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EXECUTIVE SUIIARY
 

In May 1988, two consultants of Management Systems International
 
(MSI) assisted the USAID/Rwanda Mission in performing an internal
 
program review, aimed at increasing the programmatic integration
 
among the Mission's projects. The main objectives of the review were
 
to (i) examine the Mission portfolio for coherence among the

different activities, (ii) sharpen the objectives, performance

indicators and assumptions of the program and its component projects,

and (iii) identify monitoring & evaluation data requirements and
 
recommend simplification of the reporting system. 
 The consultants
 
were to interact with Mission and project personnel by conducting a
 
workshop and possibly a seminar.
 

The 	timing of the consulting mission proved to be very

opportune, since summer 1988 U.S. 	 of
in the of all officers 

USAID/Rwanda (except the controller) will 
be changing, and a large

number of key contractor personnel (IWACU, PRIME, Technoserve, FSRP

projects) will be leaving. 
 Thus, the present report will hopefully

serve as an 
important element of the institutional memory for the new
 
team.
 

MSI developed for USAID/Rwanda two new program management tools:
 
the Portfolio Overview Matrix and the Program Evaluation Matrix. Both
 
are based on the observation that the objectives of USAID projects,

inwhatever field, fall into a 
limited number of categories:
 

o 	 Project goals may be economic (income), welfare (e.g. potable

water, health) or population control.
 

o 	 Project purposes are changed practices, policies (nominal and
 
enforced), individual skills and awareness, and increased
 
institutional effectiveness, coverage and self-sufficiency.
 

o 	 Project outputs consist of different systems (designed and
 
installed), persons trained, studies, policy 
 dialogue,

institution-building, infrastructure and commodities.
 

o 
 Project inputs are funds and technical advisors.
 

The Portfolio Overview has one column for each project 
in the

USAID/Rwanda portfolio. 
 In each column, project objectives are
 
arranged according to the above categories. This makes it possible

for the program managers (Mission Director and Program Officer) to

have an across-the-board view and see at a glance what the whole
 
program aims to accomplish in a given field, e.g. policy reform or

institution-building, and what are total
the program inputs (e.g.

training) and resources (e.g. technical assistance). The Portfolio

Overview also facilitates a cross-cutting view which permits program

and project managers to detect the relationships and possibilities

for synergy among various projects, e.g., the forthcoming

Agricultural Productivity and Resource Conservation Project or
 
Natural Resources Management Project could bolster the privatization

objectives of 
the 	PRIME project by promoting the privatization of
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MINAGRI nurseries and fish ponds.
 

The Program Evaluation Matrix (PEN) is similar to the Portfolio
 
Overview in that each column represents a project and each row
 
represents a type of objective. Inthe PEN, however, the contents of
 
each cell is the progress achieved by each project on a given date
 
towards each objective. The use of the PEN for reporting (with every

project manager filling out one column) would focus the attention of
 
the program and project managers on what is really important
achievements at the level of projects effects and impacts. At the
 
same time, the PEN should considerably reduce the reporting effort,
 
since less time will be spent on detailed reporting of activities and
 
inputs. The PEN makes it possible to print out "horizontal"
 
programmatic reports, which record progress of the entire program in
 
a given topic such as policy change or institution-building.
 

The Portfolio Overview and the PEN were used to organize the
 
information provided by Mission and project personnel and culled
 
from project documents. This review suggests the following
 
conclusions and recommendations:
 

(a) The orogram goal of USAID/Rwanda should be defined as "increased
 
and sustainable per capita income". This goal subsumes all
 
USAID activities in family planning (reducing population

growth), in policy reform, in agriculture and private sector
 
development (stimulating economic growth) and in resource
 
management (assuring sustainability).
 

(b) The ouroorted USAID objective of employment generation is not
 
effectively fulfilled by present private-sector projects (PRIME,

PED and IWACU), since these have only a minimal direct
 
employment effect. An investigation of the possibilities for a
 
more direct intervention focusing on employment generation
 
concluded that this field is already well occupied by other
 
donors, and that USAID does not have a comparative advantage in
 
it. Consequently, it is proposed to reformulate the USAID
 
private-sector program purpose to read: "Increased investment
 
and economic growth in the rural private sector", with
 
"increased piductive off-farm employment' as a byproduct of
 
economic growth.
 

(c) The two USAID oolicy projects (PRIME and ASPAP) have only a
 
limited impact on GOR policy, basically because present policies

do not constitute a critical obstacle to development in Rwanda
 
as they do )n some other developing countries. Consequently,

the policy field should have a low-profile, ongoing "policy

maintenance' USAID presence. A future evaluation of PRIME
 
should examine the possibility of merging itwith ASPAP into one
 
management unit.
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(d) The IWACU Drolect has been successful in making the IWACU
 
training center nearly entirely Rwandized and partially

financially self-sufficient. Its potential client base ishuge:

3300 co-ops and 9000 informal groups at present. Future USAID
 
assistance should build on 
this success by promoting new
 
informal groups, establishing IWACU branch offices, and creating
 
a Marketing and Services Unit to provide marketing and technical
 
services. IWACU should promote groups to serve the future USAID
 
agricultural project, e.g. for marais development.
 

(e) 	The Technoserve project, In contrast, is in the 
process of

exhausting its potential 
client base of about 100 medium-sized
 
enterprises, and has not invested much effort in catering 
to
 
smaller producers or in institution-building (except for
 
institutionalizing Technoserve's own presence in Rwanda). The
 
forthcoming evaluation of Technoserve should critically examine

whether after PACD its purposes could be more cost-effectively

accomplished by the proposed IWACU Marketing and Services Unit.
 

(f) The NRM (Natural Resources Management) Droject, as presented in
 
its PID, has a classical soil conservation orientation, with
 
only long-term effects on agricultural production. This can
 
only lead to generalization of the present situation in
 
Ruhangeri, where FSRP the RRAM projects are
the and 	 working

without any organic connection. We submit that the future USAID
 
project with MINAGRI and ISAR Must include both production and
 
soil conservation aspects, so as to offer the farmers an
 
integrated package. Upon PACO of the FSRP project, it should
 
be terminated and its activities taken over by the NRN. To
 
make this change in'orientation concrete, the name of the NRM
 
oroject should be changed to one which stresses its oroduction
 
asect. 
We suggest the name PARCS (Productive Agricultural and

Resource Conservation Systems). An alternative that would have
 
more immediate effects would be 
to amend the FSRP to include
 
NRM research activities.
 

(g) The Family Plannina II project as designed has an emphasis on
 
expanding FP coverage and increasing involvement of the private

sector in delivery. This orientation fits with USAID's other
 
program objectives. The possible links with IWACU for training

of private-sector FP delivery agents should be explored.
 

(h) 	The oartictoant tratning Droects (HRDA, SAARFA, Kagera Basin)
 
were not covered by the present report since they are the
 
subject of a forthcoming DAI/MSI mission.
 

() 	The future USAID/Rwanda program implied by the above
 
recommendations 
will be sharply focused on three purposes
(population control, sustainable agricultural growth and rural 
off-farm income generation), have very few management units (FP
II, PARCS, IWACU, ASPAP and PRIME - the latter two possibly

combined), and show a high degree of cross-project integration.
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(j) Follow-on activities: The Scope of Work asked for a seminar to
 
USAID, GOR and project personnel about monitoring and
 
evaluation. After consultation with the responsible USAID
 
officers, it was deemed more appropriate to hold this seminar by
 
a follow-on mission in February 1989, when the entire new USAID
 
team will be on board. The objectives of this mission will be
 
to (i) promote a synergy among the USAID/Rwanda projects by
 
stimulating an exploration of cross-project connections by the
 
personnel idvolved, and (ii) put into effect the proposed
 
simplified project reporting system.
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I. INTRODXCTION
 

During May of 1988, Management Systems International (MSI) assisted
 
USAID/Rwanda in carrying out an internal program review. This report
 
presents the results of the review.
 

1.1 	 Scope of Work for the-USAID/Rwanda Program Review
 

The Scope of Work for the USAID/Rwanda program review is presented in
 
Annex D. The SOW lists the following objectives:
 

" Assessment of whether activities are consistent with 
strategy objectives; 

" Identification of constraints to key program objectives - in 
particular employment generation; and 

" Identifying indicators to monitor program activities more 
systematically. 

In order to achieve the above objectives, the Scope of Work suggests
 
completion of the following tasks:
 

(a) Help the Mission prepare a Logical Framework which reflects
 
the CDSS and facilitates Mission critique of the strategy,
 
including indicators and key assumptions;
 

(b) 	Conduct a workshop to revise the program LogFrame and
 

identify key indicators for tracking performance;
 

(c) 	Conduct a mid-term review of performance;
 

(d) Recommend simplification in contract reporting
 
requirements; and
 

(e) If time allows, conduct one seminar for Mission, Project
 
and GOR staff on evaluation and monitoring systems.
 

1.2 	Co=ents on the Scope of Work
 

1. 	There may be an inconsistency between the Scope of Work objectives,

and the tasks suggested for achieving the objectives. Whereas the
 
objectives list "assessing whether program activities are consistent
 
with program objectives', tasks list "conduct a mid-term review of
 
performance".
 

To "assess consistency" is a modest, analytical task. To "review
 
performance" of an entire program (project portfolio) is an ambitious
 
data collection task. MSI has done a thorough job of "assessing
 
consistency', but has "reviewed performancen only to the extent that
 
performance data were available in individual project evaluations
 
and project implementation reports. MSI collected no original data
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on project performance.
 

2. Tasks (b)and (e)suggest that MSI:
 

"Conduct a workshop to revise the program LogFrame", and
 

"If time allows, conduct one seminar for Mission Project and GOR
 
staff on evaluation and monitoring systems."
 

MSI conducted the first workshop but not the second. This was due to
 
lack of sufficient time to carry out the seminar. Also, it makes more
 
sense to postpone the seminar until early next year when virtually the
 
entire Mission staff will have been replaced.
 

1.3 Context of the Scope of Work
 

A broad, programmatic approach to analysis is particularly

appropriate now for two reasons. First, AID management in Washington, and
 
A.I.D.'s friends in Congress, are very concerned with what they perceive
 
to be the "fragmented nature " of AID efforts overseas. Second, virtually
 
the entire USAID/Rwanda team and the majority of key expatriate contractor
 
personnel is being replaced during the summer of 1988. What better basis
 
for a "new regime" could there be than a recent review of project
 
consistency with program objectives, and of project progress toward those
 
objectives?
 

