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SUtILRY AND CONCWSIONS 

1.* 	PROJECT-PURPOSES 

The project purposes were to: (1) create nationala cooperative 

savings and 	credit league that is increasingly self-sufficient,
 

financially and technicallly able to provide needed services to 

affiliated societies; (2) anand create expanding network of 

savings and credit societies that have, with the support of the 

league, the financial and technical capabilities sufficient to 
provide required savings, credit and other related services to an
 

increasing nenbership.
 

2. 	fISCCLOS SELF - SUFFICIENCY 

2.1.The project proposal called for a 10 year programme of assist

ance to enable NASCCLOS to become self 
- sufficient over this 

period. The assistance was to be given in 3 phases and this 
project represents the first phase of 3 years, at the end of 

which it was c.rpected that NASCCLOS would generate sufficient 

revenue fror' its own sources to neet 50% of its operating 

costs, excluding training. 

2.2.During the year ended 31 Docenber 1983, NASCWOS met only 
14.6%of its expenditure excluding training from its own 

incoce, and when coststhe of training are included, the
 

figuro is reduced to 11.0%.
 

2.3.Although expenditure 
has been well controlled throughout the 

project and has consistently been below budget, income has 
boon nuch lower than expected. Incone fron both affiliation 

fees and statinoery sales have failed to reach targets, but the 

rajor aroan in which the league have not genorated sufficient 

incono are (1) dues fron affiliates and cornission(2) fron 

the risk naziagoLont prrgrwo. 



2..Thke rate of dues payable by affiliated socieites is currently
 

2% of savings which is in line with the target, but the rate 
of collections, which should have been 80% for the last three
 

years, was 48.5% in 1981, 31% in 1982 and only 17% in 1983, 

which was the year in which the rate was increased from 1% 

to 2%. 
N&8CCWOS must improve its rates of dues collection to have 
any 	chance at all of becoming self - sufficient and must
 

expand its dues base by promoting urban worker - group 

societies.
 

3. 	 NASCCLOS TECHNICAL CAPABILITIES
 

3.1.During the life of the project,NASCCLOS has greatly inproved
 

its 	technical capabilities in some areas, particularly in
 

adninistrative procedures, accounting and bookkeeping and
 

personnel nanaeonent. 
 In each of these areas NASCCLOS is
 

operatinv efficiently at prenent and the 'ianagerent ofmanual 

operations, which was prepared by the manager early in 1984,
 

fully docunents all the procedures and provides an excellent 
franework for the aL-inistration of NASCCLOS in the areas. 

3.2.In the areas of planning and promotion, a lesser degree of
 

aucess har been achieved. A certain degree of short-term
 

planning is carried out, but no long tern institutional
 

devolopuent plan has been prepared. 
WASCCL0S has been eucosn

ful in consolidating its position in the provinces and has
 

greatly increased the number of affiliated sociotiou, but hao
 

not 	been successful in promoting urban worker-group societies. 

4. 	 NASCOWS SERVICE AFFILIATED SOCIETIES 

4.1.The najor services provided by NASCCLOS to affiliated sociflioO 
are training, bo,,kkeoping aunistance, stetionery supplies and 

service centron. 

4.2.Regular training courcos and oas.iraru are hold and are gonoral13 
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well attended by society officials, who feel that they do 

benefit from the training and do put what they have learnt 

into practice in their societies.
 

4.3.Book-keeping services are provided by field workers who visit 

most of the affiliated societies regularly. Without the
 

services provided by these field workers most societies would
 

be unable to properly naintain their records or to prepare
 

financial stateaents.
 

4.4.NASCCLOS has developed standard forms of stationery for use
 

by affiliated societies and these wore used by 92% of the
 

societies we visited. 

4.5.Four regional service centres have been established and these 

provide bookkeeping and other services to a number of 

societies, with financial assistance from NABCCW0G, although
 

it is intended that they should becone self 
- sufficient in 

due course.
 

4.6.NASCCWS has also duvelhped standard procedures for the 

adlinirtrntion of aocieties and these are being coi:uunicated 

to the aocieti:j through soiiinars and by field workers. 

4.7.Areas in which NACCL08 have not provided services to 
affiliated societies are 
rink nanagenont and central finance. 

The risk nanagoiient programne was delayed duo to a dispute 

between ACOCA and CUM, but, an this has recently been 

resolved, the progranio sh:)uld be able to start in the near 

future. 

Although it wa" suKgested, at the ti'ie of the mid  torn 

evaluati.,zi, that a re,itral financo ochono wuuld be 

introduced during tho second year of the project, no such 

acherio hou beoen i'atrodtced. Rick f.nag onont and central 

finance wore the njervinou nost wanted by the societio we 

visited during the evaluation. 



5. UVEOPM= OF AMPI gD IETIES 
5.1When the projdct proposal was prepared, very little reliable 

information was available as regards the number, size and 
capabilities of cooperative societies in Sierra Leone. A survey carried out by NA8CCSOS in 1980 revealed that the 
estimates of the number of active societies and total
membership used in the project proposal were much higher than
the actual figures. 
Given this situation it was unrealistic
 
to believe that NASCOLO 
 could reach the targets for total
 
membership, savings and loans in affiliated societies. Themembership of most affiliated socieftes has increased during
the project as have total savings and loans outstanding, but

it is not possible to quantity the increase because of the
 
lack of reliable statistics at the start of the projecc.


5.2.Host societies in Sierra Leone are rural societies, with

50 or less menbors, with average savings per member of less
 
than Le 100 and in many cases a majority of the members are*illiterate. 
Although many societies have one or more committe
 

nembers, who have bcen trained by NASCCWOS and are capable ofbasic bookkeeping, moot societies depend heavily upon

NASCCW06 and the Department of Cooperatives for assistance 
keeping records, preparing 

in 
financial statements and conducting 

meetings.
 
5.3.The approval and granting of loans and monitoring the ofuse 

loans are well organised in mont societies by the loan

committee, but loan repayment rates are generally less than 
satisfactory. 
The coLumittee members do not appear to fully
appreciate the importance of loans being repaid on the duo
dates to allow available funds to circulate among members
 
and are content to reschedule loans which are not paid.
 



Very 	few societies pay dividends on savings and committee 

members are reluctant to rdcomend pa~mont of dividends as 

this was funds which would otherwise be available for loans. 

5.4.Gonerally the societies in Sierra Leone ar still not very 

highly developed, but there does appear to have been 

considerable improvement over the period of the project. 

6. 	 COIISION 
6.1.There is no doubt that the project has had a considerable 

impact on the savings and credit cooperative movement in 

Sierra Leone. Development of both the league and individual 

societies has not been as much as was expected at the start 

of the project, 'out a major reason for this was the over

estimation of the size and capabilities of the movement 

before the project started with the result that the potential 

benefits of the project vere also over-estimated. 

6.2.ASCCLWS is now in a very good position from which to develop 

further and should be capable of becoming technically and 

financially self - sufficient if further assistance is made 
available to allow phase 2 and 3 of the original programs to 

take place, although the tine scile of complete self 

sufficiency by 1988 would have t i be extendod until at least 
1991 	 to acconodate the seven years required to complete the 

programe. 

6.3.It is vital that additional assistance, both technical and 

particularly financial, be found to enable phases 2 and 3 to 
be completed, as otherwise, not only will development of
 

NASCLOS cone to a halt, there will be a regression to the
 

state NASCCLOS was at before the project and the cooperative 

movement in Sierra Loone will suffer a blow Zrom which it 

might never recover. I:n the early 1 970's !CCLOS had a 

temporary rovival when outside funds were given for a very
 



short - tern development programme, but, when these funds
 
ceased to be available, the league virtually collapsed a.nd the
 
resultant lack of confidence in the league made the current
 

project much nore difficult to establish.
 

6.4.If it is not possible for NASCCLOS to obtain long term assistance
 

in the near futaire, aerious consideration should be given to
 
providing short term financial assistance to enablc the league
 
to continue its current activities while continuinG to look
 

for long tern assistance.
 



