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SUYM4ARY OF FINDINGS
 

A credit management specialist was called to Niamey to look at the credit
 
problems of the NDD Phase II Project. He looked at the problems of the CNCA,
 
the NDD Credit Advisor, loan distribution procedures, loan repayment and recording
 

and accounting of loan activity.
 

The main problems were sluggish disbursement procedures, low repayment rate
 

and irregular statistical reporting services.
 

The main solutions proposed were to decentralize loan disbursement procedures,
 
proceed agressi;ely toward collecting overdue loans and computerize the loan Port­

folio management at the CNCA.
 

The implementation of the short term (by March 31, 
 1983) recommendations of
 
this report along with actions already undertaken by the project, will be responsive
 

to the issues raised in the recent NDD Audit report.
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1 I. INTRODUCTION 


A. CREDIT COMPONENT OF NDD
 

The Niamey Department Development Project Phase II--683-02h0 has the following
 

purpose: "To institutionalize a proceE3 of rural development through the establish­
ment of self-managed village organizations camable of assisting farm families with
 
the achievement of increased food production on a self-sustaining basis."
 

The NDD Project outputs include:
 

-A system of technical service delivery established and functioning in the
 

Project Zone.
 

-A system of self-managed village organizations established and functioning.
 

-Systems of credit delivery established and functiong.
 

-System of agricultural input delivery established and functioning.
 

-System to increase women's access to development activities establishel and
 

functioning.
 

-Coordination and management system for the Project Zone functioning effectively.
 

It is in relation to the third output "Systems of credit delivery established and
 
functioning" that the following scope of work was written for this twc-week(January
 

17-29, 1983) consultancy.
 

B. 	SCOPE OF WORK
 

The scope of work for the credit management specialist is as follows:
 

-Review the current system of providing credit to farmers in the Froject Zone.
 
-Review the procedures by which the proceeds from cash sales (in the case of
 

fertilizer) and farmer reimbursements (in the case of animal tracticn equipment)
 
are collected by UNCC agents, recorded at the cooperative level, forwarded to
 
the 	CNCA, and correctly entered into the project's credit account.
 

-Design a system of monthly credit reports for the cooperative, arrondissement,
 

and department level.
 

-Make a detailed report of all changes and action steps recommended fcr CNCA
 
lending procedures, loan collections and overall management and accounting of
 

the project's credit fund.
 

-Assessthe capability of the CNCA to manage a re-designed system and make recom­

mendations fo-" technical assistance to 
overcome area of institutional weakness; 
the assesment may address alternative institutional mechanisms for .'oviding 

agricultural -n-edit t) small farmers. 

The final report is to contain a detailed description including all forms and rerort­

ing formats, of a revised system as well as the institutional setting in which such 

a system can realistically succeed. 

)
 



2 C. 	MAIN ISSUES CONSIDERED 


To accomplish the scope of work as stated above I have focused my attention on
 

the following main issues:
 

-Prospects for CNCA becoming a self-supporting institution.
 

-The 	role of USAID's credit advisor on the NDD project.
 

-The 	ability of CNCA/UNCC/NDD to distribute loans efficiently.
 

-The 	potential for CNCA/UNiCC/NDD to receive a high rate of loan repayment.
 

-The 	capacity of CNCA/UNCC/NDD to maintain a set of loan records and accounts
 
adequate to the administrators of the credit program for management and control.
 

In October 1982 an audit of the NDD project was conducted by a regional inspection
 
group from REDSO/WAFR (See "References consulted", Annex C) and recommended that credit
 
activities be suspended until remedial action could be taken to correct the manage­

ment and accounting problems with the credit program. 
Both Straughter's See "Ref­
erences consulted" Annex C) and my report address the points raised.
 



3 II. REVIEW OF CURRENT SYSTEM OF CREDIT 


A. 	BASIC DATA
 

NDD is giving loans to small farmers in the Project Zone for the purpose
 
of purchasing animal traction packages, 
These packages normally include two oxen
 
(about 100,000 FCFA for the Pair), 
an ox cart (77,000), Basic plow/Weeder (Bati de Base),
 
frame (6,000), and a 5-Tooth Weeder (6,000) for 
a total loan amoit of around 190,000
 
FCFA. (See Annexes D and E). 
 These loans are given in kind before the crop season
 
(which begins in May) for four years repayable in four equ'.al installments beginning
 

December 31 of the following year. Borrowers 
pay 12.5% (before April 7, 1982 it
 
was 10.5% 
-- see annex F and G) interest per year on the outstanding balance. Loans
 
are given to CPT zranees directly and to other farmers 
in the projecz zone through
 

their COOP/GM.
 

A basic test of any credit documentation and statistical reporting system is
 
it ability to answer three basic questions:
 

-How much has been loaned?
 

-How many loans have been given?
 

-What is the repayment rate?
 
Using information from the Straughter report (see Annex C, "References consulted")
 

I was able to find answers to these three questions. From the beginning of the project 
(First loans were given in 1977) to December 31, 1982:
 

-The amount loaned was 78,861,183 FCFA (Table i).
 

-The number of loans made was 247 (Table 2).
 

-The repayment rate was 28% (Table 3).
 
In spite of any problems Straughter may have had in generating this data the
 

system was able to pass the test of producing answers to these three basic questions.
 
However, the following observations should be noted about these tables. Whereas
 

we were able to determine the number of loans, we were not able to determine precise­
ly the number of beneficiaries (Table 2). 
 Any CNCA loan without any USAID financing
 
was excluded from these statistics (Tables 1 and 2). Repayment rates were calculated
 
on 
full loan amounts (CNCA and USAID financing combined) (Table 3). These figures were
 
as of December 31 
rather than the end of the USAID/CNCA fiscal year (September 30)
 
because loan due dates are all set at December 31. However, in the future, the end
 
of the fiscal yea should be used as the reporting date (Tables 1, 2, and 3). Re­
payment rates 
are defined as amount collected as a percentage of the amount that should
 
have been collected (the amount due this year plus the amourlt overdue from previous
 
years) (Table 3). 
 The only source of data used for these talIes was the Straughter
 
Report (Tables 1, 2, and 3).
 

B. 	PROCEDURES
 
1. 	Requests for loans 

Requests for loans are made on a "Demande de Pret Co ectif" CNCA form 



.4 TABLE 1 


AMOUNT OF LOANS MADE BY NDD PROJECT FROM THE BEGINNING OF THE PROJECT THROUGH DEC-


EMBER 31, 1982 (INFCFA)
 

FISCAL SOURCE OF 
YEAR INFORMATION 
IN WHICH (STRAUGHTER 
LOAN WAS REPORT TABLE 
MADE NUMBER) 

Ouallan 
1977-79 1-7 
1979-80 2-7,3-7,4-7 
1980-81 5-7,6-7 
Total Ouallam 

Filingu4
 
1977-79 1-9 

1979-80 2-9,3-9,4-9,
 

5-9 

1980-81 6-9,7-9,8-9 

Total Filingu4 


Kolo
 
1977-79 1-9 

1979-80 2-9,3-9,4-9,
 

5-9 

1980-81 6-9,8-9 

Total Kolo 


TOTAL NDD 


EX-CPT 

2,895,900 

5,931,150 

3,619,800 


12,446,850 


7,362,362 


7,952,584 

.3827,000 

19,141,946 


4,776,486 

3,052,500 

7,828,986 


39,417,782 


COOPS 

4,984,550 

5,745,000 

10,729,550 


5,977,000 

7,231,416 

13,208,416 


1,990,000 

9,391,000 

11,381,000 


35,318,96C 


BEEF 
BLACK FATTEN-
SMITHS ING TOTAL 

2,895,900
 
645,610 11,561,310
 

9,364,800
 
645,610 0 23,822,010
 

7,362,362
 

13,929,58­
- 3,478,825 14,537,241
 
0 3,478,825 35,829,187
 

6,766,486.
 
12, W(,500
 

0 0 19,209,986
 

645,610 3,478,825 78,861,183
 

0 



____ 

NUMBERk OFLA~ 4D YNDPOETFO~H EINNING OF THE ,'PROJECT' THROUGH DE-

CEMBER, 31, 1982 

rYE -INFORIMATION1 
INWHCH: STRAUGHT BEE


~LO N WAS:a REFORT'TABLE FAT l-: 
~MAE NME)EX-.CPTY 	 cdpSMITHS 1N1;G-TOTAL5 

-Ouallam , 

__977 0:2 -7,3-7',J
4 7~.,~136,'~ 41 

1980O_81 '57T,6-7 :8 19 ' ________ jw 27: 
TotaJ.Ouallam 51 33& 

1977 '79 919 1616 
:197 9-80 ''-! 9,3I,49)

59.8-9, 	 16 5 - 6 

9 7 97 O; 	 2-9 3-S, q 
5-9 2828 -


198-81% 6-9,8-9~, 	 5~ 
____ 1~3 

Total Kolo 	 33' +0',"48 833, 

TOTAL' NDD 150 87 ~ 5_ 247 


0, 	 ­

it~~ '-,' '"-	 t " '' 



TABLE 3 


REPALMENT ON ALL NDD PROJECT 

DECEMBER 31, 1982. 

FISCAL 
YEAR 
IN WHICH 
LOAN WAS 
MADE 

SOURCE OF 
INFORMATION 
(STRAUGHTER 
REPORT TABLE 
NUIMBER) 

Oua±lam 
1977-79 
1979-80 

1980-81 

1-7 
2-7,4-7 
3-7 
4-7 
5-7 
6-7 

Total Ouallam 


Filingu4
 
1977-79 1-9 

1979-80 	 2-9,3-9 


L-9,5-9 

8-9 


198o-81 	 6-9 

7-9 


Total Filingu4 


Kolo
 
1979-80 	 2-9,3-9 


4-9,5-9 

1980-81 6-9 


8-9 


Total Kolo 


,TOTAL NDD 


LOAN PAYMENTS 


BORROWERS 


EX-CPT 

EX-CPT 

COOPS 

Blacksmiths 

EX-CPT 

COOPS 


EX-CPT 

EX-CPT 

COOPS 

BEEF 

FATTEN-

ING
 
EX-CPT 

COOPS 


EX-CPT 

COOPS 

EX-CPT 

COOPS 


DUE FROM BEGINNING 


AMOUNT 
REPAID BY 

DEC. 31 

1982 

(FCFA) 


1,822,088 

730,266 


2,920,652 

22,000 


0 

0 


5,495,006 


3,305,490 

2,036,855 

3,464,690 

3,310,685 


0 

0 


12,117,720 


673,823 

148,830 


0 

247,190 


1,069,843 


18,682,569 


6 

OF PROJECT THROUGH 

AMOUNT 
DUE BY 
DEC. 31 
1982 
(FCFA) 

REPAY-
MENT 
RATE 

3,174,671 
3,743,968 
9,927,338 
407,610 

I,142,500 
2,898,555 

57.4% 
19.5% 
29.4% 
5.4% 

_ % 

21,294,642 25.8% 

6,082,632 
3,784,382 
9,772,816 
3,478,825 

54.3% 
53.8% 
35.5% 
95.2% 

1,207,900 
5,974,694 

0% 
0% 

30,301,249 40.0% 

3,240,511 
3,647,242 
1,152,820 
6,755,761 

20.8% 
4.1% 
0% 

3.7% 

14,796,334 7.2% 

66,392,225 28.1% 



7 
(Annex H) and move from the borrower to the CNCA agency at the Department Level
 
through the GM, COOP, Arrondissement (UNCC Delegate), and COTEDEP.
 

2. 	Delivery of Inputs
 

The inputs (Credit in kind) move from the factory to the borrower through the
 
UNCC (National--Centre D'approvisionment), UNCC Department warehouse, UNCC arrondisse­
ment warehouse, and Cooperative. Each movement 
is made with a "Bon de Livraison"
 
(Annex I). At the cooperative level the delivery is confirmed by a "Bon de livraison"
 
(Annex I). 
At each level each kind of e.iuipment is registered and controlled on a
 
"Fiche de Stock" (Annex J).
 

3. 	Handling cash
 

If upon delivery of the inputs they are paid for with cash, the buyer is
 
given a receipt (Annex K) and the money moves to the CNCA Headquarters through the
 
cooperative, UNCC (Arrondissement delegate), UNCC Department office, and CNCA de­
partment agency. 
Each time the money changes hands a similar receipt is written and
 
the transaction is recorded on a "Livre de Caisse" (Annex L).
 

