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EXECUTIVE SUMMARY

Since the early 1960's, the National Cooperative Business
Association (NCBA) and other cooperative development organiza-
tions (CDO's) have received U.S. Agency for International
Development grants to maintain a headguarters staff for develop-
ing and supporting international cooperative projects.  These
grants have been referred to as special support grants, core
grants, or institutional support grants.

In June of 1986, The Bureau for Private Enterprise of the
Agency for International Development contracted with MeotadMetrics
Inc. to conduct an cvaluation of the NCBA Institutional Support
Grant (Core Grant). The primary purpose was to evaluate the
effectiveness of the International Development Division of WNCBA
in meeting the core service function objectives for the three
year grant period from January 1, 1983 through becember 21, 1985.
The sccondary purpose was Lo provide AID and NCBA decision-makers
with information conccrning the potential and possible alterna-
tive methods for NCBA to achieve increased financial self-
reliance, and, thus, decrcasce the organization's dependency on
core grant support as the primary basis for supplying the core
service functions.

NCBA OVLERVIEW

In 1916 the MHational Cooperative Business Association
(formerly the Cooperative League of the USA) was founded as a
national membership and trade association. HNCBA's membership is
largely made up of agricultural cooporatives, and also includes
insurance, credit unioan, banking, housing, health care, consumer,
and utility cooperatives,. {ey menber organizalbions of NCBA have
representatives who sit as meunbers of the Board of Dircectors.

NCBA has three organizational components and a total head-
quarters and ficld staff of 70 persons as of Junoe, 1986. Manage-
ment and administration includes the Office of the President and
Vice President and the Division of Administration and Finance.
Domestic activities includes a Division of Government, Public and
Member Relations, and a housing pregram. International activi-
ties consist of the International Development Division and the
Cooperative Business International Division (CBT).

International Development Divisicon

The NCBA International Development bivision has a head-
quarters staff of 9 persons and a ficeld staff of 21 persons.
NCBA has worked in over forty countries and has provided tech-
nical assistance to coopoerative organizations, host governments,
and donor agencies.  NCBA's technical assistance is directed at
strengthening cooperative business, providing members with in-
creaserd services, making cooperative business profitable,
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strengthening regional and national cooperative organizations to
improve the efficiency of cooperative enterprises, and promoting
the privatization of cooperatives. NCBA efforts overseas
presently address agricultural production, distribution, and
marketing in 13 countries and a regional cooperative insurance
project for Latin America.

Financial

NCBA International bivision activities are largely financed
by AID through AID/W and USATD mission grants, contracts and
cooperative agreements., Core grant funds arc used to support the
nine headquarters staff in initiating projects in support of
cooperative development in AID assisted countries. Actual pro-
ject activities are funded by donor agencies, largely by AID
missions in project countries. International development act-
ivities constitute the major portion of NCBA program efforts.
Approximately 80% of annual NCBA revenue is from international
grants and contracts.

The core grant amount to NCBA is being decreased over time
as per agrecement with the AID Burcau for Private Enterprise
(PRE) .  Over the tnree year period through calendar year 1988 the
amount will decrecase cach year by 5%, 8%, and 12% of the grant
amount for 1985,

MANAGEMENT APPROACII

The NCBA Board of Directors and Exccutive Officers, in the
1980's, have chosen to identify and recruit personnel with cxper-
ience in dealing with the objectives and issues of AID efforts in
developing countries. Accordingly, NCBA and the staff supported
by the Core Grant are directly and consciously cngaged in
addressing AID technical assistance requirements in developing
host country cooperatives and related agriculture projoects. In
1984 a major manageinent change took place in the international
Programs Division. 'The former Vice President in charge of
International Programs took the position of Senior Vice President
and then retirved in wid-1986. A fommer ATD Mission director was
hired as Vice preosident of International bevelopment.  Phe
reorganization included retarueting of international program
operations and the iniltiation of trade development activities
througyh the establishment of CLT.

STRATLEGY AND OPERATIONS

The goals of the three year NCBA core grant ending December
1985, according to the grant application, included "To improve
the living standards of low income people and to expand their
participatory access to material and social bhenefits."  The
purpose of the core grant was Lo:

-
-
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"Assist and advise the establishment and operation of
integrated cooperative systems which provide producers
with more adequate incentives to increase production.
Develop input, supplics, credit, grading, packing,
storage, marketing, processing, and distribution at

all

levels  of agricultural production and related

systems."

The

activities of the core grant, as presented in the grant

application, addressed ten categories. These core scervice
functions and their key outputs for the three year grant period
are presented below:

O

Project Tdentification: Field exploration and project
identification was a major focus for the Core Grant
staff. A total of 40 feasibility studies were conducted
and 111 site visits were made to approximately 30
countries,

Project besign: A total of 32 AID proposals were
developuoed in connection with the project identification
efforts. Of those proposals, 23 wore awarded as
contracts or grants to NCBA.

Project Implementation: Projects were implemented in 14

countries. The involvement of Core Grant supported staff
in project backstopping activities was reduced according

to AID recommendations and NCBA plans.

Procurement Assistance: Over $500,000 of comnmodities
were procuraed in support of ficld projoects,

Project bvaluation and Monitcering: A total of 15
valuations were conducted of NCBA projuects.

Cocrdinate Cooperative Initiatives: 'The major
accomplishment. in this arca was the development of
Cooperative: Business International (Ciil) which was funded
through an ath/vW grant in 1985, ‘Through the Core Grant
and Cul, 14 indatives and joint ventures wore coplored.

Assistance Lo Naltiona! Cooperabive Organizalbions: A
) ¢ Pt b LV

total of 2(5 individuals roecoived [I‘IIJIIIU} and two special
studies were conductaed for host country governments,

Collaboiation with Chos and Other Organizalions: Over

the three year period, NCBA collaborated with CDG's and
I E !

other organizations on 9 joint studics and project

designs.

-
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o PL 480 Project Development: PL 480 project development
is a high priority for NCBA and the India Oilsced Project,
based on Pl 480, has been an important and successful
NCBA enterprise. ‘1'wo proposals were funded during the
Core Grant period.

0 Coopecrative Clearing lHousc: NCBA responded to over 200
requests for information on cooperative development,

REVIEW OF NCBA PROJECT EVALUATIONS

According to scveral AID personncel, the value of the core
grant is dircctly related to the impact of the cooperative
approach on the achievement ol AID development objectives in the
field. some ALD personnel, from their direct project cxperience,
feel that the cooperative concept is aiding in achieving ALD
objectives in the agricultural scctor. Otners weuld prefer to
have tangibloe evidence as indicated through project evaluations.

A related dssue is the contention that the level of preject
success for cooperative development can be aticotoed by the
conditions surrounding the project. An argument could bhe made
tor developing cooperative projects in those settings whero the
basic infrastructure and political commitmont ave present.  An
AlD official stated, however, that cooperative projects should
not be developed only where there is a high probability of
success.

retaMetrics reviewed the evaluation reports for scren NCBA
overseas projects.  The evaluations were conducted by individuals
and tecams made up of project staff, NCBA personnal, AID staff,
and third party evaluators. Two ovaluations were conducted by
project staff alone, and two woere conducted in conjunction with
third party ovaluation consultants, The composition of cvalua-
tion lteams dependoed on AID Hission decisions, as evaluabtions by
third party consultants can require additional funding.

The reviewed cvaluations generally indicatod that some level
of success was boing achioved by all of the projocts.  Succes
was oxprossod in torms of project oulputs and not as impact on
objeoctives., These cvaluations woere basically designed to
identify problemns or conditions which, if addressed, could
increase project cifoctivencss,

While many ol fhe NCBA project ovaluations roeviewoed contain
information that could be useful to project planning and
management, cvaluabtion is seoen at NCBA as beling primarily a
stmmarization and revicw of project activiticos and outputs.  This
perspoective is not conducive to optimum utilization of existing
evaluations, and can resull in cevaluation designs which do not
address key issues or perfora analyses for project planning and
implementation.



FINANCIAL ANALYSIS, REQUIREMENTS, AND FFUTURLE PLANS

During the period 1978 through 1985, NCBA has been in a high
growth mode as indicated by total revenues., Revenues increased
from $1.7 million in 1978 to $7.2 million in 1985. ‘This growth
has been accompanied by an NCBA focus on international develop-
maent., In 1984 a target of $6.% willion in revenues fFrom
international grants and contracts was sobt for 1986, In 1985,
International revenues were 55,7 wiltlion and the tavgeb for 1986
has already beoen exceodoed with the lovel of contracts and grants
currently awarded to NCUBA.

AlD mission contracts and the core grants have been the
primary growbh arca for NCsA over the past five years, consti-
tuting 80% of NCBA's income. Size of membership and membership
revenues increasoed in recent years.  The avorage dues paid by
members declined.  Contracts and grants more than doubled from
1982 to 1985, and membership revenues incroased by 50%.

During the period from 1982 to 1985, NCBA Contract and
Support Grant revenues went from $3.0 million to $5.7 million.
From 1266 to 1979 the average annual growth rate was 1.2%. From
1930 to 1985 the averagce annual growlth rate acceleratod to 45%.

In terws of costing, the Core Grant iIs treated in the same
way as all ongoing NCBA projoects for AID. Combined indirect
costs of 42.94% are charyed to cover Overhead and General and
Administrative functions. An overhead rate of 39.99% is charged
on all direct costs oxcept equipment, overseas procurements,
subcontracts of over $25,000, and in-country training. A General
and Administrative rate of 2.95% is chavged on all diroect costs.

The major cxpenditures of the Core Grant arce for development
of new projects for the ALD missions, quality control or
"backstopping” of field projoects, training, and consulting with
foreign visitors interestoed in establishing co-operatives.  Of
these functions, Core CGrant resources arc prianarily dedicated to
the development of new business.  Dovelopmoent of new business is
generally classivied as marketing, bidding anl proposals.  These
are primarily overhead functions for other convontional
contracting organivat ion:s. In such organizations, Uthe functions
of the Corc Grant would be covored under indicvoct coots,

Total Contract and Granit roevenie as an averadge porcentagao of
Total NC3A Revenue was 809 over the period 1978 Lo 1985, Thoroe
has boeen Tittle variance from this average percentage during the
last seven yvoeas poriod. ALl otheor NCBA activities constitutoed
20% ot total rovenue.  The core qrant declined as a percentage of
NCBA revenue over the same period of time. Tnn 1976 the core
grant was 38.8% ot TYotal Revenuae. [n 1985 the core grant was
12.3% of Total Roevenuo.



FINDINGS

The core grants awarded to CDO's are unique within the
Agency for International Development. Privalte voluntary
organizations (PV0O's), and some university-based projects do
receive grants which, to some extent, support some service
functions similar to those of the CLDO core grants. The
activities supported by the core grant are perceived by some AID
personnel as being overhead or general and administrative expense
activities which could more appropriately be charged to projects
in cooperative development funded by USAID country missions.
Personnel at NCBA sce the core grant as an cxpression of special
support from the U.S. Congress and the Agency for International
Development:.

NCBA Management Approach and Staffing

In recent years, NCBA has focussed on international trade
opportunities beyond ALD project specific efforts as summarized
below:

o Cooperative Business International: This effort,
initiated in 1984, sceks to develop international trade
commercial opportunitics for U.S. cooperatives and
cooperatives in other countrios,

o Legislative Support: NCBA provides support to efforts in
Washington to maintain and possibly increasce the level of
program funding for LDC agricultural development.

0 [ood Policy: 1In 1985, NCBA established a position
entitled Vice President, ood Policy and Market
Development for PL 480 and associated agricultural
program development legislaltion.

NCBA provides substantive support to the International
Development Division through policy directives, allocation of
financial support, personnel decisions and general management.
The NCBA Board of Dircctors and Lzecutive Officors are cognizant
of the importance of international development activities to the
overall organization. ‘this is covidenced by managomoent,
organizational, and personnel decisions made cince cariy 1980,
NCBA rcoryanization and ancillary actions, including changing the
name ol the organization, reflect an attention to the
reguirements of JCBA's clients.  The international focus of the
organization is scen by NC3A personncel as consistent with NCBA's
responsibilitics to the membership and the nation's agri-business
comnunity.

The NCBA crganizational structure within which the Core
Grant (International Development Division) operates is supportive
of AID funded efforts. This is cvident in the establishment of
CBI and the position of Vice President for Food Policy.

vi
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The shift in NCBA management approach as indicated by key
personnel decisions have affected the policy and program
direction of the organization. These changes have coincided with
a dramatic increase in NCBA revenues and AID project involvement,
The dollar volume of NCBA international activities doubled from
1983 to 1985,

Staffing

NCBA staffl has demonstrated a sensitivity and awareness of
client requirements for international development. NCBA staff
hired in recent years have appropriate international development
and/or cooperative experience. Many of the ficld staff have
Peace Corps expericnce which is applicable to understanding
cultural and institutional issues in developing nations. S ~ATID
pcrsonnel who held senior positions have been hired to serve NCBA
in key positions. 'The staff supported by the Core Grant is
manacaing the field and headgquarters activities in an cffective
fashion and are gencrating a higher level of international
projacts.

Operations

There was an increase in the productivity of the Core Grant
in the area of producing feasibility studies and propusals for
host couritry cooperative development. The number of host country
site visits for project identification increased dramatically in
the final yecar of the three yecar project peric

several areas, however, showed no or little growth and one,
project implcmentation (backstopping), declined in accordance
with Division plans. Collaboration with othoer Chos or organiza-
tions averaged threo per year and remained constant over the
three year period. Training constituted a relatively minor
portion of the effort of the Core Grant staff,

The NCBA approach for design, monitoring, evaluating, and
revising of field projects is based on the roeqguirements of each
project, Mo specific NCBA standards for planning, for oxawmple,
have been promulgatoed, It is contended that cach project ig
sufficiently differont thav o tailored program is required.  The
background of the Core Grant staff mombers is utilized and their
cxperience in project design, development and monitoring is
generally relevant.,  The formal cvaluations conducted on some
projects have, according to some NCBA staff, identifiocd project
operating issucs that wore kuown to field staff and had been
previcusly communicated to NCBA hcadguatoers.  Some issues and
constraints identified by the cevaluations were known to the NCBA
headquarters staff through their contacts with the projects.

1/



Interviews with personnel involved in the India, Equatorial
Guinea and Niger projects indicated that excellent support was
provided by the International Development Division staff. Some
of the support was provided under Core Grant funding.

The NCBA International Development Division staff supported
by the Core Grant demonstrated a dedication and commitment to
achieving the objectives of the grant. The overall financial
health of NCBA, expanding project base, and core service function
outputs (c.g. project design) reflect this dedication. In addi-
tion, core staff were responsive to AID requests to de-emphasize
project backstopping and charge projects directly for such
activities. The NCBA strateqgy for the 1980's reflects the AID
emphasis on privatce sector initiatives through establishment of
‘BT, project focus on involving private individuals, and con-
scious attention to the appropriate role and structure for host
country government involvement.

CONCLUSIONS AND RIECOMMENDATIONS

The NCBA Core Grant has been effective in increasing the
production of coorerative project designs and, as a result, the
level of AILD funded grants, contracts, and cooperative agreements
has increased for NCBA. The prospect of decreased available
funding after Piscal Year 1987, however, may affect the size and
nature of the core grant after the completion of the current
grant which ends on December 31, 1988. 7o maintain an active
cadre for project design, supplemental sources of funds may be
necessary and/or additional support may have to come from the
USAID missions. NCBA decisions will be affected by AID, and
MetaMetrics recommends that the continuing NCBA/AID dialogue
focus on several arcas as follows.

AID Alternatives to the Core Grant

Three alternatives for AID consideration were reviewed.
They included a formula approach for grant reduction, indefinite
quantity contracts, and the assigning of costs associated with
core service functions to the NCBA indirect costs pool.

A negyotiated reduction plan is presently in place for the
current grant which onds on December 31, 1988, A similar plan
can be instituted for the subsequent period and can include
performance incentives as negotiated between AID and NCBA.

Indefinite gquantity contracts have been awarded to CDOs. A
major drawback, according to AID contracts personnel, is the
delay that can occur for processing cach work order.

The third alternative, assignment of cxpenses for core
service functions to indirect costs, could result in shifting the
costs to current grants and contracts with a renegotiation of
indirect cost rates. The actual amount of costs for core service

viii



functions would depend upon NCBA decisions associated with the
acceptable size of indirect costs. Of the t'.ree alternatives,
NCBA and AID may find this the most palatable. Possible
ramifications include:

O

O

O

No actual reduction in core service functions depending
upon the negotiated indirect cost rates.

Loss of "special relationship" indicated by the core
grant and an ceffect on the perceived legitimacy of the

cooperative approach to LDC development.

A more accurate picture of indirect costs associated with
AID funded projects.

Alternative I'unding Sources and Findings

Three alternatives for funding to replace or supplement the
core Grant are presented below:

O

O

O

Fundraising: I'undraising is generally perceived as a
"good idea" within NCBA and AID. llowever, NCBA is
reluctant to make the necessary investment, given that
there is little expectation of an appropriate return.
There may be little interest among the cooperative
memberships to give to foreign projects which could have
little impact or direct value to their own individual
members.  Limited fundraising for directly identified
project centered work may be possible although
contributions may not be sufficient to replace core grant
revenues.

Other International Development Agencies: HNCBA has
developed two small contracts with CARL and the World
Bank. NCBA personnel perceive this market as difficult
to enter and NCBA has no competitive advantage over other
cooperative organizations in other nations. The
development of work for development organizations other
than AID would require an initial investment in terms of
gqualificd and cxper enced personnel for a period of one
to two vyears.

Mew_Services:  The interviews consistently revealed that
training is an important activity for NCBA. Another key
function is informal coaching with host country nationals
to increase cooperative business developmoent.  NCBA is
conducting relatively fow formal training workshops, with
only one to four workshoovs presented annually. Technical
assistance to host country delegations is an unlikely
arca for NCBA revenue since charges for this service
would be gencrally inappropriate. Ancther possibility in
the product/scrvices arca is publishing.