NASCOLOS SELF - SUFFIIENCY 

I End of proJect status
 

The League will generate sufficient revenue from its own 
sources to finance more than 50% of its operating costs 

(complete financial self - sufficiency is projected in 1988)
 

2 Actual status
 

2.1. PERCENTAGE OF-EXPENSES INCLUDING TRALNING, MET FROM
 
NASCCLO0 INCOME 

6 Months
 

to 30 June
 

Original budget 
Operating cost 52,903 77,699 80,583 117,104 50,856 
Revenue from our 

sources 3,174 3,896 26,502 24,156 12,078 
Percentage of 
operating cost 
financed by 
revenue from 
our sources 6.0% 5.0% 32.9% 21.6% 23.6% 

Revioed budget 
Operating cost 68,278 103,877 115,974 No No 

Revenue) from sourcs our 
4,000 9,530 24,365 

Revised 

ugtfudg tfor 1983 

Revised 

BdeBudge tfor 1934 

Percentage of 
O rating cost 
financed by our 
sources 5.8% 9.2% 21.0% 
Actual 
Operating cost 60,176 96,673 110,155 101,820 61,38 

Revenue from 
our sources 3,427 6,623 11,46N 11,271 7,03 
Percentage of 
operating coat 
financed by our : ' sources 5.9% 6.9% 10.4% 11.0% 12.2% 



2.2 PERCENTAGE OF EXPENSES, EXCWUDING TRAIRING, MET FRW0, 

6 Months to 

1q,80 
Le 

1.981 
Le 

1982 
Le 

1983 
Le 

30 June
1984 

Le 

0riginal budget 
Operating costs 35,903 415,699 48,583 97,104 35,856 

Revenue from our 
sources 3,174 3,896 26,502 24,156 12,078 

Percentage of operating 
costs financed by 
revenue from our 
sources 8.8% 8.5% 54.5% 24.88% 33.68% 

Revised budget 

Operating costs 

Revenue rron our 
sources 

49,278 

14,000 

641,877 

9,530 

76,974 

24,365 

No 
Revised 
Budget 
for 1983 

No 
Itvioed 
Budget 
for 1964 

Percontago of 
operating costs 
financed by our 
sources 3.1% 1.7% 31. , 

Actual 
Operating costs 

Revenue from our 

46,724 60,939 74,870 77,064 46,065 

sources 

Percentage of 
operating contsfinanced by oursources 

3,427 

7by 

6,623 

10.9% 

11,462 

15.3% 

11,274 

14.6% 

7,503 

16.29% 
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3. ADINISTATIVE SYSTEMS AND PROCEDJES 

3.1. Actual status
 

3.1.1. As was stated in the mid - term evaluation of the
 

project, NASCCLOS have found office accommodation,
 

which is centrally located in Freetown, established
 

a systen of regular monthly reports from relevant 

menbers of staff to the manager and from the manager 

to the board, established systems for control and 

disbursement of funds and a filing and record system.
 

3.1.2. The office accom.dation is still adequate for present
 

and expected circumstances and the system of monthly
 

reports for internal coruiunication is still in
 

operaticn ind assures that the biard and management
 

are fully aware of progress by employees in neeting
 

abjoctivos.
 

3.1-3. Although the adrinistrativo procedures were established 

at any early stage Qf the prJjoct and appear to have 

boon operating efficioatly, there wan no adninistation 

,mnual, which clearly uut uut all thu systems in 

detail until early 198. An part of the management 

manual of operations, the ianager has now written 

a manageoment control syntoin manual which fully 

docutents tho procedures for all of the following 

aspecto of adJdnistration :

a) con-n'nicntionn,
 

b) crrrenp nndencu,
 

c) rili ti.y1.w. f, o.ntonan. control and dispouA. 

d) c nnel rt ncili:n .fficial matorials, 

f) furvitiro, ari oqipriont, 
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g) transportation, and
 

h) security and safety. 
The manual is very conprehensive and the procedures net out 
therein should be sufficient to ensure that the administra

tion of NASCCLOS is carried out efficientlv.
 

3.1.4. In the case of the systems for control and disbursement of
 
funds, these were to a large extent documented, but again 
there was no manual, which detailed all the procedures, 

until early 1984, when the accounting and financial 
management manual was prepared by the lianager as part of 
the nanageuent nanual of operations. This manual also is
 
very conprohensive and establishes procedures, which should
 
provide good contrl over all rocoipts and disbursements 

of funds. 

3.2. Conclusion 
NASCCS hao attained gr:at succcss in o.talishing and optrating 
ito adininistrativo procedures. All nocossary procodureo are 
dcut.ontod in dtLjl anA the future ufficiont administratinn of 
NACCOS, uvun ir there wuru t,, bo staff changus, should be 

assured. 
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When the project proposal was prepared it was felt that it 

3.1. 

would be unrealistic to expect NMCCLO to become financially 

self - sufficient within less than ten years. The self 

sufficiency strategy called for achieving comple-e financial 

self - sufficiency in three phases. 

phase I was for a three year period, during which Ln'bstatial 

external financial assistance would be given and at the end 

of this phase NASCCWOB was expected to meet " of ita 

operating costs, excluding trmining, from revenue from its 

own sources, 

Phase 2 was also for three years and, with declining financial 

assistance, the proportion of expenditure which would be met 

from XASCUWS revenue was expected to increase, until at the 

end of this phase all operating expenses, excluding training 

would be net. 

At the end of phase 3, which was for a four year period it was 

expected that NAC0OWS would be completely financially self

sufficient and would not require external financial 

assistance.
 

To achieve the requirud degree of financ ial self-sufficiency,
 

RASCCLOS vas expected to control expenditure and keep within 

budgots And to substantially incroase revenue from all
 

sources,
 

3.2eExenditur,, 

At the time of the nid-tern evaluation it was realised that
 

inflation in Sierra Leone had been greater Than expected and, 

With the dolay in starting the project, the original budgets 

were no lnenorrcalintic, r.nd they were therefore revised. 

Thrnughut tho prnJct expentiture has been well controlled 

and has been consintently bol )w the revised budget. 



3.3-Revenue
 

3.3.1. The expected sources of revenue for NASCCWS were:

(a) affiliation fees,
 

(b) dues from affiliated societies,
 

(c) stationery sales, and
 

(d) coljmissions from risk manag'ment. 

3.3.2. Affiliation fees are a one-time fee of Le 10 per 

society payable when the society first joins NK=LeOS. 

Over the life of the project it was budgeted that 

Le2,400 would be earned from affiliation fees and the 
actual revenue has been IKe 2,360. Income from 

affiliatin fees is likely to be neglibible in 
future 	 as tho nuhber of new societies affiliating 

will not roach the levels experienced in the early 

yoars. 

3.3.3. 	 Duos fro iaff i] iuted societies are at present and 

will continue to be the major sourco of income for 
NA5CCL0S. Tho rate of duc charged ii ?)6, which is 

in line with tho project proposal, but the percuntagu 

of duos collected has been much lues than it should
 

have been and in fact has boon declining steadily. 
The savings of societios havo not ruached the 

expected luvel, duo to ovor-ovtinntion of the nizo 

of tho 	cooporntive novement in Sierra Imiune but the 

mnin reaon that duoti collocted have not roachod tho 
tarKoL 	 il tho tonr collection rate. 

10
 



334.A. 	 The gross revenue from sales of stationery ha been 

below budget throughout the project, but Margins have 

been higher than anticipated which has meant that the 

net profit from these sales has not been so badly 

affected. Most societies do use NLBCC4OB stationery 

and income from sales of stationery should continue 

to contribute to the financing of FASOC=X, althou h 

revenue from this source cannot be expected to show 

any substantial increase. 

3.3.5 	 The risk management programe was not introduced 

during the project and has therefore not yet produced 

any income. Agreement has now been reached with 

ACOSCA and OQNA regarding the commencement of the 

programse and, as many society officials have 

expressed a desire to participate in it, a regular 

income should be forthcoming from commissions in the 

near future. 

COMIAMION 

4.1.NACCWS has not achieved anything like the degree of 

financial self - sufficiency which was required. At present 

external financing of approximately Le 100,000 per annum 

is required to meet operating costs and only 129 of total 

operating costs are being met from internal sources of 

revenue.
 

4 .2.Eupendituro is already being well controlled and it is the 

collection of revenue which must be improved it FASOC= is 

to achieve a greater degree of financial self - sufficiency 

Affiliation fees and sales of stationery are unlikely to 

provide any substantial increase in revenue and, although 

the risk management programe will produce some revenue in 

future, it is the collection of dues which is the vital 



area to which NASCCWOS must look for an increase in wevonue,
 

The rate of collection of dues must be substantially
 

improved and it must be made clear to all staff members who
 

are involved in the collection that the future of NABCCWM 
and of their employment depends on their efforts in 

collecting dues.
 

The majority of affiliated societies do appear to
 
appreciate the benefits they gain from membership of
 

NASCCLOS, but notthey do appear to realise that the 

services they receive must be paid for. NASCCOS should 

immediately comunicate with all affiliated societies and
 

convince the members that, unless they pay their dues, the 

services they receive at present from NASCCWOS may no 

longer be available. 
4 .3.In addition to improving the collection of dues, NAOIC 

must attempt to increase the dues base, which is the 

savings of the affiliated societios. Although total
 

savings catn be expected tri rioe each year, the only way in 

which a major inc'ease can be achieved is by increasing the 

ntuber of affiliated societies and in particular 

promoting large worker group societies which is an area in 

which NASCCWS have so far not had any oucess. 
4.4.The only other potential source from which M&OCWB0 could
 

hope to earn revenue would be a central finance scheme and, 
although it was suggested that this would be eatablishd In 

the second year of the project, no such scheme has yet been 
Jntroduced. Many of the societies would welcome a central 

finance schee, but moot of them would be much more
 

interested in roceiving loans than in lending noney to
 

NASCOLOS. 



