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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 headcuarters staff for develop­
ing and supportinjg interinat ional cooperative proj ects. These 
grants have been refored to as spec ia]. support grants, core 
grants, or institutional support grants. 

Breaoa of 
Agency for Inlterinat i onal. De vel.opine nt cont:acted with Metaletrics 
Inc. to conduct an evaluation of the ACRA lnst itutional Support
Grant (Core (rant). Th- prima ry pur pose was to evaluate the 
effectiveness of the Internationl Development Divisi.on of NCBA 
in meeting the core service function objectives for the three 
year grant period from January 1, 1983 through December 31, 1985. 
The secondary purpose was to prov ide AID and NCBA decision-makers 
with information coucor111.ing the potent ial a iid possib c a.terna-
Cive nethods -orNCIBA to ach.ievei incceasod f:inancial, solf­
reliance, and , (ecreas the i zdt:On s eriope nde ncy on 

In June of 1 986, The 3u for Pr ivate Enterprise the 

thus, e orgaiz ' 


core g rant support as the pri ma ry basis for supp.ying the core
 
service functions.
 

NCBA OVERVIEW 

In 1916 the Hational Cooperative Busiess Association 
(formerly the Cooperative League of the USA) was founded as a 
national membership and trade association. NCBA's membership is 
largely made up of agricultural coo)eratives, and also includes 
ilsuranco, credit uIonil, banking, housing, health carre, consumer, 
and utility cooperat:ives. Key member organizations of NCBA have 
representatives who sit as members of the Board of Directors. 

NCBA has thiiree organizat:ional components and a total head­
quarters and fietd staff of 70 persons as of Juno, 1986. Manage­
ment and administration includes the Off ice of the President and 
Vice President and the Division of Admi nistrationi and Finance. 
Domestic activities IncLu(s a Divisio n of Government, Public and 
Member Re]lations, and a lousing program. Intertiatioiia. act ivi ­
ties consist of the International DevelcpmentC Division and the 
Cooperative Business InternaLtion ti Division (CII). 

InternationalDevelopment_ Division 

The NCBA International Development Division has a head­
quarters staff of 9 persons and a field staff of 21 persons. 
NCBA has worked in over forty counntrie.s and has provided tech­
ni.cal assistance to coope tiv e organ i zations, host governments, 
And donor agencies. NCkA's techli cal assistance is directed at 
strengtheniig cooperativ e business, providing members with in­
cre ased services, making cooperative business profitable, 
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strengthen.ng 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 countr:es and a regional cooperative insurance
 
project for Latin America.
 

Financial.
 

NCBA International Division activities are largely financed
 
by AID through AID/W and USAID mission grants, contracts and
 
cooperative agreements. Core grant funds are: used to support the
 
nine headqua rters sta:f in init iatiig projects in Stipport 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 NJCBA program efforts.
 
Approximately 80% of annual NCBA revenue is fIrom international 
grants and contracts.
 

The core grant amount to NCBA is being decreased over time 
as per agreement with the AID Bureau for Private Enterprise 
(PRE). Over the throe year period through calendar year 1988 the 
amount will decrease each year by 5%, 8%, and 12% of the grant 
amount for 1985. 

MANAGEMIENT APPROACH 

The IICBA Board of Directors and Executive Officers, in the 
1980's, have chosen to identify and recruit personnel with exper­
ience in deal ing 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 engaged in 
addressi ng AID technical assistance requirements in developing 
host country cooperatives and related agricunture p rojects. In 
1984 a major mianaqjt men L change Look place in t Iie international 
Programs Divisio. The former Vice Presice nt ini charce ot 
International PrTogrims rook the position of Seni o Vice tPresident 
and then retire d in mid-19.86. A fomer AID rission d lI ctor was 
hired as Vice ProsidenLt of futrnatLizinal, beveloapmhientI:. The 
reorganization i ncl iud-d rotarrotii g of intor national. priogram 
operations and t:he i n. i ati on uf tr:ade deve lopment activities 
through the establishment. of ClJ. 

STRATEGY AND OPERATIONS 

The goal.s of the t:lhree year NCBA core grant ending December 
1985, accordi ng to tle grant application, included "To improve 
the living standards of low income people and to expand their 
participatory access to material and social benefits." The 
purpose of the core grant was to: 

ii
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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, supplies, credi t , grading, packing, 
storage, marketing, processing, and distribution at 
all evl of cult ural ands agrin production re Lated 
sys tens.' 

The activities of the core grant, as presented in the grant
 
application, addressed ten categories. These core service
 
functions and their key outputs for the three year grant period
 
are presented below:
 

o 	 Proj.ect Id entifiicahion: Field exploration and project
 
identi f ica t i on was a maj or focus for the Core Grant 
staff. A total of 40 feasibility studies wore conducted 
and 111 s to vi.si,ts were made to approx i ma tel]y 30 
countries.
 

O 	 Project l)osij-n: A total of 32 AID proposals were 
developed in connection with the project idenitifIcation 
efforts. Of those proposals, 23 were awarded as 
con tracLs or grants to NCBA. 

o 	 Project Implementation: Projects were implemented in 14 
countries. The involvement of Core Grant supported staff 
in project boackstopping activities was reduced according 
to AID rUcoMmendat ion s and NCI3A plans. 

o 	 Procurement Assi stantice: Over $500,000 of commodities 
".lere pFocItored in support of fi -Ilc projeccts. 

o 	 Project Evaluation and iio ciI A total of 15 
eva1.uations were conducte d of NCBA ptojucts. 

0 Cocrc i a t Q y-evo In t tat The mttajor
 
i.hm; -nt nr -l t
acco l inirt: hi a oa I devloplnent of 

Cooperattivw is:ino,,s:- Inrornat; ional (CIl) which was fun~ded
 
throtgl atl vI1/I j rint iQ 1 985. [li- (iijl i1,o (C o Grant 
and (21, 1.4 WiiW A ( init ,l ii-. ; wIMP w.loi-od., i S ,ii V H 

o Ass i s ta I to Not .rj1ao.ina.__: 	 A 

total1. a 2(6 indi vi dna Is ro,.t vciv.t r-a-,ii iii,; ati~ two sp~ecia. 
studie w r, (,itltrict he:t 	 J0' ritIIufat C(Oittt WJV i;S. 

o Callai;.a . jaH2_!tLitl and Other arcjan 	 OverZjjI:ii _(ThU.-;l_~i!lh.j lions:} 
yeoar ad, 

othet: organi'zations on 9 jo int stud ies and project 
designs. 

the ttir period NCBA collaborated with CDO's and 
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o 	 PL 480 Project DevelopmenL: PL 480 project development 
is a high priority for NCBA and the India oilseed Project, 
based on P. 480, has been an important: and successful 
NCBA enterprise. Two proposals were funded during the 
Core Grant period. 

o Cooperative C.earinq House: NCBA responded to over 200 
requests for information on cooperative development. 

REVIEW OF' NCBA PROJECT EVALUATIONS 

According to severaI All) personlnel, the value of the core 
grant i s directly rela ted to the impact of the cooperative 
approach on the achiievem eit of AID dveiopmeit object-ives in the 
field. Some AID personnel, from theiri: direc projec t experience, 
feel that the cooperative corncept is aiding in achi eving AlD 
objectives in the agri cultural sector. ()tiers: would pre'fer to 
have tangibJe evidon ce as indicated through project evaluations. 

A related issue is the contention that the lvol of ptjtuct 
success for cooperaLtve dvelopni tziL be of ft-wd t he 
conditions surronnd J iq the proj oct. Ai aIrguEilitL Coultd be made 
for dovlop ing cooporat iv. pro),.t, ini tio* set: tinIgs: '.heire the 
basic in Lr structure. and )ol it i ,l u.mO01 i ,2t-ent ale p efltsnL. Ali 
AID official stated, however, tLhat cooperayive projects should 
not be developed only where there i Is a high probabii.1ty of 
success.
 

iietaMetrics reviewed the eva luat ion reports for sc -en NCBA 
overseas p rojeccs. The evaluations were conducted by individuals 
and teams made up of project stiff, NCBA per:sonnal, AID staff, 
and thir(t party eva luators. Two ovaluations wer, conducted by 
p!rojoct stafif alonan., d t-wo wore conducted i n conj unct ion with 
third party ova.luta t.i oii co1:;u] I alnts. Tihe coliposi1O11O of OVa]UM­

tion teams depended on AID Nission decisions, as evaluationas by 
third party consul tant:- call r{qni ro ,lcd] tadditionat . un inq. 

The reviewedi ova Tai ons generalI l' ini] i cit tJoLt: some level. 
of success wia- ),i ng achieved by al of tihe prtoie:5ct. Success 
was ex[)pr-,; i1i of oulputs t not as impact on[sd tnlom p.ojct: nt 
objectivo s. .d,1''ii,. kau,, nam i wer h s ('i t ILy dosi,gited to 
idontify robl1h'O or ,7n)1di:iotiins which, if adt(lrwasot, could 
increas(e p O]( I ai ,t i v,1,,. 

mll" III1' a of },' N i'\ 1CH ) , ,:L ovalutat. r iov.i'owed contain 
informatio I.itha c(tl d1,i hIeb usefltis*tit. project t. rnningan(d 
milanadgeniem int, v lIn t ieton is seei at NCBA as bein imairily13'.i li(J 	 a 
si'miarizat ionl aid rF'; w of, projecL act & it i .; and outputs. Thhis 
perspecti xe is not conducive to optililni u L i ziat ion of existing
eval.unat: ions, nith can result I t i.mi ova ]. nat i on d(si gns which do not 
address key i t or-O1 p.erfOri analyses for )roject planning and 
implemen tat ion. 
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FINANCIAL ANALYSIS, REQUIREMENTS, AND FUTURE 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 nl]lion in 1985. This growth 
has been accompanied by an NCIBA focus on int:ernational develop­
ment. In 1984 a ta rget oif $6.5 mi i .ion in revenues f1rom 
internatijona l. qrants and cont: racts was set for 1986. In 1985, 
interrna tional. revenLues wur Wi;.7 mill ion andt he t ii Fot17 1986 
has a.ready been ,coeded w i.th t:h leIeveI of contracts and grants 
cu rrenly awarded to NC MA. 

AID mission cont: cts and the core graeLs have been the 
primary girowth a rea for NCA over the past f ive years, consti.­
tuting 80% of NCBA's income. Size of menberslhip and membership 
rovenues i ncrecasod in reCent years. The ave rage duoes paid by 
members declined. Contracts and grmanits more than loubled from 
1982 to 1985, and nembership reve nues i[Icr17.a sed by 50%. 

During the period f rom 1982 to 1985, NCBA Contract and 
Support Grant reventues went front $3.0 m I Iion to $5.7 million. 
From 1966 to 1979 the average annual growth rate was 1.2%. From 
1980 to 1985 the average anrnual growth rato accelerated to 45%. 

In termls of costing, L-he Co-o Gr-ant is treated in the same 
way as all ongoinrg NCBA project's for A ID. Combined indirect 
costs of 42.94% are charged to cover Overhead and General and 
Administ rative fuict.ions. An over head rate of 39.99% is charged 
on all di rect costs exce_,pt Oqui pi ent:, overseas procu(r1onuts, 
subcontracts of over $25,000, and in-country training. A General 
and AdministraLiV. iate of 2.951 is charqd on all direct costs. 

'hu mlnajo0 r expend ito ru .f thWe Cor(io ra t ace for development 
of new projec s Fo.r thlb A i) missions, (ulity .,1toit(r (orcon 
"backstoppN" of f1eld I eroj, -cLs, t:tinini u , anid consltIting with 
foreign v isito',s intrestId in establishing Cn-oac ma Lives. Of 
these fuict ions, Cae CG rant res.ources are primar-ily dedicated to 
the deveopiment of new,- business. l)&'v]opnIiOIt of ii w business is 
generall y clas ivin(d is iirke, tinq, bi ig a-ii o rop o;als. h'lese 
are pri mar.i l/ overheli F-unctLions For other coLVmi.Ltioiei 
contrac Ii orgat i atirn:;. In such orcan i zati n, thio itUHtl iolns 
of Liit,' Cor Gr,iit yw n I,.I be cnv<r , uldet, i i r-c M W . 

'lct a (Mo 'nL ,li] (tii ol',l!nnt ,I iitv r- i t, p)- 70l1.'In ta(jr' of 
Total. iN(A Ru.ove,'t.. was 802 ,vr tLi poriol 19/H to 1i835. Tie.rre 
has }ae, ii I i LI . vr iamci From LI; is av(erage per.o itaq. furrig the 
last: seven yea.: pri (d. Al I oC.Ali N(il act i ,i I: i - c st:i Luteci 
20% of total rveni,. 'fThe cor" "ranit (foclin as a pic e ltae of 
NCiiA rMv n e over l-,!;samiii 'period of0 til,. In 197h the core 
grant was 38.8% of 'fetal Revenure. lIni 1985 the coare grant was 
12.3% of TIofil_ Revenue. 
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FINDINGS
 

The core grants awarded to CDO's are 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 co re grant are perce ived by some AID 
parsonnel as being overh eadi o r cen eral a id administ rative expense 
activities which conuld more applropr.iately be charged to projects 
in 	 cooperative development funded by USAID country missions. 
Personnel at NCBA see tle core grant as an expression of special 
support from the U.S. Congress and the Agency for International 
Development. 

NCBA Manaqement_Aeroach and Staffing 

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

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

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

o 	 Food Policy: in 1965, NCBA nstab]iishi a position 
entitled Vice President, Food Policy aid Market 
Development for PL 480 and associatd aqric] tufra1 
program dovelopment legis;latiAon. 

NCBA provides substarntive support to the International 
Development Division through policy directives, allocation of 
financial support, personnel decisions and general management. 
The NCBA Board of 1) i rcfCtoms and 1.ecutive Officers are cognizant 
of the imiport:ance of internl ~ina I development act!ivi Lies to the 
overall or d i z,.i io . i s. i o viduic Od hy Imiinagemei n t 
organizational, 11n( w asunnl ,deci,..ions made :inc: ,ariy 1980. 
NCBA reorganizat iol Hnra cilla1iry inc l uding Chingirg the1l act.i ons, 
name of t:h, orligan iLza ion, efl , an attel:t ou to lhe 
reqil.iremeits of 'CBA's client. 'Tlh Jib 111: . ofine na ia focuts the 
organ.izatioii s by peirsoniiel (s with NCBA'ssoon NC2A a( consis;ent 
res)onsib.il ities ro thio meimiiibershi.p and the ri:ion's agri.-business 
coimuni ty. 

The NCHA organizational structuire within which the Core 
Grant (International Development Division) operates is supportive 
of AID funded efforts. Th.is is evident in the establ ishment of 
CBI and the posit:.on of Vice President for Food Policy. 
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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. 

Staffiric 

NCBA staff has demonstrated a sensitivity and awareness of 
client requi ements for international development. NCBA staff 
hired in recent years have appropriate international development 
and/or cooperative experience. Many of the Cioid s taff have 
Peace Corps experience which is applicable to understanding 
cultural. and institutional issues in developi g na tions. 1"x-AID 
personnel who held senior positions have been hired to serve NCBA 
in ey positions. The Laff supported by the Core Grant is 
managing the field and headquarters activities in an effective 
fashion and are generating a higher level of international 
projects. 

Operations 

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

Several arseas, however, showed no or little growth and one, 
project implexmentation (backstopping), dec] ined in accordance 
with Divisi on plans. Col.aboat ion with other Cos or organiza­
tions averaged tLhree per year and remained constant over the 
three year period. 'Iraininrg constituted a relat:ively minor 
portion of the effort of tLhe Core Grant staff. 

The NCBA approach for d(e'.sigin, moitoring, eval uatF ing, and 
revising of field projects is based no tie requireient:s of each 
project. No speciftic NCA sta dards for planninq, for examplo, 
have been ipr Oi(111La ted. It; contended that ach proj ect is 
sufficiently diff (ern[lt that: a La; lord pi o ,iam ; reqo ired. The 
background of theP, e (;rt: :C m anirb,; i; uti liz'd theirKstaff arid 
experiance in pro ject design, developnlut and monit:oring is 
generally rel evant . Thu fornma . evaluIion. corducted an some 
projects haye, according to some [CBA st aIff, i dentified project 
operating issues that were known to field staiff and had been 
previcus l y comnun ic ted to iCiA hnucadquaters. Some issues ancd 
cornstra ints- ident Liied by the eva.uations wer known to the NCBA 
headquarters staff through their contacts withLhe projects. 
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Interviews with personnel invo.lved 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 F:inancial
 
health o: NCI3A, e'pandi ng project base, alld core service function 
outputs (e.g. project design) reflect this dedication. In addi­
tion, core staff ware responsive to AID requests to de-emphasize
 
project backsto )png and charge projects directly for such 
activities. The HC]BA strategy for the 1980's rcflects the AID 
emphasis on private sector initiatives through en;tablishment of
 
CBI, project focus on involving private individuals, and con­
scious attention to the appropriate role and structure for host
 
country government involvement.
 

CONCLUSIONS AND RECOMMENDATIONS
 

The NCBA Core Grant has been effective in increasing the
 
production of cooperative project designs and, as a result, the 
level of AID funded grants, contracts, and cooperative agreements 
has increased for NCi3A. The piospect of decreased available 
funding after Fiscal Year 1987, however, may affect the size and
 
nature of the corro grant after the completion of the current
 
grant which ends on December 31, 1988. To 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 areas 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 negotia ted reduction plan is presQn tly in place for the 
current grant which ends on December 31, 1988. A similar plan 
can be instituted for the subsequent period and can include 
performance incentivPs as negotiated between AID and NCI3A. 

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

The third alternative, assignment of expenses for core
 
service functions to indirect costs, could result in sh:ifting the 
costs to current grants and contracts with a renegotiation of 
indirect cost rates. The actual amount of costs for core service 
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functions w.ould 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 	 No actual reduction in core service functions depending 
upon the negotiated indirect cost rates. 

o 	 Loss of "slpec:i.al relationship" indicated by the core 
grant and an elfect on the perceived legitimacy of the 
cooperative approach to LDC development. 

o 	 A more accurate picture of indirect costs associated with 
AID funded p)rojects. 

Alternative ].ucridina Sources and Findirlls 

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

o 	 FundAraising: l,'undraising is generally perceived as a
"good idea" wi.ithin NC13A and AID. However, NC13A is 
reluctalt t:o makn the necessary investment, given that 
there is litt]le expectationl of an appropriate return. 
There nmay 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 ceintered work may be possible although 
contributions may not be sufficient to replace core grant 
reventies. 

o Other International Development Agencies: NCi3A has 
developed two small contracts with CARE 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 
developm.ant of work for development or ganizations other 
than AID wou r .-equire an initlal invest ment :ill terms of 
qua]if.ied and ,xper alced personnel for a pe(riod of 0one 
to two y(:a1.s. 

o New Se r vi es : 'LThi nter v iew s 	 , yea I tha tcols., st-ntIy ad 
tLrairnc' i.s an important activity for NCL3A. Another key 
function is informal coaching 'with host coun tr:y natiolaIs 
to incrase coo parat ive bus.iness (lava) t NCBA i s 
conduct jIig r,,],,':I.voly few fcO1cml e] trilinJilg wo:ks hops, with 
only on a( t:7 t1o! ir - workshop's presan tit a nuall . * aTechnical 
assistance to host con n try delegation!s is ,aim unl:ikely 
area for ['CBA revenue since charges fir) this service 
would be generally inappropriate. Another possibility in 
the produlct/services area is pub .i 'hIi. 1g. 
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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. Moderate to high risk is evident in the development 
of new customer-s using current NCI3A technology and the develop­
menit of the currelt customer base using a new technology. The 
high risk area for NCBA would be to develop a new customer base 
with a niew, to be developed, technology. 

NCBA Development Potential 

Internat.ioial 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. 

o 	 Food Policy: The NCBA expertise in PT, 480 and Section 
108, key agriculture legis]lation dea!l-ilng with Food for 
Peace and purchase of domestic agr.icultural. production 
for international purposes, caniI be used to deve Lop 
additional AIDI related projects. 

o 	 Cooperative Business International Division: CBI 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 approachi and technol-ogy may be 
appropriate for other developing countries where the 
Division and AID are exploring possibilities. The 
possibility of C-I generating revenues that can be used 
to support core ;ervice functions does ei:sL, depending 
upon the number and sixe of CBI developed projects. At 
present CL31 depends upon an AID grant: ald is not yet 
self -support iing. ',Metai4et rics recommIends theft NCBA review 
the two year experience to identify the potential for 
excess r0veLles to support core sorv-ice functions. 

O 	 Cooperative Coordii t ion: There may b.e oppo rt.u nit:ti os to 
wock witt o ther co(pe ra tives to co;pol so :i nto iaLi.on a1 
deve].oplne : t efforts. The iqCBA Board of Di roe(tor ;; .'s a 
resource for similar projects. INCBA news re ]easos 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 output's of the core service 
function- indica ted that such information was not being collected 
and maintained in a systematic fashion. Such data can be used as 
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benchmarks and for the establishing of activity standards. For 
example, the 51 site visits conducted in 1985 could constitute a
 
benchm.irk. A target (standard) could be set, for example, for a 
10% or other appropriate increase per year. 

The evaluations of specific field cooperatives development
projects were not designed to speci f-ically 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: 

o 	 Some evaluatLons 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
 
insufficiency of project design.
 

o 	 No explicit information was provided on NCBA's role in 
project imln]emen tation, backstopping, personnel recruit­
ment and or:ientation or mon itoring. Suchi formation 
could provide i nsights in to factors influencing p roject 
Success. 

o According to HCBA personenel the usefulness of evaluations 
themselves has been limitod, since they generally present 
information which was already known through the monitoring 
process.
 

o 	 Lessons on the design and implementation of coopratives 
projects could be derived during the evaluation process 
and through reviewing the findings of evaluation reports. 

The devul opm,-nt of an NCBA evaluation strucLtur wl i-oh 
reflects an awareness of the purpose and util.ty of ovaluation 
practice would result: in improved evaluations and i1creased use 
of evalua:ion results by both NCBA staff and AID pe rsonnel.. Such 
a structu ro could be used to identify projects for evaluation; 
deisi.gln evaluat:ioins; seleoct appropriate USAID Mission staff, 
project staiff, or third party contractors to conduct the 

v ana-tI iO y; u va ] luati on review procedures ; d issmin te 
evaluat on 1 ndings; and apply findintqs to Future projeoct design, 
i.mpl 0 l kat ont0t|, and refilleme n . 

Meirtlnetrics recommends that NCBA .institute such a formal 
structure and process for tle design and utilization of 
evalu -i, ons. The evaluatio s r viewed by tzhe Me tabMetr i.cs team 
showed i f i.c iencies in design whichI could hav been addressed by
such a procedure oi: process. Theso valuations weore not used to 
aid ill tlbseqluet project desi gn although t:e dorivol lessons may
have boern incorporated into the ]knowlecdge base of core grant 

5ersonnl ].. 
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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 
countries for cooperatives development. This assistance is con­
ducted under grants, contracts and cooperative agreements funded 
primarily by the United States Agency for International Develop­
mert. Other organizations which have funded NCBA international 
development efforts include the World Bank, the Inter-American 
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." 
For NCBA, the total amount granted by the Agency fo: 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 cont racted with MetaMetrics 
inc. in associAtion with Adkins and Associates to conduct an 
evaluation of the NCBA Institutional Support Grant (Core Grant). 
The primary purpose of the evaluation was to eva].luate Lhe 
effectiveness of the International Development Division of [CBA 
in meet ing the care service function obj,,ct yes [for: 11e0 thru7,( 
year g ranit period f1rom Janua:y.y 1 , 198U3 throu101 li De,,ceim be r 31 , 1 985. 
The secoodary purpose was tC) provide All) and NCBIA dci s:ioll-lilakers 
with inf-ormat ion conce n211ng the potential, and possibie a lterna­

for to nancia1.t i ve methods NCB3A achieve i ncrra se( 1:ifsoa l sl­
re liainc,, and, thus, decrease the organization's dependency on 
core grant support as the primary basis for supplying the core 
service functions. 
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1 .1 COOPERATIVES AND ECONOMIC DEVELOPMENT 

Cooperatives are member organizations established to provide
 
goods and services. In the United States, historically, these
 
organizations were instituted by private individuals primarily in 
the agricultural1 sector. Cooperatives are now established in
 
many other areas of business endeavor. 

A distinction can be made between producer-owned coopera­
tives such as agrjicultural cooperatives and consumer-owned co­
operativies such as mutual insurance companies and crelit unions. 
The major sectors in wh i clh cooperat i.ves are i nvolved inc u[lde 

agriculture, util ities (primarily rural electric cooperatives),
 
credit unions, mutual insurance companies, health maintenance 
organizations (HMO's), housing, and consumer goods cooperLatives. 