\j
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Relative Risk

NCBA would clearly have low relative risks in continuing to
develop AID funded projects. The staff experience and organiza-
tional history are consistent with the placing of resources in
this area. Hoderate to high risk is evident in the development
of new customers using current NCBA technology and the develop-
ment of the current customer base using a new technology. The
high risk area for NCBA would be to develop a new customer base
with a new, to be developed, technology.

NCBA Development Potential

International Development Division staff are structurally

placed within NCBA to draw from other key personnel in support of

Core Grant activities and related AID objectives. The following
are key areas for consideration for future or continuing NCBA
emphasis.

0 lood Policy: The NCBA expertise in PL 480 and Section
108, key agriculture legislation dealing with rPood for
Peace and purchase of domestic agricultural production
for international purposes, can be used to develop
additional AID related projects.

0 Cooperative Business International Division: CBI1 is
generally recognized as an important resource for the
Division. CBI is utilizing the established presence of
NCBA in India and Indonesia to explore commodities sales
opportunities. The same approacn and technology may be
appropriate for other developing countries where the
Division and AID arc exploring possibilities. ‘'The
possibility of CBIl generating revenucs that can be used
to support core service functions does exist, depeniding
upon the number and size of CBI developed projects. At
present CB1 depends upon an AID grant and is not yet

self-supporting. HMetaiMetrics recommends that NCBA review

the two ycar cxperience to identify the potential for
excess roevenues bto support core service functions.

0 Cooperative Coordination: There may be opportunitics to
work with other cooperatives to cospousor internatbional
development efforts. The NCBA Roard of Dircctors is a
resource for similar projects. HNCBA news relcases and
newsletters could be used for “"networking" cooperative-
to-cooperative opportunities.

Core Grant and Field Project Evaluation

In the conduct of this evaluation, the exercise of reques-
ting data of NCBA to determine outpuls of the corce service

functions indicated that such information was not being collected
and maintained in a systematic fashion. Such data can be used as



benchmarks and for the establishing of activity standards. For
example, the 51 site visits conducted in 1985 could constitute a
benchmark. A target (standard) could be set, for example, for a
10% or other appropriate increase per year.

The cvaluations of specific ficeld cooperatives development
projects were not designed to specifically address the Core Grant
service functions. Information relevant to the core service
functions was, however, presented within the context of overall
project activities and observations are summarized below:

0 Some evaluations presented information pertinent to pro-
ject implementation and identification; such information
could be of use in the project identification process.

o Several cvaluations addressed the adequacy or
insufficiency of project design.

0 No explicit information was provided on NCBA's role in
project implementation, backstopping, personnel recruit-
ment and orientation or monitoring. Such information
could provide insights into factors influencing project
sSUCCcess.

o According to NCBA personael the uscefulness of evaluations
themselves has been limited, since they generally present
information which was already known throuyh the monitoring
process.

0 Lessons on the design and implementation of cooporatives
projects could be derived during the evaluation process
and through reviewing the findings of cvaluation reports.

The development of an NCBA evaluation structure which
reflects an awareness of the purpose and utility of cvaluation
practice would result in improved cvaluations and increased use
of evaluation results by both NCBA staff and AID personnel.  Such
a structure could be used to identify projects for cvaluation:
design evaluations; select appropriate USAID Mission staff,
project staff, or third party contractors to conduct the
evaluations; devaelop cevaluation revicw procedures; dissceminate
evaluation findings; and apply [indings to future project design,
lmplenentation, and refinement.

MetaMetrics recommmends that NCBA institute such a formal
structurce and process for the design and utilization of
evaluations. The cvaluations revicewed by the MetaMetrics team
showed deficiencies in design which could have been addressed by
such a procedure or process.  These evaluations were not used to
aid in subscquent project design although the derived lessons may
have been incorporated into the knowledge base of core grant
personnel.



SECTION 1

INTRODUCTION

The National Cooperative Business Association (NCBA),
founded in 1916 as the Cooperative League of the USA (CLUSA)
represents a membership of U.S. cooperative business
organizations. NCBA provides technical assistance to other
countrics for cooperatives development. This assistance is con-
ducted under grants, contracts and cooperative agreements funded
primarily by the United States Agency for International Develop-
ment. Other organizations which have funded NCBA international
development efforts include the World Bank, the Inter-Americen
Development Bank, the United Nations Development Program and the
Ford Foundation.

Since the early 1960's, NCBA and other cooperative develop-
ment organizations (CDO's) have received grants to maintain a
headquarters staff for developing and supporting international
cooperative projects. These grants have been referred to as
special support grants, core grants, or institutional support
grants. In this report reference will be made to "core grants.,"
I'or NCBA, the total amount granted by the Agency for Inter-
national Development for core grants over the 20 year period
ending in calendar year 1985 was over $9,000,000.

In June of 1986, The Bureau for Private Enterprise of the
Agency for International Developnent contracted with MetaMetrics
Inc. in association with Adkins and Associates to conduct an
evaluation of the NCBA Institutional Support Grant (Core Grant).
The primary purposce of the evaluation was to cvaluate the
effectiveness of the International Development Division of HCBA
in meeting the core service function objectives for thoe throeo
year grant weriod from Januavy 1, 1983 through becember 31, 1985,
The secoandary purpose was to provide AID and NCBA decision-wmakers
with informaticn concerning the potential and possible alterna-
tive methods for NCBA to achiceve increased financial solf-
reliance, and, thus, decrease the organization's dependency on
core grant support as the primary basis for supplying the core
service functions.



1.1 COOPERATIVES AND ECONOMIC DEVELOPMENT

A
Cooperatives arc member organizations established to provide

goods and services. In the United States, historically, these
organizations were instituted by private individuals primarily in
the agricultural sector. Cooperatives are now established in

many othoer arecas of business ondeavor.

A distinction can be mode between producer-owned coopera-
tives such as agricultural cooperatives and consumer-owned co-
operatives such as wutual insurance companies and credit unions.
The major sectors in which cooperatives are involved include
agriculture, utilities (primarily rural electric cooperatives),
credit unions, mutual insurance companies, health maintenance
organizations (HMO's), housing, and consumer goods cooperatives,

The Foreign Assistance Act of 1961, as amended, addresses
"Private and Voluntary Organizations and Cooperatives in Oveorseas

bevelopwent” in Section 123. Section 123(a) is reproduced boelow:

Sec. 123.69 Private and Voluntary Organizations and
Cooperatives in Overseas Development.- (a) "The Con-
gress finds that the participation of rural and urban
poor people in their countries' development can be
assisted and accelerated in an effective manner through
an increase in activities planned and carried out by
private and voluntary organizations and cooveratives.
Such organizations and cooparatives, cmbodying the
American spirit of self-help and assistance vo others to
improve their lives and incomes, constitute an important
means of mobilizing private American {inancial and human
resources to bencefit poor people in developing
countries. The Congress declares that it is in the
interest of the United States that such organizations
and cooperatives exzpand their overscas development
efforts without compromising their private and indepen-
dent nature. The Congress further declares that the
financial resources of such organizations and coopora-
tives should be supplementoed by the contribut ion of
public funds for the purpose of undertaking development
activities in accordance with the principles set forth
in section 102 and, if necessary and detormined on a
case-by-casc basis, for the purposce oi sharing the cost
of developing programs related to such activitics.,  The
Congress urges the Adwministrator of the agoency primarily
responsible for administering this part, in implementing
programs authorized under this part, to draw on the
resource of private and voluntary organizat ions and
cooperatives to plan and carry our development
activities and to establish simplificd procedures for

1.2



the development and approval of programs to be carried
out by such private and voluntary organizations and
cooperatives as have demonstrated a capacity to
undertake effective development activities,"

Cooperatives are differentiated from private and voluntary
organizations (PVO's) in Scctions 123(f) and 123(g) of the Act.
Section 123(f) states the overall proportion of funds to boe
provided to PVO's. Section 123(g) requires that PVO's obtoain 20%
of their total annual support for international activities from
sources other than the U.S. Government after Docember 31, 1984,

Since 1961, the Agency for International Developuent has
included cooperative development as one of its approaches for the
promotion of growth and developinent. Cooperative Development
Organizations (CDO's) in addition to NCLA that receive core grants

include:

0 National Rural EBlectric Cooperative Association (NRECA)
Agricultural Cooperative Development Tnternational (ACDI)
o World Council of Credit Unions (WOCCU) through

Credit Union National Association (CUNA)

o}

o0 Cooperative Housing Foundation (CHF)
0 Volunteers in Overscas Cooperative Assistance (VOCA)

1.2 COOPLRATIVE DEVELOPMENT STRATEGY

Increases in production of goods and scrvices is generally
equivalent to the increas:ng of national per capita income. ATID
personnel have identified agriculture as a koy sector for
increased productivity, distribution, processing, storage, and
related activities necessary for delivering agricultural produce

to consunmars.

The mobilization of a country's private individuals, moti-
vated through a sense of self improvement, is a key component in
the AlD strategic plan for development.1 Cooperatives arc
membership organizations formed by private individuals to conduct

1 Lureau for Program Policy and Coordination, Agency for
International Development, "Blueprint for Development'", the
Strategic Plan of the Agency for International Development,
Washington, D.C., June 1985,
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business. Profits that can be generated by cooperatives are used
to expand the capital base of the organization or are distributed
to members as rebates or as reductions of dues and fees.

Proponents of fostering cooperatives in developing countries
perceive such organizations as aiding in institution building and
as encouraging the involvement of private individuals in the
cconomy. In some developing countries, governments have played a
role in in cstablishing and encouraging cooperatives. In some
instances, government involvement has been counter productive to
objectives of encouraging individual initiative. The Cooperative
Resources Committee, composed of the international directors of
U.S. cooperative development organizations, recommends autonomy
from government but with appropriate liaison and collaboration.
The Committee recommends that cooperative boards of directors,
for example, be composed of members and should not include

governmental appointees.1

Within The Agency for International Development, coopera-
tives, primarily those that are agriculturally oriented, are socn
as contributing to the accomplishment of AID development goals.
Several officials sce the core grant as having successfully
established CDO's for supporting USAID objectives abroad and as
having aided in the establishment of cooperative projects in many
countrics. These projects arc generally scen Ly AID personnel as
having been successful.

1.3 ISSUES SURROUNDING THE CORE GRANT

In the face of the Gramm-Rudman-lollings bill, all federal
agencies are expecting some reduction in available program
funding. 7To the extent that CDO programs may obtain funding from
sources other than AlD, cooperative developaent of forts may
continuc at pre-budget reduction levels. The curvent three year
grant to NCBA 1s on a schedule of reduction. 1In 198b, the grant
will be at 5% lower than the funding level of 1985; in 1987, 8%
lower; and in 1988, 12% lower. At issuc is the ability of NCBA

1 Cooperative Resources Committee, Why Cooperative
Development? Views of Some of the World's Leading Practitioners,
Washington, D.C. 1985, p.3.




to identify other sources of financial support, within AID and
elsewhere, should the core grant program be reduced or eliminated
after 1988.

The core grants awarded to CDO's are seen as unique within
the Agency for International Development. Private voluntary
organizations (PVO's), and some university-based nrojects do
receive grants which, to some extent, support some service
functions similar to those of the CDO core grants. The CDO
grants, however, have been in place since the early 1960's and
have basically supported administrative, projoct backstopping,
and project design activitics. HMatching funds are not required
of the CDO's.

Wwithin the Agency for International Development, the activi-
ties supported by the core grant are perceived by some as being
overhead or general and administrative expensce activitics which
could more appropriately be charged Lo projects in cooperative
development funded by USAID country missions. If core grant
activitics are shown as indirect costs, it is said, the real cost
for individual projects would be cxplicit and could be compared
with the rates of other organizations providing technical
assistance scrvices to AID.

Personnel at NCBA sce the core grant as an expression of
special support from the U.S. Congress and the Agency for Inter-
national Development. That is, the core grant provides a
recognition of the special relationship of cooperative deovelop-
ment to the Agency for the stimulation of couperatives in other
countries. In effect, the core grant provides legitimacy and
facilitates NCBA contacts with AID missions.

One concern expressed by ALD personnel is the extont to
which cooperative doevelopment projects are being eoffective and
are contributing to acconplishment of ATD objectives in the
field. It was contended that if such projects arce not achieving
AID development objoectives at some satisfactory level, core
grants should not be awarded to support project design

activitios,

The resolution of these issues may be accomplished through a
continuing dialogue between NCBA and the Agency for International
Development. This report provides information and analysis

pertinent to these discussions.
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1.4 EVALUATION PROCEDURES

Supporting information for the evaluation was drawn from
interviews, review of NCBA materials, evaluation reports on NCBA
field projects, and data provided by HNCBA staff. The evaluation
addressed NCBA Core Grant results, outputs, and effectiveness in
terms of three categories provided in the cvaluation scope of
work:

0 Organizational Review: Descriptive and analytic material
on structure, staffing and responsibilities, organization-
al relationships, and management aproach. See Section 2.

0 Strategy and Operations: Descriptive and analytic
material on strategy and operations rclated to the core
service functions. Sce Section 3.

o IFuture Plans and Financial Requircments: Descripltive and
analytic material on plans, workload capacity, financial
status, acqguisition of neocded funds, alternative funding
sources, and potential for financial self-reliance
through alternatives to the core grant. Sce Section 4.

Cross-Cutting Issues as required by AID cvaluation guide-
lines were addressed. Women in development is presented in
Section 3. Project sustainability is presented in Section 4.
Environmental impact was not an applicable issue for the NCBA
Core Grant.

To review the results of AID mission funded projects for
cooperative deveiopment and identify report findings appropriate
to core service functions, the MetaMetrics team analyzed secven
completed evaluations. Section 5 presents the evaluations
review.

The final report also includes Section 6, Findings and
Recommendations, which summarizes the evaluation analyses of
Sections 2 through 5. An Dxecutive Summary presents the program
descriptions and evaluation recommendations.



SECTION 2

ORGANIZATIONAL REVIEW, MANAGEMENT
APPROACH, AND STAFFING

In 1916 the Nalional Cooperative Business Association
(formerly the Cooperative League of the USA) was founded as a
national membership and trade association. NCBA's memboership is
iargely made up of agricultural cooperatives, and includes
insurance, credit union, banking, housing, hecalth care, utility,
and consumer cooperatives. According to NCBA program materials,
the organization:

0 Represents the cooperative business community in the
United States,

0 Represents U.S. cooperative concerns to the
international cooperative community,

0 Provides training and services to cooperative business in
the U.S,

0 Promotes business and trade among cooperatives in the
U.S. and overseas,

o0 Provides development assistance overseas in the
strengthening of cooperative business enterprise.

2.1 NCBA ORGANIZATIONAL OVIERVILEW

Over the scventy year period that NCBA has operated it has
been responsive to the changing U.S. and international economic
and political cenvironment. NMCBA headqguarters in Washington, D.C.
is responsible for domestic and international oporations.  An Ann
Arbor, Michigan office operates the NCBA Rochdale Tnstitute and
on-site field personnel presently operate in nine developing
nations. In support of these diverse interests NCBA has
developed four subsidiary centities which operate in closce

coordination with NCBA. These are:

0 National Cooperative Business Institute (NCBIL):
Incorporated in 1938 as the Rochdalc Institute, this
institution conducts rescecarch, presents lectures, and
conducts ficld work for cooperative business executives
and leaders.




0 National Cooperative Business Foundation (NCBF): This
nonprofit foundation, supporting cooperative education
and development in the U.S. and abroad, was established
in the late 1950's,

o National Cooperative Business Political Action Committee
(NCBPAC): A political action committee promoting
cooperalives as a way of doing business, established in
the late 1970's.

o Cooperative Business International (CBI): A profit-
making, international business secrvices company which
promotes commercial Urade opportunities for cooperatives
around the world, established in 1984.

Key member organizations of NCBA have representatives who
sit as mewmbers of the Board of Dircctors. In 1986, there were 39
members of the Board. The Board wects twice annually and
provides overall policy direction for the orgyanization.

NCBA has threo organizational components and a total head-
gquarters and field stalf of 72 persons as of June, 1986. ianage-
ment and administration includes the Office of the President and
Vice President and the Division of Administration and Financo.
Domestic activities include a Division of Government, Public and
Member Relations, and a housing program. International activi-
ties consists of the International Development Division and the

Cooperative Business International Division (CBT).

NCBA conducted a national scarch in 1980 for a President and
Chicf BExecutive Officer. In late 1980, L. Morgan Williams, a
former aide to Sen. Robert Dole (R. Kan.), assumed those

responsibilities.

In 1984 a major management change took place for NCBA
international programs. The former Vice Preosident in Charge of
International Programs took the position of Senior Vice President
and retived in mid-1986. Lawrence Harrison, a former ATD
Mission Director, was hired as Vice President, International
Development.  The reorganization included retargeting of
private

international program operations and the initiation of
scctor international trade development activities through the

establishment of CBI.
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2.2 INTERNATIONAL DEVELOPMENT DIVISION

The International Development Division has a headquarters
staff of 9 persons and a field staff of 21 persons. The Division
has worked in over forty countries with cooperative
organizations, host governments, and donor agencies. NCBA's
technical assistance is dirvected at strenglhening cooperative
business, providing moewmbers with increased scrvices, waking
cooperative business profitable, strengthening regional and
national cooperative organizations to improve the officiency of
cooperative enterprisces, and promoting the privatization of
cooperatives. HNCBA efforts overscas have primarily addressed
agricultural production, distribution, and marketing.

2.2.1 International Development Activities

International development has focused primarily on projects
located in developing countries. In many of these projects full-
tiime, on-site personnel are used. I'n other cases, technical
assistance is provided through consultants and staff located
outside of the country. Current projoects include:

LEguatorial Guinea Cooperative Doevelopment
Niger Agricultural Production

Indonesia PIL-480 Agribusiness

Rwanda Training & Research Center
Guatemala Cooperative Marketing

O O 0O 0O 0 0O

India
~-Local Support
-PL 480 Oilsecced Cooperatives
~NCBI" Grant
Jainaica Training
Rwanda lLocal Crop Storage
Haiti Coffeo
West Bank Cooperative Development
Latin America Cooperative Insurance Assistance
Costa Rica Training
El salvador Agrarian Reform

0O OO0 C o0 Q0 0O

Lyypt Marketing Study

-—

Ey—






2.2.4 Core Grant Staffing Summary

The Core Grant for the three year period ending December
1985 supported the headquarters staff which currently numhers 9
persons.  These staff are presently funded under the Core Grant
for the three year poeriod ending calendar year 1988. The

positions are listed below: !