Cash received as repayment of loans, loan down payments and animal insurance
 
(FAMAT) premiums follow the same route from borrower to CNCA national level and
 
are acknowledged at 
each level with a receipt (Annex M) and an entry on the "Livre
 
de Caisse" (Annex L). When a receipt is 
issued at the cooperative level the names
 
of individuals and the amount each has paid is noted on the back of the receipt.
 

4. 	Loan Contracts
 

Loan contracts 
(Annex K) are issued at the CNCA Department agency level
 
receipt of a copy of the "Bon de Livraison-Facture" (Annex 0). Copies are distri­
buted as follows: 
CNCA National, CNCA Department Agency, NDD, UNCC (Arrondissement
 
Delegate) and cooperative. 
While waiting for the arrival of the official contract
 
from the CNCA agency a provisional contract is held by the UNCC Delegate (Annex P).
 
These loans are registered at the arrondissement level on a CNCA Comme Client form
 
(Annex Q) and at the Coop level on a Begistre des Prets (Annex R).
 

These procedures are 
summarized in "Flux physiques et Monetaires" (Annex S)
 
and "Liste des Documents de Gestion" (Annex T). 
Also suggestions for making these
 
procedures work more smoothly appear in "Propositions de Resolutions Presentees par
 
Les Delegues" (Annex U), prepared by arrondissement delegates attending the Hamdallaye
 
Credit and Inputs Workshop, December 1982.
 

C. 	PROBLEMS
 

In this section several problems of the current system will be pointed out but
 
the main problems can be summarized as follows:
 

-Low Loan repayment rate (28% as of Dec. 31, 
 1982)
 

-Sluggish Loan Disbursement procedures.
 

-Irregular, inconsistent, and incomplete accounting and reporting procedures.
 



1. CNCA Management Problems 
 8 

a. 
New need for concern for Self-Sufficiency.
 

Limitations on GON financial resources reduce prospects for receiving
 
government subsidies in the future. 
Therefore management to achieve the goal of a
 
self-supporting institution are more important than ever.
 

b. Management procedures
 

Following are a few of the procedures being used by CNCA that create
 

problems:
 

-Loan disbursement and contract issuing is handled at the high level of
 

Department agency.
 

-Identical detailed information is maintained at different levels
 

-annual financial statements are late in coming out (FY 1980-81 
statement "'
 

is still out).
 

2. NDD Credit Advisor Problems
 

USAID's credit advisor for the NDD Project has had to handle many of the details
 
of the day-today administration of the credit system (handling money, delivering
 
inputs, delivering contracts, etc .) which takes time away from the long term manage­
ment aspects of the system. 
Also his office is located at USAID rather than at CNCA.
 

3. Loan Disbursement Problems
 

The long and complicated procedures described earlier for processing loan requests,
 
delivering inputs, and issuing contracts have resulted in:
 

-Animal traction packages being delivered after they are needed for the current
 

crop season.
 

-Delays of up to two years in delivery of loan contracts.
 

4. Loan Repayment Problems
 

In the earlier stages of the NDD project (Both Phase I and Phase II) attention
 
was focused on distribution of animal traction packages and training with relatively
 
less emphasis placed on the importance of loan repayment. The result was the 28%
 
repayment rate as of December 31, 
1982 (Table 3). Consequently several aspects of
 

the low repayment problem have emerged.
 

a; Motivation of Agents
 

The task of collecting loan repayments from borrowers who had understood
 
poorly the terms of their loan is distasteful to the field level UNCC encadreurs
 
charged with this respons.bility, especially if no reward is given for a good result
 
and no sanction is suffered from a bad result. Also the fact that UNCC agents are 
asked to collect loans given by another institution, the CNCA, is a problem. 

b. Procedures 

Under "Loan Disbursement Problems" above it 
was pointed out that loan contracts
 
come out long after,tne animal traction package is delivered and often after the
 
first or second repayment due dates. Naturally, borrowers are not inclined toward
 

making a loan repayment on a contract they have not yet received.
 



Loans are made to farmers collectively through a single loan to a coopera­

tive. If farmers appears voluntarily with money in their hands it is very difficult
 

for the collection agent to tell them specifically how much each should pay as their
 

part of the collective loan.
 

A shortage of receipt forms at the level of the UNCC encadreur who series
 

as the loan collection agent has been the reason these agents have discouraged (and
 

in some cases refused) repayment by borrowers in small amounts.
 

Niger does not appear to be different from Upper Volta in loan repayment pro­

blems. That is high delinquency rates are more the result of shortcomings in the
 

performance of the lending institutions themselves than from the borrowers (Annex V).
 

5. 	Accounting and Reporting System Problems
 

Though Straughter (see "References consulted", Annex C) has proved that
 

the data exists, no systematic procedure is working to produce the basic statistics
 

needed by management like those in Tables 1, 2, and 3. Duplicate sets of data are
 

being kept at too many different levels.
 

Stock 	of agricultural production inputs are loosely controlled at each level.
 

Loan repayment procedures are relaxed and inconsistent. For example
 

loan repayments are received at different levels in the structure making it difficult
 

for those keeping accounts at lower levels to keep their accounts up-to-date. This
 

casualness in procedures may encourage embezzlement.
 

III. 	 RECOMMENDATIONS
 

Although several recommendations will be made the main ones may be summarized
 

as 	follows:
 

-Decentralize loan disbursement and record 
keeping authority to UNCC Arrondisse­

ment level.
 

-Systematize and regularize loan repaymeat collection procedures.
 

-Stop keeping duplicate detailed records at different )evels.
 

-Shift duties of NDD credit advisor away from trivia to a higher level of plan­

ning and scheduling through a CNCA counterpart to meet three annual deadlines:
 

May 1 for loan disbursement,
 

Dec. 31 for loan repayment,
 

Sept. 30 for statistical reporting.
 

-Computerize CNCA/UNCC for:
 

Loan Portfolio Management
 

Stock Management
 

Employee Payroll
 

Calculation of effeciency premiums for employees
 

General accounting
 

-Set up profit centers in both CNCA and UNCC
 



10 A. Short term (1983) Recommendation.. 


The date of March 31, 1983 should be set as the deadline to accomplish the
 

following:
 

-Satisfy all unresolved points of the Straughter report (See "References
 

Consulted", Annex C).
 

--Organize meetings of leaders of cooperatives to set specific dates to return
 

to collect all loan repayments now overdue. 

-Complete all loan contracts for loans already made.
 

-Sign revised Protocol between CNCA/UICC/NDD.
 

CNCA Management Recommendations
 

Clarify lines of direction/authority from CNCA to borrowers through UNCC 

Delegates and encadreurs and cooperatives. Linked to this is the recommendation that 

all CNCA/UNCC Agents in this newly clarified chain of command received annual cash 
performance premiums based on performance criteria as established by the institutions 

involved (CNCA/UNCC/NDD) such as: 

-Number of small farmers receiving loans. 

-Amount loaned.
 

-Repayment Rate. 

-Profit earned by the Profit center which includes the employee in question.
 

-Special premium for hard-to-collect oldest overdue loans.
 

Establish a clear policy for writing off uncollectable loans. If this is not
 

done then these uncollectable loans show up on the CNCA's annual financial statement
 

as 
assets when in reality they are not collectable.
 

Establish a clear philosophy at all levels in the CNCA/UNCC/NDD that inter­

est income is to be used to cover the three elements of costs of administration, cost
 

of money, and uncollectable loans. If CNCA is charging 12.5% interest, and they pay 

BCEAO 10% for money, they allow 2.5% to cover costs of administration, then this 

leaves nothing to cover bad debts--in other words a 100% repayment rate is assumed.
 

2. NDD Credit Advisor Recommendations
 

It is recommended that the NDD Credit Advisor be installed in the Niamey 

Department Agency of the CNCA to encourage a more active relationship with his counter­

part, the Chief of the agency.
 

Although the early years of this project required the time and attention
 

of this NDD Credit Advisor to follow details of the day-to-day operatirns of the credit
 

system (handling money, delivering documents, distributing farm equipment, etc.) The
 

system has evolved to the point where the Nigerien. staff can handle the mechanics of
 

operations thereby freeing up the time of the 6redit Advisor to work more clo3ely with
 

his counterpart in doing the planning required to meet the three key deadlines of the
 

c'--it system:
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-May i - Loans made -- contracts signed 

-Dec. 31 - All repayments collected 

-Sept. 30 All statistical reports completed 

3. 	Loan Disbursement Recommendations
 

It is recommended that, effective immediately, money being used for manu­
facturing farm equipment, buying traction animals or buying farm inputs be charged in­

terest from the day it leaves the CNCA. 
The cost of this money should be added to the
 

price of the inputs. 
 The date the inputs move from the supplier to the cooperative
 
would be the date that interest is stopped being charged to the supplier and started
 

being charged to the cooperative. The cooperative would pay interest on the money tied
 
up 	in the inputs from the day it receives them until the day they are delivered to the
 
farmers. The cost of this interest would be added to the price charged the farmer. The
 
farmer should start paying interest on any part of the animal traction package the day
 

that part arrives (even if the package is incomplete).
 

It is also recommended that CNCA make loans to a union of cooperatives or­
ganized at the arrondissement level and let the union of cooperatives (under the guidance
 

of the UNCC delegate) on-lend to farmers through their respective cooperatives and GM's.
 

This will have the effect of shifting the loan contract preparation from the department
 
to the arrondissement level. This decentralization should allow contracts to be written
 

the day inputs are delivered rather Than with the one or two year delay as 
in now the
 

case.
 

4. 	Loan Repayment Recommendations
 

Develop a schedule of meetings with representatives of cooperatives to announce
 
precise dates for returning to the cooperatives for collecting loan repayments--all to
 

be 	completed before the due date: December 31.
 

Distribute an 
ample stock of printed loan receipts to eliminate the lack of
 
sufficient receipts as the excuse encadreurs have used for not wanting to accept small
 

amounts on loan repayments.
 

In case of crop failure or other valid excuse for deferring a loan repayment
 
the decision to defer should be on a case-by-case base and not a decision that would
 
apply to everyone in an area. Many farmers have alternate means of making their loan
 
repayments and would prefer to do so. 
 In no case should interest charges be deferred.
 

5. 	Accounting/Reporting System Recommendations
 

As a minimum an accounting/reporting system should answer the three basic
 
questions posed earlier. 
 How much has been loaned, how many loans have been made, and
 
what is the rate of repayment. Additionally; it should show how many people have been
 

served and this should all be broken down by year, zone, purpose and source of funding.
 

The system in place provides the basic information required to do this. From the exist­
ing Bon de Livraison (Annex I), Recu (Annex K), Livre de Caisse (Annex L), Contrat
 
(Annex M) or Contrat Provisionnelle (Annex P), and Registre des Prets (Annex R), the.
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information can easily be found to produce the monthly reports I am proposing to be
 
filled out at four levels of the system: Cooperative, Arrondissement, Department,
 
and National levels. 
 One report is for loans given (Annex W) and the other report is
 
for receipts (Annex X). 
 If these two reports are produced at these four levels then
 
tables like those in Tables 
1, 2, and 3 of this report will be produced.
 

To address the problem of not 
having detailed information at the cc-l-erative level
 
on individual loan accounts, Thomas Shaw has developed a form to do the Job. 
 I endorse
 
this proposal with the small changes as 
noted on this "Compte Individuel"' (as shown
 

in Annex Y).
 

A basic principle of record keeping recommended is that duplicate records not 
be
 
kept. 
Basic details should be keep at the level of arrondissement, and at higher levels
 

all that is needed is summary data on the detail found at lower levels.
 

One modification is recommended in the "Livre de Caisse" (Annex L) kept at 
all levels
 
and that is that a balance ("Solde") colunn be added at the extreme right 
as is done for
 
the compte client (Annex Q). This balance should equal the amount of cash on hand and
 
serves as a means of control for the credit agents from CNCA who make periodic visits
 

to arrondissements and encadreurs of cooperatives.
 

It is recommended that Column 7 of the "Monthly Report of Receipts" (Annex X) be
 
split into principal (7A) and interest 
(7B). Phis is convenient for the "Profit center"
 
managers to see clearly what goes back into the revolving credit fund (the principal)
 
and what is available from the interest income to pay for administrative costs; the cost
 

of money, and tad debts to be written off.
 

