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1.

2.

SUMMARY AND CONCLUSIONS

PROJECT PURPOSES

The project purposes were to: (1) create a national cooperative
savings and credit league that is increasingly self-sufficient,
financially and technicsllly able to provide needed services to
affiliated societies; and (2) create an 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 sarvices to an
increasing nenbership.

NASCCLOS SELF - SUFFICIENCY

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

ance to cnable NASCCLOS to becone self - sufficient over this
period. The assistance was t> be given in 3 phases and this
project represents the first phase of 3 Years, at the end of
which it was expected that NASCCLOS would generate sufficient
revenue from its own gources to meet 50% of itg operating
costs, excluding training.

2.2.During the year ended 31 Docenber 1983, NASOCIOS met only
4,66 of its expenditure excluding training from its own
incone, and when the cooto of training are included, the
figure io rcduced to 11.0%.

2.3.Although expenditure has been well controlled throughout the
project and has consistently been bolow budgoet, incone has
boon nuch lower than expected. Income fron both effiliation
fees and stationery salcs have failed to reach targots, but the
major arcas in which the league hava not genorated sufficient
incorio are (1) dues fron affiliatos and (2) connission fron

the risk manage.iont prograczio,
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2.4.The 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 yéar in which the rate wac increaged froo %
to 2%.
NASCCIOS nust inprove its rates of dues collection to have
any chance at all of becoming self - sufficient and mus®
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 nanagement. In cach of these areas NASCCLOS is
operating cfficiently at present and the nanagerient manual of
operations, which was prepared by the nanager early in 1984,
fully docurients all the procedures and provides an excellent
f;anework for the adiiinistration of NASCCLOS in the areas.

3.2.In the areas of planning and prouotion, a lesser degree of
oucess har beon achieved. A certain degree of short-tern
planning is carried out, but no long term institutional
developuent plan has been prepared. NASCCLOS hag been fucongn-
ful in consolidating ito position in the provinces and has
greatly increased the number of affiliated osociotioca, but hao
not been successful in promoting urban worker-group socioties.

4, NABCCIOS SERVICE 10 AFFILIATED SOCIPRIES .
4.1.The najor services provided by NASCCLOS to affiliated uocivetpn

are training, boukkeoping aasnistance, stutionery supplies and
gervico ceantron.

4.2,Regular training coursos and s.uirars aro hold and arc gonorally
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well attended by society officials, who feel that they do
benefit from the training and do put wbat they have learnt
into practice in their sncieties.

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 statenents.

4.4.NASCCLOS has developed standard forms of gtationery for use
by affiliated societies and these were used by 92% of the
societies we visited,

4.5.Four regional service centres have been established and these
provide bnukkeeping and other services to a number of
societies, with financial assistance from NAGCCLOS, although
it is intended that they should becone gelf - sufficiont in
due course.

4.6,NASCCLOS has also duveluped standard procedures for the
adiinistration of giycieties and these arc being coimunicated
to the gocicties through seninars and by field workers.

4.7.Areas in which NASCCLOS have not provided services to
affiliated oncictics are risk nanagenent and central finance.
The risk nanageiient progranne wag dclayed due to a dispute
between ACOSCA and CUNA, but, am this has racently heon
resolved, tho programis should be able tn start in the neap
future.
Although it wau nuggosted, at the ti'we of the nid - tern
ovaluati..n, that n ceatral financo ocheric would be
introduced during the sccond yoar of the project, no such
achotio han boen fatroduced. Riok Managenont and contral
finance wore tho nervicou noot wanted Ly the nucietion we
visited during tho ovaluation.
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5. IEVEIOPMENT OF AFFILIATED SOCIETIES

S.1.

502-

5.3,

When the projéct Proposal was prepared, very little reliadble
information was available as regards ihe nunber, size and
capabilities of cooperative societies in S8ierra Leone. A
Survey carried out by MASCCILOS in 1980 revealed that the
éetimatea of the number of active societies and total
membership used in the pProject proposal were much higher than
the actua)l figures. Given this situation it wag unrealistic
to believe that NASCCLOS could reach the targets for total
nembership, savings and loans in affiliated gocieties, The
nenborship of nost atfiliated mocieftes has increased during
the project as have total savings and loang outstanding, but
it ia not possible to quantify the increase becauge of the
lack of reliable statistics at the start of the projecc.

Most socicties in Sierra Leone are rural societies, with

50 or less rnenbers, with average savings por nenber of less
than Le 100 and in nany caseg a majority of the.menbers are
1llitorate. Although many societies have onc or more comnitte
benbers, who have bcen trained by NASCCLOS and are capable of
basic bookkeeping, nost societies depend heavily upon
NASCCLO6 and the Departoent of Cooperatives for asoigtance in
keeping records, preparing financial statoments and conducting
Loetings.

The approval and granting of loans and nonitoring the use of
loans are well organised in noa¢ societies by tho loan
committee, but loan repaynent rates are gencerally less then
satisfactory, The counittee nembors do not appear to fully
appreciate the importance of loans Leing repaid on tho due
datos to allow availadble funds to circulate among nembers

and are content to reschedule loans which are not paid,

'
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6.

Very few societies pay dividends on savings and coomittee
nembers are reluctant to recommend payment of dividends as
this was funis which would otherwise be available for loans.
5.4.Generally the societies in Bierra Leone are still not very
highly developed, but there does appear to have boqn
considerable improvement over the period of the project.

CONCLUSION

6.1.There is no doudbt that the prcject has had a considerabdle
impact on the savings and credit cooperative movement in
Sierra Leone. Development of both the lesgue and individual
societies has not been as much as was expected at the start
of the project, but a major reason for this was the over-
estination of the size and capabilities of the movement
before the project started with the result that the potential
benefits of the project were also over-estinated.

6.2, RASCCLOE is now in a very good position fron which to develop
further and should be capable of becorming technically and
financially self - sufficient if further assistance is made
available to allow phase 2 and 3 of the original programme to
take place, although the tine schle of complete self
sufficiency by 1988 would have *5 be extendod until at least
1991 to acconodate the seven years required to complete the
progranme,

6.3.It is vital that additiopal assistance, both.tochnicll and
particularly financial, be found to enable phases 2 and 3 to
be completed, as otherwise, not only will developnent of
NABCOLOS cone to a halt, thero will be a regression to the
state NASCCLOS was at before the procject and the cooperative
Qovenent in Biorfa Leone will suffer a blow fron which it
night never recover. 1Iu the early 1970's .ABCCLOS had a
teoporary rovival when outside funds were given for a very
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short - ternm developnent programne, but, when these funds
ceased to be available, the league virtually collapsed and the
resultunt lack of confidence in the league made the current
project much nore difficult to establish.

6.4.1If it is not possible for NASCCIOS to obtain long term assistance
in the near future, serious 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.