4. 5.NASCCLOS will require external financial assistance for at 
least the seven years remaining of the original programe 
and it is important that a new long term plan be prepared 
with realistic estimates of the future viability of
 
NASCOLOS and concrete proposals for increasing revenue both
 
in the short term and in the long term to a level where 
operating costs can be met. 
If no way can be found of
 
generating sufficient revenue, the only way for NOACCL0M to
 
achieve financial self - sufficiency would be to reduce
 
costs and, although this will inevitably lead to a reduction,
 
in the services provided to affiliated societies, it may be
 
the only alternative for the future.
 



INSTITUTIONAL DEVEOPMIENT OF NACCOS 

The development of NASCCLOS as a national savings and credit 
cooperative league which is technically able to provide for 
the needs of affiliated societies depends upon the development
 
of certain individual technical capabilities within NASCCLOS
 
itself. 
These were identified as two specific objectives and at
 
the end of the project it was expected that the status would be
 

that:
 

a) The league will periodically prepare comprehensive
 

plans detailing services and activities to be pursued;
 
most importantly, a 5 - year instutional development. 
Such a plan will be based upon systematic identification
 

of the needs of affiliated societies.
 

b) NASCCLOS will posseos denonstratcd technical capabilitio 
in at laast each of tho following areas: 

I plannine and evaluation, 

2 financial ranagetint, 

3 administrativo oysteas and procedures, 

4 personnel managemont,
 

5 accounting and bookkeeping, 

6 risk rnagenent, and 

7 prorotion.
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.* P N AND EVALUATION 

1.1. Actual status 

During the first year of the project a comprehensive 

analysis of the procedures required to achieve the 

desired end of project status was prepared by the 

nanagenent advisor and the manager. The actual capabilities 

of NASCCWS were assessed and a tinetable prepared for 

attaining each specific objective. This plan ims used 

at the start of the project in place of an institutional 

developuent plan, which was ta have been prepared during 

the second year of the project. No institutional 

1.2. 

dovelopnent plan has yet been prepared. 

Cornnontc 

1.2.1. NASCCLOS prepares budgets each year and plans the 

training programxao for the subsequent year at the 

end of each year. No plan is prepared fur any 

period in exces of one year. Although the 

objectives of NASCCIS are specified in the bye -

laws and 

NAOCCWS 

the lianagenent have a general 

is expected to achieve, there 

idea of what 

it no detailed 

plan of exactly huw these objectives are to be 

achieved. 

1.2.2. The institutional devulopuent plan should have 

been based on the needs of affiliated societies and 

theoe have to be identified beflre the plan can be 

propc.r,d. NAGCCLO3 d,) :i,.t at pronont have 

nufficiont lotailed inforatimn )f the needs and 

ca:1bliti(a ,,r tho individual affiliated 

atciation to unable theii to properly p1ien to cmet 



those needs and improve the capabilities. A 

questionnaire has been prepared to obtain the
 

necessary data, but these have not yet been completed
 

for each society. After the questionnaires have
 

been completed and the information obtained has been
 

collated, NASCCLOS will be in a position to identify
 

the needs of the affiliated societies and to prepare
 

a suitable plan to meet these needs.
 

1.3. Conclusion
 

1.3-°.IASCCLOS do not at present prepare any long term 

development plans and the specific target of preparing 

the 5 - year institutional development plan has not
 

been achieved.
 

Thcre is a certain degree Df short tern planning each 
year, but no overall i~er to meet the specific needs 

of the individual soci
 

1.3.2.NASCrCWs should place a high priority on completing 

their questionnaires for the individual societies to
 

enable then to identify their needs and assess their 

capabilities. It is only after this infornation has 

been obtained and properly collated that a meaningful
 

institutional development plan can be prepared. 
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2. pINMIAL mNGEENT 

2.1. Actual status 

2.1.1. 	 General 

When the mid - term evaluation was prepared, the
 

league's capability in financial management was 

evaluated under four headings: 

(a) self - sufficiency strategy planning,
 

(b) dues formula and collection proaedures,
 

(c) budget planning, and
 

(d) budget controls and analysis.
 

2.1.2. Self - Sufficiency
 

The degree to which NASCCLOS has achieved self - suffi

ciency and the prospects for self - sufficiency in the
 

future have be~n covered in a separate section of this
 

report.
 

2.1.3. 	Dues formula and collection procedures
 

In i-ebruary 1980 at the annual general neeting of
 

NASCCLOS, it was %reod that dues should be payable at
 

the rate of 1% of affiliated societies' savings,
 

instead of the previous inadequate flat rate of Le 6 por
 

society, and at the 1983 annual general meeting it was
 

agreed 	that dues from affiliated societies should be
 

increased to 2% of total savings. NASCCL08 have
 

therefore achieved the target for dues rates during the 

course 	of the project.
 

It was 	eatirnated that MOCBCLOS should be able to
 

c-lluct -30% ')f dues fron aociitiee after the first year 

if tho 	project, during which 40% ws estinatod to be 

colloctitlc. In 130, the first your, the target was
 

exceeded and 40.7% f the total duos were collooted. 



In 1981 48.5% was collected, compared with the target 

of 80%.
 

The increase in dues to 2 1 of savings should hive boon 
taken place during 1982, but did not actually happen
 
until 1983. 
The budgeted collections for 1982 are 
therefore not relevant, but assuming the sane budgeted 

rate of collection, with dues being payable at 1%of 
savings the actual collections would be 3'% compared with
 
the budget of 80%. 
In 1983, the year in which the dues 
rate was increased to 2%, only 17% of the total dues 
were collected.
 

It appears obvious that nany societies do not consider
 
that NASCCLOS provides sufficient services to Justify
 

the increase in dues. 
We feel that if NASCCWS wore able
 
to provide inournce and 
sone form of central finance,
 
more uocietion would be willing to pay the increased dues
 

NAGCCWOS do not actuivl]y send invoices to societies for
 

their duos. Instod they rcly upon 
 riold workers tj
 
'calculato the duvo, Inr 'rn thi, nocietic how nuch they 

should pay ani colloct the duos. 

In late 1982 there wan a fnivappropristijn of dues
 
collected fron societies, which resulted in 
one field
 
worker being dionioned and disciplinary action being
 
taken against another two. 
At thin tine a now procedure
 

was introduced for uottling funda collectod by staff.
 
The now procodur, should ensure that, where receipts are 
issued, any collectio)ns will b. properly accounted for. 
There In still hwovor n Incx of c-ntr,11 no the officials 
of nany nocietion nro illitcrAt, and would n't neceuuerily 

requ st an official roculpt cr b@ abla t,) rocognise an
 

official receipt.
 



To improve the rate of.dues collectiou we would
 

recomsnd that KABCCLAB issue official bills for due@ 

to all societies based on their reported savings 
at 31 

December each year and that there be an independent 

check of all societies to ensure that, where dues 
have 

been paid by a society, they have been received by 

dues pa3ents we would suMestM.CCLWG. To check on 

be asked tothat staff of the Cooperative Department 

confirm to NLSCCLO6 whether the societies they visit clain 

to have paid their dues and that enquiries be made by 

eA.CCW6independent of those responsible forstaff, 

collection of dues, of delegates attending each annual 

genera meeting. 

After it has been established that all dues paid by 

received by ?IUSCCLOB, suitablesecietion have been 

NWC1A403 against defaulters,actiL:i hhicaibi taket; by 

Ouch action ehculd include reminder letters, visit by 

KNICCOS staff and -vont,4&lly, after all other avenues 

have been purs4od, withdrawal of"AWCLWG facilities. 

2. Rjn~r A*11. ~yi 

An arzual budget is prepared by the accountant after 

consultation with all appropriate ueubero of staff 

rorarding proposd activities for the year. Quarterly 

Meeting are held with regional officers and field 

Ita!:'at which atual *xpoendituro ts conpared with 

budget aw any necessary corrective measures are 

The 4Vdgtiare u eo effectively togrtd upf-.. 

orw Voot,4 an the targetsIn th&ei~ss cf btt~lrtp 

VI: P-,- ten PrcVe4Get i't tha cct wil &,. hae in 

al O~~ JWtcuor currntPrsctl i Uistb ro 



circumstances. More realistic budgets should be
 

prepared, in order that control can be exorcised over
 

the attainment of the budgets. It is not practical to
 

expect collections of incone to improve to any groat
 

extent wnen the staff involved know that the budget
 

cannot be met. Procedures for collecting income have to
 

be inproved, and officials of societies convinced of the 

benefits they will receive from paying dues and the 

ponaltioe Df not paying then, bcf,)re budgeted income can 

be increased with any prospect of nctual achievnent.
 