The Fore ign Assistan ce Act of 1931, as amended, addresses
 
"Private and Vol untary Organizations and Cooperat'y n ove rseas 
Development" in Section 123. Sect.ion 123(a) is reproduced below: 

Sec. 123.69 Private and Voluntary Organizations and
 
Cooperatives in Overseas Development.- (a) "The Con­
gress finds that the participat ion ol: rural and urban 
poor people in their countries' development can be 
assisted and accelerated in an effective manneir through 
an increase in activities plIanned and car: ied out by 
private and voluntary organizations and cooperatives. 
Such organiization s and cooperativos, embed Y[l t:he 
American spirit of self-help and ansi stcinc'' to others to 
improve their lives and incomes, const iLuLe an important 
means of mobi..zing private American f i naicial alid human 
resources to benefit poor people ii (lev oloping 
countries. The Congre-s declares thit ther i tis in 
interest of the United StatC s thiiat sucth organizations 
amid cooperi-ati.ves expand the r ove r'seas de vel opmrient 
efforts wiLhout compi omi.ing thei r privit" and indepen­
dent nature. The Congress fu(rther diec,'lare; thait thre 
fi lnanciL resoiirc.s of such organii x tOiza ar u ,pe ­ins ra 
tivus should be suppi wient ,h by th c ,i i but iutn & 
public funds for the purpo-;,' of: urihertl; i nvhexV'1 pinent­
activities in accordance with thie pr.i uci pl1s s-:t forth 
in section 102 and, if nec'essary an(l rlWr!t 11n.iid (n1 a 
case-.by-ca -; basi.s, for Lh, p rpos W() si earinqii'ti} chost 
of developinIi( prOgra;ms re lath t:o such at ivit i,.s . 'Thie 

"
Congress urges' the sV. of n1,j. pIi(.; Ariini -at or L.h, pri.mari ly 
respon i.biblie for admini te ril-ng t:hiis part:, ini .impl emnting 
programn authorized under this part:, t:o hIaw on the 
resource of prilvat- a id vol uintary .rgni on:;,Inn anh 
cooperatives to pl.anm a nd ca rry ou7r he volopi nt 
activities and to establish s implilifd procedures for 
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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 (PrO's) in Sections 123(f) and 123(g) of the Act.
 
Section 123(f) states the ovara] 1 proportion of funds&; to be 
provided to PVO's. Section 123(g) requires that PVO's obtain 20% 
of their total annual support for international activities from 
sources other than the U.S. Government a fter December 31, 1984. 

Since 1961, the Agency for International Developmen t has 
included cooperLative development as one of its approaches for the 
promotion of growth and development. Cooperative Development 
Organizations (CDO's) in addition to NCLA that receive core grants 
include: 

o National Ru ral Electric Coop rat ive Association (NRECA) 
o Agricu]ltu ral Cooperative Development lnternational (ACDI) 
o 	 World Council of Crdit Unions (WOCCU) through
 

Credit Union National Association (CJNA)
 
o Cooperative [ousing Foundation (ClIF) 
o Volunteers in Overseas Cooperative Assistance (VOCA) 

1 .2 	 COOPERATIVE DEVELOPMENT STRATEGY 

Increases in production of goods and services is generally 
equivalent to the increas ng of national per capita income. AID 
personnel have identifi ed agriculture as a key sector for 
increased productivity, distribution, processing, storage, and 
rel.atad activities necessary for delivering a gricu1Lural produce 
to consumars. 

The mobilization of a country's private i id ividual s, moti­
vated through a sense of self Improvemen t, i' a key coilponerlt in 

the AID strategic plan for development. I Cooperat:iv,.es are 
memb rersh i p organ izations formed by pr :ivyte rl(di.vidual; toa conduct 

1 	 Pu reau for PIrog ram Policy and CoordinaItion , Agency for 
International Devel1opment, luepriint for Development", the 
Strategic Plan of the Agency for International Deveopment, 
Wa::;hi gton, D.C., Ju e 1985. 
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business. Profits t:hat 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 aidincg in institutioni building and
 
as encouraging the :involvemen t of private i. ndiv;idualis in the 

economy. In some developing countries, governments have played a 

role in in establishilng and encouragi ng cooperatives. In some 

inLstances, government involveilent has been counter productive to
 

objectives of encouraging :i nd ividual initiaive. The Cooperative 

Resources Comm i ttee, composed of the internationa], directors of 

U.S. cooperative development organizations, rocomliends autonomy 

from government but with appropriate liaison and collaboration. 
The Committee recommends that cooperative boarcs of directors, 

for example, be composed of members and should not incIlude 

governmental appointees.1 

Within The Agen cy for Internat:iona:tl Development, coopora­

tives, primarily those that are agri cuLural y oriented , are seon 
as contributing to the accomplishment of AID development goals. 
Several officials see the core grant as having successfully
 
established CDO's for supporting U.3AID objectives abroad and as
 
having aided in the establishment of cooperatie projects in many
 
countries. These projects are generally seen by AID personnel as
 
having been successful.
 

1.3 ISSUES SURROUNDING THE CORE GRANT
 

In the face of the Gramm-Rudman-Hiol]1ings bill, all federal 

agencies are expecting some reduction in available program 
funding. To the et:nt thaL CDO prog rams may oha i n {linci, nig from 

sources other than \I9, cooperative devwlopwont, ,for ;ay 

cont inue at pro-budgL reduction levels. ''l. urren tiree year 

grant to NCBA is oan a schedule of reduction. in 1986, the grant 

will be at 5% !Lower than the funding level of 19B5; inl 1987, 8% 

lower; and in 1988, 12% lower. At issue is the abi I ty of NCBA 

Cooperative Resources Comnmittee, Why Cooperative 

Development? Views of Some of the World's Leadin. Practii.onors 
Washington, D.C. 1985, p.3. 

1.4
 



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 projects do 
receive grants whi.ch, to some extent, support some service
 
functions similar to those of the CDO core grants. 'ihe CDO
 
gran ts, however, have been in place since the early !960's and 
have basically supported administrative, project backstopping, 
and project designi activities. Patching f!unds are not required 
of the CDO's.
 

Within the Agency for International Development, the activi­
ties supported by the core grant are perceived by some as being 
overhead or general and administ rativeexpense_ activit ies which 
could Mora7 appropria0tely be cha-ged to projects in coopera t ive 
development fuided by USA D country Lissions. If Core grant 
activitius are shown as indirect co:;ts, it .is said, the real cost 
for individual projects would be explicit and could be compared 
with the rates of other organizations providing technical 
assistance services to AID. 

Personnel at NC3A see the core grant an an expression of 
special support from the U.S. Congress and the Agency for inter­
national Development. That is, the cor grant provides a 
recognition of the special re lationship of cooperative develop­
ment to the Agency for the st imulat ion of cooperatives in other 
countries. Ln effect, the core grant provides legtilmacy and 
facilitates CBA contacts with AID nissions. 

One concern e>:presed by All) personl i; thno exte2nt to 
which cooperative dove]rlm.entlproj arr-_e being of fct ive and 

are contri buting to accomp] ishmnl of AlID !)objctivesin the 
field. It was contended that if such projects are not achieving 

AID development objectives at some sati'sfactory level, core 
grants sou.d not be awarded to support: project dosign 

activiti es. 

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 HCBA staff. The evaluation
 
addressed NCBA Core Grant results, outputs, and effectiveness in
 
terms of three categories provided in the evaluation scope of 
work:
 

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

o 	 Strategy and Operations: Descriptive and analytic 
material on strategy and operations rela ted to the core 
service functions. See Section 3. 

o 	 Future Plans and Financial Eecquirements: Descriptive and 
analytic material on plans, workload capacity, fi nancial 
status, acquisition of needed &funds, a lternative fund ing 
sources, and potential for financial self-reliance
 
through alternatives to the core grant. See Section 4.
 

Cross-Cutting Issues as required by AID evaluation 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 development and identify report findings appropriate
 
to 	core service functions, the ,etaMetrics team analyzed seven
 
completed evaluations. Section 5 presents the evaluations
 

review.
 

The final report also includes Sect ion b, lindings and 
Recommendations, which summarizes the evaluation analyses of 
Sections 2 through 5. An Executive Summary presents the program 
descriptions and evaluation recommendations. 
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SECTION 2
 

ORGANIZATIONAL REVIEW, MANAGEMENT
 

APPROACH, AND STAFFING
 

In 1916 the National Cooperative Business Association 
(formerly the Cooperative League of the USA) was founded as a 
national membership and trade association. NCI3A's membership is 
larqely made up of agricultural cooperatPives, and i rcludes 
insurance, credit union, banking, housing, healthB ca re, utility, 
and consumer cooperatives. According to NCBA program materials, 
the organization: 

o 	 Represents the cooperative business community in the 
United States, 

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

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

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

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

2.1 NCBA ORGANIZATIONAL OVERVIEW 

Over the seventy year period that NCBA has operated it has 
been responsive to the changin g U.S. and international economic 
and Political envi ronment. NCBA headquarters in Waslhington, D.C. 
is responsible for dlolestic arilld ietnat ional oera Lions. An Ani 
Arbor, Michigan off ice operatos tirne NCA Rochdal fir; t t rr w:, and 
on[-site fie,.-'ld pe rs nirel,.presenitly operate in n inn,do vlo,-pinrg 
nations. In support of these diverse in terOsts NCBA has 
developed four subsidiary entit ies which opera t i n close 
coordination with NCiA. These are: 

o 	 National Cooperative Business Institute (NCBI): 
Incorporated in 1938 as the Rochdal] Institute, this 
institution conducts research, presents lectures, and
 
conducts field work for cooperative bus:iness executives 
and leaders.
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o National Coperative Business Foundation (NCBF): This 
nonprofit foundation, supporting cooperative education
 
and development in the U.S. and abroad, was established 
in the late I 950's. 

o 	 National Cooperative Business Political Action Committee 
(NCBPAC): A political actionA.0tt co promot ingCOMA, 

cooperaLivCOs as a way of doing business, established in 
the late 1970's.
 

o 	 Cooperative Business International (CBI): A profit­
making, intenatai oznaI business services company which 
promotes commercial trade opportunities for cooperatives 
around the world, established in 1984. 

Key member organizations of NCBA have representatives who 
sit as members of the Board of Directors. In 1986, there were 39 
members of the Board. The Board meets tw ice annually aid 
provides overalL[ policy direction for the orgnizat:ion. 

NCIA has throo organ izaitona1 components and a total head­
quarters and field staff of 72 persons as of June, 1986. Manage­
ment and administration includes the Office of the President and 
Vice President and the Division of Administration and F inance. 
Domestic activities i nclude a Division of Goveoninent, Public and 
Member Re1at ions, and a housing program,! ntrn a tioia activi­
ties consists of the International Development Division and the 
Cooporative Business IntornaLional Di v ision (CI). 

NCLIA conducted a national search in 1980 for a President and 
Chie_ f Executive Officer. In late 1980, E. Morgan Uilliams, a 
fo:mer aide to Sen. Robertt Dole (R. Kan.), assumed those 
.- spoiisibillities. 

In 1984 a major managcoment change took pLace for NCBA 
inte:rationalI prograin . The formar Vice P~resi dent i.n Charge of 
Intetnati onal1 Programs took tLho position of i.1ior Vic e President 
and reti red in ild- 1986. Lawrence Ianrrison, a formIIIer All) 
i. ssion )irector, was hired as Vice Presidet, iite n ional. 
Deo piH(i I. Th rfj iganiztSlion :ii(: . tdad retargefOLting of 
i aternati oial. program operat: ions and tlhe init:.iat:ion of private 
sector iitornat:liotia]1 t rade deve.loptien t 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 fortLy countr17ies with cooperative 
organizations, host- (ov.l.nfleiI<Lts, and donor agencies. ICOA' s 
technical a;sis-tan e is directed at stL rnqthoning cooperative 
busi ness, providinq members wi th increased services, making 
cooperative business prof itablle, st rengthening regional and 
national coope rat, i ve orgai<izations to imap rove the ,f1iciency of 
cooperative ente-prises, anl promoti nq the pr ivatLi zation of 
coope ratives. NCBA efforts (verseas have prAima rily add ressed 
agricultural production, d.istribution, 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
time, on-sito personnel are used. In otlhc: cases, technical 
assistance is provided thLrough consul.tants and staff located 
outside of the country. Current projects include: 

o Equatorial Guinea Cooperative Development 
o Niger Agricultural Production 
o Indonesia PL-480 Agribusiness 
o Rwanda Tra ining & Research Center 
o Guatemala Cooperative Marketing 
o India 

-Local. Support 
-PL 480 oilseed Cooperatives 

,-NCB Grant 
o Jamaica T-aining 

o Rwanda Local Crop Storage 
o Hai ti Co fe.,
 

O West 3ank Cooperative Development
 
o Latin America Cooperative Insurance Assistance 
o Costa Rica Training 
o El Salvador Agra r.i an Re form 

o Egypt Marketing Study 
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2.2.2 Sources of Funding
 

- -TheInternational .Division activities-are -largely financed
 
by AID. NCBA has been receiving funding from AID for core
 
services since 1963. These core grant funds are now used to
 
operate the International Development Division. Headquarters
 
staff initiate projects in support of cooperative development in
 
AID-assisted countries. Actual project activities are funded by
 
donor agencies, largely by AID missions in project countries,
 
though funding from CARE, the World Bank, and other sources has
 
also been obtained.
 

The core grant amount to NCBA is being decreased over time
 
as per agreement with the AID Bureau for Private Enterprise
 
(PRE). Over the current three year period through calendar year
 
1988 the amount will decrease each year by 5%, 8%, and 12% of the
 
grant amount for 1985.
 

2.2.3 Related NCBA Roles
 

In recent years, NCBA has focused on international trade
 
opportunities beyond AID field project specific efforts. The
 
Washington headquarters also provides support for international
 
development activities in addition to the Core Grant funded
 
activities. These are summarized below:
 

o 	Cooperative Business International: This effort,
 
initiated in 1984, seeks to develop international trade
 
commercial opportunities for U.S. cooperative and cooperatives
 
in other countries. The explicit emphasis is on private
 
initiative and the generating of profits.
 

o 	Legislative Support: NCBA provides support to efforts in
 
Washington to maintain and possibly increase the level of
 
resources available for accomplishing economic
 
development objectives. Various sectors of the agri­
business cooperatives community, for example, are
 
interested in the level of PL 480 funding. NCBA has
 
substantial linkages into this community and elicits
 
support for these efforts through its membership.
 

o Food Policy: In 1985, NCBA established the position of
 
Vice President, Food Policy and Market Development. The
 
staff person responsible for the area is knowledgeable in
 
PL 480 and associated agricultural legislation. This
 
available technicalexpertise is supportive of
 
International Development Division efforts to institute
 
PL 480 related projects.
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2.2.4 Core Grant Staffing Summary
 

The Core Grant for the three year period ending December
 
1985 supported the heidqlarters staff which currently numbers 9
 
persons. These sltaff arce presipntl iy funded under the Core Grant 
for 	the three yea r pariu ending calendar year 1988. The 
positions are listed below:'] 

o Senior %ice Pr-sident
 
a Vice Prosid,'nh Lnte rnational Development
 
o Director , Lt i n Amer.' ica 
o Eirectr, Africa 
o Director, Asia 
o Director, Pro raian Support and Evaluation
 
0 Program Of f .icer
 
o Director1, Opwe -a t ions 
o E>:ucutiva Assi.stant 

2.3 NCBA ,ANAG l; ]NT PI)RPOACiH 

International development activities constitute the majo 
portion of ACDA program efforts. Approximately 80% of annual 
NCi3A revenue varns from international grants and contracts with 
AID and USAID issions. The Core Grant is integral] to NCBA 
i ntelnat iona. cooperative development efforts. 

The' CL A loa 1.( of D)i re ctors arid PExecut ivye of icers, in the 
1980's, have chosni t-o recrit personnel having experience with 
the objectives and issues of AID-assisted efforts in developing 
countries. Tihlre ex-AI peri:sonil have been hi red Cor sen ior 
iNCBA psositions i Wash iil(Jt.e. ,,"in laFl-ly, 'i<-Pe uce Cor,ps 

wserl'ir .'l - i i r, 1Mfo fi ,ln v2 ,',h r1 	 posit-i lm'.. Accoord i.nq ly,m NCBA 

q&iI 	 f 1)7 ing all) el i-Ofa - ( 'c I. iy In mde s sir i AlID t echniical
 
, ,i:ln 1$ en_'inI P I list F
st;ai -[1( 	 i I1 (eVe 1Ki cx)I1 li- ceoI)1Ctives 

And ri ,ie agcicult a.1_ proj ects. 

1 NCBA, Cooperative Deveopment Institutional. Support Grant Calen­

dar Year 1985, Washington, D.C., Submitted Feb. 28, 1986 
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The major focus of the Core Grant is on project
 
identification and development of grant and contract proposals.
 
NC]3A uti lizes part icipa tory to . of
a approach [lie ilalmtjci.ict the
 
Core Grant. Separate Regiolna Direcotors are rasponsib],: for
 
Africa, Latin Ame. ica (incluid iig the Ca lbbean ), and Asia. The
 
Co.re Grant- s taff ing also includes Di -actors of: Prograim Support
 
andl val na tiuon and tvv. I Oj.lin R
]ees.se 

Tie intetr-views i nd.inc'ated t hat the R eg ional Directors and the 
l)i rectors for Program Snpport I an-d Kval.ation and for Devo] Opmient 

Rosuec op)prakwt under tie general gui.daince of the Vice 

President: of the rtrnattin l Development Divi-;ii. They 

e::Crciso sponsiility for their a reas and confer with their 
as.sociates as necessa ry for support in the conduct of thei r 
activi ties.
 

The management approach for the conduct of t,:h Core Grant is 
tas]: orientad and teams are assembled as app ropriate for tasks. 
Accordi ng!y, deve Lopment of specific host country projcct 

,sal.:; is conducted by tho Lan C) :; t al: which iss appropriate
 
for tLhat part icular t:ask; e.g., t:he Leg ional Director for Africa
 
wou.d be responslbla as the ey paeson Ior deve lop i ng proposal.s 
for Africa atidi wou d ut-il iza suppoLt as required. Similar.y, the 
Vice PrsidanI: of the In torn ational Development DivisLon can be 
rel1i.ed upon ,ol Us;Wo hipoi pertise relative to Latin America. 

Ttie N-, lb:ecutivn Vice President: is know.ldgqabl 
conce. ng the object.ives and issues surroundidg AiD Fund ad 
projects. He par.:icipates racgul.arl.y in review and decision 

making on NCBA intrnationaL deve1opiment strategy that affects 
the Core Grant and projects. 

2.4 NCBA ORGANIZATION AND STAFFING
 

Figure 2-1 is the NCBA organizational chart, constructed by
 
etaMetrics from NCBA derscrjptive organizati.onal mat:erial s. The 

nOLmAelrs on t-lie upper left hand cornerorl each hi lck: show 0-he 

total nubin er of pr ofwes;io iI ;t a F i li} e!17, air] t i in hor1 in the 
lower right shiow-h_h number of sup' Wrt: stal p,7sonilriel. As of 
June, 1986 iCIA had a staf f of 70 pL sons. .i yLywere domestic 
st1aff ,and twenty wore on-si te personnel in dvelopiig nations. 
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Figure 2-I
 

NCBA Organization and Staffing
 

4 

r'organ Williams 
President
 

Pey Sheehan prPERSONNEL SUMMARY 

30 INTERHATIONAL 
20 ADMINISTRAfIVE

5 12 TOP EXECUFIV OFFICE &SUPPORT 
DavId T hompson 51 ar t K~ohl 
I President 12 OTHER 

:Lrto - - -xctv Vi
 

2 

Barbara Tnomp5on 2Support StaffDiroctor '­

7__ 20____Nancy KantoI8 [llen Hotok , LarryIHrrlson lI 3ILonard Yecmr 
.....Y .Pres iet VicePresicmnt VieP(_W n 

N Nanc Keune 

ancy Qnt[laJEllen H t l, KarrySHariotzonr &TIOr 
 II
 
DIIcr Personnel2t rs K. 

The shift in NCBA manaqement approach as indicated by key 
personnel decisions has positively affected the policy and 
program direction of tlie organizaLion. Key personnel changes and 
the creation of nevi posiLions after Le now NCI3A President Look 
cffice include the following, which Look effect in 1984 and 1985: 

o Larry ilarrison, VLcc Presid(,nt, International1 Di.vision 
o Leonard Yaeger, Vice President, CBIJ 
o i'aren Schwartz, Deputy Vice President, In Lerna t iona 1 Division 
o Poggy Shela n, Vi ce P:es iden t , Food Pol. icy 

These changes coiIc.id(cd a tic [nh,1ve ci tih IIama increase 
1.CBA rove n ue s aimd Lct. 111nt . dol. Ia ofAI) proje ivolve Te r volume 
[NCBA internaL iona ].ac tivi t ie s doub.ed f rom 1 983 Lo 1 985. 

NCDA s I:a f f has demon s t.ra to( a sesI. it ivi, ty Lo and awareness 
of AID r2qLi, rereLts for intor(, L on I I.OdVe.iopiellt.. T[he recently 
ret i red Senior Vi e Pr.s iden t for IntLernaLiolal Devulopment 
served NCI3A for ove r 20 years. Ne was a partiicipant in the 
developmnent of ear]y coope ra Live -suppo 1ed of: forts such as 
C.A.R. E. and NCBA initiat:ives i.inci.uding the Ind i a Oi. I seed 

Project. 
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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 

were seuveex-AID personnel hired to r NC3A in key positions. 

Overall, few of the International Development Division staff 
have extensive cooperative ex,.perience. This has apparently not 
adversely affected programmatic and project-specific efforts. 
The staff has the expertise to perform their job responsibiliLies 
wel. . 

A functional organizational model is shown in Figure 2-2. 
Titles for each of the functional areas are shown across the top 
of the chart and key personnel are listed on the left side. 
Correlating box descriptions show the funct iona], re-)onsibility 
for each individuaL under each Ifunctiona1 area. 'll(, descriptions 
in standard type are current]y 1isted in WCBA's 1.isti.ng eof 
secLora responsibilities. Those jn i ta ic print are e:commended 
and added. In some cases the italicized responsibilitie-s 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 qual ities include the ability to attract 
contract business and to maneago and coat:ribute Lo tho quel i ty of 
the work. The Office of the Pj esident and t-he Internit~ional 
Di.vi; ion should be seai-ch-i . for .;uchI iiidJvitiu ls-;It( increase the 
coiit: ract base. Thi.s type oL proactive approLc to lii. ri ng, to a 
Ila rge extent, has beet L:-s-ponsi hile for the rapid growthL in NCBA 
contract base over Lhe past several years. 
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Figure 2-2 
Functional Organizational Model 

(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 three support staff personnel. This is a 
substantial support staff compared to those of consulting 

orlganization:; and oLar t ra(de associ ations. A review of the 
support staff tunct ions i n th is ol fi ce in; recommeinded to 

determine whether the staff is boainrg used optima.lly. 

In addit:ion to Ho)rgan Will iams' key functions, acditionai 
responsibil ities could be Laken on wiicl could enhanice the 
organization. 'These includa di rect involvement in i nitiating and 
supporting leg isla tiv: actions and budets affect ing 
internationLal coopuct i e deve I opmuent, and acti: ve engjagjement in 
speaking to the domestic -cooperative mnmbrslip in supporting 
int:ernational developieiint projects and developingc~ pot:,ntial. 

markets. 

lICBA's A/dm.inist-rativo Division is headed by ]ynEll flotek, 
Vice Presiden-it fur Adminiistration arid Fiiance. She is currently 
respoisible for overseeing the deve lopient of a computerized 
accounting and financial sys'tem. At present, Core Grant and 
international projeact financecd if:oriation is suff cient to 
assure sat isfractor: mi inagem n' , a LLhouh the' r, crn i ncrufase in 
contract- .evel'i is placing oiiw burdens on the 'xi st- lng system. 

'.in.nanciali reportj :iaip ovimien Lsare necessary. 'The improvements 
recommended her do not i Il y current report iiaccunraciJ es or 

lateness. 