O Senior Lice Prosidoent

o Vice President, International bevelopment
o Director, Latin America

o Livrector, Africa

o Director, Asia

0 Director, Program Support and Evaluation

0 Program Officor
Director, Operations
Executive Assistant

O C

2.3 HCBA HANAGEMBNT APPROACH

International developmont activities constitute the major
portion of HCBA program cfforts. Approximately 80% of annual
HC3A revenue comes from international grants and contracts with
AtD and USATD missions.  The Core Crant is intearal to NCBA
international cooperative development offorts.

The HCBA Board of Dircctors and Excecutive Ofiicers, in the
1980's, have chosen to recruit personnel having cxpoerience with
the objectives and issues of Alb-assisted offorts in developing
countries. Threeo ox-ATp personncl have been hired for senior
HEBA positions o Washington,  Siwmilarly, cx-Poace Corps
porsonnel have bhoen hived for ficold positions.,  accordingly, MNCBA
statf bring appropriate cxzpericonce in addressing Alp technical
assistance vequirements in o developing host country cooperatives

and related agrliculture projects.

1 NCBA, Cooperative Development Institulional Support Grant Calen-

dar Year 1985, Washington, D.C., Submitted PFeb. 28, 1986




The major focus of the Core Grant is on project
identification and development of grant and contract proposals.
NCBA utilizes a parvicipatory approach to the management of the
Core Grant. Separate Regional Directors are responsible for
Africa, Latin America (including the Caribbean), and Asia. The
Core Grant staffing also includes Dircctors of Program Support

and BEvaluation and Developnont Roesourcos.,

The interviews indicated that the Regional Directors and the
Directors for Program sSupport and bBvaluation and for Dovelopment
Resources oporate under the general guidance orf the Vice
President of the International Developiment Division.  ‘They
erxercise responsibility for their areas and confer with their
assocliates as necessary for support in the conduct of their

activities,

The management approach for the conduct of the Core Grant is
tasl oriented and teawms are assembled as appropriate for tasks.
Accordingly, development of specific host country project
proposals s oconducted by the team ol staff which is appropriate
for that particular task; e.g., the Reglonal Director for Africa
would be responsible as the key person for developing proposals
for africa and would utilize suppowst as required. Similarly, the
Vice President of the International Development Division can be
relicd upon to orovide his cxpertise relative to Latin America.

The NCBA Brecutive Vice President is knowlodgeable
concerning the objoectives and issues surrounding AID funded
projects. He participates regularly in review and decision
making on NCBA international development strategv that affects

the Core Grant and projects.

Z.4  NCBA ORGANTZATTION AND STAFFING

FFigure 2-1 is the NCBA organizational chart, constructed by
MetaiMetrics from NCDA descriptive organizational materials, The
numboers on thoe uppoer loft hand corner of cach block show the
total number of professional staff mombers, and the number in the
lower right shows the number of supr set stafi personncel.  As of
June, 1986 NCBA had a staff of 70 ne sons. PFifty woere domestic
staft and twenty werce on-site personnel in developing nations.
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Figure 2-1

NCBA Organization and Staffing
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The shift in NCBA management approach as indicated by key
personnel decisions has positively affected the policy and

program direction of the organization. Key personncl changes and

the creaticn of new positions after the new NCBA President took
cffice include the following, which took effect in 1984 and 1985:

Vice President, International Division
Vice President, CBI

Deputy Vice President, International
Vice President, Food Policy

o Larry ilarrison,
o Leonard Yaegcer,
o Karen Scinwartz,
o Peyggy Shechan,

Division

These changes have coincided with a dramatic increase in
The
1983 to

dollar volume of
1985.

HCBA
NCBA

revenues and ALD projact involvement.

international activities doubled [rom

NCOA staff has demonstratoed a sensitivity to and awareness

of AID requirements for international development. The recently

retired Senior Vice President for International Development

served NCBA for over 20 years. lie was a participant in the
development of carly cooperative-sunported offorts such as
C.ALR.E. and NCBA initiatives the Oilseed

Project.

including India



NCBA staff have appropriate international development and
cooperative experience. Most of the field staff have direct
Peace Corps experience which is applicable to understanding
cultural and institutional issues in developing nations. Senior
ex-AID personnel were hired to serve NCBA in key positions.

Overall, fow of the International Development Division staff
have extensive cooperative experience. This has apparently not
adversely affected programmatic and project-specific efforts.

The staff has the cxpertise to perform their job responsibilities

well,

A functional organizational wodel is shown in Figure 2-2.
Titles for each of the functional arcas are shown across the top
of the chart and key personnel are listed on the left side.
Correlating box descriptions show the functional responsibility
for each individual under cach functional areca. ‘Ihe descriptions
in standard type arc currently listed in NCBA's listing of
sectoral responsibilities. Those in italic print are recommended
and added. 1In some cases the italicized responsibilitices were
obvious and not included in the NCBA list. Others were added as
"possibilities" for AID and NCBA to review and expand as

appropriate.

2.5 FINDINGS AND RECOMMENDATIONS

Key to the success of any organization is the hiring of
individuals with a successful contribution record in their areas
of expertise. Desirable qualities include the ability to attract
contract business and to manage and coatribute to the quality of
the work., The Office of the President and the International
Division should be searching for such individuals to increase the
contract base. This typce of proactive approach to hiring, to a
large extent, has beer rcosponsible for the rapid growth in NCBA
contract base over the past scveral years.
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(italics Indicate Proposed Responsibilities)
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2.5.1 Senior Management and Administration

The Office of the President consists of Morgan Williams as
President and threc support staff personnel. This is a
substantial support staff compared to those of consulting
organizations and othoer trade associabtions. A roview of the
support staff tunctions in this office is recommended to

determine whether the staff is being used optimally.

In addition to Morgan Williams' key functions, additional
responsibilitices could be taken on which could cnhance the
organization. ‘These includs direct involvemoent in initiating and
supporting lcgislative actions and budgets affecting
international coopertive development, and active ongagement in
speaking to the demestic -cooperative memboership in supporting
international development projects and developing potential

markoets.

HCBA's Administrative Division is headed by Bllyn lotek,
Vice pPresident for administration and Finance. She is currenlly
responsible for overseoing the development of a computerized
accounting and financial systoem. At presoent, Core Grant and
international projoect financed intormation is sufficiont to
assure satisfactor,y managemen®, although the rocent increase in
contract level is plocing new burdens on the existing system,
Financial reporting ianprovements are necessary.  ‘The improvements
recommended hore do not imply current veport inaccuracios or

lateness.,

Information on current and projected project status is
critical to proyram management. By the time reporting is
complaete, data is usually two weeks old in most organizations.
Accounting and reporting usually add another two weelis and most
project managers maiie future decisions on information which is

one month old o aldor,

HCBA's operations would be enhanced by an integratoed project
reporting and accounting system or the integration of project
reporting into thoeir cnrrent system, along with a managoment
decision supporlt software packageo, Intornational Dusiness
Systens of San Dicgo produces o package taitlored for prime
computors.  Other systems include Deltek, Vienna, Virginia; L&IL,

3

Flchean, Virginia; and Jawis, o subsidiary of 57 of San Dicgo,

California.



The Mobley Matrix management decision support system is the
most sophisticated and ecasy to use. Javlin for the PC
environment and Encore in the Macintosh environment can be used
to develop these mod~ls.  lHowever a significant amount of work
has to be done by the user fo cevelop the algorithins for these
systens.  UWe recomend the bdobley Matrix since 1t solves over
seventy-two preprogrammed equations simultancously and produces

ROI and cash sustainability cgravhs automatically.

Another arca ot possible snoreasced responsibility involves
Nancy Kantola, the Vice President for Public Relations.  Although
she 1is not funded from the core grant or International bivision,
an opportunity cxists to give the International Division more
cxposure to the NCBA memboership via news releases and
newsletters.,  She could also be a good source for "networking"
cooporative-to-cooperative opportunilios sines she is in contact

with the mewboer organizations and their constitucncices,

The HCBA poard of Directors is also a resource for
development projects and can be used more extensively in that

capacity.

2.5.2 International Division

Larry Harrison, as Vice President of the International
Division, is responsible for the largest operating division
within NCBA.  The International Division employs 42% of the staff
and accounts for 807 of NCBA revenues.  With the core grant being
raduced over the nest fwo years and possible further roduction of
the core grant after ithat poeriod, the organizat ional challenge ig
to recover the loss o thic revenue.  Organizational alternatives
include increasing the curvoent AlD contract b and developing
additional Simibar contracts wilth now clicents, Sinee the fature
of AT mission budg - ts b5 unclear, detallotrics recommnends that
NCBA continuc to oxpand tine Al ol ient base and cxzplore the
possibiliticg of hiving hey percons capable of generating new AID
mission contracts in countrics whoere NOBA projects are not
currently beiog poerlormed; and hiring a key porson capable of
generating contracts with the World Bank, the M, and other

international developuwont organizations,
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2.5.3 Related HNCBA Entities

Conscious attention to communications beltween key personnel
and tcamwork among HNCBA departments and centitics would result in
an enhanced Core Grant eoiffort and support the achicvement of AID
development objoectives.  Specific arcas tor attention include
Cooperative Business International, lood policy (PL 480 and
Section 108), and cooperative-to-cooperative ventures,

Food Policy

Peggy Shechan stands out as a potential key contributor to
the International Division. Her cxpertisce in PL 480 and Section
108, ey agricultural legislation dealing with Food for Peace,
and purchase oif domestic agricultural production for
international purposes would aid in developing sources of
funding.  We recommend an cxpansion of her involvement with the

International Doevelonmnt Division.

Cooperative pusiness International

Cooperative Business International (CBl), headed by Leonard
Yaeger, 1s an impoctant resource for thoe International pivision
and HCBA. Il is utilizing the ostablishod prosence of NCBA in
India and Tndonesia to cxplore commoditios sales opportunitics.
The same approach and technology wmay be appropriate for other
developing countvics whore the international Division and AID are
exploring contract possibilitios,

There is an opportunity to increase the velocit s in
identifying contract possibilitics in this arca.  CBI is clearly
In a criticr! start-up phese gl could increase staffing to
generate s omany opportunitics as possible in the shortest period
of time. Vo recommond that JCBA look at the possibility of
hiving one or two senior staff people for CT to more rapidly

doevelop the potential business basoe,

-



Cooperative-to-Cooperative Initiatives

There are opportunities to work with other cooperatives, in
the manner of a current "Land o' Lakes'" cooperative partnership,
to co-sponsor international development work. A current pairy
Coopaerative Dovelopmaent projoect is being tuplementoed in Guatemala
with NCBA as the prime and Land o' lakes as the enhasnbrastornr,
The relationship is reversed in the conduct of the World Wide
Daivy Developaent Droject in o which Land o' Lakes is tho prime,
Other prospective projects inclode joint ciforts of HCBA with
their own moembership or with the World Council of Credit Unions
in lionduras and with Agricultural Cooperative Doevelopwoent

International in Guatomala.

To the cextent that dowmestic cooperatives perceive such
opportunitics as supporting the objoectives of their mombership,
additional cooperative-to-cooperative projects can be developed.
Cooperative-to-cooperative altornatives may, in addition to
increasing the current AlD conbraclt base, be useful as primary
ways of reducing operational dependency on the ATD Burcau for

Private Linterprisec.

2.6 ORGANIZATIONAT, SUMMARY

In cssence, NCBA has become an efficiently run organization
over Lihc past rive years. Tts staff is cenovgetic and committed
to its intornational development projects.  Within the
organization we soo eight arcas for reocomnendaed changes and
tmprovemnent s, Thoso arce:

O A roeview of the appropriatencss of the support staff
for the GLfice of the Prosident of NCBA which may be
overstalied for thoe tash roquirements,

o An increased involvewont by both the pJCRA President and
Lzecutive Vice President in initiating and supporting
legislative actions supporting intornational cooporative
devaolopmont; enrolling menbor cooperalives in
international projects and wavkets; and recruiting
additional key individuals capable of bringing business
into ¢l and the International Division via other

development banks and funding institulions.
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An increased involvement by the Vice President for Food
Policy, in the International Division.

Hiring of onc or two senior cooperative development

"to develop contacts in the World Jank, IMF,

"champions'
and AID missions in geogyraphical arcas currently not
covered by HNCBA.  This may roguire some NCBA staff
restructuring and organizational tightening to accomodate

the talent needed to goneratoe new revenue streans.

Adding one additional senior level person to CBI to
accelerate the number of trade contracts acquired.

Enhancing the current financial system with an integrated
project reporting system and a management decision

support model.

Involvemoent of the Vice pPresident for Public Relations,
to increase ecxposure of the International Division to the

Association membership.

Working with the NCBA Board to develop cooperative
partnerships in cosponsoring international development
such as the "Land o Lakes" and other projects.

.3



SECTION 3

STRATEGY AND OPERATIONS

International development is the major focus of the
National Cooperative Businoess Association. The major inter-
national development client is the United States Agency for
International Development. Corporate strateay for NMCBA has been
developed in vesponse to ATD requirements for technical
assistance in cooperative development. Core grant operations
through the core grant activities have been developed to support

AID client reguirements.

3.1 CORLE GRANT OVERVIEW

The goals of the three year NCBA grant ending December 1985,
according to the grant application, included "To improve the
living standards of low income people and to expand their
H1

participatory access to material and social benefits. The

purpose of the cove grant is to:

"Assist  and advise the establishment and operation of
integrated cooperative systems which provide producers
with more adcecquate incentives to increase production.
Develop input, supplics, credit, grading, packing,
storage, marketing, processing, and distribution at
all levels of agricultural production and related
systems, "

3.17.1 Activitiecs

The activities of the core grant, as presented in the grant
application, addressed ten categories. These are generally
referred to as the core service functions and are listed below:

1 Evaluation scope of work. See Appendix A.



CORE SERVICE

IFUNCTIONS ACTIVITIES

1) Project Identification: Field exploration.

2) Project Design: Proposal development, funding resource
identification.

3) Project Implementation: Backstopping, personnel
recruiltment and orientation.

4) Procurcment aAssistance: Coordination.

5) Project bvaluation and Monitoring: Administration of
projects involving matching fund grants, IQC work
orders, and collaborative assistance agreements,

6) Coordinate Cooperative Tnitiatives: Cooperative-to-
cooperative offorts involving international trade
development and joint ventures.

7) Assistance to National Cooperative Organizations:
Analysis of development potential for host governments
in specific activity arcas.

8) Collaboration with Other CbO's: Joint studies,
evaluations, and design of development projects.

9) PL-430 Projoect Development: Proposals for expanded
utilization of commoditics and/or related surplus
currency accumulations in developmnent programs of
cooperative food production and related supplies,
markoeting, and processing infrastructures,

10)  Cooperative Clearing llouse: Resource information for

developing country cooperatives and cooperative trades
including technical assistance, training, and technical
delegation visits to U.S. cooperative facilities.
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3.3 OPERATIONS RESULTS

The log frame presents a view of the core service functions
in terms of outputs. Overall, these indicators show an increase
in outputs for most of tho 10 coire service functions over the
three yvear grant period.  An coxception is backstopping act-
ivities. In recent years, AID has oncouraged increased reliance
on mission funded project vesources rather than on core grant
resouwrces.  rainirg and technical assistance to host governments
were core service functions that were at a relatively low level

in comparison w.th other core functions.

To summarize operations, the ten core service functions were
divided into seven major catoyories. ‘These include the following:

o Project Identification and Design:  This category
combines Core Scrvice Functions 1 and 2.

mentation:  This category combines Core

o Project lLuplementation
Service FMunctions 3 and 4.

o Project Lvaluation: This category includes Core Service
Function 5.

Lon_of Cooperabtive Initiatives: This
Sludes Core Service runction 6.

o Assislance to National Cooperative Organizations/Clearing

Housce:  This categorvy includes Core Service PPunctions 7

and 10,

o Collaboration with CpOs: This category includes Core

Service Munction 8.

o PL-480 bevelopment:  This category includes Core Service
Function Y.

3.3.1 Project Identification and Design

Project identification consisted of reviewing opportunities
for cooperative development on-site and preparing reports or less
formal memoranda to indicate potential  nd feasibility.  As shown
in Table 3-4, the nauber ol project feasability studicos increased
over the threo yoar poriod, and in 1985, 23 studics wore accom-
plished.  Site visits also increased substantially according to
avallable data provided py HCBA, and 29 were conducted in 1985,

")



Table 3-4

1. Project Identification Outputs

1983 1984 1985 Total
IFeasibility Studies 7 10 23 40
Site Visits 12 48 51 111
Countries Visited 20 29

Project design for NCBA cooperative development projects
entails the development of detailed project proposals. These
proposals are reviewed by AID mission and AID/W personnel for
possible funding to NCBA for project implementation.

Table 3-5 shows the number of proposals for ceach of the
three yoars and theiv status.  The number of proposals increased
from 1983 to 1985. oOverall, approximately 3 of every 4 proposals
were funded and awarded to NCBA. Table 3-6 shows the proposals

by form of funding.

Table 3-5

2. Project Design

1983 1984 1985 Total
AID Proposals Developed 9 11 12 32
Awarded to NCBA 6 9 8 23
Awarded to Others 1 1 2 4
Pending 0 0 2 2
Cancelled 2 1 0 3



Table 3-6

2. Project Design Outputs, Forms of Funding

Matching Grants
Proposead
Funded

PL-480 Programs
Proposed
I"unded

OPG's
Proposcd
Funded

Coop. Agreements
Proposed
Funded

Submitted With Others
Proposaed
Funded

Non-AID Donor Profiles
Proposaod
Funded

Training Programs
(Not-Including CLUSA
Project iunded Training
Programs)

Proposaed

Funded

PD&S (From Misgion)
Proposed
Funded

Project Amendments
Preposed
Funded

Totals

Proposed
Funded

1983 1984
0 1
0 1
1 1
0 0
2 1
1 2
1 3
1 0
1 2
0 2
3 0
2 1
0 0
0 0
0 0
0 0
4 1
4 1
9 11
7 10

3.9

1985 Total
0 1
0 1
1 3
2 2
1 4
3 6
0 4
2 3
0 3
0 2
5 8
2 5
3 3
2 2
1 1
1 1
1 6
1 6

12 32
10 27

AY .