2.2. Conclusion 

2.2 1 NAGCCWOS hias nchieved conoidorablu ziccess in the 

nanaguenut and control of its expenditure, but collection 

and cointrol of rovowrni have not shown any iniprovement. 



3.1. 	When the project proposal was prepared it was felt that it 

would be unrealistic to expect NASCLOS to become financially 

self - sufficient within less than ton years. 
The 	self 

sufficiency stratogy called for achieving financialcomplete 


self - sufficiency in three phases.
 

Phase I was for a 
 three year period, during which substantial 

external financial assistance would be given and at the end 

of this phase NASCCLOS was expected to meet 50% of its 

operating costs, excluding training, from revenue from its 

own 	sources.
 

Phase 2 was also for three years and, witb declining financial 

assistance, the proportion of expenditure which would be net 

from NASCCLOS revenue was expected to increase, until at the
 

end 	of this phase all operating expenses, excluding training
 

would be not.
 

At thu end of phase 5, which was for n four year period it was
 

expected thot NASCOLOS would bo cc~::plutoly financially self

sufficient aiil would not require external financial
 

assistance.
 

To achieve the required degree of financ ial self-sufficioncy,
 

NALCCWO wso expected to control expenditure and keep within
 

budgets and to substantially increase revenue fron all
 

ource a.
 

3.2. Enendituro 

At 	the tine or the nid-torn evaluation it wan realised that
 

inflation in Sierra Leonu had beon greater than e.p;atod and, 
with tho dolay in ntartrn the project, the original budgets 

were no lnneorrealintlc, and they wae therefore revised. 

Throuehout the projoct expenditure has been well controlled
 



4. PERSONNEL M NGEMENT 

4.1. Actual status
 

4.1.1. 	 General
 

A nanagement manual of operations, covering all
 

aspects of personnel nanagenent, was prepared by 

the manager in February 1984. 

4.1.2. 	Function / task analysis
 

The staff requirements of NASOCLOS were identified 

and the 	Lasks to be performed by each staff
 

member were established.
 

4.1.3. 	Job description / terms and conditions
 

Full job descriptions have been prepared for each
 

positi:,n and standard terms and conditions of
 

enploynent have been prepared and put into 

operation.
 

4.1.4. 	Recruitment and soloction
 

All required p-)sitions were advertised in the local
 

media, applicati,,ns received were reviewed by a
 

personirel conuiittee, cos'-priaing the loague 

mnager, the ianugeuont adviser and officials of
 

the Department of Cooperatives, and suitable
 

applicants were interviewed by the personnel
 

comnittee, who )ffered each position to those who
 

beat satisfied the requircriuto. 

4.1.5 .	 Staff training 

One najur supervisory course for 11 nenberm of 

staff was *rganised and conductod by OIC Sierra 

Leono and several nsnior rnonbors of staff have 

attended 	ACOSCA ,p,)n'rod training courses 

relevant 	to their positions fron which they 

appear to have benefited oonsidei:ably. No 



proper training or staff development plan has as 

yet been prepared although the management manual
 

of operations proposes that these should be
 

prepared for each staff member on the basis of
 

standard forms, regarding the employee's needs
 

and potential, to be completed by both the
 

immediate supervisor and the employee.
 

4I.2. 	 Conclusion 

NASCCLOS have achieved the first three objectives of their 

personnel management programme, which are function / task 

analysis, job description / terris and conditions and 

recruitment and selection. Once the management manual of 

operations has boen fully br'ught into use, there will be 

laid down proccduros and appropriate standard forms 

available for each of theo and provided the manual is 

followed these elements )f porsonnel r.nnagerient should 

operate efficiently. 

Alth~ugh O ,W; training has been given to norienbr of staff 

there is n. proper pr.gra.mi .)f training t'.) unable staff 

to develop their full potential and currently there is no 

procedure for staff evaluation. Both these aspect have 

boon fully covered in the management manual of operations 

and the uystens which have boon designed for idontifyig 

employee develor-.ont needs and for employee evaluation 

appear to be adequate for the needs )f NASCOS. 

Although NAGCCLOL have not yet fully denonntrated thoir 

technical capabilities in por tincl management, they have 

a very good1 p'c4,ltal capability. 

http:pr.gra.mi


~..Actual status 
5.1.1. 	 Acco=itinx systen 

An accounting system which is appropriate to the 

needs of NA8CCWS was designed and implenented 

during the first year of the project. At the start 

of the project the NAXL80B canager maintained the 

bookkeeping records, but during 1981 a full - time 

bookkeeper / accountant was employed and he is at 

present wholly responsible for the maintenance of 

the accounting records and the preparation of 

financial statements.
 

5.1.2. 	 Bookkeeping 

The boikkeeping records are naintained up tc date 

by the accountant. The auditor of NABCCW6 

reported on the accounting system and internal 

control 	 in March 1984 and although he expressed 

hinwolf 	as eatimfied that thu system would 

produce accurate financial information there were 

several points to which'he felt he should draw 

attention. Generally there war a narked inprovenent 

in the standard cf the bookkeeping and control over 

the four years tc 31 Decerber 1983, but at that 

date the folliwig najir improvenents were required:

(a) no 	bank reconciliations were prepared,
 

(b) nc fUrral fLxed assets register was 

IraAitairned, and 

(c). stock rocirde were inadequate. 

The auditir'e repirt has ben mccepted by the 

nanago.,ert f AOCCIAOL, who havo stated that they 

will nax( all roc :iondEd changen. 



5.1.3.Financial statements
 

A nonthly income and expenditure statnent, together with
 

a trial balance is prepared by the accountant monthly.
 
Annual financial statements have been prepared and audited
 

for each year up to 31 r-cebber 1983. The financial 

statements for the four years 1980 to 1983 were however all
 

audited in early 1984 and we suggest that in future an 
audit be carried out promptly each year. 

5.1.4.Accountirig manual 

A comprehensive accounting manual was prepared in February 

1984. 
This covers all aspects of the league's bookkeeping
 

and accounting systems and procedures and details the
 

control functions for each type of transaction.
 

5.2. Conclusion
 

5.2.1. NASCCLOS has an appropriate accounting system, which, 

after making the changes suggested by the auditor and 
fully introducing the procedures and controls outlined in 

the accounting .anual, should be capable of producing 

accurate, relevant and up to date financial iiiormation
 

and of properly controlling the revenue, expenditure and 

assets of the league.
 

5.2.2. Over the period of the prcject there has been a
 

substantial improvement in all aspects of the league's 

bookkeeping and accounting.
 



6. 

6.1. Actual status 

The risk management programme has not yet been introduced. 
A member of NLSCCOLS staff has received training in risk 
management and from discussions with him he does appear to 
know what is expected of him and feels confident that he 
will be able to run the programme efficiently. All the 
documentation required for the programme has been 

prepared and is ready for printing. 
6.2. Comments 

ACOSCA, who run the risk management programme throughout 
Africa for CUNA, who are the underwriters of these 
programmes throughout the world were in dispute, at the 
time the programme should have been introduced in Sierra 
Leone, because certain other countries had not yet met 
their obligations and no new countries were being admitted 
to the programme. This dispute has now been resolved and 
the programme in Sierra Leone is ready to start once 
certain forualities have boon coripleted and funds are 

received from ASOSCA. 

During our survey of a sample of the affiliated societies, 
le were informed by many of the societies we visited, that 
the risk management programme was one of the major attrac
tions of membership of NASCCLOG and that they were 
anxiously awaiting its introduction. We feel that if this 
programme is not introduced in the near future or is not 
run efficiently, it could have very serious consequences for 
NASCOLOS, because of the loss of revenue from premiums and
 
the potontiol loss of affiliates.
 

6.3. 	 Conclusion 
Aj the proiramno has not yet boon introduced wo are unable 
to commont on its operatiin. The delay ii introduction 



was due to external factors out with the control of
 

NASWCLOS, but it is vital to futurethe of NA8CCLOS 

that the progranme be introduced as soon as possible and
 

that it be operated effectively.
 

997I 
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7.N.1. 	 lOC has not developed any detailed plan of its 

proposed promotional activities, either during the 

life of the project or for future years. 
7.1.2. 	 The project proposal called for a major effort in 

promoting societies among workers groups in urban 
areas and particularly in Freetown and a focus on
 

consolidatic, rather than expansion in rural 

districts.
 