B. Long Term (1984 and 1985.) Recommendations
 

1. Computerized management
 

It is recommended that a systems analyst look at the management needs that
 
can be helped through computerization in both CNCA and UNCC. Programs could be developed
 

to help manage:
 

-the loan portfolio 

-the stock of inputs
 

-the payroll of employees
 

-the calculation of efficiency premiums of employees
 

-general accounting
 

Computerization of the loan portfolio would eliminate the need for field agents to pro­

duce:
 

-Fiche de Stock (Annex J)
 

-Compte Client (Annex 0)
 

-Registre des prets (Annex R)
 

-Monthly report of loans (Annex W)
 

-Monthly report, of Receiprs (Annex X)
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In fact, the computer would furnish this information to the agents in the field.
 

2. 	Financial Management
 

The services of a financial management specialist could help CNCA in
 

this regard.
 

3. 	Organizational Structure and Personnel Administration
 

The organizational structure and personnel administration of CNCA may
 
also benefit from the assistance of specialists in these areas. For example the installa­

tion of a computer might cause some positions to be redefined. Also, productivity of
 
employees might be increased through training, improved logistical support, additional
 
administrative support, 
a system of premiums to be paid based on efficiency criteria
 
as defined by the institution and fair/equitable salaries. All should fit within the
 
overall goal of self-sufficiency of the institution which would come not as much from
 
reduced costs but from the possibility of increased volume of loan activity without in­

creasing the fixed cost base.
 

h. 	Profit Centers
 

Under "Loan Disbursement Recommendations" in Section III.A.3. above
 
is the idea of each level holding a stock of input supplies, pay interest on the money
 

invested in that stock and pass this cost on to the buyer of that stock. 
This.is pre ­
sented as part of the philosophy behind the notion of setting up "Profit Centers" in
 
which each center of activity would manage its affairs on a profitable basis in which
 
revenues exceed expenses. If Government subsidies are received these are simply treated
 

as income on the income statements.
 

\
 



IV. CONCLUSIONS
 

The main points of this report were presented orally before the directors and
 
staff of USAID/CNCA/UNCC/NDD before my departure from Niger. 
The Director of CNCA
 
reacted by saying that he fully endorsed my points regarding self-sufficiency of the
 
institution and my propcsal to computerize the CNCA/UNCC and added a point of his own.
 
He suggesced that CNCA try to 
find additional capital with which loans could be given
 
to cooperatives for buying farm products, storing them until the price rises and selling

them at a profit. 
 He pointed out how this would help directly with the proble7. cf loan
 
repayment on animal traction loans. 
 This is consistent with the four points guiding the
 
direction of AID presently: private sector development, institution building, technical
 
transfer and policy development. The CNCA conclude.d his remarks by endorsing my obser­
vation that the low loan repayment rate is 
more the fault of the lender than the
 
borrower (Annex V).
 

A draft protocol agreement between NDD and CNCA was drafted on July 17, 1981
 
(Annex ZI) and is 
now being revised. 
I would suggest that the following points be
 
incorporated into the revision:
 

-Reconciliation of points raised in Straughter report (See "References consulted",
 
Annex C) be accomplished by March 31, 
 1983.
 

-Role of NDD advisor be redefined (See "NDD Credit Advisor recommendations" in
 
Section III.A.2. of this report) and that 
a more active counterpart relation be deve­
loped by moving the NDD Credit Advisor to an office near his counterpart, the Chief of
 
the Niamey Department Agency of the CNCA.
 

-Priority should be given to collecting loans now overdue (See "Loan Repayment
 
Recommendations" in Section III.A.4. of this report) by March 31, 
 1983.
 

-The system of monthly reports proposed (See "Accounting/Reporting System Recom­
mendations" in Section III.A.5) in this report should be adopted immediately.
 

-Loan contracts should be written at the arrondissement level (See "Loan Disburse­
ment Recommendations" in Section III.A.3 of this report) and effective March 31, 
 1983.
 

-Systematic programs should be developed to meet the three key deadlines of the
 
credit program:
 

May 1 Loan Disbursement
 

Dec. 31 Loan Repayment
 

Sept. 30 Statistical Reporting.
 
-Premiums should be divided among cooperatives, encadreurs and delegates as 
follows:
 

Loans due Dec. 31, 1979: 15% 
of amount collected
 
Loans due Dec. 31, 1980: 10% 
of amount collected
 
Loans due Dec. 31, 1981: 
 5% of amount collected and that this cost be paid
 

from NDD Project funds if possible.
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It is my belief that the recommendations of the "Audit Report" (See "References
 

Consulted" Annex C) will all be satisfied from:
 

1. Actions NDD has already taken,
 

2. The recommendations of the Straughter report, and
 

3. The recommendations of my own report, here.
 



V. ANNEXES
 



ANNEX A
 

AAPC 


AFN 


APS 


BICIN 


BCEAO 


BDRN 


CA 


CDARMA 


CEC 


CFJA 


CNCA 


COOPRONIGER 


COTEAR 


COTEDEP 


CPT 


FAMAT 


GM 


GON 


INRAN 


MDR 


MP 


Currency Equivalents
 

U.S. 1.00 = CFA 345
 

CFA 1,000 = U.S. 2.90
 

Weights and Measures
 

1 kilogram (kg) : 2.20 pounds
 

1 Metric Ton (T) : 0.98 Long Tons
 

1 Hectare (ha) : 2.47 Acres
 

1 Kilometer (km) : 0.62 miles
 

1 Liter (1) : 1.0567 Liquid Quarts
 

Acronyms and Abbreviations
 

Afro-American Purchasing Center (New York)
 

Association des Femmes Nigeriennes
 

Agricultural Production Support
 

Banque Internationale Pour le Commerce et L'Industrie du
 

Niger
 

Banque Central Des Etats de l'Afrique de l'Ouest
 

Banque de Developpement de Republique du Niger
 

Centre d'Approvisionment (Input Supply Center)
 

Centre de Developpement de l'Artisanat Rurale et du
 
Machinisme Agricole (Development Center for Rural Artisans
 
and Agricultural Mechanization)
 

Centre d'Education de Cooperative (Cooperative Education
 
Center)
 

Centre de Formation des Jeunes Agriculteurs (Young Far~mer
 
Training Center)
 

Caisse Nationale de Credit Agricole (National Agriculture
 
Credit Bank)
 

(Like BOUOLCAM)
 

Comit4 Technique d'Arrondissement (District Technical
 
Committee)
 

Comit4 Technique Departemental (Department Technical Committee)
 

Centre de Perfectionnement Technique (Farmer Couple Training
 
Center)
 

Fonds assurance Morthlite animaux de trait
 

Groupement mutualiste
 

Government of Niger
 

Institut National de Recherche Agronomique du Niger (National
 
Agriculture Research Institute)
 
Ministare du Developpement Rural (Ministry of Rural
 
Development)
 

Minist~re du Plan (Ministry of Plan)
 



ANNEX A SUITE
 

OPVN Office des Produits Vivriers du Niger (Food Marketing
 
Board of Niger)
 

PAID Par African Institute for Development
 

PID Project Identification Document
 

PES Project Evaluation Summary
 

PMSU Project Management Support Unit
 

REDSP/WA Regional Economic Development Support Office/West Africa
 
(Abidjan)
 

SONARA Socit6 Nationale d'Arachide (National Peanut Company)
 

ULC Union Local des Cooperatives
 

UNCC Union Nigerienne de Credit et de Cooperation(National
 
'Credit and Cooperative Union)
 

USRC Union Sous Regional Des Cooperatives
 



ANNEX B
 

PEOPLE CONTACTED USA:D
 

Irving Rosenthal, Director, USAID/Niamey
 

John Lovaas, Deputy Director, USAID/Niamey
 

Wilbur Thomas, Rural Development Officer USAID/Niamey
 

Jim Lowenthal, Project Officer, Niamey Department Development Project, USAID/
 
Niamey
 

Thomas Shaw, Credit Advisor, NDD Project, USAID/Niamey
 

Stanley L. Straughter, Short Term Credit Accounting Consultant, NDD Project,
 
USAID/Niamey.
 

Richard Roberts, Development Administration Specialist, Short Term Evaluation
 
Team Leader, NDD Project, USAID/Niamey
 

Teresa Ware, Social Scientist, Short Term Evaluation Team, NDD Project, USAID/
 
Niamey
 

Mamadou Chekaraou, Accountand, NDD Project USAID/Niamey
 

Saley Moussa, Ndd Commandant, USAID/Niamey
 

Guingarey Hassane, NDD/CFT, Conseilleur, USAID/Niamey
 

Tony Doggett, Evaluation Offic r,USAID/Niamey
 

CNCA
 

Abdou Issaka, Director, CNCA
 

Idrissa Othman, Comptable, CNCA
 

Ousmane Djika, Director, Niamey Department Agency, CNCA
 

UNCC 

A-madou Garba, Director, UNCC 

Amadou Yay, Warehouse Manager, Niamey Department, UNCC 

Ide Yacouba, D41gu6, Arrondissement Kolo, UNCC 

Abdou Bawa, D416gu6 Adjoint, Arrondissement Dolo, UNCC 

3ou'mana Diaoug, Encadreur, Kour4 Cooperative, Kolo, UNCC 
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ANNEX C
 

REFERENCES CONSULTED
 

AUDIT REPORT "The Niamey Department Development Project in Niger--needs more 
management attention--Audit Report No 7-698-83-2" in draft by 
Ankelwich, et al, December 1982. 

"Memo on NDD Audit Report" by Jim Lowenthal, Dec. 14, 1982
 

"Memo on Draft Audit Report" by Tom Shaw. December 1982.
 

CILSS REPORT "Developpement des Cultures Pluviales au Niger" by Club du Sahel/
 
OECD/CILSS, Sahel D(82) 180 Report, September 1982
 

FID "Rural Developmen. Sector Grant" FY 83-86, USAID/Niger, September 4, 

PP "Nianey Department Development Project Phase II 683-0240" Volumes I and II
 
USAID/Niger, April 28, 1.981
 

SHAW REPORT "Report on the Niamey Department Development Project's Phase I
 
(1978-80) experience with the CNCA/UNCC Credit and Agricultural
 
Inputs Supply System" by Shaw/Wentling/Mullenax, April 1981
 

AUDIT REPORT "Memo on Report of Audit Finding N' 1 Niamey Department Develop­
ment, Credit Fund" from Thomas B. Anklewich, RIG/A/WA to Irving

Rosenthal, Mission Director, USAID/Niger, September 3, 1982.
 

"Memo on Report of Audit Finding No 3 on the Niamey Department

Development Project 
'Need to Improve the Management of the Niamey

Department Development Credit Fund"' from Thomas B. Andlewich,
 
RIG/A/WA to Irving Rosenthal, Mission Director, USAID/Niger,
 
September 17, 1982.
 

SHAW REPORTS (Continued) "Thomas Shaw comments delivered at Lossa Conference"
 
January 20, 1983.
 

CNCA ANNUAL REPORT "Rapport du Conseil d'Administration--Caisse National de
 
Credit Agricole de la Repobliaue du Niger--Exercise 1980 (Ier
 
October 1979-30 Septembre 1980)"
 

STRAUGHTER REPORT 
 "Report on NDD Credit Accounting System of DNDD Project"
 

by Stanley L. Straughter, January 22, 1983.
 

.NI!AL TRACTION DOCUENTS"Catalogue des Materiels Agricole" PPN/MDR
 

"Prix de Cession aux Agriculteurs des Intrants Agricoles de la
 
Campagne 1982 Arrete NO 1I4/tDR/UNCC du 13 1982" N/MDRMars 2" 


;M. "SED FOR MANAGING CREDIT PrODTFU:,O
 
"Demande de Pret Collectif" C'A
 

"Contrat de Pret" C:.:A
 

"Livre de Caisse" CNCA
 

"Fiche de Stock" UNCC
 

"Recu" UNCC
 

"Recu" CNCA
 



ANNTEX C SUITE
 

"Bon de Livraison" PPN 

"Bon de Livraison" UNCC
 

"Liste des Documents de Gestion", UNCC, 12 Dec. 1982
 

"Flux Physiques et Monetaires", PPN, 15 Dec. 1982
 

"Taches des Encadreurs" PPN, 15 Dec. 1982
 

"Instructions Permanentes 
sur la Gestion des Stock d'Intrants
 
Agricoles", UNCC, Juillet 1982
 

NDD/CNCA/U1CC POLICY STATEMENTS
 

"Propositions de resolutions presentees par les Del'gu6s" PPN,
 
Dec. 12, 1982
 

"Reglement Interieur de Fonds Assurances Mortalite Animaux de
 
Trait" CNCA, undated.
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;?Z TJMJOCUD DU NIGER 
MIISTERE DU DIE'-VLOPPFEDT RSi AL 

IPARTUMIT DE NL4JjE5 
POJMT PRODUCT'IVITE NIDIBY 

PRIX DE CESSION. AUX AGRICULTSM DES INTRANTS 

AGRICOLES DE LA CAIAGNE 1982 JaRqTE No 14 
/ MR / U.N.C.C DU 13 LiARS 1982 

I - YUT'IEL AGRICOLES 

a) materiel aratoire 

Bati de base + chaine = 6.000 F 
Corps de charrue = 6.000 F 

Canadien 3 dents = 4.500 F 

Canadien 5 dents 6.0C0 F 

Lames souleveuse sarcleuse 3.750 F
 

Buttoir = 3.750 F
 

Houe asine 12.0CC F 

Semoir mnnorang 27.200 F 

b) Mat4riel de transport 

Cha=ette bovine = 77.500 F 
Charrette asine = 65.400 F 

II - lNGRAIS 

Super phosphate simple 35 Frs/kg 

Super phosphate triple 145 :'--s/k 

15 - 15 - 15 = 45 FrIk 
14 - 23 - 12 (6-2) = 45 Frs/k.. 

