I:raining 100,000 100,000 
Commodities 158,975 158,975 
Construction 848,710 177,435 J.,026,145 
Research 452,100 45,210 497,310 
Evaluation 40,000 40,000 
Revolving Credit Fund 400,000 400,000 

$"2;5-7""2 , 461 5293 :895 $2,866,356 
Rounded to: $2,573,000 $294,000 $2,867,000 

(90%) (10%) (100%) 

The project has been incrementally funded. The original 
Project Grant l'.::;reement, signed on,Hay 11,1979, obligated 
$1,612,000 in F'I 1979 funds. The balance of $961,000 in FY 
1980 funds \Vas obligated in.Amendment No.1 on June 13, ':[980-. 

1. Technical Services 

On the basis of its experience in implementing its OPG 
(titled Cooperative Grain Storage (CGS), 696-0108) and 
consequently its under~tanding of the Rwandan cooperative 
mo\'cE"lcnt, CLl]Si\ \:as cl.\'Jardcd the contract for project 
impl"ciilentation. A non-Colilpetitive procun~i:lent waiver was 
approvGd by A/AID on December 7, 1979, and a host country 
contract betwe~n CLUSA and the GOR was signed on October 11, 
1980. The amOUi"lt obligated in the contract is $574,464 
(roundc=d to ~b75, 000 by l~F;/lC) for the provision of long-term 
advisory·servj.ces from June 1981 to SepteJ~)er 1984, plus 48 
wOl'k--c1ays of short-term consultant services. The delay of 
eighteen months beUJecn the aVui1abi1i t:t of funds (i·tuy 1979) 
and signature of the contract (October 1980) is cx?1ained by 
protracted contract negotiations conplicated by the overlap 
with ~l1d transition fron the CLUSA OPG. hctually, however, 
fi cIa ir:!pler.wnt.a t ion \'1':1.5 not hinder ed. 'I'he CLUSI~ l'r Jj ect 
Manager provided under th~ CGS project cOJl~inued his services, 
paid. under the contr.::.ct after October 1980, throuCJh July 1981. 
Hi s n~plaCemGll t ar r i vea in Oc t ober 1981 and depcu:tcd in 
SeptGuber 192.2. The p:r:csen t CLUSl\ Adv i sor a r r i vec1 in Novenbcr 
1982 for a two-year tour of duty. To date CLUSA h~s provided 
one sjlOrt-term consultant, 0 coop8rative specialist to stuc1y 
the status of Rwandan cooperatives, the potential for 
establishing cooperCiti','e unions 2nd a national federation of 

.('001:"21.:atives 2lfl~i an u.nCily~i-[,; 'oi -coop~ratiVe' 1egislciffoi1.- ,\s of 
June 1, 1983, exp~nditureu under the CLUSA contract total 
~352,744.98, leaving a balance of $222,255.02. 
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The services of two consultants have been,charged to the 
project outside of the CLUSA contract: an engineer to review 
silo and warehouse construction specifications and an 
agricultural economist to develop proposals for the research 
component of the project. 

According to the PP, the GOR would provide the staff of the 
Department of Cooperative Promotion which, at that time, 
included 36 yrofessionals, three secretaries and 48 
commune-level encadreurs (rural trainers). A more accurate 
estimate of project-specific staf.f is/was 14. A ministerial 
reor~anization in late 1981 resulted in an expansion of 
ministerial functions. The Ministry of Social Affairs and 
Cooperatives became the Ministry of Social Affairs and 
community Development; the Department of cooperative Promotion 
was abolished; and GOR responsibility for support to the 
cooperative movement was vested in a smaller Directorate of 
Cooperative Action-within a new Department of Conmunity 
Development. Personnel shifts resulted in a revised 
headquarters staffing pattern of nine professionals, two 
secretaries and three drivers. Since late 1981, the staff has 
been further reduced to six fu~andans, including one driver. 
The implictltions of the smaller Rwandun staff are discussed 
below in Section IV.A., Organizational Support and Extension. 

2. Truining 

.As des i gned, trtlini ng at T:'11:'J. t iple level s \'lOuld be 
undertaken during the life of the project. With the assistance 
of the CLUS;\. Adv isor, third-country training programs in 
cooperative management Hould be provided to the lJlRAC/LCS 
staff. Pre- tlnd in-service training for personnel on the 
prefecture and commune levels ciS well as for coope:rative 
personnel would be provided by the LCS staff as part of their 
job responsibilities. To date only three Rwandans have been 
sent for truining outsi.de of the country, and the primary 
constraint to accelerating headquarters staff training is now 
th~ lack of personnel and coverage during even short absences. 
Pr0fectural-level training for regional cooperative 
inspectoratC:! personnel and cCi.llr1une-level training for 
cooperative encadreurs has b~en minimal to date. Training of 
cooperat i V0. l)ersonnef; on the other hand, has been proceeding, 
alt.hough somewhat behinu the schedule presented in the PP. An 
analysis of the training progrtl~ on all levels tlnd 
recommenda t i 0i1S concerrli ng vrl;jani za tion, at tendufice--and -cont·cnt 
is includerl in SCction IV. B., Staff DGvelopli1ent cmd Training. 
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3. Commodities 

Major categories of commodities include vehicles, 
cons~ruction materials (cement, roofing sheets, reinforcing 
bars, etc.) and equipment to operate a silo/warehouse and 
marketing operation at th~ cooperative (calculators, scales, 
locks, pulleys, moisture meters, etc.). PIO/Cs for 
construction and equipment requirements are issued as AID 
i nt::rC;1en tally approves groups of cooperat i ves toO be ussi s ted 
und(-"!" the project. tl \'ICiiver for the procurement of seven 
vehicles and ten motorcycles was approved in the Project 
Authorization. In addition, a waiver was approved by the 
AA/JI..FR (6/22/81) to procure a lOrE Nissan truck to transport 
construction Raterials from Kigali to the cooperative sites. 

Projected ~nd A2tual Vehicle Procurem2nt 

Item Project Papcr/Waiv~~ Actnal t.o <.late 

Landrover 1 1 
Toyot<t Stout Pick-up 3!./ 1 (used for 

construct";'on 
supervision) 

1·1at',da sedan 1 (suhstituted 
for 1 pick-up} 

Motorcycles 203./ 2· 
NisS311 lOT truck 1 
SedallG lor resea.rchers 3 1 (th0ilo.!il not 

yet uS8d) 

"!:../ Includes a J:epl<:tc(~ment picl::-up to be procured in t.he fourt.h year 
of the p:rojec't:. 

3./ 'Eo be used by 10 reg lonal inspectorates wi th replacement in the 
four ell Y0~.... r. 

4. COL"lsf.ruc::.:on 

Funus have; been buageted for the construction of silos a!1d 
warehcuses Rttachl~l~ to cool)E~rati'les. l\ccor:ding to the PP, thc.~ 

COl1str U~ t i on of 40 V.'<1 reho:..:s8S, elich wi th a 60 -lOO'l' capac i t.y, plne six 
sJnulJ.er "satelliLe" ware}wuses 3Lould be cOi:lpleted by the end of the 
third year of L):'.:Ojcct impL:'nH.'!ntaLiun. '1'0 eiltC,. five .'::'1:e in opcrati-o,1i 
tln-aauitiDI1cH - ~~:i.x .will bG 0p8ruti n9 for the ...Tuly-l',.... gust 1083 
sorghura-buyin':) :;L~:lson; awl ni {Ie H1:Jre are no,,/ at vi1r-ious stFl<jCS of 
construction. of: the 12r.tt.~r n.' '18, six shouJ.d be opcr<3tintj for the 
January 19,)11 !J'::':I:l-·huying season. l\lt.hough constructio;l is behind 
SL:hcdulc, t:v~ F.::c:,:-;(:!nt l:':Jce is :naximuin <jiven the:: LCS staff' £ lIlanager..ent 
capacity. 'J'~1.:! U::::: s'.:.af£ L. also respunsible, of cour~:;c, r:o~ ccmtin·..wd 
oversight. of th:,;' coop'~t"utivc silo:; CO:1Str. .lcted un~1cr the CGS . 'roject. 
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It is now estimated that rising costs will preclude 
construction of the total number of facilities, falling short 
by perhaps 2-4. A more detailed discussion is included in 
Sect40n V.A., Construction. 

The GOR in-kind contribution to the construction effort 
includes an assessed value of the land on which the cooperative 
silos and warehouses are built, the GOR costs to prepare the 
final design documents (IFS package) and the value of communal 
self-help labor to assist in the construction.· It can be 
safely assumed that this contribution will be met during the 
life of the project. 

5. Research 

As discussed in the PP, the research component of the 
project was to be implement~d through two Rwandan i~stitutio~s: 

ISJl.H. (Inst i t ut des Sc i ences Agronclaiques du R\-J,mda) and INRS 
(Institut National de Recherche Scientifique), both located in 
Butare. ISAR will under~ake studies on indigenous crop 
storage, bean resistance to pest attacks in storage, effects of 
bean storage on cooJ~ability and an inventory of bean 
varieties. INRS will underta}~e a comprehensive socio-economic 
study, or series of studies, on food crop production costs, 
labor employment, consumption patterns, the role of commercial 
tr~ders, otc. Project funds were budgeteJ for the services of 
three re~eurch assistants and a part-time research supervisor 
from a u.s. university to assi~t INRS in undertaking the 
socio-economic study. 

The research ef: fort has not yet be~"jun. Ins tead, the 
programmatic decision was rn~de to combine the LCS research 
ef fort wi th complementary research \oJhich \·,i 11 be financed under 
the Food Storage and Harketing project, Phase II (for the 
technical stud ies) ana under the propo~led Cropping Systems 
Im;1rovement project (for the soc lo-eco:lomic stu,:ly). A Plo/T 
(6Y6-0107-3-00033) w~s issued on September 3, 1982 for $450,000 
to provide partiul fundi:lg for a coordinated research pac},age 
to be implel,lented tmc18r a contract wi+-.h a Title XII 
university. The estimQted total cost of the contract is 
$809,000. The se18c:tion process is neQ.ring completion, and it 
is expected that the research tG~.;n, led by a resE-arch manager, 
vIi 11 arr i vo in Rwanda Defore the end ot the ye2.!". An 
assessment of the rcr;;carch effort is included in Gection VI., 
Research. 

When the research ef:i:ort begins, tho. GOR contribution 
ISM and IN1~S stu f f time, c ler ical time and off ice spac 0 - wi 11 
be requir.ed. 
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6. Revolving Credit Fund 

,A total of $400,OOO,has been budgeted for allocation to LCS 
cooperatives uS \'lorking c~pital with \.,rhich to purchase beans 
and sorghu~, agricultural inputs (primarily insecticides) and 
other "merchandise" needed by the cooperative members. Each 
LCS coo~Grative could receive an average allocation of 
$10,000. The terms and concH tions for use of the fund, 
however, have not yet been determined. A total of about 
$15, 000 \':as allocated to the initial five LC:; cooperati ves last 
year on a provisional basis. Use of the fund is contingent 
upon satisfaction of a condition precedent which requires that 
the GOR subnit to AID a deLailed plan indicating (a) how the 
fund wi,ll be administered; (b) the credit terms, or interest 
rate structure; (c) the anticipated default r.ate; and (d) the 
mechanism and criteria for review and approval of loans to 
cooperatives. 'rhe- project-Authorization specified a fifth 
element of the plan, which was not included in the Project 
Grant Agreeiaent: the administrative ccst of providing credit. 
Given the importance of working capital to a cooperative's 
viability and ability to function on behalf of its members as a 
marketing operation, a detailed analysis and recor.lmendations 
for utilizing the revolving credit fund are included in Section 
IV.D., The Revolving Credit Fund. 

7. Evaluu.tion 

Both the formative and final ovaluation costs were budgeted 
in the PP. Half of the total, $20,000, has been spent for 
consultant services for this evaluation team. 

The financial plan in the ?P matches the budget included in 
the Project Grant F.greelilcnt/l'.r.lplified Project D2scription. 
Project Implementntion Letter No. I, issued on December 29, 
1980, hO',18ver, sh i £ ts f lllld ing between component.s ancl odds two: 
lI1iscellaneous ilnd adlTli~1ir::trative costs and contingency. The 
total, $2,573,000, remai~s the samc. The following tuble 
compar<?~3 the two Dudgets ','Ii th the current StCit 1.lS of hID 
commitments (subobligaticno) and Dln~C/LCS local currency 
expenditure records. It is obvious that the project is now 
tightly bndget.ed :=tnd thut udditional funds may have to be 
authorized to-maintain projoct moncntum. 
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Co:nfX)nent PP/PGl\ PIL #1--- AID COmmitments 
(as o~--2L2eu83)1/ 

GaR I.C EXp. 'Ibta1 
(as of 6/24/83J..==.@!Lof 6/2_4:L~t 

Tc:chnica1 
Services $572,676 $579,000 $582,444 $ $582,444 

'I'raining 100, OOO'!:..! 91,000 29,394 13 ,035 42,429 

CO!11m::x1ities 158, 975.Y 119,000 240,958 ~, 767 250,725 

O:mstructio:l 848, 710'!:/ 772,000 344,016 (201/131)il 344,016 

Research 452,1002/ 411,000 450,000~./ 450,000 

Revolving 
creJ.i t FUnJ 400,000 400,000 69,278 (15,085)i/ 69,278 

Evaluation 40,000 18,000 20,000 20,000 

Hisc.& ldmin. 
Costs 50,000 32,790 32,790 

Contingel1':::y 132,000 * * * 
'IOl'AL $2,572,461 

($2,573,000) 
$2,573,000 $1,736,090 $55,592 $1,791,682 

*~o De absor1Y..d for co:npo:1Gnt cost over-runs. 

1/Sourcc: Rr:1C finan::io.1 r<:.?Orts 

2/Includes cCl:1tingcncy 

3/PIO/'r 696-0107-3-00033 ~ contract not yet signcl. 

~/N:)n-add, l~e}?resentin0 that portion of the ]\ID COI11.1litmcnt \·:hich has reen expended. 

$l.OO=FRv 91.48 
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B. Relationship of LCS to other AID-financed Projects 

In order to better understand the framework within which 
the LCS-spec i f ic unalyf. is and reCOll1hWnda t ions are made in the 
follmdng sections of the report, it is important to bear in 
mind the relationship c.f the project to other complementary 
projects in the AID portfolio. These projects include: 

Project Title and Numb8r Status 

Cooperdtive G~ain Storage 
(696-0108) (La?: $327,000) 

CLUSA OPG; 
in December 

pilot project; completed 
1982 

Food Stortlge and i·1arketing 
Phase I (696-0100) 

(LOP: $716,000) 

Initiated in 1975; 
December 1982 

completed in 

Food storage and Marketing, 
Phase II (696-0116) 
(LOP: $2,100,000) 

an-going 

Cooperative Training Center 
(696-0119) (LOP: $935,000) 

CLUSA OPG; on-going 

Agricultural Survey and Nlaly3is an-going wi th Oureau of the Census 
( 696 - °115) (LOP: $ 3 , 7 06 , 0°°) (BUCEN) assistance 

Cropping Systems Improveraent PP design scheduled in late 1983­
(696-0110) (estimated early 1984 
LOP: $12 1 °°0,000) 

AID I S support to improving Rh'c' 'dan food crop storage was 
initiated in 1975 l.,rith a modest allocation of funds to both 
Catholic Relief Services (CRS) and CLUSA. In the case of the 
CRS activity, 21 storage silos were constructed in communes 
\'/here Catholic missior~s \':0re located. (CRS has recently been 
discllss'.nCj with i-lIHilSODECO the DIRl-\C's assUl:lption of 
n ..'sp:Jl1Gibility to IllOnitor tne opcra.tion of these silos.) In 
th0 case of the Cooperative Grain Storuge project, 
implelilen ta t ion \-lll5 undertRkcn jointly by CLUSA and the U. N. 
Capi tal Developlacn t Fund (UNCDF) to DU i ld and operate seVl?n 
silo Llcilities uttached to cooperatives. UJ~CDr provided 
f inane in9 for the construc t i on and \vorJ~ i 119 capi tal for each 
coopera t i ve to bUy and sell beans and sorghllHl on beha 1 f of its 
members. CLUSp. focu3sed on 5ubBtantive prQject __ imp10!11·.Ultalio!J:._ 
selcctinl] coopeLa'.:.ive~; su:)ervising the cOl1£,truction; designing 
and presenting training courses for cooperative pl?rsonnel; 
training ministry staff in liliJnagemcnt, coop2rative vperations 
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and storage technology: and monitoring use of:the credit 
funds. The CGS project is considered to be the pilot phase of 
the LCS project. 

Under FSM I, GRENARWA was established and became 
operational to intervene in food crop marketing by buying and 
selling beans and sorghum. '1'he purpose of the intervention is 
to assure maximum producer prices and supplies and minimum 
consuner prices. Under Phase II, GHEHAR~~A' s a1iility to 
function with incJ:(~ctsing effectiveness and efficiency is 
continuing to be supported. In addition, however, a major 
research effort will be undertaken on storage problems 
(especially related to beans). As discussed above (Section 
111. A. 5. ), the FS;-i·-f inanceJ research wi 11 be combined ''1i th the 
LCS-financed research as one, coordinated effort. 

UndeL the Cooperative Training Center project,- a 
Cooperative Training and Research Center has been built to 
provide (a) a facility (in Kigali) for cooperatives to organize 
and conduct their min training courses, (b) short- and 
long-term trailling for cooperative, ministry and extension 
personnel in cooperative organization, management and 
accounting and (c) research, documentation and information 
services for the cO'1tinued developI:1cnt of the cooperative 
movement. AID inputs, provid8d by CLUSA through an OPG, 
include the services of a coope:rativc Education Advisor, 
equipment und furnishings i:or the Center, scholarship support 
and -a budget subs idy for the fir st fi ve year s of the Cen tC?r I s 
operation. The Government of Switzerland has finonc~d the 
construc'tion of the Center Clnd is supporting the Research and 
Public?tions Unit. 

The Agr icultural Survey and Analysis project ,.,ras initiated 
in late 1931 to strengthen GOR efforts in agricultural data 
collection, processing, analysis, planning and J:1anagement. 1m 
agriculturel C<3nsus should be completed within t.hr(~e years, and 
intormed:ii1te data collectiQil and ~ll1alysis can hel.ve bearing and 
ir,lpact on the dynamics of the food production ar;c1 marketing 
sY!:item "'/11ich is being influenced by both LCS-S"Llpported 
cooperative opcr~tion3 an~ CRENAffilA. The proposcc1 Cropping 
Systems Improv8lil2:lt proj ec t \'/i 11 focus on agr icul t ural rcscClrch 
and streng theni ng IS,r..R and the agr icu itural ext ens i on serv j cc . 
The socio-economic studies prorosed under the Les project will 
be underta}~en in conjunction \'Ii th ISi\R IS on-:JoiDg and C)~p(-d1ded 

-res-earCl1 -p-rog-ram.. r:1stitutional linkClgcs \'111.1 be e'stablished 
between lSAR, a Title XII university and IITA. 
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IV. INSTITU'rIONAL DEVELOPr1ENT 

A. Organizational Support and Extension 

The success of the project will utlimately be measured in 
ter~s of the institutional viability of storage and marketing 
cooperatives. To achieve viability requires extensive support 
to the coc>poratives in such areas as organizational planning 
and managcl:!(~nt, account i ng and break-even analys is, 
intervention in the marketplace (necessitating pricing 
policies) and effective storage. Service~ to thp CGS and LeS 
cooperatives ar.e centered in llINASODECO's Directorate of 
Cooperative Action. MI~ASODECO has seconded staff to establish 
a project office, knmm as the Project Silos Cooperatifs 
(Cooperative silo Project), within the directorate. Refer to 
the follm.'inrj organizZltLm charts of tHNhSODECO and DIRAC, 
including the LCS staff. 

Since initiation of the project in 19'79, all training, 
extension, aUditing, construction and administrative support 
activities have emanate:d frol:! this office/staff \'lithin DIRAC'. 
Prefectoral-level regional cooperative inspectors, their 
assistants and cooperative encadreurs in communes where ~ne 

project is active have participated in training pr.ogr;- ..ls 
offered by the LCS staff. In many cases, as part r: their. job 
responsibilities, they have a:u.~o vJOrkpr'l ,:,' ~:':"~:.l with the LrS 
staf:':' 'rhese fiald pec:-.:'..-? ">_ "vL., nov/ever, either directly or 
solely responsibla to the project. 

'This centralized approach to cooperu::'ive support is 
cont inui.ng, although planni ng for. SOhle cooperCl t i ve 
re~ionalization has been initiated. In Butare, for example, 
the regional cooperative inspector has been directed by 
MINASODECO to carry out specific extension tasks for the 
project, and he has received a LCS motorcycle to assure his 
mobility. The estahlishment of cooperative unions to provide 
extension and other support services to member cooperatives is 
al~o being considared. 

Centrali3ed support is predicated on having a mobile 5taff 
in sufficil:lnt numbers to meet the needs of e'ln inc:r.easing number 
of LCS cooperatives. rnadequata staff and per diem allowances 
now appear to be the two primary constraints to providing 
comprehensive extension services. 

From 1979 until late 1981, the LCS staff I"!umpl§!r(;:d 1.'1., 
inc 1ud ing thre·e .c1r i vcr s c..nd two secrete\!: i cs-·~· Of the 14, cleven 
were secondod by tile mi ni s try and three: ,,,ere pa i d from proj ect 
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funds. During this period, seven CGS storage units were 
operating, and their staffs and boards of directors 11ad been 
trained. In addition, six LCS storage units were under 
constructio)) l~n<l the cooperative staffs \'Jere being trained. 
DIRAC/LCG staff were visiting the cooperatives on a regular 
basis. 

since late 1901, the LCS staff has decreas~1 from 14 to 6. 
At the same ti:a2, the n'.1;ilber of CGS dnd LCS cooperatives has 
increased hon 13 to upproximately 3.). Four professional staff 
Here reCl.ssiCjr1'~d and hav(~ not been J·er'l~ccd. Two of the three 
drivers and t11C t~'IO sec:cetaries 'ICre shifted to the ministry's 
pool. Eighter~n rnon~hs ogo the LCS Project Director* requested 
that the fO;lr :nofessionals - a t1.",ainer, un auditor, a 
book1~eeper cll1d ,'I Clssistunt construction supervis,or - be 
replaced~ ~le :aquest is still pending. 

The decreu~e in staff is coupled with limitations on st&ff 
travel, an equally serious constraint. At the pr.esent time, 
the LCS staff: is dep8ndent on gov(~rnment, not project, funds 
for payment of: per diem. ~1ey are limited by orders of the 
ministry to a total of six days of travdl per month, which must 
also inclU\lf: the travel of the government drivers \'iho accompuny 
them. Thus each professional staff member is limited to 
app.coxima. tely one day of tr a vel p8r month. '1'hi sis, of course, 
totally inodcquate. 

Following is a projection of visits to cooperatives which 
the cvaYuation team believes is indicative of the covorage 
rcquired to provid8 Cldcljudte support given the grm'lirlg 
man2.gement and extens ion 'dork loael ;:;'5 more LCS c00pc:r.a t i ves 
"come on line." Each LCS cooperative should recd.ve the 
following assistance: 

____ • 0' _for TU:1l1u.qeI:lent inspection and audit: qUClr-terly \lisit..~: 

for tr:lillin<J 01: retrainins: of cooperative officer~3 u.nd 
s ta f f, --(~~j~~"i~s~-;~,d_Ei~=~-iix"cOr.tp~_eso,l; 'k and cLH:unul1al-leve 1 

*The R\'Iandan DIR}\C Din~~tor VlCilrS two hats: DIR.'\C Directol.· and 
LCS project Director. 

**A cOlnJ:lissaire ·t:l.UX couptes is perhaps best described as en 
in L(;;~·ilar~L-:::iJ.·-cc.~i~-·Aln~l:ib-er of UIG coo~)er~1 t i V(~ 1"-; fn;rVI3 i llancc 
commi t tee, lle;':..;]18 is pa iLl l1 mon till y fce to vcr i r.y t1,2 
coopera t i V0 IS ilCCOLln ts, r":0un ter s i SllillCj the bi l:~on tn Jy [i I1a nc iat 
);ep{)~~t Hhich ir; SUbl:litu·J to the LCS dudjt-or. He/she 15 c110scn 
011 f;he biH.;ifj of 1~nc\'In hon(~sty c1.nd accountin-) ski.lls. 
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encadreurs: visits twice a year, with a tbtal of 10 days of 
trainin9 [includes both Phase I and Phase II training***); 
and 

- for inspuction of stored crops and assistance with 
fumigatlon: qUu~terly visits. 

In adJition, the LCS Project Director should visit each 
operating cooperative at least once a year, visit the site of 
each prop()s.-~(,l T,CS cooperative storage unit and attend tr2.ining 
!)rograms as often as possible. In summary, at least one LCS 
staff Ineli1;-)0r should visit each LCS cooperative once monthly. 

Assuming that approximately 30 cooperative storage units 
vlil1 be opcrdtionalDy the end of 1983 (8 under CGS* and 2/. 
under LCS) und approxil;~ately 48 by the end of the project, the 
follm.... ing uIlnual LCS SLlff travel requirements are estitoat8r] ~ 

- insp~ction anJ audit: 4 site visits/year x 1 day/visit x 
30cool)c17atives ::-120-travcl days; y. 48 cOOT?crativcs := 19/. 
travel c1i.J.ys. 

- training and retraining: Some lraining progl'ams vJill be 
conducted utt11 8 (~uopcrative Training and Research Center 
in Kigali, and LCS training staff would not be required to 
trav(-:ll. }\ssuminS!, hO\vever, that (a) half of the training 
is provided outside of Kiqali, (b) three staff members 
'participate in each session and (c) a group from 6 
coo1?~r(\t ives is trained at one time, the £ollovling number 
of travel days would be required: 

for 30 cooperatives: 3 staff x 5 groups x 5 days - 75 
travel dctYs 

for 40 cooperativ8s: 3 staff x 8 groups x 5 days = 120 
trave.l. du.ys 

- grilin il1Gpectioll an,1 fumigution: Ij. sib.:! visits/yeai:' x 1/2 
day7vi SlC)~ 30--::-o;'_'p.:::r? t'I~·es---=-' (,0 -travel days; x 48 
coopcr~tivcs = 9B trdvel dajs 

*Silvings in construction COGts :\llo\Ved tlH~ c,on:3tn1c,tion of. one 
"inor-e s110 '-U;i),uut.a coopcrath'e); SeV0l1 \-Je::re planned, and eight 
\-Jere built. 