7.1.*3. 	 To a great extept NABWC has been sucesful in 

consolidating its position in the provinces and
 
societies have been persuaded to affiliate or 

re-affiliate with NABCCIDE. Because of the lack of 
-eliable data regarding membership savings and loans 
before and during the early stages of the project, it 

is n.t possible to quantity in percentage terms the 
impact-of the promoti:nal activities of NABOCLOB in
 
the provinces. 
However frem our visits to societies 

in the pr.vinces we can say .that there bas been a 
general increase in membership, savings and loans 

throughout most of the societies. Pronution in the 

rural areas has been through seminars and training 
courses and contact with societies through field 

workers. 

?..4. In the urban areas, prornotional activities have been 

less successful. Soninars have been held for trade 

unionists and :thor psuibla organiscis of societies
 

and by t(! 9YLO, when the nid - tarn evaluation was 
carried ut, ni~iv w r'.%orn r wort identified f~r 

tnc. f~r-ti , :if sjci,.,tioc, 11'no f thent a!,cietion 



was forned and affiliated and it was only early
 

in 1984 	that it 
was decided to concentrate on this 

area again. 

7.2. Conclusion
 

7.2.1. 	 NASCCWLS have been succooful in pronting the 

league in rural areas and havo substantially
 

increasud tho mn ber of affiliated oocieties, 

but in the irportant area Jf urban worker group 

s)cieticn their ,'ff:rts have not ouceedod. 

7.2.2. A detail(Ad prooti,-n plan should bo prepared 

for the future with tho .iaJ-r er'phasis being on 

thu prontion ,f nw w:)rkvr group nocieties, which 

c:uld b; vital t the futura f NASCCWS, an it is 

in this aroa that the ncc.emury revonuo cpuld be 

oarned to aun:iat UAr';CC14G t)wardo sele - sufficiency. 



2 

IEVEMW ENT OF A IATED SOCIIES 

The creation of an expanding network of savings and 

credit cooperative societies that have, with the support
 

of the league, the financial and technical capabilities 

sufficient to provide required savings, credit and other 

related services to an increasing menbership, was one of
 

the prinary purposes of the project.
 

Certain specific indicators of the developnent of the
 

affiliated societies wen identified in the project
 

proposal: 

I Mcubership of affiliated societies should be at 

least 40,500,
 

2 Savingo in affiliated societios should be at
 

least S2,350,000, 

3 Liann outstandinr in affiliated societios should 

be at lacat 42,600,000,
 

4 5()% .f ffil:iel rocities chould be able t., pay 

dividends Df 5 or Lwnbcr3' navingi., 

S 301% of offiliated noiotion should be able to 

independently nointain nccurnto bookkeeping
 

records and proparo financial statemonto, and 

6 90 6f affiliated societies should have loan 

repaynent rutu. in oxcuou af 90%. 

Each of thrn apeciric objectivea in coverod 1 detail 

in thin ovtivn uf thu rvI;,rt an are the inatLtutiona 

capabwlitae. or the itoividtititl rioittinn and their 

rolatienohip with NAIJCCI/X. 



l'MSWMP OP AFFILIATED SOCIETIES 

1.1. 	 End of Project status 
Membership in affiliated societies will be at least 40,500. 

1.2. 	 AJctual status 

Total membership of affiliated societies at 31 December
 

1983 was 15,978, with the average membership per society
 

being 67.
 

1.3. 	 Comments
 

1.3.1. 	The total membership of affiliated aocietien at 

31 December 1983 was only 0 %of the estimated 

end of projoct mombcrship. It was realised after 

the survey of all activ, savingn and credit
 

co-operative.s carried in 1980 theout that 

original cotimatcu of th, runber or active oociotion 

in Sierra IMior6 e4r1l the average n1its of the 

societies wore vastly uvar.ntinted. Thu survoy 

identified 340 active sociatioe 
 with a 	total
 

membership of an l an averago cnobrnhip of 61. 
1.3.2 	At ofthe time the nid-tarm evaluation, it wan 

realised that uolKinal target methe ragardp 

membernhip could rot be net, but sip rovia.'4 tr~t 
wan net. It wan felt at that tina that tho heat 
way o incrCa~ilg neibrehip of affilftoa woo to
 

conci~etrtn on p'1 tw iFcat E;j11iedhtWe 

enployor eruupo f tu4rva esri t. The ;jilicy h3 V# 

a coortai oxt = Ntp-i r.oue~oful particularly witS 
two sioci"Liosng the fijorra L.ven Dakworkers Llesioty 



bas increaed its memberehip from 189 In 1978 to 667 
at 31 December 1983 and the Sierra loone Teachers 

Union Society has attained a membership of 3,947 at 
31 December 1983, aince its inception in 1979. 

Thee two aocieties together account for almost 29 
of the total menberahip of affiliatisa. 

1.3.3. There are not many other employer groups in Sierra 
Loone which would have a sinilar potenLial membership 

to the two mentioned above, but one area which 

could provide a substantia. m.berahip and which doeo 
not appear to have boon approached by UABCCL in 

Government Departm nt and inintriou. 

1.3.4. We have nttopted tj obtain up to date ntatisticn
 
nf the totel menbernhp of all auciotio" in Sierra
 

Loono fron the Department of Co-operatlvjo. but 
havo boeon uiabl ti obtain any fiK'urva arter 1960, 
no we urr un~b16 to coot on the proportion of 
total zemburtihip )f mffiliatez to total oenberehip 

throuv),out Viorra Loone. 

1.3.5. No otatlstie are available of total memborohip of 
afillitteo at the atart mf the project and there to 
no acaon of calculating the incrvapo in nonborehip 

during tho courno of thi project. 

1.4.1. Tho orie.1tAl tirt a n)ot bee:i not, but duo to the 
.ver- t|.; )f tht potential nonborahip 4t the 
atart of tho pr-iJrit, thin w,3o to !) expooted. 

.'4I/
 



1.4.2. Due to the lack of statistics on 'embership, bath 

of affilitios and throughout the country, over a 
period of yearn, it is not possible to coemint on 

any trends in the total membership of aftfliates 

or the proportion of nebership of affiliates to 

total country menbership. 

1.* ,3. We reconend that, in future, N&SCCLO3 intenuify 

ito efforts to form new nocieties within workers 

groups in urban avea, an thin atill appeara to be 

the area in which the .)nst signifiant increasne in 

membership ciuld bo achieve4. 



2. ,AVfl iN AIImLL&TED roflt § 

2.1. End or Droject status
 

Savings in affiliated societies viii be at leaot 1e,350,00., 

2.2. Actual Btatun
 

Savings in affiliated aocietien at 31 I)cebor 1983 

totalled Le 1,O4,52 which in equivalent to 5753,811 at 

the currmit oxchan1 e rate of Lo 2.50 to US$ 1.00. 

2.3. C0one t 

2.3.1. AlthouhtW thn *actuml dollar orvingo of 5753,811 

repreiento )ily 3,% of the ontimnted end of projeot 
Oavinga, thi in t riAolending comparimon an the 

value of the leuno agnimit the dollar hao decroauoed 

by 5fP~in the~ origimm1 project prupuitml watt 
prepared. 

2.3.2. The l 4! atir g j, pi t thu tino the 

pruj~iet ~rp~Iwan ps;reptit d ectuml cavingo at 
31 ¢c¢nbor 19013 V"11 b conpatred an follows: 

Vau2or tmet 

V 4 ru i e I 1 0. 0 41%
 

Total # vn ,$, 

In Le(mn 

Averisr, e!4vIitgts
per ; lbr _
 

v' ll . ftr 
 7 81% 
Avorowge P.,%m
par roetor kIA j5i) 411RLs 200% 



2.3.3. 	In addition to the effects of the decrease in the
 

value 	of the leone over the period of the project,
 

the total savings in affiliates were adversely
 

affected by the reduction in the number of members
 

in affiliated societies compared with the original
 

estimate. Although the number of members in 

affiliates is only 39% of the 	projected membership,
 

savings in leonos are 79% of the estimate and the 
average oavings per member ere twice the original
 

eatimate. 