Urge = 5Cr,:/k: 

Phosphate naturel de Tahoua 2808'/h: 

III - PRODLITS P1fTSAXITAIRFS 

Insecticide p6-rothion Ml= 1.CCC Frs/2it_. 

Fon-icide = 50 Frs/s chct 
de 25, 



RaFD3LI!UE DUDUG 
INOISTERE DU DEVCLOPPDMT RURAL 

flEARIMM1T DE IIIAV-:E 
PROJ PRODUCT I JITE 

DMl=ATION 

Joug court 


Joug long 


Domonte pneu 


Demonte roue 

Traceur en bois 

Pampo & air 

Pisces h collar 


Du 26 Juillet 1982 

Liste do prix de cession des mini matdriels
 
vendus au comptant aux coop~rateurs ot auux 
stagiaires des CPT dans la zone du Projat
Productivitd Nierey. Campagne ag-icole 1982. 

PRTX UNITYLIRE 

5.000
 

10.000
 

540
 

i.060 

PRIX ESfjkMTIF 

4.500 

3.000
 

750
 



CAISSE NATIONALE 

/)/ote de service n0 531_!du 21/5/82
 

D4 
 portant modification des taux d'int6r~t
CREDIT AGRICOLI
 

-m
 

A compter du 7 Avril 1982, 
les prets accord6s aux Institutions
cooperatives, aux Societ6s et Offices ainsi qu'aux salaries et assimil6aporteront respectivement lea taux d'int~rat suivants:12,50%, I5,50%, I7,50. 

Ces diff6rents taux traduits en commission fixedonnent lee coef­
ficients suivants 
 :
 

DUREE 
 COOP. 


I AN 
 12,50 % 


S 
 19,00 % 
3 ANS 
 25,70 % 
4 ANS 
 32,80 % 


5 AN;S 
 40,00%

6 ANS 
 47,60 % 


7 ANS 
 55,40% 


" 


SOCIETES ET 
 SALUIE3
OFFICES 

ET ASSfIhILES
 

15,50 % 
 17,50
 

23,25 % 
 26,-0 %

31,00% 3,65 %
 
38,75 % 
 47,00%
 

46,50 % 57,75 %54,25 % 
 68,90
 

62,00 
 80,50 %
 

O-0---O-O--
 O---O---O-O-O-C-O-O-O.-O_-0---00000000000000000
 

La pr~sente note do service annule la note de service n
0 
1075
 
du 14/10/SO.
 

AMPLIj11S : 

- CHRONO 

- SCE ZNAQJW.MArr 

- AGENC2 NY 
- " MARADI 

" 
 " ZINDER 

- DOSSO 

IWSPECTION 

I
 

3
 

3 
3 


A
 

6
 

3
 

IIf
 



C..IA 
 TABLEAU V& L-QTISSEEI TS DE FR E ±S '-T-

AGENCE DE IY : ET AIU .AJX1982 
Taux d'In t t : 32,80 % R | 4 ans 

1 1 .!' 
 1 i
 
DESIGNATION 
 I MONTANT I APPORT I EMOTANT I INTLET AVEC! t ..A ...PERSONNEIL 10 %1 NET IAPPORT PRSONIiEL P(JIURE I AUINUI I I I I I 

CIL&= PE B071E I 77.500 I 7.750 1 69.750 1 22.878 1 92.628 23.15CHARRETTE ASINE 
 65.400 6.540 1 58.860 1 19.306 78.166 19.54 
EQMUIRE T BATI D L:,AE + CIJAINE 6.000 600 1 5.400 1 1.771 7.171 1.79 
EQUIPEERIT CAIULfDIi 3 D'LfS 4.500 450 
 4.050 - 1.328 5.378 
 1.34
 
EQUIPEMIMT CAIULDIIj 5 DiTS 
 6.ooo 6o0 
 5.400 1 1.771 7.171 1.79.
 
EQUIPYTT SOULPUVIUSE 3Ai1CLEUSE 
 3.750 
 3.375 1 1.107 4.482 1.12
 
EQUIPRIE[JT BI0= 
 3.750 375 
 3.375 1 1.107 4.482 1.12'
 
EQUIPELi0hT HCUE ASTlIE 
 1 12.000 1.200 
 I 1o.8o0 1 3.542 
 14.342 3.58 
SEL CIR ,ONOItHG 1 27.200 2.720 24.480 
 1 8.C29 32.509 6.12, 
PAIRE E BOEUF 120.000 12.000 
 I 108.0 1 35.,24 1 143.424 35.85(

ANE 
 20.000 2.000 
 18.000 t 5.9C,4
I I 23.904 5.971I I I I
 



REPUBLIQUE DU NIGER 

N'CAISSE HATIONALE 
DE 

CREDIt AGRICOLE 

Enregislrde sous Is Lisle Date ....................
 

de Banque sous le no 3/0
 

St6ge Social NIAMEY 

Botte Postale N" 201 

DEMANDE DE PRET COLLECTIF 

...... ..M utuelle de (1) : ................. ..................... . ............
 

C oop drative de ..................... . . . . .. . . ................................................................................................................................................................. .......................
 

Arrondissem ent do.... ........................ .... ..... .....................
 

D partem ent d ..... .... .................................................... . ........................... ......................................................................................................................
 

Nature des A ctivitds du G roupement ........ ................................................................................................... .. .........................................
 

Demande de Pr6t h Court ou Mo/en torme do (2) 

OBJET 

I Description - Sommaire et Avis 

(1) No do Is Coop6rative 
(2) Mutuelle classique non rattachdo h tine Coopdrative. 
;3) Rayer les mentions inutiles 
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PRFOSITIONjS DE RESOLUTIONS
PREMFMi PAR LES DELEGUES 

APPRO 1/ La zone projet est exclusivement apprOvisionnde par le projet |la zone hors projet par la CA.Pour clarifier la situation, il est souhaitableen charge los 	 que le projet prennefacteurs de production ddj& stockis dans la zone projel 
2. Modifier le Bon de livraison an ins 4 rantet une 	 la siCnature du transporteurcolonne "observations" assez large 	pour y noter lea reserves.Supprimer le Bon d Lentre. 
3. Instituer urn Bon de livraison entre la uoop 6rative et le GM. 

CREDIT 1. 	 netmtinport de I situat!a dos irpQse. Plmw da(moins 	 10 %d'erdettei.tentde 90 	% de recouvrement) exclut.l'octroi d'un- l'4ch&.nce indique 	 nouveau cr6ditla date limite. A laquellerecouvrd 	 le crddit doit 6tre; il fsat done le r~cup4rer auparavant. 

2. Contrat - btair un ontrat simplifi4 entre 	 la cooprativeduquel on consi~me 	 et le GM au donla liste des b4neficiaires du pr~t ractifi~epar chacun. 
- Etablir la oh c'est possible (ou envisager deconditions seront 	 le faire quand lesrunies) un contrat identique entre G7l et 	paqsanindividuel. 

3. .p ortp ersonnela 

Percevofr 1l'apport personnelooap 4rative ; 	 au. moment .oil lea IAlivrer matdriels 	 sont lv~sAlet animaux simuitanment au paysan. 
4. Echdancier individuelSur le registre CNCA; instituer 

permette de suLvre 	
un ech4 ancier individuel par GM quilea recouvrenents de chaque bl neficiaire. 

5- Carnets de reus
Noter le nurn6ro du contrat et l'ann4e du prof. 

CONTROLE 1. Donner . la CNCA et l'U1UC lea moyens de suivra ot de 	 contr~ler lesopdrations de credit. 
2. Pour dclaircir la situation particuli~rement embrouillie de l'ar­rondissement de Kollo, crier imne commission sp6 ciale conatitu~eagent 	 de d'unla MNUA, de la d616Gation de Kollo et du 	 PPN. 
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LO!.~i 1g.PAYi:!NT DFLINUENCY IN TIM EAt L9.OR GAIi [,T,
 

OF UPPFJl VOLTA
REGIONt L DE DEVELOPPEENT-) 

by * 

Thom n Stickley and Edouard Tapsoba
 

A.° ItlP. O JC2T ON 

Volta is onc of the Sholi 'i countris most se'.U-m. 


eroJy aff .- by tV-e 1970-?.3 drought. It has ii,:de a strong coi:., 

a-iit iwprovig thi.
mitiQr-L to Tncr.asirig agr icultural product.o. 

quality of life in rural areas where most of its 
population lives.
 

Since 1965 the Voltaic Govermaent has pursued a regional
 

approach to rural economic and social development 
through the cre­

ation of O.R.D..s (Organisme Regional de Developpement). 
As one
 

of 	its first recovery projects in the Sahel, the 
United States
 

Agency for International Development has agreed 
to provide sub­

stantial material and technical assistance to the 
ORD in the east­

ern region of Upper Volta through an Integrated Rural 
Development 

Program. This program began in January 1975 and is being comple­

mentcd by various United Nations and European Common.
Market pro­

jects plus bilateral projects from France and Switzerland 
to
 

provide additional technical and material assistance.
1
 

The major responsibilities of the ORD's ares
 

- to provide extension services for farmers and artisans.
 

- to motivate and organize the population in.the planning
 

and execution of development programs.
 

- 'o assist in agricultural research.
 

- to provide farm credit. 

- to improve the marketing of farm products. 

to participate in the extension of 
infrastructural programs. 

-

Associate Professor and Research Associate, respectively, vrith
 

the African Rural Economy Program, Department of Agricultural
 

Economics, Michigan State University, East Lansing, Michigan
 
4A:J2,', U.S.A., currently on long term assignments with the
 

US 	i ::..-tLerated Rural Developra.nt Program in the Eastern OR.D,
 

. Co Upper Volta.
..... 
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1. The Integrated Rural Development Project of the Eastern CRD 

The purpose of USAID's Integrated Rural Development 
Program in the Eastern ORD is:
 

- to increase the Eastern 0RD'z captcity to assist s.-al farm­
ers to increar:e n..ricultur:il oroduction and incomes; .n,!
 

- to achieve a meaSurable -iip., ct oni :",iriwr pL'oduCtivi t in
 
22,tiL "intensive" zone.
 

The project purpos. io to be -chi' ved t',rouh:
 
1. 	 Expanioni of the capacity of t e CAP for :.diriinistr'tlon 

and outreach through: 
a. 	 the construction and equipment of improved central 

and field facilities and the provision of lo,:LstirX.l 
support for field staff,
 

b. 	the training of O>D personnel, and 
c. 	technicol assistance.
 

2. 	Generation of basic data throujh applied research rel:ited to3 
a. 	trriditional and improved farmine systoms, 
b. 	 credit roquirement3 an-d alternntive credit syst-cmz, 
c. 	 technical posfibilities and economies of animal 

traction and animal production, and 
d. 	mzrketed surpluses, marketing systems, and price


fluctuations.
 