3.3.2 Project Implementation and Procurement Assistance

NCBA increasced the number of countries in which cooperative
development projects were being implemented.  HNumber of projects,

staff and consultants also increasced, as shown in Table 3-7.

Table 3-7

3./4. Project Implementation /Procurement Assistance

1983 1984 1985
3. Project Implementation
Number of Countrics! 7 7 14
Nambor of Projoects 9 9 18
rYroject Personnel 21 22 35
Long-term Personnel 4 6 9
Consultants 17 16 26
Backstop Activities
Overall (Person Years) 3.5 2.5 2.5
Backstopping, Core Grant
(Person Years) 3.5 1.7 .5
International bivision 14 15 13
Core Grant 14 13 9
4. Procurement Assistance ($000)
Level of Commodity
Procurcmont ¢ $130 $170 $210

Includes one regional grant cach year.
Data for 1983 and 1984 was combined in some instances.
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Table 3-9

6.Coordinate Cooperative Initiatives

1983 1984 1985 Total

Cooperative-to-Coopera-

tive Initiatives 0 1 0 1
Joint Ventures Resecarched 2 1 0 3
CBI (pre-feasibility/

proposal) 1 1 (1) 1
CBI-related 3 4 3 10

Total 6 7 3 15

3.3.5 Assistance to National Cooperative Organizations/

Cooperative Clearing iflouse

NCBA responds to a large number of requests for information
on cooperative development. o formal tabulations are kept on
the telephone and mail requests. Table 3-10 shows the available
data in assistance provided.

(1)

The CBI proposal was funded and the effort initiated in
1985.



Table 3-10

7./10. Assistance to National Cooperative
Organizations/Cooperative Clearing House

1983 1984 1985 Total

7. Assistance to National
Cooperative Organizations

Amount of Technical Assist-
ance/Studics Provided

for ilost Govermnments 0] 2 0 2

Training in U.S.
{(Individuals) 0 8 17 25

Training in Host
Countrics 1 0 0 1

10. Cooperative Clearing House

Information Requests
Received 40 100 90 230

Requests Prom
i
Cooperatives lHor:

Technical Assistance 2 2 1

Short-term Training

in uU.s. 0 8 17 25
Study Tours in U.S. 61 44 53 158
Delegation Visits 0 58 118 176

Estimates



There were 25 requests for training in the U.S. and all 25
were honored. Technical assistance provided directly to host
country government, apart from ongoing NCBA projects, was
minimal.

3.3.6 Collaboration with CbOs and Other Organizations

Over the three year period, NCBA collaborated with other
CDhOs and organizations on joint studies and project designs as
shown in Table 3-11.  This activity was relativeiy constant,
averaging 3 collaborations per year. Among the collaborative
efforts were studics and designs produced with the World Council
Unions, Agriculture Cooperative bevelopment International, CARE,
Transcentury, Land o' Lakes, and Group ilealth Association.

Table 3-11

8. Collaboration with Cooperative Development
Organizations/Other Organizations

1983 1984 1985 Total
With Other CDOs
Joint Studies 2 0 2 4
Project besigns 0 2 0 2
With Other Orgyanizations
Project Designs 1 2 0 3
Total 3 4 2 9

3.3.7 PL 480 Project Development

PL 480 project development is a high priority for NCBA.
Table 3-12 presents some available data. The India 0ilseced
Project based on PIL 480 has been an important and successful
enterprise.  The two funded proposals were for India and

Indonesia.
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Table 3-12

9. PL-480 Project Develor.ent

1983 1984 1985 Total
Projects Implemented 2 3 T2 7
Projects Proposcad 3 1 0 4
Proposals unded 0 1 1 2
Monitoring Time 2 1.5 .5 4.0

(Person Years)

2.4 VOMEN Ti DEVELOPMENT

NCBA 1is scensitive to women and development as a topic of
importance to AID in achieving its overall development objec-
tives.  HNCBA personnel acknowledge that women in developing
countriecs make major contributions in agriculture. Project
design for field projects, the major core service function, must

consider the role of women.

3.4.1 Design and Appraisal

The Core Grant application did not explicitly address
interests of womoen in connection with the goal, project purpose,
and core scrvice functions. lFor the grant awarded for the three
year period ending becomber 1988, there was no specific

discussion of tho topic.

domen statf menbers pavticipate in the design and
lmplementation of the Core Grant. Of the seven non-clerical
positions Tunded by the Core Grant, two are staffod by women.
The Deputy vice Presidont of the International Development

Division is a woman.
3.4.2 Core Grant Gender-Specific Data
Gender-specific data, in terms of staff, is available on the

Core Grant. ‘There is an overall policy of equal employment
opportunity for NCBA and women are in key management and
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technical specialty position. Of the thirty NCBA headquarters
non-clerical positions, cighteen are staffed by women. In the
management structure, including the President, Vice Presidents,
and Deputy Vice President, four of the seaven positions are
staffod by women. 7The top two NCBA positions, President and

Brxecutive Vice President, are staffed by wen.

3.4.3 TField Projects

Of the seven cvaluation reports on field projects reviewed
for the Core Grant cvalualtion, once addressed issues of women and
development.  The Haili Poulltry Project evaluation report stated
that there was a slight lmpact on women's welfare througn market
sales, production increase, and employment in slaughtering
facilitics, according to information provided by the evaluation,

women participated in the various components of the project.

3.4.4 Lossons for lPuture Efforts

The staff funded by the Core Grant is responsible for pro-
ject design. Attention to the issues of women and development
could have an effect on future field project design and collec-

tion of gender-specific data.

3.5 FINDINGS AND RECOMMENDATIONS

The stalf supported by the Core Grant are managing the field
and headquarters activities in an effective fashion. The related
NCBA strategy is gencerabing a higher level of international
projects as retlected i the increase from $3.0 million in 1982

o $5.7 willion in 1985,

There was an increase in the productivity of the Core Grant
in the arca of producing feasibility studies and proposals for
host country cooperatives development projects.  The numboer of
host country site visits for project identification increased
dramatically in the final year of the three year grant period.
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SECTION 4

FINANCIAL ANALYSIS, REQUIREMENTS,
AND FUTURE PLANS

Three major arcas are addressed in this section. The first
is an analysis of the sources of NCBA revenues, categories of
expenditures, and the relationship of revenues to the Core Grant.
The International Development Division contract basc is analyzed
and funding alternatives are examined. PFinally, market and fund-
ing alternatives arce presented, with relative market entry risks,
to reveal organizational strategies which could be used to
replace all or part of the Core Grant.

4.1 IFUNDING SOURCIES

buring the period 1978 through 1985 NCBA has been in a high

growth mode. Revenues increased from $1.7 million in 1978 to
$7.2 million in 1985.1 This growth has been accompanied by an
NCBA focus on future plans for international development. In
1984 a target of $6.5 million in revenues fram international
grants and contracts was setbt for 1986. In 1985 international
revenues werce $5.7 million anda the target for 19856 will be
cxceeded with contracts and grants currently awarded to NCBA.

Figure 4-1 shows the comparative revenue streams for Fiscal
Years 1983, 1984, and 1985 by revenue source. On this chart,
unrestricted funds are those revenues from cooperative membership
fees. Thesce are designated unrestricted because no policy
restrictions exist limiting the type of expenditures. This area

constituted approximately 20% of the total revenue bhase.

-

: All financial data is for the NCBA PPiscal Year, which is
identical to the calendar year.

The restricted contracts and grants categories consisted
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The restricted contracts and grants calegories consisted

almost exclusively of ATID wission contracts and the core grants.

This has been the primary growth area for NCBA over the past

ears, constituting 80% of NCBA's income. Coopoerative Business
I 8

International (uBl), also funded by AL, did not cxist until

1985,  7Theretfore revenues are only shown for FY-85% in the amount

O 118,000, Remaining revenues consisted of a Lrust fund which

increased from $53,000 to $282,000 during the 1983-1985 time

period.

Figure 4-1

Revenue by Category
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Includes grants and cooperative agreements.,

Table 4-1 shows the size of revenue {rom the membership,
which is one of the components of other NCBA revenue. Size of

membership and menbership revenues have increased in recent

years., The average dues paid by members has declined.  Contracts

and Grants more than doubled from 1983 to 1985, Membership

revenues increascd by 50%,
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Table 4-1

NCBA Membership Revenues

Revenues Average Dues Members Paid Up
1982 $385,000 $3,600 108
1983 485,000 2,500 195
1984 539,000 2,500 218
1985 577,000 2,200 266

Table 4-2 shows NCBA revenue sources by percentage from 1982
to 1985, Contracts and Grants, as a percentage of total revenue,
has stabilized. ilembership dues has declined slightly as a
percentage of total revenues.

Table 4-2
Distribution of
NCBA Revenues
(Percentages)

1982 1983 1984 1985
Contracts and Grants 80.2 80.0 78.4 79.0
Membership Dues 10.5 12.1 11.9 8.0
Contribution, Pees, and
Reimbursciments 6.2 4,6 8.6 8.5
Registration Fees 1.7 1.4 .4 .8
Other Income - Net 1.4 1.9 _.6 _3.6
Total 100.0 100.0 100.0

4.2 CORE GRANT EAPENDI'TURES

As can be scen from Figure 4-2 (Support Grant Expenditures),
NCBA has ezpended 298,216 during the first five months of the
calendar vyear., This is an expenditure rate average of $59,0643
per month or $715,718 on an annualized basis for 1986. Salaries
and related overhead exzpenses constitute 77¢% of total Core Grant
cxpenditures.  Consulting Services and GAA for the Core Grant
during the first five months of 1986 were a relatively small

portion of total expenditures. Figure 4-3 presents this same

4



data as a pie chart and by percentage distribution. Travel
expenses at 5% of the total contracts were perceived by the
evaluation team as low given that one of the primary grant
purposes is international project development. tMuch of the
foreign travel is shared under mission contracts.  The only
portion chavged to the Core Grant is the amount required for
additional travel to identily projects and develop projects. An
industry "rule of thamb" for oObC cxpenditures on scervice con-
tracts is to not excced 10% of total contract revenuce. NCBA's
ObC expenditures are well below that average at 6%, as presented
in the pie chart.

Figure 4-2

Support Grant $ Expenditures
January - May 1986
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Figure 4-3

Distribution of
Support Grant $ Expenditures
January - May 1986
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4.3 FINANCIAL ANALYSIS

Revenue per employee is currently $102,000 per employee
($7.2 million/70 cmployces)., This number is a rough measurcment
of the productivity health in an organization. Vhen comparad
with siwilar scrvice-based firas this nuabor ig high, which
goenerally reflects o highly productive staff. Productivity for
cnployce-basoed sorvice industries in Lo H80,000 per caployoeo

range is o considerod gqood.  NCBA has substant rally cxzceodoed that,

buring the poriod from 1978 to 1945, NCBA Contract and
support Grant rovenues went from $1.3 million to $5.7 million.
Frow 1966-1979 the Average Annual Growth Rate was 1.2%.  From
1980 to 1985 the Average Annual Growth Rate accelerated Lo 45%.






A major activity under the Core Grant is the development of

new projects w'th AlD missions.  One measure of how offectively

the grant moncy is being used for this objective is percentage of

grant revenue to Total contract Volume over time. From 1981 to
1985 the average percentane was 24%; during 1985 the porcent age
dropped to 1,60, Froa data avatlable trom the proviouns twolve
vears, the average o was d5.00%., I essence, desing the past Live
yoars, ACBA has used the core grant very cffectively to develop
new vrojects and cxpand the use of cooperatives in developing

countries,

Pigure d4-4 displays the contracts (including project grants

and cooperative agreements) as a percentage of total revenue and

the coro gyrant as a percentage of total contract volume taken

from Table 4-3.  The shift frowm 1978-1985% was dramat i ¢, as shown,

Bascd on NCBA projections for 1980 within committoed contract
volume of over $6.0 million and o modest decrcass in the Core

urant,, a favorable Core Grant to contract ratio will continue.

Figure 4-4

Core Grant/volume to Total Revenue
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IFigure 4-5 shows the NCBA Total Revenue, Contract Volume,
and Core Grant dollar amounts by vears. Significant in this
chart on the ratio of contract work and other revenue sources 1is
the difference between Total Revenue and Total Contract and Grant
Revenue.

Figure 4-5

Contract/Volume to Total Revenue
1966 - 1985
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NCBA currently has a substantial high growth in AID mission
and ATD/W business basce and has traditionally demonstrated little
income potential from othor revenue streams., Assuming the Core
Grant were climinated or reduced drastically, the major e¢ffect

would be on NCBA's ability to generate new business.



4.4 ALLOCATION OF COSTS

In terms of costing, the Core Grant is treated in the same
way as all ongoing NCBA projects for ALD. Combined indirect
costs of 42.94% are charged to cover Overhead and General and
Adwministrative functions. An overhead rate of 39,.99¢ iy charqgoed
on all direct costs cxcopt cquipment, overscas procurchents,
subcontacts of over $25,000, and in-country training. A Gencral
and Administrative rate of 2.95% is charged on all direct costs,

Migure 4-6 below shows this relationship.

Figure 4-6

Current Cost Structure

G 2.95%

39.9% Overhead

Prolect A Project B Project C Project D
Core Grant

The major expenditures of the Core Grant are for development
of new projects for the ATD missions, quality control or "back-
stopping"” of field projects, training, and consulting with
foreign visitors interested in establishing co-operatives. OF
these functions, Core Grant resources are primarily dedicated to
the development of new business.  Dovelopment of noew business is

generally classificd as marketing and proposals proparation,

4.9



which are overhead functions in other conventional contracting

organizations. In such organizations, the functions of the Core
Grant would be classificed as indirect costs. In licu of the Core
Grant, the 42.94% Overhead and G&A could be increased accordingly

and charged against other contracts and grants.,

Figure 4-7 shows an alternative to this method of accounting

for projects.  The Core Crant amount is included as part of the
G&aA since 1t supports deveilcpment and is not an actual project.

The GEA wau increased from 2.95%¢ to 12.4%, which would cover the
Core Grant it 1t were charged divectly to projecta. one alterna-
tive is tor the Core Grant to be an overhoad/Ga&A supplement and
have indirect rates incrcease over time as the Core Grant is
reduced.  The G&A figure of 12.4% was calculated using the Mob loy
rlatrix, an analysis tool (see Appendix B, Lvaluation
rlethodology).  The assumptions are based on $8.5 wmillion in total

revoenuee,

I'igure 4-7

Cost Structure with
Core Grant as Indirect Cost

G&A 12.4% - Including Core Grant

38.9% Overhead

Project A Protect B Project C




4.5 NCBA CURRENT THTERNATIONAL CONTRACT BASLE AND PROJECTED
BUSINESS VOLUME

The core grant amount to NCBA is being decreased over time
as per agrecment with the AID Burcau for Private tnterprisce
(PRi) . Over three years the dollar level of the grant will
decrease cach year by 5¢, 8%, and 12% of the grant amount for the

year 1985,

MCBA has beoen receiving funding from AID for core service
functions since 1963, Currentiy awarded projects of NCBA are
! .
presented in Figure 4-8, which shows the time line for oach

project toygether with the cumulative business volume.
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4.6 SUSTAINABILITY

AID guidelines on cross-cutting issues to be addressed by
evaluations include sustainapiiity. Project designs are
ordinarily assumed to assure tnat projects will function
effectiveley when donor support ends. Of the seven questions
provided by the guideline, the following are appropriate for the

core grant evaluation:

o What project benefits (or outputs) are (or were) to be

sustained aftor donor funding ends?

The major project benefits or outputs to be sustained,
should the AID Cere Grant be terminated or substantially
decreased, are project identification, project design,
and proposal preparation.  These outputs are used by AID

missions and host country cooperatives.

o What host country constituencies will benefit from
project/programme success? llow and to what extent has a
constituency been built through project implementation?
{Active bencflficiary participation often helps to ensure
the relevance and sustainability of development

projects.)

In each country in which ~ooperative projects are
implemented, there is a constituency which can assure
continvity of the program. 'the development of new
projectc in other host countries, an objective of the
core grant, has no vecady constituency. Some initiative
on the pact of AT missions and NCBA is required in each

country casece.

o Do projected bhenefits justify the continued investment of
resources in the light of alternative opportunity cost

and constraints?

The AID cxperience with NCBA in terms of project
developnment would indicate that the projected benefits
from core grant activitices justify continued AID
investment. At issuc, however, is the form and extent of

specific Core Granl support.

4.15



4.7 CORE GRANT ALTERNATIVES

Three grant reduction alternatives are presented. These
show a range of possibilities that address several areas and are

presented for review and discussion purposes.