Information on currant and projectad project status is 
cr:itical to r).ogJ rain management. 3y the time repoelrting i.s 

complete, dat a Ls uisual ly two weeks old in most organizations. 
A\ccou nI: i rig a ild 1j)urt S aiui y add anothel: tw wealS and most 

proj)ect mAnql. ig man-H, futuo, vl, c:isi uris on intformiation which is 
o(ne n1oul ii (,I d ( ) I.. 

iCIIA\ Opr a)t), i r- would 1), enhanced by an int:egratLed project 
reporting and ,c inrit ni system or Lii i nt:egration of project 
report inqs into t Ii n4urrriti1 ;y:-;t em, along w itilh a manaement: 
decisior sOi1 pr str; wir pac agae. I rt,:rn:it in iia] br; i in:; 
Syst: is of Sar Diego , ipro(.i ,e;; a ,ackag,"' tl' i ,red for: fpi iliO 
comlp o')'rs. Uttlr ,y.;t om; incllui de ble I :k, Vi,'illa, Vi r ;i iia; J&L, 

HcLean, V:irg irii ; arid ,J,ai s, a subsidcliiary ot. S io Soi Diego, 

Cal i forn ia. 
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The Mobley Matrix management decision support system is the
 
most sophisticated and easy to use. Javliin for the PC
 
environment and Encore in the Macintosh environment can be used 
to develop these mod-Is. IHowever a snigfi cnt amnount1: oCf work 

by t, er ( -, 'L1, lIa k i. LII s foirhas to be done tLO eelop ljur t h ese 

Systemn's. ]e recoiiiund the WRobloy MatLrix s in iL ove:; over 
seventy-Lwo pcoprograuined equations s imULdnoOUSly and produces 
ROI and cash sustainln)i ity graphs autoliiitically. 

Another aorea or1 pussibie Ancrea.sod -respli.niDi I ibt y involves 
Nancy iantola, t-hre Vice Presidcent for !ublic RelaI1tions. A!Ltltough 
she is not funded from the co) grant ur I nter national Division, 

an opportun:itLy .isis to qi\,e tlie IntLrnatiolu ]1Doivision more 
exposure to , N(I3A via news oloass andWe, cinrshlip 

newslet tern. She nud l On.odo ha a (1m(;( IFo "o'networking'' 
cooperAt.i vke-Lu-co polJiait: .vO opport i Lis si . she is i n contact 
with the ieih _,rb, organizations and their cons L:i tnenci en. 

The NCBA Board of Di.rectors is also a resource for 
development projects and can be used more extensively in that 
capacity.
 

2.5.2 International Division 

Larry Ha rrison, as Vice P resident of the International 
Division, is respons ibl for the largst oprat i n division 
within NCBA. The 1 nrnational Division employs '12% of the staff 
anrd iccountl L r8V0i7(n( S ) ' c [sfoA Itrh tI co ro g ira being 
reduced ove i io:: y, aivl us. rL r red uct ion ofIi k.w" irs and ibl, ul-t 
tihe core qriit dl t,. lit pw io , li, (:)(,o J izi t inoiii dc 1 ] l',ge is 

Lo re ov I , 1 ,:;.; I, tlii:I. n, , wl ii: iivat ,- -uitivesiiia aIt 

od~litA~i~iI o I ci 11i: it i All) ints. :i~c Li ftr
0 ddi ioh ,a :;0:1 J l St ij, 1I,',ii ; n.:;. ll., :e1 i Is ir, i., 1i- ti 

h il} ' ' il< l~; r htto f A ID :; ; , , ,i .1 : i1. ~ i ,,l .,': l~ ,' .r (' ; V .. d 

j('iiA nor it:fil ''I.: I i, ' . r'i5 h:u , a in t .1dora l thie 

POSSjrhi I itI "I ii IMIMI ipWihile (Pe'ri11 nWi, ul i- '7(.sn HOn AID 
m i :;rJ ul n)il( itll i 0:. I " U: tiilh; ,II l, )..o e L,:; , i. iot. 

curuntl y b inq I,' l tun ani hirin; a ky porumi nai a lIc ofl; 

t rig w r IM Fi otherge -uora nonI.rt tin i tIi W l d irnk, LIi ", a nd 
i t-ni, rtionai] (levelurlliniiL or,i izat.();ns. 
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2.5.3 Related NCBA Entities
 

Conscious attention to communications between key personnel 
and teamwork amogHNCBA departrments and ent:iies would r esult in 
an enhance(l Coro Grant ei fort and support tha acllheveentF of AID 
development o)j]acLiv s. SPeUc'1i a MaS for atte.nt:ion include 
Cooperat:.ive Busi noss 1Internat ional, food io. cy (PL 480 and
 
Section 108), ndvicoopemat-ive--to-coope ra t:ivo ventures.
 

Food Policy 

Peggy Sleehanii stands out as a potential key contributor to 
the International. Division. Ier expertise in PL 480 and Section 
108, key aqric'uILumi- ! legi.sl-ation dealing with Food for Peace, 
and ;, ofl-(H oin<e;tl ic aquicul tiu l production for: 
i nterniati P1Lpurws'; w011uld aid in deve2loil ng sources of 
fiundidIn. W-, nd ii-.,'comin ,pansion of her involvement with the 
I nt: , r:ii t ilnlI i1 _,v, .I( mM. n t 1)i V isi ol. 

Cooperative Business Internati onal 

Coope rativ gtisi 'i-s. it t<or mationail.1 (CM1), leaded by Leonard 
Yaeger, is in imlporLit :sourc Ior tho Internatloinl Division 
and NCA. Ol:Y :; tit l iziq th, mblhlished prseice of NC A in 
I md.ina and I ndo ,ii I h) , lor, c numilltini Aji ns o rt-i us.]- tiii:i 
Thy Sill 2 CiP.)ldh 1 Liit ( mlO I (aproac IlalnIdt. 0)rm" iWt,:O1U1aef otlier 

'
1 upV C:()limstl l' ) ivision aidd l [)Jil(1 I 'i'> i I li, I llt,-Iit C)Iirill AID are 
exp louin, coilt:arct po .siiiLi ;i. 

T!hero. is gill (,t v) ulyliii tu) ilina ,,r- -,. kh}", v,']o : : ; Jii 

idnti Fyiniij WC( ltOict P c;'i ilit i,, ill PtiS m-,a. (i3 is clearly 
ri a u.il 5;i i - , ; t i.iiicrfu !xtaif in t-ocr it . -1 iip l , i i.;.! 

( ene'ra in; ini y u j un ii t i,; as ps:;ilI ini tlit shorL st period 
of Flimp. li (c:u I iA k thel, pibi.;.i ity: of" r i IJill toW at 
hirinlig or tWO s-Inl st-a F peopla for CBF o mnore raplidly 
deveo Lo ith li :as Ls.I i:', [pOi :vaI i e 
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2.6 

Cooperative-to-Cooperative Initiatives 

There are opportunities to work with other cooperatives, in 
the manner of a current "Land ' Koke;'' cooperative partnership, 
to co-sponsor intarna t i, al dn \,,loplimeit work-. A current Dai ryCwo a:iv a" I up[m,.onLt pri- , nKt i Z It' i l~ i i q,I 01,, 2L,_,l <d in Kl-latl<,lala 

with ,NC.l,\A <-its th prlivi,' <arul 1,wild W lahns. oq i-kh,....
 

Te re lationship in revorsn.; in thei coidLict of. li'o dOidld Wjde
 
Dai ryl D," wVol]oil.itii Prlo)<i ill whiichi Landi~ o' ,i ,s i's thl,.? pl lilo.
 

O {t h e r' p, r o s p;o w ' t<i v, p rc ) , , w' l n i nic l uid p, ) "} i n kl f t s- of i t~h
P H'f rL l . C H A,' w 

C./li .z i Ii 

iin Io uinras aiI wit h A, i i it ur.-l hoopera tive heV.] lop loint 

Interfnationial in Qtiatai m :i. 

thlei- n 	 t orI')iID<f:;Ii t ii..2 l lC .orouinc.i.l of Credit Unions 

To tle uxLeniL tii dlomin;t i c woopra t Lves perceive such 
opf)porLtuii.etsis <i:; supporti-L& the ob jncLiv s of their . membership,n 
ldd t ioin l. cCooe),rliL iVo--rto-COIt)pa t pro Canl d evelopecd.O] e\'cts0 be 

Coope rat ive -tea--cioopr att alet, a at:.iv s ;av , .1 ad(i(tion to 
i.ncr> :s:;nq t : cu :rran tA.:." c'un Ir. U ha s, ha uiseful as; pr imary 
ways of reducigi operationiI depndancy on the AID Bureau for 

Priva te En te r i. so. 

ORGANIZATIONAT SUMMIARY 

In ssnc, NCRiA hi; becolle an efIf-icieantly run organizatLion 

ovar the past iv yaa ix;. It.> s La L. is une rcjc.a tic and commit-ted 
to its i tarnatLional devOlopm-nt projects. Wi. thin tliet 

orcyan iza tion wa so" oi it areas for recoli iaidwd changes anrd 
i.UIprove ainlt1 a. 'lit ;e ai,. 

0 	 A i vi of thl apie- i ia-,cpLt Wos t..Iia" support sta-f 
for the O1f .i c of Lh; Pr;s.i dent ol. lICA v,'l:i ch !'lay be 

oVerTstaf fled U L:7.: qu.i .for }. th task reme 

o An i. ucri s, i nooil'volw t h.nh[h t. ih" Is ,CJI2A !-ui s i ler it aniicl 

I:'xuecu t iv' Vie,' Ice: itn ii-t i n li l i, t iini and ;ii i-o rilri ig 
Leyi<IlnL.iv,, out' KHiA s.Ill) lt;I< ~ l;niql~, ~ l l<-t:ivecooppra, 

ili:v( I () ilout; enrl l II iiu IvInh.jo, c o orlsi t in\,' s ill 

i.nternrjuniati I prji ] 't_. andii arkiel ts; and rocixti Li imJ 

illivi claiibl-

into CA!7 ,auni LI, a K toriait i illiI. D ivisi vi.a otlie 

developiient hanuk-; aind fundLing ins .ihutUionis. 

addiLti al 1key .h duall; "tF I gin g business 
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o 	 An increased involvement by the Vice President for Food 
Policy, in the International Division. 

o 	 Hiring of one or two senior cooperative development
 
"chamnpions" to deva>I lup conL:acts inI the 
 World Bank, IMF, 

and AID missions in geogri:aplical arwras currently not 
covered by NiCBA. Th'is may rU pi. LCe some NCBA staffP 
restructu ring and organi. zation al tightening to accomodate 
the talent needed to genera te new revenue str-eams. 

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

o 	 Enhancing the current financial1 system with an integrated 
project reporting system and a inanagenent decision 
support model. 

o 	 Involvem(eint of the V ice Pres.i.dent for Public Relations, 
to increase:,o exposure of: tl e Initer-national Dlivision to the 
Association membership. 

o 	 Working with the NCBA Board to develop cooperative 
partnerships in cosponguoring international development 
such as the "Land o Lakes" and other projects. 
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SECTION 3
 

STRATEGY AND OPERATIONS
 

International development is the major focus of the
 
National Cooperative Business Association. The major inter­
national development client is the United States Agency for
 
International Dveopment. Corpo ate stmatogy for NCBA has been 
developed in respoise to AID requniremints for tochnlica l. 
assistance i n de Coro g a-iit oper ationscooper at .i (Ieve1opment. 
through the core grant activities have been developed to support 
AID client requirements. 

3.1 COUE GRANT OV]RVIEW 

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

"Assist and advise the establishment alnd operation of 
integra .ed cooperaLive systens which p rovide producers 
with more adecquate incentives to i.nic a'se production. 
Develop inpiut, supplies, crmedi t , qradi nig, pack.i ng, 
storage, marketing, processing, anrd distribution at 
all levels of t ra andagri.cu Lu [roduction related 
systems." 

3.1.1 Activities
 

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.
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CORE SERVICE
 

FUNCTIONS ACTIVITIES
 

1) Project Identification: Field exploration. 

2) ProjecL Desi:n-

iden ti :ifcat ion. 

Proposal development, funding resource 

3) Project Iin.lmitenta tion: Backstopping, personnel 

recrui tmn: nt oriLent ation. 

4 ) Procurement Ass.is tLance: Coordination. 

5) Project EvaiuaLion and Monit orin : Administration of 
projects in volv:ing matching fund grants, IQC work 

orders, and ol .aborat iva assi stance agrooments. 

6) Coordinate Cooperative Tnitiatives: Cooparative-to­
cooperativa efftarts .involvilit rnlati ola. trade 

development and joint ventures. 

7) Assistance to Ndtiona [ Cooperative Organizations: 
Anal.ys.is of development potential for host governments 
in speci fic activity areas. 

8) Collaboration with Other CDO's: Joint. studies, 

evaluations, and design of devl4opnent projects. 

9) PL-430 Project__Development Proposals for expanded 
uti.ization of, commnodities anrd/or ret.a ted surplus 
currency accumulIations in deve lopmant )rograms of 
cooperative Food pr odu cti.on Nndi . ...(1t Od supplies, 
marketing , and processing ingtAnflrantmc to:,r. 

10) Cooperative Clearing House: P:ource .information for 
deve].oping couintry cooperativas ad(1 coopratlLive trades 
including tac ical asis .;ta ca , tLiriLI Y, and technical 

delegation visits to U.S. cooper:,ative fac.iliti es. 
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3.1.2 	 Current Core Grant Strategy
 
. For the current -grant for the 3 year period ending December
 

1988, there have been some key changes in programmatic strategy.
 
Core Service Functions 3 and 4 (Project Implementation and Pro­
curement Assistance; see Section 3.3.2) are no longer activities
 
funded under the new core grant. These activities are now being
 
charged against specific grants and contracts conducted by NCBA
 
for 	AID missions. In the NCBA grant application for the current
 
grant through 1988 the goal is to "strengthen and expand the role
 
of private cooperative businesses in the lesser developed coun­
tries as a vehicle for their achieving increased growth, equality
 
and participation." The purpose of the new core grant is:
 

"To assist the USAID missions to identify and analyze/
 
develop opportunities to strengthen and expand private
 
cooperative businesses in sectors which are central to
 
AID development strategies. NCBA will also furnish
 
technical assistance and arrange training programs to
 
carry out cooperative development programs with USAID
 
and other donor financing. Core grant resources will
 
be focused on project identification, analysis, and
 
design."
 

3.2 CORE GRANT OPERATIONS/LOGICAL FRAMEWORK
 

The logical framework (log frame) is primarily a tool for
 
project planning which is in general use within the Agency for
 
International Development. Other log frame objectives include
 
evaluation and monitoring, and program refinement or development.
 
Conceptually, the log frame presents a series of inputs which 
are
 
to be used to conduct project activities and result in outputs
 
which are structured to achieve the purpose of the project.
 
Achievement of the purpose combined with the achievement of
 
purpose of other related projects is expected to have an impact
 
on achievement of the overall goal. Appendix B, Evaluation
 
Methodology, presents additional information on 
the logical
 
framework approach.
 

The goal and purpose structure of the Core Grant was
 
superimposed onto the logical framework, as shown in Table 3-1.
 
The basic inputs, primarily staff supported by the core grant,
 
were engaged in the activities (10 core service functions). The
 
generating of activity outputs was apparently designed to affect
 
the attainment of Core Grant purpose.
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Table 3-1
 

Log Frame Narrative
 

Goal
 
Improve living standards of low income people and
 
expand their participatory access to material and
 
social benefits.
 

Purpose
 
Assist and advise in the establishment and operation
 
of integrated cooperative systems which provide

producers with more adequate incentives to increase
 
production. Develop input, supplies, credit, grading,
 
packing, storage, marketing, processing, and
 
distribution at all levels of agricultural production
 
and related systems.
 

Activities (Outputs)
 

1. Project Identification
 
2. Project Design
 
3. Project Implementation
 
4. Procurement Assistance
 
5. Project Evaluation and Monitoring
 
6. Coordinate Cooperative Initiatives
 
7. Assistance to National Cooperative Organizations
 
8. Collaboration With Other CDOs
 
9. PL-480 Project Development
 

10. Cooperative Clearing House
 

Inputs
 
NCBA Member Cooperatives
 
Core Grant Staff
 
NCBA Support (Overhead, G & A)
 

Tables 3-2 and 3-3 present the log frame and the log frame
 
detail necessary for assessing the effectiveness of the core
 
service activities. In Table 3-3, for example, the assessment of
 
Activity (Core Service Function) 7, Assistance to National Coop­
erative Organizations, would require the review of objectively
 
identifiable indicators such as amount of technical assistance
 
provided and number of studies conducted for such organizations.
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3.3 OPERATIONS RESULTS 

The log frime presents a view of the core service functions 

in 	 terms of outputs. Overall , these indicators show an increase 
in 	 outputs f:o r mos5t oP the 10 cor1e service ftunct ions over the 
th.re ye ar rant period. An oxce't ion is),c;toupping( act­

v i.tie . In ca iit year:;, Al ) has. nOicouaq(d i ictrlse( r l. alice
 

on1 missin fiI udl
(l,,d project( . sou c1 :-; rat:heI.r than on care g-rant 
resot rceis. irai ii ,q anid t-eclhnicaal. asi:tance to h-ost govermnments 
were cor" sprvi c. fun i oa; were a 	 lowio: lat at rel'atiively level
 
in comparis;on Pcore; r fui
w1.tloth 	 onti0s. 

To 	 summui-a ri ze Ut t 1(i1 :It the n s ervice were; , V core fnunctions 

divided into seven majo categories T1hese include the following: 

o 	 Project Lden icatin and Desjn: This category 

combines Cor Service 'unt.ions 1 and 2. 

o 	 Projject imonl,, it, ion: This category combines Core 
Serv AC l'iit I oh; A and I 

o 	 Proj oct Lvilunt ion: This category includes Core Service 
lunction . 

o 	 Coord iat _ in _ (oo_ nra Live _n t i : e : This
 
cateCq-ory/ in 51udl; (or Ser\,i<1(70 iurict! L 6.
 

rce Nat ol i o 
Ilouse: l]'ii-is kuri icA u(des Service 7 

o Assis tan t _No 0000 17UP i ve Or(Jani zations /Clearing 
ca r Cr17e Functions 

and 10. 

o 	 Col.lahor tioH with CD Os: This category includes Core 

o 	 PL-480d_! r::t This category includes Core Service 
Function 9. 

3.3.1 Proj ect iditnlfication and Design 

Proj ect .(101e nt if:ic toion consisted of reviing opportunities 
for coopera tive developmunl P on-si Lte anid preparing reports or less 
formal liIHmOianda to ilK 1ticailt o potent i Ind Feasibhil ity. shown1 	 As 
in Tabl 3-1, ih 1W hl. W !)of ,]QV(7 reashi I ity studios increased 
over tUP t-L i ,: , "y , 1 i, and 8 5, StP.iS 17ti 23 OW,,o accoM­
pl:ished. St.te visits aialso incraesod substan tila y according to 
avUai laiblo (tata )rovi e ) arid were 	 inbiy CLA, 29 coriducted 1985. 
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Table 3-4
 

1. Project Identification Outputs
 

1983 1984 1985 Total
 

Feasibility 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 NC!:LA for project implemenLation. 

Table 3-5 shows th,:, lumber of proposals for each of the 

thr- o year s Ind thcii: :; us. ii, number oI: p'Loposa s increased 
from 1983 to 1985. Ovrall, approximately 3 of every 4 proposals 
were funded and weaarded to NCiA. 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
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Table 3-6 

2. Project Design Outputs, Forms of Funding
 

Matching Grants
 
Proposed 

Funded 

PL-480 Programs 
Proposed 

Funded 

OPG's
 

Proposed 

Funded 

Coop. Agreements 
Proposed 
Funded 

Submitted With Others 
Proposed 
Funded 

Non-AID Donor Profiles 
Proposed 

Funded 

Train:i i Proqram.s 
(Not-Includi ng CLUSA 
Project iuoned Praining 
Programs) 

Proposed 
Funded 

PD&S (From Mission) 
Proposed 
Fiud led 

fljjfLecL Ame ndmen ts 
Proposed 
Funded 

Totais 
Proposed 

Funded 

1983 


0 

0 

1 
0 

2 

1 

1 
1 

1 
0 

3 

2 

0 
0 

0 
0 

4 
4 

9 

7 

1984 


1 
1 

1 
0 

1 

2 

3 
0 

2 
2 

0 

1 

0 
0 

0 
0 

1 
1 

11 

10 

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 
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3.3.2 Project Implementation and Procurement Assistance 

NCBA i ncrOa sod the IumborC of countrries in which cooperative 
development projects were being impleiulonted. Num111ber0 of projects, 
staff and consultants also incroased, as shown in Table 3-7. 

Table 3-7
 

3./4. Project Implementation /Procurement Assistance
 

1983 1984 1985
 

3. 	 Project tat ion 

Number of. Countri.es' 7 7 14 

Nmb roi7 PIro J 'c.L S 9 9 1 8
 

Proj oct: ilersonnel 21 22 35
 

Long-term 1'1, soiinel 4 6 9
 

Consultants 17 16 26
 

13ackst op Act-ivit-s
 
OveraIll (,.Person Years) 3.5 2.5 2.5
 

Backs top:pirno, Core Grant
 

3.5 1.7 .5 

Tnternation,,l Division 14 15 13
 

Core Grant 14 13 9
 

4. 	 Procurement Assistance ($000) 

Level 	 of Commodity
 
Procurement 2 $130 $170 $210
 

1 Includes one regi onal grant each year.
 
2 Data for 1983 aid 1984 was combi ned in some instances.
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The._level of project backstop activities declined _overall....
 
The involvement of International Development Division staff in
 
this activity was reduced in accordance with NCBA plans. The
 
amount of time dedicated to backstopping by Core Grant staff (in
 
terms of charging against the Core Grant budget) was reduced
 
substantially. This activity was subsequently charged against
 
specific projects for USAID missions.
 

3.3.3 Evaluation and Monitoring
 

A total of 15 evaluations have been conducted of NCBA
 
projects as shown in Table 3-8. Seven of the reports on
 
evaluations conducted in 1984 and 1985 were reviewed for this
 
evaluation. These evaluations were conducted by individuals and
 
teams made up of project staff, NCBA personnel, AID staff, and
 
third party evaluators. Two evaluations were conducted by
 
project staff alone, and two were conducted in conjunction with
 
third party evaluation consultants. Results and findings are
 
presented in Section 6.
 

Table 3-8
 

5. Project Evaluation and Monitoring,
 

Evaluations Conducted
 

1983 1984 1985 Total 

OPGs 2 7 1 10 

Cooperative Agreements 0 0 1 1 

Matching Grants 0 1 0 1 

PL-480 Programs 1 1 1 3 

Total 3 9 3 15 

3.3.4 Coordinate Cooperative Initiatives
 

The major accomplishment in this area was the development of
 
Cooperative Business International (CBI) which was funded through
 
an AID/W cooperative agreement in 1985. Table 3-9 presents
 
information on all cooperative initiatives. Cooperative-to­
cooperative initiatives were handled by CBI after 1984.
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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 Researched 2 1 0 3 

CBI ( pre- feas 
proposal ) 

hi ii ty/ 
1 1 (1) 1 

C1I-related 3 4 3 10 

Total 6 7 3 15 

3.3.5 Assistance to National Cooperative Organizations/
 
Cooperative Clearing louse 

NCBA responds to a large number of requests for information 
on cooperativn deve lopment. do formal tabulations are kept on 
the telephone and ,moil requests. Table 3-10 shows the available 
data in assisLanceneprovided. 

(1) The CBI proposal was funded and the effort initiated in
 

1985.
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Table 3-10
 

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

1983 1984 1985 Total 

7. Assistance 
Cooperative 

to Nat .iona.. 
O!](Jan izations 

Amount of Tochn icdtI Assist­
ance/Studi,; Pruvided 
for tllsf- ,,v man ts 0 2 0 2 

''ra in i n( in . . 
(ind ividui Is) 0 8 17 25 

Traininq in 
Countries 

Host 
1 0 0 1 

10. Cooperative Clearing House 

Information 
Received1 

Requests 
40 100 90 230 

Requemsts From 
Coopa ratives For: 

'lechnical Assistance 2 2 1 

Shourt-term 
in U.S. 

Training 
0 8 17 25 

Study Tours in U.S. 61 44 53 158 

Deleqation Visits 0 58 118 176 

Estimates
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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 CDOs and Other Organizations
 

Over the three year period, NCBA collaborated with other
 
CDOs and organizat ions on joint studies and project designs as 
shown in Ta lo, 3-11. ''his activity was reLativ, iy constant, 
averacg:i ng 3 co Ilaora tions per year. Among the coL.1ahorative 

efforts were studi.s and designs producecd with the World Council 

Unions, Agriculture Cooperative Development International, CARE, 
Tran scentLury, Lard o' Lakes, and Group Hlealth 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 Designs 0 2 0 2
 

With Other OrcLarnizations 

Project Designs 1 2 0 3 

Total. 3 4 
 2 9
 

3.3.7 PL 480 Project Development
 

PL 480 project developminent is a high priority for NCBA. 
Table 3-12 presents some ava-ilab]e data. Tihe India Oilseed 
Project based oi P, 480 has been an important arid successful 
enterprise. The two fiurided proposals were for India and 

Incdonesia. 
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Table 3-12 

9. PL-480 Project Develo.aent
 

1983 1984 1985 Total
 

Projects Implemented 2 3 2 7 

Projects Proposed 3 1 0 4 

Proposals Funded 0 1 1 

Monitoring Time 2 1.5 .5 4.0
 
(Pe.,.son Years)
 

4 WO1MEN I4 DVEI,()PMENT 

NCIBA is sensitive to women and development as a topic of 
importance to AID in achievi ng its overal.l development objec­
tives. NCBA porson n.1 acknowledge that women in developing 
countries make majo: contr ibut ions :in agriculture. Project 
design for f ield pruj.ct.;, 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 women in connection with the goal., project purpose, 
and core secvice fiuictions. For the grant awarded for the three 
year petriod ending December 1988, there was no specific 
discussion o the t:opic. 