3. The testin of production and marketing interventions
 
primarily in the intensive zonLs with 	AID providing

support mostly in the form of medium term credit for 
animal traction ard a revglvir, fund for the purchase
of cash crops by the ORD.-


As a part of its growing involvement in rural develop­
ment work in the Sahel, the Ar.rcultural Economics Department at 
:,ichi.arrn 2t:te Un]iver-it'y eng-:.oed in ;-.n AID contract to fill five 
technical ac!-z' L tance oo:itions in AID's Int",g..tcd Rural D-c.velop­

1inent Prorr:im in the ECnstern Cd1*D. This contrwt brian in isy 
and is excected to continue for a total of 4 ye.trs. The teci .nc.ni 
aosz.t< -nce provided by rU to the Eastern CRD is a conbin-tion of 
pro--r-m implementation and "-,pl'ied research to serve tho ,nd :ff 
itriprovin-" *orande.:in and execution. The five t,.chIr,,­
r-rovided by IKjU area Production Economist, 1..rLing Econcmist, 

'red~i.t :: nd Co~oper;,:L*.1,o ~Economist, Liveo -toc Ic/eli: ti,, . 
' r,. i:'d]"t..:udi;-:~uci ;" ec.i aIl tt 
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FCFA was outsti'nding in medium term ;aimal traction 

loans of which 706,9&7 FCFA was delInquent. This is 

a. delinquency rate ci? 

b. Amount of loans delinquent as a percentage of the 

.cunt if os t t shuld-.- have been colleeted 

durirC the accc.ntirhG :eriod, durirg ti e July 1, 1977 
t'ufh Jrune 3, 1C73 v countiru year, 2,315,205 
FCFA should hzve been repaid. Of this amount 706,967 
FCFA was delinquent on June 30, 1978. This is a 

delinquency rate of 21. 

The practical uses of ihese varied definitions of delin­

:-..ency ae many. For exafmple, the administrator who wants to 

:..cw a low rate ,L',elincency c:.n choose the definition that 
-roduces the lov't fi!:ure. 'he auLhoi'z wish to advance the 
n.o-:ion here that the rost meaningful definitions of delinquency are 

.&2.nd?b, ubove. These are: (ib) number of borrowers .who failed
 
z:rery :0.1 or pT:rt of their lo;n instalient a.; a percent:,ge of 
.. i borrowers with loan instalments due, and (2b) amount of loans not 

id -z.a -ercent-age cf cil loans clue for repsytient. In tLe 
'..:.tern C.2D of Upper Volta these rates were 48d and 31% res-ect­
"r.ely for the accounting year of July 1, 1977 through Jums J0, 

1;78 for the medium term animal traction credit program.
 

C. CAUSES OF DELINQUENCY
 

Regardle.-s of the definition of delinquency preferred, 

in understanding of the causes fnr this delinquency i6 essential
 

t?.e delinquency rate is to be reduced. The inventory of credit 
:..owed that 37% of the cases of delinquency were the fault of the 

:rrcwers, 37, were the fault of the lending institution (the CRD), 
-d 26%; were the Iult of n,.ture. 

'214 FCFA = $ 1 U.S. (Exchange iate of March 26, 197c:; . 
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2. Delinquency Caused by the Lender (37%)
 

The ORD itself was the cause of 37% of the cases of 
delinquency in rep'.ye,,t of medium term loans either thr.r.-h 

nerough (oi.issionsmista>:es or neglect 	 in scrvico). 

-he 7 of: t: c d1 i luenci .: cau:.;cd by tii, O2J) ' 
to the follov'ir mit:_ez i&de by the perzoranel of tc!e CUDs 

29. 	 - Part of t*e ai.imal traction package arrived to- late 
for use during the first season of the loan. 

3% - Traction animals purchased were too small.
 
3% - C.D agents arrive too abruptly (without prior warning)
 

to collect loan repayments. 

2 - The ORD agent who was sent to collect the loan was 
different from the person who made the loan. 

Besides these mistakes, the credit inventory also
 
brought attention to the following omissions in ORD services
 

linked to the medium term animal traction credit program:
 
- The practice of doing an economic analysis of a poten­
tial borrower's expected costs and returns to determine
 
his debt-carrying capacity was not adopted as a stan­
dard procedure to be followed by ORD agents before
 
giving medium term animal traction loans.
 

- The terms and conditions of the animal traction loans
 
were not made clear to borrowers at the time they
 
accepted the loan.
 

- Often ORD personnel offered no help in training the 
traction animals.;
 

- At times no one from the ORD came to ask for repayment

of the loan. 

- Often no one 
from the CRD was on hand when borrowors
 
were selling their products to claim loan repayment.
 

3. Delinquency Caused by Nature (26%) 

The 261% of the casesof delinquency caused by naturc
 

are divided into causes assocI.ated with r:!ather and low crop 
yields and causes associated with the health and family problem3
 

of tho bo.rowers. 

Causes of delinquency related to weather and low crop
 
iI.; . t,- fcllcIir.i lc,, crop yiel caused b , the de,.th or 
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illness of the traction animals (10%) and low crop yields caused
 

by inadequate rainfall (7;). 

Causes of delinquency related to the health i,.nd fam.tly 

problco of the borrower wvtre the followings bor'o,.'r .s ill 

during the g'o('r season (5'), dcath of thc b;aro,,:.-r ( a'j),ard 

financial prob2ci:.. in the family (25%). 

D. RJEDUCThG DELINOUENCY 

Faced with the causes of delinquency mentioned above, 

the lending institution must search for ways of reducing the
 

effect of these causes and improve the rate of delinquency.
 

1. Reducin Delinquency Caused by Borrowers 

Delinquency caused by borrowers can be reduced through
 

both prevention and cure.i
 

Delinquency caused by borrowers can he prevented
 

through a more careful screening of loan applicants to avoid
 

giving loans to farmers with bad attitudes about their respon­

sibility to repay ORD credit. The motivation for this more
 

careful screening can be through a system in which commissions 

are paid to field level credit agents as a percentage of loans
 

collected. Field level credit agents motivated to have high
 

collection rates will be thinking of this at the time loan appli­

cants are being screened and be more careful about approving
 

loans.
 

In the Eastern ORD of Upper Volta such a system of 

payment of commissions to fieldb.level credit agents has been 

installed. Each field level credit agent and his irj_;ediate 

supervisor are paid commissions on loan collections as followss 
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standards 
are to be met before credit can be distributed through
 

them to their members:
 

-
at least two years since the group was organized.
 
- stable number of members (not necessarily a large number
 

but a minimum of 10 member,).
 
- cohesion, understanding and confidence among all the members.
 

- confidence in the officers of the group.
 

- officers who are active and honest.
 

- reputation for repaying loans on time.
 
- successful completion of at least one activity.
 
- use of democratic procedures in making all decisions
 

affecting the group.
 

- a treasury that -- even if small -- is steadily growing.
 
- adoption and use of an acceptable system of accounting for
 
group funds.
 

Upholding these standards before lending money through village
 
groups to their members will strengthen the village groups and
 
improve repayment rates of loans to their members.,
 

c. 
Estimation of potential borrower's debt-carrying
 
capacity.
 

In the Eastern OD a system is currently in use whereby
 
each field level credit agent together with each potential borrower
 
estimate the potential borrower's debt-carrying capacity. From
 
estimated annual income is subtracted his estimated annual expenses.
 
The resulting net annual revenue is the maximum that he can use for
 
makirg annual repayments on a loan. 
With these annual repayment
 
possibilities a total debt ceiling for a medium term animal
 
traction loan is determined. The likelihood of repayment problems
 
later are greatly reduced after making this estimate of his debt­
carrying capacity.t
 

3. Reducing DelinquencyPo'ved by Nature
 

The random incidence of natural hazards affecting loan
 
repayment are difficult to-change. There are, however, certain
 
protcctive precautions that can be 
taken to reduce the rate of
 
de ' : cy ca!'ed by nature. Thoze precautions that have been 
T , jrn" " . ORD 7o ; thi S p, os u-e as L'V .. 
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e. Bad debt fund.
 

If all the above mentioned precautions fail to prevent
 
delinquency and the loans have to be written off, the loan fund 
is protected fror erosion with the "bad debt" (loan guarantec) 
fun(i. The :.ourco of "L!hi-: fund is a 'egi.At.':Arion fee collected 

on each new loan givcno 

E. CONCLUSION 

Contrary to the popular belief that institutions
 
should not expect high rates of repayment of loans in drought
 

prone areas such as the Sahel, it is argued here that there is
 
a great deal that lending institutions themselves can do to get
 

higher rates of loan repayment. The excuses of bad weather and
 
recalcitrant farmers have been too willingly accepted as the
 
reasons for loan delinquencies to hide the predominant'major
 

reason for this delinquency -- namely, shortcomings in the
 
performance of the lending'institutions themselves.
 

It has been the theme of this pater that the lending 
institution can reduce delinquency caused by its own inadequacies 
through improvements in the services it offers to the borrowers. 
But the responsibility of the lending institution does not stop
 

there. Delinquency caused by the borrower and by nature can also
 
be reduced through certain measures taken by the lending 

institution.
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INTRODUCTION
 

The Integrated Rural Development Program
tional Development Sponsored project 

is an Agency for Interna­
in the Eastern 

Organization (ORD) of Uppe-
Regional Development 

ogram isimplemented in the Sahel f. 
one of many that was
 

.ne 
drought of 1970-73 in an effort
to increase agricultural PrOductior.and improve the quality of life in
the rural 
areas where most of the population lives.
One aspect of this AID/IRo project was the introduction of animaltraction to replace the hoe cultivation method used inThe author was 
the Eastern ORD.given the responsibility 
of developing 
a technique for
managing the agricultural credit system that would Support this animal
 

traction program.
 
The choice of the appropriate technology" for mlanaging
system the credit
was made by assessing the problems facing the existing systemand then considering the alternative techniques 
 for solving these pro­blems in light of the resources available.
 

PROBLEMS FOUND IN THE AGRICULTURAL CREDIT SYSTEM
 

IN THE EASTERN ORD
Problems found in the Eastern ORD's credit System were ofthose concerned t',o t,pes;with the central administration of the system and those con­cerned with the operation of the system at the field level.

At the administrative 
level 
an inviable credit system faced a
Steadily eroding portfolio. 
 This erosion was curtailed temporarily by 
jew
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injections of capital from various programs of foreign assistance. Funding
 
came from'many sources each of which demanded detailed statistical reporting,
 

often on short notice. Portfolios of loans and loan repayments were incom­

plete and disorganized. There was a high incidence of errors and omissions
 

in recording loan repayments. Procedures for collecting loans were unclear
 
and irregular. The credit and cooperation section was unable to furnish
 

basic statistical reports. 
 The clerical staff had poorly organized and
 

inefficient work habits.
 

In the field, loan repayment rates were weak an average of only
 

30 percent of loans due was collected per year from 1976 to 1980. Borrowers
 
did not understand clearly the terms and conditions of their loans. 
 Records
 

of repayment kept at the levei of the extension/credit agents in the field
 

were inconsistent with those kept at the headquarters level. These field
 

level extension/credit agents were poorly organized and poorly motivated in
 

their loan collection responsibilities. Embezzlement of loan repayments by
 

these extension/credit agents and their supervisors ran high. 
 Productivity 

of capital invested through this agricultural credit system was low due to 
weak technical assistance from the extension/credit agents. A high rate of 
reassignment of field level extension/credit agents from one post to another 

created difficulty inmaintaining continuity from one year to another in
 

loan collections, recordkeeping and reporting.
 

Sased on these problems a search began for a management technique that 

would nelp solve them. 

CHOOSING AN APPROPRIATE TECHNOLOGY FOR MANAGING 

A VIABLE AGRICULTURAL CREDIT SYSTEM
 

in1977 and 1978 piecemeal efforts were made to improve the labor­

intensive management techniques that had been d'volnninrd inrn 107,1 
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credit.program began in the Eastern ORD. Loans and loan repayments were all
 
registered by hand. Efforts were made to 
improve the old system of hand
 

filing loan forms and records of repayment. Some of the demands for statis­
tical infdmation were met by using tedious, slow, error-prone, hand methods
 
of tabulation. 
 Inan effort to establish a complete set of basic data on
 
the animal 
traction medium term credit portfolio, a complete inventory of
 

borrowers of animal traction credit was made in the fall of 1978.1 
 An
 
effort to motivate borrowers to reSay their loans was made through appeals
 

by radio and in
mass meetings. In the name of patriotism and personal honor,
 
efforts were made to convince extension/credit agents and their supervisors
 

not to embezzle loan repayments they had collected from borrowers.
 

Though these efforts were not without success, they fell short of the
 
mark of establishing a management technique that would produce a viable
 

agricultural credit system. 
As this became clear the possibility of estab­
lishing a computerized system of management was 
considered. The possibility
 

of having the management tools produced quickly, regularly, and accurately
 
by the computer led to 
the decision to introduce a computerized system of
 
management designed to solve the problems stated above and to meet the objec­

tives listed below. 