2.3.4. 	 When the original project proposal was prepared the 

minimum monthly savings per mrember were Lo 0.50 or 

Lo 1.00. In Juno 1984 we carried out a survey of 

25 oicicites and fowd that the minimum navings per 

oenber wo re: -

Minimum 
aavinga 

LO 

nnthly 
7a 

1 

Number of 
Mocire 

11 

Percentage 
of ocietes 

144% 

10" 9 36% 
X1e 4 14% 

1e 5 4% 

L100J27 
25 100 

2.3.5. 	 Both the total navingo and the avorage savings per 

member have boeen greatly incromaed by the inclusion 

of the Ojirrm lenno Teachers Union Cooporative 

Bocioty. Thia noCilty wan rrnnd in 1979 and 

.ffil|ited with NAOCC 3 in Fobruary 1980. The 

grnwth of thio oociety ha boon very r'npid and it is 
at present 5y far the laront cooporativo aocioty
 

.) 1 



in Sierra Leone. The total membership and savings 

of affiliated societies at 31 December 1983 can be 

analysed as follows: -

All Affiliates 
excluding

Affiliates &iU am 

Total members 15,978 12,031 3,947 
Percentage of 

members 100% 75% 25% 

Total savings Lel,884,528 1,227,102 Le657,426 

Percentage of 
savings -C0% 65% 35% 

Average savings per

Member 
 Le 118 102 Le167
 

2.3.6. The average savings per nomber vary enormously among
 

the affiliated societies, but there is an overall
 

trend towards hiChor savings per membbr as can be
 

soon fron the following statistics: -


Percentage of
Percentage of affiliated 
Average savings societies at sociaiteo at 
per menber_ Juno 1978 cenber 1985 

less than Io 50 75 17
 

leO 51 - LelOCI 22 47 

IL 101 - Le 150 3 18 

LO 151 - Le 200 9 

Lao 201- U 300 7 
over Le 301 2 

100 100 



2.4. 	 Conclusion 

2.4.1. 	Due to the decrease in the value of the loono
 

against the dollar and the over-estimation of the
 

potential number of nembers of affiliates the
 

dollar target for total savings has not been
 

reached.
 

2.4.2. Average savings per member and minimum monthly 

savings have increased substantially over the
 

period of the project and, although the leone target
 

for total navirngs has not been reached, it does
 

seen clear that the project has had a major impact
 

on the total level of savings in affiliates and in 

this reosp4ct at least the project has certainly 

achieved co)unlidurable success. 



3 IWIB IN AFIIAATZD OIETIES 

3.1. 	 End of Project status
 

Loans outstanding in affiliated societies will be at
 

least $2,600,000.
 

3.2. 	 Actual Status
 

Loans outstanding in affiliated societies at 31 December 

1983 totalled Io 2,191,597, which is equivlent to 

$876,639 at the exchange rate of Lo 2.50 to US$ 1.00. 
3.3. 	 Comments
 

3.3.1. 	The decline in the value of the leone compared to 

the dollar of 59%, which was mentioned under the
 

heading of savings, similarly applies to loans.
 

Although loans at 31 Decenber 1983 are equivalent 

to only 53.7% of the target in 

dollar tor,,s, in leoe tcms the actual loans 

reprocent 806A of the tzirget. 

3.3.2. 	 AS total rtiving:i at 51 December 1983 wore only 79% 
of tnrget ii , nu t',rii, it is natural that the 

totai lomai oiitntanding should not have reached 

the tareet. The )rignil ontinato was that loans 

would be 110.0) f savings, and at 31 Ducember 19 3 

loans 	outstanding totalled 116.3% 
of total savings. 
3.3.3. 	As in the cane of navingn, the total loans outstand

ing have boon greatly influ,,nc, d by the formatiun and 

affiliation of thu Sierra Inony Teachers Union 

Co-oporativ,, foci,ty. The lunns outntnndine in this 

aIciOty t)tallod Lo 491,704 at 51 DocoLbur 1983 ,ul 

roproionti 2P. 4%, of the lonno )utntandin( f r all 

affiliated Dociotien. 

14!) 



3.4. 	 Conclusion
 

Given the reduction in total members compared with the
 
target due to the overestimation of the potential
 

membership and the consequent reduction in the total
 
savings, it is to be expected that loans outstanding would 
be lower than the target. 
However given these constraints
 

the total of loans outstanding appears to be satisfactory 

and to have come much closer to target than would be
 

expected. The proportion of total loans outstanding 

conpared with savings has exceeded the target by 5.7%.
 

(4I
 



4 DIVIDENDS 

4.1. 	 End of Prolect status 

50% of affiliated societies will be able to pay a 

dividend of 5% of member's savings. 

4.2. 	 Actual status 

No statistics are available of the number of societies 

paying 	dividends or of the level of these dividends.
 

We visited 25 of the affiliated societies and found that
 

only one of these societies regularly paid a dividend,
 
which was in fact 5%. 
Of the others, 2 had paid one 

small dividend during the past four years, 14 had paid
 
no dividends as was evidenced by their financial
 

statements, 2 said they did pay dividends but were unsure
 
how ouch and could not produce financial statements, and 
the remaining 6 said no dividends paidwere and could not 

produce financial statement:.
 

4.3. 	 Comments
 

There does not appear to have been any concentrated effort 
by the staff of NASCCLOS to explain to the officials of 
the societies the advantages of paying dividends. The
 

general attitude in the societies visited appeared to be
 
that paying dividends would reduce the funds available 

for making loans and they were therefore unwilling to pay 

any dividends.
 



Conclusion 

NL9CCLOS has not made sufficient efforts to encourage the 
payment of dividends and has failed to meet its target.
 

We feel that the payment of regular dividends would help 

to encourage new members to join societies and therefore 

recommend that NASCCW)S should make a sustained 

effort to educate the officials of the societies in the
 

advantages of paying dividends both during field visits 

and at training seminars. Should there be resistance to 

actually paying dividends, it could be suggested that 

dividends be credited to members accounts and that 

members are given the option of withdrawing their dividends 

within a specified time limit, in which case not all 

dividends would be withdrawn and cash paid out would be 

less.
 



5. POOSUMNGZ IN AFILIATED SOCIETIES 

5.1. 	 End of ProJect status 

" of affiliated societies will be able to independently 

maintain accurate bookkeeping records and prepare 

financial statements.
 

5.2. 	 Actual status 

NASCCWS do not have statistics on how many socielties 

maintain their own bookkeeping records and prepare 

financial statements. Of the 25 societies we visited,
 

only the Sierra Leone Teachers Union Cooperative Society 

maintained full records and prepared financial statements 

independently. 

When we 	asked for details of other societies which
 

naintained their bookkeeping records independently, we
 

wore told that in the Western Area, which includes
 

Freetown, there were 7 nocieotie out of a total of 23 

(30%) which did to cone degree, bat that the proportion 

was much lower, and in fact negligible, in the provinces.
 

5.3. 	 Comnonts 

5.3.1. A total of 340 nociety rnemboro, against a target
 

of 270, received training in basic bookkeeping
 

during 	the project and in many of the societies we 

visited 	the basic bookkeeping is carried out by one 

of the 	mombers, who hao been trained, with 

assistance from H&SCCL0S field staff or Dapartnent 

of Cooperatives staff. NA C0W field workers 

made a 	 total of 1,841 visito to aocieties during 

the priject, corpared with a target of 1,380, but
 

several of the occieties we visited felt that
 

visits 	woru required more often. The target for 

field workers is to visit each society 4 times a
 

LI L 



year, but in some areas where the societies are
 

far from towns transport problems have reduced the
 

frequency.
 

593.2. In several caseca the officials and all members of
 

the socieitie3 we visited wore illiterate and we
 

have been informed by PABOCL0' staff that this
 

is the case with most socioitieo in the provinoes
 

and many in the Western Areas. Given this
 

constraint, it is not practical to expect that a
 

large proprtion of the affiliated mocietiea would
 

be able to maintain accurate bookkeeping records
 

wholly iuntependently of NASCCL06 and the Depaltment
 

of Cooperativoo.
 

5.3.3. 	 ?~LAOCL06 introduced the concept of survice centrea, 

to provide bokeeping and other services to a 

number of ocie tien within a clOOc eoKraphtcal 

area, at an early atego ot the prooct. Four 

ervicv cuontr'"ti )rve hoiton )pened each surving 

approxinatoly 12 a. ciotius indifferent parts of 

the country. These service contres appear to be 

readily 	accepted by the individual wocieties and
 

to provide adequate bookkeeping services.
 

4.	-.
Conclusion"
 

5.4.1. 	NASOCWO 
ham not not the roquired target of 19% 

or affiliated Aocietiae independontly nainteining 

aocuraiu bookkeeptn rcorda and prepring 

financial atat ontis, but, given the high degree 

or Illiteracy in Iltorra Leono, the t:arget to
 

unrealintic ail unloon tbhor won a nAJnr change 

bi the conpoeition of the monborphip of NA8OOI 



with a much higher proportion of urban worker 

group cooperatives, it would not be possible to 

reach such a target in the foreseeable future. 