Women Etaf: Iemllbe,rs part icipato inmmthe design and 
implementa Li oL f tChe Core (rmnt-.. Of tihe seven non-cl erical 

posi t:ion s ifn(ld by t h (or Grnt, two are staffed by women. 
The Deputy Vice Presi d, t: of tl. Internato Lnal 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 .isan overall] policy of equal employment 
opportuni.ty for NCHA and women are in key management and 
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technical specialty position. Of the thirty NCBA headquarters
 
non-clerical positions, eighteen are staffed by women. In the
 

management str;ucture, including the President, Vice Pire sidents, 
and Deputly Vic, P resident, four of the seven po:;itions are 
sta ffed by wouen . The top two NC BA posit:ons, Piresident and 

:x:cutivo Vicc Proes*ident, are staffed by men. 

3.I.3 Field Projects 

Of the seven evaluation reports on field projects reviewed
 

for the Cora Grant evalu ation, one addressed issues of women and 

development. Thuh iti Poultry Project evaluation report stated 

that thero ,, :;wightL Impact on women's welfare th roughn market 
sales, prodicLion Increase, and employment in s] aughtaering 
faci :A ie,:;. Accord inq to in formation provided by the evaluation, 

wole il partaicitpated in the various components of the project. 

3.4.4 Lessons for Future Efforts
 

The staff funded by the Core Grant is responsible for pro­
ject design. At:tention 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 RLCOMMENDATIONS 

The staff supported by the Core Grant are managing the field 
and headquart ors actiAviti es in an effective fashion. The related 
NCBA s:rategy is wyon.ra.ing a higher level of international 

projects on; r, alafd in 1he increase from $3.0 mi l:ion in 1982 

to $5.7 ,Al I1i, in 1i 5;. 

rher,., we,.; in iirrease in the product:.ivity of the Core Grant 
in the ar,. of pironlucing feasii..ity stud.i es and piroposa]ls for 
hos count:Lry :ouoprt:Avon dov:_lopmnent Iproject's. The nunbe r of 
host counLry :;it vi:;iLs fur proj,,(K identtification inicireased 
dramat ical Ly inlCe I i nal,. year of the t-hrre year grant period. 
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3.5 _:.1 -sOpe~rat-io-n E 1ffectiv-enes's 

-Core servi-ce functions 1 and 2 which deal with project and
 
program planning and the generating of proposals, showed a
 
substantial increase over the three year period of the grant. 
To
 
the extent that successful program planning and proposal
 
preparation is reflected in the overall program of the
 
International Development Division (e.g. the financial data
 
showing the number of new grants and contracts awarded to NCBA),
 
the three year Core Grant effort has been highly effective.
 

Several areas, however, showed no or little growth and one,
 
project implementation (backstopping), declined in accordance
 
with Division plans. Collaboration with other CDOs or
 
organizations was at a comparatively low level and constant over
 
the three years. Formal training, while acknowledgec! as
 
important to cooperative development, was a small portion of the
 
effort of the Core Grant staff.
 

3.5.2 Impact and Field Operations Potential
 

The NCBA International Development Division effort is having
 
a substantial impact as indicated by the increased level of
 
grants and contracts over the three year period of the grant.
 
This expansion has been accomplished without any apparent
 
dislocations or bottlenecks within the organization. NCBA has
 
demonstrated the overall capability and flexibility 
to support
 

increased field operations.
 

It is possible that with increased reliance on project­
specific grants and contracts to provide the resources for
 
project backstopping (administration), the Core Grant can
 

actually be maintained at the present level or reduced and still
 
provide resources for responding to AID mission requests for
 
project design technical assistance. An increased demand from
 
missions for technical assistance in developing cooperative
 
projects might provide a reason to expantd the core 
grant or core
 

service functions.
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.5.3 ..Standardsffor Operations
 

The NCBA aproach on standards for design, monitoring,
 
evaluating, and revising field projects is based on the
 
requirements of the specific projects. Each project is 
seen as
 
sufficiently different that a tailored program is required. The
 
background of the Core Grant staff members, therefore, is
 
utilized and their experience in project development and
 
implementat.on is generally relevant. No specific NCBA
 
operations standards have been stated. Project design, for
 
example, is a collaborative effort and is ordinarily accomplished
 
with the close coordination of AID mission personnel.
 

Monitoring of field projects is basically conducted on the
 
"squeaking wheel system." 
 That is, projects are not fixed unless
 
something indicates that they are not running right. The formal
 
evaluations conducted on some projects have, according to some
 
NCBA staff, identified project operating issues that were known
 
to field staff and had been previously communicated to NCBA
 
headquaters. Some issues and constraints identified by the eval­
uations were known to the NCBA headquarters staff through their
 
contacts with the projects.
 

While there were no indications that field projects suffered
 
from the lack of operations standards, MetaMetrics recommends
 
that NCBA consider instituting guidelines for design, monitoring,
 
evaluation, and project revision. An evaluation strategy can be
 
used as the foundation for developing guidelines and some
 
operations standards. At a minimum, MetaMetrics recommends that
 
NCBA collect and maintain information on core service function
 
outputs. The exercise of requesting data of NCBA to determine
 
activity outputs for this evaluation indicatpd 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
 
field site visits conducted in 1985 contribute a benchmark. A
 
target (standard) could be set, for example, for a 10% increase
 
per year.
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3.5 .4 Relations i. B.hBetw6en Washington and Field Offices 

Interviews with personnel involved in the India and
 
Indonesia projects indicated that excellent support was provided
 
by the International Division staff. Some of the support was
 
provided by personnel funded under the Core Grant.
 

The traditional dichotomy of head office and field office is
 
not strongly evident at NCBA. That is, there appears to be no
 
serious friction between the field and Washington.
 

3.5.5 Staff Effectiveness and NCBA Strategy
 

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 (e.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 strategy for the 1980's reflects the AID
 
emphasis on private sector initiatives through establishment of
 
CBI, project focus on involving private individuals through non­
government cooperatives and organizations, and conscious
 
attention to the appropriate role and structure for host country
 
government involvement.
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SECTION 4
 

FINANCIAL ANALYSIS, REQUIREMENTS,
 

AND FUTURE PLANS
 

Three major areas are addressed in this section. The first 
is an analysis of the sources of NCBA revenues, categories of 
expenditures, and t he relationship of revenues to the Core Grant. 
The In teornaL ional. iHvel.opmenL Division contract bas is analyzed 
and funding a.Lernatives ar, examined. Fi nalIly, ma rket and fund­
ing a]1ternLatives are pres en med, with relative market entry risks, 
to reveal organi zational strategies which could be used to 
replace all or part of the Core Grant. 

4.1 FUNDING SOURCES 

During t}he 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 from international 
grants and contracts was set for 1986. In 1985 international 
revenues were $5.7 million and the target for 1985 will be 
exceeded with cont:acts and grants currently awarded to NCBA. 

Figure 4--i 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. These are designated unrestricted because no policy 
resLrictions exist .imti.ng the type of expenditures. 'his area 
constiLuLed appi ox.imatety 20% of the total revenue base. 

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

The restricted contracts and grants categories consisted
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The restricted contracts and grants categories consisted 
almost exclusively of AID mission contracts aid the core grants. 
This has been the primairy girowth irl for NCRA ovr the past five 
years, consLLutitutiwn. 80% income. OOI-(I NCBA's 0ooe tOtive Businlsess 
Interlationa (<;I[) , also tmiided by AIIO, did nlot: xst unti] 
1985. T'iher-,.0r,*, r<Ve lia ,r oili" u,'n f o r "Y-5 ill the amount 
0i: .1 18,000. revenues sted Ofmid t rus whicbcnsi oi a ulld 
iincreased 1'rom '!3,000 to $282,000 during the 1983-1985 time 

pe r i od. 

Figure 4-1 

Revenue by Category
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Tahble 4-1 s tes I;ze! of revenue _.oimi t-he membersh.ip, 
which is o11e ) 1:1e c(mipoionts (;f )their NCIIA -re-e, n Size of 
membership a 4d mbers1h0ip) reen ues I ave Jilcrlasodrecent 
years. TPhe ave-a dues paid by mrnillrs hlas dec.ilod. Contracts 
alld GErnllt.; mort tl1,1 (oUbbe.d fi-o0 1 983 to 1(985. MVOembeKsilip 
revenues .ncreaseiIH 50%. 
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Table 4-1
 
NCBA Membership Revenues
 

Revenues Averae_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. lembership 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, Fees, and
 
Reimburseiiients 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. 100.0 100.0 100.0 100.0
 

4.2 CORE GRANT EXPENDITURES
 

As can be seen from Figure 4-2 (Support Grant Expenditures),
 
NCBA has ezpend(cl $290 ,216 during the first five months of the 
calendar ,year. Th is is an expenditure rate average of $59,643 
per iionth or $715,718 on an annualized basis for 1986. Salaries 
and re lat:eI ove :liead expenses const:i tut:e 77% oa total Cure Grant 
e:ieriditiires . Consul ing Services and GA for the Core Gra t 
Culig the first five monthls of 1986 wer17e a re .atively small. 
portion of total expenditures. Figure 4-3 presenits this same 
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data as a pie chart and by percentage distribution. Travel
 
expenses at 5% of the totaL contracts were perceived by the 
evaluation tk.imi as low jive-I That one of the primary grant 
purposes .is i.rLternatiolh 1. Ir ojct cleveIopime nt. Nuch of the 
foreign t rayI is sha :.] d ion Therodmi ,sin coltlracts. only 
port i-on ch rcpd to tihe Cor)e Cr thk, iionn Li ocjui red foris ho 
additi.onIa.l t."Ivo I to idu,nt iAIy !)I()i ) ,cts and1 devel,op pro-j octs. An 
iIICLustr:y fLiI t1i)1 1 "for C e:-pend .i Ltures on service con­
tracts i s tco noL ezcxcee 1 0%k'of total con tL-act revenue. NCBA's 

ODC expen I t tires arc wel1. below that ave rage 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 ill i. 1 i on /70 ompxl oye, 
 ) . Thi S number iS (-I, r-u(jl fle(a-SL.-; lclenL 
of tnl, pr' i vi, t:y In alii i a u rrjaii iz,, Lian . 'Viton e ipa red 
wi~thl :;AHiu.i ar :;sv i c,-L l:;( fir -; t~hi; nll , ;is; Ilifll , wl.i :
 
J(- ,Thl7I yIrf'1 ,'{1C Sit 
 lijti.l/ i)r0 1 lu tA V(' ;tFIf. I}Ya(ruct.i vi.ty [or 

Ilnyt,,,- i, I. "id r;,,r '. i iii a.Lr ini , 8;0 0 0a(, phL liy01(4i 
I~d1? J,), i S; ('..fj, V( Ir,, e >I(I hi l)d-t 51 a I: A ; ; l ; il I I;, ,'Xc (1,, t d 1It ) t. 

J~I) ii' -. t 2V i 0 1 itomi-, 1978 t-c) 1 )81-, NC A (on iai;t- alnd 
Suj)p CL (;ri 11 rT(Votlui. :; 2 L1'. IF (IH 8;1 .3 11i I I- i o ( ) 1 i i I III I.7 

.raitm 19C6 6 -- 1 9711) tht. Av,,riij(. Af i-li I t;rw()wti11 PiAt waIn; 1 .)2*. [.'rom 
1980 t-a 1 )5 th(, Avrai(je Annud. ( r()wtli t_ .cca'ler'ited tLo 45%. 
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Table 4-3 shows both total contract and grant volume from
 
1966-1985 in dollars and as a percentage of total revenue. Total
 
Contract'and Grant revenue as an average percentage of Total
 

Revenue is 80% over the period 1978 to 1985. There has been
 
little variance from this average percentage during the last
 

seven year period. NCBA is clearly an organization based on
 
contracts and grants from AID. Without AID business, NCBA would
 
be a $1.5 million cooperative association, a size considered to
 
be small by national association standards. NCBA is more of an
 
internati'onal business cooperative development association than a
 
domestic association of cooperative organizations.
 

Table 4-3
 

Revenue by Major Source
 

Total Percent 

Contract Percent of Tntal 
Total Membership & Grant of Total Core Contract 

Year Revenue Dues Volume Revenue Grant Volume 

1985 $7,208,307 S576,708 $5,697,085 79.0 $886.498 15.6
 
19864 4,519,314 539,313 3,545,048 78.4 999,063 28.2
 
1933 4,012,373 484,964 3,211,095 80.0 933,844 29.1
 
1982 3,679,618 385,389 2,952,315 80.2 566,583 19.2
 
1931 2,829,773 291,006 2,363,344 83.5 666,030 28.2
 
19791 2,219,622 242,738 1,835,318 82.7 613,631 33.4
 
1978 1,665,578 226,213 1,294,617 77.7 645,751 49.9
 

19762 1,429,760 270,109 824,941 57.7 331,451 40.2
 
1975 1,122,474 265,004 646,791 57.6 325,919 50,3
 
1974 849,790 262,042 568,109 66.9 271,192 47.7
 
1973 915,741 263,390 664,362 70.4 274,398 42.6
 
1972 1,101,349 262,316 768,402 69.8 335,422 1,7
 
1971 996,359 267,941 731,429 73.4 317,719 43.4
 
1970 993,604 268,464 734,331 73.9 367,953 50.1
 
19683 952,919 255,337 555,006 58.2 421,575 76.0
 
1967 1,340,936 232,997 946,606 70.6 562,431 59.I
 
1966 1,918,047 235,589 1,558,624 81.3 175.069 11.2
 

"rttl. $37,755,564 $5,329,520 $28,897,423 $8,694,529
 

Notesi
 

1 
 1980O audit report not available
 
2 1977 " "
 

3 1969
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A major act:ivity undcr :he Core Grant: is the development of 
new projects wt!Ii AID miss.i ons. One mea sure of how effectively 
the grant minniy i,; i n: used for this ob.j ct.wive is percentage of 
grant m nv tntra ''t ta _'il t,: ct Volume Ovr ti me. From 1981 to 
1 9 8 5 t t , , p - vr,,- ,i t i's; 2 4 1 ; (d1 rl iq 1 6, p ,c o'n'lt , _' 

I I ; I ' (iIT<)1)! It , .', ,u ,i tt si n.61 ,i als . cI-,i ,he npaVit fwlve 

y -a :, ;,J iMA h:; u.1,_,n th, core gralt very ffectively to d(ove Lop
 

il an Of
Int'W )j,(.s e t.h use (U)s co)op)erat ives in deve l opi ng 
count[I[ries,:. 

Figure 4-4- displays the contracts (incL uding project grants 
and U()oorav y agieements-) as a percntage ofT tota 1 reVtnue and 
tho (7010 grant as a p~ercentagtie1ofotalI con t Lact volume taken 
fTroin TObl e 4-h. Th li ftL frmi 1 978-1 985 was dranatijc, as shown 

,sei IonNCiA pr eject innls for 1 6b wi ti comn.j tted cent ract: 
volun ,, of ov er $6.u m illion ai t imiilo .. t d ,.'c -. i the Core 

Gr1ant, a favorable Co. Grant t o con tract rLI ) will cuIcnt iHu!. 

Figure 4-4 

Core Grant/Volume to Total Revenue 

1966 - 1985 
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Figure 4-5 shows the NCBA Total Revenue, Contract Volume, 
and Core Grant doll.ar amounts by years. Significant in this 
chart on the ratio of contract work and other revenue sources is 
the difference between Total. Revemie and Total Contract and Grant 
ROVeIILI.
 

Figure 4-5
 

Contract/Volume to Total Revenue 
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substantial high growth ina AID mission 
andi AID/W busin ess base and hias tradi tiona]]y de'monstI:at:(1 1ittle 
in come potentia] from ot? icr reveiue streams. A:s--win.ing the Core 
Gralnt were ul.jfimlla ted or reduced drastica .]1y, Lh tmajor effect 

NCB3A currently has 

be. on NCBA's abiwoild 1( .i ty to generate new busi ness. 
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4.4 ALLOCATION OF COSTS
 

In terms of costing, the Core Grant is treated in the same 
way as al l ongoing NCBA projects for All). Combi ned i ndirect 
costs of 42. 94 are charqed to cove r (-)vt rFht.d and Gene ral and 
Adni istra tiv. 1ounct i oni.s. An ov rh,,d ra te of 39.991 i.s c'hArqed 
on all di rect coO tK uxu:(pL equ i pment, overseas pruoe een t 
subcontacts of Uv.i $25,000, and in-cunntry training. A General 
and Admin-ist:rative rate of 2.95% is charged o11 all direct costs. 

F igure.7 4-6 below shows this re lat:ion1ship. 

Figure 4-6
 

Current Cost Structure
 

I O~~&A ..21%z. 


39.9% Overhead 

Project A Project B Project C Project D 
Core Orant 

The major expenditures of the Core Grant are for developnent 

of new projects for the AID missions, qua.ity c: -:o l or "back­
stopping" of field projects, training, and consult.i with 
foreign vi sitors interested in estab.l ishi ng co-OlpO rat i v.;. Of: 
these fLI t[IC ions1 .;, ( rn Grant resources: a lr17r1 Fi I V Lri i (aLtd to 
the tve lo iiema.t of new bus-In, . Dcv', [.pmn t: t,1 I niw,4 hus i.e.. is 
ge n. ra l.ly c1 a ssi f ied as ma r7k e t i ng and proposa1. p-70 pre a ii. 1 
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which are oveirhead functions in other conventional contracting 
organizaLions. In such orga11 iz;tions, thu funet ions of the Core 
Grant wouR.1 be2 c lass i fi(A S i I Ci. 1:i.f(2t cost:.:; iII ieue ol the CoIe 
Grant, the I e G&A co U( L i IcrisOd accoFdingly42.94% 0)veh- nd 
and~c cha rc-g aja ztJ~ist other con t racta and ylc (rant>-;. 

l' i gui>I -1-/1 51;h,,,;:. an a l.turna i vu to tis'- m,_tho<d of accounltiing 

for projects. Tht, Cor1 rt aou0M is i.1c I lcuSd as part of: the 
G&A sinc, it [;poar tlir,4 dtv',.ipLpo aii( is not: a1 actual. [poject 
Tht G&A i ,se, lin 2.95%, t:o 12.4,., which wotId( cver theWas t fcrel 

Core krl-an1t it itrr char'ji 'ti rectl, to pro,,L.-;. oe a,ltoea­
riveu is I or the, (onr, G;riiit to. b,: ant~ o~vtnlnidt,~/(;A .s;upi~ I einft (Lid
have i i ( tiel ra as,- Coe rLt ib.re Ler thut 

redtuce'd. '[Thl '(;&A f- i q o f 1 2.4% was c(i c tL i t lusi j the, Mobl.ey 
rati:.: , an analysis tool (see Appen×diX B, Eva I uatLio 
I1et0loo oy ) '.The as uinipt ions aire ba sec oI $8 . 5 ini II ion in total 

Figure 4-7 

Cost Structure with
 
Core Grant as Indirect Cost
 

G&A 124% - including Core Grant 

39.9% Overhead 

Project A Proect B CProj'?ct 


4.10
 



4.5 NCBA CURRENT ITTERNATIONAL CONTRACT BASE AND PROJECTED
 

BUSINESS VOLUME
 

The core q rant amoun t to NCBA is being decreased over time 
as per agrc .llil n witll the AID Bureau for Private Knterp:ise 

(PIE). Over Lhre- years the dolltar Icvel of the grant wil.. 
decrease W(Cli year by 5%, 8%, and 12% of th grant Amouunt for the 

year 1985. 

NCBA has been rece iving tfuinding from AD for core service 
funct.i on.s since 1963. Currently awa ed p rojecct; of NCBA are 

presen ted in Figure '4-8, wlhich shows: the time line for each 

prooject together withli the cumulative business volum. 
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Figure 4-8 

Current AID-Funded NCBA Projects
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__ 

Figure 4-9 depicts NCBA's contract balance by dollar volume 
.. and year. This- is--referred -to-As- a "going out--of-bUsiness curve" 

which shows how long an entity can survive, if no new business is 
generated. If, due to lack of core grant funding, NCBA were
 
unable to generate new business in approximately eighteen months
 
(by 1988), 
NCBA would essentially be out of the international
 
development business in 1989 unless other major replacement
 
revenue streams were developed. In essence, the most important
 
purpose of the core grant monies is 
to sustain and increase the
 
missions contract base; e.g. spread the use of cooperative tech­
nologies in developing countries.
 

Figure 4-9
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Presented in Figure 4-10 are the NCBA international projec­
--tions of 1984.r-As business volume decreasesi,NCBA'-estimfa ted- a
 
requirement of an additional $1 million in new revenue in 1987
 
and nearly $2 million by 1988 to sustain the 1985 level of
 
activity. 
The current target volume was $8 million in contracts
 
by 1988. This means $2.5 million in new revenue by 1987, and $3
 
million in new work by 1988 to meet this projected growth.
 
Overhead is projected to increase to $2 million on the projected
 
gross revenue by that time, or 20% of total revenue which is
 
lower than current percentage of overhead load. However, cutting
 
the core grant funded activities and not having a replacement for
 
the Overhead/G&A revenue stream could curtail NCBA's ability to
 
generate new business.
 

Figure 4-10
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4.6 SUSTAINABILITY
 

AID guidelines on cross-cutting issues to be addressed by 
evaluations include sustainaniiity. Project designs are 
ordinarily assumed to assure Lhat projects will function 
effectiveley when donor support ends. Of the seven questions 
provided by the qu:idel.ine, the following are appropriate for the 
core grant evaluation: 

o 	 What project bezlefli ts (or outputs) are (or were) to be 
sustained aft.o r donor funding ends? 

The major prcoject benefits or outputs to be sustained, 
should the AID Core Grant be terminated or substantially 
decreased, are proj ect identification, project design, 
and proposal, preparetion. These outputs are used by AID 
missions and host country cooperatives. 

o What hosw country constituencies will benefit from 
project/programme success? H1ow and to what extent has a 
constituency been built through project implementation? 
(Active beneficiary participation often helps to ensure 
the relevance and sustainabiL ity of development 
projects.) 

In each country in which -'ooperative projects are 
implemented, there is a constituency which can assure 
continuity of the program. The development of new 
project : in other host countries, an objective of the 
core grant, has no ready constituency. Some initiative 
on the par:L of AI missions and NCIBA is required in each 
country case. 

o 
Do projected benefits justify the continued investment of 
resources in the light of alternative opportunity cost 
and constraints? 

The AID experience with NCBA in terms of project 
developm ent would inudicate that the projected benefits 
from core grant activities just.ify continued AID 
investment. At i.ssue, however, is the form and extent of 
specific Core Grant support. 
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4.7 CORE GRANT ALTERNATIVES
 

Three grant reduction alternatives are presented. These
 
show a range of possibil.ities that address several areas and are
 
presented for review and discussion purposes.
 

4.7.1 Formula Based on Previous Years 

A negotiated formula could be used in which a fixed percent­
age of the conrracl: 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 
($000) ($oco) ($000) 

Contract Level $3,211 $3,545 $5,697
 
Core Grant 934 99) 886
 
Total $2,227 $2,546 $4,811
 

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

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

$3,211 x 20% $642
 
$3,211 x 25% $802
 

The p rima ry ddvantug of Nisi method is that if contract 
funding in any wn: year drops off signif:icantly, the core grant 
reduction would not mn.ignLicantly imrnpa ir NCI3A ability to generate 
new field )ro ]cts. It woul d als" Idintain the "special rela­

ti onshi i:L. Who ii P I3.A Should"ml)" i nq n ,and1tAID. NCBA be unable 

to obtain j u,t 'w"k ovr v,.wrll years, due to funding cut­
backs oir inoff-:ctiv, )U-(,).jct work, the core grant would be re­

duced accordingly. 'lI, (ore Grant basis showing the effect if 
there is a major redui.ct ion in contract funding in a single year 
would be as follows: 
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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 x 20% = $455
 
$2,275 x 25% = $569
 

4.7.2 Assigning Core Grant to Indirect Costs 

A second alternative is for HCBA 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 gene-ate funds sufficient to replace the current 
Core Grant. The increase woU.!r be passed directly to other AID 
mi ssions and AID/W projects. A sample calculation case on $1 
million in sales showing this a.ternative follows: 

Increase 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 t-0 Projects $I ,523 $1 .429 
Difference per $1 ,000 

Direct Project Costs + 90 
$1 ,523 $1 ,523 
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The direct impact to the missions would be $90,000 in 
additional cost per $1,000,000 in contract expenditures. It 
should be noted that a 12.4% G&A charge is within industry rates 
of 10-16%. Convers ely, :if the d ifference oI current to proposed 
G&A (9.451 ) Lsa addd to the overhead it would be 49.35%. This is 
still, ver:y comipetit:.ivve witha comierc ial con tracting serir ce firms 

operating with 80-110 ovehe ad rates. 