NASCCLOS SELF - SUFFICIENCY

1 End of project status
The Ieague will generate sufficient revenue from its own
sources to finance more than 50% of its operating coats

(complete financial self - sufficiency is projected in 1988)

2 Actual status

2.1.  PERCENTAGE OF EXPENSES INCLUDING TRAINING, MET FROM
NASCCLOS INCOME

6 Months
; to130 June
ggo 1%%1 1%52 42%2 ___2%%
Original budget
Operating cost 52,903 77,699 80,58 117,104 50,856
Revenue from our
sources 3,174 3,896 26,502 24,156 12,078
Yercentage of
operating cost
financed by
revenue from
our sources 6.0% S.0% 32.% 21.6% 23.6%
Reviged budgat
Operating cost 68,278 103,877 115,974 No No
g Revised Revised
Revenue from our )
sourcus 4,000 9,530 24,365 %2252385 ?2282834
Porcontage of
rating cogt
financed by our
Bqurcoti 5.% 9-% 210% - -
Actual
Operating cost 60,176 96,673 110,155 101,820 01,338
Revenue from .
our sources 3,427 6,623 11,462 11,274 7,503

Percentago of

operating coat

financed by our

sourcoo 5. 7% 6.9% 10, 4% 1M1.0% 12.%



2.2 PERCENTAGE OF EXPENSES, EXCLUDING TRAINING, MET FROM
mm———l——.—_—___—_-_._____
e ——— e ety

6 Months to
30 June
10 1981 1982 1983 1984
Le Le Le Le ILe
Original budget
Operating costs 35,903 45,699 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%  8.9% 54,9 24.88%  33,60%
Revisged budget
Operating costs 49,278 ©4,877 76,974 No No
Revised Revised
Revenue fromn our Budget Budget
agurces 4,000 9,530 24,365 for 1983 for 1984
Percentage of
operating costs
financed by our )
sources 3o 1% W% 31, 7% - -
Actual
Operating costs 46,724 60,939 74,870 77,064 46,065
Revenue from our
gourcoa 3,427 6,623 11,462 11,27 7,503
Porcontage of
operating conts
financed by our
Bources 7.2% 10,9  15,%% 1, 6% 16.29%



3. ADMINISTATIVE SYSTEMS AND PROCEDURES
3.1. Actual status

3.1.1.

3.1.2.

3¢5,

As was stated in the nmid - term evaluation of the
project, NASCCLOS have found office acconmodation,
which is centrally located in Freetown, established
a systen of regular nonthly repoerts fron relevant
nenbers of staff{ to the nmanager and fron the nanager
to the board, established systems for control and
disbursenent of funds and a filing and record systen.
The office accommudation is still adequate for progent
and expected circunstances and the systen of nonthly
reports for intcrnal connunication is otill in
operaticn and assures that the bnard and nanagenent
are fully awarc of progress by cnployees in neceting
abjoctives.
Although the adrinistrative procedures were cotablished
at any carly stagc of the project and oppear to have
beon nperating efficicutly, thore was no adninistation
nanual, which cluarly set out all the systems in
dotail until early 1984, Ap part of the nanagenent
nanual of opcerations, tho nanages hao now written
A nanagenent control systeinn nanual which fully
docunonts tho procedures for all of tho following
agpuctn of adninistration:-

n) commnientionn,

b) correnpondenco,

¢)  filink nyste.n, naintonance, control and disposu.

d)  copving and ntoneiling “fficial natoriala,

o) ctationory and wupnlion,

f)  furpitare and equipront ,
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g) transportation, and

h)  security and safety.
The nanual is very conprehensive and the procedures set ouq
therein should be sufficient to cnsure that the adninistra-
tion of NASCCIOS is carried out efficiently.

3.1.4. In the case of tho systena for control and disbursement of

funds, these were to u large extent docunented, but again
there was no nanual, which detailed all the procedures,
until carly 1984, when the accounting and financial
hanageuent nanual was prepared by the lnanager as part of
the nanageuent nanual of operations. This manual also is
very conprehensive and esteblishes procedures, which should
provide good contrsl over all receipts and disbursenents
2f funds.
5.2. Conclusiun

NABCCLOUS has attained graat guccecag in eatablishing and opurating

ito adninistrative procedurvs. All hacogsgary procedures are

docunontod in deteil and the futurc c¢fficiont adninistraticn of

NABCCLOS, uven if thore were L. bo ataff changus, should be

aosured,



CORENIS

3,1, When the project proposal was prepared it was felt that it
would be unrealistic to expect NASCCLOS to bscome financially
self - sufficient within less than ten years. The self -
gufficiency stratezy called for achieviug.complele financial
self - sufficiency in three phases.

FPoase 1 was for a three year period, during which vubstantial
external finlnciil assistance would be given and at “he end

of this phase KASCCLOS was expected to meet 50% of itn
operating costs, excluding treining, fron revenue from its

own sources.

Phase 2 was also for three years and, with declining financial
assistance, the proportion of expenditure which would be nmet
fron NASCCLOS revenue was expected to increase, until at the
end of this phase all operating expenses, excluding training
would bo npet. |

At the end of phase 3, which was for a four year period it was
expected that NASCCLOS would be completely financially self-
sufficient and would not require external financial
assistance.

To achieve tho requiruvd degree of financ ial self-sufficiency,
NABCCLOS was expected to control expenditure and keep within
budgots und to substantially incroase revenue fron all
sourcos,

J.2.pxpenditury
At the tine of tho nid-torm evaluation it was realised that
inflation in Biorra Leone had been greater than expocted and,
vith the dolay in starting the project, tho uvriginal budgets
were n> 1nngor realintic, &Nd they were thorefore revised.
Throughsut the project expenditure has been well controlled
and has been consistontly bel>w the revised budget. V)



3.3.Revenue

343.1. The expected sources of revenue for RASCCIOS werc:-

(a) affiliation fees,
(b) dues from affiliated socicties,
(c) stationery sales, and

(d) commissions from rigk managenent,

3.3.2. Affiliation fces arc a one-tine fee of Le 10 per

30 30 5'

society payable when the socioty first Joins NAECOLOS.
Over the life of the project it was budgeted that
Le2,400 would be carned fron affiliation fces and the
actual revenue hag been Le 2,360. Income fron
affiliation fees is likely ta be neglibible in

future as the nunber of new societios affiliating
will not reach the levels oxperienced in the oarly

years.

Dues fron affilinted socictios are at precocnt and
will continuc tn be the major source of income for
NASCCLOS. The rate of ducu charged ino 2%, which {so
in line with the projoect propogal, but the percentage
of duoso cdlloctod hag beon much lens than it ghould
havo been and in fact hag boon declining otoadily.
The onviugs of gociotioo have not remched tho
oxpected luvel, due to ovor-ostination of the gize

of the cooperativoe noveront in Sierra Iwone but the
nuin reason that duen collected have not roached tho

targot Ly tho vonr eolloction rate.



3,3.4, The gross revenue fron sales of stationery has been
below budget throughout the project, but margins have
been higher than anticipated which has meant that the
net profit fron these sales has not been so badly
affected. Most societies do use NMABCCLOS stationery
and income fron sales of stationery should continue
to contribute to the financing of NASCCIOS, although
revenue fron this source cannot be oxpocfod to show
any substantial increase.

3,3,5 The risk management programme was not introduced
during the project and has therefore not yet produced
any income. Agreenment has now been reached with
ACOSCA and OgRA regarding the comnencenment of the
prograrme and, as many society officials have ’
expressed a desire to participate in it, a regular
inconme should be forthcoming fron commissions in the
near future.

., CO ON
4,1,RASCCLOS hes not achieved anything like the degree cof
financial self - sufficiency which' was required. At present
external financing of approximately Le 100,000 per annunm

is required to meet operating costs and only 12% of total

operating costs are being met from internal sources of

revenue.

4.2.Expenditure is already being vgll,controllcd and it is the
collection of revenue which nust be inproved if RASCCLOS 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 nanagenert progranme will produce sone revenue in

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

W



area to which NASCCLOS must look for an increase in revenue.
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 NASCCLOS
and of their employment depends on their efforts in
collecting dues.
The najority of affiliated societies do appear to
appreciate the benefits they gain from menbership of
NASCCIOS, but they do not appear to realise that the
services they rcceive must be paid for. NASCCLOS should
imnediately communicate with all affiliated societies and
convince the members that, unless they pay their dueas, the
services they receive at present from NASCCLOS may no
longer be available.

4.3.In addition to inproving the collection of dues, NASCCLOS
rust attenpt to increagse the dues base, which is the
savings of the affiliated societioes. Although total
savings can be expected to rise cach Year, the only way in
which a major increasc can be achieved ig by increasing the
nunber of affiliated societies and in particular
pronoting large workoer group societies which is an area in
which NASCCIOS have so far not had any suceaas.