OBJECTIVES OF THE COMPUTERIZED SYSTDI
 

The decision was made to 
design a computerized system of mnanagex.nt
 

that would meet the following objectives:
 

1"Inventalre de Credit Rural Traction Animale" by Amidou Dahany, SinareMoussa, Tuina Jonas, Yoni Lebene, Edouard Tapsoba, and Thomas Stickley, Bureau
de Developpement Communautaire, Organisme Regional de Developpeinent de l'Est, Fada
N'Gourma, Upper Volta, November 1978.
 

http:mnanagex.nt
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I. 	To produce regular, accurate, and rapid statistical reports on the
 

number and amount of loans and loan repayments by sector of the ORD, 

by 	loan purpose, and by source of funding.
 

2. 	To improve loan repayment rates.
 

3. 	To improve the productivity of ORD employees.
 

4. 	To improve the productivity of investments made with capital
 

distributed through the a'ricultural credit system.
 

5. 	To achieve viability of the agricultural credit system, that isa
 

self-supporting credit system in which revenue exceeds the costs 

of 	operation. 

INSTALLATION OF THE COMPUTERIZED SYSTEM
 

A. Preparatory Steps
 

The process of installation of this computerized system began with the
 

follow.ing preparatory steps:
 

1. 	In November 1978, administrators and programmers of the National
 

Data Processing Center (CENATRIN) of Upper Volta met with the
 

Eastern ORD to 
discuss the problems to be solved and the objectives
 

of the system to be met.
 

2. The Eastern ORD and CENATRIN produced a plan of work for install­
1 

ng 	the system.
 

1"Cahier de Charges pour la Gestion Automatisee des Crediots Agricoles"by Thomas Stickley, Hamidou Dahani, Etienne Ouedraogo, and Oumarou Tiemtore,
Centre National de Traitement de l'Infornation, B.P. 1132, Ouagadougou, Upper
Volta, February 1980.
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13. oTwenty-nine different programs were written by CENATRIN programmers
 
inCOBOL (Computer Business Oriented Language) to classify, aggre­

,gate, 
and analyze basic statistical data.
 
4. All 
short-term and medium-term loans were classified by year and
 

by village since the ORD credit program began in 1974.
 
5. Basic data codes, code indexes, and coding forms were developed.
 
6. Data coders were trained.
 
7. Preliminary coding was done for use 
intesting the program.
 
8. The 29 programs were tested and refined using the computer
 

facilities of CENATRIN inOuagadougou.
 

B. ContinuousOperations
 
Following these preliminary steps, the following continuous operations
 

were started:
 

1. Coding of all 3821 
short-term and medium-term loans given from 1974
 

through 1979.
 
2. Coding of all loan repayments received since 1974.
 
3. Verification and correction of coding.
 

INPUT AND OUTPUT OF THE COMPUTERIZED SYSTEM
 
Following are the input and -output of the computer used in the 

system.
 

A. Input 

1. Nature of the Input 
The input isof two types: 
 the input needed to establish the system
 

and the input provided on a continuous basis.
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a. Input to Establish the System
 

Twenty-nine programs were entered into the computer to register the basic
 
data (6 programs), 
to produce annual and semi-annual output (18 programs),
 

to produce quarterly output (3 programs), and to list basic data codes (2
 

programs).
 

Basic data codes were also entered into the computer to identify
 

loan types, loan terms, loan purposes, borrowers, borrowers' villages,

a. 

and 
sources from which funds were recieved.
 

h. Input Provided Continuously
 

As 
new loans are disbursed they are coded and entered into the computer.
 
Likewise all repayments received are coded and entered.
 

2. Input Schedule
 

Input is fed into the computer on the following schedule which conforms
 
to the loan disbursement period (January 1 through September 30) and the loan
 
repayment period (which is continuous but has a common due-date for the repay­

ment of all loans of March 31).
 

a. Input to establish the system was fed into the computer at the be­
gining of the program in 1979 but can be added to or changed at any time.
 

b. New loans 
are coded as disbursed and code sheets are accumulated
 

throughout the lending season 
(January 1 through September 30). 
 These
 

are then punched into the computer in October each year after the close 
 of
 

the lending period on September 30.
 

c. 
As loan repayments are received they are coded imediately and
 
punched into the computer quarterly (or more often if repayinent activity is
 

intense).
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B. OU tput
 

1. Nature of the Output
 
The output produced isof three types: 
 statistical reports, aids to
 

field extension/credit agents in doing their jobs, and calculation of
 
commissions to be paid to extension/credit agents based on loan repayments
 

received.
 

a. 	Statistical Reports
 

Statistical reports are produced on 
number of loans made, number of
 
persons benefiting from loans, amount of money loaned, amount of loan repay­
ments received as a percentage of loan repayments due, number of delinquent
 
borrowers as a percentage of all borrowers with 	 loan repayments due, and list 
of uncollectable loans to be written off. 
These reports are broken down by
 
fiscal year, sector of the ORD, factor of production (loan purpose), and
 

source of funding.
 

b. 	Aids to Field Extension/Credit Agents in Doing Their Jobs
 
The following cutput is produced to help the extension/credit agents
 

do their jobs more efficiently: bills to borrowers, lists of these bills,
 
lists of live loans, lists of overdue loans, lists of paid-off loans, 
lists
 
of borrowers who lere overcharged/undercharged interest according 
to date
 
repayments were 
r.ade, loan repayment control 
sheets, monthly reports of
 
loan 	 repayrments received, lists of borrower identification numbers already 
assigned, and lists of village identification numbers already assigned.
 

C. 	 Calculationaf Commission to be toPaid Extension/Credit Ln 

Based on Loan Repayments Received 

To cncourage extension/credit agents to give and collect more sound 
(productive) loans, commissions are calculated [at the rate shown in Table
 

1] and produced as 
the output of the system.
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TABLE 1 

CALCULATION OF COMMISSIONS TO BE PAID TO AGENTS
 
BASED ON LOAN REPAYMENTS RECEIVED
 

Type of Commission 


a. 	Base commission on all 

loans collected
 

b. 	Supplemental commission
 
for collection of loan

installments not yet due 


C. 	Supplemental comnission
 
for overdue loans
 
collected 


d. 	Supplemental ccmmission
 
for collection of 100%
 
of loan installments due 


e. 	Supplemental commission
 
ifat least 100 persons
 
were served by the credit 
system in an extension unit • 

Extension/ Sub-
 Chief of
 
Credit Sector Sector Credit and

Agent Chief Chief Cooperation
 

Section in
 
Each Sector
 

(Percentage of Money Collec:ed)
 

1.6% 0.4% 0.10% 0.10% 

0.8% 0.2% 
 0.05% 0.05%
 

0.8% 0.2% 0.05% 0.05%
 

0.8% 0.2% 
 0.05% 0.050
 

0.8% 0.2% 0.05% O.0570 
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An extension/credit agent in the Piela extension unit
. &. 	 t n for example, received' Ie in u i fo ex m l ,rc i d
 

a commission of 6443 FCFA for the 1979-80 fiscal year. 
This amounted to
 

about 2 percent of his annual salary of approximately 300,000 FCFA.
 

2. Output Schedule
 
The computer output is produced on the following schedule which is built
 

around the farm production season (May through September) and the government's
 

fiscal year (April 1 through Marqh 31):
 

a. 
Once per year in October:
 

- List of live loans.
 

- Bills for each borrower.
 

List of these bills.
 

- List of borrower identification numbers already assigned. 

- List of village identification numbers already assigned. 

- Number and value of each factor of production sold on credit.
 

- Number of loans made and amount loaned.
 

b. 	Once per year inApril:
 

- Loan repayment statistics.
 

- List of paid-off loans.
 

- Statements of underpaid/overpaid interest on paid-off loans.
 

- List of these statements.
 

- List of loans to 
be removed from the computer registry because they
 

have been paid-off for more 
then ten years.
 

- Calculation of all commissions to be paid to 
agents.
 

c. 
Twice 	per year inApril and October:
 

- Loan repayment control forms. 

- List of overdue loans. 

- List of uncollectable loans. 
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d. Cnce.quarterly (inJanuary, April, July, and October, or more often
 

if necessary):
 

- Status of loan repayment activity. 

EVALUATION
 

Evaluation of the computerized system is done here on 
the basis of the
 

objectives to be met.
 

1. Regular and accurate statistical reports of the number and amounts
 

of loans and loan repayments are produced by sector of the ORD, factor of
 

production (loan purpose), and source of funding. 
This objective has been
 

satisfied.
 

2. Loan repayment rates ?.re expected to improve as a result of the
 

effect of several aspects of the computerized system. The bills sent to
 

each borrower reminds them of the amount due to be repaid and the date IL
 

isdue. Embezzlement by agents is controlled by the pressure put on these
 

agents by borrowers who receive bills for loans they have already repaid.
 

The prospect of being paid a commission which is a percentage of loans col­

lected serves as an incentive to these agents to increase these loan col­

lections. When borrowers are given their bills the agents are 
given a list­
ing of these bills. This listing help:; the agents organize their job of
 

collecting loan repayments.
 

3. Productivity of ORD agents has improved. 
At the administrative
 

lvel among the clerical staff this improvement has been the result of fewer,
 

simpler and more clearly defined duties and the computerized control of mis­

takes. At the field level, productivity of agents has improve'd resulting
 

from incentive commissions based on loan collections and improved knowledge
 

of loan portfolios in each extension unit from the lists of live loans, lists
 

of loan payments due, lists of overdue loans, lists of paid-off loans and
 

monthly reports of loan repayments received.
 



4.. Productivity of capital invested in agriculture through the credit 

system seems 
to have improved from the increased incentives of field extension/
 

credit agents to give more and sounder loans in order to receive a higher
 

commission on loan collections and the pre-loan economic analysis of loan
 

purpose already being used by extension/credit agents.
 

5. Viability of the credit system was improved as the result of
 

improved repayment rates, improved productivity of the ORD staff and improved
 

information from statistical reports for use in evaluation, financial analysis, 

and budgeting of the rural credit account.
 

Though a meaningful cost-benefit analysis of the computerized system
 

canmnot be done before the system has functioned for two years, some of the 

elements of such an analysis have started to emerge.
 

a. Additional costs of the computerized system compared to the old system
 

include: (1) fixed costs: the Eastern ORD's share of the cost of writing
 

the 29 programs (about $12,000), training coders (about $500), ORD staff
 

time used in installing the system (about $1,000) and training agents in the
 

field to use the computerized system (about $1,500) -- this makes a total
 

of about $15,C00 as the fixed cost of installing the system; and (2)variable
 

costs: registration of loans, registration of repayments, computer time to
 

produce bills, lists, commissions and statistical reports, and paper,
 

printing, and binding -- this amounts to roughly $2.00 per loan registered 

which is based on the variable costs associated with the original 3821 loans
 

registered -- due to the economies of scale, this cost will go down as number 

of loans registered increases.
 

b. Additional benefits that should be measured in this analysis are: 
 increased
 

repayments, decreased embezzlement, increased speed and accuracy with which
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statistical reports are produced, increased productivity of capital invested 
through the credit system; reducedand costs resulting from discontinuing 

the annual inventory of credit at the field level.
 

c. The following items were unchanged by the system and therefore would not 
be included in the cost-benefit analysis: 
 nu, er of persons employed for
 

the agricultural credit system; logistical support for the credit system
 

(office space, office furniture, vehicles, and travel costs); and basic loan
 

contract forms and receipts used by field level extension/credit agents.
 

RECOMMENDATIONS
 

Following are recomendations suggested for others installing such a
 

computerized technique for managing a viable agricultural credit system in
 

a low-income country.
 

1. The purpose and objectives of the computerized system of management
 

should be kept simple at first. Inclinations toward adding tasks to the com­

puter program which could complicate the system must be overcome in the
 

early stages of its development. 
Tasks can be added later after the original
 

simplified program has been thoroughly tested and tried.
 

2. Even though the distance between computer programmers and users of
 

the program may be great, close'communication between these two parties must
 

be maintained during the time programs are being written and tested.
 

3. Procedures must be clearand simole for registering ludns, registering
 
repayments, correcting mistakes, and making changes in the basic data inorder
 

to sustain frequent reassignments of ORD personnel at all levels.
 

Stress thoroughness, regularity, accuracy, and punctuality in training
 

of clerical staff dealing with the program.
 

5. Coding should not begin before basic data to be coded is complete
 

and classified, and borrowers have been assigned mutually exclusive
 

beneficiary numbers.
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ills shoul4 not be distributed to borrowers by the extension/credit 
agents suspected of having embezzled repayments asked for by those bills. 
Credit and cooperative chiefs in each sector should distribute these bills. 

7. Local facilities for key-punching, computer programming, and data
 
processing must be of sufficient quality (this isclearly sufficient in
 

Upper Volta).
 