4.7.3 Indefinite Quaitity Contract 

The third alternativie woulid be to replace the support grant 
with an indefinite quant.ity contract (IQC) at an estimated 
$700,000 per year for defined activities (project identification, 
project design, tra ininll). All work orders would be requested 
and funded by ti iss ion-. 

NCB3A has previously had IQCs. A drawback of an I QC, accord­
inq to AWii ccrtncLgc.ct :; per sonrlnol., i.s t: he processing effort and time 
required tsor reIat ive Ly smaIll work orders. Serious delays can 
occur aild aiifect the tiiming of projct identification and 
funding. In essence, using this method could be financially 
discuptivi to 1'CBA in lantdling a number of simultaneous, small, 
short- I.tm task assi gnmen ts. It wouici also require an increase 
in AID ipo:rsonnel tim<, t:o monitor the ta.sk assignments. 

4.8 ALTERNATIVE FUNDING SOURCES AND FINDINGS 

Three basic alternatives for funding to replace the Core 
Grant are presented. Cr nposito information derived from our 
interviews show the rel ative commi. tmnts and possibi.ities for 
each a l t nat i.ve. 

4.8. 1 Fund ca sing 

]undra 
NCBA and AII. However, NCBA .is rel.uctanat to make the necessary 
investment, given tha t there is l. ittle expectation of an appro­
pr iat e 17, turt. NCIBA meteribe coopercatives arcc structu red to return 

excess operating revenues to their memibersiip. There is little 
int-:rest amo). g [itt ciOivi t-sl ip L o givye to foreign 
projects whi ch may have li.ftle impact or dire ct value to their 

own irdividual members. 

I 1.' i ng is genera..ly perceived as a "good idea" within 
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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 the $50,000-$100,000 range. 

4.8.2 Other Internat tona] [Development Agencies 

Performing conLract work for organizations active in
 
developing count ri s is another a.L ternative. This includes
 

organizations such as: 

o WotIId Dank 
o International onetary Fund 
o Inter-American Development Bank 
o Af ricai Development Bank 
o United Nati ons Agencies
 
O CARE & (it I PVOs
 
o Asiaii P ,v I e)ilen t Bank 

NCBA has had soup, uccess in developing business in this 
area with two sma I coitracts; one with CARE and one with the 
World Bank. NCtA personnel have marketed to these organizations 

and perceiv. tn market as hard t o enter. 

NCI3A has no c;moetit ive advantage over other national coop­
erat;Lve Organi ixtioms, such as those in Sweden. The developm en t 
of work for devlfln L organ izationis other than AID would 
require a high nikial investment in terms of qualified and 
experienced perI 'sonnel]. One to two years of sustained project 
devl].opment: woik woiuLd be required to produce ros, .ts. It 

usuall. .y takes te to six men ths to dove] op business 

opportiini-i.,;, Liroe to six months for proposal submittal and 
award, anr aioth-r 30-90 (ays before the fiLst cash inco;me is 

recei ved. 

Funds for deve]opiig tLhe new international bus i ness base 
beyond AIID couLd not come out of currently committed indirect 
cost funds if NCBA stimaLts prove realistic. Resources for such 
marketi ig could , genera ted by increas ing revenues t:roei the 
membership, increasing the burden rate on existing contracts and 
grants over what has been preseited, or a red tt:ion in p].anned 
iridirect cosLs.; and a reall].ocat:ion of. those furids for inarketing. 
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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 anld sLandard se rvices such as training is another
 
funding a.lte nt 1ve. 

One of the key Iunctions of the Core Grant is to facilitate 
informal coaching wit-h host country nationals, with the intent of 
increasing cooperative business dieve]opmen t . Delegations have 
visited NCI3A 11 ml ian.L w.itL one or more NCBA sta ff to explore how 
cooperatives can be Of use in their Situations. While this 
function can hav,_o an impact i n fos k 1 i ncg cooperaLi viy deve lopment, 
it is an unlikoly a rea for a major h(CBA revenue stream since 
charges for this service would . general y inappropriate. 

NCI3A is conductiLg rel atLivelIy few formal train inrg workshops, 
with only one to four workshops presented antaually. Annual. 
training income hs been in the $50,000 to $100,000 range. While 
the current costs are, hiiglh adid the t:echnology is still not fully 
developed, t:rai ning courses using interactive video technology 
may be a possibi l ity over t: h, ne>:t: severa], years; again a high 
front end investment would be requiIred. 

Another poss:5i.b i ].iLy ini the product service area is 
publishing. While NCIA does have some published maceria).s it is 
basicaly a tecln :ical assi stance organization and is not geared 
to producing aiid sell ing products. Publications may, however, 
offer a vial]e opporLtunity. Employ.ing a "desk top publishing'' 
approach, publishiig on a l.imit(ed basis cou.d be used to generate 
texts and workbooks ard enhance NCBA .i.nternation~al exposure. 
Publishing in tis malrir woruld not necessarily be ex)ensive and 
could produce hi gh marg.is. Whi l.e NCBA woulid be operatiig in a 
limited and s; cializ i,(. mairkLet: and total revenue may be modest, 
the excess revenu. above "cost of goods sold" could be generated. 

4.9 FINDINGS AND RE.]COMMENDATIONS 

NCBA :i.s curr entl.y operating at $7.2 mi..ion up from $1 .7 

million just seven years ago. NCI3A's revenue generated per 
employee at $102,000 per employee generally reflects a highly 
productive staff comnparerd to the average in employee based 

service industries. 
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The financial data f or 19781-985. shows a major-decrease in
 
the core grant percentage of total contract revenue. The NCBA
 
management controls the financials and uses planning tools well
 
in 	controlling and implementing growth. This is demonstrated by
 
their planning documents and management reports.
 

Currently AID related contract and grant revenues-constitute
 
80% of the NCBA business base. Without the AID contarct base
 
NCBA would be a $1.5 million cooperative, a size considered small
 
by 	national association standards.
 

If the core grant revenue stream decreases and is not
 
replaced, NCBA would be unable to generate new business and would
 
essentially be out of the international development business by
 
1989. Essentially, three ways exist to generate revenue to
 
supplement the core grant:
 

o 	Pass through increased burden rate costs to missions on
 
contracts,
 

o 	Alter the method under which the core grant is
 
formulated,
 

o 	Expand NCBA into new markets.
 

One way to reduce NCBA core grant dependency is to increase
 
the indirect burden rate on mission work. A G&A increase from
 
2.95% to 12.4% on $8.5 million in revenues would generate income
 
sufficient to replace the core grant.
 

By 	altering the method of grant award a formula could be
 
used which is a fixed percentage of the contract level. As the
 
contract base increased so would the core grant. Should NCBA be
 
unable to generate new mission contracts the core grant would be
 
reduced accordingly.
 

Figure 4-11 graphically depicts the relative risk of
 
expanding into new markets. NCBA would clearly have low relative
 
risks in continuing to develop AID funded projects. The staff
 
experience and organizaitonal history are consistent with the
 
placing of resources in this area.
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Figure 4-11
 

Relative Risk of
 

Developing Funding Sources
 

CUR RENT CUSTOI-1ER BASE NEW CUSTOMER BASE
 
CURRENT TECHNOLOGY CURRENT TECHNOLOGY
 

" Core Grant e Other International 
* AID Mission Agencies 
" Coop with Coop * Training Programs 
" PL 180 - Section 108 * Pl. 480 
" Coaching - Inf rrnal * AID Miss ion Conrracts 

Training 

LOW RISK MODERATE 10 HIGH RISK 

NE.W CUSTOMER BASE 
NEW TECHNOLOGY 

CURRENT I ECI0O.LOGY BASE 

NEW ECHOLOGY Product; arnd Services 

e Fundraising - Publications 

- Formal & Packaged 
Training Programs 

MODERATE TO HIGH RISK HIGH RISK 

Moderate to hi risk is evident in the development of new 
customers usi.ng curre-nt NCBA technology and the development of 
the currenrite t:o:,r hase u s1 nj a lew te0clnol Iogy . The h..gh risk 
area for NCP3A ,-ioutI.1)(1 t-o (] vc.,1 op a new customer base with a new, 
to be developed , ;chrlogy 

The ficgtlrfhow; a s-ilide cut-va with arrows pointing outward. 
This rep1esent. , irkft/Lechnology edge which NCB3A needs to 
develop. The ].owst ri sk al ternative shou.d be thoroughly 
developed ; e. (j . ni ia i.n I o re cooperative to cooperative 
proje cLs and gera U-.i. ljnw contract revnue through PL 480 and 
Section 108 funds. 
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Some portion of time and resources should be spent in 
developing contracts with new AID missions, and possibly adding 
an additional highl Level staff member capable of this task, and 
of de termiili g "what1: it. woU].dLd k t-o ( dew l.op contl acts with 

othel-r, nt-.uniOII, I deIopnent agencies. 

IPnhb.l i cat: i on . t're po.)Lve,.d as a high risk area. The market 
is 1 in L.Led and puol icationl capahi -1ities would have to be
 
cleve] l ), x. Orl pos0 i-biAi Ly is to oxpaid the government , pub lic,
 
an1d ni nimhoslli p rl ations di vision to inc]lude., interna tional.
 

pLL ca t i o1S.
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SECTION 5
 

REVIEW OF NCBA PROJECT EVALUATIONS
 

etafletvrics -eviewed tle evIluatio rieports for seven NC3A 
overseas projects. The ev1llu-tioris were conducted by i ndiv.idua is 
and teams ti p pi oj ect staff, UCLA AID staff,rad, of 	 L personnel, 
and tIird party eva.uator-; Two evauinat ions were conducted by 
projecL sLliff a I e,,r armd two were colid]cL ed iln con j nctionl with 
third p.art ',v,ill n tion coiist ItanL; '[h, co pos i t: I ol of 
evel Ia Lion t auns dependd,_,lldo, to a Ila rge extet, oI t:l(, j udgnlent of 
the AID MiAsf;iun, is e\vciIatiors by tlird party coisultanLts can 
requi.re add.it.iolil f-utid.irnq, to 1e pa id by eittlher HCBA or the AID 
i s s i . ", eva U a C.I. ,uae ]_isLted beLo.v (tht b ib_ liog ra ph y is 

presented :in Sect ion 'J.() 

o 	 ator a I _Jn iea : EquatoriaI Gui ne (operao tive 
Devel-opmni2nt Proj2ct:: ilid-term Eva luation, 1 98,3, HaI 
F;'rantz andLob I' :eiLas, Project Stcaff, end Don Kennedy 

and Bill Schi Lii.nger, AID Staff. 

o The Gambia: The Gambia's Cooperative Education Multi­
[led a Carpa ign: Final Report, 1984, Martha Cashman, 

Project Staff. 

O la it j.: [Wa mt ion, COOPEP/CLUSA Haiti Politry Project, 
1984, li.n., Project 1<3taff and NC13A Personnel. 

o 	 India: MalagelenCt AssessinenL of: the Oilseed Growers 
Cooperat.i v(' Project (OGCP) : Film] hej)ort, 1985, Norman 
Smal].wood and Ron Hankins, Eva1nati on Consultants. 

o 	 LatA:ii Amei cail PeLioii: Coo pi:at i ye In 5117111ce Ass i.sLance 

Proj ect i'va .iaLIon Repo rt, 1 984, La 1r ry Co. [inLs, Proj ect 

S taf, a ld Pal Prentice, "vauiat:.ion Consulta nt. 

O 	 Rwanda: Update of 1983 L;valuaLtion of the Local Crop 
Storage P1 ]ocjct:, 1 984, W. l,]. Ga rvey arid J in Alrutz, UCBA 

Personnul. 

o 	 IRwa ride : Rweinda Cooperative Trai tni ng and Research Center, 
1 984, W. E. Ga vey, Jim Alrut z , adid Lyle Brenneman, NCLA 

Personnel, and Dianne Blanc, AID Staff. 
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There is in addition to the October 1985 India Oilseed 

Project report, a re )porton the project dated June 1983. The 
1985 re(2.port was concics and om1it:ed much relew0vait information 

that was contuiod in Lii 1983 r-,il)t, snuli is pIrojOct setting, 
cost, i.mpiict , tiii Othiioi- iniormltion, as is shii n ini the rov.iew of 
,valuat-.io c(,t,l t ill - (.t!i oll '.1 . 'Tho 1955 ro, urtt, however, 
being theo1 "0inii ork., ui i nl N wis sed tLis, review. 

Pr l iiiiry AnAlysi- has boon por loriii on inlformation 

der.i.ved from thn evaluati Ons in order to indicdante areas which may 
he a roprin " for l bv NCA A l,7 Tloiap rev ow a in1 p) Soil1 .
 

aialys is has M ei]:,i into c countL (lly .i.Afi)ornat:.Loii which was pro.­
son 0t(d th, it: iid i ntenided to exhiau stiv
in ,vlI an;d, i ; not 	 be . 

Me taAe ic ,viowed the oVa luiati: o ; wi thL respect to their,_s 


1-_ loVonco l.o t Li 1fun1cti ons W the AlDture.1 service grant. 

'The C-)liu(' of proj oCt (Va l -iot S .; (ii reoctly relted to core 
.0-TV(0. i uizct i an ,"S isight into the ,admnisi:trati on of tli.s and 

h,. i: ore , oLtcf-i can qa by an analysis of the5 rT 1i onis he .nd 
avaluation flindinqs. 

The evaluant:ion findings for each project have been organized
 
into three catego.ies:
 

o 	 Ach ievemen]t -; (Areas Mastered): Project components, 
project: ,C't ivit-ies, or o0tiler projeoct-1elated areas wh ich 
were work.ing .ffectivel.y and whiclh supported other 
proj(2ct act ivities nd( a chievement o: goa]ls. 

o 	 _p)olri.j i 's (Coid iMLions)-: Ci rcumsth:anices, or proj ect 
outputs whiph , riot wichnd yet been accoml) ished, were 

seen as }o i1q areas-; in which the projeoct coul(1 and should 
fcocus ,OU"Hfllti"Hl. 

o 	 Const.raint:s;: C i rculmstances which were obstacl...s to tie 
acc m[iplis;hm,,nt . of project goal.s, and whi.ch were seen as 
being be),yoin the infl(ence of project personnel. 

A profile of ,nahii ipr(.)oject, as summarized by these categories, is 
presented in Suct.iUion 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 Section 5.3 listing the specific types of 

achievements, opportunities, and constraints of the seven 
evaluated projects. 

5.1 EVALUATION METHODOLOGIES 

To the extent that project evaluations are summarizations of 
project activities or reveal only what was discovered through 
informal monitoring processes, the evaluations may be of little 
value in assossing core granit activities or identifying r1(]evant 
lessons for cooperative development. The evaluation process 
should, ideally, provide more than i summary of events or a 

justification of project performance. Evauation can be 

corid cted to un(ierstiid e.lemenits and phemonena in project design 

and iiiplemeitation, revea1 relationsh ips and linkages among them, 
and explore tL- signi fica nce of these Iactors anid activities to 

projuct effectiveness. 

The quantitative measurement of relevant indictors, such as 
the achievement 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 information in 
fulfillig t he purposp of evaluation in p rovidinrg insight and 

direction.
 

Project evaluation as a management and decision-making tool. 
has become imlportant for policy formulation, program development, 
and project imp lementation. The basic components and procedures 

of eva].lua L o i dia re def i ned i the 1 :i.te17Latur and tLhrough actual 

practice. AiP has pione00ered the logical fri-amework whiclh assists 
in approachinp an evaluIiation as a comple.te alld colierieit effort. 

The following are components or sections which can be 

included in an evaluation report: 
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Executive Summary
 

o Evaluation Purpose
 
o Programmatic Issues
 
o Evaluation Methodology
 

Project Description
 

o Setting
 
o Objectives
 
o Activities
 
o Organization
 
o Staffing
 
o Assumptions/Constraints
 
o Costs
 

Project Results
 

o Outputs
 
o Project Impact
 
o Cost Effectiveness
 
o Logical Framework Analysis
 

Finuings and >,commendations
 

The one major component addressed by all seven evaluations
 
was Findings anC Recommendations. Portions of the Introduction,
 

Project Description, and Project Results that were included by
 
all of the evaluations were Programmatic Issues, Objectives,
 
Activities, Assumptions/Constraints, Activities, and Outputs.
 
None of the evaluations addressed all of the above major
 
categories. The list below presents the components and
 
subheadings and the evaluations which addressed them. Table 5-1
 
presents this information in matrix form. The more comprehensive
 
India Oilseed Project 1983 Report is included in this list in
 
parentheses to distinguish it from the 1985 Final Report.
 

o Executive Summary
 

- Equatorial Guinea
 
- Cooperative Insurance Assistance Project (CIAP)
 

o Introduction
 

Evaluation Purpose
 

- (India 1983 Report)
 
- Rwanda Local Crop Storage (Rwanda LCS)
- Rwanda Cooperative Training Center Rwanda CTR'C) 
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Programmatic Issues
 

- Gambia
 
- (India 19183 Report)
 
- India
 
- CIAP
 

0a1o (ul 

- Haiti
 
- Rw-11nda ICS
 
- Rwaniida ICTI-C
 

- [' 131l a0 

Evalunat on £.1oftLodology 

- ( im a 1 913 Roport) 
- CIAI 
- LCIqial f _-i13 (,3 1103e 

- Ia i t i
 
- Rwa ndal CTIC
 

o Project Description 

Set tilg 

- (all)i rI
 
- ( Yndi 1),33 P1eport)
 
- CI1AP
 
- "Clj'qlto ria I ("t) i.cll a
 

Ila i Li
 
- RwandLa IL';
 
- Rwand C'f'1,'C
li 

Obj ect ives 

- Gambia
 
- (India 1983 Report)
 
- I nd ia
 
- ClAP
 
- Lqiuato,_,,l. (3Ui.neaa 
- 11ai ti_ 
- Rwand(7a ,CS 
- Rwa nda (CT'RIC 

Activi t-:ic; 

- Gambi Ia
 
- ( -lwl i.a 1983 iReport
 
- End i a
 
-C I A 1
 
- li ILtoI: i,1 Guinea
 
- ai L i
 
- Rwarldcla ICS
 
- Rwanin CtRC't 

Organ i z tLi )l 

- Only as discussed under Activities 

Staffing
 

- none 
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Assumptions/Constraints
 

- Gambia
 
- (India 1 983 Report)
 
- India
 
- CIAP
 
- Equato .- il Guinea
 
- Haiti
 
- Rwanda ECS
 
- Rwanda C'TI<C
 

Costs
 

- (India 1 983 Report)
 
- Rwaiicli LCS
 
- Rwardl CTC
 

o Project Results 

Outputs 

- Gambia
 
- (Indcia 1983 Report)
 
- Indi a
 
- CIAP 
- Lquator:iai Guinea
 
- IHaiti
 
- Rwanda LCS 
- Rwanda CTRC 

Project impact 

- Haiti 

Cost Effuctiveness 

- none 

Logical ,ramewor)" Analysis 

- Equatorial. Guin,- a 

o Findinqs and Recommendations 

- Gambi a
 
- (India 1183 )eoIt)
1 

- India
 
- CIAP
 
- Equatori. i (Guinea
 
- Haiti
 
- Rwanda LCS
 
- Rwanda CTIRC
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labl : 5-1 

Sununary of IEva la Lionl Reports Content 

Gamb:ia 
India 
(1983) India CIAP 

Equat. 
Guinea Iaiti 

Rwanda 
I.,CS 

Rwanda 
CTRC 

I'xecUt. i ve Surnm1ry 0 o 

IilwrodtJct i,)11 
" II. PI'lrlpose o 0 0 

Program1 I ssues 0 0 0 0 0 0 0 0 

Metih(ology o 0 0 0 0 

Pro je(cL lDescrip tion 
SeLting 
Objec t ve,-; 
Ac L i v i t i es 
Orga n i /a t ion 
Staf~fi ng 
A-surnp./Contra int-s 
Cos Lo' 

0 
0 
0 

0 

0 
0 
0 

0 
0 

0 
0 

0 

0 
0 
0 

0 

0 
0 
0 

0 

0 
0 
0 

0 

0 
0 
0 

0 
0 

0 
0 
0 

0 
0 

roject Results 
OutPu 
Imlpact. 
CO;Lc R f fec: t neSS 
Ing loranse 

0 0 0 0 0 

0 

0 
0 

0 0 

I i nd i iigs/Recorrunend. 0 0 0 0 0 0 0 
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While project outputs were discussed by the evaluations,
 
there was little quantitative data or analysis of data presented
 
in the reports. This lack makes it difficult to judge projects
 
on the basis of their targets, milestones, and actual
 
accomplishments. Some evaluations conveyed impressions of
 
project success which may have masked an actual lack of success
 
in achieving fundamental project objectives. On the other hand,
 
the omission of quantitative information for a project which was
 
achieving its objectives, such as the India Oilseed Project,
 
could tend to understate project accomplishments.
 

The collection of quantitative evaluation data does entail
 
costs. Depending on the area being reviewed, e.g. impact on
 
women, data may have been difficult to obtain. In some cases,
 
however, basic relevant quantitative data may have existed. The
 
value for project management decision-making and overall project
 
assessment may justify the costs of additional data collection.
 

5.2 FINDINGS OF THE EVALUATIONS
 

Findings of the evaluations are organized here into three
 
categories: achievements, opportunities, and constraints.
 
Findings are presented for each of the projects on the following
 
pages. A summary of findings by category is presented in Section
 
5.3.
 

All of the evaluated projects were reported as being
 
successful. Several projects apparently had not or had yet to
 
achieve significant elements of the project objectives. The
 
remaining projects had accomplished most or all of the project
 
goals.
 

One observation that can be made on review of the project
 
profiles is that the fewer the achievements, the greater the
 
number of obstacles identified and vice versa. Those projects
 
which were accomplishing most of their project objectives treated
 
potential obstacles as opportunities or areas on which to focus
 
attention, rather than as problems or constraints. These
 
observations, while self-evident, indicate a relationship among
 
these categories. Examining the extent to which these
 
combinations reflect actual project conditions or the approach of
 
the project team may be useful for understanding project
 
dynamics.
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Modest levels of accomplishment are not necessarily 
equivalent to unsuccessful project implementation. The Haiti 
Poultry Project, for instance, was behind schedule and 
experiencing mode mate success. The project was, however, still 
engaged i n the a cco:mipli shment of p.)rFoject objectives. The 
circumstances were being addressed in a fashion which indicated 
the likelihood of eventual project success. 
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5.2.1 The Gambia Cooperative Education Multi-Media Campaign
 

Final Report, 1984, artha Cashman, Project Staff 

Achieved: A recording studio was established ind counterparts were 
t ra i nod in )roduci.ng rad io spot-s. Promotional ma ter i a.. s (posters, 
flag, sticker;S, etc. ) f|or nlsa by cooperative, were developed. 

Not achieved : Sevel-ra coup)onei ts of the project had to be 
dropped. Various training maLuais, membe r education ma terials, 
cooperaLive education 1ilw, alld coo)erativO 
for primary school were 
such. 

Achievements 

Many elements of the 
multi-media packages 
werle producod by the 
consul tant. 

Enthusiasm arid 
initiaLive were 
present at the 
local level. 


niot produced . There 

OpporLuni ties 

Improve communica -
Lion among staff, 
at1. oca te reso s i b j-
I ty, moni[tor 

product.ion p iogress, 

Collaboratli on 
be tw .oWn1) A ;lomber 
Education Program 
and othecr orgaliza-
tions fob: product ion 
of m1atn2 i a ]s. 

raiJ 11' lI : o()r 

Ma tori a L s (1ove [op-
ment ;La tL. 

Deveolop a resource 
center/library, with 
reference materials. 

education course 
was no campaign as 

Constraints 

Lack of counterpart 
commitment and 
unwilli rigne ss to 
take advice from 
adv i s;:. 

Pli n w s not ap­
proved t L.L. ate...


Shipment of overseas 
goods took time. 

Local a I:L. s ts/ 
ot r')'p roicurs missed 

dead .ines. 

C.1vi 1 lt: s11rv oHl 
leav1e! ho1 i(].ys;. 

Electr icity !id1 
water cuLoffs 
a ffecto,2jt )roduction. 

P ad .io_) r,0(1 uct i on 
OC-uipLn< - fUlly
A,'11 11(d_-
Of L . ) <i "! l " t f 

ut:i 1 i ,,d. 