As a rule, A.I.D. evaluation efforts are directed almost exclusively
 
at achievement by narrow projects of limited objectives.
 
The review presented here of coherence and progress throughout an entire
 
portfolio of an A.I.D. mission may be unique. It is MSI's view that
 
USAID/Rwanda should be congratulated for undertaking a broad,
 
programmatic review effort at this time.
 

Below is a quote from a cable (state 103508 of 4/4/88) expressing
 
A.I.D./Washington's concern that USAID Missions carry out integrated,
 
programmatic efforts:
 

"Are the various kinds of resources (DA/ESF/PL480)
 
being used in an integrated fashion? Do all aspects
 
of the program fit into a unified strategy which
 
focuses on central problems, and which the various
 
elements are mutually supportive?"
 

1.4 Methodology for the USAID/Rwanda Program Review
 

The USAID/Rwanda program review presented in this reported was
 
carried out by Dr. Itil Asmon, and Dr. Roger Popper of MSI, under the
 
direction of Rose Marie Depp of USAID/Rwanda. Dr. Asmon's primary focus
 
was the coherence of project activities with program objectives, and Dr.
 
Popper's focus was summarizing project progress toward program objectives.
 

317.001 1-2
 



The team members stayed in Rwanda from 4/30/88 to 5/20/88 for that
 
purpose. In addition, Dr. Asmon stayed in Washington, D.C. from 5/24/88
 
to 5/31/88 for drafting the report.
 

MSI's review of the coherence and progress of USAID/Rwanda's program
 

took was carried out in three stages:
 

(a) Collection of data, information, and points of view;
 

(b) Analysis and tool development;
 

(c) Presentation and refinement of the analysis.
 

Details for the three stages are listed below.
 

Stage 1. Collection of data, information and points of view:
 

(a) Review of relevant USAID/Rwanda planning documents
 
(CDSS, ABS, selected Project Papers);
 

(b) Extraction of relevant performance data from all
 
available project evaluations (Cooperative Training 
and Research Center, Technoserve, PRIME, Family
 
Planning and Mother and Child Health, Farming Systems
 
Research, Fish Culture, RRAM, CARE Gituza Forestry,
 
etc.);
 

(c) Extraction of relevant performance data from all
 

project implementation reports (all projects);
 

(d) Interviews with USAID Mission personnel;
 

(e) Initial interviews with personnel from all projects;
 

(f) Visits to the Cooperatives Training Center (IWACU),
 
the Kigembe Fisheries project, and the Ruhengeri
 
Resource Analysis and Management (RRAH) project; and
 

(g) Visits to donors involved in employment generation
 
such as ILO, the Swiss Mission, the Canadian "Micro-

Realizations* project, and the ILO/UNDP "Micro-

Realizations' project.
 

Stage 1I. Analysis and Tool development:
 

(a) Construction of a master objective tree of the
 
USAID/Rwanda program including the objectives from
 
COSS, Action Plans, and individual projects;
 

(b) Preparation of a Portfolio Overview matrix, which
 
shows in detail the above objectives with their
 
indicators, in a way which allows an across-the
board comparison and aggregation of similar
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objectives for all projects in the Mission
 
portfolio;
 

(c) Construction of a Program Logical Framework
 
encompassing all of the above;
 

(d) Entering of all available progress data into a
 
"Program Evaluation Matrix" which has the same
 
categories as the "Portfolio Overview Matrix;"
 

(e) Production of "Program Progress Reports" which
 
represent horizontal slices of the "Program
 
Evaluation Matrix" and show across-the-board
 
progress. toward program objectives such as
 
institution-building, policy change, etc.
 

Stage III. Presentation and refinement of MSI's analysis:
 

(a) A workshop for presenting the Program Objective Tree,
 
the Portfolio Overview Matrix and the Program
 
Evaluation Matrix;
 

(b) Final interviews with personnel from all projects to
 
correct the logframes and the progress data; and
 

(c) Report writing, in Rwanda and Washington, DC.
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I. 	USAID/RWANDA OBJECTIVES AND STRATEGY
 

2.1 	 The USAID/Rwanda Project Portfolio
 

Table 2.1 shows the portfolio of USAID projects in Rwanda which were
 
in the implementation or planning stage during 1988. The present Internal
 
Program Review examined in some detail eight of these projects:
 

(a) Family Planning (FP) Phase I, which terminates in 1988, and FP
 
Phase IIwhich is currently being designed;
 

(b) 	Farming Systems Research Program (FSRP);
 

(c) 	Ruhengeri Resource Analysis and Management (RRA4);
 

(d) Natural Resources Management (NR4), which the present report
 
proposes to re-name PARCS (Productive Agriculture and Resource
 
Conservation Systems);
 

(e) 	Agricultural Surveys and Policy Analysis Project (ASPAP);
 

(f) Policy Reform Initiatives in Manufacturing and Employment 
(PRIME); 

(g) Cooperative Training (IWACU); 

(h) Private Enterprise Development (PED; Cooperative Agreement-
Technoserve).
 

Certain other projects whih form part of the current USAID/Rwanda
 
portfolio were only summarily reviewed, for the following reasons:
 

" 	 Projects which are terminating in 1988, such as: CARE 
Gituza afforestation, AFRICARE refugee aid, Fish culture, 
CCCD;
 

" 	 Centrally- or regionally-funded projects, which are also 
terminating (WMS II,Pond Dynamics); 

" 	 Regionally-funded participant training projects, which wil'I
 
be evaluated by a forthcoming DAI/MSI team (HRDA, SAARFA,
 
Kagera Basin).
 

2.2 	USAID/Rwanda Program Objectives
 

An Objective Tree shows the objectives at different levels and their
 
cause/effect relationships. The Objective Tree of the USAID/Rwanda
 
program is shown in Figure 2.1. The Tree is based on an analysis of the
 
CDSS, the 1989 ABS, and the logframes of the above-mentioned projects.
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The 1989 CDSS defined the goal of the USAID/Rwanda program as raisitn
 
the oer caota income of the rural majority. All of the above projects

contribute, directly or indirectly, to this goal. In this sense,
 
USAID/Rwanda has a goal-oriented program.
 

It should be noted, however, that certain country trend indicators
 
which form part of the Congressional Submission are not directly impacted

by interventions aimed at raising the rural per capita income. Such
 
indicators include life expectancy, literacy, etc. We believe that the
 
exclusion of direct interventions focused on these indicators is
 
justified, because:
 

- They are reasonably well covered by other donors, and
 

- USAID is a relatively minor donor in Rwanda ($6-8 N per 
year, out of total donor assistance of about $180 N per
year), so that its funds are more cost-effective if they 
are focused on 2-3 areas in which USAID has human resources 
and experience.
 

At the program purpose level (project goal level), the CDSS and the
 
ABS have defined for USAID/Rwanda a strategy which aims at three
 
objectives:
 

- Reduced fertility rates; 

- Generation of productive off-farm employment; and
 

- Increased agricultural production.
 

- These objectives invite the following comments:
 

Family Planning
 

The objective of reduced fertility rates is deemed entirely

appropriate considering the severity of the overpopulation problem in
 
Rwanda, and the established USAID capability in this area. The FP
 
activity, and especially the FP [1 project with its insistence on more
 
cost-effective, private-sector FP delivery, is well-oriented to this goal.
 

Emolovment Generation
 

The objective of productive off-farm employment generation is a
 
laudable one in view of the acute unemployment and underemployment

problem in Rwanda, where about 120,000 persons enter the labor market
 
every year. However, current USAID activities have at best a marginal

employment generation effect:
 

- The PED (Technoserve) project has so far assisted in the 
creation of 40-50 work places in three years (Sec. 3.7); 
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The IWACU project organizes and upgrades coops and informal
 
groups, which increases rural incomes but only indirectly
 
increases employment;
 

Any policy changes effected by the PRIME project are
 
expected to have only a minor impact on employment.
 

Thus the interventions do not have the required impact on the
 
objective. If the objective isnot to remain wishful thinking, either the
 
interventions or the objective should be changed. Accordingly, the MSI
 
team has examined at some depth the possibilities of a more direct USAID
 
intervention for employment generation in the informal non-agricultural
 
sector (which is estimated to employ some 116,000 persons, compared with
 
about 10,000 in the formal private sector). The results of this
 
investigation, detailed in Sec. 4.2, lead to the conclusion that there
 
does not exist a significant potential for a major USAID activity in this
 
sector. The reasons are that the total potential for employment

generation in the non-agricultural sector is small in comparison with the
 
needs; USAID does not have a traditional strength in this activity; and
 
the field may be covered by other donors.
 

Consequently, it is recommended to change the second purpose of USAID
 
activity in Rwanda to read:
 

"Increased economic growth in the rural private sector, and increased
 
productive off-far. employment."
 

This redefined objective puts the accent on economic growth, which is
 
in fact the main target of the PRIME, IWACU and PED projects, and treats
 
employment as a product of economic growth. This objective is realistic
 
in view of USAID capabilities and its concern for private-sector-driven
 
growth.
 

Increased Agricultural Production
 

The third CDSS and ABS program purpose is to raise agricultural

production. We propose an expansion of this objective to read:
 

"Increased agricultural production on a sustainable natural resource
 
base.*
 

This change will integrate the current and planned USAID activity in
 
resource conservation into its objectives. This is far more than a
 
semantic nicety: if respected in project design, it will mean that future
 
USAID resource conservation activities must also have a short-term
 
productive effect, rather than only a long-term soil protection effect.
 
It will mean the organic integration of farming systems research and soil
 
conservation research into one contract, which is not presently the 
case.
 
Along this line, one of the important recommendations of the present

review is to change the name of the USAID agricultural project currently

being designed from NRH (Natural Resources Management) to a name which
 
will highlight the production objective of this project. We suggest the
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name OPARCS" (Productive Agriculture and Resource Conservation Systems).
 

The above three purposes of the USAID/Rwanda program logically lead
 
to the program goal. Per capita rural income is a fraction, the value of
 
which will grow both by increasing the numerator (agricultural and off
farm production) and by decreasing the denominator (population).
 