C NCLUS IONS 
A computerized system for managing a 
viable agricultural credit system


ina low-income country --Upper Volta 
 was chosen over alternative labor­
intensive methods to gain speed, accuracy, regularity and thoroughness in 
production of the statisticalreports, aids to field .staff and calculation 

of commissions. 

gased on the evaluation (presented above) of the experience of one year, 
the system has been succqssful in reducing the problems discussed earlier 
inthis paper. 

Even inlow income countries which are using the agricultural credit 
system to introduce the earliest sztepi of agricultural development -- for
 
example, moving from the hoe to a 
donkey and plow, as in the Eastern ORD
 
of Upper Volta -- the computer cap be the most appropriate technology for 
managing a viable agricultural credit system. 
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I N T R... 
 D U C T 1 0 N
 

Le 
 .rogramme de developpement rural intigrg
de est un projet
l'Agence pour le Developpement 
International mis 
en oeuvre
dans l'Organisme Rdgional de Developpement de
Haute-Volta. II 1'Est de la
fait partie des 
nozbreux programmes qui furena
mis sur pied au Sahel suite a un effort pour 
la secheresse de 1970-73, dans
accrottre 
la production agricole et
la qualitA de vie dans amAliorer


les zones rurales oa 
vit la majoriti

de Ia population.
 

Un &spect de ce 
 projet DRI/ADI dtd la
a
la vulgarisation de
traction animale 
pour remplacer la m~thode de
houe utilisde dana 1'ORD de l'Est. On confia a 
culture a la
 

responsabilit; l'auteur la
de d~velopper 
une technique de
de crfdit gestion du syst~me
agricole qul appuyerait 
ce 
programme de vulgarisation

de la traction animdle.
 

Le choix de la technologie appropriie pour
systime de la gestion du
cr~dit fut 
offectu~e 
en 6valuant
rencontres les problmes
avec le systame actual 
et en considirant
alternatives les techniquea
en vue 
de les r~soudre 
a la lumi&re des ressources
 
disponibles.
 

Problmes Identifies dans 
le systime de 
crdit agricole de 
 ORD
del'Est.
 

On a rencontri deux types 
de problmcs dans
credit de l'ORD de le systime de
l'Est: 

ceotrale du syst~me at 

ceux ayant trait A I'Administration
 
ceux religs 
au fonctionnement 
du systme
sur le 
terrain.
 

Au niveau administratif, 
un systame de 
cr dit don-viall
face a un portefeuille qui s'jr)dait fit 
conammext.
 

Cette 
erosion diLihua momentandment

cipital par dus injtctioiis
a partir du de
divers programmes d'.assistance
L,: financoment vint de 

extdrieure.

plusieurs 
sources, 
chacune exigeant
d..s rapports statiatiques d6Laill.s,

tr~s souveon avec avis
court. pr'alabli
Les portefeuillas de 
prics et do 
rembour.4ement
prts 6taient incomplets at de
ddsorganisds. Ii6levg d'erreurs ou 
y avat un nombre
d'omissions dans 
l'enregistrement des
ments. Les procidures do rembourse­

n~buleuses perception des rembourgements
et irr6guliArs. La 6taient

section du 
cr~dit et de Ia
tion dtait coopera­incapable de 
fournir des
simples. Le rapports 3ta:istiques
personnel de bureau 
 possadait des habitudes de 
travail
trs peu organisdas at 
inefficaces.
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Sur le terrain, lea 
taux de remboursemant des prets itaient
faibles ­ une moyenne de 
30 pouzcent seulement des 
montants
fut collecte chaque annie de 
das
 

1976 a 1980. Les amprunteurs
comprirent pas me
clairement 
lea termes 
et conditions
prats. Lea registres de de leurs
paiement mainteuus au niveau des
d'encadrement et agents
de cr~dit sur 

avec ceux de 

le terrain etaient inconsistants
l'admiaistration centrale, 
lea agents sur
etaient peu organis6s at motivis dans laurs 
le terrain
 

reaponsabilitds de
perception. Les 
d~tournzments ae8 remboursements par
d'encadrement et ces agents
de credit et leurs survaillants 6taient nombreux.
La product ivit6 du capital investi par
systame de 
3 'interm~diaire de ce
credit agricole 6tait 
assez basse due A une
technique m~diocre de 

assistance
 
roulement du personnel 

la part de ces agents. Un taux dlevd de
sur le terrain d'un 
postoa un autre a craG
des difficult~s dans 
16 maintien de 
la continuitc
a l'autre pour lea d'une anniefonctions de 
 perception des 
prets d'enregistre­ment e de rtdaction'de rapports.
 

Par consquent, une 
recherche fut 
entreprise un
une cechnique de vue d'identifier
8estion qui pourrait aider 
a reso-dre 
ces

problames.
 

LE 
CHOIX D'UNE TECHNOLOGIE APPROPR£EE POUR LA GESTION D'UN
SYSTEME VIABLE DE CREDIT AGRICOLE.
 

En 1977 at 1978, 
des efforts fragmentaires
pour am~liorer lea furent effectu~s
techniques de gestion intensives
d'oeuvre qul en main
furent dtvelopp~es depuis 1974
de credit fit lorsque le programwe
sea d~buts dans 1'ORD de 
1'Est. Les 
prats et
leurs remboursements 
furent tous 
enregistr;s a la main. Des
efforts furext entrepris pour.amgliorer i 
vieux systwe
cunsistant a complter a la main les furmulaires
et de prts
le- registres de remboursements. Une 
partie des aemands de
dundes statistiques furent 
 satisfaites 
en utilisant des
2i thcdes manuellos de 
mise en

pre,,ices tableaux lances, fastidicusus,
aux erreurs. 
Dahs un effort pour 6tablir un
ccmuplct He do:nn'es de base 

enseLmble
 
sur le portefeuille 
du cr:d Lt a
.:!.eu termu puur la traction aniwale, 
un inventaire
des bdnjficiaires du ccmplet

credit rural 
- traction animale
en automne fut rdalisL1978. 1/ Un 

remboursar leurs pr-cs 

effort "?uur motiver lea ewprunCurs afut effectu6 
au miyen d'appels
et de r~unions de d la radi,
masses. Au non du patriotisme 
et de l'honneur,
 

1/ Inventaire 
du Crddit Rural, Traction Animale par Amldou Dahany,
Sinace Moussa, Tuina Jonas, Yoni Lebene, Edouari Tapsoba et Thomas Stickley,
Bureau du Dveloppement Communautaire, Organisme 
R:giunal de D6velppement

de 1'Est, Fada N'Gourma, Haute-Volta, Novembre 1979.
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des efforts 
furent effectugs pour convaincre lea agents et 
leurs
surveillants de 
ne pas dtourner lea 
remboursements 
rer.s des
 
emprunteurs.
 

Quoique ces efforts 
 e furent pas 
sans 	succ~s, ils 
restrent
en deqa des conditions requises 
pour 	une technique de gestion
qui produirait un systame de 
credit agricole viable. C'est
alors que la possibilit6 d'6ta!Ilr un

consid~rae. La possibilit6 

systame informatisg fut
 
d'avoir des outils 
de gestion pruduits
rapidement, rdguliarement et 
avec 	pricision par l'ordinateur
conduisirent A la decision d'introduire 
un syst~me informatis6
de gestion desting 
A r~soudre les problames pricitis et 
1 rencontrer
 

1.s objectifs gnumdr~s 
ci-dessous.
 

OBJECTIFS 
DU SYSTEME .INFORMATISE
 

On d~cida d'6laborer 
un systame de 
gestion informatis6 qui
rencontrrait lea 
objectifs suivants:
 

1. produire rapidement des rapports 
statistiques r~guliers 
et
exacts 
sur le nombre et le montant des prits et des 
rembourse­ments par secteur de 1'ORD, par objet du 
prot et par sjurce

de financement;
 

2. amdliorer lea 
taux de remboursement des prits;
 

3. am,iorer la productivit6 des employ6s da I'ORD;
 

4. amaliorer ia productivitg des investissements cffeccu~s 
avec
le capital distribug par l'intermidiaire du systcme de 
cr~dit
 
agricole;
 

5. parvenir a un systame do cr~dit agricle viable 
et autnume
lans 
lequel les revenus excZ.Jeraient 
los coGts d fjrictionncment.
 

iNSTALLATION DU SYSTEM INFORMATISE
 

A. 	Mesures ur6.;aratjires
 

Le processus mis 
en place de ca 
systame informatig
comm.nga 
avec 	lea mesures pr 6 paratoires suivantes:
 

1. En novembre 1978, 
les administrateurs et 
lea prograwmeurs du
Centre National pour 
la Traitment de l'Informatiun (CENATRIN)

un 
Haute-Volta rencontrarant 
des reprf-s-eants 
de lORD de
t'Est puur discuter des priblames a r~soudre et 
des objectifs
 
du systcme.
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2. L'OVtb de V'Est et 
le CENATRIN ont 
produit 
un plan de travail
 
pour la mise an place du systdme.
 

3. Virigt-nauf programmes varies 
furent 6laoorgs par lea pro­meurs *iu CENATRIu
8. en COBOL (Computer Business Oriented
Language) pour cla,sifier, rassembler et 
analyser lea donn6as

statistiques 
de base.
 

4. Tous les prets a court 
et moyen terme 
furent classis par
annde ee par village lepuis 
le commencement du programme

de cr.!it de l'ORD an 1974.
 

5. Des codes de donnges de 
base, des indices de code et des
formulaires de 
codage furent 
d6velopps.
 

6. Les proposes au czcdage des 
Jonn6es furent 
form~s.
 

7. Un codage pr~liminaire fut 
effectug afin Zle 
 tester le
 
programme.
 

8. Les 29 programmes furent 
test6s et raffin~s 
en utilisant les
ordinateurs 
du CENATRIN a Ouagadougou.
 

B. 	Operations Permanentes
 

Suite A cos 
mesures pr~liminaires, 
lea op~tations pwraanentes

suivatites 
furent initiies:
 
1. Codage de 
tous 	lea prits a pourt ct 
moyen terme 
(3,8..) uctroyas
 

de 1974 A 1979.
 

2. %dage de tus 	les rembuurserents 
requs depuiu 1974.
 

3. Vrification at 
correction des d.onn6es.
 

INT: ANTS ET EXTRANTg DU SYSTEME INFOMATISE 

Voici les intrants et 
los extrants de l'ordinateur utilims

dans le systame.
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A. INTRANTS
 

1. 	Nature des intrants
 

Les intrants 
sont de 
deux types; les intrants requis
pour 6tablir le systame 
et les intrants 
fournis 
sur une
 
base continue.
 

a) Les intrants pour 6tablir le 
systime
 

Vingt-neuf programmes furent insgris dans l'ordinateur
pour enregistrer les 
donnfes de base 
(6 programmes),
produire un 	 pour
extrant 

produire 	

annuel et semi-annuel (18 programmes),
un extrant 	 pour
timestriel (3 programmes) et 
pour inumdrer les
codes des donnges de base 
(2 programmes).
 

Les codes 
des donndes 

l'ordinateur pour 	

de base furent aussi ins~r~s dans
identifier les 
types de prets, lea modalitis
et affectations de 
prtts, lea emprunteurs, leo villages des
emprunteurs 
et les sources 
de financement.
 

b) Les intrants 
fournis continuellement
 

Lorsque des 
nouveaux prets sont 
accord6s, ils
ent.'g 	 sont codis
d..ns l'ordinateur. 	 et
Il en 
est de meme 
pour leas remboursements
 
re qus.
 

2. Calendrier des 
intrants
 

Les intrants sont 
insiris dans 1'ordinateur selon
calendrier suivant qui 	 le
eat conforme Ades pr~ts 	 la p~riode de dfboursement
(du ler janvier au 30 
sept~mbre) et
remboursements ( 	
!a pdriode desqui eat continue mais 
comprend 
une ich~ance
commune 
pour las remboursement 
de tous lea pr;ts du 31 mars).
 

a) Les intrants serv4nt 
L 6tablir 
le systdme furent
uans l'ordinaceur 	 insgris
au 
debut du programm en 
1979 mais peuvent
tre ajo-ut~s ou :.,odifis en tout teulps.
 

b) ., s uouveaux prets 
sonz codas
sont d~bloqu~s et 	
au fur et a mesure qu'ils
les fiches 
de code 
scnt accumula.stout
de 	 au long
la saison de V'octroi des 
prets (ler janvier au 30
LLs fiches 	 septembre).
sont alors perfores dans 
l'ordinateur
de 	 au mois d'octobre
chaque annhe, a la fin de 
la p~riode d'octroi des pretsam,


30 septembre.
 

c) Lorsque lea remboursements sont 
requs, ils
ment codifigs 	 sont immidiate­et leur fiche, perforce dans 
l'ordinateur
bast trimestriolle 	 sur une
(ou plus souvent 
si les activits de remboncse­ment sont plus intenses).
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B. Extrants
 

1. Nature des 
Extrants
 

Lee extrants produits 
sunt 
de trois types: rapports statis­tiques, outils d'information pour assister lea 
agents d'encadre­ment/credit sur 
le terrain dans leur 
travail, et calcul %lea
commissions 
a etre payees A ces agoncs sur 
la base de rembourse­
ments regus.
 

a) Rapports Statistiques.
 