5.4.2. 	Service centres, sinilar to those already 

established, appear to be the only way in which 

societies would be able to be independent of
 

NAOCCUS ari the Department of Cooperatives. Ve 

would reconnond that N&SCCWS continue to 

establish these wherever possible. It is however
 

inportant that each nurvice centre have
 

sufficient mocieitioe sa potential menbers to
 

enable 	it to achieve uelf - uufficiency.
 

qo 



Before During Percents
 

projc Proec lU . I
of Noes.± 


Down Down 	 12 

Up DM 4 

Down UP 	 36 

36UP Up 

Records not awalable 	 12 

100 
wm
 

It is obvious from these 	 figures oat the project has had 

the growth of neaberehip ina considerable inpact on 

revereedindividual nocieties vith a downward trend being 

in 3% of those visited and an upward trend being 

the one society where ancontinued in a further ". In 

uptard trend Vn reversed the nenbership increased by 106 

from 1977 to 1980 and reverted to the 190 level by i983. 

Over th- total periA, however, total savings in this 

s|ciety incruaued by 900%. 

In all the societies visited all nnbere are obliged to
 

save at least the mininur savings each nonth and, in the 

case of savings, all nenbers are active.
 

If the case of loazs, most of the societies were unable to
 

give us details if the nunber of loans over a period of
 

to give us statisticSeveral years. Of thiso 	who were able 

W4 fou4. that the percentage of nenbers taking loans 

that theZ'3ino fairly steady frm- year to year, but 

7ercntagon v~riod onsidorebly fron society tn society, 

vilh --t 3rctvty 	 -lavte, -,ly !9%rf its nenbers 

9:1 C)"or tt. '",% hsuit fiYcitio h*4 Itisno (iutatanding 



There also appeared to be a difference botween the larger 

urban societios and rural societies, with the urban
 

aocieties giving larger loans to fower nombers than the
 

rural cociotico. Ncne of the societies were able to my
 

exactly how maany of their nenbors had had loans in the
 

pant but all anoured uu that all nmmbers had an equal
 

opportunity of obtaining loano and that nost neabers 

took advantago of this at oome tine.
 

LI41
 



6. LOAN RMftT RATEO 

6.1. 	 End of Project status
 

90% of affiliated sociols will have 
 loan repayment rates 

in excess of 90%. 

6.2. 	 Actual statuu
 

No otatiotica of loan repaynent rates for individual
 

oocieties are maintained by NASCCWOS.
 
The repayment rates of the societies vicitod by us were
 

as follows:

opammnent rate Percentage
of Societies
 

in uxcVH of 9XY% 16 

75% t) 83% 16
 

5C74 to 74%4 

ln.i than WA 24 

infornativii riot available 40 

100
 
S.. 

6.3. 	 Con±,ento 
6.3.1. 	The individual nocietioe 
do not actually calculate 

luan ropiernt rates and the figures given above 

are aur own calculations bmsed on the information
 
the nocietion were able to give us. 
In many cases
 

it was difficult to obtain the informatloni we
 
raquirvd and wo feeldo not that the Information we 
obtanind can be rtllid upon an boin 100% accuratu. 

6.3.2. In Fmiural th. of jocitleofficialo the did not 
appar to be particularly ui,cornrod about loano not 

being 	 ropaid nt the dul dato. Tho Koioral attitude 
van that the loano ciul4 bo r ,ch,,uled and would be 
repaid avontuAl y, with the snafegard that the 
nenbera' savings and those of the 	Cuarantor would be 



taken if ropayment was not made. 
There did not 
appear to be aufficiont awareness of the advantages 

Of timely repaynents to enable the available funds
 

of the society to circulate nore anongst the nembers.
 
6.3-.3. Although all of the societio 
we visited showed 

increases in loans fron year to year in some cases 
a large proportion of the increases appeared to be 
duo to thu rescheduling of loans rather than new 

loans. 

6.4. Cnclusion
 

6.4.1. The target of 90% of affiliated societias having loan
 
ropayment rates in excess of 90% has not been reached. 

6.4.2. Du.ring trainine courno and on fiold visits to 
affiliated o3ciutits NUACCOS nut in future unphauiso 
tho inportanc,s )f liano buing rtgpaid to allow a 
rovolving aurcu of crddit to be availablo to nembero.
 



7 INSTITWIOMNL CAPABILITIES or INDTIIJAL A"rLIATED 00IEf 

7.1. 	 General 

We viaited 25 societies, out of a total affiliated
 

membership of 240. The societies visited included 18
 

rural. 	ocietioo and 7 urban societies, covered all areas 

of the country, the nembership of the individual societies 

varied from 20 tn 3,(147 and oavingo varied frou Le 1900 

to Lo657,000. We foul that the societies we visited are 

a representative nanplo of the total nemborship. 

7.2. 	 Sta ffing 

Only one of the societies we visived, the Sierra Leone 
Teachcrs Union Cooperativo Society, which is the biggest 
in Sierra Leone, had any full-time staff. All the other 

societies were run by a committee of between 5 and 7 
nonbers, of whom one acted an either treasurer of
 

secretary and 
maintained the basic bookkeeping records of
 

the oociety. MNit of th.f,", secretaries and treasurers, 

to ether with none other cotinittee nenberi, have attended 

NA13CCLOO ovainars rucuivdand snone training in basic 
bookkeeping. Mont ot the bookkeeping of these societies 
and the preparation of their financial etatenentn in 
carried out with a lot of assistance from either NASCCW8
 

or Department of Cooperatives staff. Ingeneral the
 

connittee. appeared to nanago the sociotio, 
 within their 

linitationn, in an tficint ntainnr. 

7.. Loan Procodurea 

All the Pocinition have 1an connittocn, whi aro reuponsible 
for approving or dinapprovinK loans, allocating availablo 
racotrsom to thono neot in need, enouring that loian are 
u..d for the corroct purpon.o a that loans aro repaid. 

J,
 



In all cases loans wore only issued for business
 

purposes or for social needs, such as medical or funeral 

expenses and school fees. There did not appear to be aW7
 

disagreement from the members with regard to the granting 

of loans by the committee and members are kept fully 

informed of all loans granted, with members checking on
 

each other to ensure that loans are properly used.
 

Loans are normally fully secured by the members savings 

and the guarantee of other members and, although some 

societies did admit that not all loan are repaid at the 

due date, none of them write off bad debte. The default 

ing member is interviewed by the loan committee and 

repaynents are rescheduled or the loan is recovered 

from the savings of the member and his guarantors. In 

uany instances the case of a defaulting member is 

discussed by the whole society at their monthly meetings 

and generally there appears to be a sympathetic attitude 

with nenbers holping (ach other where possible. 

In our opinion, the prucedureo for granting and monitoring 

loans, in the societies we visited are working very well. 

The collection of loan repayments does not receive the
 

priority it should in most of the societies.
 

7.4. Metmbernhip 

We asked all societies we visited for details of their
 

uombernhip over the pant 7 yearn to enable us to compare 

the trenao in nembership before and during the project. 

The trends in noniburzihlp can be sumnarised an follows:



, IUTXONSH OF INDIVIDUAL AFFILLIATED SOCIETIES WITH NACCWS 

8.1. During our visits tc the individual societies as well as 

finding out about the societies themselves we also
 

questioned the committee members about their relationship
 

with NASCCLOS and our findings are summarised below: -

Questions Rul Percentages
 

1 	 How did the society Through NASCCOS 
hear of 	 seminars or field 
 56
 
NASCCLOS ? workers 

Through Dept of
 
Cooperatives
 

From another society 4 

Radio 
 8
 

2 Why did the General benefits and
 
society join facilities 
 44
 
NASCCLOS ?
 

For training 	 44 

For insurance 
 28
 

To obtain loans 
 12
 

3 	Do you receive
 
the following
 
services from
 
NASCCLOS ? 

a) training Yo4 
 92
 

b) 	 bookkeepingassistance Y00 
 68
 

c) 	field woikcra 
visits you 88
 

'4 	What other services risurance 56 
could NASCCOS 
provide ? Loans 68
 

Oervico centres 8 

r7, 



5 How could the 
 More training for
training be 
 illiterates 
 24
improved 

Moro/longer training 
 52
 

More local training
 
courses 
 28
 

6 Does NASCCwS Yes 
 16 
communicate
 
Offectively with 
 No 
 84
 
the society ?
 

7 How could NAsCCOWS More visits 
 8
 
inprove its

communication Provide literature about 

NASCCOS 8 

Provide rore staff 32 

Pruvidti fiold workerH with 
adequate transport 8 

8 Do you receive value Yes 76 

nonley fron NASCCLO)S? No 8 
8.2. Generally the societieO appe red to bc satisfied that 

NASCCWS doo provide uneful corvicv.,i nlthough virtually 
all of the sociutijen would lik.s additional Burvicon, 

particulitrly inourancu, andI loans fro,, NA;CCIwXS. 
Training was approciatod by all th" 0mc)tic-j which had 
had moubers trained and, althc'ugh there wor,, nuggetions 
for inproveont of the training offorood, these did not 
appear to be criticinni (,f the present aituation, but 
rather a douir for an ideal nituation. 