AM
 

No discussion of USAID objectives in Rwanda will be complete without
 
addressing the scourge of AIDS. According to our current knowledge,
 
Rwanda is one of the countries most affected with this disease, with 18%
 
of some urban samples testing seropositive. Besides the terrible human
 
suffering it causes, AIDS is likely to have a heavy economic toll and
 
constitute a brake on development, since it affects primarily urban,
 
better-educated adults - the most productive members of society.
 

USAID presently contributes funds to WHO activities inAIDS research
 
and control. In the future, USAID may be requested to undertake a
 
separate AIDS control project. Such a project will have the effect of (i)
 
avoiding a decrease in the productivity of Rwandan individuals, and (ii)
 
avoiding a drain of disposable income for medical purposes, so that a part
 
of this income may go to productive investments. Thus a possible AIDS
 
project will fit well within the proposed USAID/Rwanda objectives.
 

2.3 The Portfolio Overview Matrix
 

The present USAID/Rwanda program review may be the first of its kind.
 
To assist in this endeavor, MSI has devised two new program management
 
tools: the Portfolio Overview Matrix, discussed in the following, and the
 
Program Evaluation Matrix (Sec. 6.3) which is based on it.
 

The Portfolio Overview relates all Mission interventions to the
 
program strategy as presented in the CDSS, ABS and Action Plan. T h e
 
purpose of the Portfolio Overview is to compare at a glance the common
 
features of all projects in a Mission portfolio, e.g. the planned
 
institution-building effect of all projects; their geographical coverage;
 
their intended policy effects; their training objectives; their technical
 
assistance inputs; etc. This can give program managers, such as the
 
Mission Director and the Program Officer, a feel for the total effect of
 
the USAID program on a given objective; it may also give project managers
 
a better appreciation of the synergy among different projects in the
 
program, and thus a motivation for continuously coordinating their
 
activities with the managers of other projects.
 

The Portfolio Overview of the USAID/Rwanda program is presented in
 
Annex A. It is essentially an expansion of the Program Objective Tree
 
(Fig. 2.1). Each column of the Portfolio Overview contains the
 
objectives at different levels of a given project, together with their
 
indicators.
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The Portfolio Overview Matrix is based on the observation that all
 
development projects, regardless of their specific objectives or the
 
technologies involved, select from a relatively small set of tvoe of
 
obJectives and indicators. Thus:
 

" 	 Program goals (country trends) may be in the fields of 
economic growth (e.g. income, foreign exchange), welfare
 
(e.g. health, housing, water supply) or population.
 

" 	 Proaram Durooses are inthe same fields, but focused on the
 
effects on USAID target groups (generally the rural poor).
 

S Program outputs (project purposes) consist of increased
 
private-sector production, public-sector effectiveness, and
 
changed practices (e.g. family planning, nutrition);

nominal policies and enforced policies; increase in
 
individual skills and awareness; and institution-building

(increased service effectiveness, increased coverage, and
 

indicators of each project inthe Mission portfolio, arranged according to
 

increased financial/ managerial/technical self
sufficiency). 

" Proaram inDuts, (project outputs) generally consist 
dialogue with the host government; studies 

of 
and 

publications; technical assistance services (e.g. in 
promotion and organization); trained nationals; constructed 
infrastructure and installed equipment. 

The Portfolio Review Matrix (Annex A) shows the objectives and 

the above topics. Inevitably, the matrix contains many blank spaces,

since no project attempts to cover all program goals and purposes, and few
 
projects contain all of the possible inputs and outputs. A horizontal
 
view across the matrix shows the total program intervention in a given

field, such as policy or institution-building.
 

Beside the horizontal across-the-board view, the Portfolio Review
 
Matrix can be used to give an "inclined view" which detects the
 
interrelationships among different types of objectives of the various
 
projects. Thus, for instance, the matrix makes it easy to judge whether
 
the PRIME policy objectives, if realized, will provide sufficient support

to the IWACU and PED enterprise-building objectives.
 

317.002 	 2-5
 



v~im i.S* USUTiT3 @5O1 Tal wmB/iIO Ku maPS 

plawas 2. 1. tas1v r inwapes Suceesonmes 

maim: I-- -p.-mm--1"" 

oIaT.r ,at. ,m k as,a Sue 

&AWL) PURMOBseem *. Use, ,ied t OfYmepomn 
( l Sooneat Gruli ttkeaC i 

of moderm TV__T 

OflC 
OWTlMTS 
(COPeTUIUSE~ 

LACS M 

*.alaatod 
2. FP polci.s drafted 
2. Xl..... d print... 

pUVZSvteZS)astor aorlle. 
skillaa ' I i 
Prsowl arPrajact 

Eetb~s%4 rsneMCs~s~l 8usocor•2. Co-op stif ?raiMai t~uo Jab Prlaathatl..m 
P.Co-op. * i[nfoni.al 2. kainaa Syatm Stodie. Prepared

Or~~m. Iltsll~iiJD laipranead 2. ,raiutSq Carriad 
Csr1rCdted. 

[eo oa lc U Se4 c. ofMaretoin a tr lra.
sighed skill01c. l ea Ia t - ew( oofssofI-ace IITTPSoa

halo~~ ~~~~,ti ..tD'1S 

st& she •VaidteUpted 
2. Precadwra tar 

iSal€ loyFrulatlo.i 

r 
capact to f mulae 

2. 
2. 

•Valiatod
Dlsm~te 
Staff Trained 
i.... r Studio.l 

.ToSwImolS6 
by 

i-@4fclM 

•
issMii 

2J.Staff ?rainml 
2. Se tSK Studies 

graG1d 
3f. ta "I t i lot 

AraInrt.L|Paattlp 
'¢• SeAo

2.:"fliola5
ltitatim 

Straaqthwead 

1 

- Tie chooit .10 c ... ISPSO)~ s st Greate s 



TABLE 2.1: USAID/RWANOA PORTFOLIO OF ACTIVE PROJECTS, 1988 

TotalBudget Disbursedby Doc. 

Type Number Name 80 81 82 83 84 85 86 T 88 89 90 91 92 93 94 (USS) 1987 (USS) 

1. Ag + Cons 696-0110 FSRP (Farming Systems 

Research Program -
x x x x x x X X 13,000,000 3,489,574 

698-04J5 
formerly FSIP) 
SAARFA X X X X 

2. Ag + Cons 698-0427 RRAN (Ruhengeri Resource X X X X 1,025,000 700,000 
Analysis & management) 

(est.) 
3. Ag + Cons 698-0425 Communal Afforest. X X X X X X 536,000 447,965 

4. Ag.* Cons 698-052-96 Gituza Afforest. (CARE) X x X X x X 2,560,000 1,594,774 

5. Ag 4 Cons 696-0129 PARCS (Productive 

Ag. & Resource Cons. 
X X X X x X 7,000,000 

Systems - sties NRMS)* 

6. Ag + Cons 696-0112 Fish Culture X X X X X K x X X 2,450,000 1,901,994 

7. Ag + Cons 936-4023 Pond Dynamics X X X X K X X X 1,000,000 750,000 

696-0116 Food Storage + Nktg II X X K X X X X X X Cost.) 

8. Policy 696-0126 ASAP I (Ag. Survey 

and Analyses Project) 

X X K X X X X X 3,706,000 3,454.320 

9. Policy 696-0126 ASPAP 11 (Ag. Surveys 

end Policy Project) 
K K K K K K 7,000,000 72,135 

10. Policy 696-0127 PRIME X x X X Stud ms 2,000,000 

Cash Grant 10,000,000 
11. SHE 696-0121 Private Enterprise X X X X X X X K 4,000,000 60,994 

Dav. (Technoserve) 

12. SHE 696-0122 Co-op Training (IVACU) I X X X X 897,000 897,000 

13. SME n/a Co-op Training I[* X X X X X 1,500,000 342,421 

14. Pop + N 696-0113 Mother/Child Health 

& Family Planning 

X X X X X X X 6,650,000 5,749,010 

15. Pop + N 696-0128 Family Planning 11 X X X X X X K 9,000,000 

16. Pop + H 698-0421.96 Combating Communicable X X X X X 1,072,000 803,590 
Child Diseases 

18. Training 

Abroad 

19. Training 

Abroadjec 

698-0413.10 

ANDP Afr. Manpower (Human 

Resources Program 
RDA 

Kagers Basin Authority 

X X X 

Iev. 
. Xi X 

X I 

XI 

X 

X I X 

X 

X 

X 

X 

I X X 

_ 

1,785,300 

3 

_ 

1,066,569 

331,41X 

_385.000331,419 

New Project.
 



III. PROJECT STATUS, INDICATORS AND ISSUES
 

This section discusses the status of projects currently in the
 
USAID/Rwanda portfolio, reviews the purpose-level objectives and
 
indicators of these projects (which are the output-level objectives of the
 
USAID/Rwanda program), and flags some issues concerning these projects.

The brief comments below do not constitute an evaluation of these
 
projects, but they do raise certain critical issues which must be
 
addressed by future evaluations.
 

The data source for the project objectives and indicators below is
 
the Portfolio Overview Matrix (Annex A), which subsumes the existing

project logframes. Project status is based on the Project Implementation

Reviews, as organized in the Program Evaluation Matrix (Annex C). The
 
discussion of project issues is based on the 
Master Logical Framework
 
(Annex B) and on information from USAID/Rwanda and contractor personnel.
 

3.1 Family Planning
 

The first phase of the FP project terminates in 1988, and design of
FP I1 is currently (May 1988) under way. The purposes of FP II are: 

(a) Increased knowledge of modern contraceptive methods among
 
men and women;
 

(b) Increased prevalence of modern contraceptive methods among
 

fertile women in union;
 

(c) Decrease in the desired family size; and
 

(d) Increased private sector contribution to contraceptive
 
prevalence.
 

FP I has had notable achievements: GOR declared FP to be a national
 
priority, removed restrictions and legalized FP practices. ONAPO was
 
legally established and provided with permanent headquarters and staff.
 
GOR contributions to ONAPO's recurrent costs increased from FRW 41 M in
 
1984 to FRW 76 M in 1987. 130 health centers were established (out of 184
 
planned). 85% of persons in survey samples were aware of ONAPO's
 
existence, 40% of the women wanted contraceptives, while 20% of the women
 
and 34% of the men interviewed stated they did not want more children.
 