.,octl s aff iieeded 
to i),2t i'Iili, by 
adv.i(;L)L: .in nor-media 
cainpailyl mititer s. 
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5.2.2 Cooperative Insurance Assistance Project Evaluation
 

Latin American/Caribbean Region, 1984 Report, Larry Collins,
 
Project Staff, and Paul Pren tice, Evaluation Consultant
 

Achieved: Unlderstanding of t-he ro701eo of cooperati ye iinsurance programs 
within the cont:ext of dve].opimnnt_ ini the ,AC colntries. These studies 
also con tribute to br ring. thle cooperatC iye insurancce p rograms in LAC 
countries to a more sol i.d and viable base. 

Not achieved: it:L 1te direct t .uctiiical assistance , which was to be 
given on a country-specific bas:is, wes provided. Power Cechnical 
seminars thnI] planned wer:e coniducteod. Spci c count ry striategies for 
actions towarlds achievementCo0 cout1ry gea l.s for c[oporatLive insurance 
programs wer7e not developed f roml the assessments and feasib I iity
 
studies.
 

Ach i ,vemnt OpportCu nit i es Cons tra i n ts 

Several feasibi1ity modest Accnmpl iosL- Other n7ctTactur 
studies and 
assessments were 

Mnts within the 
scope of original 

activi ios during 
the Yinzitial phase of 

conrlucted. proj et (g .ls can the projec tl: 
be acui.veto w.ith in.' erfe rired with and 

Several multi-
counti:y seminars 

cont: inu ed 1.. nding 
and a Ct.ime11frame of 

delayed f i rst year 
project activities. 

were conducted. 5 raCh(_.r t:han 2 
years. P annin(1. document s 

were' 11t01 specific 
Subreg iunalr] enough and expected 
straLe.lns sihould accomplislhients were 
be dof in ed. overstateted. 

P'roject plannLing Coopeirai:oin would be
 
documents should be recqui. f7,(1ff rom many 
made more specific U.. or,7ganizations, 
allid no -. ITOa istc and this would be/ 
in teums of what can has beenI difficu.lt 
be accmlfL.shi( e(. CuLo LchiV. 

I, wasl J-AII1
1,1;l() ­

:dec11ca t , I( i:ge 

'1' d i cI I ~ltI I(0 t 

Timu'],11" of
omp 


ra tieha i ;)_L 
years wes required. 
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5.2.3 Rwanda Local Crop Storage Project 

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

Achieved: 'The C OnLnstucL-i of coop~e'rat-ive, warehouses has been 
accomp I i s1(I dccoI7d.i ncj to schedulI e, Maniy achiev.menLs towards the 
project go, !i develop i.nig cooprot .ive unions have been made. 

Not achi. vod: The qool of d,-velopmer-it of viable and effective 
coopOMLativ'O las not been COMl]etd. 

Ach ievOmet:; (pportu n- it s:; Constraints 

The LCS Lean i.s 'Traininng for Travel is restricted 
col]aborating wi th Imlaacgeg1h1nt should by government 
other ent ities. incl ud vi.si.on of policies and per 

coops as bus 13iness diem -- cooperatives 
LCS stf 
Live I; 

., aropera-
IFF, ,ii(i 

ent rpri -s:; for 
benef it "I moIl bl 

thp 
.-s:-; 

are not 
(nIOlgh. 

visi ted 

col.ahoi rutii C also qr(diLU storage 
ntitie.s have shown technol,.,-y, cr,dit.. Due to hurriedness of 

commitmoKI[ 
'Jxpendu-d 

an,,dha /ie 
m'Lc*h oP to t rd I CIr tNri i1i11,1i 

visits and emphasis 
on audi ting, 

towards ,ncouCragi i noL on.y a coopera- cooperatives tend to 
and developing tivo tr Ini.11(3 ce'nter view visits as 

9egional. coo perative but at t he coopera- po.ice act i.ons 
onions. .ive 1.evt I - , on- r7ather17 than for 

5 ive fi Il wo ]k is sopport an(1 
i'JU.C.(l(d l), 5',OnleedI 
have boon, h~ired. 

nico ed to c.s.i ,qn
aplprotp idt,, F-roin~inl 
,ivnd fol'low-up,, ;)art-joTtorp, 

tra i nin.g. 

is a lack of 

N.on - LW:--1) :o) ,w:t icularly 1,: inlitiatiJve and~ 
COOp)rat iv.; (an) ac(cCO1lltil"I ni y.s;t.ell imaginat o0 the 
participa to .1 IlCS part of coup,7rative 
trainiu: (a il ,re ceiber edu ca i.iol, s raf . 
a]igi ll,I fort 1 7oj(Bct wtii , it is W qo.11(1 
loans. ol,0111 ; inut r-,cinq Gctoveuunlmlntp p o 1sonnel. 

Si C on, 1', ,Ito 
(!11011 ]11 iI.il'il' .. ;. aLI ! 0 . t('ll 

otthir 
t.L 

0r,.,, 

ilysfelIr ed 

01. ter 
.:r i. 

lue(.1 
ilu J:; Lav' h ,. 

,011(1 (200I)'13 IIiv\'.C 
'booin's- i; 

tO J(IlIHF.I-, 
I uC'. 

I] 
'I V I r7('t1In I 

,Ii. vi.V.' 1 r, 
'rom ()Coper­

ill i. Id( 

If11I H IJ 
s tafltf 

2 iiF ;; a 
thdvo, 

.!0oarl 1 i I Vv i t 
(groinl huyl 

I i 1a:; 
inq, aind 

pairticipaLtd in thle so-l(]]inq(, us:;,. of: 

Lra.J tini v. Ii av. .t. bi 
hloney ). 

I2n 

trained in Rwanda 
and out of counUtry. 

5.1 2
 



Rwanda Local Crop Storage Project (cont.)
 

Achievements 


Simplified, uniform 

accountinc systems 

have W,en developed 
a l.onj v.i th tIran i.nl 
materiiaLs, anid la ve 
been incorporated 

into training 

prcg rn.s. 

PoliciC 1 and 
regulaL ions for 
revolvi,g funds have 
been developed, 
monies for ].oans 
havc been received, 
and a"'ai iabi.lity has 
been announced. 

c :ontri_:L i ontl.ll COl1-is 


)]et d.(1 scl.diue.
"n a 
for tihe iirs t sat1 
warehous, anld i s 
to begiii on the 
second sot:. An open 
rat:her than a siJ( 
desigi has Lon 
chosen as more, 
a ppropl atriitoto 

coope ratLiv si needs. 

Opportunities Constraints
 

In-country storage
 
training needs to be
 
d.veloped in
 
1"i Ilya rwal] . 

Effort needs to be
 
focused on effective
 
functioning of
 
coOpo rat;iv.i s, whi ch
 
cWii o k,.1\
 
s Imulanoou sly
 
towar(ds th
 
devel opein t of
 
regioal1 us ions.
 

EfffacLiye
 
col .aboaLio
 

OtweOl WCS project
 
andi (;[.j,7.ARWA
 

( IqI 1:i iI 1 ri illsolry )
 
rj,1100(.; t.o W 
deve Loped re,: gi:ain 
miarketin -{y to 
occur despite desire 
on tie part of both. 

Ther is a ro I a for 
I'CV coLriLu Lot to 
the pro)"L . 

Shoul d en(Jl gi ,. lhe 
interesLt ald 
part i cipat io. of 
CO0op momehl-s ini LCS
 

services and1(
activi ties<.
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5.2.4 Haiti Poultry Project
 

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

Ach:ievu: 'ihrowjlh .uccoSSfiul management extension, the project 
dcreasad tie poultry food convoIrzion ratio and reduced the 
mor tality YdtLo, tli, rpby increasing the efficiency of p roduction. 
Smal] farmc rs were obtaiing the majority of the benefits of the 
project. 

Nqot achi.eved: Projc L impl Iementat ion was delayed, and the 
achi, mv of ,ffic y resul,-Led IimitedniL .i ncreased c iad I II 
f.inancil imnpacL at tho tim, of Lho evaluation. There has been 
limited iI i cit on MOPi:Ai; 's (Poult ry Raisers Cooperative) 
finaiiciI -ondit.ion and perf ormance. Tle project has had slight 
ipaclct O)l 'umwn:nl 

Ach i-tvem ni ; Opportun i ies Constra its 

SuccSSfIu ioultry FinarciaI cund i Lion 'inanicia1 contraints 
manaqeii'nl -Lraang i of )(>0BPto be were experienced. 
1:1 i il,}; L,I;I t - stroL.,:.1q tiic iied Lhrough 
ed ii nicIxis d i nvestmnt pl}an and Two of the large- t 
off i.ci (2 y o Ie .o pine n lmlember17 s refused to 
production a( stratoy. work with Ithe 
p1rofitbi !i ty. coope rative in a 

Profi tabl n UVw group p urchasing 
Sor1vic, ,; such as activiLi,.-; should h" act:ivity, which led 
free70 I rain;p ctat ion estab i.s.hed as to fin iaciI] 
of0 0(.s, c'd.it, capi tLal source; for Setbacks. 

111(1 a ,dv ic:,. '/,I:; lLI :il 7'c- t I ililt. 

p rovidei. d 
to mial. ] 

pri mar7ly 
pr. urludOrlSiiILcimclb rsllip 

The' was delay in 
lirilig tLhe technical 

by 100 Is )rojectdcl adv:isor. 
to he aIccomiipI i sh,ed 
by .il o proj oct. BuI. k purchtl a s.ing 

(chal (,q Look up much 
'Teoclinic 11 a ld ;L at tta i . 
f.nL In i a al :;:; i Pa';tl1cW,' 
1:0 :;ii I I I:r(d u rI r s 

:;I()~ lrt,, ,>:~i~l~,,l.t 
IDloys( 

ra illil I 
r It .l II 

s t-wI;.,ff , 

11;; I 
be s t i})! i; ; (I . (7(1;t All ,aind. 

Mlark,,t inq ,hllld imtpl'oM ,a food 

I'ic! )pU ;LI 1.. i I Ip lan 

Food oiid I tli V ih,rou I(l 
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Haiti 

Poultry Project (cont.) 

Achieveme'ts Opportunities Constraints 

Impact on women The CLUSA advisor 
should be tracked spent most of his 
and assessed. time on admininistra­

tive and financial 
matters rather than 
on providing manage­
ment and business 
advice. 

Marketing objectives 
have not been met 
due to constraints 
including fi nancial 
constraints on the 
project and members' 
success in 
individuaL. marketing. 
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5.2.5 Rwanda Cooperative Training Research Center 

Formative Evaluation , 1 984, W. :. Garuvey, Jim Al rutz, and Lyle 
Brennemani, NCI3A Personnel, and [)ianne Blan, AID Staff 

Achieved: The coopoi:aLive 1 rainii' reseacah canter (CT'I'HC) has been 
establi set(d ,-ta i)t-OV i t r in (W()ot u ;-ntat-ion, andlainllS [q, rasu"ac, 
support and aivi(i. 'Ir, i iiinq Fior st:a :l was bening hld 'TihI major 
Rwan(dan tcoo)erlati'en ()rq nliiat is 'ar21e utiliziqii tin CTRC fac:ility on 
a regula hi ;. 'The cooptat i y .i rary and Research and 
Documientatiotl l tHA Lii h i s:; t) i shlie. 

Not ac i ,vI: l tt) I a, ; ill k.-on ;l lli itn tl, ," ttili l nuitimh r of 
student -days (a traiiiitic it Llie (G1'W was -xpect:udto tlai, short of the 
ta rget; iJ ron /0--9141 i Ltie .rin i.niv days were e::pected to be given 
over the LWe" ye':r l iod. 

AchlIoveillu s Opportuities Constraints 

Phy.s<icaL CTU!C More oni-jo)b t rainii The ievelotpme nt of a 
ficil. ties have been is needed. national federation 
establ is ed and are of cooperatives is a 
excolnu I . :'ore ftoLid follow-up Longi-te liii procesS 

to trainiiing is and is beyod the 
Revenue s; 
r-ce..i vo! 

are being 
t ri-ough 

needed. current project 
time-f.atn artd 

r antLang laci I ilities 'The develo)lient of inputs (thi s goal was 
to othle;r, non- slhort-Lin cOurSeS noL a spoec ifIied project 
cooperoL iv, whicth ai respoisive out t). 
orgoinii -i iois.o tO. tll) i'es of thin 

coopeirat i ve, Delays in construction 
'' r i lii o e;iay',been c( un ii nn I d' I I) were experienced. 
lie d l )7 oar rtlt of )e doln'. 

ir1 ( '(:(Lo ; llfiite)OL717 
COopera L ivt Aud.i t m na)lllsitiiiii:1.1 s 
insi­ . o;a ilt 110(1-(-( to he tilb.1 i shed 

ri reii I-; 
lt <staffa re1 boilg for , PV t o wolk in 

I suppo rti~' (,d (:1TiW 

't'7ui~ tL-:; ftt L 1 iur ii ,g 'tti )I) ))itLiui ity 

:li,''v,-.(It 

sic~Li vi ti q. 

c(milntli I IOll Unit A 5 t1t' fy',/ W 

has hoell p ro)llltL a.' i V(' 
par,asLa<b I i sh;ted. mtiIl-,'iI J~ i (' i fp<il:: Ool 

(k~v' I )t.v, i1( h 
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Rwanda
 

Cooperative Training Research Center (cont.)
 

Achievements Opportunities Constraints 

Some t raining The Research and 
mannL Ials in DoeUIncu n La ft io11 nun i L 
accounta ncy in the will be' col ]Iahora-
Kilya Lwanda nqa uge king tli l:[_ with 
have beoll publishud, similar' Afia:[can 

R/Doc organizations. 
The Uni t has under­
ta]ken sevra(-i l 
assi gnnk ts in 
supporL: of tr:ain ing, 
education, prodIuc­
tion, and cool)
mnanagemenlt. 

IHistorical. research 
i s boeLny conductoed, 
a library of :ee­
vani~tlit a~arl lIs has 
bOeen establishieid. 
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5.2.6 India Oilseed Growers Cooperative Project
 

Management Assessment and Final Repor t, 1985, Norman Smallwood 
and Ron Hlankins, Evaluation Consultant,--

The evaluat-ion pla ces thte projoct in a favorabl.e 1ight ; however, 
expl i.c it " (to";ito ; ore not molde rqt j [dinniq th ic h ievOilent: or non­
achieveme nt of projecto: ctives, whicht were an increase in 
product i.vu capa ci ty and oconomicCs trongth oF oil sd. fa rmers and 
improvdt oi Lso',, products delivery, quality, cost, and quality. 

Ach iev mv,li -; opporttiii t i ,,:-; (0 i Lrai nt,s 


'Jho p, is io SuffF i. i.cie t: alounilt s The LuS1 ,ilo Government 
str:at , y Ls5 sound. of qua l i t y seed oil i:eiIng andand pri 

1111) "11 .0:1C arcc 1eimport pol icy i s 
Mlanagoileeit of tle nae1o0, counterproductive to 
OGCP i.s sounid and the OGCP and 
technical rosources The dev.lopment of consumie:s. 
are a( q(tia t-., other oiI see(s i s 

in the interost of Edibl. oil quantity 
The .supp rl and India and tle U.S. in thle marketplace 
11O1i0Atriq (by,UA low due to ' is low
 
is sotundS . t ato V1211- consuIrior
The qov. r conf idence. 

mens aire supportive 
Farmer con iFAdence of tlhe OGC.
ani .s; u p l.r t is good 

and sliould 1 ead to The pot t .ia 1 
oxpansio., benefi s ol tile 

approach m:r:it 
ht .;fa totl y0 Vo - I aF tent::i n re: 

11C011 t 11 M ol -t i Ve reap l i cat.ion . 
of t. , C . 

Cont nV Ly and 
Th dtynamicil Cs ,F t: , ,_ xprLi 5 aimong 
OCCP .i tt rms of, involved A ID 
mlode rn'/ ;TI11 11 'I[1nt<I':O 11{ ] J: 

]1l i t . Ia (.:; 9 (l0 

ol~i )Il )in bIllt out /orkinj cap:ital is 
thl,_ t; S! in It.'{c:lt ' i red . 

L 1111m i. tilg proc remen t: 
to member farmers 
may not be productive 
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5.2.7 Equatorial Guinea Cooperative Development Projoct
 

Mid-term Evalua tion , 1985, Hal, Frantz and Bob .ireiLas, Project
 
Staff, and Don YOnHtc~dy and ilI Schil.inier, ATI) Staff
 

Achiov d: Ih majo- (oal; Oi t'fl I117 it , p roe c.t, _i.e. est:ablishing
Lh(.' (Coopo.iL i v S er vr\' (hIlaKrs U .t o n ro'nvat:i ag vehicles,Lte , r V i izid 

Ealnd ",:;La 1 i ;Iii , 1 IE )[)d. rat-i it nI: ransicport: c y'sLaii, have been
 
accoimpl ished.
 

Not a(chiove(: As above, Ihe goal:; of 'art I nave all been achieved.
 
iho nt loti ii ,;t.at-d, hov;(,ver, Mt l o1a11)1 of:.luif to:e he ,; ishment: an 
iti tlluiona l framCworik that will I lsure Uie stun IhlIsmFiller of a ma rket 
andl ,c>a;; to t,-CIIE:ual and( capit:al iipluts, itteuts wi I L he Hte (diS d 
beyond tUhose called for int Part 2 oi Lh, project. 

AchiovmnL Oppor UnWi t i ,.; Cons traints 

Accompl. ihed wajor Cont.inue I.,rangLtlien- done identified. 
goals of Patt 1 . t raI:; r f a t i oninig II 

SyS teil. 
staba i .Aid a 

p iodt iV I t L Fijc Dev Ioi . 
r elat i o ili1 with cowllpon L.lt: 
the irn iLtry of 
Agic i~ LIIe. Train coop-rat.i ve 

and adtnlli st. rative 
Es li ishd a principal sItro 
product ire extens ion ignt{:s 

u Lt.L i n h i p wi a (d ()Li -;. 
C( 1[7:-lI\'(.) &;.i lltlllDE 

sm)(:O)11 Uli;,VilitI:n ,1I[ilt U ; 1,< , a.:; I } r j , .L ;lln I s~lia (Iiltcl 

[Or p)roj(ct. paper .-COil(t ,i(7 i viLi eS.
 
( stairf f i ig,
 
faci.itLi cs, ltidirng) flovis tI , plai of
 
wera- 0100 .hn,l( ali(] aict.LO.()
 

aIpplt i ed. 

ptrodutct iotn. 

Agl7 i (.'lI tuLlr t I i f)lUtS 
(coo.iit ivo stores) 

Work--;t nidy pIroqiraiii [i1 
LA IL. ;.
I. I(or 

Ii~ I
l:R i~,:l. (;tHiII0,.IIS
 

shotIlId hf,,

imp) uieI i t . 
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Equatorial Guinea
 
Cooperative Development Project (cont.)
 

Achievements Opportunities Constraints
 

A Peace Corps
 
Volunteer could be
 
involved.
 

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

Delays in funding 
occur due to 4-way 
communication with 
involved funding
 
parties.
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5.3 LESSONS FOR INTERNATIONAL COOPERATIVE 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) 
- Equatorial Guinea 
- Haiti
 
- Rwanda Local Crop Storage (Rwanda LCS)
 
- Rwanda Cooperative Training Center (Rwanda CTC)
 

o Collaboration/FRelationship with Government/Other Entities 

- Gambia
 
- India
 
- Equatorial Guinea
 

o Inputs Obtained (Including Funds, Personnel) 

- Equatorial Guinea
 
- Rwanda LCS
 
- Rwanda CTC
 

o Initiative/Commitment of Beneficiaries 

- Gambia
 
- India
 

o Project Output. Supporting Other Project Activities 

- India
 
- Rwanda LCS
 

o Commitment from Staff 

- RwaAda LCS 
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Opportunities
 

o Produce Expanded Project Outputs
 

- India
 
- Equatorial Guinea
 
- Haiti
 
- Rwanda LCS
 
- Rwanda CTC
 

o Collaboration/Relationship with Other Entities 

- Gambia 
- Equatorial Guinea
 
- Rwanda LCS
 
- Rwanda CTRC
 

o Staff Training 

- Sambia
 
- Equatorial Guinea
 
- Rwanda LCS
 
- Rwanda CTRC
 

o Project Planning 

- ClAP
 
- India
 
- Equatorial Guinea
 
- Rwanda LCS
 

o Improve Participation/Input by Beneficiaries
 

- Rwanda LCS 
- Haiti 
- Rwanda CTRC 
- India 

o Produce Original Project Outputs 

- Gambia 
- Haiti 
- CIAP
 
- Equatorial Guinea
 

o Training for Beneficiaries 

- Haiti
 
- Rwanda LCS
 
- Rwanda CTRC
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o 	 Use a Peace Corps Volunteer
 

- Rwanda LCS
 
- Rwanda CTRC
 
- Equatorial Guinea
 

o 	 Improve Staff Dynamics
 

- Gambia
 
-	 India
 

o 	 Receive Inputs
 

- India
 
- Equatorial Guinea
 

o 	 Assess Impact
 

- Haiti
 

Obstacles
 

o 	 Staff Attended Matters Not Specified in Project Design 

- Gambia
 
- CIAP
 
- Haiti
 

o 	 Lack Df 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 Skilled Host-Country Staff 

- Gambia
 

- Haiti
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o Planning Documents Overambitious 

- Gambia
 
- CIAP 

o Lack/Delay of Staff Assignments 

- CIAP
 
- Haiti
 

o 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 

f.obstacles which are important to project development and 
implementation. These findings, whilR generally known seniorto 

staff, can assist in the training of new core and project staff.
 

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

Th2 listed opportunities indicated areas which other 
projects may cons id r using 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. 

5.24 

(7,I 



Table 5-2 

Sumunary of Project Achievements, OpportuniLies, and Obstacles 

Gambia Ilndia ClIAP 

Elqual. 

Guinea Ilaiti 

Rwanda 

LCS 

Rwanda 

CIRC 

Achievemen ts 

Product i.on Outpuls 
Col laboration 
inputs Obtained 
Cou ii Lten t Benef iciaries 
Outl)uts Sul)porting Project 
Conunitment from Staff 

o 
o 

o 

o 

0 
0 

o o 
0 
0 

o o 

0 

0 
0 

o 

o 

Opportunities 

Expanded Outpl)Uts 
Collaboration 
Staff Iraining 
Project Planning 
Beneficiary Participation 
Original. Outlputs 
Benefici.ary Training 
Peace Corps Volunteer 
Staf f I)ynmircs 
Receive .1n)uLS 
Assess Impac t 

o 
0 

0 

0 

0 

0 
0 

0 
0 

0 

0 

0 
0 
0 
0 

0 

0 

0 

0 

0 
0 
0 

0 

0 
0 
0 
0 
0 

0 
0 

0 
0 

0 

0 
0 

Obstac les 

Non-Projecti Ac Liv ities 
Beneficiary IilitiaLive 
Ie lays in Start-up 
Input s late 
I :ickSki I.l.ed Staff 
l)esi gn Overanbi t ious 
l;ick Staff Assi.gnments 
Government Pol ci.es 
lick Staff Coauni.tment 
Co 1.1 aboration 
Financial Constraints 

0 

o 
0 
0 
0 

0 
0 

0 
0 
0 

0 
0 

0 

0 
0 

0 

0 

0 

0 

0 

0 
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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 wer-e not addiessed. For instance, core service 
function /13, project implomentat.ion and backstopping, is one area 
in which the NCI3A home office is directly involved with the
 
projects in the field. None of the evaluations addressed the 
role of 	NCBA in providi ng those services. It was clear, however, 
from MetaeL rics' nLterviews 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 ajpas can be extracted from the evaluation reports, the 
evaluations reviewed were riot organized to address these areas. 
It way useful for future evaluations to address some of these 
areas in a more direct manner. 

5.4.1 	 Field Expl.ratior, Project Identification, and Project
 

Design (Coic Service Functions I and 2)
 

Background information (including project setting and 
historical data) and information concerni,ng 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 R;a nda Cooperative Training and Research Center 
Project was deve....oped ina response to recommendations that came 
from a cooperat.ive con 017on ce hold in Rwanda. This indicates 
that projects can b deve<oped to address specific requirements 
wLich emerge frn i activi t is such as national and regional 

conferences. Examinng the ci rcunmstances leoediig to the 
initiation of other projects may be similarly instructive. 

The appropriateness cl the projects themselves can be judged 
by a number of critoreia. 3uclh cr ito r ia, which could be icentified 
by NCBA and AID, might inctide project: success (as it pertains to 
project selection considerat:ions) and relevance of projects to 
other areas of concern for NCBA (e.g. domestic activit-ies). 
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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 modest level of 
accomplishment. 

5.4.2 	 Project Implementation, Backstopping, and Personnel
 
Recruitment and Orientation
 

None of 	 the evaluations explicitly discussed the role of the 
NCBA office i.n project impemention. backstopping, and personnel. 
Through 	 MetaMetri cs' interviews i 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 re levant for future evaluations 
to address. 