*oJ.*See Section ;3., Sli1f:f Development clnd rrrC\ininC), belo"'l for a 
dinr.llssion ::>t the trainin'J ph,)80S. 
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- Project Director: 1 site visit/year x 1/2 day/visit x 30 
cooperatives = 15 travel Jays; x 48 cooperatives = 24 
travel days 

From the above estimates, the total annual travel days and 
cost in staff per diem can be calculated: 

Inspection and audit: 120 travel days 
Training and retraining: 75 travel days 
Grain inspection and 

fumigution: 60 travel days 
Project Director: 15 travel days 

Total 27C)" travel days x FRH 2,000 /day 
per c!iem = FTIw 540,000 

FRw 540,000 = $5,900 

This figure docs not include driver costs which are more 
difficult to calculate ~ince the LCS staff ffiCI:bers can travel 
together to accomplish sClJerul of the above tasKs at one. This 
v/il1 reduce the nu;nbcr of duys that drivers are actually in 
travel status. Assumin<j he:tlf of the total duys calculated for. 
the staff, drive~ travel would be: 

135 travel days x }:'R\'I 1,000/duy :-: FRh' 135,000, or $1,475 

Totul unnual per die~ costs to support 30 cooperntives is 
appr"o:dmat~:!ly FEi) 675,000, or $7,375. 'fatal amlual ptn diem 
costs to, support all 48 cooperatives is approximately FRH 
1,080,000, or $11,805. 

In conclusion, the team recom::lemls that, in adc1:i.t.io:a to the 
present LCS staff, !,1HI,\SOm:co should approve and fill the 
follol'/inCj full-time posi tions: one trainer, one 
ITlunagc:~ent/auel i t spec ial i st, one boo}~};ecper, one ass i st<.1n t. 
construcLion supervisor, tw~ secrelaries and two drivers. 
MINhSODECa should also relax its truvel and per dien p01icies 
to permit the LCG st.aff to per.Ionn. its duties in supct"'!isory 
man<l<jcI:1Cnt, training and technici".l inspection. If theSe! 
recol.1:wl1datiollS cannot be ~,mpler.1Cntec1 by September), J.983, in 
order not to incrc<.1se the I/orkl'.J.:ld on the present J.,CS staff, 
new construction dctivitics should be suspcnd~d until 
MINASODECO and OAR/R jointly ugree that the staff has the 
cupubility to fill its 1,leJ.r,Llgeriul, traininC] and general 
ovcir s 1g}l-t - 'fu·nc t ions. 
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In addition, the team suggests that the developJil'~nt of a 
cooperative union should be supported on a pilot basis. There 
are at least four objectives to such a pilot effort: 

'(1) to t~~t the ability of a union to provine udequate 
extensioll sel"vices to its members with a view toward 
relieving rlINr~SODr:CO of some, i:: not all, of its extension 
r~sponsibilities by the time the project is ~lased out; 

(2) to [acilitute buying and selling grdin~m0ng members of 
the union and with GRENAffilA, thus proDating two of the 
project purposes; 

(3) to pro'; i(1l:~ COEl':lGrcial services and to achieve econolnies 
of scale w~lich individual cooperatives cannot achieve 
alone; an,] 

(4) to test the potential for a unioil's financial
 
self-sufficiency.
 

'The burgc:oning union in Butare may be rCZldy for support. 
The union in::luu0s 15 c()operdtiv(~s, of \'.'hich five are CGS/LCS 
cooperatives, r~he COD?el~tlt.ives ilave join'?~1 t.o pr-oJ:\ote 
mar}~e.ting services, amon,) Qther activities, since sorae are 
loclited in deficit .:.wo:}'uctian dreas while ot11ers are located in 
surplus produ~tion areas. Although the association is not yet 
functio;13.1, the jnesid,:;nts of the cooperatives have been 
meeting and operational v]anning is underway. 

~le ~CS staff and OAR/R should consider providing support 
to this union, l\lthough its needs ana desires musi.: still be 
analyzed, sUlJport in the follO\'Jin l] areas should be considered: 

,- employLwl1t of a. :f:ull-t ime manager / extens ion agent. for. b/o 
years; 

- elni?loymcn t of cJ. book};: eeper / sec retary for t\",O year s; 
- rcntul of dn office and oIficD operating cost~; 

-' purche.t~e of C\ ?-1/2-ton truc1: for grain mOV81;lents and 
cxtens:i on services; and
 

- emploYj,:~n t of :l dr i ver.
 

Suppor t a long the 1) nes noted abovG nigh t cost $40-50,000 
over tvJO yeuLG. Tucllilic.:al. suppo:-t could COL1e frOl:1 
t-1II'm30DECO/!)Tl~~\C, the Ci.,USt\ Jdvisor and I if necessary, from 
CIJUSI\.co:l,sultfiDtS. Cons:,der<lti()l1 might. ,al_~:oJ)e gi\~en,_,t() 

assignil,g a P2'JC'C Corp:; Volur~tel>J: \Ji th u ;Jtlc}~grounJ in 
cooperative::.; t'J 'work \!ith tne associcltion. 
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B. Staff Development and Training 

1. Status of Training Activities 

According to the PP, participant training is a primary 
compone;'1t o{ the project. Training should be conducted at the 
na tional (ll1ini ster ial ), prefectoral, communal and coopera t.i ve 
levels. Accomplishments to date are sumnarized below. 

Natio1Yll level: \vithin HINASODECO, 10 staff members were 
to be sent to a specially designcd 2-3 month course in the 
training of trainers in cooperative management at the 
Pan-African Institute for Developnent (PAID) in Douala, 
Cameroon. Another group of 10 staff members was to attend a 
3-6 month co~rse in cooperative management at the Pan-African 
Training Center in Cotonou, Benin.' This last group was to be 
financed through the Afr ica~ l1anpoHer Development project-. 

To date only one participant has been sent to PAID, and he 
is now cOffi?letiny a s~ven-month course in business management. 
It appears t.hat the Pi'ln-African Training Center in Cotonou is 
no longer functionin<;] due to a lack of funding. The LCS 
construction supervisor, 11r.. Vincent Hpamira, attended a 
six-\'/ee}~ course in cO!lstruction techniquGs in Dakar in early 
1982. '1'h0. DIRAC Director, Ilr. Hellars i,1agorwa, attended a 
two-month course in development administration at the 
University of Pittsburge in Summer 1982. The LCS trainer, Hr. 
Paulin Eizimana, attended a two-week seminar on techniques to 
stimulate rural self-help dcvelopnent efforts (animation pour 
1 1 auto-?1~onotion pays<lnnc) in Kigali in Octooer-i982. other 
trainln9-~-lttT-i-e ;a-infsterial level has been marginal. The CLUSA 
Adv iso1:, 11 m/cve ..... I in [onnally prov ides on-the -j ob tra ining to 
all LCS staff members. 

Prefectoral level: There appears to have little training 
of pref~ctor~l-level regional cooperative inspectors 
("supervisors" in the 1-'p), although it was foreseen that 10 
would attend a two-weuk course in Kigali to assist them in 
supervising the operation of cooperatives in their 
prefectures. The regional inspector fGr the Butare prefecture, 
hO\vever, has been provided \lith a LCS motorc~'cle to assist him 
in extensio:-l and org<il!izing a union of cooperatives. He has 
been guided i t.his tc1sk by the DlRAC/LCS staff, and he has 
also p2.rticipated as a trainer in training sessions for . 
c00pcrative r.\anilgcrs 'wnd cO;;\jn:ss~ircs ~u:-:co;:;ptes, 

COHl1l1Une lcvel: Up to 40 commune-level rural 
traincrl;!Coopc-rative organizers (encaclrcurs de comr:mr.e) \'lcre 
also to be trained. 'j'a dat.e, no specific trainingcourses for 
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encadreurs have been organized. In l-1arch-April 1983, however, 
a training session was held in Kibuye for the officers and 
managers of the six LCS cooperatives which will soon begin 
storage and '1d.r}~eting operations. Six encadreurs completed the 
one-week course in management and accounting techniques for 
cooperative managers and com~issaires aux comptes (see section 
2. bclow). Furthermore, to the extent that a number of 
~-::C1\~_relJrs are also l:lCmbers of cooperative surveillance 
committees or are cooperative officers, they have been trained 
along Hi th that group (see helm,). 

CoopcT."utivc leVC'll: The most active training under the LCS 
(and CGs~)roject hils been foT." cooperative officers and 
managers. 'rhe PP and Project Grant Agreelaent estimate a 
requirement for a toti..ll of 480 person-wec~~s of training. This 
is broken dOl'ln to 1-2 persons pE~r coopcrative, or about 8 Heeks 
cuch for 60 p.'lr.'ticipul1ts Juring the life of the project. 
Traj ning \lOuld be held in 3-4 \':eey. sessions. The Pl' also 
states that CLIJSA, under the CGS project, \'lould prepare a 
general training plan for cooperative personnel, which could 
then be expanded under the LCS project. 'l'his has been the case. 

Training [or 90 officers and managers of the initial 11 LCS 
cooperatives has uecn conducted in 6 One-I'lee}~ sessions. The 
first training session for the personnel of the next group of 9 
LCS cooperatives will begin in 2-3 months. 

Al though thc~ most ac t i ve component of the overall tra ini ng 
effort, cooperative-level training still a~pears to be behind 
schedule. i.'.;corc1ing to the PP, about 96 pcrson-HeeJ~s of 
truj.ning \"oLlld be conducted annually (J6 x 5 years = 4(0). 'rh€: 
project i~ now in its third year of inple~cntation, and only 90 
perboll-~'leeks of t:"~inin9 have becn completed, Le., less than 
half of the tnrget ::'c\/ol. 

One mi t:i<jc.tting and unfores(;cn factor hCls been the need to 
retrain 20 officers and managers of the CGS cooper'::ttives. 'l'hat 
gro'lp 1':<:15 y i ven 2n tid~! i t i anal o~e HeeK of tr Clining in Hay 
198~. Totn.1. tr.aining con<.lucted to date therefore totals about 
110 pcrsan-vwo}~s (90 -[- 20), h'ith, as mentioned ubove, another 
25-30 person-weeks sch~Ju1ed for officers and managers of the 
next group of 9 LCS COop'_!r-ativcs in l\ugust-SeptcmlJ8r 19133. The 
second CLUS!\ l'.!lllual R(:port (lioveJilber 1981-1:ovcI:loer 1982) states 
that 126 1)''; (' f"o::--\:eCK s af. tr Cl i ning \vere co;nple ted dur ing tha t 
period, but DTRl\C/LCS records do not confirm this figure. 
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2. Content of Cooperative-Level Training 

Training for cooperative officers and managers is conducted 
in 1;\'/0 phases. 'rhe first phase, or session, is a one-week 
course given tu both cooperative officers (generally the 
president, vice pres~dent and secretary) and cooperative 
!\lClni1CJ (:.!r s (g C':C c'.l1 t: s) anu c oPom issair es a ux compte s • '11[1 is group 
may also inclL1~jc-one memlJer of the cooperative surveillance 
COffihlittee and n ~,ilo/vJarehouse overseer. The latter person is 
hirc=d by the cooperative :if the manager is alsO responsible for 
other cooperative c0Il1'11ercial activities, such as a provisions 
store or pharmilcy. Phase I includes lectures and practical 
exercises in cooperative organization and silo/warehouse 
management techniques. It may also involve a site visit to a 
silo/warehouse operation. Because of space limitations, this 
first session is presented separately to (a) the cooperative 
officers and t~ (1)) the cooperative managers and cornmissaires 
aux compf.-es. - -

Phase II is a olle-\vcek course in bookkeeping techniques, 
and it is given only to managers and comrnissaires aux comptes. 
Some organizational concepts and notions of cost-accounting and 
brGCtJ~-even arw.lysis are also tauuht. Instruction in preparing 
bimonthly financial reports for the LCS office is also given. 

The LCS training officer organizes the sessions and 
prp.sents most of the lectures, although the LCS auuit.or and 
accquntant/storage specialist may also teach. Occasionally 
they ~re assisted hy a regional cooperative inspector. 

3. Train).nS1 of Coo;?erative t-'lembers 

'~lthough included in the Training Prog)~am Plan (Ja.nuary 
1981), education/training of cooperative members, so that they 
may follow silo/warehouse operations and understand decisions 
taken by their cooperative managers, has been marginal. 
According to the Plan, training should be along the lines of 
information di3scmin,~tion ([,ensibilisation) a.nd "public spirit" 
(Clnimi..ltion) CCllc.)JC1iqns. G.:::oups of -inembers-urr.:! brought together 
by tl1C i r adJT,in i str."u t i ve sec tor chi efs and by communa 1 
enci'hlr ours. 'fhcy ure then encouraged t and hope fully hlOt i va ted, 
tOI)~1Lticipute in the ac.tivities of their cooperative, and the 
ben0.[its of participution are explaineu to them. 'rhe conu:lunal 
leuder sh ip OXPQne]s a good deal of energy in th i s of for t, 
Q!.:p~~i=.ll.y if a c')operative has been selectod for construction 
of a LCS silo/I,!,-\.rt'!l1ouse. ;;nothcr "public spirit" calilpaign 
accompanies officiul inullguration of the completed 
silo/warehouse. 
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One of the more innovative aspects of the.'campaigns has 
been the Educational Theater Group. The Group has been hired 
to perform for the general pUblic and cooperative general 
assemblies to stimulate new membership and/or increased member 
participation in storage and marketing operations. According 
to the second CLUSA Nlnual Report, the Group performed seven 
times in 1982 before an average audience of 300 ID~andans. 

Evidently, however, at least in the case of the Gikoro 
cooperative, the performance at the communal headquarters only 
attracted those r:u::?:aDers of the general public who 'dere already 
involved in coopeL'ative activities. This is explained by the 
proximity of the homesteads to both the cooperative site and 
thfl comwunal headquarters. The usefulness and 
cost-effectiveness of such a hiredtheatrical troupe is 
Uierefore doubtful. Performance have now been discontinued. 

4. On-th.e-Job Tra ini n9 for coopera t i ve 11anager s 

Again according to the second CLUSA Annual Report, the LCS 
stnff made more than 30 oversight visits to operating silos 
dur i ng the per ioe] Nover.lber 1931-1~ovember 1982. 1·1ost of these 
visits were to CGS cooperatives since the first LCS 
cooperatives/silos were not functional until July 1982. 

1\1 though the DIRI\C/LCS pol icy is to inspect and moni tor 
each cooperative once o~ twice every three months, it appears 
that this has not boen the case. l-\s discussed above""! (Section 
A.), the prihlary constr,d.nt has been the strict limitation on 
staff travel. Th2 eV<lluution ceum noteu that, for some 
cooperatives, visits h~ve become rare. Fre~uent visits are 
absolutely nc'cessary jt cCil",eraLiv-..:: ;::C'n2~e::1ent is to receive 
adequate oversight and on-the-j~) counselling. 

5. Conclusions and Rcco~mendations 

The numbsr of ministerial-level participants who have been 
trained to d~te outside of Rwanda is minil:lal. Only three, ont 
of a "target group of twenty, have benefitted from outside 
exposur.e. This is probably due to a lack of suitahle 
candidates 2n1 to a general shortage of perso~nel. It would 
not be advisable to Gen~1 any of the present Les staff r.1ernbers 
for. training until the staff is incre<:lsed. The present LCS 
office, althouCJh Llnder~>taffed, has at least bcnefittlld from 
1-1/2 to 4 years of on-the-job e:-:per ience \'Ii th th8 CLUSA 
ad,:,isq~s_ .. _Uo~;t_.i8port"!1tl:y-, ab:'>~!icc~; -for.-trai-ni!1tj -l;r~Ist not 
interfere with th.e office's functional responsibilities. 
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In-country training should continue to be.'focussed on 
cooperative officers and managers. Training of 
prefectoral-level regiQnal cooperative inspectors, although 
desirable, should not be a priority at present. With the 
establishncnt of cooperative unions in various prefectures, 
however, training in organizational techniques should be given 
to this group. Training of communal encadreurs should also be 
a lesser priority. \lhen the Cooperative Trai.ning and Research 
Center opens in Spring 1984, untrained encadreurs can be given 
a course in cooperative organization and management. 
Alternatively, and space perruitting, those encadreurs can be 
included in the j;.ugust-Septe;nber 1983 phase I and II training 
sessions. Communal encatlreurs who will be working \",i th future 
LCS cooperatives sho~ld receive both Phase I and Phase II 
trainin(J. 

coopcrative-level trainjng appears to be keeping pace with 
the start-·up oper<ltions of new LCS silo/warehouses. However, 
each group of officers and Iilanagers is only receiving one \"leek 
(for off: icers) or two \'1ee1'.s (for managers and cOJamissaires aux 
comptcs) of training. ~lis is evidently inadequate: 
record-J~eeping h<.is not been suff ic i ent 11' accurate, and 
accou:1t.in9 \'Jeakn(~ss~s may result in malfeasance. Several 
serious instances have occurred, and other minor cases of 
embezzler,\2nt J;(<1.1' have gone - or go - unnoticed by cooperative 
surveillance coramittees and the LCS staff. 

.The <lccounting procedures and record-keeping tools taught 
in the Phase II tro.ining session have not yet been officially 
authcriz'ed for US8 by the flIU7\SODECO cooperati'JC:~ 'l'raining 
Di.vision, \\'hich is responsible for developing a systematic 
bookY-eeping systcm for all cooperatives. Thus, instruction in 
the usc of a general ledger, including account balancing and 
preparation of profit-and-loss statements, is without follow-up 
at present. By the time these instruments are finalized 
(19847), the training will have to be conducted aga3n. 

It is advisable, however, that Phase II training be 
repeated for all manllgers and commissaires aux COi1otes of LCS 
cooperatives. Phase I training-for coope-rativ-eofflC""ers and 
the managerial group should also be repeated at l~ast once a 
year. In short, all cooperative-level personnel should be 
either trained or retrained in both the Phase I or Phase II 
sessions as soon as possible. Space at the Cooperative 
Tra·ining -E;.nd . Rcs.carch . ·Cent.(~r ::"hOuhl bc sm:fic-i en t.- ­

Cooperative-level training has bGen offered in about three 
sessions per year. Assuming that about 30 LCS and CGS 
cooperatives are operating by the end of 1983, the number of 
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training and retraining sessions will have to be doubled to 
abo~t one one-week ses~ion every two months. 

Training of cooperat.ive members through information 
dissemination and "public spirit" campaigns should be the 
responsibility of cooperative leadership, which is, in most 
cases, also cor.llnunal lecHlership. LCS staff time \'Iill be better 
spent in on-site, one-an-one training of cooperative managers 
and cOiill1issaircs <:tux cor,1pt.es than in visiting administrative 
sector-s to stil:lulate coop8rative membership. In any case, this 
is not a frequent activity at present because of travel 
restrictions, and should not be necessary in the future. Local 
communal officials are well-placed to conduct such campaigns 
without outside assistunce. The ai:isistance of the Educational 
Theater Group should not be necessary. 

On-the-job training of cooperative managers and 
commissCtires aux cOlrl!ltes must also be intensified. Although 
the operating LCS and CGS cooperatives are financially solvent, 
and perhaps even realizing reasonable profits, the potential 
for serious problems is great if the coopcrCltive management (a) 
atter.lpts to increase the level of activities t (b) shifts funds 
between commercial activiti.(0!3, (c) borrows more from a 
revolving fund or (d) initiates any conbination of these 
actions. Establishment of buying and selling pric8s may be 
somewhat haphazard, and calculations of operilting costs is 
casual at best. If the LCS cooperatives are to reach their 
potentia.l, careful monitoring of their activities is 
essential. As previously disc.ussed, a one-oay visit to Poach 
cooperdtive once a month is necessary to unravel errors, to 
train the manalJer and to iiscuss operational problems. 

A special \'.. orl~shop fO}: cooperative officers should also be 
organized to help them develop goals and strategies for the 
long-term v~.ability of tlleL..- cooperatives. This \'lOrkshop could 
be condw...:teu in conjunction ..... ith the retraining sessions. At 
present, cooperative leaders are operating on an ad hoc basis, 
wi thout a clear sense of direction Ol~ underst.andi!lg-or 
marketing strategies. 1~is will become increasingly important 
as coopcrativ0 unicns evolve and/or as cooperatives est.ablish 
marketing linkages \'Ii th GH.Ei.-IAR'.~A. 

In S.5.D1d .nf the success of the jn-country training course 
presented by Kan~as State University in 1981 (under the CGS 
project), a similar course should ngain be conducted for LCS 
staff, cooperativ(~ officc~rs and managers, GHEN]\.1','1A \'Jarehollse 
managers iil1d others involved in grain storage. The course 
should agahl focus on grain storage t.echniques, pest 
identification and use of insecticides [or fumigution. 
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c.	 Development and Operation of LSC Cooperatives 

1.	 orCJ~nizational and Social Analysis of LCS 
Coope La t i V(:5 

As part of an evaluation of the progress add impact of the 
project to date, it is necessary to appraise the organizational 
viability of the cooperatives and to assess the impact of these 
organizations on th8 lives of their members. of particular 
interest here is the extent to \-lllich cooperative l:lembers 
participate in th8 leadership structure of their cooperatives 
and the perception they have of the benefits accruing to 
membl:!l:ship. If si9nificilnt, disuuvantages to non-members 
should also be assessed. 

(a) Co?perativc 11cmbership 

Hembership i:1 the LCS and CGS cooperatives varies in number 
fro," 429 (Ndora) to 5,846 (Rutare), with most averaging about 
1,000-2,000. r·1eli\bers are primarily male heads of household. 
In seven of the nine COl.l;i1unes which the evaluation team 
visited, tLe coopc:rati'Jos hau. been established prior to 
cO:1struction of the silo/warehouse. In two communes the 
cool.)8rCltive Haf,; established at the time the silo vIas built. 

l\loJaadan farmers are familiar with the concept. of 
cooperative action, often joining together spontaneously for 
specific endeavors, such as house construction. An extension 
of this -is the pre-coopcr.ative group \-Ihich may, for example, 
petit.ion the lH.'i:gomaster for usc of a coml:lunal field. Another 
increosingly co~mon coop3rative institution is the 
capital-pooling association, known as ibinima. In this case, a 
group contributes money to a pool Which -is blen allocated t.u 
members on a rotating basis at periodic meetings. In this \-lay 
major expenses, such ~~; roofing or housing construction, arc 
defl-uyed. 

Melnbership in a cooperative is thus voluntary and based on 
trad i t ional cone epts of collabora i: i ve organi za t ion. IIov/ever, 
it app8~rs thnt, in all cases, the LCS anJ eGS cooperative 
silo/Ilal:(:~ho'..lse tictivit.y \'las orgi.lOized at the initiative of 
local com~une officials, partiCUlarly the burgo~~stcr, who 
wished to launch an i~portant and useful govern~cnt service 
activ.ity.•. - (J-t... is a. GOR objective to estClblish a [;toragc and 
marl;eting coop~t"ativc in euch of RloJanda 's 1/t3- cOlni:ltl11e·s. 

In the m(~lnbership urive for a new cooperative, the communal 
administrative structure is mobilized, and the sector and cell 
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leaders urge their constituents to )Oln. Memberships fees 
average Fru~ 100-250. In most cases membership cards are 
eventually issued. 

It is not clear to what degree farmers perceive the 
benefits of joining a cooperative. HovJever, the activities of 
the TRAFIPRO stores, successful.in most communes, are probably 
well known. Consequently, the first activity of a new 
cooperative is USUL\lly provision of a variety of consumer 
goods. In one case, the cooperative began by establishing a 
pharmi'\cy. prior to the construction of silos and \~arGhouses 

under the CGS and LCS projects, grain storage Has a peripheral 
cooperative activity . 

. ~fuen queried about the benefits of grain stor3ge and 
marketing through the cooperative, farmers tend to see the dual 
advantages of maintaining sufficierit food stocks in the local 
communi ty to see thGr~1 through lean times (soudure) and of 
buying bac}, the stocks at cl price \'lhich is()flensubstantially-­
lower than the prevaiJ.in<] market price. Farmers who were 
interviGHed did not mention the advantage of more secure 
storagG in the 5 i lO/Har e110use than on the homestead. 

\'1h i le far.ltwr s perce i ve the above econonic ajvantageG in 
joining a cooperative, menbcrsllip as a civic duty is also urged 
upon thcm by COJ:l:.1t1rFtl of J: ic i als. In 2..n e>:trCjrlC case, 
concur.L ent VJi th collection of the head tax, all tax-paying 
maJes were assessed an additional Fl~ 200 for coopera~ive 

membership. This occurr8d prior to implementation of the 
CSG-LCS projects however. 

(b) Cooperative Leadership Structure 

The general assembly of the cooperative, composed of 50-J.00 
delegates Ch03811 from the total nembership, neets at least once 
yearly to discuss cooperative operations. Every 2-3 ye~rs this 
body elects a bo~rd of directors (conseil d'administration). 
'rhe board, nur;lbering 10-15, then elects-1Ts oITicers-;-lncludin9 
a president, vice presidont, secretary and, sometimes, a 
treasurer. The of [icel' s arc clec tod for one yeur and ar e 
coll~ctively referred to as the central committee (bureau 
central). A bas~c qualification to be a cooj)crativeo1:i:{cer is 
camp-let ion of sorlie [orll1:11 education. 

cooperative officers are not rernuneratea for their 
services: . rat:1cr their \:orK for the cooperative is .considered a 
civic Ju ty. As· member s of the com:.mne IS educ a ted e1 i tc , 
leaders are expectcd to s(~:cve the interests of the cOI:l.lfluni ty. 
~1ey nre in most cases government officials an~ educators, 
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including agronomists, judges, tax collectors, encadreurs and 
teachers, for example. 'If he has been especially active in 
es li:'\bl i sh in:1 it, the burgom~ster is sometimes elected pres ident 
of the Cooj-)cr2. t iva. In one case, the burgomaster is the 
commissairC! ~l.UX C01\;')~eG. 

(c) Coop'2r~tive l-1iJ.nagenent 

In principal a cooperative should employ a manager (gerant) 
for each l'fl~jor cOl:!!11ercial activity (provisions store, pharmacy, 
grain storclge silo, (~tc.). lIe/she is employed full-time and 
earns an average of FRw 6,000-7,500 per month. As is true with 
cooperative officers, he/s118 usually has a primary education 
and perhi~pG even s(~veral yeo rs of pc 5 t-pr imary education. To 
minimize overhead, however, m2ny cooperative hire only one 
manager t6 run sevcrul activities. 

The r.li;lnager is assisted by one or two commissaires aux 
comptes. 115 footnoted earlier, this position is bcst described 
as an internal audilor or conptroller. A member of the 
cooper& t i vc:: s urvc i llal1c e c08:ni t tee (comi te de surve i lli1nce ) , 
he/she is pajcl l:lodest monthly fee to verify the cooperative's(l 

accounts, count('~rsi(jning tlll';; financial reports \vhich are 
submitted to the LCG office. The conmissaire aux cOr.lptes 
usually hi;ls some iJost·..pr il1l~ry education and may often _be a 
primary school tCHcher. 