This high awareness of FP is,however, not sufficiently reflected in
 
actual adoption rates. Only 20,699 persons (1.7% of the target group)
used the ONAPO practices. While the number of users increased by
20%/year, dropout rates are apparently high. It is reported that ONAPO 
has quickly become bureaucratized, and costs per adaptor are very high.
Thus the challenge of FP 11 is to increase coverage and reduce unit costs 
by (i) improving the effectiveness of ONAPO and (ii)providing private
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sector alternatives (NGOs and commercial outlets) for the distribution of
 
FP information and supplies.
 

3.2 Farming Systems Research
 

The Farming Systems Improvement Project (FSIP) had the purposes of:
 

(a) Institutionalizing the Farming Systems Research and
 
Extension (FSR/E) approach in Rwanda;
 

(b) Upgrading the capacity of ISAR (the Rwanda agricultural
 
research institute);
 

(c) Creating ISAR linkages with MINAGRI, the National Faculty
 
of Agriculture, and International agricultural research
 
institutions;
 

(d) Improving the extension services in the pilot area (4
 
communes);
 

The focus of the project was the Rwewere research station of ISAR in
 
Ruhengeri Prefecture. This choice attempted to combine the objective of
 
strengthening ISAR with that of performing rural development activities in
 
Ruhengeri Prefecture, which had requested an IRDP. Project activities
 
centered on (i)construction of research infrastructure at Rwewere, (ii)

training of Rwandan Research personnel, and (iii) farming systems research
 
and extension. Project budget totaled US$ 13 in USAID and US$ 4M in GOR
 
funds, and included 37.5 person-years of TA, plus US$ 2.31M for
 
participant training. The. University of Arkansas, the prime contractor,
 
supplied advisors in agronomy, soil science and extension.
 

Project implementation started in mid-1985. Activities (i)and (ii)
 
were generally successful. Facilities were constructed at Rwewere. Four
 
Ph.D. candidates, 10 M.Sc. candidates and 8 B.Sc. candidates were sent to
 
participant training. The FSR/E component, however, experienced numerous
 
problems:
 

(a) The Rwandan authorities were not sufficiently involved in
 
project design, which caused difficulties in
 
implementation.
 

(b) The attempt to satisfy with the project both ISAR and
 
Ruhengeri Prefecture was unsatisfactory to both parties.

The local authorities wanted rural infrastructure, not
 
agricultural research, and had to be mollified by tacking
 
12 potable water systems and some rural roads on to the
 
project; ISAR's priority concern was the staffing of its
 
main station at Rubona, and could not furnish counterparts
 
to the advisors (in the upshot, only one counterpart is
 
stationed at Rwewere).
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(c) There was no integration with the Ruhengeri Resource 
Analysis and Management project (RRAM - Sec.. 3.3) which is 
implemented in the same prefecture. 

(d) The local extension agents were occupied with other duties,
 
and it was finally agreed not to include them in the
 
project; in consequence, the training advisor was
 
repatriated. Consequently, the name of the project was
 
changed to FSRP (Farming Systems Research Program) to
 
emphasize its limited extension and infrastructure
 
objectives.
 

(e) The respective authorities of the ISAR Station Manager and
 
the contractor's Chief of Party were not well defined at
 
the start, which caused certain frictions.
 

As a result, FSR/E was confined mainly to the advisors' activities.
 
Some noteworthy results were achieved: improved varieties of beans and
 
yams were selected, suitable agro-forestry species were identified,
 
cultivation techniques which can double wheat yields with the existing

varieties were verified, and 120 farmers were engaged in field trials and
 
seed multiplication. However, FSR/E progress and disbursements are well
 
below targets, the project lacks credibility with certain Rwandan
 
authorities, particularly local officials, and institutionalization of
 
FSR/E is still minimal. Assistance to the ISAR headquarters in Rubona
 
would probably have been more effective. Consequently, it is not
 
recommended to continue the project in its present form past the PACD
 
(Jan. 1990), even if a part of the project funds will not be disbursed.
 
Merging its activities into the proposed Productive Agricultural and
 
Resource Conservation project (Sec. 4.1) would be preferable, with more
 
effort focused at the national level.
 

3.3 Ruhengeri Resource Analysis and Management (RRAM)
 

RRAN is a regionally-funded project which started in 1985, with a
 
budget of US$ 0.75 M, as a spinoff from the ETMA (Environmental

Management and Training in Africa) program conducted by SECID (South
 
Eastern Consortium for International Development). RRAM is based on a
 
systems approach to resource management. Its first phase established an
 
environmental profile and a Geographical Information System (a

computerized environmental database). Its second phase (since July 1987)

started field activities to address problems identified in the first
 
phase.
 

RRAM established erosion study plots in three regions and achieved
 
important preliminary results (e.g. an indication that the rate of soil
 
loss may be six times larger than previously believed). It also
 
established three main and seven peripheral nurseries. RRAM implemented
 
the recommended soil conservation practices on a 20-ha hillside plot - an
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action which has had an important demonstration effect, since several
 
communes have later undertaken similar actions by their own means.
 

RRAN activities will be continued and expanded under the forthcoming
 
Productive Agricultural and Resource Conservation project (Sec. 4.1). An
 
encouraging indicator of its institutionalization is the fact that, when
 
the SECID funds were exhausted, ISAR indicated willingness to move the
 
advisor to Rebona.
 

3.4 Agricultural Surveys and Policy Analysis Project (ASPAP)
 

The purposes of the ASPAP project are to achieve (i) upgraded GOR
 
capacity to generate and analyze relevant and timely information for
 
decision-making in the agricultural sector, and (ii) formulated and
 
applied GOR policies which are based on this information. Its first phase
 
(1981-1986) focused on implementing the first Rwanda agricultural "census"
 
(actually a survey, carried out in 1983 with a sample of 2100 farms).
 
This census is updated annually on a sample of 1100 farms to detect
 
changes in agricultural production. An "early warning system" was
 
installed in 1985 to detect harvest failures. Since 1985 ASPAP is also
 
performing special studies, such as the major current study of land tenure
 
(financed by IBRD), a study of the marais, of soil fertility, and of bean
 
and sorghum marketing. The second phase of ASPAP runs through 1991.
 

ASPAP has made considerable advances in institutionalization. Almost
 
all of its 78 enumerators are on the MINAGRI payroll. There is a
 
considerable demand by MINAGRI and by local authorities for its results.
 
It earns some 25% of its local costs by performing special studies on
 
contract. Staff quality has been considerably improved, to the point that
 
recurrent surveys can be done by local personnel. However, skills in data
 
analysis and policy formulation must still be developed. Four Rwandans
 
have been sent to M.Sc. training, and several to short-term training.
 

This success at the institution-building level is not matched,
 
however, at the policy implementation level. Although ASPAP has been
 
communicating its findings (e.g. through seminars to present the results
 
of the bean and sorghum marketing studies), the impact on GOR policy is
 
not evident. A major assumption of the ASPAP project was that policy isa
 
critical constraint to agricultural development in Rwanda; ASPAP
 
management feels that this assumption is only partially true.
 
Nevertheless, ASPAP seminars on policy studies are well attended by the
 
Minister or Secretary General, and lively debate takes place during these
 
seminars.
 

3.5 PRIME
 

The Policy Reform Initiatives in Manufacturing and Employment (PRIME)
 
project was designed in mid-1985 and started its activities in early 1986.
 
Its purpose was to study and recommend policies which would encourage
 
private-sector-led growth (especially through SMEs), as well as to upgrade

GOR capacity for performing such policy studies and utilizing their
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results. Planned project activities were (i)support to MINIPLAN for the
 
Household Budget and Consumption Survey, (ii)support to MINIMART for the
 
privatization of parastatals, (iii) support to BRD for lending to SMEs,
 
and (iv)study and implementation of measures for encouraging investment
 
and employment. The planned PRIME budget was US$ 2M for TA, plus a US$
 
IOM Cash Grant, nominally for defraying costs to GOR which the proposed
 
policy reforms may involve. Following a Project Review in the summer of
 
1987, objectives (ii)and (iii) were dropped, and except for one advisor
 
with MINIPLAN, all resources were channeled to MINIFINECO for objective

(iv). 

The Project Review found that the design of the PAAD initially 
regarded TA to MINIFINECO as its agent for influencing GOR policy, and 
the Cash Grant as a means to leverage policy changes - an attitude 
resented by GOR. In practice, the effectiveness of the TA was limited by 
several factors including: 

- the time it took to develop an effective working relationship with
 
the GOR;
 

- the GOR's desire to use TA for operational work as opposed tc
 
studies;
 

- the quality of some of the TA provided;
 
- most importantly, the complexity and multiplicity of objectives.
 

In addition, considering the level of donor assistance to Rwanda, the Cash
 
Grant was not large enough for the above purpose, and USAID did not
 
approve the original GOR proposal for use of local currencies generated
 
from the release of the first tranche of the Cash Grant (e.g. for an
 
industrial promotion center). These factors also impaired the
 
effectiveness of the TA.
 

As of May 1988, the local currency equivalent of about US$ 3.2M of
 
the first tranche (US$ 3.5M) of the Cash Grant was utilized or allocated
mostly to the BRD (US$ 0.5M for credit to SME and US$ O.5M for a Special
 
Guarantee Fund for SME loans) and to MINIMART (US$ 1.OM for support to
 
artisans), and the rest for training, studies, personnel costs, etc.
 
Disbursement of the second tranche (US$ 3.5M) should be approved shortly.
 
The present TA contract terminates in Aug. 1988.
 

The studies carried out by PRIME consist of (i)policy studies and
 
(ii)subsector studies. Policy studies included studies of the financial
 
system, interest rates, investment codes, price controls, tariff
 
structure, tax system and exchange rates. Subsector studies involved the
 
garments, wood products, traditional beverages, and construction
 
subsectors. In addition, a major study of the 34 large manufacturing
 
enterprises and their policy implications is being carried out.
 