Des rapports statistiques 
sont produits 
sur le nombre de
prits accord~s, le nombre de 
personnes b~n~ficiant de 
ces prats,
le montant d'argent prLti, 
le montant des. rombodrsements regus
en pourcentage 
sur 
les'montants dus', le nombre d'emprunteurs
coupable de non-remboursement dane 
lea dZlais prdvus 
et leur
pourcentage 
sur tous los emprunteurs ayant des prets 
a remboursae,
et la 
liste des preto impossiblesa percevoir et 
devant atre
dtduits, lea 
rapports sont 
divises par annie fiscale, secteur
de l'ORD, facteur de production, (but du pret) 
et source de
 
financement.
 

b) Outils d'information pour Assister lea 
Agents d'Encadrement/

Credit dans 
leur Travail
 

Les extrants suivants 
sont produits pour aider 
 lea
d'encadrement/cr~dit A remplir leurs 
agents


fouctions plus efficacement:
facturos 
aux emprunteurs, 
listes de ces factures, listes des
pries actifs, listes de 
pr~ts arrigris, listes des 
pr~ts remboursis,
listes. .tes des emprunteurs I .qui on 
a perqu trop uu 
pas assez
J'in~recs suivant 
lea remboursements effectuis A date, feuille.
de contrle du remboursement des prts, rapports mensueJ.s desrem' urseinunts requs, liste des nuragros d'identificatiur dijd
assigns aux etaprunteurs et iiste 
des num~rus d'identificatin
 
d J3 2ssign~s aux villaged.
 

c) Calculs de la 
Commission a 
tre Vers;e aux Agents
d'Encadrement/Vulparisatiuniiasde 
sur ls Remboursementa Regus
 

Pour encourager les 
agents doncadrezent/crddit 
i octrLyer
et 
percovoir des prate plus judicieux (prc.ductifs), 
des commissiz.ns
sint calcul6es 
(A un taux figurant au tableau I) 
et constituent
 
des extrants du systime.
 

http:commissiz.ns
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TABLEAU No.1
 

CALCUL DES COMMISSIONS A ETRE VERSEES AUX AGENTS BASEES SUR LES
 
REMBOURSEMENTS RECUS
 

Agent- Chtef Chef Chef de
 
Encadremant 
 Soua- Secteur la Section
 

Cr~dit Secteur 
 Cridit et Coupgra­
tion dans chaque
Type de Cor-rnissin 

Secteur
 

(Pourcentagu des montants pergus)
 

a) Cmmission de base pour.
 
tous les pr~ts perqus 1.6% 
 0.4% 0.10% 0.10%
 

b) 	Commission aupplimentaire
 
pour la perception des
 
versements qui ne sont pas
 
encore arriv4s a Echgance
 

0.8% 0.2% 
 0.05% 0.05% 

c) 	Cow=ission supplmentaire
 
pour Les remboursements
 
en scuffrance pergus 
 0.8% 0.2% 
 0.054 0.05%
 

d) 	C.::.issicn suppl6mentairt
 
a .ur la p,rccption de

100, .',s vers~rn-.nts dGs 0.8% 0.21 
 0.05% 0.057
 

e) Cor--issiun suppl~tentaire
 
si au moins 100 personnes
 
,dnt6t6 deservies par le
 
syst~me de credit dans 
une
 
unitd d'encadrement 
 0.8% 0.2% 
 0.05% 0.n5%
 

Par exemple, 
un agent d'encadrement/cr~dit dans
d'encadrament Piela a requ 	
l'unitg


une commission de 6 443 F CFA au 
cours
de l'annge 
fiscale 1979-80, le montant 

2A 

compta pour appruxlzativemunt
de s-on salaire annuel qui s.-mitue autjur de 300 000 F CFA.
 

(f( 
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Calendrie des Extrants
 

Les extrants de l'ordinateur sont produits selon le 
calendrier
suivant qui est 9tabli en fonction de la saison agricole prodctive(mai a septembre) et l'annge fiscale du gouvernement (ler avril 
au
 
31 mars):
 

a) Une fois 'an, en octobre:
 

- liste des prets actifs
 
- factures 
pour chaque amprunteur
 
- liste de ces factures
 
- lists des numfros d'idantification dfJA assignis 
aux emprunturs
- liste des nuraeros d'identification dAjA assign~s 
aux villages
- nombre et alcur de chaque facteurs de production vendu a cr~dic 
- nombre des pre' s ex montants. accordis.
 

b) Une fois par annie, en avril:
 

- statistiques sur lea remboursoments 
des prits
 
- liste des pr^ts sold~s
 
- relevg da3 int5rats surpayis 
oi sous-payis les
sur prts


rembourses
 
- listes ces
de relevds
 
- listes des prets .irgs de 

remboursds depuis plus de 10 


i ;tL.- l'ordinateur parce que
 
ans
 

- calcul de routes lea commissions versdes aux agents.
 

c) Deux fois l'an, en avril et octobr :
 

- formulaires de controle du remboursement des pr~cs

- liste des prats impay~s "
 
- liste des pr;ts irrecouvrables.
 

d) Chaque trimestre (an janvier, avril, octcbre ou plus 3ouvent si 
nccessaire) : 

- iC-Iur des activitds de rembju:sement d; pr 
cs.
 

Evaluatiun
 

L' valuation du 
systame informatisa est 
effectude sur 
la base

des objectifs a 2tre ralais~s.
 

1. Des rapports statistiques rfguliers et 
exacts sur le nombre at
les montants 
des prits et des remboureeents sont produits par
secteur de l'ORD, 
facteur de production (but du 
pr~t) et source je

financemant, cot objectif satisfait.
a ft6 
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2. On s'attend a ce 
que les taux des remboursements s'amiliorent
suite 
a l'Impact de plusieurs aspects du systame informatisS. Les
factures envoy~es A chaque emprunteur leur rappellent-le montant et
l'-chgance du remboursement qui resteA effectuer. Les d~tournements
des age2nts sont contr~lds par la pression exerc6e 
sur eux par les
emprunteurs qui reroivent 
las factures des prets qu'ils ont
rembourses. La perspective de recevoir une 
d9JA
 

commission qui constitue
un pourcentage sur las remboursements perqus, sert 
de stimulant aux
agents pour 
accroltre ces perceptions. Lorsque les 
emprunteurs regoivent
leursfactures, 
les agents recoivent une lhste de 
ces factures. Ces
listes aident les agents a organiser leur travail ralativement 
a la
perception des remboursements.
 

3. La pcoductivt6 des agents de 
l'ORD s'est emnliorde. Au niveau
:iailnistratif parmi le 
personnel de bureau, 
 cetie amjlioration a .tZ
le rasultac de 1'assighation de forictions moindres, plus siupies
plus clairement difinies et 
du controle des 
ec
 

erreurs par l'ordinateur.
Sur le terrain, la productivit6 des agents slest awalior6 grfe
aux 
ccmmissions versies pour les perceptions de remboursements
uui 
 reilleure ccnnaissance des portefeuilles pr~t dans chaquc
et 3
 

unite d'encadrement A cause des listes 
de 


sur les i.rets actifs et
bours~s, sur les ramboursement's d-s et 
rem­

arritrgs, ec des rapports

mansucls 
sur leas reaboursements 
effeccu~s.
 

4. La 
productivitd du capital investi dans lVagriculture au 
moyen
du syst~me de credit, 
semble s'etre am-liorge grace a la motivation
accrue des 
agents d'encadremant/cr~dit a octroyer des prets plus
nombreux et 
de faqon plus judicieuse afin de recevoir 
une comwission
plus 6lev~e sur la 
perception des remboursem~nts 
etde l'analyse
economique pr~alable 
sur le but du prit d ja utilisie par les agents

d'enca-rement/cr6dit.
 

5. La viabilitC du systame de credit fur amdlior~e grace 3 de meilleurs taux
do recihmursvment, unea productivitg accrue du personnel Je V'ORD et 3 unemciieure qualitZ .!e l'informa-.:n tir~e des rappurts Staciatiques utiles
l'&valuatI-.fn, 5 l'analyso finaricidre et 
a l'laboration Ju budget 
 du c :Mpte

crtditcur rural.
 

qu,,iqu'un. 
analyse couts-b~n~fic.s Ju syst~we infurmatis
puissu 3tre etfaccude avant n, 
que le systee ait f,;nctionnZ dcu:x
ans, quelques-uns des glaments d'une telle analyse unt 
c-mmencd a
 

apparatcre. 

a) Les couts suppl.mentaires imputables 
au systimn infurmatis6 par
rapprt au vieux nystame cumprennent: 
(I) couts fixes: la cuntributiun
de I'ORD de l'Est au coat Ue redaction des 29 
programmes (environ
$12 000), la formatiun des 
prgposgs au coJage (environ $500), letemps consacrd par Ia personnel de IORD a l'instal!acion du systatue(environ $1 000) 
- caci fait un total d'envircn $15 000 fraisc-mme 
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ACCORD POUR LA QESTION VU PROGRMIE DO CRIDIT ET APPROVISIONNEfl'' DES 

I1MUXL'ETEIPELL PT AUX COCERATIVES WIS~ U. ZMM, D P ROET PRGOI ICi' IVTi 
NIAMflI 

1. Cat accord, nujet A des amnmndoments, d6finit lea modalit4s de geutior 
d'un programnne de credit et approvisionnement des intrants, animaux, et mat 6riel' 
dectinds A couvr,-ir les besons des coop6ratives dane la zone du Projet Productivit6 

I'iamey. 

2. Un comte courant sera or6L A la C N C A 

Ce compte est destind A satisfaire lee besoins en cr6dit et ,r'r
 
lea fonds du cr6dit des coop6ratives dans la zone du Projet. Sa promi&re fonction oat
 
de financer 1. titre do cr6dit l'4quipeent at ihtrants n6cessairea & l'application de; 
thmes techniques pr~conis~x par le servioe do la vulgarination pour le mil at ni~bd. 
Cependant, m& fonction n'est pan limit6e I doit toutes& oela. servir & financer ls
 
activits 6 conomiques des exploitants et oopy4rativea rceositant du or6dit. Celles-ci
 
peuvent comprendre parmi autres l'embouche bovine des l
lfachat moulins, maraicrha -,;
 
l'aviculture et les boutiques ooop6ratives.
 

3. Ses modalitde de gestion doivent faire preuve d'une souplece
 
permettant do rpondre & chaque bosomn 
melon a& nature. Les apports personnelo, la dur.,­
des prtta et lea dch6anwiers de paiement doivent ttre d6finis an tenant compte de­
potentialit6a financibres des dventuele bnfioiaires. 

4. Le taux d'Int6rt ast celui fix6 par la C II C A 
5. Pour as qui concerns lee intrants at mat6riel: agricole afin de 

raccurcir lea d6lais de livraison, un stock de mat6riel sera or66 au niveau de chixav,.o 

m=4;Ein coop6ratif par airtioipation des besoins.
 

L'inventaire & y mmintenir sera arrft par lea COTEARSen collaboratic-: 
avec lea intrants du Projet Productivith Niamey et lea ooopdratives compteen tenant 
do l'irwortance de la population & deaservir, la nature habituelle de leurs becoinc. et 
leur situation cr6ancibre. 

ft nme teie qua oet Inveitaire, il sera arrlt un mntant correa, 
pondant & la valeur des animauz du trait n6ceusaires I l'utilisation d'dquipement do 
culture attel4e. Con stooks doivent ooaprozndre Egslemzent lee pi~cee ddtachdes et 

e engrais, lo semenoes et 6veftuelletnent lee produite 
phytoeanitairea ,-qui aeront vendus sait a tantoa soit &credit. En g6n6ral, 
l'1tabliseent due stoclk doit tendre&.tasl*ierm; 1 vent4 au conota&l "'t%-t .m.atdzio, 