Small farmers tend to participate very little in the 
leadership and mancHJ~nent decisions of their cooperative. As 
discussed above, cooperative officers are expected to provide 
leader sh ill to the lc::tl:-g ely unet1ucat ed subs i stence farmers \oJho 
rcpr csen t the ra~ jo~~ i ty of the me;nbership. Al though fClrmcr s are 
frequently elected to a bOQrd of directors, unless relatively 
well educated, they are very rarely elected as officers. As 
full-time GDployoGs, cooporative managers are bj definition no 
longer fUl:'i:lcfs, althou(jh they may hav8 been :arJrlo1's pr ior to 
their employment. 

No one in rurrl.} Rwcmdi1, 11m-lever, is very far from the land, 
se---t.h~t-:i:ost of tho cOI~rnunal elite have parents and relatives 
on a farT:1. The -distinction, therefore, b0t\oJcen f.armer anu 
comnune offi.cial or coop8r.aLive officer is r,ot one of either 
ethnic or other cldss uistinction, but rather one of education 
and profes s jon. COl1sccp:en Lly, coopera t i VG leac1 /.::rs are seen by 
small fanncJ:- S a::.; t110SG mos t fjU i teu to r.E1}~C murtLlgcI:len t (lec i s ions 
concerning the cooper~live's operation. 
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(e) Constraints to Effective Leadership and Management 

The evaluation team believes that there is a critical need 
for training and retraining cooperative officers and managers, 
botl"i in the classroo::t and on-the-job. Although motivation and 
qualificntions may be high, they generally lack the experience 
and techllical skills necessary to avoid serious managerial and 
financial problems over the long term. 

Training in pricing policy, overhead cost ~alculation, 

profit e~timation, break-evan analysis, and general management 
and financial accounting techniques is sorely needed. If the 
ffiark8ting cooperatives are to function effectively and develop 
into viable, purnancnt institutions, the sophistication of 
their leadership and management must be carefully nurtured 
through trcdning and counselling. ''1'11e requisite \... ill and basic 
educationul level are not in short supply within the commune, 
but further assistance is needed to ease technicul knowledge 
constraints. 

(f) Cooperative Benefits to Farm8rs 

Host cooperative members are sub~istence farmers, 
support ing tIle fami lyon about one hi~c ta re of arabl eland. 
Beans, sorghum, Sh'cct potatoes and banunas cor.stitute the 
staple foods of tll(lse rural landholda.cs. In the absence of any 
soc io-econo;r1ic reseclrch and data base I."i thin the frarnewor}~ of 
the project, the eVctluation team cannot assess the level of 
benefits accruing to the population as a whole, or even to 
cooperatiye members specifically. Records of I-/ho buys and who 
sells gr21.in to the cooperative are not no'..: }~ept, Cllthough all 
transacU.on.s are recorded and totallel1 daily. 1,Iore infonnCition 
could tell the cooperative management whether or not more 
members th'1l1 non-r.1C.:'mb,3rs and l:lOre fariners than lrClders ~/ere 

using the silos and for what purpose - simple storClge or as a 
necured loan at a low rate of interest. 

It is assumed that those farmers who sell to and buy from 
the cooperative perceive it as more advantageous than trading 
in the 102c'll mar},et, The coop2rative strategy is, indeed, to 
offer a price incentive to fi3naers, alt:lough no distinction is 
made between mernbe~s and non-~cmbers or between farmers and 
tr.aders. In SOHle cases, voluIne discounts are even granted on 
sales to traders. 

Farmers \'/ill use the coopcl-ativc 3ilo/Harehollsc if it is 
loc.a ted close to the mar}~et they usually c, t ten-}. They nlCly also 
be at.tract(?d to the cooperutive if it oper~:tes a provisions 
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store or pharmncy. \lith a price incentive, the farmer will 
sell some grain after the bean or sorghum harvest to the silo 
to m~et his cash n(~eus.' He Hill certilinly also store grain on 
his hOl,lCsteoo. Ii: he seliG production \'Jhich is n2cessary to 
his family's conslmption rGquirements, he \'Jill have to bUy the 
grain buc}~ during t.lle Boudure at a higher open m::\rket price. 
At that till1C, h8 will certainly turn to the cooperative to buy 
his grain at il cc::.sidc·rClbly Imler price, other thin']s being 
equal. lin :or. tuna t c 1y, otllcr things are not ah.-ays equa 1. The 
trader, not the cOoFcrative, extends cash credit for grain 
purchases during lClln tiJ:ws, thou']h selling at a price higher 
than the coopera ~ i ve I s pr ice. 'rhe extent to \'!hich farmers have 
neither c.Cisil nor 9:':"'lin during the soudure should be determined 
empirically beforo f~rrncr3' use of-~llC coop8r~tivc silo can be 
predicted. iTnile it appears to be clearly auvtintageous for 
farmer s to tr auc \'1 i th thei r O\o.Jl" cooper 0.t i ve, s(~rv ices rendered 
by traders, such as cash ciadit, may undermine such incentive. 

(0) Economi£ Burden to traacrs 

At present levels of cooperative silo activity, it is 
unlikely that locul trauers arc suffering a noticeable loss of 
Inurket share or incol:le. The CGS-J ,C;; cooperil ti ves I volume of 
trade is ~o l:larginal compLll:'ec1 to t!)t..: total volume passing 
through the COjT1I~une marl,et ~" perhaps only 1-2':5 - that t'('cider.s 
tend to retjD 1'd th(~ cool)cra t i ve uS <:U1other potell till 1 cllst01:ler or 
Bupplier, Qr even as secure storage of their m111 grain fOl: 
future speculative sale. 

There are] of course, vurious types of traders. The 
average truder (u!'1ucuruzi) op~ratc.s rt generul produce store and 
has a vehicle to--tl."ansp::::rt (.:loads in an<.1 out of th(~ local 
community. Constantly tu~ning over his inventory, the trader 
transports commodities between deficit and surplus production 
regions and links different agro-ecological zones with their 
respective crop specialization. A prjrne example is the exchange 
of RUhengcri po1:utoes for }(ibungo bC~cH)S and sorghum. 

i"Jeai thier trauer 3 m:lY s tore grain in local markets for 
la ter specula t i ve sa 1 e. They may O'.m general stores at s eve:r.al 
Iilarket si to:, (cC!lt.rcs dc~ ne:Joce), j:~()'/in(J bet\'lccn them according 
to the local mai.7ket duy. '-'i~~:;~-y-al so t~unspo.rt JilCrchand ice 
bet\-Jeen reo] ions, sonet i[T)es m-ming scverlll vehicles and der.ll ing 
in large volumes. 

At th(~ other end of the scale is the small trader 
(llinudanclil:',a) t \'1ho normally deals in aile pro(1uct in smn.li 

qua.ntltT<.-;-ci-:- lie f.lay be a P,~J."t-time f.:uHler, buyin0 produce from 
1'1 is neighbors for res~le in the local mar}~et. lie may also 



- 37 ­

serve, in many cases, as an intermediary between large traders 
and a fairly extensive group of small farmers; assembling the 
farmers· produce and bringing it for resale to the large trader. 

Lac},ing a data base on the activities of the various types 
of t'radc.:s and ;niddlcJ:lcn, the team cannot evaluate how they 
wi 11 be a f f ec tell \/nen the number of LCS cooperat i ves 
increases. The volume o~ their trade and thair networks of 
commercial activi.ties should also be studied. It now appears 
that none are being adversely affected and that many, 
par tic Ul-:H ly small tr ader s \."ho s tore locally for specula t i ve 
purposes, may actually be benefitting as much or more than the 
small fLlrtler. See <..tlso Section 3., cooperative !·1arketing 
Strategy, below for a further discussion of trader operations 
with cooperatives. 

j\t present no data are b:;ing collected on farmer use of the 
cooper<:ttive silo. R(~corc1s should be kept of who sells, \'/ho 
bUyS, the volume of tradG <..tnd the du.te of transactions. 
Coopera live mu.nuger s shaul,} de tr::!rm i ne ho\'/ much grai n should be 
stored for r ('sa le to mej~.bers, I·,'h ich r equ i res }~nowing "i f" and 
"hm'/" li1el1bcrs are using t..:lL~ ::;ilo. If non-mcl:1:Jers are using the 
silo more than l:lej~\bers, li1anagers mu~:;t deterr.line the reasons. 
Toe extent to \/hich trac1e:cs use the silo can also be 
invGstigCited t11roug'Il more effective and efficient 
record-l~ccping. 

The preseot level of: cooperative leader:::hip and In3.nagemcnt 
is bCirely. adequate to ensure successful oper~tion. The 
potential for error and ~r0ft is gre~t. coop~~ative o~ficers 

must can::; tun tly Jlioni tor the silo opc...:ril t i on to <lvoid probl ems. 
Both oi:ticers and I~'-lnage:cs need frequent on-thr.:'-job training as 
well as ye~rly retraining courses. Section IV.B., Staff 
Develop:::cnt anc] Tru.ining, assesses requirements in greater 
detail. 

Soc i o-econoji1ic reseu.rch (1a ta all the cons unpt ion and 
market i nrJ or beans und S01:9h UTi1 is sCun t. Li t tle is al so known 
about the econo;,lic role of thG var ious types of tri.lder~; in the 
cFstributiol1 of pl:ouuct.in;l \oJithin anJ bet;'/oGn cormllunes and 
regions. 'l'he '-luesti0'. of. popuLlr p:uticipution in the 
cooperative in 9~ncral and in the silo operation specifically 
should also be aJdcessed. Given their generul lack of 
education, it \<Iill be dirCi.cult to intG<.1rate [armers into the 

'-'-smull c1 rei e c f coopora t i v':.! le;).der :511 i p o.:1ll l:lc.1:1cHJCi'lCn t. Some 
attempt should be madc, hOI·/Cver, to include CIt leu.st OTiC 

influenti<..tl farmej~ in euch group of: LCS coopcr..!.tive officers. 



- 38 ­

Socio-economic research into these topics would assist the 
DIRAC/LCS staff in advising commune officials on how best to 
cOfllmunicate the advantages of cooperative membership and 
trading with the silo to the local population. Communication 
must be both accurate and sensitive to avoid alienating the 
farmers. 

2. Cooperative Financial Viability 

(a) PP Benefit Assumptions 

As discussed in the PP, a number of financial and economic 
benefits fro~ cooperative marketing were anticipated: 

stora0c of farmers' produce which is excess to current 
needs for a fee of FRw 1 per kilo with no sale or 
repurchase transaction; 

selling of farmer production to the cooperative at a 
higher-than-m~rket price for repurchase later at a 
lower-than-mar}~et price, even including a service fee 
of abo'.lt Fhi'! 3 per ldlo, with this nmrgin pr:oviding 
the major sourCE of revenue to the cooperative; and 

commercii'll sales and purchases \d th tra.ders, other 
cooperativGs and/or GRENAruJA. 

It viaS estiIin.tcd in the pp that, froIn the.<:;e operations, a 
single ~oopel:u.t.ive, sel-ving 1,500 to 2,000 fcilnilies and through 
its,effect on local market prices, would increase global farmer 
inco:ne in an aver-a':Jc CO::U-:lunc by near 11' $46, 000 per year by the 
fifth ye:J.r of the project. 'l'oe validity of this 8stimc:te 
cannot be analyzed, however, because it is assumed that, 
al though it deals only in be·].n::> and sorr;;)h,.lln, the cooper a t i ve 
will influenc2 prices of all crops proJuced in the commune. 
l-loreover, cooperatives I margi:1s have increased Erom the Io'R\v 3 
per -1~ilo menti.oned ~bove to FI~\V 5/J~i 10 for sorghum and FR\'1 
a/kilo for beans. 

(b) T"ne Cooperative Financial Record t:> Date 

A precise analysis of the economic impact of cooperatives, 
their financial status c.nd their effect on farmer incomes must 
await fur.ther marJ~Qt.ing eXi?erienc(~. Only five LCS cooperatives 
ar'e now· func t:Yon inC] ; - they -ho. va 'orily t r;tcl8lY dir.ougl;--on-c cOIi1piete 
ccl.Iilpaign; and the level of: their marl~cling activities is 
Rrtifieiully li~ited by very restricl8d operating funds. 
J·joreover, t~lE.'Se cooperatives themselves do not l~nO\v their real 
f inane ial p'J:d tion \/i th c1ny <..ccuracy beclluse they do not keep 
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balance sheets and cost accounts or make any ~ystematized 

analysis of their financial situation. 

A num~or of useful observations can be made nevertheless on 
the positive side: 

- ~le project concept of the cooperative -- a place ~lere 

farmers can store their grain at harvest, receive a small 
margin (1)o\,e the going market price, buy it bCl€k luter in the 
year during the soudurc at somewhat 10wer-than-mQrket prices 
and in the interI'iT1~ive a cash loan -- seems to be valid and 
is acccpteJ by far~crs. This is indiCated by the fact that 
most LCS ccoperativ0S in their first year of operCltion used all 
of their available revolving funds to buy grain. In other 
words, they ',vor},cd at one hundred percent capac i ty their first 
year. 

If in fuct before the opening of the cooperative, trader 
prices in the commune hCld been kept artifically lo',v by virtue 
of the traGer's position as an only buyer, then the 
cooperatives ilre having Cl positive effect on increasing prices 
to direct sellers to the cooperatives and favorably increasing 
prices in the area for furmers still selling to traders. In 
their first ysar coop'~ratives bought local purchases from both 
farmers a:lU traders. Since the cooperat.ives, in all observed 
cases, sc:i: their buying price ubove the going na:.ket price, the 
farmer \....ho sold directly to the cooperative obviously received 
a better pr ice. But EClrmers 1;:10 continueJ to sell to traders, 
for reas.olls of conveniellce, for eXClmple, und },nO',-.'ing the 
cooperative's buyin9 price, also received a better price. 
'rheir baruaining position YJith the trader was stronger, and 
they wCl.1ld nO','J accept only a eli fferentio.l equal to the cost and 
bother of: getting thei;:- grain to the coop0rative. 

- For luck of sufficient \'Jorldng cal!ital, the LCS 
cooPC~~tiV2~ have not moved into interregional mRrketing of 
grains on a:1Y scale. lioivcver, the 8:·:pc~rience of the Cikoro CGS 
coopernt;ve clearly indicates that a dynamically-run 
cooperaU.'lc CCln 1,10ve u signific<1I1tly tonnage o~ :rruin, 
pcJrticulClrly \'.'hen located in a surplUS p):oc1uctio:l area, and 
thus facilitate the flow of gr~in to deficit production areas, 
increasing the efficiency of tl~e r.\a:c}~eting syste:a, as \"Jell as 
makinlj money for its uClabers. 

- In thr.;ir first year of operatio:'., LCS coop(~ratives have 
been s trol1':JJ.Y or i en ted tOl.... ard market inC] in the i r. loc ul area. 
With r89ilrd to price policy, thay appear to be duing a 
reasonably good job of balrH!c:i.ng the impot-tanl:. [actors -- open 
market pric0:3 in their areas .. a price brei1}~ for local farmers 
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and consumers who deal wi th the cooperati ve, a'nd maintenance of 
a satisfactory price margin to cover cooperative expenses. 
However, the cooperutives' records submitted to the LSC office 
(see Table 1, pUge 50) indicate substantinl regional and 
seas~nal variil~ions, with both buying and selling prices 
incre~sing as tho season advances. In questioning cooperative 
managers, it appectrs that the guiding pricing principle is the 
old o~ficial Get prices, e.g., FRw 20 and 25 for buying and 
selling beans. 

- As a genoral rule, cooperatives have been able to obtain 
their predet~rmined margin over the marketing season. Most 
cooperatives have fixed a FRI." 5 margin bet\'leen their buying und 
selling price, und these cooperatives are covering their direct 
costs and incrcdsing th~ir revolving fund. Some appear to be 
\·/orldng at a FHI'I 3-4 r:wT.CJin. '1'11is is barely enough to cover 
dircct costs and, if co:,~bin'2J i-Jith credit sales (e.s., 
Gikomero), the cooperative is suffering a liquidity crisis nnd 
staff ~re not being paid. Cooperatives have a goor] feel for 
local rnCirJ:et prices, Clnd this has enabled the;n to set prices at 
a level allOl'/ing a SUCCC3r;£ul local con::wrcc. For the future, 
if they are to playa role in equdlizing surplus/deHcit 
tradino), their pricing policy El.l::;t aCCOI:ll'loJate the national 
price structure. For this rea30n they should participate 
actively in a ncltional price repo::ting 5c11e;[\e, reco:n:lended in 
this report (Section VI., Research), and t<lt.:e advantLlge of it 
in determining their own pricing policies. 

\'lhilG the t.t"oo'le observations indicate the posi tive side of 
the coopcJ:"ative financial :-Jicture a't t -is point, a few 
criticisms are in order: 

- Coopej~atives do not y.nOil their operating costs, either 
global for the entire cooperative operation or broken down by 
f:;eparate activities. The (-!ffcct of the latter point has becolnG 
evident in several cooperatives. L3cking ~Qry.ing cupital to 
hUy grain, the cooperative r.EIl1<lgcrs have Dorro'/ed money from 
the houtique (provisions store) account. Grain l;w.rl~eting hUG 
n:ovccr u!;eiJ.,l--;- but the bouti~lues are c:.l:nost ent.irely Ollt of 
stock. Yet tile bout i~u(~-l-;.3one of the T:lOst po!)uletr und 
remun(~rutive ser;"l.ces of tj'j0 coop,~rLltive. \las the transaci:.ion 
a profj table one for the cooperaU.'/e? It is impossib10 for. the 
managers to say. AlthouSh Jirect, out-of-~ocket costs are 
accounted for, no provision is made for. intercst charljcs, 
mC\intL~nLinc8 Cino rcpaiL' of facilities, ulxes,-elc-.--1'he:: 
coopcra t i ves do not appl~cH to c1rai-/ up COilpl et e per i od ic bLllancc 
sheets. 'rhe inuIli.~ger, thc)~cfore, has only a vagllc~ idea of. :Jotll 
the financial position of his cooperative and how to plan for 
thc future. 
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- T]le bookkeeping forms provided to the cooperatives as 
well as the on-thc-job"training provided by the LCS auditor 
seen; largely oriented to\.,rard an accou··:_ 1.ng (for the revolving 
fund) rather than a business management function. Accounting 
for the revolving fund is very important, but it is not 
su ff ic i ent i £ the coopr~r<.iti ves are to surv i ve in the tough 
competition of the grain market. Cooperative officers and 
managers Dust know their role in the national grain marketing 
chain vi3-a-vis local prorlucers and consumers, traders, other 
coopcr.::.tives-2"nd GRE1-:l\R'JA. To assume that role and survive, 
they must plan and manage! their cooperative operations like a 
business enterprise. \~ith perhaps one or two exceptions, this 
is not yet happening in either the CGS or LCS cooperatives. 

rrhere appears to be no uniform system (and in some-­
cooperatives no system at all) for tracking nembership 
patronage. In some coop2ratives with a system, it appears not 
to be consist~ntly carried out. Presumably cooperatives should 
function like coopc.;ratives, 2.nd there should be discernible 
advantages to being a member, 13uch as patronage dividends, 
breaks on prices, etc. As soon as a cooperative is in a good 
financial po~ition, it should have the records to sho\'! "who" 
ant1 "\!hC'.t II \-:er<:' responsible and rG.\lard the mem'u~rs 

app~opriately. 

(c) Recom~cndation

CLUSA should assist the DIRAC/LCS staff to review and 
revi~e as necessary the accounting syatern (inclu1i~g 

appropriate forms) currently in use to assure the LCS and CGS 
cooper.a t i v:~~~ I 1I10ro ef £(~c t i ve planning, liw.nagem'~nt and 
operation. Any re~ision in the accounting/financial management 
SystCl'; should be incorporat(~d ir. the traini'1g and l~ei...raining 

protjrams for cooj?~rativ8 officers, managers and ~~is~~ires 

aux cO}~1?te~. 

As presenled in the Project Pap~r, the concept of the LCS 
project is bias8J tow~rd advantages accrui~g to prod~cers 

through low-loss, centrQlized local storage of grain sto~l~s. 

In filCt there is no evidenc0 that stoc}~ 10s:;;e5 are less in the 
LCS_ and J:G:3 si~o/\Vcu.-e·nouse- faciJ i::ics- ~:h·:m in--th2 nos::-- 'n'i8€--ly 
used !\wtl1ods of on-farm ~3torage. :-loreovor, on-far;] storage 
methoJs have lower capital costs f:1)tln storLlge in L2S 
fucilities. The imp;::.ct of the LCS storLifJc faci.lities has 
consequently been far grc-'at.cr in commercialization than in 
stor2.0 G • 
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The primary impact of the project on local commerce has 
been its opening of new commercial options to producers and 
traders at all levels.' In this sense the project has given a 
booit to local private enterprise. It has given a group of 
l8GS well-off producers and small-scale traders acce~s to 
reliabl~, lO:1g-term storage in a way that does not tie up their 
major capital resourccs. These two groups of market actors had 
previously been cxclucled from marketing operations which 
required 10Ilg-t(~1·rrl storage. The effect of the·LCS project, 
thereforc, has been ~nd is to increase competition in the grain 
market. 

(a) CO:1lr1c1~Gi~29)~ations at the Storage Facilities 

To date the LSC-CGS cooperativ~s have been handling 
purchcwcs and sales of only bean:3 and sorghum. The board of. 
directors of the cooperative sets a date for the beginning of 
the buying seaE:on and for the beg inning of the selling season 
for each crop. The quantity purchased is largely a function of 
the available working capital. The major bean-buying season 
begins in January or Fcbruary and may last several months. 
Bean sales generu.lly be') in in June. The main sorgh\P1.-huying 
seaSOl1 be3ins in July and may li}~ewise last several J:1onths. 
SorghU11 sales generully hcg in in pcbruary. To sOlne degree 
limitations on working chpital have tied the purchase rate of 
neVI stoc1~ to th(~ liquidation rate of old StOC]~3. 

'Por administrative reasons the contract between the 
coopera',:.ives and rUN2\SODr:.:CO for t.he 1982 buying season 
st ipula ted pro ior i ty use of proj ect -furn i sher] I'lOrk ing cupi tal 
for sorg~1lll.1 purcl1Ci.ses. 'rhe contract is uttached as l ..nncx C. 

The board of directors of the cooperative sets the buying 
pric0. for produce shortly before the beginning of the buying 
season. ~~e price is set at one franc per kilo above the 
expect(::d harver;t seuson 11i.1.r~~et price. Similarly the: boar:"! of 
directors of the cooperati\le scts the selli119 p:cice for pr~duce 

shortly b8fore tiw openintj of the selling season. 'rhe 
cooperotivQ allcMs itself <t Ii\urgin of FR\'/ 3-5 per }:ilo to cover 
operating cc'~ts und for profit. It. appears that rel:12 T,lbl"anCe of 
GREUA~lA price c~llingsl though no ]ol1tjcr in force, p].ays a 
greatel" role in lletermird.ng the cooperative I s r.,urtjin than c:n 
analysis of storage oper.ating costs. 

Produce is l"lllrchC1~;ed fron :Hlyone. In the 19£31 CGS 
evaluation, \'lillot not(~d that 40% of all pUl"chases v:ere from 
private traders. Field visits by tl1e evaluation team confirm 
that private traders <.1rc r0spnnsiblc for supplying 1/3 to 1/5 
of the quantities placc~ in stocage. 
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The pattern of produce sales is more complicated. In
 
surplus production areas, a certain quantity is sold only to
 
cooperative members. The rest is sold to the general pUblic.
 
In this case also, private traders are important actors in
 
cooperative selling operations. Individual traders may take
 
delivery of several tons of produce at a time from the
 
cooperative. In deficit areas the cooperative limits sales
 
more strictly to its I:lClI~lbership.
 

(b) Comnerc ial Funct ions Served '!?y Si los 

Stori.lgo Function: The PP predicted that a number 
of producers "Jauld-store grain in the cooperative facilities 
purely as an alternative to household stor3ge. It Has assuhled 
that farrr:ers would be attracted to cooperative storage because 

_losses 'f.r:.0f:1 insect pests o!=_ "theft" would be less than wit.h , 
on-farm storage. It was expected that producers would bring a 
quantity for storage at harvest and retrieve an equivalent 
quantity in time of ~ecd. The only financial transaction would 
be a FRiv 1 per Jd 10 churge fo)~ the storage s€:rv ice. ']'he 
ev~luation t<.;:,~m encountered no case ''o'h2re this type of storage 
func t ion was oper at iOi1.::J.l . 'fhe £011mJin9 reasons explain t.he 
app~rent li-....ck of in tEn·cst. 

Frola	 the producer. I s point oE vie\-J: 

(1)	 There is no evidence that losses i.lre any greater from 
insect pests in on-farm stor.:tge than in cooperative 
btOj~age. On-farm "tllcft" losses, however, are sti 11 
prob&bly grater. 

(2)	 l\lthough thr;y hi1ve no objection to buying dif:((~rel't 

pro:1uce froLl ,·..hat they sold, if farlilerS retain 
oWlCrship, thGY ',\'anl to be sure they get back cxactly 
the pr-OdllC8 t.he'll' put in storClg"~. This ir-; not possible 
in ccOpel';J,U,ve stora«J~ facilities; eV(~ryollc's prodnce 
ie ndded to the general stock. 

(3)	 Th~ basic reason for yiving up/selling prortuce is to 
acqnire cash. If farmers Ci1nnot get ililfi1euivte cash 
for thei.r p:r.oduce, there is no cOrlLJ811i!v] n::ason to 
give up control over it. TherCl is no clea~ advantage 
to a P:COc1lJcl~r to set up a cOIfl:1o(lity uccount at a 
'cool'2r(~(:ive sto::agc: facility., 
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From the cooperative's point of view: 

It is more advantageous to make a FRw 3-5 per kilo margin 
for storing C1 furrlCr IS. produce than to make a FRw 1 per kilo 
margin. All the cooperative has to do to make the greater 
nClrgin is p;:tj the producer cash when the produce is delivered. 
Within li~its the cooperative has the working capital to do 
this. 