4.7.1 Formula Basced on Previous Years

A negotiated formula could be used in which a fixed percent-
age of the contract level for the previous three years determined
the core grant for the upcoming year. Hence the total contract
revenue in thousands of dollars less the core grant would be:

1983 1984 1985

($000) ($0C0) ($000)
Contract Level $3,211 53,545 $5,697
Core Grant 934 997 836
Total $2,227 $2,546 $4,811

The core yrant for 1986, for example, would be calculated as
follows:

Average

Contract Subsequent
Amount Alternative Core Grant
{($000) Rates ($000)

$3,211 p 20% = $042

$3,211 b4 25% = 5802

The primary advantoge of this method is that if contract
funding in any ono year drops off significantly, the core grant
reduction would not significantly impair NCBA ability to generate
new field projects. Tt would also maintan the “"spocial rela-

"exicting betweon NCBA and AlD.  Should NCBA be unable

tionship!
to obtain project work over several years, due to funding cut-
backs or incffective projoect work, the core grant would be re-
duced accordingly. The Core Grant basis showing the effect if
there is a major reduaction in contract funding in a single year

would be as follows:


http:redui.ct

Total Contract Revenue less Core Grant
Assuming 40% Reduction in Contract Base for FY 1985

1983 1984 1985
($000) ($000) ($000)
Contract Level $3,211 $3,545 $2,887
Core Grant 934 999 886
Total $2,227 $2,546 $2,001
Average
Contract Subsequent
Amount Alternative Core Grant
($000) Rates ($000)
$2,275 b4 20% = $455
$2,275 X 25% = $569

4.7.2 Assigning Core Grant to Indirect Costs

A second alternative is for NCBA to increase the total
indirect costs. An estimated increase to 12.4% for G&A or an
equivalent increase to overhead is based on the current contract
volume and would generate funds sufficient to replace the current
Core Grant. 'The increase would be passed directly to other AID
missions and AID/V projects. A sample calculation case on $1
million in sales showing this alternative follows:

Increcase Total Indirect Cost to 12.4%

Proposed Current
Alternative Method
($000) ($000)
Direct Project Costs %1,000 $1,000
Overhead 399 399
G&A 124 (12.4%) 30 (2.95%)
Cost to Projects 51,523 $1.429
Difference per $1,000
Direct Project Costs ) + 90
$1,523 $1,523
4,17



The direct impact to the missions would be $90,000 in
additional cost per $1,000,000 in contract expenditures. 1t
should be noted that a 12.4% G&A charge is within industry rates
of 10-16%. Conversoly, if the difference of current to proposed
G&A (9.45%) is added to the overhead it would be 49.35%. This is
still very competitive with commercial contracting service firms

operating with 80-110% overhead rates.

4.7.3 Indefinite Quantity Contract

The third alternative would be to replace the support grant
with an indefinite quantity contract (IQC) at an estimated
$700,000 per year for defined activities (project identification,
project design, training). All work orders would be requested

and tunded by missions.

HCBA has previously had IQCs. A drawbhack of an IQC, accord-
ing to Alv contracts personnel, is the processing cffort and time
regquired for relatively samall work orders. Serious delays can
occur and aifect the timing of project identification and
funding., In essence, using this method could be financially
disruptive to NCBA in handling a number of simultancous, small,
short-teran task assignments. It would also reguire an increase

in AID personnel tiame to monitor the task assignments.

4.8 ALTERNATIVE FUNDING SOURCES AND FINDINGS

Three basic alternatives for funding to replace the Core
Grant are presented. ¢ oaposite  information derived from our
interviews show the relative commitments and possibilities for

cach alternative.

4.8.1 Jundraising

Fundraising is generally perceived as a "good idea" within
NCBA and AID. llowever, NCBA is reluctant to make the necessary
investment, given that there is little ezpectation of an appro-
priate return.  NCBA member cooperatives are structured to return
ezcess operating rovenues to their membership. There is little
interest among those cooperative menberships to give to foreign
projects which may have little impact or direct value to their

own individual members.
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It may be possible to have some limited fundraising for
directly identified project centered work. This alternative is
perceived as viable for generating contributions for specific
projects in tho $50,000-5100,000 range.

4.8.2 Other International Development Agencies

Performing contract work for organizations active in
developing countrics is another alternative. This includes

organizations such as:

World Bank

International tlonetary Fund
Inter-American Development Bank
African bDevelopment Bank

United Nations Agencies

CARL & Othaor PVOs

Asian bevelopment Bank

OO0 O0OO00OO0C

NCBA has had sowmc success in developing business in this
area with two small contracts; one with CARE and one with the
World Bank. HCBA poersonnel have marketed to these organizations

and perceive the market as hard to enter.

NCBA has no competitive advantage over other national coop-
erative organizations, such as those in Sweden. The development
of work for developuent organizations other than ATD would
require a high initial investwent in terms of qualified and
expericenced personnel.  One Lo two years of sustained project
development work would be required to produce regnlts. It
usually takes throe to six months to develop business
opportunitics, throeo to sixz months for proposal submittal and
award, and anothor 30-90 days before the first cash income is

rocoeived,

Funds for developing the new international business base
beyond AID could not come out of currently committed indirect
cost funds il NCBA cstimates prove realistic. Resources for such
marketing could be genecated by increasing revenues crom the
membership, increasing the burden rate on existing contracts and
grants over what has becn presented, or a reduction in planned
indirect costs and a reallocation of those funds for marketing.

4.19
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4.8.3 New Services and Productivity

The interviews consistently revealed that training is
considered an important activity for NCBA. The selling of
products and standard services such as training 1s another

funding alternative.

One of the key functions of the Core Grant is to facilitate
informal coaching with host country nationals, with the intent of
increasing cooperative business development. Delegations have
visited NCBA and met with one or more NCBA staftf to explore how
cooperatiives can be of use in their situations. While this
function can have an impact in fostering cooperative development,
it is an unlikely avca for a major NCBA rvevenue stream since
charges for this service would be generally inappropriate.

NCBA 1s conducting relatively few formal training workshops,
training income has been in the $50,000 to $100,000 range. While
the current costs ave high and the technoloyy is still not fully
developed, training courses using interactive video technology

with only one to four workshops presented annually.  Annual

may be a possibility over the next scveral years; again a high

front end investment would be required.

Another possibility in the product service area is
publishing. While NCBA does have some published nmacerials it is
basically a technical assistance organization and is not geared
to producing and selling products. Publications may, however,
offer a viable opportunity. Bmploying a "desk top publishing"
approach, publishing on a limited basis could be used to gencerate
texts and workbooks and conhance NCBA intcernational eoxposuro.
Publishing in this manner would not necessarily be exzpensive and
could produce high marvgins. While NCBA would be operating in a
Llimited and spoecialized market and total revenue may be modest,

the erxcess revenue above "cost of goods sold" could be generated.

4.9 T[INDINGS AND RECOMMENDATIONS

NCBA is currently operating at $7.2 million up from $1.7
million just seven years ago. NCBA's revenue generated peor
enmployec at  $102,000 per cmployee generally reflects a highly
productive staff comnpared to the average in cemployee based

service industrics.






Figure 4-11

Relative Risk of
Developing Funding Sources

CURRENT CUSTOMER BASE NEW CUSTOMER BASE

CURRENT TECHNOLOGY CURRENT TECHNOLOGY

e Core Grant e Other International

e AID Mission Agencies

® Coop with Coop ® Training Programs

® DL 480 - Section 108 e Pl 480

e Coaching - Informat e AlD Mission Contracls
Training ‘
LOW RISK MODERATE TO HIGH RISK

NEW CUSTOMER BASE

. . NEW TECHNOLOGY
CURREMNT TECHMNOLOGY BAS

HEW TECHNOLOGY ® Producls and Services

® Fundraising - Publications

- Formal & Packaged
Training Programs

MODERATE TO HIGH RISK HIGH RISK

Moderate to high risk is evident in the development of new
customers using current NCBA technology and the developnent of
the current customer base using a new technologyy. The high risk
area for NCBA would be to develop a new customer base with a new,

to be developed, technology.

The figure shows a shade curve with arrows pointing outward.
This represents the market/technology edge which NCBA needs to
develop.  The lowest risk alternative should be thoroughly
developed; e.g. initiating more cooperative to cooperative

projects and generating new contract revenuc through PL 480 and

Section 108 funds.



Some portion of time and resources should be spent in
developing contracts with new AID missions, and possibly adding
an additional high level staff wember capable of this task, and

of determining "what it would take” Lo develop contracts with

other international developmont agencies.

Publications are perceived as a high risk area. The market
is limited and publication capabilities would have to be
developed.  One possibility is to expand the government, public,
and meabership relations division to include international

publications,
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SECTION 5

REVIEW OF NCBA PROJECT EVALUATIONS

Metalletrics reviewed the evaluation reports for seven NCBA
overseas projects. The covaluations were conducted by individuals
and teams made up of project staff, NCBA personnel, AID staff,
and third party cvaluators. Two evaluations were conducted by
project staft alono, and two were conducted in conjunction with
thirvd party cvaluation consultants.  The composition of
evaluation teams depended, to a large extent, on the judgement of
the AID Hission, as evaluations by third party consultants can
require additional funding, to be paid by cither HCBA or the AID
Mission. The covaluations are listed below (the bibliography is

presented in Section 5.0).

o Bquatorial Guinca: Lguatorial Guinca Cooperative

Development Project:  did-term BEvaluation, 1985, Hal
Frantz and Bob I'reitas, Project staff, and Don Kennedy
and Bill sSchillinger, AID Staff.

o The Gampia: The Gambia's Cooperative Education Multi-
ledia Campaign: Final Report, 1984, llartha Cashman,

Project Staff.

o laiti: ©Bvaluation, COOPEP/CLUSA Illailti Poultry Project,
1984, n.n., Project Staff and NCBA Personnel.

o India: Management Assessment of the Oilsced Crowers
Cooperative Project (OGCP): PFinal Report, 1985, Worman
Smallwood and Ron tankins, Evaluation Consultants.

o Lalin Amcrican Region: Cooperative Insurance Assistance
Project isvaluation Report, 1984, Larry Collins, Project
Staff, and Paul Prentice, bvaluation Consultant.

o Rwanda: Update of 1983 bvaluation of the Local Crop
Storage Projoect, 1984, V.. Garvey and Jim Alrutz, NCBA

Personncl.

o Rwanda: Rwanda Cooperative Training and Research Center,

1984, v.u. Garvey, Jim Alrutz, and Lyle Brenneman, HNCBA
Personnel, and Diannc Blane, AID Staff.

5.1
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There is in addition to the October 1985 India Oilsced
Project report, a report on the project dated June 1983. ‘The
1985 report was concise and omitted much relevant information
that was contained in the 1983 report, such as project setting,
cost, dlmpact, and other information, as is shown in the review of
cevaluation content in Scetion 5.1, he 1985 report, however,

being the Minal Report, was used in this rovioew,

Proliminary analysis has been pevformed on information
derived troa the evaluations in order to indicate arcas which may
be appropriate tor review bv NCBA and AlD poersonnel.  The
analysis has talen into account only information which was pre-

sented in the cvaluations, and is not intended to be cexhaustive.

Metadetrics reviewed the cevaluations with respect to their
relevance to the ten tunctions of the AlD core service grant.
The conduct of project evaluations is airectly rvelated to core
scrvice tunction /5. Insight into the administration of this and
other core service tunctions can be gained by an analysis of the

cvaluation findings.,

The evaluation findings for each project have been organized

into three catogories:

o Achicvencnts (Arcas Mastered): Project components,

project activities, or other project-related arcas which
were working offectively and which supported other
project activities and achicvement of goals.
o Opportunitics (Conditions): Circunstances, or project
outputs which had not yot been accomplishoed, which were

seen as boeing areas in which the project could and should

focus attention,

o Constraints: Circumstances which were obstacles to the

accomplishment of project goals, aad which were secen as

being beyvond the influence of project personnel.,

A profile of cach project, as summarized by these categories, is

presented in Scction 5.2.
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The service functions of the NCBA core grant were examined
in light of this summarized information. An overall summary is
presented in Sectiion 5.3 listing the specific types of
achievements, opportunitics, and constraints of the seven

evaluated projaects.

5.1 EVALUATTION METHODOLOGILES

To the extent that project evaluations are summarizations of
project activitiecs or reveal only what was discovered through
informal monitoring processces, the evaluations may be of little
value in assessing core grant activities or identifying reloevant
lessons for cooperative development. The evaluation process
should, ideally, provide more than a summary of events or a
justification of project performance. Lvaluation can be
conducted to understand clements and phemonena in project design
and implemceutation, reveal relationships and linkages among them,
and explore the significance of these factors and activities to

project cffectivencss.

The guantitative measurement of relevant indictors, such as
the achicevement of project targets, the accomplishment of
activities beyond stated project objectives, and measurement of
project impact, is pertinent to project evaluation. Quantitive
data can be used in conjunction with qualitative infcrmation in
fulfilling the nurpose of cvaluation in providing insight and

direction.

Project cvaluation as a management and decision-making tool
has become important for policy formulaticn, program development,
and project implementation. The basic components and procedures
of evaluation are defined in the literature and through actual
practice. AlD has piloncered the logical framework which assists

in approaching an evaluation as a complete and coherent effort.,

The following are components or sections which can be
included in an evaluation report:

5.3
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Programmatic Issues

- Gambia

- (India 1983 Report)
- India

- CIAP

-  DMquatorial CGuinea
- Haiti

-  Rwanda 1,CS

- Rwanda CTRC
Bvaluation rlethodology
- (India 1983 Report)
- CIlap

- Equarorial Gainea

- llaiti
- Rwanda CTRC

Project Description

Setting

- Caumbia

- (india 1983 Report)
- C1AD

-  DBgaatorial Guinca

- fHaiti

-  Rwanda LUS

-  Rwanda CTI'RcC

Objectivoes

- Gambia

- (India 1983 Report)
-  India

- CLAP

-  Bguatorial Guinea

-  Haiti

-  Rwanda LCS

-  Rwanda CTRC

Activitiog

- Gamnmbia

- (India 1983 Report)
- India

- CIAP

- Lquatorial Guinea

- Haiti

-  Rwanda L.CS

- Rwanda C1TRC

Organizat ion
- Only as discussed under Activities
Staffing

- none

(82}
.
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Assumptions/Constraints

-  Gambia

- {India 1983 Report)
- India

- CIAP

- [Equatorial Guinea

- Haiti

-  Rwanda LCS

~  Rwanda CTRC

Costs
- (India 1983 Report)

-  Rwanda LCS
-~  Rwanda CTRC

Project Results

Outputs

- Gambia

- (India 1983 Report)
~ India

- CIAP

-  Bquatorial Guinea

- Haiti

- Rwanda LCS

-  Rwanda CTRC

Project Impact

- Haiti

Cost Effectiveness

-~ none

Logicel Framewor) Analysis

-  Bguatorial Guinoa

Findings and Recommendations

-  Gamlbia

- (India 1983 Report)
-  India

-  CIAP

-  IEquatorial Guinea

-  Haiti

-  Rwanda LCS

~ Rwanda CTRC



'xecutive Summary

Introduction
Fval. Purpose

Program lssues
Methodology

Project Description
Setting
Objectives
Activilices
Organization
Staffing

Assump. /Contraints

Costs

Project Results
Outputs
Impact
Costc Effect'ness
Log Frame

Findings/Recomnend.,

Gambia

@]

Summary of Evaluation Reports Content

Tndia

(1983)

@]

Table

India

5-1

CIAP

(o]

Equat.
Guinea

(o]

Haiti

o

Rwanda

LCS

o

Rwanda
CTRC

o






Modest levels of accomplishment are not necessarily
equivalent to unsuccessful project implementation. The Haiti
Poultry Project, for instance, was behind schedule and
experiencing moderate success. The project was, however, still
in the accomplishment of project objectives. The

engaged
fashion which indicated

circunstances woere being addressed in a
the likelihood of cventual project success.

(63}
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5.2.1

Final Report, 1984,

Achieved:

trained in producing radio spots.
Flag, stickers, oto.)

Not achicved:
dropped.

cooperative cducation
for primary school were not producod.

such,
Achievements

Many elements of the
multi-media packages
were produced by the
consultant.

Enthusiasm and
initiative were
present at the
local level.

Martha Cashman,

Saovoral

Various training wanuals,

Opportunities

Timprove communica-
tion among staff,
allocate responsibi-
lity, wmonitor
production proyress.

Collaboration
betwean nCBA Memboer
Education Program
and other orgaaiza-
tions for production
of materials.

Training for
materials develop-
ment staflf,

bevelop a resource

center/library, with
reference materials.

.10

(8]

The Gambia Cooperative Education Multi-Media Campaign

Project Staff

A recording studio was established ond counterparts were
Promotional
for uso by cooperative., were developed.

macerials (posters,

components of the project had to be

momber education materials,
film, and a cooperative education course
There was no campaign as

Constraints

Lack of counterpart
commitment and
unwillingness to
taka advice from
advisor.

Plan wus not ap-
proved till late.

Shipment of overseas
goods btook time,.

Local artists/
entraprencurs missed
deadl ines.

Civil scervants on
leave/holidays,

Blectricity and
water cutoffs
affected production.

Radio & production
caquipment not fully
or properly
utilizod,

Local staff needed
to be trainad by
advisor in non-media
caimpaign matters,
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5.2.2

Latin American/Caribbean Region, 1984 Report,
Project Staff, and Paul Prentice, Evaluation

Achieved:
within the context
also contribute to bringing the cooperative
countrias to a more solid and viable baso.

Not achioved:

given on a country-spoecific basis, was providoed,
Specific country strategies for
for cooperative

seminars than planned were conductoed.

actions towards achievement of country goals

countirioes.
insurance

Cocperative Insurance Assistance Project Evaluation
Larry Collins,
Consultant

Understanding of the role of cooperative insurance programs
of development in thoe LAC

Thoseo

Little direct technical assistance, which was to be

Foewer toechnical

programs were not developed frowm the assessments and feasibility

studies.

Achiaevements Opportunities
Several feasibility Modest accomplish-
studics and mants within the
assessients waere scope of original
conducted, projoect qgoals can
boe achicved with

Several multi- continued funding

country =aminars and a time frame of
woere conducted. 5 rather than 2

years,

Subregional
strategics should
be defined.

Project planning
document s should be
made more specific
and more realistic
in terms of what can
be accounpl ishod,

Constraints

Other ntractor
activi ios during
the initial phase of
the projoect
intecrfaerred with and
delayaed first year
project activities.,.

Planning documents
were not specific
enough and expectod
accomplishnents were
ovarstated,

Cooperation would be
reqguired from many
U.S., organizations,
and this would be/
nas hoen difficult
to achioeve,

There was no full-
fime proj ot manager
daedicatod to the
project.,

Time Frame of 5
rather thon 2

years was required.

studics
programs in LAC

insurance
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5.2.3

Rwanda Local Crop Storage Project

Update of 1983 ivaluation, 1984, W.E. Garvey and Jim Alrutz, NCBA

Personnel

Achieved: ‘The construction of cooperative warcehouses has been

accoimplishod according

Lo schedul o,

dany achicevements towards the

project goal oi developing cooperative unions have been made.
L -} t . t

Not. achicved:  The goal of

cooperatives has not been comploted.,

Achiovomoent s

The LCS Leam is
collaborating with
other entitics.