4.4.The only other potential source from which NASCCLO8 could
hopo to carn revenue would be a central finance achene and,
although it was suggestod that this would be eatablished in
the second yoar of the project, no such scherie has yet been
jntroduced. Many of tho sociotics would welcome a central
finance acheno, but noot of them would be nuch nore
interestod in roceiving loans than in lending roney to
NABCCLOS.
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4.5.NASCCLOS will require external financial assistance for at
least the seven yoars remaining of the original programne
and it is import_ant that a new long term plan be Prepared
with realistic estinmates of the future viabiiity of
NABCCLOS and concrete proposals for increasing revenue both
in the short term and in the long term to o level wheré
operating costs can be met. If no way can be found of
generating sufficient revenue, the only way for NASCCLOS to
achieve finanoial self - sufficiency would be to reduce
costs and, although this will inevitably lead to a reduction
in the services provided to affiliated gsocieties, it m&j be

the only alternative for the future.



INSTITUTIONAL DEVELOPMENT OF NASCCLOS

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 developnent

of certain individual technical capabilities within NASCCLOS

itself. These were identificd 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 conprehonsive

plans detailing services and activities to be pursued;

nmost inportantly, a 5 - Yyear instutional developuent,

Such a plan will be based upon systenmatic identification

of the neceds of affiliated socleties,

b) NASCCLOS will possess denonstrated technieal capabilitiog

in at laeast cach of the followine areas:

1

rn

N O oW

planning and cvaluation,

financinl ranagenant,

adninjstrative systeus and procedurcs,
porsonncl nanagement,

accounting and bookkeeping,

risk nanagesient, and

prorotion.
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1.

FLANNING AND EVALUATION

1.1.

1.2.

Actusl status

During the first year of the project a cooprehensive

analysis of the procedures required to achieve the

desired end of project status was prepared by the

nanagerent advisor and the manager. The actual capabilities

of NASCCLOS worc asscssed and a tinetable prepared for

attaining each specific objective. This plan wvas used

at the start of the project in place of an institutional

devalopnent plan, which was to have been prepared during

the second year of the project. No institutional

dovelopnent plan has yet been prepared.

Connente

1.2.1, NABCCLOS prcpares budgets cach year and plans the
training prograrcne fer the subsequent year at the
ond of each year. Nn plan is prepared for any
period in excess uf one year. Although the
objectives of NASCCICS arc spocified in the bys -
laws and the rnanagenent havo a general idoa of what
MABCCLOS is oxpected to achicve, there ie no detailed
Plan of cxactly huw thoso objectives are to be
achiaved.

14242, The ingtitutional developnent plan should have
been bagsed on tho nocds of affiliated sociotics and
theao have to bo identificd bof.re the plan can be
propered,  NAGCCIOS du nit at presont have
sufficlont dotailod fnfumatisn >f tho needs and
canadilitico «f tho individunl affiliated

ouciotion to vnable then tu properly plun to neet

-
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those needs and improve the capabilities. A
questionnaire has been prepared to obtain the
necessary data, but these have not yet been conpleted
for each society. After the questionnaires have
been conpleted and the information obtained has been
collated, NASCCLOS will be in a position to identifty
the needs of the affiliated societies and to prepare
a suitable plan to ncet these needs.
1.3. Conclusion

1.3.1.MASCCLOS do not at present prepare any long tern
developnent plans and the specific target of preparing
the 5 - year institutionai development plan has not
been achieved.
There is a certain degree >f short tern planning each
Year, but no overall y en to neet the specific needs
of the individual soci

1.3.2.NASCC10S should place a high priority on conpleting
their questionnaires for the individual gocieties to
cnable then to identify their nceds and assess their
capabilitics. It is only after this infornation has
been obtained and properly collated that a neaningful
institutional developuent plan can be prepared.

N



2.

FINANCIAL MANAGEMENT

2.1. Actual status

2.1.1,

2.1.2.

2.1.3.

General
When the nmid - 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.
Self - Sufficiency
The degrec to which NASCCLOS has achieved self - suffi-
ciency and the prospects for self - sufficiency in the
future have becen covered in a separate section of this
report.

Dues formula and collection procedures

In rebruary 1980 at the annual general neeting of
NASCCLOS, it was agreecd that dues should be payable at
the rate of 1% of affiliated societics' savings,
instead of the previous inadequate flat rate of Le 6 psr
socioty, and at the 1983 annual general meeting it was
agreed that dues fron affiliated societies should be
increaged to 2% of total savings. NASCCLOS have
therefors achieved the target for dues rates during the
course of the project.

It was ostinated that {AGCCLOS should be able tn
c7lluct 30% »f dues fron gocietica after thoe first yeoar
af the projoct, during which 40% wnp cotinatod to bo
colloctille. In 1980, the firat your, tho target wan

excaodad and 40.7% £ the total duss wers collooted.

™ (’E
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In 1981 48.%% was collected, compared with the target

of 80%.

The increase in dues to 2% of savings should have been
taken place during 1982, but did not nceuaiiy happen
until 1983. The budgeted collections for 1982 are
therefore not relevant, but assuning the sane budgeted
rate of collection, with dues being payable at % of
savings the actual collcctions would be *1'% compared with
the budget of 80%. In 1983, the year in which the dues
rate was increased to 2%, only 17% of the total duca
were collected.

It appears obvious that many societies do not consider
that NASCCLOS provides sufficient services to justify
the increase in dues. We feel that if NASCCLOS wore able
to provide ingurance and some form of central financsa,

nore societios would be willing to pay the increased ducs,

NASCCLOS dc not actually send invoices to smocieties for
thoir dues. Instead they rely upon field workers to
‘calculate the duca, Infrn tho societics how nuch they
should pay and colloct the dueg.

In lato 1982 there wan a nisappropriation of dues
collected fron societios, which resulted in one field
worker being disnigacd and diaciplinary action being
taken againat anothor two. At thin tine a now procedure
wan in%roduced for wettling fundo collectad by staff,

The new procedurw shnuld ennure that, where rocoiptm arv
iooued, any cnllectiong will Le properly accountad for.
Thero ia otill howover a lack of ¢ontps] ne the officialn
of raay aceiotioa aro {1literate and would nat necomsarily
roquoat an official receipt cr be able t) recognise an

officinl receipt.
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fo improve the rate of dues collection we would
reconnend that NASCCLOS issue official bills for dues
ts all societies based on their reported savings at 3
Decenber each year and that there be an independent
check of all societies to ensure that, where dues have
been paid by s society, they have been received by
RABCCLOS. To check on dues paynents we would suggest
that staff of the Cooperative Departnent be asked to
confirn to MASCCLOS whether the societies they visit clain
to have paid their dues and that enquiries be made by
JUBCCLOE staff, independent of those responsible for
collection of dues, of delegates sttending each annual
geners. neeting.
After it ham heen established that all dues paid by
gosietias have been received by RABCCLOS, suitadle
acti.n eheculd b taken by MADCCLOD against defsulters.
Buch action shculd include rezinder letters, visit by
RAGCCLOS staff and :ventuslly, after all other avenues
have been pursied, withdrawal or"zuaccwc fecilitiesn,
2,11, Pudget planning coptrols and anslyels
An arnual budget is prepared by the sccountant after
consultaticn with all appropriste necters of staff
regarding proposed activities for the year, Quarterly
nDeetings are held with regional 5!ticor¢ end field
staf! at which sotusl expenditure is compared with
budget and ARy nHeCesARrY COrrective DARSUreA Are
sgreed ypcn, The Ludgete are ueed sffectively to
Cortr:l exsoniiture,
In the case of iaca'e, bujpets are baped an the targets
set Lut for the Hrcleel Aqd 4% hse been proved 6, oo

prectice that thos: Arc unresliatic unter current



2.2,

circunstances. More realistic budgets should be
prepared, in order that control can be oxercised over
the attainnment of the budgets. It is not practical to
expect collections of incone to improve to any groat
oxtent wnen the staff involved know that the budget
cannot be met. Procedures for collecting incone have to
be inproved, and officitls of societies convinced of the
benefito they will receive fron paying dues and the
penalties of not paying then, before budgeted inconme can

be incrcased with any prospoct of nctual achievnent.