COJTI1:1odi ty r:;redi t pro'Jram for small-scale producers: 
The most inportant cOi:lluercial function served by the- LCS 
.:ooperativcs is that of offering a commodity credit program at 
a more reasonable cost and with less uncertainty than WClS 
previously uvailable. Many farmers are compelled by 
circuInsi:unces to 5011 portions of their vi tal stocks \'Ii t11in a 
month or so of harvest. They then have to buy back equivalent 
quantities of food stocks during the soudure. This 
selJ.in9-1~uying transaction Cdn be considered a cor:lInodity credit 
program, i.e., the producer receives a loan on the security of 
the grain he eleposi!:s with the system. \lhen he repays the loan 
plus a service or interest churge, he can recoup the stocks he 
hus deposited. Tho LCS cooperative performs the same 
function. The charge to the user is less with the cooperative 
storClge fcl':~ility than for the other system for bow major 
reClsons. The repuYBent for the secured loan to the cooperative 
uoes nct }wve to cov'~r the transport ch:Htjes to bri:1'J deposit:=d 
gruin into the national food distribution systum or fl;om the 
nutional fool distd.bution system to the con3U;:l(~r on 
retrieval. Seco,1dly, the repoymr::nt to th'3 cooperal:.ive vlill not 
hi1ve to include the sum ot the margins required [or the 
services of intermed5.aries '..:110 dislrjbute produce undeX' the 
more gcnerLlli7.cu sy~;teii1. In short, tr<JEI a producer's point of 
vic.".', the co::->perZltive 's coml~odity ::::rcdit prOSlr:tm is prc[u:rable 
to the 9<.'11 e r aJ. i zed H\iJ.rket ins sy::.;tem not only beC'L:.1..:.se the cost s 
are less but also beCCluse it reduces uncertainty regardin<] cost 
and avuilubility. 'rhe prouuc8r kno\-ls the produce is in the 
commune? 1>1c::3.J. ).n aU'lCl:1:::e of his needs. J.loreover he kno\'ls the 
cost of recoupi~l(j Iii s produce Hell in Cldvancc. He C.:O(;;5 not 
have to protect hil1self from unforeseeable cost surges in the 
general i;:ed l:larket progra:n. 

Sto:caqe fOl: Pri'late 'rradcrs: IIJ1 impo:ctilnt shure of 
both buyirllj CI!1(j sEO'lTinl~ trc:i:i-isuc"f-ions in surpJ.u~ production 
Clreas is CarlUlle ted \oJ i th pr i Vel te trac}f?r s . Trader s are us i ng lhe 
LCS coopcra t i ves for 10w-1' i s]~/ lm'l-cost storc.'~e of the i r o·,.,n 
-st-~::;l~s.- ~rlle risk is low becilus'= the coopcrativc \..Juarantces Ule 
price ilt 1'Ildch the trl1CJer::> can rctrieve the sto:::l~s dep03ited in 
storage. 'fhe cost is fixer] ,It a level far el10uCJh beloH t}le 
sOIH111rc: mar}~{~t pr ice t11a t tl'uders can I.-:al:e a prof it. l·joreover, 
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several cooperatives visited by the team give.'a price break of 
FRw 1-2 per kilo to traders buying in ton mUltiples. 

Credit Proqram to Small Traders: The most important 
constraint on small trader operations in the produce markets is 
thei): 1 imi ted worldng capi tal. Small traders are not in a 
position to store produce for more than a few weeks. They must 
turn over thair money fairly rapidly to be able to profit from 
grain tradinC]. Acc.;;ss to the LCS storage facilities opens a 
credit line to small traders which allows them·to store grain 
over several r.lonths and still have enough working capital to 
continue tr~ll1sacting business. By making it possible for small 
traders first to sell to the cooperativ~s at a small margin and 
then bUy bacJ, at undcr-tho-marJ,et pr ice months later, the small 
trader is able, for th8 first time, to compete with large 
tradE:!rs whose capi tal resources permi t them to put a\o,Jay stocks 
for lnonths. r"1orcovc~, the risks to the small trader of storing 
grail1 in a cooperative facility ure less than the risks to a 
lar<]e trader storing gr<1in in his O\oJn Vlarchouse. 'l'11e small 
trader can wait and sc~ what the market price is during the 
soudure before cOl:lInitting his resources. The large merchant is 
alrc~dy COI:1r.li tted insofar as he has prod uce in storage. He 
risks losing substantial sums if the mnrk~t price during the 
soudure does not respond as he anticipated. 

"~peculilLion": The PP defines speculation as a 
cooperative"j"s"-buYing-l<.lrge quantities of produ8e from its 
meJnbcl~s wi thout spec i f ic orders from potent ial buyers. The LCS 
cooperativ8G have been buying l<1rge qUilntities of produce 
without ~peeific orders from poteritial buyers. However, the 
pejorative connotation of the term "speCUlation" 
notVli.thstilndin(j, the eVClluiltion teilm regards t.he buying 
strategy \/hich the t.erm describes as essc'ntial to bein!] able to 
per form the com::1Crc ial func t ions descr ibcd above. Horeover, 
since the cooperatives have been able to liquidate all of their 
stocJ~::; to Jute, tll1:lr~ ,lpP"~i)rs to be little risk to them to 
pursuing \'Jhat th8 PP Qe1;;cribes as a Ispf~c111ativE:" buying 
strategy. 

Fur coop'~ratives in surplus prodl1ctions areas, GREHfu,\\·ll\.'s 
inte):ven t ion is not i m~)orti1n t. l\'Ol1e of thE: c00t?er at). ves in 
surplUS areas appeilrs to bc"! hc.ving any difficulty in 
liquidating its StO~]';3 tc e';'l:.11~r it::; 1l.:-::ii)(.!LShip o~-to private 
traders. It Hillst be urlcJed, hO\v('vF_r, that it is now too early 
in the season to estii-:1ate i(n0.ther or not cur.rent bean stoc;,s 
\'Ii 11 be 1 iqu ida ted before they "harJshcll" (h'h ic.:11 prolongs 
cooking tiIiw). 
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Two cooperatives visited by the evaluation team, Rutare and 
Gikomero, had acquired large sorghum stocks in anticipation of 
sale to GRElrAK,7!\. The trancnction never took place apparently 
because t1H': COOp<2l."utives Clnd GRENARHl\ could not agree on a 
pr icc. 'f1l2se saEle coopera t i ves , later in the season, were 
willing to give Q price hreak of F~~ 2 per kilo to private 
traders for the Selme stoc1~. GRENN-f,{A would have had to ei ther 
be wi ll:i ng to pay l:10re or Jelay sccur ing its s'i.ocks to have 
dealt '..:i th these coopcra t i vcr s • Nei ther is recommended. 
l'1oreov0r, the cooperatives apparently had enough outlets other 
than GRENAlliJA to D~el its nC2ds. The cooperatives would have 
had to h~vc been ~orc flexible in their pricing policy at an 
earlier date than they felt nccessury in order to deal with 
GRE~~l\R\·:A. It is best th<:lt. tine and experience shape the 
negotiating postl).cc~s of tll~se blO institutions vis-a-vis each 
othor. I\t pr esen t they are nblc to opera te q'J i to \'lell \-1 i thout 
relyin':3 on euch other despi te \\'hat e.tpP"1ar to bc pote:ltially 
mu t ually suppor t i vc roles \;111 ich they could play. 

In deficit production ~rens the role of GRENArn~l\ in 
coorC.inating or c.lcliverir.'J food stocl:s is more essential. Soon 
after GREl-JAn'dP. finishes its buying cdlilpaign, cooperatives 
should be ilble to re:y on it for ilccess to food security stocks 
for their storage faciliti(~~; ilt a rel~sonnble price. 

At present (jr..:C;.Ji\J~\{A is r(O:lying on private traders, many of 
theci operating on a small scale, fo~ d large share of its 
supplie~. It would be very willing to amend its buying 
strate~y to in~ludc coop0r~tiv8s as suppliers. TIlis would be 
des i rC;1~) 1e i nsoL:1r as GRj~;~.\R,U\ in tervcn t ion ':'.Jromotes the health 
and weI fd':'e of Coc.'l)crative instit.utions. Ho',,'ever, GREIJl..R';lA 
.should :let Gither co;a;>roI.\i3c its econo:ilic.; viability or force 
coopcra t i vcs to C()I1Ipl~o;;-.ise the i rs for the sake of doi ng 
busii1es:, \'li t:1 each ot~1l:!r. 'l'he tHO insti tutions should remain 
autonomous t1nrJ r.Hk~ dc:cisiotls on \'lhcther. or not to transClct 
businc:.;s purely on the 1118rils of a pi::1rticular transaction. In 
th i s seWi 12, moreov(.!r, it \'lOU lc1 b8 unVl i se to br i ng cooper a t i ves 
under thc OPROVIA u:nbrella in any way. Cooperatives have the 
best chance of flourishing if they can b8havc nutonoDously in 
the conmercial d08uin. 

In commercial terms regional cooperative urd.ons may have a 
r9~..e _to_~l].ay .~~ conduits J.or. 1·!X.CC~;S prOc.hlc_tioJ1 out_of ...a.r!?gjon 
3nd as clearinC) haus'.:"!s fol:' supplj'ill:J coop8rati'lGs in a lleficit 
prouuct.ion region. UNICOP.\GfG h<:15 alretldy been playir~g the 
former role in the l3yurnbl1 :)re:Leclure to SOI:1e Je-jrec. It has, 
for examplc, supp1iad creJits on occilsion for affiliated 
cooperatives to purchase food stocks so it could, in turn, 
provide them to its clients. 
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The ev~luiltion team recoli1mends that the LCS office and 
GREN'AH',lA ma]~(-; a ma jar effort to create networks of cooperatives 
to facilitate interre9ional transfers of food stocks from 
surplus to deficit production areas. In all cases the 
f inanc iul int'-'gr i ly and .:lutono'ny of the u.ctors must be 
p",~~pect.ed u.nc1 tro.nsCiC t ions COIl,sUlnIila ted only if ilc1van tageous to 
all parties ~\S (kl-.<2)Omin8d by inc1epenc1ent decisions of their 
lc~jers. Affilj~lion of co~munal-lcvel cooperatives with 
regional coopwcdLivas should be encouragec1 us one possibJ.e step 
in this COiJI::crc:Ldo net·,-JOr}~ing. 'fhe coop2rutives shoulc1, 
howcv8r, rell1ain outside the OPROVIA institutional frame\·Jork. 

In Sl.1mr.vlry th,:, most stri}dng impact of the LCS project in 
the cC'Hlmerciill f3<.,;ctor ]leU. been in opcliintJ up the possibilit:y of 
nc\v COffi!iICrci'l1 oj:,':,rittions to u. lurgc boJy of mar}<;et actors. 
r l'I1t, dii19raI~ \·;hic'll follO\'lS ilJustrates this poir.t. A number of 
cOh1hlel."cLll l'l:lLltionships, eXj)J:eGsed by dotted linQs at the .left 
of the di agrC11'1, ]w·"e been ll1iJdc possible as a reS\4J.t of the 
project. The project hus cnab13d a numocr of sm.:!ll trac1e:r::; to 
cng:J.gc: in opcraticns pJ:(~viousJ.y possible only for 
well-capitaliz~d, lRrg8 trnd~rs. Competition in proc1~ce 

tj7~tc1ing h~s inc·coiJso.cl., uncl lhis CCln be expected to ~1ave a 
positive impact on consumer ))riccs as the scale of the project 
g:CO',·lS. 'rhc P(oj(~cl.'s (:Jreat.r~st positive impact he1S been on 
st.:cel1Jth~l1in~, the' l)!' iV'-1te s~r~tv:t: in ruri.1l K\'Janda. 

D. The-.J.~~:volving CrcrJ l.t Fund 

1.	 Pr0'.Tif.~i0r.:;; for the Rcvolvinq Credit Fund in t.hE: 
Pra:J":'C': Pa.:")1.:'!r

j." t'JtaJ. of. ~;':.oa, 000 is c;lr:n~rJ.:ed tmJct:" the proj8ct to 
prov i ~1 ~ LCG co J.~)(;'(c t: j. V c, S \'1 i t.h \"Im"'}: i nCj c'::.pi tc:.l • Tlle Pro j ('c t 
P;li){,~'r Dta te<:; th:~ l. t.he f unc1 (abou t $10,000 per coop3r at i ve ) 
coulr2 b",: used "to ;)\lj,c:ild.3C pulses and ce.ceals, a~!'icultu:cal 

inl?uts (l")arbclll,r1l jllsect;ci,lf~3) c:.nd other- H\.:!)7ch<:.tt.dis '; 11eed'::!d. 
b~! th0. coopeJ..~lto~·::;. 'rile cOClF_'r.::.tive can usc the ft~ncl to buy u 
lll.litcd qUi..lni;::.ty o~ p:cu<'iuce \l;d,ch it is c8rtuin ',lill be sold or 
)~('S()J.<1 to thc: ('rJUjJcrC.lting .!:"H118rS later in the St':.:lson, buL 
\v0ulc1 not rOL\tj.r~c:l~' p,.1rCili:1::':C (]:Ci.lin froll it:.s r.18j','j;)~LS thro'-.l~lil the 
r8volvil1~ fund." h.t "noth2r point th-:.- PP states: "l\. Ulrm.~r in 
n~t~d ':)£ fU!l(1;.; r';OllJ.,l sell hi.-J pro:1:.1CI~ La the coop<::r2.tivc :'1:)(1 be 
p:d<1 ir~ cash l1Ho\'gh t.h'::l revolving ftwd. The cocp:>:ru.tive \'lOuld 
Oilly do this \·:11(:'1 it hr.s CJ. i~nO'dn ndJ.}~':2t fat" toh(~ p;-odllce (other 
1L12rii)8r~.i- -OUil": C()0l.':'0rdj:i\1l~s or GRi~l~t\R;'lJ-~). 'fh<2 couj1e.cutive 
\,:olllc1 not be ;l1l.·c...·:cJ to I srcc u] '-1 te I, tha t i:> to bUy lClrgl} 
quantities ':Jf p):c,.1 1'ce trO:Tl ;oU3 J:u!n])crs \'/ill1out Sl·cclfic orders 
[Lorn potelltL~l ;)llyers •.• 'l'h:~ crx;pcl<.l:_ive Ci.lll buy dnc1 sell 
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produce in relativuly large quantities, e.g., ·20 or 30 tons, 
\'1i th Gf<ENAmlA or other coopera t i ves, \'/hen it has spec i f ic 
requirements to do so. Buying transactions can be financed 
LClapordrily tlH'Oll'.;h the revolving fund which is then reimbursed 
~:I :~c:r.lben; \'/ho l~(':c2ive the produce. Selling transactions are 
pGid in cash by the buying groups ••• 11 

These guidelinc~ indicate that, within the limitations of 
the Ja01WY ava i 1(11)112, coopcra t i ves may use the fund to buy and 
rc,;scll grain to cooper2.tiv8 J:lCmb8rS, to finance sales of 
agricultural input3 to mer:'lbers, and, despite this pejorative 
IIbpcculc.tc,1I to bu:/ and sell grain commercially. 

rl'he PP further p:ovides tll:lt lithe credit fund \·,i11 be 
millEtSjed by the 13dn(~UCS Populaircs (BP), a Rwandtin rural credit 
iru;litution operi..te:u with Swiss assistance. II 

Finally, the PI? requires that a detl1iled plan on t.he 
opcri.Ltion and US(~ of l:1w revulving fund, incluJinC] eligibility 
crit~ril1, interc~t r~lc structure and m~nagement procedur8s be 
est«(blislwc1 by the intcrestec1 pu.:..-ties (the Directorate of 
Cooperciti'Je Il-ctic-JII, the BdlhluUS Populaires and AID) before the 
fund D~Y Le allocated to coop8r~tives. 

As outlined in the ProjcC't Paper, the proper functioning of 
u cooperCitive rn:c]~cU.:1g SyStC);1 su~)port8d by a revolving credit 
fund assumes tlwt: 

the Ban~ucs ?opulaircs is willing in fact to manage 
• the revolving fund; CJnd 

that SO!lle financial institution (Banques poplllaires, 
commerci~~l bun~~s, GRl:::;.\Rll~) is willing to finance 
COPlmerc i<..s 1 trallSUC t iO;l~'> v/hic11 exceed the 1 irni ts of the 
rc::volving fL~nd. 

Fa:lure either to verify these assumptions or to work out 
,~.lt(,:l~nc,tive arri.::.I1CJe:.H.... nt.s has contributec1 in part to failure t.o 
fulfill to datG the cOl1,lition precedent calling for 2. rcvolving 
fU!1cl operational plHn. 

Eight silos \/('1'e built: ul1ller the CGS project, and Geven of 
tJleGC \,";r~ proviJ(~rJ \,:~,th u '"e\'ol\'inl) fl1!1 rL. The functioning .~f 

the CGS .-md LSC silos i"J nd the assoc ia ted cocper.u t i vcs is 
e~f;el1tially the S'h1t~. tlanage'iH~nt, traininl) o.nd audit control 
are alsc provided by the DIRAC. 
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A total of FRw 8,918,000 (or a maximum of:FRw 1,274,000 per 
cooperative) w~s provided to the project by the United Nations 
Capital Developnent Fund as working capital for the 
coo1?eratives. Funds \'Jere allocated by the DIRAC on the basis 
0f buying plans sub~itted by the cooperatives. The funds were 
in effect a gift, however, since no requirements were made for 
either interest or capital repayment by the cooperatives back 
to the centruJ. fund. 'rile amounts released to each of the seven 
coope!"ativ~s are indicated in Tuble 1. Only two cooperatives 
(Gikoro and Gishaffivll) i1CiV'.:! received almost the1r fuU. 
allot.went. One (Cyeru) hus recei ved only FRI'J 239,314 and the 
rest approximately half of their share. A total of 
approximately pru~ 4,459,000 (or half the original amount) 
rem&ins unallocated in the central fund. 

Some CGS cooperatives have mad~ excellent usc of their 
revolving fund. Gikoro is an example. With a 90-ton storage 
capac i ty;- it has turn0d over SOl;1C 85 tons of sorghum and 82 
tons of beans in its first two years as a functio~ing silo. 
Its ,.:orking fund has increased from the original Fl~\'l 925,733 to 
over FRw 1,200,000. Tile cooperative has a thriving provisions 
store (houtiqu~) and also deals in coffee. 

The oth~r CGS cooperatives l although not as active as 
Gikoro, haV8 trac.1ed in sUbstuntial quantities of grain, brought 
higher sell i ;It] and lOl-o'er buyi ng pr ices to member S <1nd 
non-mGrabe:cs, and hi.tve maintained sufficient margills to finance 
their I"lOr1:1n9 funds. 1n maintaining an i1dequate audi. t control 
of ti1E::.ir fUl1QS, hOi-leVer, their :cecord is less imp!:essive, 
making DIRl\C'S ca.ution in moving forward \lith the LCS fund 
undel."standabl(;.l. The Gis:1arilvu CGS cooper<ltive, for cXdfilplc, 
suffcl.-ed a }""'l{\l 36, 958 e~~bezzlemcnt by the FElnager in late 
1982. 'L'11is \\'as not folluded up by t.he local authorities, and 
the ~;aLlC r.1o:.lnager ilppea r~ to h<1 ve embe~zled an ac.1d it ion?!l !:'1{\.! 

200,000 four raonths later. The cooperative is at least 
temporc."\}: i ly c lOf;ed <.1n[1 the boaru of di rec tor s is d t teHlpt ing to 
hire another IIldnClJer. The Kigembe CGS cooperative also 
su f fer ed a FR:ol 109, 000 (~Lib8 zz lr~men tin 1;.1 te 1982 <lnd j s ncJ\'J 
closed. The l~ji.irutovu CGS cooperative lo~,t FE'.., 227,421, ?.nd 
both the Gatondc and Giti CGS cooperatives have lost ~mullel 

alnour.ts of th(lir rcvolvj ng fund. In short, five of the seven 
functioning CG~:J ~~ilos (cyeru is shut dOlJ:1 due to noisture 
problel:1s) have suffered d(~tourncr.iCnt de fonds, s:me of them 
subs tan t ial • Thi s is un for t·uriatc:d.y not il-good ~.rac], record. 



- 51 ­

3. Status of the LCS Revolving credit Fund 

(a) The Morris Proposal 

'In order to assist the interested parties in developing an 
Jperational plan for use of the LCS revolving fund, CLUSA 
~ommiEsioned Dr. William Morris to study the problem. Morris's 
recommcndatior13 were summarized in project Impler.1Cntation 
~etter No.3, dated July 9, 1982, from the AID.Representative 
:0 the 1-1ini s tcr of Soc ial Af fairs and COHlmun i ty Development. 
rhe PIL is attached as Annex A. Essentially the 
:ecoffiLlenda t i OI1S provide: 

An identification of three types of activity requiring 
credi t: (a) the local purchase of beans and sorghum, 
storing them and selling them back to cooperative 
melnbers, and the stocking of a small supply of 
agriCUltural inputs in tile cooperative's boutique; (b) 
imports of beuns and/or sorghum by the cooperative in 
times of shortage for resale to cooperative members 
and others; and (c) exports of grain under surplus 
conditions against a contract of sale outside the 
COlnInune. 

Credi t for local opcrat ions and grain imports \."ill be 
approved and provic1ed by a LCS Project Loul1 Committee 
utilizing the revolving fund. Credit for export 
transactions may be obtained from the BP, :uarante8d 
by the revolving fund . . 
The rcvol vinl] ci:ed i t fund wi 11 evt:m tually be manc.lg0(1 
by a union, or ur,ions, of cooperatives. Until such 
time as unions are established, the funds will be 
managed by the HHJASODECO IS COliununj. ty Development 
Bureaw for Financial Aid, the /·1inistry's "credit 
window." 

'1'he interest rate on export loans \'lOuld be set by the 
BP. IJaport loans Hould be made at the same rate as 
export loans. Local operations \'Jill bear interest CJ.t 
3% below import and export loans. 

cooperatives are expected to make a p~ofit and, if 
located in surplus production areas, to no longer_ 
require loans £ror.: t;-Ie revolving tLilid "a Eter -two -or at 
most three yeal"s." 
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Loan applications to the revolving fund must include 
I the cooperative's bilan (balance sheet) and compte 

d'cxploitation (a statement of grain stocks and creditI 
! 
I	 

history) for the previous three years. 
1 

Each ilaport transaction will be treated as a single 
transaction and will be funded for only two or three 
months to assure that grain is sold as ~uickly as 
possible. 

presumably (from the text) loans to fund local 
operations will also be handled on a relatively short­
term, ~ingle-transaction basis; that is, there would 
be a ..!-leparate loan for each bean and so:::ghum campaign. 

MINASODECO has not yet .responded to this project 
Implementation Letter and presumably has some objections to 
it. The nangues pupulaires, while expressing reservations on 
certain points, has indicated an interest in participating in' 
sOlne phases of the credit plan (see Annex B). 

4.	 Intel-im Advances to LCS Cooperatives from the 
Hcvol v ii1CJ 1:\111<.1 

I ' 
Five LCS silos were completed and ready for operation in 

mid-19C2, at Ilhich time dincussions \oler~ still underway on 
fulfillment of the revolving fund condition precedent. In 
order to alloh' these cooperatives to commence operi.ltions with •I 

the ] 982 sorghum-buy ing ca::lpaign, :UNl SQDJ:.:CO requested OAn/R 
permission to aJvance a small amount from the fund to each of 
the five cooperatives. OAR!R agreed to this request on a 
une-time ba5is and under sp~cificconditions. Each cooperative 
signed a contrilct which permitted it to bUy sorghum for local 
resale and required loan repayment with interest. The interest 
rate	 wa~ plac~d at FHw .6675 per kilo of sorghum sold, 
calculcltr!d from the day on I~hich the cooperati ve board of 
directors decided to start the sellin'] campaign. Repayment of 
capital and interest was to be required at the time when all 
the sorghul,l w~s sold. A copy of the contract is attached as 
Annex C. 

~lree coopuratives in normally deficit production areas 
were advanced fru~ 300,000 each; and two in normally surplUS 
productioll ilre.. !; recei'/cd FRw 240,000 euch. \lith th~3C funds 
the cooperatives I~ere able to bUy and sell a total of 101 tons 
of sorghul:l, buyi.ng at appro>:ilil.. te'1.y !;'Ri:tTsper-T:TIQ- ana--iic-:lTinl.:t· 
at an avoratc o( fHw ~l per roilo. (Se~ Table 1*). All ~unds 

have been properly accounted (or. The Ministry has not yet 
called in the 10al1s. 
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5.	 Some ~lternative Suggestions on Revolving Credit 
Fun({ PoJ."ic ies 

The tim·;; for agreeing upon a set of operating procedures 
for a \<lorkin'] fund for. the CGS and LCS cooperatives is long 
o·/crdue. ')';10 CGS silos have beGn funct ioning at hal f capac i ty 
for lack of suff.icient vlOrking capital. The revolving fund 
available to them, as well as uccess to commercial funds, has 
bel"ln limitej for la~]~ of an effective operatinlj procedure. In 
par t for tl1e S:lme reil ['.on, thei r f unu allocat ions have not been 
proper ly accounted fur. Now five LCS coopera t i ves are vlOrk ing 
al the margin under unsatisfactory improvised arrangements. 
Another six vd.ll CO;,:\2 on line ill time for the 1983 
sorghu:l1-buyi ng season. Fi ve LCS "mrehouses will be completed 
and ready for operation by August of this year. Provided that 
an operationul procedure can be agreed upon, funds are 
avo. i lable t':> JndJ~c thes c= ne\" fac i 1 i ties i mmec1 i ate ly func tiona 1. 

1'.]1 cffic'~ent proc8clurc for h2.ndling the revolving credit 
funr1 shoull] hleet certain criteria: 

- it should 0.1101') for the provision of funds in a timely 
manner and under terr:1S Ctnd cO:1rJ.i tions \·:hich cO:1form to the 
requirelllent s of the ac t i v i ty to be financed: 

- it	 should assurn the integrity of the fund: 

.. it should llot overburdf.,;n the capilbi 1 it i as nnd resources 
of the oooperativ8s: and 

- it should encourage, develop, and in fact require of the 
cooperativ0's ltl1 appr<:'ciation of ulld cOTnpelcnce in business-like 
operations. 

A review of the provisions contained in Project 
Impler;\cnt&ciorl Letter 1;':>.3 indicates that they !1".eet th~:3e 

crit.eria with perhaps a feH exr;~ptions - the requirf~:nent of a 
sep;.lrale 10i1n fo;:, ec:.ch local ))(;.1n- and sCl'C]hum-buying Ci.1i.1palqn: 
scparate lO2..'IS for eOlch import purchnse: i1nd 2-3 month lilili ts 
on inport. loans. 

*It. should be 110tl?r1 tl'l..tt the bc;)r.-purclv~scD listr::c.1 -ir.·Ta'b13- 1 
for the f i \/0 LC;:; s i l:.~s \·Iere not bought fron thd r fU'1d advCinces 
but from capiti1l resources froltl their ~outi'IUC Oj~ p~1Url1laGY. 
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The cooperatives bUy beans during the peribd January-June, 
concurrently with the sale of their sorghum. Similarly, they 
bUy sorghum during August-November, more or less at the same 
time' that~hcy sell tll(~ir beans. Separate loans of nearly one 
year's duration :0:':- r.:~lch c,.l.1i1paign greatly increases the size of 
the revolving fund r0qli=eJ to support the local buying and 
sellin~l o~x·rations. This increased requirement might be 
reduced \"i th sho[ ter-t erm loans in which the bean purchase loan 
is paid off with sorghum sale proceeds and vice versa. Given 
regional and lacal diffurenccs in production u~d possible 
variations in tonnage and vulue of either commodity handled by 
any 011:= cooperdtive, however, i\: is highly probuble that the 
amount of funds required for each of the h/o campaigns would 
vary. 