Purpose-level achievements of PRIME include:
 

(a) Formation of a Grouoe Techniaue Mixte (GTM), which has been
 
functioning since Jan. 1988. It is a useful vehicle for
 
inserting ideas into the GOR policy process. The GTM
 

317.003 3-5
 



reviews and approves or rejects the conclusions of the
 
policy studies. The accepted policies are incorporated in
 
letters sent by MINIFINECO to the agencies concerned.
 

(b) The Investment Code was revised.
 

(c) Certain changes were introduced in the price control
 
system.
 

The PRIME TA feels that: (i) policy, while important, is not the
 
major constraint to development in Rwanda as it is in African countries
 
which have more "statist" economic policies; (ii)the Cash Grant might
 
have more harm and good in effecting policy changes; and (iii)
 
continuation of the present TA setup would not be an effective means of
 
influencing policy. An evaluation of the PRIME projects is necessary for
 
determining the best form for future USAID interventions in the economic
 
policy arena.
 

3.6 IWACU 

The IWACU ("our house" in Kinyarwanda) co-op training center was 
established in 1981. The Swiss assisted with construction and training 
scholarships, while USAID supplied commodities, local budget support, and
 
technical assistance through CLUSA. IWACU engages mostly in the training
 
of leaders of co-ops and informal groups in management, accounting and
 
technical (e.g. storage) subjects.
 

In Rwanda there are about 3300 co-ops and other structured groups,
 
plus some 9000 informal groups. Of these, 360 co-ops and groups with
 
about 80,000 members and 950 employees are paying members of IWACU. IWACU
 
trains about 1800 persons annually. In the last 6 mrnths, it has also
 
helped members to obtain credits totalling $274,000, as well as to prepare
 
loan applications totalling $411,000 which are waiting approval.
 

IWACU presently covers 90% of its operating expenses out of fees from
 
its training courses and rental of its facilities between training
 
sessions. Rwandization of the staff is nearly complete. TA was reduced
 
from three persons to one, who leaves in Aug. 1988. Thus it can
 
confidently be said that IWACU has been institutionalized. Future USAID
 
assistance will not be necessary to support ongoing activities, but only
 
to build upon IWACU's success by expanding its outreach. IWACU foresees
 
the following areas for future expansion:
 

(a) Establishment of regional offices (e.g. Kibuye, Cyangugu);
 

(b) Promotion and organization of informal groups (e.g. for
 
marais development under the forthcoming agricultural
 
production and resource conservation project);
 

(c) Promotion of new types of co-ops (e.g. housing and
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artisinat co-ops, which can have a significant employment
 
impact);
 

(d) Establishment of sectoral co-op associations, with the 
focus on agriculture and agricultural marketing (which, in 
IWACU's view, must precede a national federation - the 
latter must not be imposed from the top down); 

(e) 	Establishment of a Marketing and Services Unit, which will
 
assist co-ops and other groups in marketing and the
 
introduction of appropriate production, marketing and
 
storage technologies.
 

IWACU foresees only a limited need for future TA. Long-term (e.g. 2
year) assistance may be necessary for establishing the marketing unit.
 
All other needs could be handled by short-term assistance.
 

3.7 	Private Enterprise Development (Technoserve)
 

The objectives of the Technoserve project are to promote small and 
medium enterprises in Rwanda through (i)direct management services to 
selected firms, (ii) training activities and strengthening of local 
business training institutions, and (iii) studies and policy analysis.

The Technoserve Cooperative Agreement (a sole-source award for US$ 4.0 M)

was signed in August 1984, but due to delays in GOR approval project

operations started only in September 1985. The PACD, originally slated
 
for August 1988, was extended until July 1990.
 

Technoserve dedicates most of its efforts (i) management
to 

assistance (to 47 enterprises, mostly medium-sized, including about 12
 
co-ops) and (ii)management/accounting training through seminars to groups

of businessmen. Its third objective, policy analysis, was mostly taken
 
over 	by the PRIME project when the latter started operating in early 1986.
 
Technoserve has sent nine Rwandans to 
Kenya for Certified Public
 
Accountant training.
 

The M. Bess evaluation of Technoserve in early 1988 (an internal
 
evaluation paid for by Technoserve and regarded by Project management as
 
favorable) and discussions with Project advisors allow the conclusion
 
that:
 

" 	 Technoserve is normally oriented to agricultural and agro
industrial enterprises, and assists other activities (e.g.
services, tourism) only in unusual circumstances. 

" 	 Technoserve feels comfortable in doing management and
 
accounting assistance, particularly on a one-to-one basis;

it has shown little interest in market development and,

although it has done some technology transfer (e.g.

sunflower oil), this is clearly not its forte.
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" 	 Technoserve isnot oriented to doing vocational training.
 

" 	 Technoserve focuses mostly on medium enterprises, with 
limited attention to small ones; it is not oriented to 
micro-enterprises (craftsmen and informal groups) and does 
not claim competence in that domain. 

" 	 Although traditionally Technoserve focuses on "community
based enterprises" (especially co-ops), in Rwanda it has 
worked mostly with individually-owned firms, and only when 
possibilities in this field become scarce did it embark on 
assistance to co-ops. 

" 	 Pursuing its policy of promoting African enterprises,
 
Technoserve does not assist Asian-owned firms.
 

This set of self-imposed limitations leaves Technoserve a very small
 
universe of potential clients - estimated at no more than 100 firms in all
 
of Rwanda, of which it isalready working with about 47 (compare this with
 
the universe of IWACU, which contains nearly 3300 structured and 9000
 
informal groups). Consequently, the spread effect of its activities must
 
be limited. The employment effect of Technoserve has been marginal (it

assisted in the establishment of 10-12 firms with 4-5 employees each, i.e.
 
a total of 40-50 employments; its work with established firms does not
 
create significant employment).
 

(It 	should also be noted that USAID Mission officers have been
 
informed by members of an artisinat co-op that the IWACU accounting system

is not sufficiently sophisticated or adaptable to non-agricultural

enterprises. Therefore it is possible that IWACU also needs to diversify

its clients and develop more widely applicable accounting systems.)
 

Technoserve followr the policy that, since its services are very

high-cost to start with, there is no sense in attempting even limited
 
financial self-sufficiency through any cost recovery from its clients.
 
Furthermore, Technoserve has made no attempts to phase itself out:
 
according to its Chief of Party, the nine CPAs are being trained to become
 
Technoserve employees so as to perpetuate the firm's presence in Rwanda
not to open their own management consulting and audit offices. This
 
attitude contrasts sharply with CLUSA's institution-building policy at
 
IWACU.
 

The above tableau leads to the conclusion that Technoserve may be in
 
the process of exhausting its usefulness (in fact, the Bess evaluation
 
states that "Technoserve faces increasing difficulty in locating new
 
clients and projects"). Continuation of its type of assistance to its
 
potential set of some 100 clients would represent a high-cost, low-payoff

intervention. The forthcoming evaluation of Technoserve (expected in late
 
1988) must squarely pose the question of whether this type of assistance
 
should be continued at all; only then can it address the question of
 
whether Technoserve should remain a sole-source contractor after the
 
present PACD.
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3.8 Interrelationships among Current USAID/Rwanda Projects
 

USAID's concern that the entire program should fit into a unified
 
strategy, and the efficiency requirement of reducing the number of
 
management units (Sec. 1.3), indicates the need to explore the
 
relationships among the various projects. The above brief review of the
 
USAID/Rwanda portfolio shows the following interconnections:
 

(a) The PRIME and the ASPAP projects have similar objectives 
(GOR policies which promote accelerated, private-sector
driven economic growth) - the former in macro-economic 
policy and in the industrial sector, the latter in the 
agricultural sector. 

(b) The FSRP and the RRAM orojects have the same purpose
upgrading ISAR capacity, and bringing about large-scale 
adoption of improved practices - in agriculture and soil 
conservation respectively. Moreover, the two projects have 
the same type of outputs - databases established; 
institutional linkages created; research carried out; staff 
trained; technologies tested, validated and disseminated. 
Implementing improved agricultural and soil conservation 
techniques in the same package will have a high degree of
 
synergy. Thus everything indicates that the future USAID
 
Agricultural Production and Resource Conservation project
 
should combine the activities of the FSRP and RRAM projects
 
(Sec. 4.1).
 

(c) FSRP/ASPAP/IWACU linkages: The FSRP project contemplates
 
privatization (of nurseries, fish ponds, etc.); this should
 
be realized in coordination with the ASPAP project to
 
create the necessary regulatory framework, and with the
 
IWACU project to train the farmer groups which should take
 
over these activities. Likewise, marais development under
 
the future agricultural/ resource conservation project will
 
need the ASPAP to create the legal provisions and IWACU for
 
farmer organization.
 

(d) IWACU and Technoserve have the same purpose of promoting
 
SMEs by improving their management, technology, marketing
 
and accounting skills. Up to now these projects have
 
divided the turf by Technoserve working mostly with
 
non-coop enterprises, and assisting co-ops only by hands-on
 
interventions, while IWACU did group training. The
 
forthcoming Technoserve evaluation should examine, however,
 
whether after PACD any required hands-on assistance to
 
particular firms could be performed by the proposed IWACU
 
Marketing and Services Unit, thus reducing the number of
 
USAID management units.
 

(e) IWACU/Technoserve/PRIME linkages: The activities of IWACU
 
and Technoserve need supporting policies which are the
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purview of PRIME, such as simplification of the regulations

covering the registration of new enterprises and the access
 
to credit..
 

(f) 	 Agriculture/PVOs/IWACU linkaaes: The future agriculture/soil
 
conservation project will integrate, through the communes, the
 
activities of PVOs (e.g. CARE, AFRICARE) which at present work
 
under separate USAID agreements. The PVOs should rely on IWACU
 
for organization and training of the fanmer groups which will
 
participate in this project.
 

(g) FP/IWACU: The orientation of the FP II project is to work
 
increasingly through the private sector indissemination of
 
FP information and supplies. IWACU is the most appropriate

organization for carrying out the training and organization

activities which this objective requires.
 