Conclusion

2.2.1 NABCCLOS hug achisved considerable succeas in the
nanagenent and control of its expenditure, but colleotion

And control of ravenue have not shown any inprovenent.,



3

coiTENTS

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

would be unrcalistic to expect NASCCIOS to becone financially
gelf - sufficient within less than ton years. The sclf -
sufficiency stratezy called for achicving conplete financial
self - sufficiency in three phases.

Phase 1 was for a three year period, during which substantial
external financial assistance would bo given and at the end
of this phage NASCCLOS was expected to meet S0% of its
operating costs, excluding training, from revenue fron its
own sources,

Phase 2 was also for three years and, with declining financial
assistance, the proportion of expenditurc which would be net
fron NASCCLOS revenue was expacted to increase, until at the
end of this phase all operating expenscs, c¢xcluding training
would be net,

At thu end of phase 3, which was for a four Year period it was
expoctod thot NASCCLO3 would by completely financially self=-
sufficient and would not require external financial
agnigtance,

To achieve the requirud dogree of financ 1al oclf-gufficicnoy,
NABCCLOS wap oxpected to control expenditure and keep within
budguts and to subatantinlly incroage rovenuc fron all

aourcon,

3.2.Exponditury

At the tine of the nid-torn ovaluation it wan roalimed that
inflation in Bivrra Leonv had beon greater than espcoted and,
with the dolay in atarting tho projoct, the original budgets
wore no lnngorr¢n11n¢1°' cnd they wore thurefore revised,
Throughout the projoot uxpenditure has Leen well controlled

Y He



4,

PERSONNEL MANAGEMENT

4.1,

Actual status

4.,1.1.

4.1.2.

4.1.3,

a.q.ul

4.,1.5.

General

A nanagenent nanual of operations, covering all
aspects of personnel managenent, was prepared by
the nanager in February 1984,

Punction / task analysis

The staff requirements of NASCCLOS were identified
and the uasks to be perforned by each staff
nenber werc cstablished.

Job description / terns and conditions

Full job descriptions have been prepared for each
position and standerd terns and conditions of
enploynent have been prepared and put into
nporation.

Recruitnent and selection

All required positions were advertised in the local
nedia, applications received were revicwed by a
psrsomnel coinnittec, couprising the luague

narager, the nanagenent adviser and officiala of
the Departnent of Cooperatives, and suitable
applicants were interviewcd by the personnel
cornitteo, who sffered each position to thome who
best satisfied the requircneuts.

Staff training

One najcer supervisory course for 11 nenbers of
staff was organised and conducted by OIC Siorra
Leono and scverol grnior nenbors of staff havo
attended ACOBCA nponsored training courses
relovant to their positions fron which thoy

appoar to havo benofited considerably. No

P



4.2,

proper training or staff developnent plan has as
Yot been prepared although the management nanual
of operations prcposes that these should be
prepared for each staff nenmber on the basis of
standard forms, regarding the enployee's needs
and potential, to be complated by both the
innodiate supervisor and the enmployec.
Conclusion
NASCCLOS have achieved the first three objectives of their
personnel nanagenent progranne, which are function / task
analysis, Jjob descriptiocn / terns and conditions and
recruitnent and gelection. Once the nanagenent nanual of
operations has boen fully braught into use, there will be
laid down procedures and appropriate standard forms
available for each of these and provided the manual is
followed these clenento of porseonnel nanagerient should
oporato officiently.
Although guii training has been given to nornbers of staff
there is n. proper prograae of training to cnable staff
to develop their full potontial and currently there is no
procodure for staff vvaluation. Both these aspect have
been fully covered in the nanagenent nanual of opoerations
and the systens which have boen designed for idontifying
orployee develop-oent noeds and for enployee evaluation
appoar to be adequate for the needs »f NASCCLOS.
Although NAGCCLOS have not yot fully densnatrated their
tochnical capabilitioo in pers unel nanagenent, thoy havo
a vory good prtuntinl cnpability.

-
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AQCOUWIING AND BOOKEIEFING

5¢1+

A
5.1.1%

5.1.20

ta

Acco ten

An accounting systen which is appropriate to the
needs of NASCCLOS was designed and irmplenented
during the first year of the project. At the start
of the project the NASCCLOS panager maintained the
bookkeeping records, but during 1981 a full - tine
bookkeeper / accountant was employed and he is at
present wholly responsible for the maintenance of
the accounting records and the preparation of
financial statenents.

Bookkeeping

The bookkeeping records are raintained up to date
by the accountant, The auditor of NASCCLOS
reported on the accounting systen and intermal
control in March 1984 and although he expressed
hineolf as ntis!‘liod that thu systen would

produce accurate financial infornation there were
several points to which'he felt he should draw
attention. Generally there was a narked irprovenent
in the standard ¢! the bookkeeping and control over
the four years tc 31 Decerber 1983, but at that
date the following najsr improvements were required:-

(a) no bank reconciliations were prepared,
(b) no firnal fixed assots registor wam
raintained, and
(c) stock rucyrds were inadequate.
The auditsr'a rep-rt has been nccepted by the
“anago:.ert £ NASCCLOS, who have stated that they
will nak¢ all rec-:iondsd changes., %



5.1.3.Financial statenents
A zonthly incone and expenditure statnent, together with
8 trial balance is prepared by the accountant nonthly.
Annual financial statements have been prepared and audited
for each year up to 31 Lacember 1983. fThe financial
statertents 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.Accountirng nanual
A cooprehensive accounting nanual was prepared in Pebruary
1984. This covers all aspects of the lcague's bookkeeping
and accounting systens 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 naking the changes suggested by the auditor and
fully introducing the procedures and controls outlined in
the accounting rmanual, should be capable of producing
accurate, relevant and up to date financial infornation
and of properly contrclling the revenue, expenditure and
assets of the league.
5.2.2., Over the period of the prcject there has been a
substantial inprovement in all aspects of the lcague's

bookkeeping and acceunting.



6.

RISK MANAGEMERT

6.1.

6.2,

6. 50

Actual gtatus

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

prepared and is ready for printing,

Conments

ACOSCA, who run the risk managenent programme throughout
Africa for CUNA, who are the underwriters of these
programnmes throughout the world were in dispute, at the
time the progranmme should have been introduced in Sierra
Leone, because cerﬁhin other countries had not yet met
their obligations and no new countries were being admitted
to the programne. This dispute has now been resolved and
the progranme in Sierra Leone ig ready to start once
certain fornalities have becen conpleted and funds are
received from ASOSCA.

During our survey cf a sanple of the affiliated societies,
we were inforued by nany of the societies we visited, that
the risk nanagenent programme was one of the major attrac-
tions of membership of NASCCLOS and that thoy were
anxiously awaiting its introduction. We feel that if this
programne is not introduced in the near future or is not
run efficiently, it could have very serious consequences for
NASCCIOS, because of the loss of rovenue from preniuns and
the potontinl loss of affiliates.

Conclusion

Ay the programne has not yet beon introduced we are unable

to comiont on ity operatien, Tho delay in introductinn

")
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wag due to external factors out with the control of
BASCCIOS, but it is vital to the future of NASCCLOS
that the programme be introduced as soon as possible and

that it be operated effectively.

>
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Tole jctual gtatup

7.1,

7.1.2.

7.1.3.

7.4,

RABOCLOS has not developed any detailed plan of its
proposed promotional activities, either during the
life of the project or for future years.