Ot';1Ci.· probl€:Jils arise \'lith separate short-term impor't 
loans. It is l:.ssume::G that, in anyone season, a ccol.:'erative 
antie.i.pates n ~~hortage ill its supplies for local consumption 
and that, to fill this gap, the cooperative will mak~ a 
one-lime purchase fro;;t 8i ther another cooperative or a trader. 
However the market, at l.east at this time, docs not usually 
work thjs w~y. cooperatives appeQr to cover their deficits 
wi th a nmilber of sJTlall purchases \'Jhcnever they can fi.nd the 
grain at an acccptuble price. Furthc:rmor.c, a 2-3 month loan 
could force t}"l':::~;il to resell oi ther bcfore they could cover. their 
costs or before the end of the souJurc. 

·S(·;parr.ltc loans contiiiuc-:..lly cO:lIing due for local purcllases 
and inports do not l::-rovidc the coop:::rativ<:~s \'/ith a t..ruc 
revolvin'g fund, "but raL:1f?r Idth a revolv.ir~~~ door to the lending 
agency I in this CClse WOU\SOD£Cr). In addi U on to the problems 
cited i!bo'le, it is dnui)tJ:ul i:!: citlj(~'r the l·anistry or the 
cooper:.1 t i ves cou 111 s uppor t the <ldl:li n i s tr a t i ve burden 0 f the 
rCCOI'liilCndcd pror. eelure • 

Thr:! (~·"o.lU:.lticn te.:J.Ja sugr1e:..,tfj that, as Cl!1 Clltern<.tivc, 
cOl1sidcrcltion b~ given to all open-·ended 10\111 to coop2rativcG v) 
handl~ both t.heiL· local pUl~clE\sCS and imiJort needs. l\t the 
begirl:li.wj of the calcna.:ll:· year, a cC'op~ratj VI) It:0uld p~:;;;3ent to 
the lIinist.ry 2. r.ol:lplete dossier as re(F1in~d under pj:oject 
ImplcI:lcntatior. L2ttcr 1)0. :~, plUS u detailec] plan of opeJ-atiolls 
bas(:Li on a.1 a ...,alysis ot Local food n'=!ctlE', :Jl:oductiofl, 
memr.H:lrship, COJll~".mi.ty piil:ticipCltion, etc. The amount loaned in 
the first y8cl{ of implc;li\8ILtatior:. \lOuld be sur,\'2'dhc1t li:l!il(~J. to 
"give tI11~" -COOf'(;lu.l:ive ,111 opportunity to gain experience. 

'rhe nini::;U:y ';/oul(l pcr:fo;:n ri'Jorous qt.:.:J.rterly ~H1r1it5 (a
 
pr<~rC(luisite for any opcC'i:lting pr(lCCl~urc). l'J111ually the
 
ninistry h'O\l1L~ l"evie·..... thc! co()pcrrltive's PQ~';\:. pcrJ:oi:;n'JOCU,
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financial resources, audit records and plan for. the coming year 
and then continue, reJuce, or increase the loan as judged 
appropriate. The loan might be limited to five years or such 
time as the c.:ooper'lt.i.ve's profits covcr its worJdng fund 
reqliirem8!lts, \;hichcv·:::r is sooner. Such a plan gives the 
coopcratjvcG greater flexibility, reduces the adninistrative 
burden, p:.-ovides fo;, the integrity -:>f the project IS revolving 
credit iunJ and gives the coop8rativcs a greater responsibility 
in munagilFJ their olm uffuirs.* 

Follo\·:ing Dr. ~·iorris's recol:1::tcndQtion, Project 
Implejilent.c::.ti<"':1 Lettc:r l~o. 3 suggests u rate of: interest on 
import 10~'lf; at BP' s COl:l:-;:8~cL11 1cndin'] rate, 9~, and loons to 
suppo' t lOColl purc:1:\S8.3 Lit 3'"6 b8lol'/ th<J.t rate. The evaluation 
tecH:! stro;1g1y supports th'~ Liea thut cooperatives should 
oper.:1te on business terins. The tertlS of the pr8scnt contract 
\vith the iivc LCS CO(llJc:rativt~s, fJr 0:-:'-1:[\)/1'2, ore not 
C1CC eptabl e . Th,? 1 i HI it cd c:·:p :.:~: i c nc e c f: the CGS Lind LCS 
cooperdtiv(·s to (Lt,"' c]ci~L'ly ~nl1.iC'ltc3 tJli.it the) CLin co:n;.)cte 
econo:nict,.lJ"I in local purc;,;,s(;; and i ...;)ort operat ions. Even 
after of:fcr.inJ l7le:~.b:.crs hiJhcJ:-th'-.ln·-nLi~]~~t prices at harvest and 
10'.... er -th~n -Iai::l.):}~et pr:i.c os J ur 11:9 the sell i I1g se\:1son, they have 
been able to o;)tClin d FP.\I 5 L::lrCjin on bot:-t hetll1S and sorghum. 
'I'his murgin is d02:}\.1dte to cO'/cr ope:Cuting expenses, including 
interest, c:.~Ll a110\: the i..lCc\':j.l~11d.tion o£ reserv(,;s. For 
e:{ample, a cooperdtiv(~ \'::1ich bought 35 to!l~ of b'3i:lnS C.t FP'>! 
20/},.ilo U;'iJ 10 ton," ci: SO:.-gj1UJ:l <.it FI~h' 17/kilo '.:oulJ requirc, 
under Ol.-rJina.ry ci:cc\.1j:stances, no I:10rC th,'!n FE'd 1,000,000 in 
wor};ing cd;·)it.~ll. ',Ti::.11 li9:1l ::tc::.nil':]'2I;'f..:l1t the C(,0pc:::.ati·/e c.ould 
get by \':.it~1 FR.v 800,UOO.*'/' ]-\s::;u:i1i.ng d FP,I'I 1,000,000 lotin und <.t 
~7'Hi'1 !j Jild.f~·!iI; on sa:!.cs of hoLil Cr"O;)S, em interest c1'lar.s~ of 9:;' 
vwuld C:J.IOUrll. to rj"~\·· 1.:I./kilo, m.- 2!:~ of. th'2 r,1a.cgin. ;\t 67;, the 
inte::-r:::·r;t Chi1!'se \\'C\1.1.d i.,:.,OU'l1.:. to F:~·.: O.~~/1~ilo, or 1.69,; of: L,he 
sellillg J,\.J.rgin. l'.;;SlCij;'J the c00pei:"ativ~, by cluse 
coordination o£ its LCdn-buyin(j anJ sorghum-selling ciJl7lr>:..;,igns, 

-;"It if> int,:;r(~stin~J to r,Gte thtl'.:. the F.al1r1ues P()I)"-.11i\ir(·~s ;[\::.1:e 
loans to 1"'r. iva. te ~ir Li i n dc..u 10).- G unclcr th<2 se S:li,1e open-ended 
t'2rJ1S. It S(~Cl7:::; rC;'IS():'lci;)lt.: to e~::..)ect that in t;'le long t.erl:1, 

after tl·('!y hi.'.vC' c~c:':!::"C1Stj~ilt(:(1 thi?ir crcdi'c-\·Jort.:.hiness, 
coopcrdliv(~s .:1 i 911 , S'":ltisfy ;111 their credit ne:lds fran :.h8 
Bansues Populaircs. 

*··....J~·le ussu;·J~)tiO'l is :.uJc t.r::'.:. a coopC'[utive \'lOuld tUl:n o·.;cr. its 
proceeds fr-o;n Sl1jShuI:\ 5.:11c-'s, uS they caF:C in, te, bean 
purchu~.;e:.;" u:1d t:.!1'It. cl\: lC:':lst 25~ of L1J2ir \/Ol:,iIl(j fund is 
fun] ible in th L:; I:":Clr:n er • 
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conducted its operations with a FRw 800,000 loan; the interest 
charge per leilo at 6% would amount to only FRw 0.64!kilo. The 
evaluation t8a~ suggests 6% as a reasonable interest rate at 
thi~ time (3% below BP's commercial rate), rather than 9%, 

because the worl~ing fund loan would include import loans (if 
the proposed jao,Ii f ic<:\ \.. ions are accepted); and a FRw 5 sell ing 
margin, \lhile u reasonable assumption for local 
commercialization, is somewhat less assured for import 
oporations. 

The evaluation team also sUtJ'3ests that the management of 
the fund be handled by a Project Loan Committee within 
MINASODECO's Dlrectorute of Cooperative Action rather than by 
the r·iinistry's credit window, as proposed in Implementation 
Letter No.3. This is a pragmatic rather than an ideal 
solution. There is an urgent need to agree on revolving fund 
procedures, and fun~l allocations should be stC1.!"ted oy July 15, 
1983 if tho LCS cooperati"es are to participate in the 1983 

sorgh~m caDpaiyn. The tea~ believes that there is insufficient 
time to \olorl;: out the administrative details :tor r,wnaging the 
fund Hith u lle\'1 agency if this deadline is to be Iilet. 

6.	 Ac1eguacy of the P.r:.volving Crect it Fund through 
~ompl etl~ol Con;.;tructicn 

As discussod above, in the LCS Project G~ant Agreement 
$406,000, or rRw 36,800,000, is obligataC for a revolving 
credit fund.. An esth1ation of the use and adequacy of this 
fund is prescnte,1 in the follO\/in'] t2.ble. 

Tal~l.e 2 if.; hQ.sed on a nUr.lbcr of ussumptions h'hich seem 
reasonuble, }jut which arc, at best, estimates: 

(a)	 cooperative trading will increase from 30% of capacity 
in Year 1 to 100% of capacity in Year 4; 

(b)	 sixty percent of tradn will be in sorghUM, and 40% of 
trade will be in b8ans; 

(c)	 local trade will account for 80% of com2crce, and 
iJ:lports \'1i11 account for 20~ of cor'-":lerce; 

Cd>- .pr i ("'(:..5 wi 11 j ncrei1 se by Cone f!:'i-H1C p~~ YP.i-!..r: :f:r.Ol;' ~ --bas G­

locill-purchasc pl.-icc of FK'.-/ 20 for beans an.] 10'1\\'1 17 
for sorghum n~d a base import price of FRw 22 for 
boans and r'R\J 19 for sor<j111ll:l; ,md 

(cd	 furigilbility of sO:ClJf&WO- and i.1cl:l.n-buying funds is 
eGtil\lilt:ed to n~dllce lOiHI requirf~I:.ent3 by ~5(L 
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TABLE 2 
Use of LCS Revolving [\.\.'1:1 Tllr.;y.lr]h Col!1t'leticn of 

Sllo/..,'eJHlll:lusC Crx,stn.x:tio:1 

Jut. 83 

N'.l.1ll>~r o{-O."lC::atiorol 
OXJ;)$ 11 

ca~1C i ty ;.•r.U 774 
'Ibn:'El]<3 C0:.~-.,~:ciCllizcd 

(..'~) 2/ 232
'Ibnnil3(!'~~~;'1S (t-lT)2,/ 92 
'IbllnaJ<3-Sor,:!!I~ (:1'1') 140 
~al ~"e::~ializ1tiQ'1 i/ 

beans (:·IT) 74 
sorghu:n (:.\'1') 112 

Illp:)rts 
bp.Clfls (:1T)~/ 18 
s()r'jhum (;,1'1') 28 

EXpenditures-J..L>,:a1 crah ~ 
(yR.~ 000) 

beans 1480 
SO::-CJ!llL";J 1904 

E<~nditures-Ir.1pJrts ~/ 
(F~ 000) 

bea.'1S 396 
z'~r9hllm 532 

Cornrnercia1ization 3234 
F\1n1 Pequirc;ne:lt §"/ 

?P.-IOOO) 

Jan. 84 

11+ 10 
TIo1 G'""'J 

464 185 
lfJ4 74 
280 III 

147 59 
224 89 

37 15 
56 22 

3037 1233 
4032 1602 

851 345 
1120 440 

../
~ - 9537 

Inputsl (FRl 000) 110 100I 
'Ibta1 Pev. nJ~ d Reg I t 

(FRw (00) 3344 9637I 

Jan. 85 Jan. 86 

11+ 10 +
-(i.;--"\;ur­

17 
960 
~, 
i 774 

+10 +17 
03 - ­ 960 

+3 
18:> 

619 370 P",B 
2'13 148 115 
371 222 173 

198 118 92 
297 178 138 

50 30 23 
74 44 35 

4356 2596 2024 
5643 33'32 2622 

1200 720 552 
1554 924 735 

.......­
19731 

774 494 576 54 
310 198 230 22 
464 296 346 32 

2-18 158 184 10 
371 237 277 26 

62 40 46 4 
93 59 69 6 

5704 3634 4232 414 
7420 4740 5540 520 

1550 1000 1150 100 
1953 1239 1449 126
.'----...---- --'-

30578 

170 1 30, 

19901 30608 

1/ 0l1y warellOuses will 00 Co.1stru::ted after 9 units currently under constructicn; warehouse
 
capacity = 60~ silo capacity.
 

~/ Cbops will v~rK at 3D, 60, 80 100% ca~~city over 4 years.
 

Y 60% ccxllTIercializatio.1 of sor<jhum, 40":; of beans.
 

~ I.D::al con:nercialization is 80% of c=p trade; imports is 20'1;.
 

?J 1\Ssu;ne3 FR.-I 1 bu'jing price in::rease Nell yl!ar starting at PI''''' 20 beans, FRw 17 sorghum on 1o::al
 
pllrchasc3; F~ 22 beans, FfW 19 sorgh\.l.':I on iqXl::-tS.
 

§./ Assumes 25% fungibility of ~?~'1S and 5~r~;U':l fur,us.
 

7J Allocation of f1t-1 100,OJO/ccop for inpJt purcnases one time only.
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Finally, Fful 100,000 will be allocated on a one-time basis to 
each cooper~ti.ve in its first yeal' of op~ration to finance 
inpu·t.s. This is suff:icient to stock, for example, one ton of 
malathion. 

Using these aSSufllptions, the capital in the revolving 
credi t funQ <:ij)[JGar s to be adcquu te through the cOIi\plet ion of 
construction. In fact, there \'lill still be a surplus of more 
thctl1 FHw G,uOu,OOO ill Year 4. • 

It CClI1 be seen frOl!1 Table 3 that, \'.'hi Ie the revolving 
credit fund::; f)i~ovi::1cu under t~1C project are sufficient to 
fH1IHJle csti~l,ated llc::(~(l'"j for loc<:.:l pUrCi1<lSeS, imports and inputs 
through t.he final con:,tructiu:1 Y~;:H, funl1s availuble for loan 
guarantee drop off bh~rply by January 1986. 

Severitl circuElst<::.nc;es, hO;II.:ver, arc e:-:pected to alleviate 
ti1is situution. It is ilnticipat02d that the B':lnquc;.3 populaires 
will only require a 25-30% loan guarante8 rather than 50%, 
which effectively c10ub~E:~ thp. amount of CjJ::'ain for ~ ...hich loans 
CHll Lc mc..ide. Even mOLe promir;ing is the e;:pectation that a 
Special Gua:Cunty fund 0.'.: the Rd_ional 8<ln1: of R..,r~nda \-,ill be 
rt-!vitalizec1 I",ithin tll(~ next t'1rce to four ;;1Onths. The 
obj:::ctive of the Fund is to oi:fC'r crec1it Lo pcrsons or 
organizatio!"is \;hich \.'ould othen:i se ha.ve (Uffic'.llty obtaining 
cJ:'<:~dit, alld coop/:r"tiv.:::s \'loulc1 bG eligib13 to apply for loans 
for grain t.rilding. Once this Fu!":d is operative, the enti.re LCS 
revolvir,g cl~cdit I\lrill couLl be: ulloc<..ltc~(l {:or COOi)erative31 
local tl"',:IClj 110, i:nvoJ:ts and SUfjply 'of 091." iculturul inputs. 

It is irnpClrtC:-tnl to 1l0~3 thill, altholl'j.1 t.he caJ.culat.iol1s j n 
the aholJe lal:..lcs h::..vc only bcc.::n carried t~1t"OU9h the: cOIi1pletion 
of silo/;·ILU::·I.:}FJUS8 constructio:1, the Le;; cOI)perativcs will not 
be in full opcrution unti:L 1989. By that time loc('<.l purchase 
anc' iI:1p~rt nt"Jcds will requir~ LW add:'.:.ion::l FHI'I J.2.0 million, 
cx~r~edi~g the avvili.lblE:: loan ;'1.:n<1s by FH':l 6.0 millio~ for these 
tvlo acU.'litics alone. Il(hleV(~r, if the assuln..)tion is correct 
that by the [i[t.l1 year oi: ()p~ri1tion the LCS cooperatives ';houlj 
b·. in a position to f;tC:;Jt rep.-lyi.I1fJ their 10a:1s, i.e., hy 1939, 
up to FRI,' 12.0 millio:l should b/~ flowing bLlc1~ into the fund. 
Sirnl.111:L cll:IO\..Hlts shcl111'':: u.l~0 flo·, b<:;,c1~ into the fund in the 
foJloHing two yedrs. 

Add it i o~) Ql [;J nc1 S ;:11' Eo not r C<.iU i r ecJ "to r:'fa1: t-! -CGS .coopci::'Ci t i v~s 

fully func ti onal over the nox t f (~\l year s • .7\pp:t::'ox iIna tely 
FRw 1,~00,000 is aVililuble to each CGS coopor~tivc, v~ich is 
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TABLE 3 

Monies Available for Loan Guarantee Fund 

I"1Valla:)le in l~dvolv ing 
l~llnd (PRw 000) 

July 83 

36,800 

Jan. 84 

36,800 

Jan. 85 

36,800 

Jan. 86 

36,800 

JDcai P:.lrchasC! neq It 
Import and Input Req't 

(FRI" 000) 
(irma Table 2) 3,344 9,637 19,901 30,608
 

Avc.i[fablc: to Loan 
Gl1i:l.runlee 

Fund or othc:r coops 
(FR\\' 000) 33,456 27,163 16,899 6,192 

--- ­
l~:::;f;mwd l~v. Buying Price 
(beans and sorgIU.1r.l) 

(PEh' ) 18.2 19.2 20.2 21.2 

'1'ons i.':l.)Ol- t Gr~·11n\jj1 ich 
cun be loan-guaranteed ::it 
any on2 time at SU~ 

guarantee dc:posit (NT) 3,676 2,829 1,673 584 

5 9 16 17 

'rons pe)~ coop i!i surplus --_. 
arca3 fer which goaruntee 
uVi.d.lublc (:'IT) 73:' 292 105 34 
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sufficient for them to bUy and sell grain to their storage 
capacity at estimR~cd price levels over the next four years 
assuming a 25% fungibility of bean- and sorghum-buying funds. 
~lis would also include sufficient funds for the~ to buy a 
one-ton sto~l: of malathion for local sale. Al though there has 
been a loss of funt1L; through cl:lbezzle::wnt at some of the CGS 
cooperativus, it appears not to have exceeded the margins 
already ei.l.ril':lrl by the;: coopsrutives in their trading to date, 
and their revolviil;'; funds uS such are relatively intact. 

7. '1'he R()~~' of tile Banques porulairesr 

The B,H:qUC:~S P0pU] L; ,i res currently ,nake loans to traders for 
grain exports fro;,l surplus to deficit production 2.)~eas. The 
interest rate: is 9'", <lIld tho loans <.ire often o;?2n-ended imd 
extended lJillll1illly on the basis of a strict revie'..' of thc 
borrO\ver 's iiccounU.> and nee.is. Local BP branches can make 
loans up to FR;'1 200, uOO. For lOuns a:)()\,e th i s amount the 
applicatio:l \;:ust b2 I:on!drd(~d to the EI:lin office in I<iguli for 
approvCll. The 8P is prcparec! l~o I:iJ.ke loan:; on those terlns to 
LCS coope:c<l t' i \'GS if ,I lOdIl ~JUar(~n ty fund Cul1 be estubl i s:lCd in 
the Banque:s !?Dplilai i.".::j. T;I(: level of this fund in reliltion to 
the ant ic ip,~ t cd J (:'.'0.'. of 10<'lllS \-lould be based on the BP 's 
evaluation uf t!lC ll:.l:llity of: "'1llnagerl(~n.t and accounting of the 
participll.tinl) coopr::"lCltives, but \-loule} probably be in thc range 
of 25-30'L Inter C:3 t on thr; 9 uQ.ri:.1n ty (i cpos it \',':)u1. d be 3 Zi. 

There are d n'ui"i.)l.;'r of c('>;:nuncs with LCS coopcru.tivos whic11 
do not yet llctve if DJ' brdnC11. \/hi18 in principl.E= th~~3e 

coopera t i \'C' ;:; cilnIlot. bank '..: i l:, BP, SP0-C i U 1 ar:::- t.:Tl9 Elj:\cn ts can be 
,ilRQC' for. lcx:ill applicLit.iol1s to be revici:eJ by trlC centrul DP 
office in }~jyali. '1'1'12 loan could then bG fO:::'\Ii.l.rdcd to thG 
coor.erativ·~ throu~)li th8 LCS of:1:ice. 

8. The:: S"~i~l?or~Car.J'::)~.ility of the Directorate of: 
Cocm-:r~l t.; v c },c t i on 

A key d:;~,uInpi:io!~ und2~lic:s this entire discussion: there is 
in plctc:e a £un('tionjlJ~J, ccntrulized inc~pec:tion ,Jm] accounting 
system, J.d8clLlQ.te1.y ::tQ.ff.ed \,;iUI trilille:1, experienc2d rJersolllwl, 
\'.'hose me.:lTlS <.ir~ sufficient to assure close direction and 
contr.ol of. the finrlly;itll manr1~Je;:lent of U-Il; C00i)2J~<.itive~ and 
tlH~ir re~ou:.ces. This is ill fdCt not the case. The LCS 
office':; aw.:lit functiorl is IF_lnuleu by only one p,_'rSOI1. 
Alt'hough e;.:lremcly COi;lp0-tent, encrsetic nnc.1 intC'r('st(~t.1, h0. 
li.!c);s.. rCSGU1·c,'~, AS do othc': j~i::":1i"'er"s ()~ tl~c LCS stClLf, t,:> v,3.si·t, 
cooperati,,:,)s on a rC<julClr b;\~is, 8ven Ojl(;<': u year. Office 
space and eCluipl:tent is so I,linir:ltll that rccords of. previous 
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audits cannot be found. Of twelve audits planned for the first 
half of 1983, only two were made, plus one investigation of a 
susp3cted irregularity. Tilis planned schedule, even if adhered 
to, \vould permi t only one inspection/ audi t per year per 
cooperative. '.l'11e LCS staff believes that, during the year 
fo110\ling its OP'211ilVJ, a cooperative should be visited at least 
once a month. 'fhe evaluation team is recommending a quarterly 
inspection by the 1luditor as a minimura. 

Staffing is GO thin that there is great difficulty in 
r~vieh'inCJ the t\ii~c-::lonthly rC[.Jorts suhr.litted by each 
cooperlltive, and the situatioll is further aggravated by the 
need for the accollntant to participate in training programs. 

'The conso~lucl~'':CS of an inadequate audi t system are only 
p;;t:::-tly measun:ld bj' the high rate of dclourne:T1ents - three in 
the seven operutinJ CGS eoop~ratives in the two years since 
lheir open.lng ('l\.tole 1). 'J":'j(~ primary consequcncl.? is the lack 
of con r idp-nee :;uch conrJ uc t Cjemc-'ra tes among the member sh ip, 
\'lhieh can 8dS i ly lead to the fai lure of the cooperat i ve. 

Tho lacl~ of (i1]C·:lu,l.te LC~3 staff and audit ca!:1clbility will 
b0CO~.ie more c:..c:ule I'lith (a) tl12 opening of an adcJitional thirty 
cooper2tive silos c.:nJ/or \'l~ll:c:houses \'lithin the nr,;,lxt couple of 
ye~r~ und (b) tho assignment of responsibility to manage the 
revol\':.ng crcrHt fund. COi'lstr3ints i1nc1 recommcl'lc1ations are 
fully tliSCLlG:50c1 <:d)C)\le in S::.:ctions A., Organizutional Support 
and I.:x:l:GnSio:1, and 13., Staff ))cv~lop:i1ent and Truilling. 

ESt.:11)lis1Elcnt 0:( a union, or regional unions, of 
coopc·:r~~tive::;, 1'1<\5, tram the r)(J;Jinnirl9 of the pr.oject, been 
envisi0ned as a logical step in the cooper.ative rnove@ent in 
R,·JanJi-l. Project IJi1pleElcnliOition Lette~ no. 3 stal:Cs: 
"UJ_til~l;ltt::!ly a legal entity is needed to be established ••• 
formin::; <-1 uniop.. ot eo::>p:2:,r..ti V('S is recoilme:1C~cd. II 

The role \,hich \-lould be pJ.Clye(l by a union, or unions, of 
coopcr-.l.tives (in UlifO case, Srain ma~%etin9 unions) is 
c.11ccussod d.boV8 in St~c'.:ion 1", O:::-ganizut.i.ona1 Slli)POl~t anc1 
E;.;t.ension. !iol'!eVC~r, the eV..lluation teet),l ',..;ishes to underline 
h~LC: the cruc i itl ii;!portanclJ [or the long term to Lind or 
dC'lelop a vi.:lblE. lllltonO::IOl:S i:l:3ti tution to 1il3,,1llg8 the revolv inl) 
cr.-edit fund. \i)lcnthc LC~-iJroject is cOIlplcted in Jup..e 1987 , 
i'.:· i'::iJl:obo.01~-U'd·l !;Jj~ASO[H:CO \/i11 !10L :)cllble t:J continlw-thc 
necessary .lev·:~l o[ slIppor t to lra i ni I1g, r cvol v i n<j fund 
n:~nagc~l;~ent, r:\i.lr.]~etjn'J c1s~.d.stan:;r~, etc. '1'118Be suppor.t needR of 
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the cooperatives will, however, remain ongoin~. If the 
evaluation team's recommendation to support the nascent union 
of grain marketing cooperatives in the Butare prefecture is 
implemented, it should be possible at a fairly early date 
(certainly b2fore June 1987) to transfer management of the 
revolvinJ credit J:unds for the CGS and LCS cooperative silo 
operatio:,s to the union. A provision to this effect might be 
inserted i:1 a revised Project Implenl8ntation l/:~tter No.3. 
'rhis \'/Oule! involve lna.na(JG1:lCnt of appr.o:dl~ately·['R\1 2,200,000 
for the Cl.~S cOOp2rat i ves and Fl~\1 5,500, 000 for the LCS 
cooper.:ltiv',,:s. Ther.e are, ho\":ever, tell other grain rl1ar}:cting 
cooper.:ltiv~~ currently affiliated with the Butnre union, and 
the evaluation team has no information on their financial and 
physica.l rll30urces. Presul1c.lbly they also need \".'orking funds. 
As men~ben.~ of t!-le union, presumably they also \-iould have access 
to any l:.-evolv~.ng fund~3 \!hich the union may mul1i:'.ge. 