(h) FSRP/Technoserve/HRDA: The forthcoming DAI/MSI mission
 
should examine the possible relations of the extensive
 
participant training carried out by FSRP and the CPA
 
training performed by Technoserve to the HRDA program.
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IV. FUTURE DIRECTIONS FOR USAID/RWANDA
 

4.1 Agricultural Production and Resource Conservation
 

The PID for the Natural Resources Management Project has been
 
completed in April 1988, and the PP should be completed in early

1989. The project period is from FY 1989 to 1995, and total USAID
 
contributions are planned at US$ 7M. Project purposes are:
 

(a) Improved agricultural and natural resources policies;
 

(b) Improved institutional capacity to manage natural resources and 
- conduct research; 

(c) Increased adoption of suitable technologies; and
 

(d) Increased numbers of trained Rwandans involved 
in resource
 
management and conservation.
 

The project will have (i)a research component, which will be
 
focused on ISAR/Rubona, and (ii)an outreach component, which will
 
work through the communes. The communes may be assisted by PVOs in
 
presenting and implementing project activities.
 

Our major observation is that the Natural Resources Management
Prolect as conceived in the PID -is too narrowly focused on 
traditional soil conservation, and does not sufficiently stress 
agricultural production. While the goal statement pays lip service 
to increasing agricultural productivity, this is to happen in the 
long term through increasing soil fertility - the PlO does not 
indicate any orolect outDuts aimed at a direct increase of
 
agricultural production. More specifically, the PID does not
 
contemplate integratina into the oroject the activities presently

carried out by the FSRP so as to offer the farmers integrated

packages of yield-boosting and soil-conserving technologies.

Moreover, the Director General of Rural Engineering and Soil
 
Conservation will presumably be the chairman of the Technical Group

which will direct the project. All of the above factors lead to
 
suppose that, unless this direction is reversed in the PP, the
 
project will institutionalize throughout Rwanda the absurd situation
 
which presently occurs in Ruhengeri Prefecture, where an agricultural

research project and a soil conservation research project work in
 
the same area without any integration.
 

We submit that in the conditions of Rwanda, where the areas
 
cultivated consist of hillsides subject to erosion, agr!culral

improvements and soil conservation technologies must be Im~lemented
 
together for either to be successful. Careful attention must be
 
given to action plans for ISAR and MINAGRI that will improve the
 
complementarity of soil conservation and research activities. 
 ISAR
 
activities could then be incorporated into the FSRP through a PP
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amendment.
 

A (costless) start toward integrating agricultural and soil
 
conservation activities in the USAID portfolio would be to give the
 
new Drolect a name which will bring out its Droduction asgect. The
 
present name, NR1 (Natural Resources Management), besides being

unpronounceable, gives the project the image of being primarily
 
involved insoil conservation. We propose the name PARCS (French for
 
"Parks"), which stands for Productive Aaricultural and Resource
 
Conservation Systems. (Incidentally, this name will also draw
 
attention to the proposed activity of the project in the Volcano
 
National Park).
 

Such a reorientation of the future natural resources project to
 
integrate, agricultural production, ifit comes to pass, may well be
 
the single most important result of the present mission.
 

4.2 Employment Generation
 

The burgeoning population of Rwanda creates an enormous
 
employment problem (itis estimated that 120,000 persons join the
 
labor force annually). The potential for creation of non
agricultural employment is likely to be greatest in the informal,
 
non-structured micro-enterprise sector, which according to the
 
recent PRIME study occupies 116,621 persons, as against 10,214
 
persons in the formal manufacturing sector. Conscious of the
 
limited contribution made by present USAID interventions (IWACU and
 
Technoserve) to employment creation, the MSI team spared no effort in
 
trying to identify activities which would have a more direct effect
 
on employment generation. To this end, most major donors in this
 
field were interviewed. The findings may be resumed as follows:
 

(a) The ILO Project of SuDort to the Non-Structured Sector,
 
financed by the Swiss assistance, has been active since 1981
 
and will soon enter its fourth phase. This project focused on
 
the Kigali area. The first phase concentrated on establishing
 
contacts and identifying the artisans' priorities. Project

activities were not pre-planned but formulated in accordance
 
with these priorities, e.g., the project intervened for
 
providing the artisans with permits for residence in Kigali.
 
The KORA artisans' association was formed, and obtains credit
 
from the Banaue PoDulaire (BP). Training was provided. At
 
present the project is establishing branch associations in
 
Gisenyi, Ruhengeri and Butare. While the project certainly

improves the position of existing artisans, its effect on new
 
employment creation isprobably not large.
 

(b) The IL "Micro-Realisations" Project, financed by UNDP,
 
concentrates on direct employment creation for rural youth.

The project has a budget of US$ 1.OM for two years. It has
 
been active since 1987 in Kibuye and Kibungo Prefectures, and
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plans to expand to others. The project works through

MINJEUCOOP encadrursi at the commune level. These are
 
backstopped by four volunteers (in woodworking, leather,

agricultural processing and artistic crafts) and a financial
 
analyst for formulating projects. The encadreurs are trained in
 
project identification and market studies. National consultants
 
are contracted for project preparation. Promising projects are
 
presented to the BP for financing, which averages about US$ 5000
 
each.
 

(c) The Woodworking Sector Prolect, financed by the Swiss
 
assistance, is currently in its second phase. The project
 
helps all aspects of the sector: fuelwood, better-quality

planks, furniture production, etc. The Swiss also support

handicrafts and other activities inKibuye, as well as several
 
SMEs.
 

(d) The Canadian "Micro-RealisationsO Project, which started its
 
activities in 1988, works through the communes. Up to half the
 
financing is oriented to rural infrastructure projects (roads,

bridges, etc.), and at least one-half must be invested. in
 
productive activities. The project intends to complement with
 
its funds the entrepreneurs' own investments and BP credits. It
 
remains to be seen-whether the communes can be an effective in
 
channeling credit for productive purposes.
 

(e) The French Assistance (FAC) has been working for several years

in school furniture, and at present inclines increasingly

towards general support to craftsmen. The Catsse Centrale has a
 
project of centralized procurement for craftsmen, and several
 
French PVOs are active Inthis field.
 

(f) Theierman Assistance (GTZ) has attempted to create chambers of
 
craftsmen on the German model of the guilds; these proved

culturally inappropriate and were abandoned. At present the
 
GTZ and German volunteer organizations are oriented towards
 
technical support to handicrafts, e.g., inGisenyi.
 

(g) Euroaction Accord, an NGO with considerable experience in
 
Rwanda, has been assisting artisans along product lines (e.g.,

wool products). Presently it adopts a more location-specific

approach, helping the creation of local market centers.
 

(h) Other PVOs such as the Protestant Council of Rwanda (CRP),

CARE, Catholic Relief Service, etc., engage in assistance to
 
artisans.
 

(I) OUIMBEE is an association of Rwandan women (generally

professional) dedicated to improving women's situation. Itwas
 
established in 1987 and ispresently active only inurban areas.
 
However, it plans to expand its activities to rural areas. It
 
is assisted by Women's World Banking, a U.S. PVO. The
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experience of similar organizations in other countries indicates
 
that itmay hold considerable promise.
 

This short review of employment generation activities in Rwanda
 
leads to the following conclusions:
 

(a) There is a multiplicity of donors in this field, and the
 
limiting factor to its growth is not donor funds - rather, it is
 
the low absorption capacity of what is intrinsically a sector
 
with little organization.
 

(b) The current donors cover the different approaches to the 
informal sector - that of creating organizations as well as 
that of working with individuals. Thus another player in this 
field is likely to have only a marginal effect. 

(c) The priority need of the artisan sector. is for a clear GOR
 
policy and strategy which could produce some coherence among

the activities of different donors. For example, as long as
 
one donor provides artisans with machinery on a grant or
 
subsidy basis, this sabotages the activities of other donors
 
which try to teach the artisans credit discipline.
 

(d) The most direct way of encouraging micro-industry is to expand

the market for its products. GOR could do much through

appropriate policies, e.g., using only local building materials
 
and furniture for public buildings.
 

(e) Promotion of artisans is a long-term commitment involving

intensive human inputs, which must be low-cost (preferably

volunteer) to be cost-effective. Thus USAID, with its
 
relatively shorter-term horizon and higher-cost structure, does
 
not have a comparative advantage in micro-enterprise. The only
 
way USAID could be effective in this sector Is by working

through a capable PVO. The experience of women's groups similar
 
to DUTERIMBERE in other countries suggests that this route may
 
be worth pursuing.
 

(f) Although time did not allow a study of the comparative costs of
 
employment creation in different fields, our Impression is that
 
there is still considerable scope in Rwanda for agricultural

intensification, and that marginal improvements in this sense
 
will create, when aggregated over the population of Rwanda which
 
is over 90% agricultural, more employment for a lower cost than
 
micro-industry.
 

4.3 Privatization of State-Owned Enterprises
 

Like most other developing countries, Rwanda has created
 
numerous state-owned industrial enterprises with the objective of
 
stimulating development and Rwandizing the economy. Like most other
 
developing countries, Rwanda has been disappointed by the
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performance of parastatal enterprises. These are typically

oversized and inefficient, produce goods and services of inferior
 
quality at high cost, and constitute a tax on the consumers and a
 
drain on the public treasury.
 

Under the stimulus of a budgetary crisis, Rwanda made some
 
gestures in the direction of privatizing its parastatals. Such
 
privatization was one of the original goals of the PRIME project.

PRIME supported consultant missions for (i) drawing terms of
 
reference for a privatization policy study, and (ii) making a
 
prefeasibility study for the privatization of OVIBAR, the
 
unprofitable state-owned producer of banana wine. However, these
 
tentatives were not followed through: MINIMART produced without the
 
assistance of consultants its own privatization policy study, which
 
has not yet been made public; and no progress has been made on the
 
privatization of OVIBAR.
 

We submit that the lack of progress on privatization is due to 
the inherent political unattractiveness of privatization as it has 
been traditionally proposed - namely, purchase of controlling stock 
in parastatals by a small financially powerful local group, by

members of an ethnic minority, or by foreign investors. The long
term benefit of economic efficiency to the nation is not sufficient
 
to offset the short-term threat of loss of accustomed privileges,

various unofficial benefits, and even jobs by the existing plant
 
management and employees. Thus privatization initiatives normally
 
meet their determined resistance.
 

This resistance can, however, be transformed into support for
 
privatization, and the efficiency of the plants greatly enhanced, by

introduction of a Rwandan adaptation of the financial technique known
 
in the U.S. as ESOP (Employee Stock Ownership Plan). Through ESOPs, 
employees essentially receive credit in an organized way for a 
leveraged buyout of the firm they work for. The credit is 
collaterized by the assets of the plant - not by the employees' own 
possessions. The employees receive dividends from the first year if
 
profitability is sufficient, and their share of the stock upon
 
retirement.
 