LCS staly, ccoopera-
tive stoff, and
collaborating
entities have shown
comind twment ard heo se
cxponded much efloot
towards cncouraging
and doveloping
regional cooperative
unions,

Neaded personne
have bacrn hired.

don-LCo-nroject
coopcrat ivaen can
participate 10 LCSY
training and are
2ligible for project
loans,

Siz ona weokh
trainings have beon
hold and cooperative
managoers and othoer
stalf have
participated in the
traininegs.

LCS stalbl have boen
trained 1n Rwanda
and out of country.

Cpportunitioces

Training for
managenent should
include vision of
coops as bhusiness
enterprises for the
bonefilt of wombers;
also grain storage
tochnology, crodit.

Nooed for traindng
nolb only at coopera-
tive training centoer
nut at fhe coopoera-
Live level - outon-
sive field work ig
noecded o doesign
appropriate training
and folltow-up, vart
feultarly e
accounting system,

Member oducabion,
while it ig going
o, 1is not roeaching
cnough e,

Thoere 1o o low Tovel
of  commereial
activity at
(yrain buying and
selling, usoe of
availlable lToan
money ).

silos

doevelopment of viable and effective

Constraints

Travel is restricted
by government
policies and per
diem -- cooperatives
are not visited
cnouygh.,

Due to hurriedness of
visits and emphasis
on auditing,
cooperatives tend to
view visits as

police actions

rather than for
support and

training,

There is a lack of
inittiative and
imagination on the
part of cooporative
scalbf.

Governmenlt personnel
are often transferred
to other arcas attor
return from cooper-
abtive training,



Rwanda Local Crop Storaae Project (cont.)

Achijievements

Simplificed, uniform
accounting systems
have been developaoed
along with training
materials, and havo
beea incorporated
into training
proarams.

Policics and
regulations for
revolving funds have
bean Jdeveloped,
monics for loans
have been received,
anrd availability has
been announced,

Construction 1s com-
pleted on schedule
for the fivst sot of
warehouses, and 1
to bceyin on the
sccond set.  An open
rather than a silo
design has booen
chosen as moro
approoriate to

cooperatives' needs.

Opportunities

In-country storage
training needs to be
draveloped in
Kinyarwanda.

Effort needs to be
focused on ceffective
functioning of
cooperatives, which
call work
simultancously
towards the
developuent of
reglonal unions.

inffective
collaboration
betweeon LUS project
and GREMNARWA
(national grainery)
needs to boe
developed re: grain
pmarketing - yot to
occur despite desire
on the part of bhoth.

There 15 a role for
PCV contribution to
the project.

Should ongage the
interest and
participation of
coop memboers in LCS
scervicas and
activitioes,
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5.2.4 Haiti Poultry Project

Evaluation COOPEP/CLUSA Haiti Poultry Project, 1984, Project
Staff and NCBA Personnel

Achicved:  Through successful management extension, the project
decreased the poultry feed convercion ratio and reduced the
mortality rate, thoreby increasing the efficiency of production.
Small farmers were obtainiang the majority of the benefits of the
project.

Not achiceved:  Project implementation was delayed, and the
achicvaoment of increased oifficicency had resulteod in liwited
financial impact at the time of the cvaluation. There has been
Limited iwpact on CoorepP's (Poultry Raisers Cooporative)
financial condition and poerformance.  The project has had slight
impact on women.

Achicvements Upportunitices Constraints
Successtul poultry t'inarcial condition Financial contraints
management. training of CoOPLP» to boe were oxpoerienced,
for memboers rosalt- strongthenad through
ed in increased investwment plan and Two of the largest
efficioncy of deve lopmoent members refused to
production and stratoeqgy. worlk with the
profitability. coopoerative in a
Proritable new group purchasing
Services such as activities should be activity, which led
free transportation establishoed as to financial
of goods, credit, capital sources for sethacks.,
and advicis was boeing Ehe credit Fuid,
provided primarily There was delay in
to small producoers. Tncerease membership hiring the technical
by 100% is projected advisor.
to be accomplished
by ond of project. Bullk purchasing
changes took up much
Technical and stalf timo.
financial assistance
to swall producers Delays occarred in
should bo vorpandod, Pratning now stafbf,
recoeiving commod-
Feed miil shionld ittices through
be establishod., customs, and
attoupt ing (o
Marrv.ting should implemeont a feod
be pursued, mill plan,
H.14



Haiti
Poultry Project (cont.)

Achievements

Opportunities

Impact on women
should be tracked
and assessed.

n

5‘1

Constraints

The CLUS’ advisor
spent most of his
time on admininistra-
tive and financial
matters rather than
on providing manage-
ment and business
advico,

Markebing objectives
have not been met
due to constraints
including financial
constraints on the
project and members'
success in

individual marketing.



5.2.5 Rwanda Cooperative Training Research Center

Formative bvaluation, 1984, W.L. Garvey, Jim Alrutz, and Lyle
Brenneman, NCBA Personnel, and Dianne Blane, ATD Staff

Achiliovod: The cooperative training rescarch conlbor (CFPRC) has boeen
established, and provides training, rescarch and documentation, and
support and advice. Training for staflf was being held.  The major
Rwandan cooperative organizations were utilizing the CPRC facility on
a vegular basis.  The coopervative library and Research and
Docuimentation Unit has boon costablishod.,

Nob achicved:  Duce to delays in construction the actual number of
student-days ob training at the CI'RC was cxpected to fali short of the
tavget; from 70-94% oi the training days were cxpected to be given
over thoe threo year period.

Achiovemont s Opportunities Constraints
Physical CPRC More on-jobh training The development of a
facilitices nave been 1s needaed. national federation
established and are of cooperatives is a
exeallont, More field follow-up long-term process

to training is and is beyead the
Revenues are being necded. current projoct
recelved through time-frame and
renting facilitices The development of inputs (this goal was
to other,non- short-toerm courses not a specified project
coopaerative which are responsive output).
organizations. to the needs of the

cooporatbive belays in construction
Trainings have been community needs to were experienced,
held tor board of be done,
dircctors membors,
cooperative Additional manuals
managoers, anl need Lo be published
othors, in Kinyarwanda,
Targets Lo braining Thore s opportunity
top staff arce being for a POV to worlk in
achiovid, suppoct of CTRC

actiiviticg,
The Resoarch and

Documentation Unit A strategy to
has boeen promote active
cstablished., moemboer part icipation

neods o bhoe
doveloped,
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Rwanda

Cooperative Training Research Center (cont.)

Achievements

Some ltraining
manuals in
accountancy in the
Kinyarwanda langauge
have been publishod.

The Unit has undoer-
taken several
assignments in
support of training,
education, produc-
tion, and coop
managoement,

[listorical roescarch
is being conducted,
a library of relo-

vant matoerials has

baeen establishod,

Opportunities

The Rescarch and
Documentation unit
will be collabora-
ting with other
similar African
R/Doc organizations.

Constraints



5.2.6 India Oilsecd Growers Cooperative Project

Management Asscssment and FFinal Report, 198%, Norman Smallwood
and Ron llankins, Bvaluation Consultant:

The evaluation places the projoect in a favorable light; however,
explicit statoments woere not made regarding thoe achievement or non-
achicvement of project objectives, which were an increase in
productive capacity and cconowmic strength of oilsced farmers and
improved oilseod products delivery, quality, cost, and quality.

Achicvements Upportunit ies Constraints
Thae expansion Sufiicient amounts The ndian Government
stratogy s sound, of quality seed and oil pricing and
inploments are import policy is
danagement orf the needed. counterproductive to
OGCP 1is sound and the OGCP and
technical resources The devolopment of consumers,
are adequato, other oil sceoeds is
in the interest of sdibie oil quantity
The support and Tndia and the U.s. in the marketplace
monitoring by CLUSA is low duc to low
is sound. The state govern- consumer confidence.
ments arce supporbtive
Farmer confidonce of the QOGCP.
and support is good
and should lead to The potoential
CHpANS 1O, benefits of the
approach wmorit
The stato govern- attention ro:
maents are support ive reapplication.,

of the acop,
Continuity and

The dynanics of the cexpertise ammong
OCCP In torms of involved A1D
modoern managoment porsonnel is
techniquas, oloso- noeeded.

nit Loeans, and

motival ton bring out Working capital is
the bost in the roequired,

eople involved.
| i
Limiting procurement

to member farmers
may not be productive

.18
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5.2.7 Eqguatorial Guinea Cooperative Development Projoect

Mid-term tvaluation, 1985, Hal Frantz and Bob Froitas, Project
Statf, and Don ¥ennody and Bill Schillinger, ATD Staff

Achicved:  The major goals of rart 1 of the project, i.e. establish ing
the Cooperative Service Contors, robtrioving and renovati ng vehicles,
and establishing and operating the transport sys tanm, have boeen
accomnplishod,

Not achicved:  As above, the goals of vart 1 have all been achiceved.
The evaluation team statod, however, that the ostablishment of an
institutional framework that will assure the small farmer of a market
and access to techneal and capital inouts, invuts will be necded
beyond those called for in Part 2 of the projoct.

Achivvements Opportunitics Constraints
Accomplishoed major Continue strengthon- Hone identified.
goals of part 1, ing transyoovtation

systei.
atabiicned a

oroductive bevelop marieting

relationship with compotint .,

the Ministry of

Agriculcure., Train cooporative
and administrative

Bstablishod a principals to

product ive extension agonts

relationship with and others,

cooperat ive menbors,
Continue to develop

ITnputs noodod, as swall projyects and
t 7 }
per project papoer sccondary activities,
(stafiing,
facilitios funding) Revise the wlan of
7 . {
were obbtained and action.

applind.
Develop cacao
production,

Agricultural inputs
(cooperative stores)
are neaododd,

Work-study program in
the ULS. tor
Lguatorial Guincans
should b
implemoentod,
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Equatorial Guinea

Cooperative Development Project (cont.)

Achievements

Opportunities

A Peace Corps
Volunteer could be
involved.

A relationship with
the World Bank re:
transport should bhe
explored.

Delays in funding
occur due to 4-way
communication with
involved funding
parties.

5.29
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5.3 LESSONS FOR INTERNATIONAL COOPLRATIVE DEVELOPMENT

According to the evaluations, there were a number of types
of achievements, opportunities, and obstacles in common among the
seven projects. A summary of these types, by the three
categories, is presented below. This information is also

presented in Table 5-2.

Achievements

o Production of Project Outputs (Including Training)

-  Gambia

- Cooperative Insurance Assistance Project (CIAP)
- Iquatorial Guinea

- Haiti

- Rwanda Local Crop Storage (Rwanda LCS)

- Rwanda Cooperative Training Center (Rwanda CTC)

o Collaboration/Relationship with Government/Other Entities
-  Gambia
- India
- Equatorial Guinea
0 Inputs Obtained (Including Funds, Personnel)
- DBguatorial Guinea
- Rwanda LCS
-  Rwanda CTC

o Initiative/Commitment of Ba2neficiaries

-  Gambia
- India

o0 Project Output. Supporting Other Projoct Activities

- India
- Rwanda LCS

Commitment from Staff

o}

-  Rwanda LCS



Opportunities

0 Produce Expanded Project Outputs

- India

- EBguatorial Guinea
- Haiti

- Rwanda LCS

-~ Rwanda CTC

o Collaboration/Relationship with Other Entities

-  Gambia

- Zguatorial Guinea
- Rwanda LCS

- Rwanda CTRC

o Staff Training

- Gambia

- Eguatorial Guinea
- Rwanda LCS

-  Rwanda CTRC

o Prcject Planning

- CIAP

- India

- Equatorial Guinea
- Rwanda LCS

o Improve Participation/Input by Beneficiaries

- Rwanda LCS
- Haiti

- Rwanda CTRC
- India

0 Produce Original Project Outputs
-  Gambia
- Haiti
- CIAP
- Equatorial Guinea
o Training for Beneficiaries
- Haiti

- Rwanda LCS
~ Rwanda CTRC
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0 Use a Peace Corps Volunteer
- Rwanda LCS
- Rwanda CTRC
- Equatorial Guinea

o Improve Staff Dynamics

-~  Gambia
- India

o Receive Inputs

- India
- Equatorial Guinea

0 Assess Impact

- Haiti

Obstacles
o ©Staff Attended Matters Not Specified in Project Design
- Gambia
- CIAP
- Haiti
o Lack >f Initiative/Trust by Beneficiaries
- Rwanda LCS

- Haiti
- India

o]

Delays in Project Start-up

-  Gambia
- CIAP
- Rwanda CTRC

o}

Inputs Late

-  Gambia
- Haiti

o Lack of Skillec Host-Country Staff

-~ Gambia
- Haiti



o Planning Documents Overambitious

- Gambia
- CIAaP

o Lack/Delay of Staff Assignments

- CIAP
- Haiti

0 Government Policies (Travel, Personnel Transfers)

- Rwanda LCS
- India

o Lack of Commitment from Staff
- Gambia

o Lack of Coordination with Other Organizations
- CIAP

o Financial Constraints

~ Haiti

The above summary of findings of the evaluations is useful
‘for understanding the types of activities, opportunities, and
- obstacles which are important to project development and
implementation. These findings, whilc generally known to senior
staff, can assist in the training of new core and project staff.

Staff and beneficiary initiative and commitment were
categories of achievements which were scen as being supportive of
project objectives. Collaboration and relationships with the
host country government and other participating entities can
clearly have an effect on cooperative development projects.

The listed opportunities indicated areas which other
projects may consider usiug as inputs and as considerations for
project development and redesign. Similarly, the listed
obstacles such as lack of initiative or trust on the part of
beneficiaries and staff can clearly be constraints to project
implementation.

&



Table 5-2

Summary of Project Achievements, Opportunities, and Obstacles

Equat., Rwanda Rwanda
Gambia Tndia CIAP Guinca Haiti 1.CS CIRC

Achievements

Production Outputs o} o} o}
Collaboration o] o}
Inputs Obtained o
Commitment Beneficiaries o] o

Outputs Supporting Project o}

Commitment from Staff

Opportunities

Expanded Outputs o
Collaboration 0

staff Training o]

Project Planning o} o
Beneficiary Participation o)

Original Outputs o 0 o) o)
Jeneficiary Training

Peace Corps Volunteer 0
Staff Dynamics o o
Receive Inputs o
Assess Impact

O 00O o
O 0O 00 oo
O O

o
o
o

Ohstacles

o
o]
(@]

Non-Project: Activities
Beneliciary Tnitiative
Delays in Start-up
Inputs late

fack Skilled Staff
Design Overambitious
lack Staff Assignments 0
Government. Policies o} 0
Iack Staff Commitment 0

Collaboration 0
Financial Constraints

o]
(@]
o)

(8]

OO O 0O O
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5.4 CORE SERVICE FUNCTIONS

Many of the evaluations discussed, to some extent, areas
which were relevant to NCBA provision of core services. However,
some core service function areas which were directly relevant to
the project were not addressed.  For instance, core service
function #3, project implementation and backstopping, is one area
in which the NCBA home office is directly involved with the
projects in the field. None of the evaluations addressed the
role of NCBA in providing these services. 1t was clear, however,
from MetaMetrics' interviews of key project personnel, that the
implementation and backstopping support being provided by NCBA
was both important and of a high quality.

In general, while information pertinent to the core service
function a.=as can boc extracted from the evaluation reports, the
evaluations reviewed were not organized to address these areas.
It may useful for future evaluations to address some of these

areas in a more direct manner.

5.4.1 Field Expluration, Project Identification, and Project
Design (Core Service Functions 1 and 2)

Backyground information (including project setting and
historical data) and information concerning project development
was prescnted in all evaluations except the India Oilseed Growers
Cooperative Project report. This information can cast light upon
the process of field exploration and project identification. For
instance, the Rwanda Cooperative Training and Research Center
Project was devoeloped ia response to recommendations that came
from a cooperative contercence held in Rwanda. 7This indicates
that projects can be developed to address specific requirements
which cmerge rrom activitics such as national and regional
conferences.  brxamining the civcumstances leading to the
initiation of other projects may be similarly instructive.

The appropriatencss of the projects themselves can be judged
by a number of criteria. Such criteria, which could be identified
by NCBA and AID, wight include project success (as it pertains to
project selection considerations) and relevance of projects to
other areas of concern for NCBA (c¢.g. domestic activities).



Two evaluations, the Gambia Cooperative Education Multi-
Media Campaign and the Cooperative Insurance Assistance Project,
cited project design as insuffucient or overambitious. These two
projects were also among those demonstrating a medest level of

accomplishment.

5.4.2 Project TImplementation, Backstopping, and Personnel
Recruitment and Orientation

None of the evaluations explicitly discussed the role of the
NCBA office in project implemention. backstopping, and personnel.
Through Metaietrics' interviews ¢l field personnel, however,
there emerged a sense of the importance of these functions and
relevant project-specific details regarding home office support.
This is an area which it might be relevant for future evaluations

to address.

Project success, which is a potential criteria for measuring
in retrospect the appropriatencss of identificd projects, could
also be used as a means by which to view the appropriateness of
the recruitment and orientation of porsonnel responsible for
project implementation. Looking at the evaluations in this way
could provide insights useful in hiring and training ficld
personnel.

For instance, a project which showed limited accomplishment
could be looked at in terims of not only such clements as
constraints and project design, but also in terms of the
responsibility that was brought to bear

expertise and degree of
on the project by the project manager.

5.4.3 Procuremoent Assistance and Coordination

The role of the NCBA home office in providing procurement
assistance and coordination was not made cxplicit in any of the
evaluations. The success with which inputs (goods, funds, and
services) woere procured was discussed in several ovaluations,

however.
Lvaluations of the Rwanda Local Crop Storaye Project, the

Rwanda Cooperative Training and Rescarch Center Project, and the
Equatorial Guinca Cooperative bevelopment Project identified

5.27



input procurement as a successful area. The India Oilseed and
Equatorial Guinca projects identified an improvement in input
procurement as a condition which can and should be addressed.
Obtaining inputs was a constraint in the Gambia's Cooperative
Lducation Multi-Media Cawpaign and the Lguatorial Guinca Project.