As indicated ill Section 6. abovc, there is no surplus in 
the LCS :t:"c'Jolving credi t fund if LCS necds are p:r.-ojecLcd 
through to the point o[ full operd.tion. There are, hO';lcvcr, 
substantiztl exccss rllonieG over the nc);t three yeClrs. If AID is 
fairly cert~in th~t there ~:ill be a follow-on project which 
could CO'h""r Ciny gap in LCS rc~volvil1'] fund requireJ;lents in Cy's 
1987, 198U and 1989 (us t.he l<:\st LCS \·.'areho;Jscs <.:O)",le into full 
operation <1!ld be::or8 the fir.~~t LCS silos stal-t sUL")st2.ntial loa.n 
rep:iYIIIF.:nbj), then ;1d(1ilioI1C>J. mO:1(:>y could be allociJ.tedon a 
pilot bu::,i~ to the Butarc ullion for loan to non-LCS 
cooper il t i '/C;,. 

10. R0co;.:::1~ndutions 

Hi 1:110\.1t fl.Jl:-th81: dE:lay, IHNl,SODE'2'j, OAH.jR l:;,nd CLUSI~ sl1cY..11d 
agree on the pol i c i l~~; llnJ r~'.Julat ion3 \"/hich will gov0rn the 
use, mand S(~la(=n t and <.1 i sbur se:;;:lr>n t. of gru.nt. funds rn'ov idcd j.n the 
J.JCS Prcjcct GrcHlt. 1~~Jl~C021i1ent for the rcvolvin<:-t credit func1- 'l'hc 
policie:3 and r.(''Jul;:l1.:io:1~; s}',:")uld be: i!i1l)lcl:lentcl1 iE)::le rh'1tcly. In 
add i t iO:l, 01~']{/ }{, j·jl J:i\SOIJLCO el11<1 CLUSlt should cons ider the 
follo\·:inq 1~0::ific,:lions to Project Ij~pl(mclltlltion Letter Ho. 3, 
datc1 July 9, 198~: 

(a)	 10c\Os !:O!~ local D0.ar: and sor<Jhllr.l pu-rchases should bc: 
ex tended to coopc:t:"(1 t i ves or: a long -ter In, op3:1-endcd 
basis; revie\lcd annull1.Ly anl~ l;locliiied as ncccssary; 
.und udjustc(] dC\",IY....&rd llS cOOlx:rdtivc edrnim";Ei 
i.lCCU.i\Ul-il tIC:. 

(b)	 ir.lp~)rt loans (i1.S ,1eJ':incd in t11e PIL) l1111] lOl1n!.i for 
insec l:. ic i(l..:. Sed c's tu cooper<1 live !i\81,lbe r G E;houlc1 be 
cons:i-:1cn:cJ a:i 10c,,1 lIe0:J5 lOC1n~~, ratiICl." than tr<Jilted 
as a sepilratc catc'Jory of 10<1n. 
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(c)	 the interest rate on loans for local.'and import 
purchases and for agricultural inputs should be 
established at 3 percent beloH the Banques Populaires' 
commercial rate. Interest should be payable annually 
at the tiIil<~ of the loan revim'l. 

(d)	 adrainistration of the revolving credit fund should be 
the reG~onsihility of the LCS Project I..,oan COTIunitlee. 

Ql'.H/li. should aLso request CLUSl\ to provide"a short-term 
specialjst in coop~rati'.1e banking. (Such a specialist may be 
avaiJ cihlc ;:ron thc~ sLaff of th8 Banques populaires.) The 
speciali[;t shoulJ (a) assist the LCS stuff in implementing the 
policies c11lt1 rcgulc:.·c ions \lhich have becn .:1greed upon for 
alloca t i on and use of the r 8'.101 v i n9 cr<::<li t fund, (b) devf;llop 
improved u.:]~:li;1i:3t:'~Cltive ilntl dU:1it procedures both for lhe 
DIl~j'\C/LCS office anJ for tile cooperati.ves and (c) make 
arrC'.l!1g(~i.1c~nt.s \'lith ttl'" BilllquC>sl'opuli1ires-:'or estLlblisliment of a 
loan Sj-";':':'J.i':.nty fund, incluuing developne:1t of the necessary 
forms, con '.: LIC ts, etc. 'l'he sc:cv ices should be pro\! ided uS soon 
as po:::;;,; i;)lc. 
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v. TECHNICAL ASPECTS 

A. Construction 

. Construction of LCS storage units began in 1981. To 
date 11 uni ts h,I\'e been cO::lpleted; 9 uni ts arc under 
const.ructi·:m ;mu I:~ 11 be completed this year; and three new 
sites have b~cn selected. l\ccording to the PP Implementation 
Plan, 40 units plus six satellite units were to be constructed 
wi thin a lhr cc-yeilr time frame. '1'0 achi eve th ip nOlv, thos e 
units currently under cOI1:,tr'.lction pl"Js an aclJitional ~~G units, 
including the sL;tellites, Ivauld have to be cOl:lpleted vlithin the 
next 18 months. 'rho eVCilucttion tea:l) has assessed mea:1S to 
accelerate the pace of construction <lnd discussed several 
options, includinJ provifJion of afiditional stuff and vehicle 
support for cODst~u~tion supervision and/or contracting units 
to P)~ i V<l t.o bui lde:( s. TllG U,iF:l, ho',,'.:'vcr, dOCE~ not bel i e ve that 
the pace should iJG uccelerL-lted since the other clements of the 
project - tl:ainin.J, e;:tcn~;j 011 services, etc. - cunnoL 
concurtOently meet the inc):sased dCHlCll!d which h'ou1d generated by 
an accelerQted constru~tioll proiJrctl.l. .;dditiollLllly, i)(>cause thc 
1 i fe of the pro j(~c: t has been extended to June 1987, there is no 
real need lo CO::1':')) etc conf... truction ~'li thin the three-yeilr 
timefrume. 

·OJl.R/?.. and the LCS staff JIClve bcc-:!n discussi ng the pros and 
cons of the currrcn't.. construct.ion plogram using the Fixed 
Amount Rcimourselwnt (Fi\]~) lllcl:.ho:1 of finailcin:J. There arc 
certainly ul1vantil')C'H und d i sadVr.l::tClge3 to direct ly iI:li)lem(~nting 

the construction of the uni.ts as opposed to e~,lploying private 
contraci:.ors, and t.he FAR method's '<.dvantages iHn balanceu by 
certain J:isks. 'I'he' te.:.m believes that the issues are better 
~ eft to UhR/n. and tl18 Ninistry to resolve. 

The cvc.lur:ltion team rCC01L1!!1Cnds <:,j.r.191y that the current pace 
of constl:llction llOt eith<?r be o.cce1('r';l.led or exceed the 
oapLlbility of the LCS staff to provjde training r.lnd extension 
selvices to cooperatives where new unit.s are 1)ei11<] 
cons truc ted. On -:..lw other hClnd, the teahl bel i eves str.ong ly 
tha t, i;: the rec J:lilcnc1a t ion~; COnC('r.il i.. fIg a 5 trcll<jthened LCS 
project s1..affinJ IVttter.n ilnd a revision of. :-·~IlJ/\SOf)CCO tr.avel 
and per diem pollcics cannot be implcnented by Scptei:1beJ: 1, 
1983, in order nat to increase the vlOr.J-;load 0:1 the pr~:5Cnt LCS 
s t a f f, n e ~'l c () n s t r. L1 c t i. 0:1 act i v i tic s s h 0 U 1d be s u Gpended U 11 t. i 1 
fniV'.SOJ)ECO and Ol\R/P. jointly :.l.CJrnc th2t the stoff haS the 
cap~bility to fill~ its ffi ..lllatjerial, training al·ld -gcner,l1 
oversight fUllction~3. 
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As has been previously discussed as well in Section IV.A., 
organizational Sup~)ort and Extension, the teain recommends that 
11INASOD~~CO recruit a fUll-time assistant construction 
supervisor. To ensure proper \'!crkmanship and strict adherence 
to const:~.. uction plans and specifications, either the LCS 
construction supervisor or his assistant should be present at 
the CO~15t.l:U'2tion site during the initial stage and periodically 
through COj.'~)l~tion of construction. This will minimize any 
delays which may result fro~ corrective actions ~lich are 
rcquircJ to pass I<j~D:;O/ESA' s final inspection •• 

In visitins the LCS cooperatives, the team also noted that 
sevcruJ. si 1..05 had br()};l~n or missing loc}~s and/or broken 
spigots. !\()utine m~intenance is the respc>nsibilily of the 
cooper~liv(~'s mnnagc~ont, and related expenses are a factor of 
the coop~r~tive's operating costs. The LCS staff should advise 
cooperativ.2 officers <1nd r:1<.ln".')ers to r.la~~e the necessary repairs 
to ensure tllJ.t the silos are in proper opertlting condition. 

1m Cl.sc,t.l::-l:?tion in th~ cJesign of the project was that 
substi.ntiiJl fin<lncia.1 benefits to farmels \"lould <:wcrue fl'om a 
dccrcas(~ in bec.ln ancl sorghU!d storc.lge losses, not only in the 
LeS cor)p~'r~tives silc~:~ and \-JCirc.:houses but also, more 
i!npo)~L:.~nt:l.y, througi1 :Ul o...>;{tension effort to bring improved 
~~t.ora<J0 l:cr;nniclues to t.11r~ far-riler. The third project purpose is 
in fact. "to r'2uuce f.;torage lossr~:.: I reported to be si9nificc:nt 
both on th~ {iiJ:iil i:lncl in comJnun~ silos, by introc1'..lcing ir:lp.cov8d 
stora<Jc pr:J."ti.crC)s and use of Clppro\!cd in~,('ct.i'2idcs througl, 
coopeJ".\tjV(os." 'I'11'~ (lU(·~;t:ion of tile effcct of lO:"lg-term stornge 
on bet'.n~; <l:<~ t.he rcsistc:nce of 1:H..'30118 to attClc}~ by pests \-lill be 
studic:] iY"1 dc::pth ul1c1er the resl.'2.rch COJ.lp:Hlcnt of the projec t. 
As has bc~(~;1 previo'..lsly ciiscuss8rl, the sl.o:cc~ge r<:seaJ:ch \·,.ill be 
ir:1pl':;;licni:.(";·J Ul1'lCr 'l'itle XII auspices. 'I'he cvaluc.lti.)n team has 
no COI:\iiHmt b~yoncJ stil'.:.in~J that it consider-os this research to 
remain i'..11 L,'llol'tant c:.J,aponent o~ the project. 

The PP c>::sign t(~au recogni:.:ao t}j(J.t rcsc~rch on farm storc.llJc 
1~ sse s W <1 S ~." C Cl n t y, b \.l t J:, ~ Ii. e II c j t hut 10:; s C S ." ere S '..1b s tan t i."1 1 • 
j\ lO~ averag2 1m.>::; WetS used to 8sti 1i1ate t1Ei~ sto!",\ge 10sf3Cs 
CQuld hI; n~di.lC:c~ ;:Hll~ rC!sul t in ,In j rlcrC;.lse j n- rac.wr"j nC0;,,6 of 
more t1lu!1 S46,uOO PLl~ Y0Q.r per co:~:;:-,l.lne by the fift}1 year. 'J.'he 
principal ,:wlhcJs for :~ff(~ctinr:! this s3.vin]::.> \':oulc1 be the 
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demonstration effort of the silo itself, the sale of malathion 
in the cooperative's store, and suppl~mental demonstrations and 
exhibits on storage techniques which would be offered at each 
cooperative by the LCS Et~ff. 

(b) Si 10 storage 

Properly r,lanarJed silo and \'Iarehouse storagt1 can reduce 
insect Cin\l IHoistUl:C losses to almost zero. The techniques 
require close attention to moisture levels when crops 10 into 
storagc~ the proper use of insecticides, in this case m~lathion 

and phoGto:{in~ the 1i1C:lintenance of scrupulously clean storage 
fncilities~ and constant monitoring. Project inputs included 
training in storage technologYJ insecticides] the necessary 
tools (probes and moisture meters) and regularly scheduled 
surveillance and on-the-job trnining by the LCS storage'" 
technician. 

2. Evaluution T~am Findings 
~----- "--"­
(a) On Farm Storage 

..'1lhc extension program t.o reduce on·-farm storage losses hilS 
not gotten underway. No cooperatives visitcd by the team had 
ntocks of: mala thi on in thei r bout iCjue for sale to cus t()m·~rs . 
In raC t, ~ev(n'al coopera t i ve mi.lnagE!rs" repo:ctcd a shorta~e of 
the 'cllem~cal to treat their silo-~ton~d grain. No exhibi ts or 
deJilOnstrations hhV~ been prepurcd for use by the c.oopcri:J.civcs. 
In fairrie~:; to the LeG st<:d:£, it must be sai.d that 
implemcntation of: the project has r.e'luired a trGlncnuol.l!~ e£fort 
in w~lny [u:-etl,s fron a vC".ry small sroup ot peopln. Reduct ion of 
on··f:C:.rm ::;torilge losses 11<1S consequenl.:.ly been accorded a low 
priority. The Les staff's ~riorities a~e, furthe~more, in 
o!:der • Al. though ~:0.:::eurch on the sUbj eet is ut i 11 1 imi ted , it 
has beCOj:l8 iilC:Cl~i:l~inc:11j evi:lent that on-farm losses to :i\0i sture 
and'insccts over the: time p~r lOU in \-"hich gra:i.n i1J stored on 
thc farl.l nrc prob~\bly very lm/. In an ISAR J.979 study, Durnez 
concludes that "c.ppu.rently there is no serious probleJa of food 
lJr.ain cou!3ervatioll in the rural milieu. II In ~d<.1ition, farmers t 

traGitional techniques of ~rotectjon uQainst ins~ct infestation 
(banana leaf asho::; on ~orghuln and banuna lenf ilshes or knolin 
on beans) hnve proven to be quite e:ffective for at le[:.st t.hJ:'ee 
to four Jilonths. Heverthcl 03S, farl,lcrs uo usc i nsec t ie id<:.::~ , 
pur'EicuTa"r'ly- Hhen i:.bey nGte an infesti1tion~ 'and \':l~(m malathion 
is offercll for s[i.le ilt cooperative boutiques, farrricrs do DUy 
it. 'fhe evaluation team thC:lrefore ;3lit.J-Je-s"ts--that the: DIR,1\.C/LCS 
office implement the on-fan!l 13t0ra\Jc CLllll:"luign iH' outlin(~'J in 
thC;! project Pup!:'!r.. r, major cOlnpOne:1'.: will be the provision of. 
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adequate supplies of malathion for sale and silo use (plus 
phoDtoxin for tile silos) to carry out the campaign. Failure to 
forward-plan appears to have resulted in a shortage of these 
chemicals to hnncll,z even the needs of silo-stored grain during 
the'1982 storage season. 

(b) Cooperative Silo and Warehous3 Storage 

CooperHtive stock records on file in the DlRAC/LCS office 
indicate tllCtt, \'lith the exception of Cyeru, little or no 
stQrnU0 lo~s to Doisture or insects hun occurred. Team visits 
to eight coo?erat:5.ves confirm this. However, when losses do 
occur, they can be serious. The Rutare and Gikoro cooperatives 
have ):eportcLl. sorghUl:\ losson because "no malClthion \'las 
uvuilable." 'fhc.: cooj.Jerativ~s' losses pro'bClbly are a good deal 
hig!1(;;r than losses in on-f<:l.rrn storag~. For the Gikoro 
cooperative it in a 2.7% loss; and overall for the program, if 
the::;8 were the m~jor l05Sr..:-~·~ the percentage over two Yl~ars is 
about 2%. rrhc lack of periodic surveillance by the LCS staff 
(1) to assure that proper storage techniques arc carried out on 
a continuing b'3sis, (2) to provide on-the-job training and (3) 
to E;anple n tored grai n \wuld bG the major CJ: it ic i sm of thi s 
phase of the project. The LCG grain storage technician has not 
been in the field since S8ptelilber 1982. This is in large part 
due to rnN1'.Go:);~CO'D travel l:estrictions, forcing the assignment 
of hi!Jher travel priority to a.udit. and training. Although the 
~rioritics are defensible, the travel restriction is courting 
disa::;ter in th:i.s fonuCltive period. 

3. RccO:i\::r,.:ndc:tions 

j\s concluded :~rOll'\ the .:lb::;.ve d) scussion, the evalllCltion team 
r<~cc! I ~Cl)d5 tlF\t thC'! LCS st.:li:£ plan :lnd il:1ple~wnt the on-farm 
sl:.ol:a'je CUlilpr.!igl1 \·..:1icil is outlinGd in the PP. (This may 
require tral~sluLion of th8 relevant PP sections into French for 
t.he Ioes st.afr.) Special attention f3hollld alGO be given to 
ptoruring insecticides for both on-farm and silo storage 
requj r0.p."!cmts. ,'-\rrangemenln should be mu.de for their tir.1ely 
distribution, i.e., to asuure their availability before the 
harVG3t seasons. 

In intei7v i e\/5 \"i th the evaluation team, coopera.t i ve ./ 

m;'l.llugers h2.ve ftcqu~ntly stuted that it is dif'ficult to 
estLnttte the volume of bean::; und sorghuln ston:u in the silo 
cells at any particlliar point in tili\(~ __ It: .i:J the.r9.fo~8 

reco/lliflcnc1e::d that 841Gh cooperuti ve be pl'L>vidc-l \vl th a s~a<.1ed 

1I1.~2~Ure or scnle to dete):mille more Clccurately the f:onl1~gc of 
bC:'l1S and sor,;;hullI stOi:"ud in a silo. 'flle grad~d rr.(,.:usure or 
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scale might be pa i nt.ed on the wall of the .3 i 10 or might be an 
inexpensi ve, retrac table metal tape measure. . The tape measure 
\vould measu:ce the distance between the level of the grain and 
the top of the silo. OAR/R should request the REDso/ESA 
engineer to devisp. the most appropriate method. 

Host bl~)Ortantly, the LCS grain storage technician should 
\dsit each ~ooperative at more frequent intervals. Assuming 
that the ot.-Ier l.CS staff lnr.:.mbers can also moni tor storage 
technique~ on thclr periOdic visits, it is recQmmended that the 
Les stor~ge technicihl1 arran08 at least quarterly visits. 

VI. HBSEl\RCH 

The tec'1nic ell and soc io-economic st\ll'U es pr oposed in the IJP 
have not yet b(~en undertabm. l\s discu:;sed in S8ction II., 
SU1\lliary and Status of: Project.: Inputs, t1 c LCS research effort 
v,'ill bl.;! co:abined 'Id til cOJnfJlcI;1o.n~ary research to be financeu 
unt1e:r the Food StOi~c...·:.Je and JltlJ~keting pro:iect, Ph:.:lse II, and 
under the proposetl Croppin,] Systems Il.lp):ovement project. The 
selection of a Title XII university is now in the final stages, 
and it i 3 expec ted t..ha t the research teC:lln wi 11 ar r. i ve in RI'Janda 
before the end of tJ e year. 

·In re'licI-.'ing the propo38d research program, the evc.luiltion 
team has noted tll:L\:.!e potel1t:~c.l inforrfltiU.on/data gaps \'thiGh 
Sl10uld be a2dresscd in order to assure Q complete und accurate 
under stan li 119 of tJ It:.: R.·Janc1an lr.ar}~ct r; t.::-uc t ure and funct ion. In 
an effort to create a cooperative network to fauilitate 
interre~i.ional trt"lrwfers of foo::1 stocl:s from surplus to d8ficit 
P)~Oc1~l~tion i-treuS, m·::rr:etin(j t1<'lta should be systel.1a.tically 
collected "-'net cU1C\ly;:(~d for lH:C by GHENj\:~.lh, the DIRfI.C/LCS ~taff 

a nci t11C r,;:,]·; onn 1 co0f'c)~ a t: i vc ~ni ons • Spec i f ically, the tOum 
re~onmGnds thnt personnel at Les cooperativ~s ilnd GRENhRWh 
Vlurehou:.;cs yati er (a) \·;eek.ly p)~ice tlatn f:or IJenl1G ,3nd sor(Jhum 
from one rl(~d)~by Inuri:ct per fi:l~;:i.lity and (b) datu 0:1 qunntities 
Lr'ough t for. ~ale to I~ach m:HJ-et. 

'l'he second inforJOe:.ttion gilp concern:; t.he e:·:tent to \'Jhich 
iJ.t'ivate trac101.S arc profjttin(j by eitJl\;!r tinkering Hith their 
scales or using inex~ct and inQccurate weights. A project 
acsu .lpti(ln .i.:=.; tha t fa ::::Inerti ~:re rout 1n<; ly c.i1ea ted on vleigh t 
r~st.:h\ate!i of th,::ir ':Jl.Qin when both selling to and buying from 
pr ivate trader.s. 'fhc prob.l(~m is adl1ror.i3ed by intrOducing 
systematic nnd reli(1)lc H.eiqhil~g proc0d\1r~_s a~ the, ..Le.s .... __ 
cool?ern i: 1""e. '1'he e:: tell t of the !?robler.l is not kno',m, hO\/cver, 
but could b~ asc·crtc.ined by comparing the \leight ond qunnt.ity 
of a fcll."lIiur's '::Jrain before Gille \-lith UII. \"lei:)ht recorded by the 
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private trader when he offers to bUy the far~er's grain. It is 
suggested that survey persoli.:wl from the Agr icul tural Survey 
and Analysis project. could be requested to gather this data on 
a rout i ne10.\ sis I.,.hen recording farmer/producer sales. 

To c0I'1~)18t0 an cll1alysis of the R\'ltlndan mar}~et structure and 
function, Ll COI;ll)rellcl1.=dve m.3.rl,eting study should be 
undertaken. Unk1lO\i11S include: 

the variables w11ich determine how the farmer will 
market his produce HlOSt advantageously; 

the farmer's interaction with the network of traders 
\'1110 purchase and distribute his produce throughout the 
country; 

the dynamics of traJc, including mar~pt activity, in 
food st.ap10s, cspccirilly beaus and sOl'ghum; 

the volul.l~ of trildc \·.'ithin nnd between regions; 

trtlch:r nct\/or}~s 2.nd commun ica t ion sys teins; 

farmer and tradeJ: transportation costs; 

truder profits, etc. 

'Given tilesc llnd other ur.)':nm,.':1s, the :::;tur:1y should focus on 
the actqrs, trullsilcLions, CO~;t:3 and r,;c:..r:Cjins of J,1L.1rk8t.ing 
channcl::- f:.r.o:" the p~'()ducer Lo the con:·'UI:1c:.l:". ']'11:; study s1'lould 
also focu~·, em the rl.:·~l cosls of lr.an:.:;po:ct in R\.'tir.r1il. 1\Yl 
understc!Jl(:i,:"J of b'J'.-l1. r.oJ;lp"n·::nts is i.l prE::re'lui~-d te for 
c3eterminiw}. the J0,05(: efficient c:oopcr<~tive ;nar1;.::tirig stJ::"ategy. 
'I'he s t uJy ~~;., oLlic1 b~ JJQ l~ for lnQd by an tttjr:i. cull ur ",,1 econolIli s t 
and/or an C~~GlI(Hllic (llithrop:)lo,~ist and r4 trari~;port econo:nist 
over u PC); ioll. of 3·-G I;lc)n ths. 

Equally i l;lpvr t~r~ t.1y tj1C S t ully 5hol\1~1 in te'.Fcl ce t1w 
rclated pric'e series d::ltu ullc1c~rtQ!~ell '.:ithin t.he fl~ali1GVlork o[ 
th(~ Les and l\,Jr.iculturul Survey a.nd h:1,:,1:Jsis p:cojects as 
reco;,'l:nended <lbov0. Dilta on ruri:l1 COl1slJl:1ption pClttcrns 
gcncrutcd [rom U1C i:aJ:1ily b\l(ltJ,~t (in,l C()!lS~ljlution survL!y should 
also be intr':'Cjratcd :i.nto the:. 111dr1:ctintj ;;Ltllly 11l1dl/scs. Proposed 
tcrm:.~ of re£er,,~nce [or tJli~~ "[;urvey u~ )~'.,'(HI(~H 's :'I'l.r 1:etin'] 
structure" huv'c b(~e:1 pr.epare,] by S&:1'/;·:D's 5;:'.<1J1 j'ill."Jner 
j,brJcetintj !\(;cess proj(:c:t st.)[[ tlnd a!'l~ i1tLIChc:l uS liIlnCh D. 
O!'.P.. /R is prc.pc:.reJ. to financ(~ this studi LInder FS!-1 II. 
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VII. 

A. 1\ID 

Although thinly staffed, 01\R/R has monitored the project 
adequately, e~:p8c iu.lly its des ign and evolution from the CGS 
project. Project manag8ment responsibility presently rests 
with a recently-arrived Assistant 1\gricultural Officer, who is 
suppol·tcd b:; t-,IIO AID RCln.. esentative and the Pr6gram Officer. 
'1'he "''-..1\0 I S \'/O.!.';': laud, however, precludes close moni tor ing, and it 
is hoped that interaction with the evaluation team has provided 
a mor:; completo undf:!rstClnding of the project's complexities and 
issueD whic]l require resolution and follow-up attention. 
PI-oject mCln<:1g(:li1l'~nt r:hould imp1:ove with the arrival of the 
Agriculturul Officer in Fall 1983.' 

In generCll, the LCS Gtaff enjoys a good working 
relationship wit~ OAR/R. The LCS accountu.nt (also the grain 
storu·.J~ specialist) has frequent contact \vith the OhR/R 
procurement and bUdget auu fiscal officers to discuss the 
status of comr,lodity onlers twd project accounting. On the 
other I'd nd, the OAR/n I s \,'ork 103d in both these areas hus 
resulted, according to the LCS staff, in loag procureIi1ent 
del",-ys, unsa tis fac tory phone call s to mon i tor ordc~rs and 
unanuwered letters. The accountant especially would appreciate 
Oi\R/l\ '~; shar inC] the RFI'.lC per io;:1ic financial report~ \\'1. th hin so 
that he can ;rlor-e carefully monitor project and contract. 
expcr.0i tures. '1'h1::':: n~qucst is pClr.ticula:cly rCi1~:;onu')lp. since 
the CLUSA contract is with the GOR. Thc evaluation teum ha3 
found ::;e,;eral di scr Cp::lOr. i as in tlH, RFJ'.lC f i nanc ial repor ts \'I1IiC1.1 

should be corrected, ;,iOit18 involvil)-3' costs \ihich should be 
chars(-!u to t~}t:l contrr.lct ,me. have instcad b(!'.m =harg(~d Lo other 
budget J. ine :i. tOlns. 