The project proposal called for & major effort in
pronoting societies anmong workers groups in urban
areas and particularly in Preetown and a focus on
consolidatic . rather than expansion in rural
districts.

To a great extent NASOCLOS has been sucessful in
consolidating its position in the provinces and
societies have been persuaded to affiliate o1
re-affiliate with RABCCLOS. Because of the lack of
Teliable data regarding nmenbership savings and loans
before and during the early stages of the project, it
is nct possible to quantify in percentage terns the
inpact-of the pronoticnal activities of RASOCLOS in
the provinces. However fron our visits to societies
in the provinces we can say.that there has been a
goneral increase in nembership, savings and loans
throughout nost of the societies. Pronution in the
rural areas has been through seninars and treining
courses and contact with societies through field
workers,

In the urban areas, pronotisnal activities have been
less succossful. Beorinars nave been held for trade
unionists and <thor p:seiblo organisers of societios
and by late'4980. when the nid - tarn evaluation was
carrisd ~ut, niie wriliers grounr werc identifivd f£op

Tac formati L of sucdctios. N ne of theme n~cietien

20



was forred and affiliated and it was only carly
in 1984 that it was decided to concontrate on this
area again,
7.2. Conclusion

7.2.1. NASCCLIOS have been succossful in pronating the
lengue in rural arcas and have subatantially
increased the nun ber of affiliated gocieties,
but in the irportant arca of urban worker group
gociciticy their ufforts have not gucoeded.

7.2.2. A dotailed proneoticnal plan should be prepared
for the future with the aajdsr erphasis being on
the pronotion +f new worker group aocietics, which
could be vital t  the futura f HASCCLOS, as it is
in thia area that the accedanry revonue c.uld be

earned to aynjst NASCCLOS towardo self - sufficiaency.



DEVELOPMENT OF AFFILIATED SOCIETIES

The creation of an expanding network of savings and
credit cooperative societies that have, with the support
of tho league, the financial and technical capabilities
sufficient to provide required savings, credit and other
related services to an increasing menbership, wae onc of
the prinary purposes of the project,

Certain specific indicators of the developnent of the
affiliated socioties wecra identified in the project
proposal:

1 Meubership of affiliated gocieties should be at
loast 40,500,

2 Savings in affiliated societias should be at
least §2,350,000,

3 Loans outstanding in affiliatcd societios should
be at least 82,600,000,

4 S50% «f uffiliated rocicties chould be ablu to pay
dividends >f 55 of uenbera' savings,

5 30% of affilinted nociotion should be able to
independently naintain accurato bookkoeping
records und prepare financial stateuonts, and

6 9N of affiliated cociotien should have loan
ropaynvnt ratoen in excuss of N,

Each of thepe cpecific objectiven in coverod im detail

in this occtiun of the report an are tho inatitutiona)

capabilities of Lhe individual soclotien and thairp

relationship uith NMASCCLOS,

5



MEMBERSHIP OP AFFILIATED SOCIETIES

1.1.

1‘2.

“.30

End of project status

Membership in affiliated societics will be at least 40,500,

Actual status

Total membership of affiliated societies at 31 Deceuber
1983 was 15,978, with the average membership per society
being 67,

Comments

1.3.1. The total membership of affiliatod gsocioties at

31 Decombor 1983 was only 30 % of the ootimated

end of projott membergship. It was realised after
the survey of all active savings nnd credit
co-operativen carried cut in 1980 that the

original cotimates of the numbar of activo societien
in Sierra leone and the average alze of the
societion worc vantly overontimated., The survey
idontified 34G active cocliotion with a total
membership of 21,268 and an average nenborahip of 61,

1.3.2 At the tice of the nid-temn evaluation, {t wag

realised that the originml turgaet as regards
monborahip could not be met, but 5o rovised targot
wan aet. It wan folt at that tire that the best
way of increaning resberehip of affiliaten was to
concantrate un pronoting fiow miciolios anross
enployer gruups 1it urgan Areas, The prliey has t9
a8 cortails oxtont bepn suceesaful particularly with

twe aveieliear the flerra Leone Dockworkers Boniety

bt
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haa increased its menmbership from 189 in 1978 to 667
at 31 December 1983 and the Eierra Lecne Teachers
Union Bociety has attained a nembership of 3,947 at
31 December 1983, since its inception in 1979,

These two aocieties together account for almost 29%
of the total menberahip of affiliuties.

1.3.3. There are not many other employer groups in Bierra
Loone which would have a aipilar potential membership
to the two mentioned above, but one area which
could provide a substantial necberahip and which does
not appear to havo been approached by MASCCLOS ia
Governmont Department and Ministrive,

1.3.4. Wo have attonmpted t) obtain up to datec atatistica
of tho totsl menbership of all societies in Oierra
Loane from the Department of Co-oparativen, byt
have boen unable to obtain any figures after 1980,
A0 wo are unable to coupunt on the proportion of
total menbopship of affiliates to total ranherehip

throughout Bierra leone,

1¢3:5. No atatistics are available of total nemborship of
Affilitien at the start of the project and there ia
no nBeana of calculating the incremwe in nendership

during the course of the project,

1.4, gg!!el\lﬂldﬁ

1.8,1, The orielual targst han not boe: nat, but duo to the
sveroatinaticn of the potential nenberahip at the

start of the priject, thia wag tu he expacted,

ol
s
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1.4.2.

1.84,3.

Due to the lack of atatiatics on menbership, buth
of affilitiecs and throughout the country, over a
period of ycars, it ia not possidle to comment on
any trends in the total nembership of affiliates
or the proportion of nmembership of affiliatea to
total country menbership.

We reconnend that, in future, NASCCLOS intensify
1ta efforta to fors new societies within workera
groups in urban aveas, as thia still appears to be
tho area in which the moat aignificuant increaae in

panbership could be achisved.
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VINGS IN AFPILIATED 50CI

2.1,

2.2.

2.3,

d of

oject atatus

Gavings in affiliated societiea will be at least $2, 350,000,

Actual

Gtatus

Bavings in affiliated societies at 31 Decombor 1983

totalled Le 1,884,528 which ia equivalent to $753,811 at

the curront exchangs ratc of Lo 2.50 to US$ 1.00.

Counentna

245.1. Although the actual dollap savinga of $753,811

¢ 20’.2-

represents only 32% of the entinated end of projeot

savinga, thia is a risleading copparison as the

value of the leune againut the dollar hag decroaned

by 9% usince the criginal project propuna) wan

propared,

The level of auvings prajected at the tine the

Project proposal was prepared and wctyal cavingo at

31 Docerber 1983 can be conpared as followa:

Project 31 Dwcanber Porcentage
rarn I “Srtargef
Value of sne ,
Loote $ 0.% $ 0,40 4 1%
Tatal savings .
in dollars §2,50,000 8 753,011 3%
Tot 14 . , )
(n Toomen 69 2 592,959 1,684,528 79%
Averagoe eavinga
peor iwiaber 3- )
dvllara § 4 § 17 81
Average eaviigs
r ronber in e % Le118 200%

areo
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2¢3.3. In addition to the effects of the decrease in the

2- 5.“’.

2.3.5.

value of the leonc over the period of the project,
the total savings in affiliates wore advergely
affected by tho reduction in the number of nembers
in affiliated societies compared with the original
estimate. Although the nunber of members in
affiliates ia only 39% of the projected nembership,
savings in leones are 79% of the cstinmato and the
average savings per nmember ere twice the original
catinate.