4.4 Project Lvaluation and Monitoring

(@]

The conduct of the projcect cvaluations addresses the
evaluation component of this core service function. The role of
NCBA in ongoing project monitoring, however, was not discussed in

any of the evaluations.

According to the verbal reports of both ficld personnel and
NCBA staff, project staff and NCBA maintain close contact for the
duration of the project. Honitoring takes place through the
communications and field visits by NCBA staff. ‘The monitoring

process 1s not generally quantifiod.

5.4.5 Coordination of Coopcerative-to-Cooperative Intiatives

None of the projects evaluated were cooperative-to-
cooperative initiatives involving international trade development
or international joint ventures. The cvaluations also did not
address this area in terms of HCBA relationships with host

country cooperatives,

5.4.6 Assistance to dational Cooperative Organizations and
Host Country Govoernments in Analysis of Development
Potential in Specific Activity Arcas

one of the cvaluations discussed NCBA's role in providing
this assistance. Several of the evaluabions discussoed project
planning for cxpanded or vedivectod activities. FPor instance, the

LBguatorial Guinca project identificd cacao production and

markcting ac an area which, though beyvond the original project

plan, was a clearly roelovant step for the project to take. This
was a project-spocitic activity, however, and was not discussed
as being directly related Lo NCBA's role in providing assistance.



5.4.7 Collaboration with other Cooperative Development
Organizations in Joint Studies, Evaluations, and Design
of Development Projects

The Cooperative Insurance Assistance Project was co-designed
by and implemented through the League Insurance Companies (LIC)
of Detroit as a subcontractor to NCBA. The cvaluation reported
that the project was successful; however, at the time of the
evaluation there had been limited progress toward the achievement
of stated project objectives. The proiject evaluation cited an
unrealistic project design as one constraint to project
implementation; another constraint was difficulty in achieving
the necessary level of coordination among the cooperative
entities involved in the project. The relationship between NCBA
and LIC was not discussed in the evaluation report. It may be
useful to look at the difficuties and successes in designing and

implementing the project in light of the ceollaboration process.

5.4.8 Development of Proposals for Bxpanded Utilization of PL-
480 Commodities

The India Oilseed Growers Cooperative Project is financed
using currency generated from sales in India of soybean oil
provided under the PL-48) program. Bxpanded utilization of PL-
480 commodities was not, however, an area addressed by any of the

project evaluations.

5.4.9 Resource Information Clearing House for Development
Country Cooperatives or Visits to U.S. Cooperative
Facilities

Training, including training of host country nationals in
the U.Ss., which was provided by projocts in connection with
project implemcntation, was discnssed in a number of the project
evaluations reviowed. This inforwation was generally presented
as part of an overall report on projoect activities and
acconplishirents, and nobt highlightod,

The establishment or proposced doevelopment of resource
centers/libravics, as these portained to project-specific activ-
ities, was also discussced in soveral ovaluations. These discus-
sions were held in the context of overall project activities.
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5.5 CONCLUSIONS

Conducting an evaluation of a cooperative development
project does not, per se, assure that the maxinum value of the
evaluation will be realized. Development of a conscious
evaluation structurce could resu.t in improved evaluations and use
of evaluation results. such a structure can be used to identify
projects for evaluation; design the evaluations; select the
appropriats project staff, sponsor staff, or third party
contractors to conduct the evaluations; develop evaluation review
procedures; and disseminate and use evaluation findings for

future project design and improvement.

5.5.1 Project Impact

According to discussions with AID personnel, the bottom-1line
issue is whethor the cooperatives' approach is having an impact
on the achicevement of AID goals.  Many personnel, {rom their
direct project experience, feel that it is doing so. Others
would prefer to have tangible evidence as indicated through

project cvaluations.

The reviewed evaluations generally indicated that some level
of success was being achiceved by all of the projects. Success
was expressad as bhe production of project outputs. wWith the
exception of the BEguatorial Guinea project, none of the
evaluations discussed project impact.

For example, the Rwanda Local Crop Storage Project
evaluation reported on trainings held for cooperative members and
staff, complction of warchouse construction, the development of a
simplificd accounting systom, and othor achicvements.  The impact
or possible impact of theso accomplishments was not addressod.,
While gathoering data to determine inpact docs ontail added costs,
baric impact data nay cxist.  Analysis with respect Lo possible
project impact could also ne conduct.d on information which has
been collected during the course of the ovaluation on arcas such
as programmabic issucs, constraints, projoect activities, and
project outputs. In addition, the value of imnpaclt analysis to
project managoement and decision-malking may justify additional

expenditures for data collection and analysis.
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Project purpose is expected *o be achiecved as a result of
project activities. Projcct activities are generally coxpressed
as outputs. TIf tarvgets towarde producing oublputs are
established, thon success in accomplishing the project purpose
can be measurced by tho achicvement of targets. At best, the
reviewoed cvaluations woere designed to identicy probloems or
conditions which, if addressed, could increase projoect

effectiveness.,

The cvaluations, in the assessment of the betalietrics
evaluation team, 1ndicated the following ranking of success with

the first ranked as having the most success:

o Equatorial Guinca Cooperative Development Project
All of the major objectives of the project, i.e. various
activities towards the establishment of an operating
produce transport system, had been recalizoed, and the
project was addressing additional, related areas.

0o Rwanda Cooperative Training and Research Center

Most of the project objectives -- the establishment of an
operating center for training, research, and technical
assistance -- had been accomplished and the project was
engaged in achieving the objectives which had not yet
been accomplished,

o Rwanda Local Crop Storage Project

Most of the objectives of the project -- the construction
of cooperative warchouses and the development of
coopurative unions -- had been accomnplishoed and the
project was ¢ngaged in achieving the objectives which had

vet to bo acconplished,

o India Oilsced Growers Cooperative Project
The evaluation indicated that thoe project was proceeding

favorably; howaever, exaplicit statements on the
achievement or non-achicvement of project objectives,
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i.e. increasing production and profitability of members
and an improvement in products quality, delivery, cost,
and quantity, wern missing from the report.

o Haiti Poultry Project

The evaluation demonstrated that the project was having a
guantifiable impaclt on member production and
profitability. The project was having limited impact cn
the three othor major objectives; and the project was
engagaed in an apparently effective manner in achieving

these objectives.

o The Gambia's Cooperative pbducation idulti-Media Campaign

Several project oultputs were produced: however, many
project components woere dropped and the overall
objective, the production of a national cooperative

education canmpaign, was not achieved.

o Cooperative Insurance Assistance Project

Some seminars, feasibility studies, and assessments ware
provided, Lhough roewer than planned.  iHowever, no
strategios for acnieving country goals for cooperative
insurance programs werce developed.  The ovaluation stated
that the feasipility studies will contribute to making
cooporabive insurance programs more viabloe, though no

basis for this statement of impact was provided.

The level of project succeess can be affocted by the
conditions surrounding the projoct. For instanco, it Qs
generally concedoed that West African developuent projects of any
type have tho boest chance for success in Camncroon where the basic
infrastructure and political comaitment are present.  An ALD
official statod, however, Lhal cooperative projects should not be

developed only where there is a high probability of success.

5.32



5.5.2 Lessons for Cooperative Development

The extent of project achievements were in inverse
proportion to the number of project constraints. If constraints
are amenable to the effect of project design or through
adjustments within ongoing projects, project outputs may increase
accordingly or related targets may be achiceved. The evaluation
reports indicted the tollowing ranked project

opportunitics/constraints:

o  Collaboration/Relationship with Other Entities

o Staff Training

o Project Pltanning

o Improve Paviicipation/Input by Beneficisvies
0o Deneficiary Training

o Use of Peace Corps Volunteers

o Inprove start bynawmiocs

o Delays in Receiving ITaputs

o Staff Involved with Matters Not Specified in Design
o Lack ol Iuitiative/ivrust by Seneficiaries

o Delays in Projoct Start-up

o Lack of Skillaed Host-Country Staff

o Planning Documents Overanbitious

o Lack/belay oif stalf Assigmments

o Resbrictive Government pPolicies (e.g. travel)
o Lacit of Stafi Committmoent

o Lack of Cocuvdiration with Other Organizations
o Financial Constraintg

5.5.3 NCBA Core [Functions

The evaluations were not organized to specifically address
core secrvice funttions. Information relevant to the core scervice
functions was, however, presented within the contexzb of overall
project activities., HSome observations can be made and are

suminarized bolow.

o Some evaluations presented information pertinent to pro-
ject implementation and identification; such information

could be of use in the project identification process.

o Several evaluations addressed the adequacy or

insuftficiency of projaect design,
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o No explicit information was provided on NCBA's role in
project implementation, backstopping, or personnel
recruitment and orientation. Such information could
provide insights into factors influencing project
success.

o Project monitoring was not discussed. According to NCBA
personnel the usefulness of evaluations *hemselves has
been limited, since they gencrally present information
which was already known through the monitoring process.

0o Lessons on the design and implementation of collaborative
projects could be derived during the evaluation process
and through reviewing the findings of evaluations of
collaborative projects.

5.6 LEVALUATION RIBLIOGRAPHY
Cashman, Martha M. (Project Consultant), The Gambia's Cooperative

Education HMulti-Media Campaign: Final Report, Cooperative League
of the USA, Washington, D.C., April 1984.

Frantz, Hal and Bob I'reitas (Project Staff), and Don Kennedy and
Bill Schillinger (UsAIb/Cameroon), LEquatorial Guinea Cooperative
Development Project: Hid-term Evalualtion, USATD/Cameroon,

Yaounde, nNovember 1985,

Garvey, W.k. and Jim Alrutz (CLUSA), Update of 1983 bvaluation of
the Local Crop storaye Project, Cooperative League of the USA,
Washington, D.C., Septeomber 1984,

Garvey, W.b., Jim Alrutz, and Lyle Brenneman (CLUSA), and Dianne

LBlane (REDSO/ESA), Rwanda Cooperabive Training and Research

Center: TFormative bvaluation, Cooperative League of the USA,

Washington, D.C., dNovember 1984,

Prenticoe, Paul (GLvaluation Consultant) and Larry Collins (Project

Report, Leayue Insurance Companies, Detroit, July 1984,

5.34



Smallwood, Normun J. and Ron W. Hankins (Evaluation Consultants),
Management Assessment of the Oilseed Growers Cooperative Project
(OGCP): Final Report, Checchi and Company, Washington, D.C.,
October 1985,

n.n., Bvaluation, COOPEP/CLUSA Haiti Poultry Project, Cooperative
League of the USA, Washington, D.C., September 1984




SECTION 6

FINDINGS AND RECOMMENDATIONS

The core grants awarded to CDO's are seen as unique within
the Agency for International Development. Private voluntary
organizations (PVO's), and some university-based projects do
receive grants which, to some extent, support some service
functions similar to those of the CDO core grants.

The activities supported by the core grant are perceived by
some AID personnel as being overhead or general and administra-
tive expense activities which could wore appropriately be charged
to projects in cooperative development funded by USAID country
missions. Another concern expressed within ALID is the extent to
which fiecld cooperative developuent projects are being effective
and are contributing to accomplishment of AID objectives.

Personnel at PNCBA cee the corce grant as an expression of
special support from the U.S. Congress and the Agency for
International Development. The Core Grant does provide resources
that assist in the design and development of cooperatives
projects in the nations being served by USAID missions.

6.1 NCBA MANAGEMENT APPROACH

In recent years, NCBA has focused on international trade
opportunities heyond AID project specific efforts. 'The
Washington headquarters also provides ancillary support for AID
funded activities as summarized helow:

o Cooperative Business International: This effort,
initiated in 1984, sccks to develop international trade
commercial opportunities for U.S. cooperatives and
cooperatives in other countries.

0 Legislative Supporl: NCBA provides support to efforts in
flashington to maintain and possibly increase the level of
resources available for accomplishing AID objectives.

o TFood Policy: In 1985, NCBA established a position
entitled Vice President, Food Policy and Market
Development for PL 480 and associated agricultural
program development legislation. This available




technical expertise is supportive of International
Development Division efforts to institute PL 480 related
projects.

NCBA provides substantive support to the International
Development Division through policy directives, allocation of
financial support, personnel decisions and general management.,
Improvement in financial reporting may result in more timely
program and project decisions.

The NCBA Board of birectors and Exccutive Officers are
cognizant of the dwmportance of international development
activities to the overall organization. This is evidenced by
management, organizational, and personnel decisions made since
early 1980.

WCBA reorganization and ancillary actions, including chang-
ing the name of the organization, reflect an attention to the
requirements ofl NCBA's clients. The international focus of the
organization is seen by NCBA personnel as consisbent with NCBA's
responsibilities to the membership and the nation's agri-business

cominunity.

The NCBA organizational structure within which the Core
Grant (International Development Division) operates is supportive
of AID funded efforts. This is evident in the establishment of

CBI and the position of Vice President for rood Policy.

The shift in NCBA wanagement approach as indicated by key
personnel decisions have afiected the policy and program
direction of the organization. These changes have coincided with
a dramatic increasce in NCBA revenues and AID project involvement.
The dollar voulume of NCBA international activities doubled from
1983 Lo 1964,

C.2 STAFFING

NCBA staff has historically demonstrated a sensitivity and
awareness of client requiroements for international development.
NCBA staff hired in recent years have appropriate international
development and/or cooperatives experience. flany of the field
staff have Peace Corps ecxperience which is applicable to under-



standing cultural end institutional issues in developing nations.
Senior ex-AID personnel have been hired to serve NCBA in key
positions. The staff supported by the Core Grant is managing the
field and headquarters activities in an cffective fashion and are
generating a higher level of international projects.

6.3 OPLERATIONS

There was an increase in the productivity of the Core Grant
in the areca of producing feasibility studies and proposals for
host country coopecratives development. The number of host
country site visits for project identification increased dramati-
cally in the final yecar of the three year project period.

Several avcas, however, showed no or little growth and one,
project implementation (backstopping), declined in accordance
with Division plans. Collaboration with other Chos or organiza-
tions averaged three per year and romains constant over the three
year period. ‘'raining constituted a relatively minor portion of
the effort of the Core Grant staff.

The standards for planning, monitoring, covaluating, and
revising fricld projects are based on the requircments of the
specific projects. Lach projoect is sufficiently different that a
tailored approach is reguired.  The background of the Core Crant
staff meabers is utilized and their cexperience in project dosign,
development and monitoring is gencerally relevant. HNo specific
NCBA standards for planning, tror cxample, have been promulgated.

The formal ovaluations conductoed on some projects have,
according to some NCBA starf, identificd project operating issues
that wore known to ficld staflf and had boon proviously
communicated to fCBA headguaters.  Some issues and constraints
identificed by the evaluations were known o the JCBA headquarters

stalf Uthrough their contacts with the projects.

In the conduct of this cvaluation, the exercise of reques-
ting data of HCBA to determine oulputs of the sorvice functions
indicated that such information was not being collected and
maintained in a systematic fashion. Such data can be used as
benchmarks and for the cstablishing of activity standards. For



example, the 51 site visits conducted in 1985 constitute a
benchmark. A target (standard) could be set, for example, for a
10% or other appropriate incrcasc per year.

Interviews with personnel involved in the India, Eqguatorial
Guinea and Niyer projoects indicated that excellent support was
provided by the International bDevelopment Division stafi. Some
of the support was provided under Core Grant funding.

The NCSA International Development Division staff supported
by the Core Grant demonstrated a dedication and commitment to
achicving the objectives of the grant. The overall financial
health of NCBA, cxpanding project baso, and core service functicn
outputs (c.qg. project design) r1eflect this dedication.  1In addi-
tion, core staff were responsive to AID requests to de-cmphasize
project backstopping and charge projects directly for such
activities., The NCBRA strateqgy for the 1980's reflects the ATD
cmphasis on private scoctor initiatives through cstablishment of
CBI, project focus on involving private individuals, and con-
scious attention to the appropriate role and stecucture for host

country government involvement in cooperatives development.

6.4 REVIEW OF EVALUATIOHW REPORTS

The evaluations of specific field cooperatives development
projects were noL designed to specifically address the Core Grant
service functions. Information relevant to the core scorvice
functions was, however, presented within thoe context of overall

project activitics and obscrvations are sunmarvized below:

o Some evaluations presented information pertinent to pro-
ject implementation and identification; such information

could be of use in the project identification process.

o Several evaluations addressced the adequacy or
insufficicncy of project design.

0o No explicit information was provided on HCBA's role in
project dwmplementation, backstopping, personnel recruit-
ment and orientation or monitoring. Such information
could provide insights into factors influencing project

SucCcess,
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for international purposes can be used to develop
additional AID related projects.

Cooperative Business International divicion: CBI 1is
[ : )

generally recognized as an important resource for the
Division. CBIL is utilizing the ostablished preseonce of
NCBA in Iadia and Indonesia to cxplore comnodities sales
opportunitics. The same approach and technology may be
appropriate for other developina countries where the

Division and ALD are cuploring possibiliticos.

Cooperatives Cooraination: There may be opportunities to

work with other cooperatives, in the manner of thoe
current "Land o' Lakes" cooperative partnership, to
cosponsor international development c¢fforts. The NCBA
Board of Directors is a rosource for similar projects.
NCBA nows releases and newslettoers could be used for

"networking' cocperative-to-cooperative opportunitics.


http:ndonn.5a

APPENDIX A

STATEMENT OIF WORK



STATEMENT OF WORK

ARTICLE I. TITLE:

~

NCBA Institutional Support Grant Zvaluation

!

ARTICLE II. PURPOSE:

The primary purpose is to evaluate the effectiveness of the
International Division of the National Cooperative Business
Associaczion (NCBA)--formerly the Cooperative League of the USA
(CLUSA)--1n meecing the core service funcrcion objectives of AID
grant ?pC-0219-G-3535-23038-00 (January 1, 1982 through December 31,
1983). A secondary purpose is to provide PRE and NC3A
decision-makers with information concerning the potential, and
possible alternative methods, for NC3A to achieve increesed
financial self-reliance, and, thus, decrease :he crganization's|
dependency on A.I.D./W core grant support as the primary basis for
supplying the core service functions,

ARTICLZ III. BACXGROUND:

P~

NCBA, or CLUSA, has been the recipisnt of AID/W funding in excess of%
$6 million since 1963 for the purpose of providing core service
functions in support of cooperative development in AID-assisted
countries, USAID Missions call upon these functicns for
establisning and strengthening cooperatives in the developing
countries. Grants and contracts have also been provided by other
AID/W central and regional bureaus. The institutional support
grants nave also enable NCBA to relate independently to their
counterparts in the LDCs, and to involve U.S. cooperatives (nen-AID
grantee cooreratives) in overseas projects.