Project success, which is a potential cr1tetria for ineasuring 
in retrospect the a pp ropr iateness; o idcentHiA.id projeccts, could 
also be 	 used as a means by which to view the appropriateness of 
the recruitment and orientation of personnel responsible for 
project 	 implementation. Looking at the evaluations in this way 
could provide insights useful in hirrinig and training fic]ed 
personnel. 

For instance, a p roject which sh owed limitel acconplishment 
could be looked at in terms of not only such elements as 
constraints and project design, but also in terms of the 
expertise and dogree of responsibility that was brought to bear 
on the project by the proj ect manager. 

5.4.3 	 ProcurementF Ass isL:anc, and Coordination 

The role of tLhe NCA home office in providing procurement 
assistance and coordination was not made explicit An any of the 
eva].uations. 'Th, success with whic h iiputs (goods, funds, and 
services) wore prue d was discu.s d in several eval ations, 
however. 

Evaluations of the Rwa nda Local ( rop Storage Project, the 
Rwanda Cooperat ive 1'sa in i.g aldiRn &sesdc Cn(teri Prisoject , aid the 
Equatorial Guinea Cooperative Development Projeoct ident ified 
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input procurement as a successful area. The India Oilseed and
 
Equatorial Guinea projects identified an improvement in input
 
procurement as a condiLion which can and should be addressed.
 
Obtaining inputs was a constraint in the Gambia's Cooperative
 
Ed ucation Multi-Modfia Campaiqn and the EqI uatorsial Guinea Project. 

5.4.4 	 Project Evaluation and Mon itoring 

The conduct of the project evaluations addresses the 
evaluation componenI: of tlis core service function. The role of 
NCBA in ongoing projecL moniLtoring, however, was not discussed in 
any of the evaluations. 

According to the verbal reports of both Field personnel and 
NCBA staff, proj oct staff mO 1,a closo con tact for theand NCIMA intain 


duation of the pri)ojeoct:. Non itorig takes plac thLrough the
 
communications and field visits by NCBA stafIf. The monitoring
 
process 	 i s not gone a ly ¢ I: .i f od. 

5.4.5 	 Coordination of Cooperative-to-Cooperative Intiatives
 

None of 	the projects evaluated were cooperative-to­
cooperative initiatives involving internat iona trade development 
or international joint ventures. 'l1 i rvar.uation s also cii.d not 

address 	this area in terms of i'JCIBA relationshi p:; with host 

country 	cooperatives.
 

5.4.6 	 Assistance to ieNational Cooperiative Organ i:at ions and 
Host Country Governimen ts in An"Iys i n of Dove.opm e nt 
Potential in :Sp'cil i c Act ivity Araod:-; 

None of th, 2vi Iail. ion::; ii voy.;:l N(FA's "rte ini providing 
this assista:nce.. ;,verl "I .1 o e v,, u', s discus ed projectnhot 

planning For ozpandd or r-r,,,d,i oaLiv it!.ox. For i instnce, the 
Equatorial uin ,,, l if i,,i ,,a 1)1 .iotlid c,C o rodtLiction n(-] 

amari:cti rig as n ai w thiuti iii 1 gil,whicii, WycM,, Li,, ( l oject 

plan, was a clearLy riovait- st op for the projoc to Mio. This 
was a projecL-spooltcic activiLy, liowovei, ez(I was niot d iscussod 
as bei ig directly rlatd to NC(iA' n rol. in proviin g ansistance. 
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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 is a subcontractor- to NCBA. 'The oval.uaLi.on reported 
that the project va s success folA; however, at the time of the 
evaluation there had been limited progress :oward the achievement 
of stated project objectives. Tlhe pro-1 cct oval .uion cited an 
unrealistic project: desigll as onie1 colstraint- to proj oct 
implementatioin; aiother const: ra int "Ias ditfictil.ty in achieving 
the necessary level of COOrd iin ifion among t-he cooperaLive 
entities involved in the project. The relationship between NCI3A 
and LIC was not discussed in the evaluIlation report:. It may be 
useful to look at the difficuti en ild successos in desigi gn ing and 
implementing the project in 1.iglht of the ce]). ll alat ion process. 

5.4.8 	 Development of Proposals for Expanded 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-48J program. Expanded utilization of PL­
480 commodities was not, however, an area addressed by any of the 
project evaluations. 

5.4.9 	 Resource Information Clearing I-louse for Development
 
Country Cooperatives or Visits to U.S. Cooperative
 

Facilities
 

Training, including ti:aililg of h1ost countly nationals in 
the U.S., vihic]h wan provided by projocts ill connection witLh 
project inpo0ent aL.on , vas di. cis (s(1 ill a numberr of the project 
evaluations reviowed. Thi. i.nf ) 11,at.ion was germn era]].I y presented 

as part of an overall. r.rport* n l,ro c 1:act:ivies and 
accomp].<lhmwe.nt:s, aiimd nol: ihi.J1hli jhi0 ,. 

Tile osta]ishment or pro[)OSc; d,.,vce.lopinent. of resource 
centers/. ibrar1i e , lc;s, t),_L:,.iin, t to proj(.ct-sp c ifi.c activ­
ities, was also disct.issed in s.evural..l naLio0s. ihlese discus­

sions were held in the coni:ext of overal1 project activiLies. 

5.29
 

http:ditfictil.ty


5.5 CONCLUSIONS
 

Conducting an evaluation of a cooperative development 
project does not, per se, assure that the maxirum value of the 
evaluation will be realized. Development of a conscious 
evaluation structure could result in improved evaluations and use 
of evaluation results. Such a structure can be used to identify 
projects for evaluation; design tlhe evaluations; select the 
appropriate project staff, sponsor staff, or third party 
contractars to conduct the evaluat ions; deve Lop eva.uation 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-line 
issue is whoher the cooperatives' approach is haviig an impact 
on the acliievemeuL of AID goalis. Naiiy personnel, from their 
direct project experience, feel that it is doing so. Others 
would prefer to have tangible evidence as indicated through 
project evaluations. 

The reviewed evaluations genera l.y indicated that some level 
of success was heing achieved by all of the projects. Success 
was expressed as tLhe production of proj ect outputs. With the 
exception of tie Equatorial Guinea p roject, none of the 
evaluations discussed project impact. 

For eox aipIee,t h i"wa dla Local Cr op Stora ce P roject 
evaluation reporte (on troain in gs hold for cooperat ive members and 
staff, colitl)Itmi., a of Wire Ihous, con;l:iru ct iun, tLe dov I.opment of a 
simplified acrouniji i i y ;tm, anld nhor acli,,voiiitn.; . The imlipact 

or possible icipaMt of II ;,o, iccoiit)l i Ahi;nt A a ot addr.ss d. 

While gath rinq % &i, 1 a ,lirMi HP ii,,acL (L ott, L i I add_,d c(S)ts, 

basic impact daLa idy :i :;IL . An alysii,; wi.w th respo t Lo pos ihle 
project .i:npacL could also hie ci iund L t.' on iniformat:i.oi wh ic h ha a 

(iiiqi I ovdI a s-uchbeen (roll octod th" nrn oM ih- at ion on reas 
as prograimmat i issues, colLtri n ll ;, pirojec L (lt i vi Li , and 

project outputs. In dd i-ion?, hevalueo impact analysis to 
project managiqmpntL and decision--miiakz.ing im;ay j .atify add it ional 
expenditures for data collection and aialys.is. 
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Project purpose is expected to be achieved as a result of 
project activities. Proj ccL activities are generally expressed 

as outputs. If t:argets towarda producing outputs are 
established, then success in accompl ishing the project purpose 
can be measured by the achi evemeniit of targets. At :best, the 
reviewed ava.lIw ki.ns were des[Lgned tie idenLtizy pcobl,(m, or 

conditions; wh.icl, if aiddressed , could increase project 

effectiveness. 

The evaluitions, in the asse;sient of the detaMetrics 
evaluation team, Lndic, ted the fol owing ranking of success with 
the first ranked as having the most ';uccess: 

o Equa~torial Guinea Cooperative Development Project 

All of the maj-or objectives of the project, i.e. various 
activ ities towards tie astab lishiment of an operating 
produce transport system, had been realized, and the 

project was acdross ing addit:ionial, related areas. 

o Rwanda Cooperative Training and Research Center 

Most of the project objectives -- the establishment of an 

operating center for training, research, and technical. 
assistance -- hod been accomplished and the project was 

engaged in achieving the objectives wilch hod not yet 

been accompl ished. 

o Rwanda Local Crop Storage Project 

Most of the object:iv es of. Lhe proj act -- the construction 

of coope rative w; ii:, houses atd tLh development of 

coopera tive uI ioi; - - had beeni ,ccopi.ished and the 

project was engaed in ach.ievin g the objectives which had 

yet to b accomp li shed. 

o India Oilseed Gr;owers Cooperative Project 

The eva] uati on indi cated tLhat the pr1-oj ect: was proceeding 
favorably; howver, Qxplicit s:t:eaiemot s on the 

achievement oi: not-a c.i.evemenlt of projeact objectives, 
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i.e. increasing production and profitability of members
 
and an improvement in products quality, delivery, cost,
 

and quantity, warq missing from the report.
 

o Haiti Poultry Project 

The ovaluaLion demoinstrated that the project was having a 
quantifiable impact on member production and 

profitability. The project w is having limited impact on 
the throe ot h; r ia j or (j ectives; al1( the proj eCt was 
engaged i n an appa rently of fecLive manner iniachieving 

these objecLives. 

o The Gambia's Cooperative Education Multi-Med ia Campaign 

Several projec: outputs were produced; however, many
 
project components wore dropped and the overall 

objective, the product ion of o naLionaL cooperative 

education campaign, was not achieved. 

o Cooperative Insurance Assistance Project 

Some seminars, feasibility studis, and assessments were 

provided, Vhoulh f,,wer than pLanndo. However, no 

strategies for ,Cri i ovi rig couiitry goals for cooperative 

insuranco pr-ogramls we r dove1oped. 'ihe evaluat ion stated 
that th( feas studieos cont ributet, 'tmak,a;ii i ty wii (:) inig 

cooperdi ti ye inSiac, progl ohl; l(re viaOW, though nio 

basis for this :ita liloil t Of Ilpact ;s plS)vli(,d. 

The lovel < succAs | 'tecLedbyiojoct can( h) t ho 
conditions surr)unding ti, project. For i : t r ce, i t is 

generally conceded W t Wst A tr.idc'nl dov, ,lI 11t11t: pr") ect-s of any 
type have t:ho bost chance for success in Cnn 1.(.) where the basic 
infrasLrlctlurp and polirail comili tmment pr,. lt An Al)are -. 

official sL:a L,(I, liowyve r , L(L t cooe ri Live pr)oject.s shoul.d not be 

developed only whero there is a higi prlocbl.ity of success. 
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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 efflect of project desi.,jn or through 
adjustments wihin ongoinq c)]ojwc Ls, project outputs may increase 
accordingly or ,idrCaris be The evaluationrwl tC may achiaved. 
reports indi ct~d the lt loowtng ranked project 

opportuni t ies/constraints: 

o 	 CoiLabrai .io/i-o,1aLCionship with Other Entities 
o 	 Staff T17a din. IEj 

o 	 Project P1 ann i.ncl 

o 	 Improve Parn icipa -ion/ Inpu t by Beneficiaries 

o 	 B3enefilciary Iraining 

o 	 Use 0o)11 Pea C.ourps Vol inteers 

o Improve StCal Dy nanc s
 

0 Delays in R&coivi n Inputs
 
o 	 Staff lInvoul 'ii C al Cors Not Specified in Design 

o 	 Lack 0A Inil ia ive/irunt; by Deneficiaries 
o 	 Delays i n Projutr Sar.-up 

o 	 Lack of Skilled Nost-Country Staff 

o 	 P.a nni ng liocnunont s uv, r-am-th: ions 

o 	 Lack/Delay of Staff Ass igmen.ts 
o 	 Reo-rictive Governmnl Policies (e.g. travel) 

o 	 Lack ofC StafCf Coi n iAt en C 

o 	 Lack of Co, rdir a tion wiCli Other Organizations 

o 	 Financial Constraint:s 

5.5.3 NCBA Core Functions 

The ova lua I:los waren noC organlized to specifically address 
core service funL: iOns. i-nf ormi tion relevant to the core service 

functions was, how.vr, presented wiliin the context of over:all 
project activil i.es. Soe observations can bo made and are 

sunimarizod below. 

o 	 Some ovaluations pro son Cod inf ori a 1:on prtie.nt to pro­

ject implementation and id. nti fication; such information 
could be of use in Lhe project identif cat:ion process. 

o 	 Several evaluations addressed Lhe adequacy or
 
insufficiency of project design.
 

5.33 

http:prtie.nt
http:igmen.ts


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 generally present information 
which was a.ready known through the monitoring process. 

o 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. 
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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 more appropriately be charged
 
to projects in cooperative development funded by USAID country
 
missions. Another concern expressed within AID is the extent to
 
which field cooperative development pro]ects are being effective
 
and are contributing to accomplishment of AID objectives.
 

Personnel at NCBA wee the core 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 beyond AID project specific efforts. The 
Washington headquarters also provides ancillary support for AID 

funded activities as summarized below: 

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

o 	 Legislative SuyporL: CBA provides support to efforts in 
Washington to maiHmitai and possibly increase the level of 
resources available for accomplishing AID objectives. 

o 	 Food 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 

6.1
 



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 timely
more 

program and project decisions.
 

The NCBA Board of L.irectors and Executive Officers are
 
cognizant of the importance of inter nati ona. development 
activities to the overall otganization. This is evidenced by
 
management, organi zationa l, and personnel decisions made since
 
early 1980.
 

,CBA reorganization and ancillary actions, including chang­
ing the name of the organization, refl ect an attention to the 
requirements of NCBA's cl ients. The intLernatlona lfocus of the 
organization is seen by NCLA no msonne .las consistent with NCBA's 
responsibilities to the memberslip and the nation's agri-business 

community.
 

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
 
CDI and the position of Vice President for Food Policy. 

The shift in 'CLA managemen t approach as indicated by key 
personnel dcisions have affecLed the policy arid program 
direct ion of L: orgaiization. These changes have coincided with 
a dramatic incro.,ase in NC3A revenues and AID p1oject involvement. 
The dollar vouumo of NCKA iiternational activities doubled from 
1983 to 1985. 

C. 2 STAF'ING 

NC8A staff has historically demonstrated a sensitivity and
 
awareness of client recuir.ements for internationa 1 civelopment. 
NCBA staff hired in recent: years have appropriate international 
development and/or cooperat:ivos experience. Nany of the field 
staff have Peace Corps experience which is applicable to under­
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standing cultural and institutional issues in developing nations.
 

Senior ex-AID personnel have been hired to serve NC3A in key
 
positions. The staff supported by the Core Grant is managing the
 

field and headquarters activities in an effective fashion and are
 

generating a higher level of inteLrnational projects.
 

6.3 OPERATIONS
 

There was an increase in the productivity of the Core Grant 

in the area of producing feasibility studies and proposals for 

host country cooperatives development. The number of host 
country site visits fo r p roject ident ification increased dramati­
cally in the final year of the three year project period. 

Several areas, however, s howed no or I I t t gr and one,erowth 


project: implementation (baclzstopping), 1ed accordance
decln in 

with Division plans. Collaboraltion with oteie r CD(),s o17 organiza­
tions averaged three per year and romains constant over th three 

year period. 'Irai.Lng const i a rel.atyively mi.nor portion ofe tut:, 

the effort of t:he Core Grant staff.
 

7n, and 

revising field p rojccts are based on the requiremenLs of the 

specific projccts. Each projc t :;ufifi.ciently differet that a 

tailored approach is reqi'red. The backgjround of the Core Grant 

staff inember:; is it i.1ica end tMll,r expr ienu in projec(: desiJn, 

The standard's for planning, moni tori eva1uating, 

ivi 


development aid mon itorinug is gelerally 1, Ilevant. No speci fic 

NCBA stadndards for planniug, for wxdmp]e, have been promulgated. 

h eth i a l ev a t 1ol;. cond(u9dcted1 (9n s0ome.2 proj ect s have 
according to s:-omore 11!isit , ifiI :(ts frotiig ispsuesst ii ' 0TO!j 

that were known to f i staf f end had been 1)5ev iously 
coIlilulice t.(1 to JCHIA alei !i,. -Sm , i70tqu -5. issues,,.; (lI ceYUL; nts 

identified 19/ tLe voo k to ACI3Aeva luttions Luiowow, tile headquarters 
staff through thei: contacts with the projeoct:s. 

In the conduct of th is evaluation, t:h10 exercise o: reques­

ting data of NCUA to det ilnJn Out putst1 of th, soervice f- tiLons 
indicaLd that sucI. forimation wa:s not bei ng collected anid 

maintainedi . a syst einatic fashion. ;uciih data can be used as 

benchmarks and for theo establishi .htg of activi ty standards. For 
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examp].e, the 51 site visits conducted in 1985 constitute a
 
benchmark. A target (standard) could be set, for example, for a
 
10% or other appropriate increase per year.
 

Interviews wii:h pe rsonnel invo.ved in the India, Equatorial 
Guinea and Niqer projects indicated that excel.lent support was 
provided by the TIn Lorihit ona1. Dev"opmnet IDivision staff. Some 

of 	the support was provided under Core Grant funding. 

The ,1'.3A Int-ern--i oni ), liivi sion staff supported:lnal l.opient 
by the Core Gran t deonoiistrated a dedicat-ion and commitment to 
achiev.iing the ob-jective: s of the grant . 'h,eovorall inan ciai 
health off NCPA, expanding project baso, and core service functicn 
outputs (e.g. project desi.gn) . oClct this dodication. In addi­
tion, core staffI were re sponsi ve tio AID req u es ts to de-emphasize 
project backsLoppi ng an( charg.a, p roj ect: di rect I y for such 
activities. Thu .,CiiA strategy for th, 1980's r,i ,cts Ithe AID 
emphasis on private sector ini ti.a tivs through st:;ol.1.shinent of 
CBI, proj-_ocL foecu.s on involving privato i0di viduaiIs, niiid con­
scious attenti on to II),' a ppropr Lato role and stccucture for host 
country government involvement in cooperatives development. 

6.4 REVIEW: OF EVALUATION REPORTS
 

The evaluations of specific field cooperatives development 

projects were n-t designed to specifical.ly add r ss the Core Grant 
service functions. Informat ion relevant t:o the core service 
functions was, however, presented within the conte,:t of overa1.l 
project activities and observations arc sumncrlarLzed below: 

o 	 Some evaluations presented in forma tion p,'1rL7:ineiLt to pro­
ject implementation and ident:if ica io ; such information 
could be of uso .in the, proje:ct ideil i lica tioi process. 

o 	 Several. eval1uations add ressed the adequacy or
 
insufficiency of projectclesign.
 

o 	 No expl.ici information was provided on NCBA's role in 
project :imp1lmet1Lation, backstoppirng, personnel recruit­
ment and orientation or monitoring. Such information 
could providIe .i.sights into factors .i nfluencing project 

success. 
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o 	According to NCBA personnel the usefulness of evaluations
 
themselves has been limited, since they generally present
 

.	 .information-.whichwas-alreadyknOWn--thrOugh-th&-mnitoring....
 
process.
 

o 	Lessons on the design and implementation of cooperatives
 
projects could be derived during the evaluation process
 
and through reviewing the findings of evaluation reports.
 

6.5 FINANCIAL REQUIREMENTS AND PLANS
 

Total Contract and Grant revenue as an average percentage of
 
Total Revenue was 80% over the period 1978 to 1985. There has
 
been little variance from- this average percentage during the last
 
seven year period. All other NCBA activities constituted 20% of
 
total revenue.
 

6.5.1 AID Funded Core Grant Alternatives
 

Three grant reduction alternatives present a range of
 
possibilities that addressed several areas as summarized below:
 

o 	Formula Based on Previous Years: A negotiated formula
 
could be used in which a fixed percentage of the contract
 
level for the previous three years determines the core
 
grant for the coming year. The primary advantage is
 
that if contract funding in any one year drops off
 
significantly, the core grant reduction would not
 
significantly impair NCBA ability to generate new field
 
projects. The "special relationship" existing between
 
NCBA and AID would also be maintained
 

o 	AssignIiiq Core Grant to Indirect Costs: An estimated
 
increase to 12.4% for G&A based on the current contract
 
volume would generate funds sufficent to replace the
 
current Core Grant. The increase would be passed,
 
directly to other AID mission and AID/W projects.
 

o 	Indefinite Quantity Contract: The support grant could be
 
replaced with an indefinite quantity contract (IQC) at an
 
estimated $700,000 per year for defined activities
 
(project identification, project design, training). A
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drawback of an IQC, according to AID contracts personnel,
 
is the processing effort and time required for relatively
 
. Serious d.l...y..an occuranda.ffet
sma1- work-orders. 


the timing of project identification and funding.
 

6.5.2 Alternative Funding Sources and Findings
 

Three alternatives for funding to replace the Core Grant are
 
presented below:
 

o 	Fundraising: Fundraising is generally pereceived as a
 
"good idea" within NCBA and AID. However, 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 may 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.
 

o 	Other International Development Agencies: NCBA has
 
developed two small contracts with CARE and the World
 
Bank. NCBA personnel perceive this market as difficult
 
to enter and NCBA has no competitive advantage over other
 
national cooperative organizations. The development of
 
work for development organizations other than AID would
 
require an initial investment in terms of qualified and
 
experienced personnel for a period of one to two years.
 

o 	New 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 development. NCBA is
 
conducting relatively few formal training workshops, with
 
only one to four workshops presented annually. Technical
 
assistance to host country delegations is an unlikely
 
area for NCBA revenue since charges for this service
 
would be generally' inappropriate. Another possibility in
 
the product/services area is publishing.
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6.5.3 Relative Risk
 

NCBA -- cearly have low relative risks inwoul continuing to
 
develop AID funded projects. The staff experience and organiza­
tional history are consistent with the placing of resources in
 
this area. Moderate 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.
 

6.5.4 Sustainability
 

The major project benefits or outputs to be sustained,
 
should the AID Core Grant be terminated or reduced, are project
 
identification, project design, and proposal preparation. These
 
outputs are used by AID missions and host country intstitutions.
 

A constituency requiring technical support could be
 
developed where international cooperatives projects are being
 
implemented. The development of projects in other host
 
countries, however, would require initiatives on the part of AID
 
and/or NCBA.
 

The AID experience with NCBA in terms of project development
 
would indicate that the projected benefits from core grant
 
activities justify continued AID investment. At issue, however,
 
is the form and extent of specific core grant or other AID
 
financial support.
 

6.6 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 objections. The following
 
are key areas for consideration for future or continuing NCBA
 
emphasis.
 

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

o 	 Cooperative Business International division: CBI is
 
generally recognized as an imlportant resourcei for the 
Division. CHBI is ut ii iz ing thn ostablishd] presence of 
NCBA in Jadi a nod I ndonn.5a tW '.plor, commodi ties,.; sales 
opportuniL tie s. 1The same apprioichI and technology may be 
appropriate fto r othr adevel1op ingC COuntries where the 

Division and ALID ace :xploring b iities.r 	 poopssi bi 

o 	 Cooperatives Cooraination: '1here may hu o)portunities to 

work with other coopera t Ves, in Ithe manneOr of Lhe 
current "Land o' cooporative part:norh: to1,oaLe s" 	 shi p, 
cosponsor international developm(ent eIfforts. The NCBA 

Board of Directors is a resource for simillar projects. 

NCBA neows I easos and news lett, col d bo used fo17rlo 


networking" cooperaLive-to-cuoperative opporttunities.
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STATEMENT OF WORK
 

ARTICLE I. TITLE: 

NCBA Institutional Support Grant Evaluation 

ARTICLE II. PURPOSE:
 

The primary purpose is to evaluate the effectiveness of the
 
International Division of the National Cooperative Business
 
Associa:ion (NICBA)--formerly the Cooperative League of the USA 
(CLUSA)--in meeting the core service function objectives of AID 
grant PDC-02l9-G-SS-3038-00 (January 1, 1982 through December 31, 
1985). A secondary purpose is to provide PRE and NCBA
 
decision-makers with information concerning the potential, and
 
possible alternative methods, for NC3A to achieve increased
 
financial self-reliance, and, thus, decrease the organization's!
 
dependency on A.I.D./W core grant support as the primary basis for
 
supplying the core service functions.
 

ARTICLE III. BACKGROUND: 

NCBA, or CLUSA, has been the recipient 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 functions for
 
establishing 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 have also enable NCBA to relate independently to their 
counterparts in the LDCs, and to involve U.S. cooperatives (non-AID
 
grantee cooperatives) in overseas projects.
 