The only nj,,r aron :f criticirn wan the l.ck or 
co-iunicnti in by NABCCL0W1 with tho nociotioo, with 

of those vinit.d replying that IALCCLO3 did not 

co;w.unicnt. offoctivuly. 
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NASCCLOS SERVICES TO AFFILIATES 

Background
 

In 19?8 when the project proposal was prepared NACCLOS was 
virtually dormant, with only two employees, and mainlywas 
concerned with persuading societies, which had previously been
 

members, to re-affiliate. Some stationery was being supplied
 

to affiliated societies but no other services were being
 

provided. 

It was obvicus at that time that cooperative societies in
 

$ierra Leone wcre in need of a number of services to assist 
them in their development and enable then to become effect' ,e 
in their role of primary suppliers of credit to their local 

communities.
 

The project was intended to provide certain basic services to
 
the cooperative noveiont to neet the problems which had been
 

identified at that tine. 
 The following areas were considered
 

to be those ii which assistance was rost needed by individual 

societies:

a) training,
 

b) risk nanagomont,
 

c) stationery supplies,
 

d) bookkeeping assistance,
 

o) 
standard policies and procedures.
 

It was intended that as further needs developed, the league 
would attenpt to provide those. 
 During the course of the 

project, it bucano obvious that regional service centres to 
supply wainly bookkeeping and adninstrativc aosistance to a 
nunbor of nociutin within the sane geographical area, would be 

wolcomed by the cociotioa and would prove to be a useful 
service. The mnly othor nervico which the 3ocioties demanded 



was a central finance scheme.
 

2. 	 Training
 

Training is 
one service to societies in which NASCCWDS have
 
achieved considerable sucess. 
Each year a comprehensive
 

training programme is prepared covering courses for NASCCLOS 
directors, Cooperative Officers and inspectors, bookkeepers
 
NASCCLOS staff and individual officials and members of 
affiliated societies. 
The courses and ueminars are held at
 

local, 	regional and national levels and take place throughout
 

the country. 

During 	ou," visits to individual societies we found that 
various morbers and officials of all but 
one of 	the societies
 

had received training from NASCCLOS. The traiviag was 
considered to be relevant and useful and nembers trained did pu 
what they had learnt in practice and tried to pass on the 
beriefits they had Cained to oth,jr ,ionbers. When we asked 
how the trainjrr, provided by NASCCL0S could be inproved we 
were told that generally [ocieties were satisfied with the
 

quality of the ciuriags and seminars, and that the societies 
would like to have more seminars, particularly at local levels, 
and with uore emphasis on explaining the principles and 
administration of societies local toin languages and 

illiterates.
 

Over the life of the project NASCCLOS exceeded the specific 

targets for training as follows: -


Target Actual
 

Conmittee rionbers 2,210 2,535
 

Bookkepers 
 270 340 
NASCLOS directors 96 89 
NAGCC O staff 28 32 



3. 	 Risk manaenent
 

Due to a dispute between ACOSCA 
 and CUNA, which did not 
involve Sierra Leone, ACOSCA was unable to offer cover for 
risk management to NASCCDS and the risk management programmo
 

was not introduced during the project. There can be no doubt 
that this service is wanted by many societio and in many
 

cases the provision of risk management was one of the major 

reasons for societies becoming affiliated.
 

Agreement has now been reached for the programe to commence,
 

and NASCCWS have an employee who has received training in risk 
management and who has designed the rmechanics of the systen and 
all necesnary documentation. Unfortunately at present NASCCLWS, 
does not have sufficient funds to pay for the printing of the
 

required docwuientation. Efforts are being made to obtain
 

assistance with these printing costs and, providing this can
 

be obtained,the risk nanageent progranne is ready for 

introduction and there is certainly a denand for this servico.
 

4. 	 Statiorory supplies 

At an early stage of the project, NASCCLOS staff designed
 

standard stationery for use by affiliated societies and, after
 

solving some problems with finding suitable suppliers had
 
sufficient supplies printed for use by the societies. Sales of
 

stationery have not reached targets, but this is due to an
 

over estimation of the potential cuatoners for cl-tionery,
 
rather 	than to a failure by NASCCLOS. Of the societies we
 

visited 92% used stationery supplied by NXACWCS and wore 
satisfied with the design, the quality and the price.
 



Bookkeepiua assistance 

NACCIDS currently employ six itinerant bookkeepers, who are 

each responsible for providing assistance with bookkeeping 

and preparation of financial statenent to a number of societies.
 

These bookkeepers regularly visit the societies and, as the 

officials and menbers of a substantial number of societies are
 

illiterate, the service they provide is c ,sential for keeping
 

the records of the societies up to date. The project
 

proposal over - estinated the general capabilities of
 

individual societies and, given the lack of knowledge of 

bookkeeping by society treasurers and secretaries, this servica 

has proved to be nuch noro useful and inportant than was 

originally thought. In this area NASCCWS is providing a very 

efficient service in one of the nain areas in which affiliated
 

societies require assistance. During the lifc of the project
 

a total of 1,Y30 visits should onvf, been nado by those 

bookkeepers to societies and this target has boon exceeded with
 

tctal of 1,,91 visits ,.uade up to 31 Dco-.ber 1983. 

Standard Polici6o and procedures 

NAGCCLO have developed standard policies and procedures for all 

aspects of the adninistration of cooperative nociotio. 
 Theoe
 

include detailed written guideline as to the functions, duties
 

and responsibilities of boards of directors and various
 

coMitteO uie.bers, policy guidelines for granting and 

nonitoring loans, detailed procedures and tables for the 

calculation of interest and dividondu and nodel bye-laws. Those 

standard policies and procedures are boing conmiunicated to 

officials of societios at training courses and soiiinara and by 

field workern. 



Berrice centres 

louru regional service cont as have been established to 
provide needed services to a number of societies within a 

smell geographical a, and about fifty societies azv 

benefiting fron this service. Each contre has one full-time 

eployeo who is responsible for providing bookkeeping 

assistance, attending the meetings of the societies and 

ensuring that they are conducted properly and giving general 

advice and assistance on all aspects of the administration of 

the societies. The service contras also usedare as the 

venue of meetings by some societies and serve to a convenient 

point for the societies to contact NA.CCLOB. 

Centnr fiance 

In 1980 when a survey of active cooperative societies in 

Sierra Leone was carried out, it was evident that there was 

a great don.ind fnr a central finance schene and it was 

muggosted that ouch a scheme be introduced during 1981. 

No central f nance scheme has yet been introduced and during 

our visits to individual sucioties, it became apparent that 

this wasn the service not provided by RL8CCashich was cost 

wanted by the societies. We gained the impression, however, 

that most of the societies were interested in obtaining loam 

fron WA8CCLW and not in investing surplus funds with 380A08o 

For such a sche:ie to work in practice it would be necoessary to 

obtain a larne anount of funds to launch the schone. These 

funds could cow fron eithor the large worker group societies, 

which ha y ',ro our lus funds n d loss dreand for loans than 

the & %llorrurtl n'cieti.s or fron extornal sources. 



After the scheme has been established it will be neceesaz7 

to obtain the uanction of affiliate, at an anual general 

noetin, for a specified proportion of either the saHasg or 

the reserves of each societ7 to be compulsorily deposlted vith 
NL8OCLO as a imnimm contribution to the echeae. 



Project, Actual 

I Leaue board of directors trained 
to effectively execute policy-MAIn responsibilities 52 96 

2 Society Coumittee nombers trained 
to effectively direct societyJawagement 

0# 

1,960 2,535 

3 Societf seoretarieo trained tomaintain accurate, complete 
financial records and statenono 

% 

1803 

4 New ocietioes orCanioed 30 20 

5 Societies affiliated to loaGue 356 240 V 

6 Societion reccivine otationerysupplio from the loague 300 Not available 
7 

8 

9 
10 

Sales voliwe from atationery 
supplion 

Gocietico participating in 
inauranco progranoe 

t3avines insiured 
Loans inured1 

S 12,495 
Le 12, 50 

70 

S ?9,96P 

1 7,558 
Le18,896 

Nil / 

Nil/ 

Nil / 
11 % nf opratinr,co:tn,excluding training not 

12 from caziiiod incono% of" total Cooetsnot ,('ron. 
earned income 

'45% 

32.9% 

16.%A 

12.2%J 

13 Financial/statiaticnl reports on
societies and leaguo prepared
quarterly 

12 18 

14 

15 

16 

Otandard policies and procedures 
guide@ prepared and dsoninated 

Sooietion receiving bookkeeping 
assistanco 

Leaguo 5 - ;oar institutional 
dovolopnont plan prepared 

8 

180 

13 

161 

Nil / 

6A
 