T'he LCS r.li;£1: hilS also stated that it \'Ioulrl appreciate 
per iod ic me:etinl':;s \vi th t.ile o.ill/n staf £, espec ially the ,\:::D 
Hepl"Cf..j,::nt.Jti,,'e, to discu3G both policy questions - such as use 
of th~ revolving credit fund - and implementation progress in 
gcneral. The: t(~ulii thl~rcfol:"e l"ecor;\lacnu:;: that l?~riodic project 
managoment meetings be initiated ilRJed:ately for joint 
prol)lem-solving, :i.mi>J.elll~lJlation planning and constL'uetive group 
criticisllI. 

D. GO'ler.nJ"<?n t 0 f H\'IL.\ nda - ttllH\SODECO 
:. _._- _... ---------- ­

\~orldng cOJ1clitions [0): the LCS staff at the minj.stl:Y are 
fur. from ideul and fjilOuld ba improved iml:wdi:ltely. Improvnu 
office space, i.l'..::~eGS to full-time secrelarial and filing 
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services and use of a telephone would greatly.. improve general 
office morale and job efficiency. Specifically, the evaluation 
te;:lm )~ecomlilenus that the J.JCS Project Director and the CLUSA 
Advisor. be moved frol:\ the present, cramped office (!:;hi:1red also 
wiLh the LCS cOllstruction supervisor) to a larger office with a 
telephone. \·lithout a telephone, the Lcn staff is unable to 
receive or send messages to the regional inspectorates, 
GRENAT{·.'ll\, OAR/R, etc. Job ef f ic iency is greatly reduced by 
having to drive between offices and ministries, hoping to find 
tho contact. at his desk. Tho staff should also be provided 
...lith adc1itionctl filing cabinets and storage space for office 
egilipl:le.nt and :;ul)p1ies. If, as recommended in 'the strengthened 
stuffing patte)~n, lUNl\SODgCO assignz two full-time secretaries 
to the LCS officc, one secretary should also be skilled in 
filing. The LCS stilff now has little ti~e to maintain an 
efficjent filing sy:'item, and the project files are consequently 
in SCI. i (lUS d isorc1er . DOCUlfient retr i eval from the loose-leaf 
file folders is tiJne-~onsuming at best. 

The evaluation team has also observed that the dual 
respol1sibilitie::; of the Director of Cooper.ative l\ction ~ LCS 
Project Director ar8 so great that nttention to project 
ilor)lementation has suff:ered. 'l'11e team rec01':lDentls that 
)~INASODECO consider a means to relieve the Director of some of 
his llon-proje~t related p<tpenlOrk, perhaps thrr.>Ugh assi\jnment 
of sorrle of hi[; t\lS}~S to ot.her mini stry pcn:onnel. In addition 
to h ..:vii"tg hlQrC tillw f.or. field visits, the Director would also 
then he better ahl.e to :[ollo~'l up project-relvted communicationz 
thrc1ugh the lt1~ 11i G ::.r.y' s hiernrchical chain of cOHlITlD.nd. The 
exahlpl e .of ti1C Gi:JH I S lacl~ of response to PIJ.J No. 3 concer:ni ng 
us(~ of the r.evolving credit fund is cited by the teum. 

'I'he LCS stuf-f: r;hould also reassess requirements for 
addi tional sup~)li es c...nd equipment (Duch as calculators) to 
lnaximize the efficiency of field visits and audits of 
coo~Grative aeCDuntG. Many of the cooperatives' calculators 
are not \·:orking p;:operly (and should be repaired at the 
cooperat i ves' e;,:?cl1ne) so the audi tor must have his olm 
calculator for site audits. 

Lastly, as l"G(luired in PIL No. 1, completed silos and 
\'lar ehouses should be marJu~d \'l i th the AID logo. 

C. CLUSl\ 

Both O}\R/P antl the J.JCS stilff have stated tllat CLUSl\ 
GontrcJ.ct managcment is satisfactory. The CLUSA p1:oject munuger 
in \Iashington vid.ts Rwanda once or twice a Yl!dr, and 
COll\I.lllnications bJ' t.c10x, letter al1lI telephone are efficient. 
P.C~lJr.);l~:e-ti me is sat i 5 fac tory. 
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July 9. 19117. 

REF: hIO-22l/31 • 

Suhj: Local CrOll .Storf\~e Pro.1ect 
AtD Mo. ~96-QI07 

I~pl~mnnt~ti"n Letter No. 1 
Hia E,.=c~l1cncy th~ ~11nistcr for !-oci:ll 
Affairs nnd Coo~'cr.:\tiv~ lo'.ovC'."wnt 72-11Hl021-3 

943-52-696-00-69-23 
ole 1t:la nxccll~ncy the iHn1!lt~r for 

Forci~n Affairs nnd Coopernt:fon 
Kir-llli 

DeElr ~·{r. H:f.nb tcr: 

'l'll!!) Implcl'!1cmtnt ion LQtter in in!lucn J.n ticr.ordl1nce- with Recti.on 4.2. of thp. 
rro.1 f',cl; Grr.:nt A,~rc:;T:1~nt for the Loenl Crop f:tora>;e i'ro1 ect. ri1..r,ncd by the 
Ccv~rnm'mt of lh:nnrl~ ;md th~ ;"~(!:lCY for Int'~r.l.:ltinT\"J. ~.)(.!'lclC\!'liHcnt on !.~~y 11 t 7Q. 
as E\liw.ndcd, anti pruvideD infor:n1tlon on ~nti'3fnctj(m Ot the condition nrcr.~.dcTlt 

to dinh,!t'!l(~:nunt of Grnnt fU:1ds for the Re....olvinr, Crr-d'lt Funet, S~ctio:1 '., ~, 

pro\'1.dcn tIJ.1t: pd.or to dinburHcn:::nt CJ( r.rll:it fun ri5 for tlw !).cvotvln~ Cradlt 
FlInrj, th':2 Co,,~)...n;.(mt of Rmmrl::,',;i.11 t:ul'rJit to I,ID n clnt.:lil(!.(: ;ll.:iTl ndcCjtlrttc to 
r.ho~.. , nlnonp, otbr!t' thingn. hn~' th·':! fun:l ',ltll b~ adl:,inh~tcrI2d. thl1 ad:nln:l.<;trlltivc 
cont of pY'oviding crcdit. t~rlT\r, for rrovidin~ crc(1:! t frn"l tlw (uld, ;}nticl~'I::tted 

clcCaul t ):~te, tlnd the Ji\.:!ch,mi.l;m &nd cr"lt(:d.a for r~"iC'... al\(~ :l11nr.Q"f11. of Rnncific 
lO:l.w. 

As 11 uAds to :J:)U~fy th!r. condition I~reccdent. tho 'Prn1~ct !''In f'und(~d 1\ report 
d<1tr.\rl '~i'lrch 19~2, hy CLU~;A Agdculturnl f.conoT:11nt, ~·!.H.~~ot'd!l. (>.ntit'lr~d I1111P. usc 
of th~ I:.(";·,'olvin~ FuarJ~ of tll~ f,~ricljlturnl (:oopcrnti-v.:!" (LCS) Pro1nct." Thn 
cond.u:;ionr. of the CLUSA r.eport I !llj::-r.Jtnrizcrl bclov, nrc S1ccc~t.'1h1c to AID: 

1. 'J'!lCl'C :l1.'~ three t)p~ll of Itctivtty on th~ pArt of the COOI'Cr.Ati"CR rC!rlllirin~ 

crndH: 

1. Purchase of bouno Im~ £or~ll\1m locally, Rtoriny, them and Dall1ng thCl1l 

lJllcl~ to coop~rl1tot'BI Smrcll nUl',,::! alno 1~.:\'V be! ncerled to fun.! PlJi',chngen of othor 
gOll·.lrJ fot' n cor,ptoir oa' \'c..nt.o. . -- ..._. '---.- _.- . -.. ...----- ­ ....-. 

2. In th,~. cnoa of ~ r:hol:l:np,o of banng or sor~~hLl:'J. p\lrchnnin~ outside tho 
comf.ltln<: fot' Rt(Jr:Jr.c find 9:11c to the CO(lp~l"nt;j.vc l,:r:mbcl"s (lnr! othl:'r9. 

3. In th? C,1!;~ of l\ flu.rp1.us pUTdwf;lng in th~ com.\'1IIIlQ ar." innt :\ c.ontrnct of 
slll('j out:; ~r1p. t;lau COUlJnunc, 
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II. Credit for activittc:f:; of locnl opcrntiono and "i"ll!"ortin~" be:lns into the 
cn:il1nune ",,111 be pro\P:f.dcd hy the I.e!) Project LOlln Committee ~ltil1zin~ Revolvinr. 
Credit Funds. Cretlit for th(? "lu::port " l\ctiviticn mtly be obtained from the UP 
\-rilJh R p,unr.1.ntc~:\ by the 1l1.nistry (HIlU·.Sorn:CO) rl~voH lnr, credit funrla in place 
ot a "co~1.f:n~T.". 

III. PrOCCchll:C~: fot' prov.idlnr~ credit ar.e descr.ibed in Annex I of the Report 
ontitled "r,ofm l'rucc:c1urcg l'. An.y rl~[uult ,1111 be the regponrJibility of the 
coop~r.l1l:i\',! bOl·..t:iJ·.·.. :Ir,~ monny. (The Annex I Lann l'roc:cdurcs r.r.~fcrre,l to in 
conclusion III (If the ~·!or.1"1!J R9port arc ott;tch~d to this illlplementntion letter.) 

IV. The 1.ntc-r:::!)t r.:ita of (!1{port lOlln!) ,·11.11 be Bet by the TIP. Im!"'ort 10:ln') 
,d.ll be m:tdC': nt; the s~m~ ]'nto 119 export 10.'1n!1 \-lith no ch~r?C? for the pll~rl'lntc~a. 

Locnl operation:, ",ill he r.lt1:1nccu nt Ii rntc up to ~7. 1u\o1(\1': thrm tha rl'\to ch1'l.r~p.d 

by the nI' for c···port lo~I1~. lh~ u~e of tha p,uarnntca fund \-1il t be ncr.otintarl 
p'cior to thr.! b(~r.:hm.inl? of erich hll1.·Vllf.lt !JC'.'iilon. 

V. It it; ('.:Y.pectcd thnt t.h~ CO'JTH':'l"lJt:f.vc~ \,'ill mnkp. rl 1"'lrofit, p:!t'ticulnrly on 
tlll:dr. e""]"JfJrt (l'f":!rntionr:, :lHd llcHT'.~ cot r.r~c. 'I1,i!! nhoult:! m:]ke it unneccsn;try for 
coopeI'nti·....·i: 1n food r:llrplvs CO!T,:1l1I1lC9 to horrO'ol for locnl ncti.vitinq or. i.r.!!",ort 
aft.er t~"o or. thCi nt th(! li10f:lt three yC.'lr!.i. 

VI. Ult:tln~Jt(.. ly n l(~[,nl cmU.ty t!': ncecJ.C'd to be (l~It:llbl1.-;h~d to m:m.:1p,o the 
Rcvolvinp, (;y,::'IUl Fun:J 111 lif;'.l of the l-:J.ni!ltry. Thtn'c :lrc t110 1l1tp.rn:itivt~S-

pll!H:in~ .!1 lJP~:Gi;'LJ. hM of (onling II un:f.rm of cOOPt:rAtlvl1£3. 'J'h'.:! Intt~r in recom­
nt<::.nded. H. ilt \)(:i:mittcd ullJ,n' th~ ctlrrcmt (196(,) 1.;:1\1 .:mc1 b quit!! fll:,miblc:. 

It is th(~ o?:I.n:l.oll of !IIn t1!o"',t the co~cltl:1ir.,nn anri. To:m nrocr;(!un.:/1 of the Horri.s 
Report [01'::1 lli1 .:1ccc.ptat.h' L;;:1:l!; foL' fl:~tiGfnction of. t~le c(llvl~.l·ion prec,~dlmt for 
tii!";lmr.:·;l'\',i.:.i1t {O~~ thl! i'.cvo1v.l.ni', Cr;ccl:l.t !'lIncl R~l rcqwi.rcu hy Section 4.2. (if lh~ 

Jll'o:icct r.rm:t 1..Lr.rJC"lti-:>nt, \-1:tl.h th~ (oJ l(J'.J:i.I~g ref In(~l~,,~:nt£j: 

1. Prior. I;r; the! forVI'lt1oa of ~ l('r~;ll entity to r.lnn;)t!~ tlw rcvol'Jin:,~ ct'(~/Ht 

func1 , thn l!:i.ll'l.~l.:ry uf Sod"l Afi:d.l"n 11l1 1l CO!!llTlunH'i' llcvctop:nr.~nt:, Community 
Dc:vC'lopt:j"'1 t· Ht'. r:: : 'u r0\' Fin ::nl' ::.a1 AID ,~ld ,'I 1n thl',! .l'ri ~ U lHw provitinc1 :l Hi.lirl ()i~ 

£01' crcd:! t: : He.ll ."1.~1 lhis, l11. 11 lr.;m!lgt~ tho rr:volvLH~ funr\. f..~ "pC':t' Annex 1 e·rord.o 
Rel'{;t't)tll·.. IN!11 c:o;:ard.tt.t~c; of U·,:! rC!voJ.vlll~ fund \:111 i"Jtill1.1y ho COll!Jt'lr"lli:en of 
th(~ DiI'Oc;t"r (I[- COIJpr:-raU..v': 1\;:;::1.on, the CLVSA tec.hnic;>.l couH~elor, one r..cs 
trnining c,r(~c:!r l1ad :1 cCJop~:r~t~ve reprr;:lcnt.,ti'v.:!. 'l1ncc d the fonr r:onc,t i.tote 
n quorum. 

2. I~IrJ r.dVllllCr.f, to til ~ 1·~1.l1int rj' for lotinS to' CO(lf'r~rnI:1.vc. n Houl ,1 h~ proco,'HICd 
through c.n int~r{J~lt frun [\C~Ollrlt. Such uclv${nc(~r. ,·11.11. he rC!Ql1c~tcr.l hy th:! :-ani(ltr~{ 

for. lo:rilh fnlHnr. \dthin pnl·d.ollr.lly ~::1~r:.·t;'11 \Iron cr.i~~]"in~ LCS purRonnd of CLUS!\ 
,:rYthin "1:\1 .. 'H1.nJ.!Il;ry '..'(lulll l'r(J,,'i(ll~ t~cllni.r:.:\l n~r,i!.l',ln~,' to th., !~~.nlBtry \1tt:h 
rl~5I.cct to th,:\(,'o lonofJ, /If-I ,.!:.~1J. nn t,) Il:!nir-;t; th~. Ilini!Jtry tC' COlllpt~: ·.Jith mfnimal 
/dO m'Jnit;o)71rag nnd r~portir,g rt:·luil:cr'\~l\w. 

\
 



3. 
\11nl1ow \til1 be by b.1nh 

• 
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lfucraver posnible, loano to cooperntives from the Mlnlstry'9 crerllt 
tr:':lW[C't' 'occut'in~ concurrontly ~.,ith nn imITledi:lte 

crerUt nQed of n c0(1p~r~tive I Ilnrl not by c!l~h trAnc; fer. 

4. CoopcrAtlvn ionn repnym~nts, an~ hp 10nn ~unr"ntee ?n~~ents. would 
be depo~i\;ed hy til·~! HiniRtry into tl fl~p;:n-nte interer.t h~arinf! account mAnnged 
by the :iinlstry - the P.evolv1.l1r~ Crndit Funcl - nnrl w0uld bo aVf;\i1ahle for nu­
dition~l relr.mdin.!, to cI1opcrl:t:l.vr:!,; (1.11",1 for. DP 10:10 S~l\Arnntecs) under approved 

6. 'J:hc total nmf)unt of r,u:lrnntcco to B1' ror "c:xport loan~" Hill not m~cn~d 

the omount of nVI1:tl:lhln AID cl:l'lcli.t to the Hini~try pluG the totnl or: loan rc­
paymct1t/J and lW g\lnr:mtC',e paYnt~ntr. in the R~':vo1v1.n~ Crp.rUt Funrl, pll19 nCC1'lIecl 
intorent. 

7. For n1l coopC!rntive lO:Jtl I.\ctivitlclfl AID T.(~quJL1·cs ecmi-niiilual r.eports 
indicAting th::! I1U·71DI.!l." nnd emnllut o( lonnr. l.vldA 01~ p.tt.llr:mtccd, the. numbcr nnd 
amount (If dcfuu1tn, tho fl.1!'IOunt of 10:;0 r·:;pnY1":1~ntr. an,l IW ~\Hlr.":nt'JC! T>:lynr.mtr: 
into titf.'. r.nvolv:1.n~~ Cr.cdJ,t F,;nd, t.h;1 prt:';'v:>nt hal:.nee of that. account, Elnli tho 
nmount of nv:lil:tblc:· t.lD 10cn c:n'c1it to the !Hnictry. 

8. Should th~: m:m~.r."'·mm\t of the Rcv0lvinr, CrcH1'lt Fond he trnnnfcrr(:d to 
an.oth~t' lnf.!:tl S'ntltj' Iwch Dr; r.. tm:l ':m of: ('oopcr"t:l.\I~~n the Fund \;~'Iuld not h0.eOll~e 

the pror-~rty o( th(! \l;1ion, hilt ",auld 'l·.:lt1l::'1: be hc:ld in tru!.t for coopC'.r.l.ltlvc 
lending, Upon thC' clir,olu:'.1on of tIlL; Ull1.011 (If coolKrntivHn thp. rtcvolvlnr, Cn.:dit 

_ ... _.. 

You r.rf. t'eC}\Ic:ltt:d to inclieut".n your. ngr ('CI!lCl1t to the term!:: IWlll cCJllrlH1CJng or 
thin 1CJl'.t:u',7 hy t:ir.aill~ balm: nnrl ret:llud,ll?, tho od.r.iTl'll of th1 n 1l3tt",r to Illn. 
Such "~r·'::t·;ncl\t uill C0flGtituto l;rlt:l.!1(:H:t.ioa (If th(! condition prr:cf!dlJnt to 111g­
bunc!'l:mt tiet fortI. in S~ctl(li\ ll./.. of the Crnllt Anrl",(··'lflnt. 'l1H! dnte for 
.flnt:in(r_H.·.tlc:~n 9C.chlf1_~nction ·lr. h.:!t'r:hy c):tr;ndl.~" to ~jr>rr.. 30,.19A?.. ... _.. 

V(jry truly yOlJro, 

naad nod ~rprovod: 

EUl7nno P.• r.hi."v"Ifol1. 
ATD Affniro nrfjecr 

For th!.! Hilliot1"Y of ~ocil\l M frd.t'D "lle1 COCJpnrnt Iv!" ~(ovr"t1P'\t 

Project lendinp, crlterin. 

S. 'J;)~(mch'!FJ of AIl> 
throu~h thn Hinistry'n 
P.elonn(j and g\lnrnntC'::5 
would contin'le 90 long 

Funn "lOutL! rC!,,~rt h:~ck tc the: n;- !\:l~cm·:nt 

9. 5hol!ld there: nr.; lollr,ot" be n n~c.r.1 

Hin:tntl~)r ann t.1w U,!;, Emb,wf.iy (if AIU 1.r; 
mut\\olly ligrt!(! to t()I~ cljf!por:it~.()ll of. th:~ 

cu.npou~,t:i(lIl cr,n he'! m~dc for au)' pt1r.rO(JI~ 

Availnblc. 

fundi-nf!: 
int:el"~'1l: 

frOll1 the 
tlS ttH~,((! 

(up to $/100,0(0) HOI1' ~ b~ completely pr.occosed 
frC'.c nccount hy the PI'oinets PACD, 1\9 exten~cd. 

:l,lItnre~t hp. ..\t:l.n~ Hevolvin~ Cr~clit Fund nr.count 
in n need for ,thi~ len lin~ nctivity. 

-

of the llini.G 'ry, 

ror the 1'(;\'01Vt,H" CTilC. it Funci. the 
no lon!:c:r. l.n oporntion :tn P.\T:mdn) ~..ould 
rovolvirw cr(·~(lit funr:lr-l. ;;uch 

for ",htch ATD npp-rorrl:.icionr, tmuld '1C 



lJUllliAiI D' ORI!~nATr01i Dl.:3 

1l1L1~QUES 1'01VLl\Im~ 

D.r. 1346 Y.IQUJ!-"---"-'----~--_._---

iOT1~ CO:1CI:!YUJlt LJ~ RI.l'I'ORr DE m::;::;IOll DU DR F.JJJ, }.:armIs---,----­

1. Ir.Tr..oro~TI();~ 
- I ,_ ._ 

1& lcchl~ (;Il l'l',port p:l~o doe problb:::Cl;8 do oO=l'X'Oh~M1c.:'\, l' autour 

n' !tr.nt pR.!3 fr·.ll"J.ll\Jr e.o 1[1 lulJeu!t f:rnr..~.:ili:Io. :fur a:illl>w:-'J un oort.'l.f.n 