According to the program description in the Three 'year PRE grant 
that e.oired on 31 December 1985 ........ The primary goals of the
 
international development programs of CLUSA (NCBA) are to impnrove 
the living standards of low income people and to ex(pand their 
particioatofy access to material and social 'benefits. CLUSA'S
 
(NC3A's) strategy for achieving these program goals is : o assist and 
advise the establishment and operacion of inftetrated coooerative 
systems which provide producers with more adecuate incentives to 
increase production. This strategy involves CLUSA (NCBA) in the 
development at all levels of agricultural production and related 
systems for input, supplies, credit, grading, packing, storage, 
marketing, processing and distribution.
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0T4e core service functions of the international Department will
 
include : 

I. 	 field exploration and project identification;
 

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

3. 	 project implementation and backstopping;
 

4. 	 orocurement assistance and coordindtion;
 

5. 	 project evaluation, identification, design and administration
 
of projects involving matching fund granrs, and !QC or
 
collaborative assistance agreements;
 

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

7. 	 assistance to national coocerative organizations and host
 
governments in analysis of development potential in specific
 
activity areas;
 

8. 	 collaboration with other cooperative development organizations
 
in joint studies, evaluations and design of development
 
projects;
 

9. 	 develocment of. oractical proposals for expanded utilizations 
of PL-480 commodities and/or related surplus currency
 
accumulations, in develooment programs directed at improving
 
food production and related cooperative supply, marketing and
 
processing infrastructures; and
 

i0. 	 serve as a resource information clearing house -o- develocina 
country cooperatives or trade, echnical assistanc, tran Jng,
tecnn1ca delegation visits to U.S. coocera ive :ac:1:.'ies." 

7eo A. D . /W suppD r t NC?3A :o 0as 
a high ly technical and program mat Ic expertIse in COa:>e. i LV 
develocment in LDCs. NCBA has recently un-Jercone a 
reorganization including the reolacement/hiring of new pesonre, 
rezarget<ng its international program ooerations, anc Litiatinc 

Dur ing e of .	 , .t-e::Ioted J,:e~op 

trace 	 develoomen- activit - ro th '-D 
Coocerative ausiness lnternational . Each of t.. c s, In some 
'dV, was intended to broaden LNC3A capab l ties and cover .e, and to 
i ncrease the c ffor ,neratng otLe undingorcianization 's .otential 
for program development and support, and taus decrease '>. 
oCCendenc'/ on A.I.D./W institutional funding support. 

V 
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Over the past several years there have been a number of USAID and
 
,\CBA croject evaluations, reviews and audits of overseas field 
projects. These will orovide source material for supporting
 
analyses as will cabled inquiries to USAID and NCBA field staff,
 
communications with member organizations and interviews wi:n
 
appropriae A..D. and NCBA headquarters staffs.
 

ARTICLE IV. SCOPE OF WORK: 

The contractor will provide oersonnel with appropriate expertise
 
(evaluation, financial and management analysis, aconomics and 
marketinc) ,to accompiisli the following as they relate to the 
institutional supoort crant. Treatment of other ICBA activities 
impacting on orant-sunoorted activities will be decided on a case by 
case basis in consultation with the evaluation project orficer. 
Modifications within the framework of this scope of work which may
be necessary during the course of the evaluation (because of "new' 

information, data gathering constraints, etc.) are subject -o review 
and approval by the evaluation project officer. 

A. interviews and Research: The team will in-ervew selected 
LNCBA Wasnington staff, field personnel, Board of Director members, 
Association members and A.I.D. officials from central and/or
 
regional bureaus with responsibility for backstooping NC3A projects 
or countries with NCBA projects. These interviews, coupled with 
research regarding pertinent A.I.D. evaluations and audits, and 
canled inquiries to appropriate USAID Missions, and/or NICBA field 
staff, will form the basis for the evaluation analysis and 
recommendations. The team will oresent and discuss wit ICSA staff 
and A..D. officials findings and recommendations before and after
 

preparation of draft and final r ,ports.
 

3. Organization Review: 

i. Provide descrictive material to include: 

a. Structure, Staffing and Responsibilities of the 
International Division of NCBA; r e1aionshio of this 
division to other involved actors ( ie, >CBA/CBI, Board of 
Directors, mem.ership, etc... 

b. Funding sources, by year and by application (A.I.D. & 
others). 
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2. Analyze data on the organization with particular emphasis on
 
efficiency and flexibility necessary to effectively achieve grant 
objectives, to include:
 

a. 	 Critical factors in the structure which serve either as 
constraints or ocortunities to accomplish international 
development objectives.
 

b. 	Ability with financial, physical and human resources
 
currently available to respond to growth, and opportunities
 
or constraints imposed by the organization.
 

c. Appropriateness of staff and effectiveness of current
 
organization.
 

2. Findings, conclusions and recommendations resulting from the
 
above analysis.
 

C. Management Aporoach, Oterations and Strategy 

i. Descrictive 

a. 	 Management Approach as it pertains to grant implementation. 

b. Strategy and operations as they pertain to implementation 
of the cen core service functions as stated in numcer III, 
above. 

2. Analysis and Evaluation of data on strategy, management and 
operations to include:
 

a. Effectiveness of program planning, field support (project 
identifi.cation, design, monitoring, technical assistance, 
etc.). 

b. Organiza'tional impact, capability and flexibility to
 
support either increased or de creased field ooerations.
 

c. 	 Standards for olanning, monitoring, ev;aluating, revising 

field projects.
 

d. 	Relationship between Washington and field offices.
 

e. Presence of short- zrm/long-term strategic clans 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 Operacions.
 

D. Future Plans and Financial Requirements
 

To help determine future PRE policy toward core grant funding of
 
NCBA, the evaluation shall include descriptive and
 
analytical/evaluative mauerial on The following.
 

a. NCBA plans concerning future objectives and desired
 

accomplishments.
 

b. Organization workload capacity as presently configured.
 

c. Current and Qzojected financial status.
 

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

e. Potential alternative funding sources.
 

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

The team will be expected to provide Findings, Conclusions and
 
Recommendations on alternative approaches to meeting NC3A funding
 
requirements.
 

E. A.I.D. Cross - cutting Evaluation issues
 

To the extent feasible, the Team will address the cross-cutting
 
issues established by A.I.D./PPC/CDIE, Janiary 1986 (attached) by

briefly responding, in a separate section of the report (with
 
additional narrative or by reference), to appropriate questions on
 
Sustainabilityi and Women in Develooment. The :moact on Env-ironment
 
Issue is not relevant to tnls evaluaCion. The appropriateness or 
cuestions will be decided in consultation with the evaluation 
project officer.
 

ARTICLE V. REPORTS
 

This evaluation should determine whether objectives of the core
 
support grant are being achieved and if the A.I.D. grant is an
 
efficient effective means of achieving them. This evaluation should
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the future and assist A.I.D./PRE in
 
also assist NC3A in planning for 


in the future. The
 
nature continued support

determining the 	 of 

NCEA's
 

report should include an in-depth analysis of 


organizational/management structure, 
management approach, strategic
 

pro~ections.

objectives and workload, staffing and financial 


interviews, the evaluators will
 
Upon completion of research and 


to NCBA describing
provide oral de-briefings to A.I.D. and 

Following this, contractor will prepare and
 

preliminary findings. 

a draft report, using a
 

provide, within two weeks, 12 copies of 


format agreed upon with the evaluation project officer, describing
 

the findings of the evaluation, and supporting analyses, conclusions
 
on ceport


and recommendations. (Suitable guidance material 

to contractor.)
orecaration will be provided 


review and
 
The drafts will be circulated within A.I.D. and NCBA for 


allowed for review.
 
comments. Two-weeks will be 


research and supporting
the reviews, further
if necessary, based on 

Two weeks will be allowed for these
 

analyses will be undertaken. 

a revised draft will be prepared for


12 copies of
activities. Then, 
 this revised
Two weeks after receipt by PRE of 

a second review. 


the contractor. Subsequently,

draft, comments will be returned to 


two weeks in which to provide 12 copies of
 
the contractor will have 


the reviewers. One of
 
a final report, incorporating the comments of 


on 8 1/2 X 10 1/2 paper, unbound and of letter
 
the copies will be 

quality suitable for duplication.
 

RELATIONSHIPS AND RESPONSIBILITIES
ARTICLE VI. 


report to Carolyn Weiskirch, PRE/PR, Room 3311
 The contractor will 

NS. Tel: 647-5624/5214.
 

TERM OF PERFORMANCE
ARTICLE VII. 


desired completion
1986 and the 

The desired starting date is May 19, 


date is Aug 15, 1986. 	 No travel is anticipated. A six-day work
 

needed. For weekend/holiday work the normal
 
week is authorized, as 


daily rate will apply.
 



INCORPORATING CROSS-CUTTING ISSUES
 
INTO 1986 EVALUATIONS
 

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 question of

sustainability is fundamental to all projects but 
frequently has
not been 
given adecuate attention. Women in development and

environmental impact are 
likewise dimensions of our work common to
 
many projects - at 
times overlooked.
 

The objective in incorporating 
these issues is to enable the
 
Agency to obtain 
a comprehensive review of 
its performance in
these areas 
of project activity. 
 The review will be accommlished

by an examination of all evaluations and audits after the 
1986
 
evaluation period has 
been concluded.
 

The procedure is to include the 
following questions in planned
evaluations where, 
of course, appropriate. There may be a few
 
projects where one 
or two of these topics are not relevan:. We
 are not asking for special studies, though such studies are 
not

precluded if there a
is special interest. Not all questions need
 
to be answered specifically. 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 in their evaluations in 1986.
 

Mission and AID/W offices will 
receive a report 
in FY 1987 on the

results of this cross-cutting issues review. We 
welcome your

cooperation in this opportunity 
to learn about AID's experiences

in these important dimensions of its work.
 

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

January 1986
 



QUESTIONS TO BE INCORPORATED 1N
 

SCOPES OF WORK OF EVALUATION IN 1986
 

sustainabilit v
 

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 provide lessons learned as
 

to whether sustainability will or will not be achieved.
 

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

sustained after donor funding ends?
 

ii) 	 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 helps
 
to ensure the relevance and sustainability of
 
development projects.)
 

iii) 	 What host country policies threaten sustainability of
 
the activity? How are they being mitigated? What
 
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) are being
 
developed to continue project benefits? Will they be
 
in place once donor financing ends? W-111 the
 
organisaticn have the capacity and flexibility to
 
respond to changing conditions? What system has been
 
developed to adopt (or adapt) new technologies?
 

v) 	 What financial provision is being made for operations
 
and maintenance and the replacement of capital
 
equipment, e.g., recurrent and capital costs and
 
foreign exchange requirements?
 

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

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

Women 	and Develooment
 

i) 	 How were the interests of women taken into account- at 
the d-eaj;n a-nd appraisal stages? in what way did women 
participate in t'1is pLocess? How did their partici­
pation affect project achievements? 



ii) 	 Were gender-specific data available or have they been
 
developed during the project cycle and how have they

been used in terms of goal-setting, activities,
 
resource-allocation, etc.?
 

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

product:ion and markets
 
income
 
workload division of work
 
role in household and community
 
health conditions
 
education and training
 

iv) 	 During project implementation or after project

completion, did it appear that the impact on women
 
differed from what was foreseen at the appraisal

stage? 7n what ways? Does it appear that significant
 
factors concerning women were ovelooked at the
 
appraisal stage? How did women's participation affect
 
project outcomes and impact on development?
 

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

Impact 	on the Environment
 

i) 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 implementation
 
redirected in midstream?
 

If redirected, was a chance made in the project
 
strategyli?
 

ii) 	 Projects not explicitly addressed to environmental
 
issues:
 

If environmental concerns were incidental to oroject
 
design, then:
 

Was the project exempted from environmental review
 
during the project approval process because it was
 
thought that there would not oe any sicnificalt
 
negative impact?
 

\ 



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

if the project was thought to have significant
 
negative impact and was analysed during project
 
design as to the nature and extent of The predicted
 
impact, was this impact mitigated or avoided?
 

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

Is there a host country environmental policy? How
 
did the project foster the development or implemen­
tation of such a policy?
 

Did the host country support the development of
 
institutions for assessing environmental impact and
 
environmental monitcring?
 

How were environmental issues and intervention
 
incorporated into project management by both dono)r 
and host country?
 

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

B.2 PROCEDURE
 

B.3 PERSONS INTERVIEWED FOR TIE EVALUATION
 

Supporting information for the evaluation was drawn from 
interviews with individuals at the Agency for International 
Development and the Nat ionaL Cooperative Busi ness Association. 
The name, title, and agency (where applicable) for each of these 
individuals is presented below. 

B.3.1 Agency for International Development 

Russell Anderson Director 
 PRE/E
 
Charles Buchanan Deputy Director AFR/PRE

al Gray PVO Coordinator PPC/PiB 

Jean 1. [Iachen Contracting Officer A[D/W

Wilibert iloLcomb Cooperative Development Officer PRE/PD 
Ann MacDonald Officer in Charge ANE/SA/I
Jo mes Manley Off]ce r in Charqe ANE/SA/P
Har thon Munson Dir ector: APR/PRE 
Robert G. Pratt Project Development Officer ANE/PD
 
Louis C. Stamberg Deputy [Director FVA/PPE

ilerbort Wegner Cooperative Development Officer PPE/PD
 
Stephen Wingert Chief LAC/DR/RD
 

.3.2 National Cooperative Business Association 

E. Morgan Williams President and Ch ief ExecutLtive Officer 
Stewart Kohl Executive Vice President and Chief Operating 

Officer 
Allie Felder Senior Vice President 
Nancy ianto.a Vice Iresident, Kovernment, Public, and Membr: 

Rela t i onis 
Peggy Sheehan Vice President, Fiscal Policy and Ma rket 

El].yn Hlotek Vice ,,hlt:, ion and Win'Pru.-i Administrat irarc' 
James Reiclert Di rector, Cntn:LcL. Ad.iti niat; il.i(ni 
Leonard1! Yaegjer Vice( Prusi (Thut and (Chieaf OperaLi ny 011:icer, 

Coope raLiv Hus i n~ s lnt-Lrria L aa 
Lawrence larrison 
 Vice President for lut-r uLi,ional [Development 
Karen Schwartz Deputy Vice Brns-i tL-

L. James Alrutz Iegiona] Di ra, Ltar, Afri 
Susie Jones Director, Prugram SupporL did Eva Ilation 
Lyle Brenneman Director, lie ye I ampnt Resources 
Thomas Carter CLUSA Rerusen it t:iv, Iidia 
Ronald Phillips Chief of Party, Niger 
Robert Freitas Cooperative Admi iii[rator, Equatorial.Guinea 
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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 
each of these analyses is presented below. 

B. 4. 1 Logical F ra mework 

The logical fr_-amework or log frame is a tool used for 
presenting a proj oct dovelopment hypothesis and analyzing project 
design. r.'he log 1r-ame works)-h oet is divided into 1:or 17 ho1rizontal 
rows: Goal, iUrV[pose, Ountput-;, a rnd 1i purts; and [oul- columns 
Narrative, Obj ct i vol y T(olei :1 i a (b] id Lea t r s, I , ill,; oI 
Verification, ald Assuiptions (so ,, lijur-, ). 'iL lotlr rows 
consti tuto a hh i ra rchy ol accolp:iiA;lloent: , ill which 1Ichieovoinents 
within thie catogor[ owaird tih hottho C:oll t rihut to ach ji.ve­
ments within tie categor-ies t-oward the top. hOLlfour columns 
represent descriptionS anll( conditli 011:; associalted wt-h th project 
goal1, pui eo , ouLpiuIts, and i pti :s. L.'achl of- t ho i;o cxit ogories is 
Ci scussod b eow. 

Figure B-I
 

Log Frame Structure 

Objectively Means of 
Verifiable Verification/ 

Narrative Indicators Sources Assumptions 

Goal 

Purpose
 

Outputs/
 
Activities 

Inputs 

B.2
 



Goal - Narrative Summary
 

The goal is the aim or end toward which the project purpose
is directed. A goal may be an condition or a problem to be
 
addressed. An entire program may be directed toward the
 
achievement of the goal. Generally, a goal is not achieved by
 
one project alone, but is the end toward which a variety of 
projects (and non-project activities) are aimed. The project

goal is the end to be achieved, and the project purpose is the
 
means by which to reach that end.
 

Purpose - Narrative Summary
 

The purpose is the overall objective which the project is

designed to achieve. The achievement of the purpose should
 
contribute directly to the achievement of the goal. For
 
instance, a project purpose could be to increase small farmer
 
agricultural production, while the goal may be to decrease host
 
country dependency on agricultural imports. 

Outputs/Activities - Narrative Summary 

Project outputs are the specific outcomes to be produced by
 
means of the project inputs. The outputs may be quantitative,

such as number of farmers trained; qualitative, such as the
 
development of a more effective accounting system; and
 
attitudinal, such as increased awareness of cooperative

principles. 
 Project activities (e.g. the process of constructing

warehouses) are components of the outputs, though it is the
 
specific end results (number of warehouses constructed) which are
 
properly termed outputs.
 

Inputs - Narrative Summary 

Inputs are the materials and resources provided by the host
 
country and the donors in order to produce the project outputs.

Inputs include personnel, commodities, training, technical 
assistance, funds, and other items.
 

Objectively Verifiable Indicators
 

An indicator is a sign or index which expresses a level of

achievement within each of the four rows (goal, purpose, outputs,
and inputs) of the log frame matrix. An indicator, as a 
measurable unit, facilitates assessments of project performance. 
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Means of Verification 

The means of verification are the identified kinds and 
sources of data needed to support the indicators. This includes

documents and organizations from which data can be collected,

monitoring and reporting systems, and surveys. Activities to
 
operate a reporting system or conduct surveys should be included
 
as project outputs.
 

Assumptions
 

The assumptions are the identified significant external
 
factors or conditions which are essential to successful project

implementation. The assumptions refer to conditions or
 
constraints over which the project personnel have no control.
 
There are normally different assumptions for each level of the
 
project. For instance, goal assumptions may include conditions 
of political stability and favorable weather; input assumptions

could include the availablity of qualified staff and funding

provided on a timely basis.
 

B.4.2 Mobley Matrix
 

The Mobley Matrix is a process for analyzing the arrangement

of data to assess progress and examine financial alternatives.
 
It provides a layout of past period results in form whicha 
subjects them to fast, comprehensive analysis. It identifies
 
operating strategies underlying past period results, and predicts

the effects of proposed strategy changes on future period
 
results.
 

This tool provides a distinction between cash and non-cash
 
items by generating a Cash Statement from the Income Statement
 
and Balance Sheet. It gives functional comparisons between
 
Point-in-time, Period, and Flow-in-time statements. It also 
facilitates business planning by making policy or strategy deci­
sions so the program can calculate and project future pro-forma
financial statements showing the consequences of such decisions. 

The Mobley Matrix was used to complete the projected
increased overhead burden rate to supplant the Core Grant. 
 In
 
doing so certain assumptions were made which can be refined by

NCBA and may be subsequently adjusted.
 

Value of Retained Earnings on the Balance Sheets was changed

to the account "Other Liabilities". This was an insignificant
 
change.
 

Hidden depreciation was separated from Fixed Expenses. This 
was left as a Balance Sheet Adjustment to "raise a flag." In 
1983 and 1984 this was a write-up and in 1985 it was a write-off. 

B.4
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In the planning cycle for 1986 only three numbers were
 
-- changed~ 

1) Sales was set to the estimated revenue less other
 
revenue which is also displayed.
 

2) 	 Other revenue was set to the planned amount.
 

3) 	 Variable expenses was increased so that it was the
 
same percentage of Revenue as it was last year.
 

Breakeven is higher now at 
$7,560,000 instead of $5,336,000.
 
With more information about variable expense, greater accuracy
 
was 	achieved with the Breakeven Analysis.
 

A planning run 'reduced the planned revenue by $886,000 (the
 
amount of the grant) and reduced Variable expense proportionally.
 
The Fund Excess is just above Breakeven. This indicates that
 
NCBA is very close to breakeven if the grant is reduced by this
 
amou.
 

The following is a chart of accounts grouping used to
 
produce the matrix and the financial analysis.
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GROUPINGS OF ACCOUNTS
 

MATRIX ACCOUNTS NCBA ACCOUNTS
 

Balance Sheets 

Cash Cash
 

Accounts Receivable Contracts Rec.
 

Inventory 


Other Current 


Depreciation 


Net Fixed 


Other Long Term 


Accounts Payable 

Taxes 


Debt 


Other Liabilities 


Capital 

Retained Earnings 

Rec. from Coop. League Fund 

Other Receivables 

Literature Tnventory
 

Prepaid E.penses 

Advances 

Deposits 

Depreciation
 

Property & Equipment
 

Contract Advance Funds 

Investments -in Coop 

Accounts Payable 

A/P to National Coop 

Payroll. Taxes 

Note Payabl( 

Cash (verdrift 

Other AVX ,n , L:]xenses 

'tota ,In! '- 1rLiabi .i ties 

[llll:s l;I (I ill ,s Tn 

I,NembershAp Equ ity 

Nothing 
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GROUPINGS OF ACCOUNTS
 

MATRIX ACCOUNTS NCBA 	ACCOUNTS
 

Revenue Statement 

Sales 	 All Revenue Except
 

Other Income 

CGS 	 Printing 

Amortization 	 Nothing 

Taxes 
 Taxes
 

Fixed Expenses G&A 	 Salaries
 

Fringe 3enefits 
Commun ice tions 
Office Supplies 
Dues & Suoscriptions 

Equip. Rental and Maint. 
Rent ' Util. 

Variable Expenses 	 Direct Non-Contract Costs 

Outside Services 
Tra v 2 1 

Col ferences 
Mis cell a no us 
OtLher Cost 

Other Expenses 	 Other Income 

Contract Programs - Direct 

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

1-,.F7 . , Z 1,'% 27 4 SALES 

NET NC0* ',O 5 T,... COST OF .000 SOLD I',.INCOME 

StiLEP,,."::.....?fTH_,': .34T: 3iL05 3]5?5 '3E[ TO-INV ," 5,4LE5 IY #hu2I."T:,O,, :c :N,.,.IU'" ''',',.;" 

,,c, ~~~ ,,' ~ HA ~,cS ~ . ICtE :"F,,,, I.'ifC11 PrrC D, T30* 1r "RE[,: T 

NET ,;, C.00 IT PORCH / l TOIN 1 ' RE['T ru,H(ES (I 

NET i"" i E,LITY .1 AVERAGE EOLUTY 434 MFG OVERHEAL ADo TOi",V MFGOVRHE. 0 

!1 OTH NC0,T,,N?N. .....p") , N, M soOJcTi IN", PRODUCTION 

E L E 16. INTERES! EXPENSE 436 /RIALE EXPENSES .SLES 6T: RIAF;BLE ;PENSE. 50K 
PA'A" IiE q 12.4 ,NNUOL.3. .TI .------­------- , 

NVENTORY 41,4 DIYIDENDS 274 FSED ETY GL! TY . ., ISETS SES 1,62,Fl ED EXPE O 4 

CASH 1.1 
.EAVEYEN 7560 rIED INVEST / TOTASSETS 32. FINED INYESTMENT 

"'LANNED PERIOD RESUILTS 

BEO NI l i M'.LANCE BALANCE SHEET INCOME STATEMENT CASH ENDING BALANCE 
i/1HEET ' ADJUSTMENTS STATEMENT HEET 1 'h 

ASSETS "ASET 

0 0 CHANGE IN CASH 50 CASHCA3H 

PE L IB E11 333 0 SALES 85 TIOS 3426 RECEI)A LESCOLLE2 42 

INVENTORY I1I01 COST GOODS SOLD 110 PRODUCTION .I4N1E.,TO.RY I? 

OTHER CU.:ENT 180 0 AMOFpTIZATIOIN 0 PREF... MEN, 56 OTHER CURRENT 24 

GROSS FIYE' 1044 0 INYESTMEMNT 532 GROSS FI(ED 17 
ACCUM DEF'C1ATIOI 314 0 DEPRECIATION 181 ACCUM DEPRcI'" " 475 

NET F4 7' NETFI iED 

,,  ' DThEF LEK .... 4 6 INYESTMENT OTHER L_4 4?:TY A', OTHER AI OTHIER " TET 

TKE /L SCr-": E.3;') TOTAL ADJUST 101 TTAL AS.- ? 
.....................-.... ----------------------------------

LIABILITIES INETWORTH tIAF:LITIES 

,AXES DUE 8 0 TAXES 14 TAXES TUE 14 

PAYADLES 339 11 EXPENSES 7,185 D? F.EMEMNT: 4 -c0 1Fi 

DEEBT 200 p0Rpel-PA .Ypc 714 DENT 9144 

OTHER LIABILITIES 649 0 OTHER EXPENSES 4b5 REEEIYE-PAFI -4165OWED LIABILITIES 649 

CAPITAL 484 0 PAID INI-OUT 0 CAPITAL 484 
------------------------

RETAIN EARNINGS 0 0 NET INCOME 274 DIVIDENDS 274 RETAIN EARNINGS 0 

TOTAL LIAB & NW 1680 TOTAL ADJUST I(') TOTAL LIAB & N 2241 
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