When the original projcct proposal was prepared the
nininun nonthly savings per nember wore Le 0.50 or
Le 1.00. 1In June 1984 we carricd out a survey of
25 oocieites and found that the minimunm savings por

renber were: -

Mininum nanthl Nupnber of Percentage
onv!ggn Bocictiesn of nocioeioa

Lo 1 1 "%
Le 2 9 3606
Lo & 1 u%
Le 5 1 W
Le 10 3 2

25 100

Both the total savings and the avorage savings per
popbor have buen greatly incroansed by tho i{inolunion
of the Biarra Leona Tenchors Union Cooporative
Bocloty. This nucluty wan furned tn 1979 and
affilictod with NAGCCIOZ in Fobruary 1980. The
growth of thio oovcloty han beon very rapid and it ip

at proasont Ly far the largest cvoporative gocioty

2



in 8ierra Leone. The total membership and savings
of affiliated societies at 31 December 1983 can be

analysed as follows: -

All Affilioates
excluding
Affiliates _ SUM SLTY
Total menmbers 15,978 12,031 3,947

Percentage of
nenbers 100% 75% 2%

Total savings Le1,884,528 Le1,227,102 16657,426
Percentage of

savings 1CO% 65% 35%
Average savings por
Menmber Le 118 Le102 Le167

2.3.6. The average savings per psmber vary enormously anong
the affiliated societins, but there is an overall
trend towards higher savings per nembér as can be
scen fron the following statisticeg: -

Percentage of
Percentage of affiliated

Avorage ocavings societies at sociaites at
per nenber Juns 1978 31 _Decenber 1985
less than Lo S0 75 17
Le 51 - Le 100 22 47
le 101 - Le 150 2 18
Lo 151 - Le 200 9
Le 201 -~ Le 300 7
over Le 301 —_— _2
100 100

e



Conolusion

2.4.1, Due to thc decrease in the value of the leonc
¢gainst the dollar and the over-estimation of the
potential nunber of nembers of affiliates the
dollar target for total savings has not beon
reaghed.

2.,4,2, Average savings per nember and nininun monthly
savings have increased subatantially over the
period of the project and, although the laone target
for total savings has not been reached, it docgs
8¢en clear that the project has had a najor inpact
on the total level of savings in affiliates and in
thia respect at leaogt the project hLias cortainly

achieved considurable puccess,



'LOANS IN AFI D_SOCIETIES
End of project status

Loans outstanding in affiliated socicties will be at
leoast $2,600,000.
Actual Status

3.1,

3.2.

3.3.

Loans outstanding in affiliated societies at 31 Decenber
1983 totalled Ie 2,191,597, which is equivalent to
$876,659 at the oxchange ratc of Le 2.50 to US$ 1.00,

Conrnentg

3.3.1.

3.3.2.

3.3.3.

The decline in the valuoe of the leone coopared to
the dollar of 59%, which was mentioned under the
heading of savings, sinmilarly applica to loans,
Although loang at 31 Decenber 1983 are equivalent
to only %%.7% of the target in

dollar terns, in lesne terna the uctual loans
repregent 8(% of the target,

Ao total suvings at %1 Docomber 1983 wore only 79%
of target iu leone terns, it is antural that the
total loana outstunding ghould not have reachod

the targot. The originnl eatinnte was that loans
would be 110.6X% of savings, and at 31 Decenbor 1983
loans outatanding totalled 116. % of total cavinga.
Ap in tho canu of suvinga, the total loann outntand-
ing have hoon greatly influvncod by tho formation and
nffiliation of the Bivrra Leonc Teachera Union
Co=oporative Biocioty., The loann outatanding in thia
nacioty totalled Lo 491,704 at 31 Doconbur 1983 nnd
roproaented 22,4% of the loanu amtatanding for all

affilintod gociotica.

L0



3.4.

Conclusion

Given the reduction in total menmbers compared with the
target due to the overestimation of ihe potential
nenbership 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
cxpected. The proportion of total loans outstanding
conpared with savings has exceeded the target by 5.7%.



DIVIDENDS

4.1.

4.2.

4.3,

End of project status
50% of affiliated societies will be able to pay a

dividend of 5% of member's savings.

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 cvidenced by their financial
statenents, 2 said they did pay dividends but were unsgure
how nuch and could not produce financial statenments, and
the remaining 6 said no dividends were paid and could not
produce financial statements,

Conments

There does not appear to have been any concentrated effort
by the staff of NASCCLOS to explain to the otfic;lla of
the societies the advantages of paying dividends. The
general attitude in the socicties visited appeared to be
that paying dividends would reduce the funds available
for naking loans and thoy were therefore unwilling to pay
any dividendg,



Conclusion

NASCCLOS has not made sufficient efforts to encourage the
paynent 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
recornmend that NASCCLOS should nake 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
menbers are given the option of withdrawing their dividends
within a specified timec limit, in which case not all
dividends would be withdrawn and cash paid out would be

less.



5.

N TED SOCIET

Se1e

5.2.

505. ¢

End of project status
30% of affiliated societies will be able to independently

maintain accurate bookkeeping records and prepare

financial statements.

Actual status

NASCCLOS do not have statistics on how many socieities

maintain their own bookkeeping records and prepare

financial statements. Of the 25 societies we visited,

only the S8icrra Leone Teachers Uﬁion Cooperative Society

maintained full records and prepared financial statements

independently.

When we asked for details of other societies which

naintained their bnokkeeping records independently, we

were told that in the Western Area, which includes

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

(30%) which did to ponc degree, but that the proportion

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

Connentsg

5¢3.1. A total of 340 gocioty nembers, against a target
of 270, received training in basic bookkeeping
during tho projoct and in nany of the societies we
visited the basic bookkeeping is carried out by one
of tho nonbors, who hao been trained, with
assintance froo NASCCLOS field astaff or Dupartnent
of Cooperatives astaff, NAGCCLOG field workers
rmado a total of 1,841 vigits to societies during
the project, cormparad with a target of 1,380, but
soveral of tho oucietion wo visited felt that
vinito wore required more ofton. The target for
field wurkors is to visit each mociety 4 tines a

L{L\



Yoar, but in sone areas whero the societies are
far from towns transport problems have reduced the
frequency.

5.3.2. In several casca the officials and all nombders of
the socieities we visited wore illiterate and we
have been informed by NASCCLOS' staff that this
is the case with nost socieities in the provinces
and many in the Wostorn Areas. Given thia
conatraint, it is not practical to expoct that a
large proportion of the affiliated sncietios would
be able to maintain accurate bookkeoeping records
wholly independently uf NASCCLOS and the Depatrtnent
of Cocperativeas.

5¢3.3. NABOCLOS introduced the conacopt of service centres,
to provido bonkecping and other serviceg to n
number of anciv tiea within a clogc geographical
arca, at an early gtagy of the projoct., Jour
servicu cuntreu have buen opened cach sorving
spproxinately 12 sociotion in different parts of
the country. Thuse service centres appear to be
roadily accepted by the individual wacjetios and
to provide adequate boukkeeping services.,

2.4, Cgnolusjons

9+4.1, NASCCLOG ham not not tho required targot of %
of affiliatod aocientien indepoendontly raintaining
agcurate bookkesping rucords and preparing
financial atatenonts, but, given the high degroe
of {llitoracy in fiierra leono, the gurget ia
unrealintic and unleas thore wan a rajor change
in the composition of the ranbership of NABOCIOB,

uq



with a nuch higher proportion of urban worker
group cooperatives, it would not be possidble to
reach such a target in the foreseeable future,

5.4.2. Borvice ceutrea, ainilar to those slready
oatablished, appear to be the only way in which
societiea would be able to be independent of
NAGCCLOS and the Department of Cooperatives. Wo
would recommend that NASCCLOS continue to
establish these wherever possible., It is however
inportant that each service centre have
sufficient socieities as potential menbers to

enable it to achieve self - wsufficiency.

Yo



Before During Percent
Eroject  Eroject.