l11)iUb~ dl!' I'm:?O~ fl~nt c.t~-j.ba6lJ aux lk1::11\.108 ?op".unf.rtoti qui n'w rooon­r 
~~~~~nt ~~ Iu paternito. 

k~ E.l..llqU'::D lIJrr-Un.1.roa puitroU1; tu.iro 1(:) rrop=l!J1ti(I;u~ UU1.vuntC9 de cullc.­
L-ol"l'\t1~!:l I 

{Tn Y"nt1n d~ C"t<U''1l1titi, doat In &oot1.on poUrL'.u.t Ctre oor.t1oilr 

It JA R:n, lllt lea avoirn dl~rC(jCB L'.U 10m duTn'1't 6!mmt~ 103 

IJt"6w ootI~~'60 c.u:r:: aUo!) coop~rot1tG. 

&.u· 0'3 :>oint, J.o eo) do cl.cEl a'roll"ll du mD M l'lOc;61il «11. CIJ~ptt: 

oOurc:J:t en banqUl) (PJR) pourroi t ccnr:ttt-ucr Wllt preruHl!:a 

d(ltn i;ion du fo~dcJ, &11 d' r.utl'ca fonda n~ pJUruiOD1. 6tre l1bor-~d 

1'UQUt'Ul·mt. 

..__...__• 

lAl roraonnel n ~l-'Oc1t:tnn t\u D.aasll IIIJUc.nal; de dIm/) qvo 

lGLI e,ecnt:" d'onCRrh,'{!mcrlt ~(!'~cn·t Gti""O pllll' etabl'S!J, ot 

IlQ ~ C'.1l:U· dr,:: Iltltn·~1o.nc "-'1tr.J'vunt. 1u ben t011c'tlC'rmoIfLcnt 

40 I' e.l'% teol'..iu.qua c.U:'r. til,,£> cl)opor::l'l.1ft: (1) 

.... ._. ..._._ ..r ..... .. , h-.... 

( ,) Vob4 ~ppcrt CruD IlCo.~t::.·J..b'.1UC'u b. l' c....ulu'lt~o~ 

0110:.1 OOOI~~ll1'Ul~ ~u l~"nnUa", 1901, rJl.1b'9 15. 

d 'un projut de 

."./... 

( 
/\.......7 
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loA tOl'm.'.\tion deo udr..!.J1illtreteu.ro, dell I1Crlmto parn!t 

importunto, pour III m10e en pInoo du orl..~~i1t. n lJomblo 

que dana ce domnine lCD objoctifo n'ont pac eto atteinto(1) 

Lou uUo,," coopurutU'o Dont parfo1rJ rottaohtis n dOB 

coolloro1.1y(w, un rWcluc de cO..'1fu.olon dana la eeotia.l pout 

na!tru. n r...-nutt 1111l101'tont qu'une cOlJlpto.b1l1tO aoparoa 

dar; dloo (m.lnn, CoI~pt~ d'crploHation) Boit talto, pour 

p-"'&:cntor dell dOGniol'u bancl\bloa. 

In tr.{~~cnce du oont:~lo de In geotion dc,~~it Qtro dotor­

m1n~3 pour Uuun'i;1r In l,.;m.'1O util1!3o.tio:1 des oreQ.ito. 

Dutro lct fo.1t qua 100 oUoo dovraimt POUVOll' nohnter. lOJJ 

ntocl:l:.> de prv:l.u1to vivx',lcm:J EJ.U mc111e:ur mortc.nt poUl' L61o­

ti alor ~e pr:bc du IllUrcho loa plU3 fllYvZ1lbloB. ot l'r.Vlllldrt> 

il. un ooat inolwJ.:lt 100 fruitJ do geBt1cn (W!l.')rtiDoel:ltmt do 

l' inl'reo truotul'o, snlnjro du L..Jrc3nt, train n.clJll111i/Jtrutii'e, 

ooat c1u credit), des Bt1I1l.'1t1oo c1'ccoulomoat dovruiont litre 

".pllOrtuoa, B:l. lJOuoihJ.o, p:.nu· DOUtl'Tlll' lea 01108, (11.111£\ 10 OlJl.l 

au oaux-ei auralant den difficultoo A ~coulcr (Citu3tion du 

X").ll"Oh6 ccfnvoroblo) at rendnnt loa v1loll COo perutifn priori­

taireQ IJOlU' l' ccoulcol':lt lora deo ma.n:hcEI d' npPl·oYi.uloiVwocnt 

lnncea pc..r l'cht (J)~i'lllGe Hutiollula. 1~1otore do In Jllut1oo). 

(t) Yair lapIX'rt CR1D. deja otte, paGo 15. 
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Le rapport ~l1no uno aerio dlobjot!J b. tinnncer (ps,gcn 5 at 6), 

paruin o~-e1, nolln oonoiuuroxw lea euivwlt£J comma bD.nooblcs t 

IlOtUJ rGOlirvo do ll6tudo :1ndividuollo deG dooalers ~ 

- stochi;o do produito vivricro 

- cO!!:!lloroiuJJ.,ontion du ci:lfo 

- 1m~tB c¢coloB 

- llX)ulwIJ n grnino 

DlautT\":!J objotD I.:ll.'nioDcnt cxoluJJ, OOllI!:llf Ie finnnOOlQCl1t do ychi­

oult:tJ (c()nt 10. CL:Jticn s'aveN h 1Ioxpc).·.ia.no!3 doceTUnto), ou ),1315 

bdtin<mtr; (n.'\"¥U.ilnrJ), pour co dern1c.>r objct r il parv.!t prUf{I:L-c>bl0 

quo 10 projot oiloo OOOrero.tifr; Ubora los fo:dil proproo n6ccEio:.drco 

(puMc coc:1.1.lluo, cot~~tiona), 00 qui pout COI1Jlt1tuor uno part do 

10. f};}.'~tio c!u l)~t, (d'a1lllltU\J nleatoiro, III renl1oution ,';1 10. 

gara~lt1o fl.n CllD do I1I)n raOOOlU·iHJ;;'.ellt du pr{!t, ayiL'1t pour cttvt do 

me1.tr<) un tcrmo au f0l1ct10nnCJ!"lC!lt de l.n ooopcrat1Tc). qui !'Out 

oere:l'i'.:u'" I1vo1r un eUet p!Jr.:Jl~lo~iqult POll1tit. 

Ia pmento no1..o n pour ohjooHt do ponDI' leo basoo d'uno dwc1\urn1on a"(co 

1_ p!L...-t1.mD.1ro co.lo0mG (projet oUoo coopwrntLfa) pour elaborer cnouito un 

doo\ll:tlnt de buno l'\;r,iCJ::wnt 10 collubortl t~..m rJOur l' intOlYllUtiun dOD bwl1UCD 

populairc3 dWlO 10 eredit fil.U: 01103 ooop&rotita. 

Lm.l1P/'l4, 6,82/F.ttl 

Cop1a. I 

- ~d11. 

- .Adjo1n~ 

- Conooillor a la Itl-~ot1Gn 
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AUNf.X I 

LOAH I'ROCEDt"Llr.S 

Tho l.Cf, t'(,vol\r:f.ng f.und tn"l the r,llIirnntea funn \Jill be vcnten in 
thQ legol cmt1.t:y of a union of federation of ngd.cultural ~cneral-pur­
pooa coopGrntiveo. 

A lor<t\ C";jlf·,i ttOl! will be ~et uP, pr.ohably comrrinin~ the Jhrand:m 
dirc~ctor of the lCS pro:b)c.t ("1ho ia the Director of Coonarr,tive Action). 
th'Cl pr('l.~cct r.CCOllot:l:\t. th~ r>r01cr.t tr.,1nil\p, officer t and th~ CLUSA or 
pro.1ect u~clm;.cL:m. 

The "nil\\n lt lmd the "Colllpte d' eXl'loitlltion" Hilich nrc nu,pClrlcc\ to 
be [Hlbmit t!;'d n~p,ulRrly to ~~INASODECOt for three yenrR, i f th~ cooncl.'atlvC\ 
han cxlo{:(;(:, tInt lour, t the! :;ndn ntocl~1' of' the coopC!r:ttivc (kcpt-llp-to-uato 
rr,~nthlr), n~rl tl11~ credit hi~,i.c;ry (;1 w~v: Cortn that ie propmwcl)t [lhou1d nIl 
be nvnilabln j11 the Miniatry to conntitute 8 full do~nicr. If th~y nrc 
not up to Jutn they ohoulJ le \p~Rtcd, beforo tho npnlicRtio~ 19 ~incun~~d. 

Tha lor.rt l'ppH.cntlon f(,,~m, en propo(;c,l by the pro1ect rltnff.', should bo 
con'plctcd Qud tjil~n"d hy the "Connuil rIc Gc!~tion" or n mnjorit)p of its 
t1:Cl;\bcl's. 'fiw "cnc:ndrcur coo'l',::;):ntive," the l-,t'cfc,ctor1\lin31't:lctor of. 
(~oopc:,.ati\·:·:::t or thc; t>l1pervi~:Jr., uhoulcl :;1!wi9t the cooTlcrati.vc tn complp.te 
thu form (,i. r-.~.~:):\r(! th:>t it 1~ cc~;,~'lGtc(l correctl)·. '1110 fOlln ohoulli atntc 
th3 intC!rc:~t rr:tl'-r.. nl:. \:hich i\~nd:l arc ;::vni1ahle, ilD 1l1id out 5.n the tc>:1.: 
of thifl rc:r.o1:t. Tho fonn f.h.:wlcl he !lUiti1h1c for r'.iH,Uent!on for crenlt 

111" ~ l' 1 J ""'1 LC" j t t r. I: i l] .J ,. i .. 
that t.ho dc}:;r.;.•;r for til£- 10:1n ifJ cor:p] {~t(! nnd correct. 
o t tl1...t> ,nl\q!l.~C opu ~).t:Cf). 11!)' ..., nro cc R 11" '1.7 . naCJ.f'L n i1511IH·.tnp; 

If tk:: h'l:n f~i~ce~do fivl1 tlnng tll!~ f,ocbl contribution of the 
cOClpcrnti\'~ al: the: the it ~.(J l:i~qu~ct('d, the 1%6 1m-l, Arttd.e 211, nnd 
f.r,tlclC! 3 of ~·h~· "/l.·.....crit PrC!>:i..rl0.\lt1.r.,1'· tHo. M./Or, of t(. Fehrmn:y 1l}(l7, 
r.c·'1uinw tjt~f; t:;£\ lJini!)tcr nrp1."{,Iv<~n the 101ln. TIiln I11mH: La c:l1.'t:icd out 
if l\CC(lRSnL'Y, or tho loan in not l(;.~nl r.nd di!fautt C.i.nnot Le the 
t''jU~,jcct or :~ 1m: (juit. 

Th~ ('.rcc':tt (~o::::litt~o \d.ll lil~vl) rc)~u1.l?r mflattn'~!1 nnel :lct pror.lr>tly 
on loWl t l:(. U·.:!C t.ri • A t:epr(~l1 ~n tn t: 1;JO 0 { thn coopor!i t t vc iR oncourJ; 17CU 1:0 be. 
l,r.c:LH:nt llriU t'.:1)' prc'Gt:nt th·~, cl\nc. II1\Y l'r.d.lut'o to rr;:n ..l1 A tor:n shnll be 
con.u ider~~d O'! u r.~mlOn to C~r.1~y tIla uppU.en t 10n (or nnothcr lO:l\\. nc lny~ci 
f1r.)"Illcmts r.hnll nlrio be tnl~(;il :tnto nccount. 

'l'ho cIc·c:;.,d.l':lrt C':\ tlVJ 10''''1 "ill bo cn:mCiunicTl!:rHI tht'Cll.lS~h thn sup~rv1(jor to 
th~ Coopor.nl.ivc" tl,c locul inr,pactor nn'] the commune anc:ldrcltr. 

The c.l:'utit C'O::ilr.1.tt:CC 1I;1~alld cr,nni,J!;r \ \lith thn 11'1', \7hothf.'t" it neadu 
to ('"n~1dn.' C.PilU.cr.tic,no t~l ::h", Hi' thr!t t'1~rJld.rt' f:ur',r1mtQc or dlC!thor it 
v1l1 l'(I0pcc'l: t1h'1 1:1'1 c dccinic;tl r.nd n\lto~;l111: LCi'llly r.t' Ir~nl:nn nll lORn;, \Jhich 
the l,P r.pprO\'f~t;. \·Jl1ern 1:111 ct"(-'dit 1.a to bl'! fit'ovj tj::-tI h)' 11 rovolvinv. funri t 

tho '":onol \.1ill 1:(: t> '. tel (,nJ r,·.pIJid thl'lHl~~1 h:ln1dnr chrlllnn 1fJ t Illid not thl"our.h 
1: ~\',,'ln{'n t il\ C(w!l • 



Annex I 
Par-a 2 

The cuperv1.sor of the cO('lperat~.vC'. is TeClllircn to foHcnT up on all 
10~i\G \~mdc or r-u;ll~."lnt£!d wit.h the pr01 eel (llnd'l nnd to report 0n th~ 

statuA rnRulnrly. 10 rcducu the riek. locnl oper~tfonG lonns will bc 
cl~ancrl up in 11 t":"'l~ly ~':1Y; tlHit io, any ~rain and bp.lln3 thClt tlrc not 
ccrta:/.'l to be: ~;(;J.J tn coon·.1r::ltorg will b~ ~(\ld to other huve1-s (Le.. . 
r.REtI...T:I/..··.) hcfor(! .lL b(1co~.~:. too nltl. 1111s hnve to be dOlle eve,n if itD 
~~~H1H t:1U,ng n 1(l!'l3. 

TL"!port tri'lll:'uc 1" i nn!3 ,,"jJ 1 be ftlnJ ad on ly for ?- 3 T'l()n th'l. to ~n8l1rc 

thnt l:h-:: gr;.1.n or b~"71!~ :'",r.: Gold I'trJ r,f'\011 an p0!H;1.hlc nft(~r lln:lvi\l.. 
1l01(!5.n~ irrporl(~d Pl.°tJrJucc for g;;;vernl !:~,):lthg hOCO':;::fl ~ipc:clllnti.,,(':o 

'J1~c project llt1~~ the rl~~ljlC'll!l:lb:!,U L:y to follow-un on'lntc! rJ.ym~nt. or 
dali.niii1"'llt 10;:;.ns In\'()1vinr~ th.; J~l'. \:ll.i.l~ the ob,{'ctive of tlw !Jrojl"!ct 
it; to u'.1ild COoj'.".r:1liv'!!l, :lt~: O'Jj,:ct'tV(J is :ll~o to bui]!! rtll:;nc.ial 
rc!;po,~lbility 'wr] to help c(lcp(~r;ltiv("'j t.o p,r~dunt(! (llJt or tL~ Il~f!rt for 
pl:C'jc-ct Joann nntl ~';t1:1!":'lnt('("·r.° Ikli.nr:·,':nd.ce £1'1(')1.1' r. \ tl"~rC! no,;~;ibJ.~. 

be tunH'':! into ,.. 1.~,~l:1ycd n::Yi1,:,nt d.t\l.lUC'no A!l n JJJ3t recoun:c:. Ipl::,)1 
IDC':!;.tnFJ () r 1, <'" t t 1(" .:::' '1 t P::lY he: \; qed. t.nj' 1r,:; ll~ '-.'1' 1. t ten 0 f f mus t b~ no t i fied 
hy tho project tcchllici:tn to liS/.ID. 
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ANNEX V 

CONTRACT BETV1EEN THE LCS COOPERATIVE SILO 

PHO·JECT AND THE PARTICIPATING COOPERATIVE 

(Loan Fund contract) 

Betv,een the Cooperative .LCS Silo Project and the Cooperative 

of t.he Commune ~========~ the following is agreed: 

1. The Silo Cooperative Project contracts to lend -the swn of _-====~
 

dezignated for the Cooperative solely for the purchase of
 

sorghum for the needs of' the cooperative members dnd the local population,
 

2. The repayment of' the copi tal end interest 'will begin from the first
 

da~' of the month j n ....'hich' the Cooperative Board of Directors decides to
 

s~ll the sorghwn p'.n·chased vii th this loan. The duration Of the repayment
 

v,ill be a function of the length of time it taltes to sell the sorghum.
 

3. H:i.thout cont.l·adicting the first article, the objective of the loan
 

is for the purchr::se of ~orchum produced by cooperative members and non ..
 

members ....:ho ....'ill hO'le alrc&uy stored in the silo a certain quant.j. ty of
 

their m·m sorghull to cover the inter··ha:cvest period.
 

11, The Coopera ti 'Ie contracts on its side to:
 

a. pay .6675 FRit-l inte:rest per kilo sold; 

b. asnure that articlf::s one 81 d three of this contract are respected; 

c. not usc these loan funds to pDy its mB~ag~r, guard or others; 

d. gner,,!1t("(~ the 1130n lJy as:>Uring on ilnl)eccable man{je;em<::1t af th'2 

coopcrotive	 and the grain ELo~age facility. 

'\0"'1. 
5. The use of' 0 part or ....'hole of the EtUTi of th~ ~-':..&!1" for any other purpn:>e 

than that h01'd n specified \-Till ro?st.:.lL i:1 1..h~:.J.ld;;e(·I~~-l:;e and Butomot.ic 

annulment oJ' tbis contract, requiring ',,"JeJ10lte rt:1'&:,.1ncnt of the entire 

omount of the loa n to tl c LCS Proj(;'c t. 

h. The C00pel'EJ1..:t VI: Ii1U:lt in:'orm 1..1 e pro~ioct of'f'1 ('c eDcl /lionth on the UIH~ 



------
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of the money and the progress of purehases and sales. 

(date)
For the Cooperative 

(addre:::s) 

( da te) 
Fer the LeS Projc::ct 

KiGali., E'1·:ando 

\ •
\ 



Terms of Iteferer,ce
 
Fo.r
 

A Survey. of Rwanda':.;Food Harkcting Structure
 

1. Objectives 

ThankA to rainfall patterns and tOjlography, farm~ in Rvmnda are able to 
make B ~idc variety of fresh produce nv.,iIable to the market throughout the 
year. Ilr;\;c'ler, on account: of these 6ilml~ rainfall patterns and topography, 
Rwandll is d 1v iOCld jnl'o n nl1mbe c of eco] .)gical zones each \'Jith lts part Lcular 
agricul 11lL,11 cycl~ a.nu it$ p.1rticular ·c.Il1Be of crops. Thio means that 
different zone!:: have dl([c'rent CLOPS av.tilablc for sale at different times of 
tile yei.~ r. 

Different crops fol1o\l dl ffcrcnt w.lrket chains from f Jclcl to cons\lmer. A 
dlstillct.lon nppearo to!J:; m.1de ht't .....een 1I0re pprJ.shable peodul:p. and leso 
pcrin\liiblc !'ror!uce. 1·I,He !l<.:rJslwble pr"Juce sucll as cauliflo\wr, lettuce, 
tOIU.1loL'S, cll::mi!>ers, eLc., travels re1.11ively short distances to market. It 
is brol'z'.ht Lo warket by Lhe produ.:.er or hi" or her agent. It is generally 
sold to a mi1ri~eL retailer' lur cash. 'fill! retailer thereupon sells it to a 
COnBt;\~('r or, in some cast::(j I to an Jllterl,lcdLlry ~ho ..... ill take it to a ncarby 
area fur resnlp. ~ • 

l-C'I:B p21'1r:lJnble pro,:uu! Guch 010 Ir:uh potntoes, beano, maize and crcen 
bananas 1,,:1:,' COrle fro[11 cC1it;Jder'lbl.y grciller djutances. Insofar as it does, it 
panSl'G throtll.,h the h~ndG of one or mort~ lnterlTlC'dlarlcs befor(~ being presented 
for ret;~!.l 8alr;. The p8.rtlcular ]csn pt:riSh.lhlc t:rops Lhi1t pass throlll;h the 
hands or int~nnedi;jr1('!: V:ll')' fro.n regioll to region aC'cordinr, to what is grown 
locnlly. In Kii;;1]i, Jrl~;\1 potCltoes and UC"l119 are the major itCtt1S th,1t nust be 
shlppcd in [1'010 EOI'W Jb:'ililCe, They iil"l sold hi I::hops not in lolill"ket st<1118. 

A SUn'l!)" Clf rtwLindan food n1ilrkl!L ing structure Is bein1; unclertakcn for 

several re;IGor:[,. Fln;t. illflofar us a nlitrket operates efficJently nnel rlemand 
for a CO[I:;Judlt y rL'rllains 111gb, it will gl'ncrate a supply response. H::1rket 
c t r uc t L\ n~ (1 illI :i eli vi t 1 (~ [; Ll r e, the l' Cfor e. 1 inkedt (I 5 Uch n;j t jona 1 goa 1 Ii as 
incrcCln1ng O\'t~rilll food prLlductiun nnd 10 raisIng the Incol!!l~S of food 
producer:;. Scc.on.-lly, "i·1 1II1dersLandJ.rt~ (,f the structure and function of the 

marl:et~.. i l.l ldr.hli~~llt DOllrccs of ine[fi, fency wld.ch mayor may not prove 
suscept.ible Lo rC!l!ccii .. l intervention. 

II. Scope of Study 

A) S!J1<111 Frlrmcr Hark/1t!np, Accpnn •. Thc nur,,(;'y w!ll ::"13Iyze-~.'11:1t p.:::rtiona 
of u prOd\lCer'9 proclucLt<"ll is u11oci!1l~d to Llmlly food Iwedti, to rep.i) dc-bla, 
to ~aHII Ealen, to gifts. It wi 11 analy. t~ under what conditions the producer 
n,ake·s--tli(,~c-··al]or':Cltions. It wilL undertake a SlIrv('y of stora~c, IJlorag(~ 

stratc:~JeG and rriclnl; !i)'~.teP1A <it the' p~'lJdllcer level. It Hill eXClmine the une 
of pn'r\·...:t 10n inputs at ,hi! prollllcl'r lC!"·l·l IIIlU t.he ways in \~hich nmplo)'lrlcnl: vi 
inputD inflllen~e;J·-;uark(.t.lng det:lslons. Producer situ;tLiona 111 several 
ceo] 0 g Ie.! J/ L(J P() ~ r ,~p It i C ;11 Z (1 n.: s \-/ ill he ~" I rn p Ie d • 

B) Price 1'ldppJng by Crop - In arl!. r Lo Lc!;L the eUlch'flcy of the 
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market. data will be gathered to permit the mapping of prices for several 
different crops. DaLn will be continuously gathered ~n a biweekly basis In 
8eVf~ral' sample zone!:! around the country. A transport cost analysts will have 
to uccoUlpauy the prIce m.lps in order to. evaluate their results. I 

C) Market FlowH by Crop - The sur ~y will analyze data available through 
its oun efforts and Lhroueh the (~fforts of other on-g01ng surveys in Rw<:.nda to 
esli~ate qUdotit1es uf different food utuffo flowing tllrough the markets under 
the cliwatic condiLions of a given year. 

D) rlarket Channels and Harket Hierarchies by Crop - The survey will 
Bather diltil on the routen takl'n by dtf!' ~rent crops from producer to consumer 
by cel.ected ecological/topographical zo~e. It will map the hierarchy of 
R~and~n periodic and daily ffi3rketB by s~lected ecol081cal/topograpllical zone. 

E) tlnrl:et Actors ?nd Har~infl - Th~ flurvey will analyze the different 
rolea pl~ycd by aetorR in the mnrkctin~ systCQ. It will determIne the margin 
per tre-nr.action per C'"OP for these dct·oni. It w~]l estimnte the gross annual 
aales for Hctors per crop. 

J 

III. Tacks to be Card eu; Out ill the St Jdy 

The Team for the:: Tt\.;<.:ndu Food Harkl'·.:inti Structure Survey will perform the 
f 0 11 0 \d n fl. t ask s : 

A) An:l1yze data on the strllctlll"e If production and disposal of 
product.1.on p'v:lt1:Jble throul:h the J\gricu; l.ural Survey .111d AOillY!iir. l'roject of 
the llini.ctry .ur Agriculture. 

H) !,n.11y;,(! dat<l on connlllilptloll pa .tel"llfl avaiLable through the Family 
Duueet and C0l1su;·:lpti01. Survey 0! the Hi.\islry of Plall. 

C) AI1~I)'ze data on quantiticc of lroduc:e milrl(f~u.J 11I:!r crop 1n ~elected 

marl~e 1".9. 

D) Ap,Ciees the cconorJic efficii!l1cy of the prenel1t system of food 
m8rketinz ill J{\landa. 

E) Detl·rmine the Coosts of llw' prc">\!nt marketing syntem including costs 
of transport under several optlona. 

F) Id~ntify ,Hcas of inefficiency in the Gystem. 

G)· Hilke ·rc·cor.1m(~·ndj1tfon!Jfor intel";ent:lons that address the question of 

improving tile efficiency of the present HysLclO. 

IV. Quantitative D,tJ Sought 1,y the Stlldy • 

A) ProducLJC'n and co'\sumptiol1 dat.· for different crop9 In different 

areas. 

13) Prices uf Jlff.:rcnt CrL'!JS C\t d (ferenL m.ll"kcts on a biweekLy b.wis. 
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C) 'Quantities o( diff~rent cropCo traded by producers. 

(jrlHurnptlon hy crop in d1ffer~nt areas. 

_imutc8 of Lile coot of production of different crops. 

F) Cost of trDnSpOl"t per kilomett!r per ton under
J 

various options. 

C) COBts of storaGe' under vHrioll~, options. 

11) tiargins per trader accordinG Lo the role hclshe is playing in the 
system and annual gros:; rev~nueg accord 1ng to. role. 

v.	 Insuen to be determIned 

A) HUlilbers of rJ.lI.'kcts to be selected 

n) Crops to be Bclcc~cd 

C) Contracti.ng mechaninm 



Executive Summary 

Rwanda Local Crop Storage Project 

(696~0107) 

1. What constraints does this project attempt to overcome and who does it 
constrain? 

The dual goals of the Local Crop Storage Project (696-0107), authorized 
March 9, 1979, for $2,867,000, are to increase farm family incomes in partici­
pant communes and to increase food availability to small farmers throughout 
the year at more stable prices. There are three main constraints to the attain­
ment of these goals. They are: 1) the lack of an effective and efficient 
food storage and marketing system that benefits the small farmer; 2) regional 
and seasonal price variations that are disadvantageous to the small farmer; 
and 3) unnecessary crop losses due to improper storage methods used on both 
family farms and in cooperative silos. By easing these constraints, it was 
estimated in the PP that, from these operations, a single cooperative, serving 
1,500 to 2,000 families and through its effect on local market prices, would 
increase global farmer income in an average commune by nearly $46,000 per 
year by the fifth year of the project. 

The primary impact of the project on local comnerce has been the opening 
of new commercial options to producers and traaers at all levels. In this 
sense, the project has given a boost to local private enterprise. It has given 
a group of less well-off producers and small-scale traders access to reliable, 
long-term storage in a way that does not tie up their capital resources. These 
two groups of market actors had previously been excluded from marketing oper­
ations which required long-term storage. The effect of the LCS project, 
therefore, has and will continue to increase competition in grain mat'kets. 

2. What technology does the project promote to relieve this constraint? 

In this project three types of technology are used to relieve project 
constraints. They are: 1) the development and operation of storage and 
marketing cooperatives; 2) the introduction of improved on-farm and cooperB­
tive silo/warehouse storage techniques; and 3) the introduction and use of 
improved insecticides, through cooperatives, after r(!t ~arch on the effects of 
local insecticide use was carried out. This technology is being transferred 
to the small farmer and the managers of the storage and marketing cooperatives 
through training and extension services. Project training attempts'to assure 
that the grain storage warehouses constructed under the project will be 
operated and managed properly. This training has be(!n conducted at several 
levels under the general direction of the GOR project: manager and AID-financed 
project advisor. Extensiun agents did not receive formal training under this 
proj~ct since they had previously been trained by MIlrAGRI. 

3. What technology does the project attempt to replace? 

Through the introduction of improved on-farm and cooperative silo/ware­
house techniques, attempts are being made to reduce crop losses. At present 
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crop storage losses from insect damage and moisture loss are less than 5% 
under traditional storage techniques. However, it appears that theft is still 
a significant problem. Properly managed silo and warehouse storage can - and 
has at most of the LCS and CGS cooperatives - reduce insect and moisture losses 
to almost zero. Furthermore, it has also eliminated losses from theft•. 

The development and operation of storage and marketing cooperatives will 
reduce small farmer reliance on trader set prices. Before the opening of 
LCS and eGS cooperatives, trader prices in the commune had been kept artifi­
cially low because of the trader's position as the only buyer. Moreover small 
farmers are routinely cheated on weight est~~tes of their grain when both 
selling to and buying from private traders. This problem has been addressed 
by introducing systematic and reliable weighing procedures at the LCS cooper­
atives. 

4. Why do project planners believe that intended beneficiaries will adopt 
the proposed technology? 

Economic incentives seem to be the motivating force in the adoption of 
this new technology. The project concept of the cooperative--a place where 
farmers can store their grain at harvest, receive a small margin above the 
going market price, buy it back later in the year during the soudure (gap 
between harvests) at somewhat lower-than-market prices and in the interim 
receive a cash loan--seems to be valid and i5 accepted by farmers. This is 
indicated by the fact that most LCS cooperatives in their first year of 
operation used all of their available revolving funds to buy grain. Still. 
only five LCS cooperatives are now functioning; they have traded through only 
one complete buying and selline campa:lgn; and the level of their marketing 
activities is limited by very restricted working capital. More experience, 
therefore.is needed before a definitive judgment can be made on the accepta­
bility of the revolving fund concept. 

5. What characteristics do the intended beneficiaries exhibit that have 
relevance to their adopting the proposed technology? 

Altaough the education level of many of the Rwandan small farmers is not 
very hign, they have been quick to take advantage of the newly introduced 
technology. This high adoption rate is shown by a cooperative membership 
which averages between 1,000 to 2.000 people. Rwandan farmers are familiar 
with the concept of cooperative action, often joining together spontaneously 
for specific endeavors, such as house construction. Therefore. their 
familiarity with collective action has given the Rwanda~ farmer a useful 
historical precedent on which the cooperative movement ~as built. 

6. What adoption rate has this project or previous projects achieved in 
transferring the proposed technology? 

The economic incentives proffered by this project have been primarily 
responsible for the project's high technology adoption rate. Currently, 
there are eight CGS cooperatives in operation and it is expected that twenty 
to twenty three new LCS cooperatives will be in operation by late 1983, raising 
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the tCS total to thirty by the end of 1983. Hopefully, by the project's 
completion in 1987,fifty cooperatives will have been built and will be function­
ing. At present this goal seems attainable. 

7. Will the project set in motion forces that will induce further exploration 
of the constraint and improvements to the technological package proposed to 
overcome it? 

The GOR's objective is to establish a grain and storage cooperative in 
each of Rwanda's 143 communes. In addition the establishment of a union. or 
regional unions. of cooperatives has, from the beginning of the project. been 
envisioned as a losical step in the cooperative movement in Rwanda. These 
unions could serve as a communication linkage between memb,~r cooperatives 
(including non-tCS cooperatives) and GRENARWA for commercial networking. 
Currently, several unions have already been formed and future union develop­
ment can be expected to occur naturally. Finally, due to high level of impact 
which this project has had. AID plans to continue project support over the 
long-term. 

8. Do private input suppliers have an incentive to examine the constraint 
addressed by the project and come up with solutions? 

The project's greatest positive impact has been on strengthening the 
private sector in rural Rwanda. The LCS program has opened up the possibility 
of new commercial operations to a large body of market actors. Also since 
the LCS cooperatives are actors in the private market. they can, and often do. 
sell agricultural inputs and other merchandise which is bought from private 
suppliers and resold to cooperatj.ve customers. Merchandise purchases have 
included: farm tools; improved varieties of seeds; grain flours; clothing; 
soap. candles and other small cons\~er items. 

9. What delivery system does the project employ to transfer the new technology 
to intended beneficiaries? 

Project execution is based around three distinct components: construction. 
training and research. Training is an essential element in the delivery 
system of this project. without which there would be no assurances that the 
grain storage warehouses constructed under the project would be properly 
managed and operated. This training has been conducted at several levels 
(i.e •• the national. prefectural. cou~unal and cooperative), and when combined 
with public spirit campaigns. to reach out to the small farming household. 
have proven to be very effective in assuring sound proj~ct implementation. 

I 

To improve storage techniques, a delivery system has been developed which 
provides for on-the-job training of cooperative managers and warehousemen. 
An extension program is also planned that will work through the cooperatives to 
reach the general membership by means of exhibitions and demonstrations. 
Insecticide sales are also provided for through the cooperatives. 