Through ESOPs, since 1974 over 9,000,000 U.S. employees became
 
co-owners of the companies they work for, and some 9,000
 
corporations (including some of the largest intheir sectors, such as
 
Chrysler, Avis, PanAm, etc.) became partially or totally employee
owned. Research results indicate that employee ownership has had a 
spectacular effect on motivation and, in consequence, on 
profitability: the profitability of largely employee-owned firms is 
50% higher in the U.S., and 92% higher in Canada, than that of 
otherwise comparable firms. Experience with employee ownership in
 
several developing countries which established homegrown versions of
 
the concept (e.g., the Smallholder Agricultural Corporations in
 
Mexico, the Malaysian "bumiputera" program for denationalizing
 
plantations to their employees) has been very successful.
 

317.004 4-5
 



A suggested model for the privatization of Rwandan parastatals
 
to a coalition of their employees and private-sector investors was
 
prepared by the study team in collaboration with Rwandan authorities
 
and their advisors, and is attached as Annex E. This Rwandan version
 
of the ESOP was tentatively called PACTE (Participation aux Actions
 
et au Capital oar les Travailleurs de l'Entregrise). The proposal
 
has unofficially received expressions of interest at the director
general level of the Ministries of Economy and Finance, Industry,
Planning and Justice. TI~e officials in the Ministry of Planning and 
Justice suggested that it may be possible for an employee ownership 
plan to be implemented within existing legislation, probably as a 
non-profit association established by a decree. Staff of the 
Centrale de Comptabilite et Organisation of the Presidency, which 
gives technical assistance for improving the performance of 
parastatals, expressed its interest in participating in plan 
implementation. 

On prima facia evidence, the most promising enterprises for
 
privatization to their employees are:
 

- PPCT (Project Pozzolane-Chaux-Tourbe at Ruhengeri)
 
- OVIBAR
 
- STIR (Rwanda International Transport Co.)
 
- OPIRWA (Rwanda Pyrethrum Authority)
 
- The national printing company
 
- Paoeterie du Rwanda
 
- Maiserie de Ruhenaeri
 
- The sugar mill
 
- BUNEP (National Bureau for Studies and Planning)
 
- The hotel operations of ORTPN
 
- The livestock and butchery operations of OPROPVIA.
 
- Developppment de Petit Elevage (OPE)
 

The easiest to privatize would be industrial projects which are
 
not yet integrated into the Rwandan administration, and in which the
 
donors have more Jurisdiction. The coffee and tea parastatals (OCIR-

Cafd and OCIR-Thd) would come much later, because of their size and
 
special problems.
 

Privatization of parastatals to their employees fits in well 
with USAID objectives of privatization, economic growth, and a 
broad-based distribution of the benefits of development. Thus a 
request from GOR for short-term technical assistance in transferring 
parastatals to ownership by employees and private investors ought to 
receive a favorable treatment. 

4.4 A Programatc Outline for USAID/Rwanda
 

The USAID/Rwanda program is presently at a near-total changing

point. Not only are all American USAID officers and the majority of
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key contract personnel leaving in the summer of 1988, but most
projects are either terminating (Fish Culture, WMS II, CARE-Gituza,
AFRICARE, CCCD, other PrOs) or entering a new phase (RRAM, Family
Planning, PRIME). Only the ASPAP, FSRP, IWACU and Technoserve
 
projects are continuing in their present form (the latter two for
 
only two more years). This presents both a challenge to assure
 
continuity of momentum, and an opportunity to make the program more
 
integrated by increasing the cross-connections among the projects,

and more cost-effective by reducing the number of management units.
 

The future USAID/Rwanda program as outlined in the present

report will have three purposes: (i)reduced population growth rate,

(ii)increased agricultural growth on a sustainable natural 
resource
 
base, and (iii) increased economic growth in the rural private sector

with increased productive off-farm employment. While employment
generation is a serious and immediate need in Rwanda, present
USAID/Rwanda projects have only a limited employment effect, and 
USAID/Rwanda perspectives for engaging in directly employment
oriented activities are constrained. Consequently, it might be most
 
appropriate to *** private-sector activities in terms of economic
 
growth (income generation), with employment generation as an outcome.
 

Such a program could perhaps function with a reduced number of
 
management units: (i) the FP II project, (ii)the proposed PARCS
 
project, which will include both resource conservation activities
 
contemplated by the NRMS project and farming systems research
 
presently carried out by the FSRP project, (iii) the IWACU II and
 
Rural Enterprise Development projects, re-oriented more to promotion

of informal groups, and reinforced with a Marketing and Technical
 
Services Unit), and (iv)the policy projects ASPAP and PRIME (which

might conceivably be combined) to carry on a low-profile "policy

maintenance" role, perhaps, including the provision of consultant
 
services for the privatization of state-owned enterprises to their
 
employees or to other private investors.
 

Such a program would have a high degree of integration: The 
IWACU / Rural Enterprise Development projects could organize and 
train users' groups for the PARCS project (e.g., for marais 
development or large-scale tree planting) as well as for private
sector delivery of FP materials and information. The PARCS project

could support the privatization objectives of PRIME by promoting the
 
privatization of GOR fish ponds, nurseries, etc. 
 The policy projects

could provide a supporting policy framework for PARCS and IWACU
 
Rural Enterprise Development projects.
 

It is interesting to note that, conceptually, the degree of
 
integration of a program could be expressed as the ratio of the
 
total number of project assumptions to the number of program

assumptions. This is because in an integrated program the number of
 
assumptions diminishes since (i) several projects share the 
same
 
assumptions, and (ii)each project appears in the assumption column
 
of the other projects.
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V. PROGRAI TIC (CROSS-PROJECT) ISSUES
 

A strength of program reviews is that problems and issues which cut
 
across projects are uncovered. This chapter discusses key programmatic
 
(cross-project) constraints which inhibit the accomplishment of
 
USAID/Rwanda development objectives. Sometimes tentative solutions are
 
discussed. The topics in this chapter should be addressed in future
 
evaluation efforts undertaken by USAID/Rwanda, both at the project and
 
program level. The topics in this chapter are:
 

(a) Distribution of central funds to local users;
 

(b) Technology diffusion;
 

() Policy dialogue;
 

(d) Creation of new institutions; and
 

(e) USAID/contractor roles.
 

An additional cross-project issue, Human Resources Development, will
 
be the subject of a DAI/MSI consultancy inJune 1988.
 

5.1 Distribution of Central Funds to Local Users
 

A.I.D.'s participation in the Special Guarantee Fund involves
 
distribution of a central fund of money to small groups of qualifying
 
local users. The same can be said of two large new projects being
 
embarked on by USAID/Rwanda in the areas of Family Planning and Natural
 
Resources Management.
 

Family Planning activities, especially service delivery by the
 
private sector, will require generation, selection, and funding of small,
 
local subprojects. The selection and funding of Natural Resource
 
Management subprojects has not yet been specified, but it will certainly
 
require that a Rwandan organization carry out the same "money
 
distribution" tasks.
 

Experience in Rwanda with distributing a central fund of money to
 
small groups of local users has been acquired through the small business
 
credit programs of the "Banque Populaire" and the "Banque Rwandaise de
 
Ddvdloppement." The central funder in the Family Planning and Natural
 
Resource projects will probably not be a bank, and the funds will not
 
necessarily take the form of credit. Nevertheless, we feel the
 
experience of the credit programs is relevant. A quote from an A.I.D.
funded study of the small business credit program follows:
 

Most knowledgeable observers maintain that the major constraint to
 
developing the .SHE sector is not the lack of credit or of good ideas
 
for private sector activities. Rather, the "dossiers banquables".
 
Officials at the BRD and the Banques Populaires stated that they were
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unable to screen all applications for SME loans. Consequently,
 
numerous projects never get financed. This is amazing when one
 
considers that perhaps $ (US) 10 million in credit have been made
 
available to the SME sector to those two banks by the IBRD, the
 
Caisse Centrale (France), the FMO (Netherlands), KfW (West Germany)
 
and USAID."
 
(Bess, p. 8)
 

Natural resource projects in the developing world are notorious for
 
getting stuck in the research phase and never moving on to
 
implementation. Dr. Popper of the MSI team evaluated a Natural Resource
 
Management project of this type in Ecuador. The reasons for the for the
 
impasse included:
 

" 	 Inability of potential user groups to fill out applications, and
 
carry out the simple feasibility studies asked of them;
 

" 	 Lack of a standard form for the applications and the studies, so 
they were not comparable even when well carried out; 

" 	 The officials charged with evaluating the proposals and making 
investment decisions did not have the training to make sound 
comparisons and Judgments; 

" 	 The officials charged with making the investment decisions were 
reluctant to authorize expenditure, because it would be their 
fault if itwas poorly spent; 

* 	The officials were reluctant to authorize expenditures because
 
they knew itwould add to their work load.
 

Recommendation
 

USAID/Rwanda's Private Sector, Family Planning, and Natural
 
Resources Management projects will require distribution of central funds
 
to qualifying local groups. Careful attention must be paid to the
 
mechanisms by which uses of a central fund by local groups are generated,
 
approved, funded, and monitored. The attention must be given both during

Project Paper preparation, and during project implementation. The
 
contractors chosen must be expert not only in technical matters, but also
 
in the design and management of funding mechanisms.
 

An evaluation of the Small Business credit situation in Rwanda
 
recommends the following mechanism, which may have value outside the
 
purely business and financial worlds. This mechanism might be applied in
 
a "programmatic' fashion, across a wide variety of subproject types.
 

"One suggestion be would be to have an itinerant team travel around
 
the country to hold a seminar for pre-selected entrepreneurs on the
 
preparation of business and financial plans, and then stay to assist
 
individual entrepreneurs in the making of their plan. The team could
 
assist in negotiations with sources of venture capital and with
 
banks."
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The Science and Technology Bureau has a Decentralized Financial
 
Management program meant to solve problems such as those faced by NRM.
 