Down Down

Up Down

Down Op

Up Up
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It is obvious froo these figures that the project has hed
s considerable impact on the growth of nenberehip in
individual societies with s downward trend being reversed
in 36K of those visited and an upward trend being

continued in a further 3&%. 1In the one society where an
upvard trend was roversed the nenbership incressed by 108
fron 1977 to 1980 and reverted to the 1980 level by 1983,
Ovor th: total peri>d, however, totsl savings in this
society incrcased by 90K,

Iz 8l the societies vismited all nendbers are obliged to
save at least the rininur savings esch month and, in the
case of savings, all nenbers are active,

Ir, the case of loans, nost of the societies were unadle to
give us details of the nunder of loans over a period of
severs! years., Of those who were able to give us statistic
w fourd that the percentage of nenbera taking loans
rexmincd fairly ateady {ror. year to year, but that the
Sercentageas varied c-onsidersdbly fron scciety to society,
with ~ie arciecy riving loans to wnly 19% of ite nenbers
wd anther to WA, Moat pocleties had loang outetanding

P Dotween 70 axt 7% T Sasr tssbers. 17




There alao appeared to be a difference botween the larger
urban socicties and rural societies, with the urban
Bocietiea giving larger loans to fower nembers than the
rural gocictica. Ncne of the societies were able to say
exactly how nany of their menbers had had loans in the
past but all assurcd us that all nembers had an equal
opportunity of obtaining loans and that nost nenbers

took ndvantage of thig at gone tine.



6.

LOAN REPAYMENT RATES
6.1, End of project status

90% of affiliated socicics will have loan repaynent rates
in excess of 90%.
6.2. Actual statug

No atatiotica of loan repaynment rates for individual
Bocisties are naintained by NASCCLOS.

Tho repaynent ratoes of the societies visited by us were

ag follown:-
Porcentage

Repaynent rate of Societion
in uxcess of 90% 16
79% to 8y% 16
50% to 6% N
leas than Y0% 24
infornation not available 40

100

6.3. Comjents

6341,

6. ’-2.

The individunl aocieties do not actually calculate
luan repayuent rates and the figurus given above

Aro our own calculations baned on the information
the nociastios were abdlo to give ua, In many cagoes
it was difficult to obtain the information we
required und wo do not feol that the information wo
obtained can be rolied upon as boing 100% accuratu.
In genoral the officialo of the mociotica did not
appoar ta be particularly coneornnad about loans not
boing repaid st the dus date. The Folielnl attitude
waa Lhat the loans csuld bo rescheduled and would be
repaid eventualiy, with the sfeguard that the
nenbera' eavings and those of the guarantor would be

R



6.“.

taken if roepayment was not made. Thers did not
appear to bo gufficiont awareness of the advantages
of tinely ropaynents to enablo the available funda

of the society to circulate nore anongst the nenbers.

6.3.3. Although all of the societiong we visited showed

increases in loans fron yoar to year in sone cases
8 large proportion of the increascs appeared to bo
due to thou rescheduling of loans rather than new

loans,

Qlcluaion

6.4.1. Tho target of 90% of affiliated societias having loan

fopaynent ratea in excess of 90% has not bean reached,

6.4.2. During training courses and on field viaits to

affilinted sociutine NASCCLOS nuat in future enphasise
the inportance of loang buing repaid to allow a

rovolving nource of credit to bo available to nenbers.



7. INDLITUTIOMAL CAPABILITIES OF INDIVIDUAL AFFILIATED SQCIETTES

7.1. General
We visited 25 societics, out of a total affiliated
nembership of 240. The societies visited included 18
rura’ gocieties and 7?7 urban csociotica, covered all areas
of the country, the nembership of the individual societies
varied fron 20 to 3,947 and oavings varied frou L; 1900
to Lo657,000. We foel that the societies we visited are
& representative sanplo of the total renbership.

7.2. Staffing
Only one of tho nocietien wo visived, the Siorra Leone
Teachers Union Cooperativo Society, which is the biggest
in 8ierra Lwone, had any full-tinmoe gtaff. All tho other
societico were run by a comnittee of betwuen S and 7
nonbora, of whom one acted ap either treagurer of
secretary and naintained the bagic bookkeoping recordo of
the vociqty. Moat of theso necretarios and treagurorn,
together with sonoe other connittee nenbera, have attended
NAGCCLOS seninars and rucuived mone training in basic
bookkeoping. Most of tho bookkeoping of thono socioties
and the proparation of their financial statenents ip
carried out with a lot of assistance fron oither MASCCLOS
or Departnent of Cooporatives ataff. In general the
connitteos mppuared to nanago tho oociotico, within their
linitatinna, in an ¢fficient mannor.

7.3, losn procodures
All the mocinition have loan connittecn, who are rosponaidle
for approving or diasapproving loans, allocating available
recourses to those nost in noed, onouring that loans ere

used for the correot purposes and that loans are repaid,



In all cases loans were only issued for business

purposes or for social needs, such as medical or funeral
expenses and school fees. There did not appear to be any
disagreenent from the members with regard to the granting
of loans by the comnittee 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 monbers and, although sone
societies did adnmit that not all loan are repaid at the
due date, none of them write off bad debte. The default
ing member ia interviewed by the Yoan comnittee and
repaynents are rescheduled or the loan is recovered

fron tho savings of the nember and his guarantors. In
nany instances the case of a defaulting nember is
digcussed by the wholo society at their monthly ncetings
and gcnorally there appears to be a synpathetic attitude
with nenbars helping ench other whero possible.

In our upinion, the prucedurca for granting end nonitoring
loans, in the socivties we visited are working very well.
Tho collection of loan repaynents docs not receive the
priority it should in noat of the nsocietioesn.

Menborship

Wo aoked all gocictico wo visited for details of their
nenbership over the panat 7 yearn to onable us to compare
tho tronas in nembership bofore and during tho projoect.

Tho trenda in nonburahip can bo sunnarised an follows:-



8. REIATIONSHIP OF INDIVIDUAL AFPILLIATED SOCIETIES WITH NASCCLOS

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

finding out about the societies themselves we also
questioned the committee nmembers about their relationship

with NASCCLOS and our findings are summarised below: =

Quesgtions Reply Pbggentlsgn'
1 How did the society Through NASCCLOS
hear of seninars or field 56
NASCCIOS ? workers
Through Dept of 40
Coopératives
Fron another society 4
Radio
2 Why did the General benefits and
gociety Jjoin facilities W4
NASCCLOS ?
For %raining 44
For insurance 28
To obtain loans 12
3 Do you receive
the following
services fron
RASCCIOS 7
a) training Yed 92
b) bookkeeping
asgistance Yoo 68
¢) field woikecra
vigits Yes 88
‘4 What other services Igsurance 56
could NASCCLOS
provide ? [oans 68
Bervice centres 8



8.2.

5 How could the More training for

train be illiterates 24
improve
Moro/longer training 52
More local training
coursca 28
6 Does NASCCLOS Yes 16
conmunicate
effectivaly with No 84
the society 7
7 How could NASCCLOS More vigits 8
inprove its
comnunication Provide litcrature about
NASCCLOS 8
Provido riore staff 32
Provide fiold workers with
adequate trangport 8
8 Do you receive value Yeu 76
nonvy fron NASCCLOS? HNo 8

Genorally the societics appenred to be satiafied that
NASCCLOS does provide useful sorvices nlthough virtually
all of the gocivties would like sdditional gervicoes,
pdrticulurly ingurance and leans fron NASCCLOS.

Training wan apprecintoed by all tho gocictieu which had
had neubers traincd and, although there wero nuggeotions
for inpraveaent of theo training offerod, theoe did not
appoar to bo criticiona of the preaoent aituation, but
rather a deoirc for an ideal altuntion,

The only najor aren <f criticinn wan tho luck nf
coruunicati n by RAECCION with thu nociotion, with 84%
of thooe vinited replying that HALCCLO3 did not

cuiiunicate offoctivoly.
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1.