According to the program description in tne :three vear PRI grant
that expired on 31 December 1985, ".....The primary goals of the
incernacional development programs of CLUSA (NCBA) are ro impreve

the living stancdards of low income people and to expand thelr
participatory access to material and social ocenefits, CLUSA's
(NC3A'z) strateqgy for achieving these program goals is o assist and
adavise tne astablisnment and operacion of intagrated cooperztive
systems which provide producers with more adecuate incentives to
increase production. This strategy involves CLUSA (NC3A) 1in %he
develooment at all levels of agricultural production and related
svstems for iaput, supplies, credit, cgrading, packing, scorage,
marketing, processing and distributicn.



“The core service functions of the International Department will
include :

) field exploracion ané project identification;

2. project design, funding resource identification, personnel
recruitment ancd orientation;

3. project implementation and backstopping;

oy}

G}

4. procuremens as

is5tance and coordination;

3. project evaluation, identification, design andé administcration
Of projects involving matching fund granrs, and IQC or
collaborative assistance agreements

6. coordination of cooperative-to-cooperative initiatives
involving international trade development, and joint vencures;

7. assistance to national cooperacive organizations and host
governmencs In analysis of development potential in specific

activity areas;

8. collaboration with other cooperative development organizations
In joint stucies, evaluations and design of development
rrojects;

9. develorment of practical propesals for expanded ucilizations
of PL-480 commodities and/or related surplus currancy
accumulacions, in development programs cirected at improving
food production and related cooperative supply, marketing aad
processing infrastructures; and

10. serve as a resource information clearing house for develooing
counery coope ratives cor ,Ladp, technlcal assistance, training,
tecnnical delegation visits to U.5. cooperative facil:ciaes,”

buring tne zperiod of A.I.D./W support, NCBA has atzemprad 2o develoo

a nignly tecanical and programmatlc 2xpertise Ln Cooperisiy

development 1n LDC3. NCBA nas racentlv undergone a major

raorganization including the replacement/hiring of aew parscnnel,
recargeting 195 lnternational program operaticns, and initiating
trage developmenk activitias thrcugh the estaclishment of

Cooperative 3usiness International., Each of th=se changses, Lin some

way, Was ilntended to broaden NCBA capabilities and covarage, and to

LQcrease Lne ocwanization's notential fcr generating other funding

tor program aevelopment and support, and rnhus decrease Los

aependency on A.I.D./W institutional funding support,



Ovaer the past several years there have been a number of USAID and
NC3A project evaluations, reviews and audits of overseas field
projects. These will provide source material for supporting
analyses as will cabled ingquiries to USAID and NCBA fi=ld staff,
communications with member organizacions and interviews wich
appropriace A.I.D. and NCBA headguarters staffs.

ARTICLE IV. SCOPE OF WORK:

The contractor will provide personnel with appropriate expertise
(evaluation, financial and management analysis, economics and
marketing) to accomplish the following &s thev relate to the
institutional support grant. Treatment of other NCBaA activities
impacting on grant-supported activities will b2 decided on a case DY
case basis 1n consultation with the evaluation project cffiicer.
Modifications witchin the frameworx of this scope of work which may
be necessary during the course of the evaluacion (because oI "new"
information, cata gathering conscraints, etc.) are subject o review

and aporoval by the evaluation project officer.

Al Interviews and Researcnh: The team will inte
MCBA Wasningcon starff, tleld rpersonnel, Board oI D
Associlazion members and A.L.D. officials from cent
regional bu:eaus with responsibility for zackstopp
or councriass with NC3A projects. These interviews, coupled with
r=search rpaafawng pertinent A,I.D. evaluations anc audits, and

capled inquiries to appropriate USAID Missions, and/or NCBA fiela
staff, will form the basis for the evaluation analysis and
racommendacions. The team will present and discuss with NC3A statfl
and A.I.D. officials findings and recommendations before and after
praparation of drafc and final r:.ports.

B. Organlization Review:

1. Provide descriptive material to include

a, Structur=, 5ta fflﬂ and Responsibilities of the
Incernational Division of NCBA; relationship of thi
division cto ocher involved actors (ie, NC3A/CBI, Board o}
Directors, Membership, etc.).

.

b. Ffunding sources, by year and by application (A.I.D. &
others).,
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c. Management Approach, Ocverations and Strategy
1. Descriontive

a. Management Approech as lt pertains to grant implementation.

0. Strategy ana operations as they certain to implementation
of the ten core service functions as stated in numier III,
above, .

2. Analvsis ancd EZvaluacion of data on strategy, management and
operations to 1nclude:

a., Effectiveness of program planning, field support (project
identification, design, monitoring, technical assis*ance,
etc.).

D. Organizacional impact, capability and flexibility to
Support =2itner i1ncreased or ce creased field operations.

¢. Standards for nlanning, monitoring, =valuating, revising
field projects.

d. Relationsh batwee!n Washingrcon and field offices.

e. Presence of short- =2rm/long-term strategic plans and an

assessment of

those plans.



f. Quality and effectiveness of provision of core service
functions.

3. Findings, Conclusions and Recommendations pertaining to
Strategy, Management Approach and Operations,

D. Future Plans and Financial Requirements

To help determine £future PRE policy toward core grant fundéing of
NCBA, the evaluation shall include descriptive and
analytical/evaluative macerial on che following.

a. NCBA plans concerning future objectives and desired
accomplisnments,

b. Organization workload capacity as presently configured.
C. Current and p:ojected financial status.

d. Plans for acquiring nesded funds to support an enlarging
program.

e. Potential alternative funding sources.

£. Recommendations on potential to achieve financial
self-reliance and alternative means of addressing the

question,

The team will be expected to provide Findings, Cocnclusions and
Recommendations on alternative approaches to meeting NC2A funding

requirements,

E. A.T.D. Cross - cutting Evaluation Issues

To the extent feasible, the Team will address the cross-cutting
issues established by A.I.D./PPC/CDIE, January 1986 (attached) by
briefly responding, in a separate section of the report (with

additional narrative or by reference), Lo appropriace cuestions on
sustainability and Women in Develovment. The Impact on Znvironment
1ssue 1s not relevant to tn:is evaluacion. The approprraceness ot

cuestions will be decided in consultation with the avaluation
project officer,

ARTICLE V., REPORTS
evaluation should determine whether objectives of the core
r

5
port grant are being achieved and 1f the A.I.D, crant is an
icient effective means of achievinc them. This evaluation shoulc



also assist NCBA in planning for the future and assist A.I.D./PRE in
determining tne nature Of continued support in the Iuture. The
report should include an in-depth analysis of NCBA's
organizational/management structure, management approach, strategic
objectives and workload, staffing and financial projections.

Upon completion of research and interviews, the evaluators will
provide oral de-briefings to A.I.D. and to HNC3A describing
preliminary findings. Following this, contractor will prepare and
provide, within two weeks, 12 copies of a draft report, using a
format agreed upon with the evaluation project officer, describing
the findings of the evaluation, and surporting analyses, conclusions
and recommendations. (sSuitable guidance material on resport
preparation will be provided to contractor.)

The drafts will be circulated within A.I.D. and NCBA for review and
comments. Two-weeks will be allowed for review,

If necessary, based on the reviews, further research and supporting
analyses will be undertaken. Two weeks will be allowed for these
activities. Then, 12 copies of a revised draft will be preparecd for
a second review. Two weeks after receipt by PRE of this revised
draft, comments wWill Dbe returned to the contractor. Subsequently,
the contractor will have two weeks in which to provide 12 copies of
a final reporc, incorporating the comments of the reviewers. One of
the copies will be on 8 1/2 X 10 1/2 paper, unboundé and of letter

quality suitable for duplication.
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CLE VI RELATIONSEIPS AND RESPONSIBILITIES

Q!

ART

The contractor will report to carolyn Weiskirch, pPRE/PR, Room 3311
NS. Tel: 647-~5624/5214.

ARTICLE VII. TERM OF PERFORMANCE

The desired starting date is May 19, 1986 and the cesired completion
date 1s Aug 15, 1986. No travel is anticipated. A six-day work
week is autnorized, as needed. FoOr weekend/holiday work the normal
daily rate will apply.



INCORPORATING CROSS~CUTTING ISSUES
INTO 1986 EVALUATIQNS

Each mission and office originating evaluations during 1986 is
requested to incorporate in the Scopes of Work the following
questions on sustainability, women in development and
environmental impact. These are topics of importance to AID in
achieving its overall development objectives. The guestion of
sustainability is fundamental to all projects but frequently has
not been given adequate attention. Women in development and
environmental impact are likewise dimensions of our WOCK common to
many projects - at times overlooked.

The objective in lncorporating these issues is to enasle rhe
Agency to obtain a comprehensive review of its performance in
these areas of project activity. The review will be accomplished
by an examination of all evaluations and audits after the 1936
evaluation period has been concluded. '

The procedure is to include the following gqguestions in planned
evaluations where, of course, appropriate. There may be a few
projects where one or two of these toplcs are not relevan=. We
are not asking for special studies, thougn such studies are not
precluded if there is a special intersst. Not all cuestions need
to be answered spacifically. The objective is to include the
substance of the questions in evaluation reports,

The cross-cutting issues approach in evaluation has been adopted
by the bilateral donor members of the Development Assistance
Committee of the OECD. Each Donor will be including the same set
of questions 1n their evaluations in 1986,

Mission and AID/W offices wWwill rececive a report in FY 1987 on the
Fesults of this cross-cutting issues review. We welcome your
cooperation in this opportunity to learn abou: AID's egperiences
in these important dimensions of its work.

Center for Development Information
and Evaluation, A.I.D.
January 1986



QUESTIONS TO BE INCORPORATED IN
SCOPES OF WORX OQOF EVALUATION IN 1986

Sustainability

Project designs tend to assume that projects will be able to
function effectively as donor support ends. The following
questions are designed to examine and prcvide lessons learned as
to whether sustainability will or will not be achieved.

i) wWhat project benefits (or outputs) are (or were) tc be
sustained after donor funding ends?

1i) What host country constituencies will benefit from
project/programme success? How and to what extent has
a constituency been built through project implemen-
tation? (Active beneficiary participation often nelps
to ensure the relevance and sustainability of
development projects.)

iii) What host country policies threaten sustiinability of
the activity? How are they being mitigated? . Whac
policies will support sustainability?

iv) What organisational, institutional and financial
capacities (such as management, technical expertise,
cost recovery schemes, e.g., user fees, staffing and
incentive-structure and maintenance systems) ars deing
developed to cecntinue project benefits? Will thay Dbe
in place once donor financing ends? Will tne
organisaticn have the capacity and flexibility to
respond to changing conditions? What system has peen
developed to adopt (or adapt) new technologies?

v) What financial provision is being made for operations
and maintenance and the rceplacement of capi:a
equipment, e.g., recurrent and capital costs and

foreign exchange regquirements?

vi) Do projected benefits justify the continued investment
of resources in the light of alternativa opportunity
costs and constraints? ‘

vii) What is an appropriate time period to ensure that the
xey conditions for sustainability will be created and
operative?

Women and Developbment
i) How werea the interests of women taken into account at

the design and appraisal stages? In what way did women
participate in tais ptocess? How did their partici-
pation affect project achievements?



ii)

iii)

iv)

Were gender-specific data available or have thev been
developed during the project cycle and how have they
been used in terms of goal-secting, activities,
resource-allocation, ecc.?

What were the effects, positive or negative, of the
project, concerning women's access to the following?

production and markecs

income

workload division of work

role in household and community
health conditions

education and training

During project implementation or after projecet
completion, did it appear that the impact on women
differec from what was foreseen at the appraisal
stage? In what ways? Does it appear that significant
factors concerning women were ovelooked a:z the
aporaisal stage? How did women's participation affect
project outcomes and impact on developmenc?

What are the specific lessons from gencer differen-
tiation for beneficiaries, participants and principal
agents for project design and implementation for future
efforts in this field?

Impact on the =Znvironment

i)

ii)

Projects with an explicit environmental purpose:

If the main project purpose is the achievement of an
environmental benefit, then:

-- Were benefits as predicted

== If not, why not, and how was project implemencation
redirected in midstream?

-- If redirected, was a change made In the projec:
strateqy?

Projects not explicitly addressed to environmental
issues:

If environmental concerns wer2 incidental to projace
design, then:

~~ Was the project exempted frcm environmental review
during the project apcroval process because 1t was
thought that there would not 5e any significant
negative impact?



ii1)

0ll7g

-- Did significant negative impacts occur? What were
these impacts and how were, or are, they dealt with
during implemenation?

-- If the project was thought to have significant
negative impact and was analysed during project
design as to the nature and excent of the predicted
impact, was this impact mitigated or avoided?

In both instances (i) and ii) above] what was the
commitment and support of the host country to
addressing environmental issues? How was this
commitment manifest?

-- Is ther2 a host country environmental dolicy? How
did the project foster the devalopment or implemen-
tation of such a policvy?

-~ Did the host country support the develooment of
institutions for assessing environmental 1mpact and
environmental monitcring?

-- How were environmental issues and latervention

incorporacted into prcject management by both donar
and host country?

-- How did the project involve host country environ-
mental expertise 1n project management as & means
of strengthening capabilities?
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B.1 SCHEDULE

B.2 PROCEDURE

B.3 PERSONS INTERVIEWED FOR THE EVALUATION

supporting information for the evaluation was drawn from
interviews with individuals at the Agency for International
Development and the National Cooperative Business Association.
The name, title, and agyency (where applicable) for cach of these
individuals is presented below.

B.3.17 Agency for International bevelopment

Russell Anderson Director PRE/E
Charles Buchanan Deputy Direcctor AFR/PRE
lial Gray PVO Coordinator PPC/ PR
Jean M. lacken Contracting Officer ATD/ v
Wilbhert ilolcomb Cooperative Davelopment Officer PRE/PD
Ann MacDonald Officer in Charge ANE/SA/T
Jemes Manley Officer in Charqge ANL/SA/P
flarthon rlunson Director AFR/ PRI
Robert G. Pratt Project Development Officer ANE/PD
Louis C. Stamberyg Dbeputy Dircector FVA/PPL
flerbert Wegner Cooperative Development Officer PRE/PD
Stephen Wingert Chief LAC/DR/RD

3.3.2 National Cooperative Business Association

L. Morgan ¥Williams President and Chici Dxecutive Of ficer

Stewart Kohl Lxecutive Vice President and Chief Operating
Officer

Allie Pelder Senior Vice President

Hancy Kantola Vice President, Government, Public, and Membor
Relationg

Pegygy Shechan Vice pPresident, Piscal Policy and Market
Development

Lllyn llotek Vice Prosident, administration and Finance

James Roeichert Director, Contract Administration

Leonard Yaeyer Vice President and Chief Operating officer,

Coopaorative Business ITntornational
Lawrence llarrison Vice President for International Development

Karen Schwartz Deputy Vieo Prosidoent

L. James Alrutz Reglonal Director, Africa

Susie Jonoes birector, Program Support and Lvaluation

Lyle Brenneman Dircector, Devoelopment Resources

Thomas Carter CLUSA Representative, India

Ronald Phillips Chief of Party, Nigor

Robert Freitas Coopcratiive Administrator, bquatorial Guinea
B.1



B.4 ANALYSIS

The log frame and Mobley Matrix were two of the analytic
tools used in the conduct of the evaluation. A description of
cach of these analyses is presented below.

B.4.1 Logical Frameworlk

The logical framework or log frame is a tool used for
presenting a project development hypothesis and analyzing project
design. ‘The loyg frame worksheet is divided into four horizontal
rows: Goal, Purpose, Outputs, and Inputs; and four columns:
Narrative, Objectively Identifianle indicators, Hoeans of
Verification, and Assumptions (seo Figure -1).  The four rows
constitute a hicrarchy of accomplishment, in which achievements
within the categories toward the bottom contribute to achiovo-
ments within the categorics toward the top. The four columns
represent descriptions and conditions associated with the project
goal, purpose, oultputs, and inputs. EGach of these categories is
discussed below.

Figure B-1

Log r'rame Structure

Objectively Means of
Verifiablo Verification/
Narrative Indicators Sources Assumptions
Goal
Purpose
Outputs/
Activities
Inputs
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MATRIX ACCOUNTS

GROUPINGS OF ACCOUNTS

NCBA ACCOUNTS

Balance Sheets

Cash

Accounts Receivable

Inventory

Other Current

Depreciation
Net Fixed

Other Long Term

Accounts Payable

Taxes
Debt

Other ILiabilities

Capital

Retained Earnings
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Cash

Contracts Rec.

Rec. from Coop. League
Other Receivables
Literature TInventory
Prepaid LExpenses
Advances

Deposits

Depreciation

Property & LEquipment

Contract Advance Funds

Investments in Coop

Accounts Payablo
A/P to National Coop

Payroll Taxes

Mote Payable

Cash Overdraft

Other Accrued Ixpenses

Fund

“Yotal Long Term Liabilities

Funds Hold in Trust
Coup. Business
International

Membershin guit
' Yy

Nothing



GROUPINGS OF ACCOUNTS

MATRIX ACCOUNTS

NCBA ACCOUNTS

Revenue Statement

Sales

CGS

Amortization

Taxes

Fixed Expenses G&A

Variable Expenses

Other Expenses

All Revenue Except
Other Income

Printing
Nothing
Taxes

Salaries

FFringe Benefits
Communications

Office Supplies

Dues & Subscriptions
Equip. Rental and Maint.
Rent & OUtil.,

Dircct Non-Contract Costs
Outside Services

Travel

Conferences

Miscellaneous

Other Cost

Other Income
Contract Programs - Direct
Cost



Projections Based on 12.4% G&A,
$8.5 Million Sales, Using CY-85 Financials
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