NASCCLOS SERVICES TO AFPILIATES
M

Background
In 1978 when the project proposal was prepared NASCCLOS was

virtually dornant, with only two enmployees, and was nainly
concerned with persuading societies, which had Previously been
nembers, to re-affiliate. Some stationery was being supplied
to affiliated societies but no other services were being
provided.
ft was obvicus at thot time that cooperative societies in
fierra Leone were in need of a nunber of services to assist
then in their developnent and enable then to become effect' ve
in their role of primary suppliers of credit to their local
¢onnunities,
The project was intended to provide certain basic services to
the cooperative movenent to neet the problems which had been
identified at that tine. The following arcas were considered
%o be thoge in which assistance was nost needed by individual
societios:-

a) training,

b) risk nanagement,

c) otationery supplies,

d) bookkeeping agoistance,

o) otandard policies and proceduros,
It was intonded that as further needs developod, tha league
would attonpt to provide those. During the course of the
project, it becnne obvious that regional service contres to
oupply uainly bookkocping and adninstrative aggistance to a
nunber of gociuvtios within tho sane geographical arca, would be
wolconed by the socictios and would prove to bo a useful
servico. Tho nnly sthur servico which the socioties donanded

,)/
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2.

was a central finance scheme.

Training

Training is one service to societies in which NASCCLOS have
achiecved considerable sucess. Each year a conprehensive
training programe is prepared covering courses for NASCCLOS
directors, Cooperative Officers and inspoctors..bookkpepera
RASCCLOS staff and individual officials and nenbers of
affiliated societies. The courses and seninars are held at
local, regional and national levels and take place throughout
the country.

During our visits to individual societies we found that
various menbers and officials of all but one of the societies
had received training from NASCCLOS. The traiping was
considered to be rclevant and usaful and nenmbers trained did pu
what they had learnt in practicec and tried to pass on the
benefits they had gained to othur nenbers, When we asked

how the training provided by NASCCIOS could be inproved we
were told that gencrally societies were satioficd with the
qhality of the courses and seninarg, and that the socicties
would like to have norc seninars, particularly at local levels,
and with pore enphasis on explaining the principles and
adninistration of sacictios in local languages and to
illiterates.

Over the life of the project NASCCLOS exceeded tho spocific
targets for training as followg: -

Targot; Actual
Connittee norbers 2,210 2,535
Bookkobpcru 270 B340
NASCCLOS directarg 96 a9
NABCCLOS otaff 28 32



3.

Risk nanagenent
Due to a dispute betwcen ACOSCA and CUNA, which did not

involve Sierra Leone, ACOSCA was unable to offer cover for

risk management to NASCCIOS and the risk nanagenent programne
was not introduced during the project. There can be no doubt
that this service is wanted by many socieiog and in many

cases the provision of risk management was onc of the najor
reagons for gocieties becoming affiliated.

Agreenent has now been reached for the prograume to commence,
and NASCCLOS have an employee who has received training in risk
nmanagenent and who has designed the nmechanics of the systen and
all necessary docunentation. Unfortunately at presont NASCCLOS,
does not have sufficicnt funds to pay for the printing of the
required docunentation. Efforts are being nade to obtain
agsistance with those printing costs and, providing this can

be obtaincd,the risk nanagerent progranne is ready for
introduction and there ig certainly a demand for this service.
Statiomory supplies

At an early stage of the project, NASCCLOS staff designed
standard stationery for use by affiliated socloties and, after
solving sone problens with finding suitable suppliers had
sufficicnt supplies printed for uge by the societios, Sales of
stationery have not rcached targets, but this is due to an

over estination of the potential custoners faor c*~tionery,
rather than to a failure by NASCCLOS. Of the gocicetivs wo
visited 92% used stationory suppliod by NASCCLOS and were
satisfied with the design, the quality and the price.

¢
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6.

Bookkeeping aggistance
NASCCLOS currently employ six itinerant bookkeepers, who are

each responsible for providing assistance with bookkeeping

and preparation of financial statement to a number of societies.
These bookkeepers regularly visit the societies and, as the
officials and nenbers of a substantial number of socicties are
illiterate, the service they provide is € ‘sential for keeping
the records of the societies up to date. The project

proposal over - estimated the general capabilities of
individual gocicties and, given the lack of knowledge of
bookkeeping by society treasurers and secretariea, this servica
has proved to be nuch norc useful and important than was
originally thought. 1In this area NASCCLOS is providing a very
cefficient service in one of thoe nain areas in which affiliatoed
societies require assistance. During the life of the project

a total of 1,380 visits should nave been aade by these
bookkeepers to socictics and this target has been cexcccded with
togal of 1,841 visits uade up to 31 Ducerber 1983,

Standard policiecs and procedurcs

NASCCLOS have developed standard policiwes and procedures for all
agpocts of the adninistration of cooperative cociotice. Thego
include detailed written guideline as to the functions, duties
and rogpongibilitioo of boards of directors and various
conittee norbers, policy guidelines for granting and
nonitoring loans, dotailed procedurcs and tables for the
calculation of intercat and dividondu and nodel bye-laws. Theose
standard policies and procedures nro boing comiunicated to
officialas of siciotivo at training courses and soninars and by

fiold workorn.



ce_ceptres
Four regional service centres have been established to
provide needed services to a nunder of societies within a
soall geographical area and about fifty societies are
benefiting froo this service. Each centre has one full-time
employee who is responsidble for providing bookkeeping
assistance, attending the Deetings of the societies and
ensuring that they are conducted properly and giving general
advice and assistance on all aspects of the adninistretion of
the societies. The service centres are also used as the
wenue of neetings by sone societies and serve as a convenient
point for the societies to contact RABCCLOS.
Cent finance
In 1980 when a survey of active cooperative societies in
Bierra Leone was carried out, it was evident that there wes
a great denund frr a central finance scheme and it was
suggested that such a schene be introduced during 1981,
Ko central finance schene has yet been introduced and during
our visits to individual sucieties, it becane apparent that
this was the service not provided by RASCCLO8 which was nost
wanted by the societies. We gained the impression, however,
that nost of the societies were interested in obtaining loans
froo NABCCLOS and not in investing surplus funde with RASOCLOS .,
Por such a scheile to> work in practice it would be necessary to
obtain a large anmount of funds to launch the schene. These
funds could cone frou either the large worker group societies,
which have ;'re surjlus funds nnd less donand for loans than

the m-aller rurel nncietiqs or fron external sources.



After the scheme has been established it will be necessary

to obtain the sanction of affiliates, at an annual general
neeting, for a specified proportion of either the savings or
the reserves of each society to be coqm.horuy dopoait'od with
RABCCLOS as a minirun contribution to the schene.
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Puogggg gg:!uws
Pro;]oot

Lesgue board of directors trained
to effectively execute policy- (“"*
responsibilities 52

8ociety counittee members trained \gOJ
to effectivaly direct ooclioty
managencnt 1,960

Sociot:,r secretarico trained to "M
n

naintain accurate, complcto

financial records and statencnto 180
New societios organiscd 30
Bocictios affilinted to loague 356
Bocicties receiving otationery

supplics fron the loague 300
Sales volune fron stationery $ 12,495
ouppliun Le 12,750
Bocietien participating in

insurance progranne 70
Bavings insured $ 29,92
Loana {(uaured ‘ $321,153
% of niaoratinr. coutn} .\"M
excluding training mot e \'}

froa earned incone Y, Yk
% of total comts not rron\

earncd incoce S 32.9%
Pinancial/statintical roports on

socleties and league preopared

quarterly 1
Otandard policien and procedurva

guides prepared and dissoninated 8
Bocletien raceiving bookkeeping ﬂ"',
aseistance 180
Lesgue S - yoar {natitutional

dovelopoent plan preparcd 1

b

Aotun;

96
2,535

240
20

240 v
Not available

$ 7,558
La18,83%

Nil /

v1 /
wmp /

16.% /

12.2% J

18

1

161

Nil /