The contractors for this program are the University of Indiana and
 
Associates in Rural Development (ARD). An ARD associate, Dr. Jamie
 
Thomson, specializes in decentralized implementation and finance of
 
natural resource management projects. Dr. Thomson speaks fluent French,
 
and has worked extensively throughout Francophone Africa. Also, ARD is a
 
Natural Resources IQC contractor for A.I.D.. The resources listed in this
 
paragraph might be useful during Project Paper preparation and/or project
 
implementation.
 

5.2 Technology Diffusion
 

USAID/Rwanda, and perhaps A.I.D. everywhere, is largely in the
 
business of finding and spreading "diffusible technologies". USAID
 
projects obviously in the "diffusible technology" business are: Farming
 
Systems Research, Natural Resources Management, Family Planning and
 
Private Enterprise projects. The Agricultural Surveys and Analysis
 
project is also in the "diffusible technology" business in a less obvious
 
way.
 

All of USAID/Rwanda's "diffusible technology" efforts are in some
 
kind of a bottleneck:
 

" 	 The Farming Systems Research Program (FSRM) has developed 
high-yielding bean, sweet potato, and agro-forestry
 
varieties and practices which are not yet being widely
 
spread;
 

" 	 The RRAM project has developed hillside soil maintenance 
technologies which are not yet being widely spread; 

" 	Family Planning efforts have produced an impressive level of

"awareness", but practices remain largely unchanged;
 

" 	 The Agriculture Survey and Policy Analysis project has
 
developed a high-quality data base which isnot used for day
to-day decision making.
 

The reasons for the "technology diffusion bottlenecks' vary widely.

They include: technologies not ready for diffusion, researcher
 
unwillingness to put farmers at risk, weak extension systems, weak service
 
delivery systems, Rwandan organizations' and individuals' attachment to
 
past practices and traditions, etc.
 

Recommendation
 

FSR and NRH technologies should be diffused as a package
 
whenever they are compatible or complementary.
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Maybe there is an arrangement whereby A.I.D. shares the risk of
 
pioneers and innovators in using new varieties and techniques

in agriculture, or attempting to sell Family Planning goods and
 
services.
 

Maybe the "technology bottlenecks" are amenable to a general 
strategy. For example, maybe there is an analysis which can 
help researchers calculate when risk is reduced to an acceptable
level for diffusion. Perhaps a cross-project ronsultancy in 
Otechnology diffusion" is in order. 

"Technology diffusion" might be the subject of one of the
 
Mission's "round tables". At worst, the protagonists could at
 
least give each other moral support.
 

5.3 Policy Dialogue
 

In recent years A.I.D. worldwide has: (1)focused on economic policy

change as a major constraint to economic progress in the developing

world; and (2) adopted a strategy of rewarding governments which enact
 
economic policy change with funds or other blandishments.
 

In addition, A.I.D./Rwanda has been actively encouraging policy

change in the areas of family planning, privatization of parastatal

industries, and natural resources. Some of USAID/Rwanda's policy efforts
 
(family planning) have met with notable success, and some (economic
 
policy) have not.
 

Some believe a bright spot in the upolicy dialogue" picture to be the
 
evolution of the "Groupe Technique Mixte" (GTM). The GTH is a group of
 
mid-to-high level government officials who have no decision-making stature
 
within GOR, but who are able to debate, accept and reject USAID's policy

study recommendations. The GTH tells USAID/Rwanda how GOR views
 
sensitive, important topics without attracting the attention and heat that
 
deliberations at a higher level do. The GTh also often passes

recommendations on to higher levels of the GOR.
 

Recommendation
 

Now might be a good time to redesign USAID/Rwanda's policy dialogue
 
strategy based on recent experience. Perhaps the redesign should take
 
place on the basis of frank discussion with the Groupe Technique Mixte.
 

In each instance, before engaging in policy dialogue, a careful
 
analysis should be carried out of how limiting a factor oolicy is.
 

The pros and cons of using pure persuasion, or accompanying the
 
persuasion with cash grants should be debated. One view is that Rwanda
 
is so inundated with donor funds that additional money offers little
 
incentive to change policy.
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In economic areas the policy dialogue approach to development may
 
have run its course. Further pressure on GOR for change may do more harm
 
than good by prejudicing other A.I.D. efforts.
 

In family planning areas, sufficient policy definition may have been
 
achieved, and perhaps attention should now be focused on implementation
 
problems rather than changing policy. This may be an effective means of
 
dealing with current policies that are not being enforced.
 

Natural resources seems still a profitable area for a policy
 
dialogue. For example, the lack of tenure definition for farmers who
 
cultivate the marais (which is state-owned) poses a major constraint to
 
wetlands development.
 

5.4 	 USAID/Contractor Roles
 

Throughout the development industry, a common problem is that
 
contractor teams, especially the Chief of Party, are hired on criteria of
 
technical expertise and paid commensurately. Then they spend much of their
 
time carrying out mundane administrative tasks in which they have neither
 
expertise nor interest.
 

We have no evidence that this phenomenon exists in Rwanda. The
 
Family Planning Project Paper, however, proposes the hiring of a
 
contractor explicitly for the purpose of bearing the administrative
 
burden. We congratulate USAID/Rwanda's frankness in this instance. We
 
recommend that this administrative focus be included in the Chief of
 
Party's job description,.and incoroorated into the comoetitive orocedure.
 
Otherwise, it is likely that a high-powered family planning team headed by
 
a prominent family planning expert will win the contract, and then carry
 
out administration expensively and perhaps poorly.
 

One programmatic solution to project administration is to have a
 
written Mission policy on what administrative duties are required of all
 
contractors. These duties should then be included in job descriptions
 
and competitive bidding criteria. A more extreme programmatic solution to
 
the administrative problems which plague many missions would be to let a
 
standing, cross project administrative contract.
 

Another issue in USAID/contractor roles is the type of relation
 
between USAID and the contractor. This relation can be:
 

(a) a contract, in which the USAID project officer can
 
exercise a close control over the contractor's
 
activities;
 

(b) a grant, which allows the grantee far more autonomy;
 
or
 

(c) 	 a collaborative agreement, which is an intermediate
 
form.
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The type of contractual relationship should be carefully thought out
 
during project design, taking into account factors such as the degree of
 
innovation in the project, its financial volume, and the relative
 
strengths of the mission and the contractor in the subject matter, and the
 
mission manpower resources. Thus there is a feeling inUSAID/Rwanda that,
 
due to the collaborative agreement made under which Technoserve is
 
working, the mission was not able to exercise sufficient leadership in its
 
activities.
 

5.5 Training
 

The present report dos not deal with training, as this is the 
subject of a forthcoming MSI consultation to USAID/Rwanda. We wish only 
to flag the fact that apparently the participant training component of 
several USAID/Rwanda projects has been handicapped because GOR did not 
grant to the training candidat,s the necessary exit visas or stated that 
they could not allow key people to leave for training as this would impede
 
daily operations. The forthcoming consultation should examine the causes
 
for this occurrence and draw the appropriate conclusions.
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VI. A PROGRAM-COHERENT MONITORING AND EVALUATION 
SYSTEM FOR USAID/RWANDA 

Language from the Scope of Work addressing design of a monitoring and
 
evaluation system is as follows:
 

" 	 Identification of indicators (benchmarks) for monitoring 
program activities more systematically; 

" 	 Identification of monitoring and performance data that the
 
Mission needs and recommending sources and ways to obtain
 
them on a regular basis;
 

" 	 Recommendations for establishing a Mission monitoring and 
evaluation system; and 

* 	 Recommendations for simplifying contractor reporting
 
requirements.
 

Ths chapter addresses USAID/Rwanda program-level monitoring and
 
evaluation needs under the following headings:
 

(a) 	What USAID/Rwanda means by program management;
 

(b) Current status of evaluation and monitoring within
 
USAID/Rwanda;
 

(c) Two tools for converting project-based monitoring and
 
evaluation into a program-based system;
 

(d) 	How to introduce program coherence among evaluations;
 

(e) How to introduce program coherence among monitoring
 
systems.
 

6.1 	 What USAID/Rwanda Means by Program Management
 

Design of a program-level monitoring and evaluation system
 
requires an understanding of what is meant by "program-level management".
 
A meeting with USAID/Rwanda and contractor staff produced the following
 
characteristics of program management: (1) communality of objectives
 
among projects; (ii)broader, longer-term interventions; (-iii) focus on
 
problems and objectives rather than on operations and procedures;
 
(iv)more GOR responsibility; (v)focus on cumulative progress as well as
 
on progress within short time periods; (vi) collaboration with other
 
donors; and (vii) performance-based resource allocation.
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6.2 Current Status of Evaluation, Monitoring, and Reporting within
 

USAID/Rwanda
 

Project Evaluation within USAID/Rwanda
 

In general, orogram level coordination of activities is difficult to
 
achieve. despite some efforts in this direction. Evaluations contracted
 
by USAID/Rwanda are undertaken on a project-by-project basis. Little
 
attention is given to strategic, programmatic concerns, while m~uch
 
attention is given to technical and operational detail. There is no
 
attempt at a common format and approach among evaluations to make them
 
comparable or aggregatable. In a word, USAID/Rwanda has a typical project
 
evaluation (as opposed to a program evaluation) system, with all the
 
strengths and weaknesses which the project approach implies.
 

Project Monitoring within USAID/Rwanda
 

Currently, project implementation reports are based on Project Paper
 
Logical Frameworks (a summary of the original project objectives). In
 
theory, this is a good idea. In practice, however, the resulting
 
reporting system is unimpressive. In the Project Implementation Reports
 
(PIRs), projects systematically undersell their accomplishments and give
 
little insight into problems and solutions. Accomplishments are presented
 
in a jumble which does not distinguish the trivial from the important.
 

One reason the Implementation Reports are not more informative is
 
that the Logical Frameworks on which they are based are often incomplete
 
and of low quality. The Logical Frameworks are incomplete because they
 
are prepared for the Project Paper, before the project starts, and are not
 
elaborated upon or updated. Knowledge of what projects can and should 
accomplish is very incomplete at the Project Paper stage. MSI believes 
that the Logical Framework is a very useful design and management tool, 
but that its full power is exercised only if it is used in continuous, 
flexible fashion. 

USAID/Rwanda's project Logical Frameworks (and Logical Frameworks
 
throughout USAID), are often of low quality because contractors and some
 
USAID personnel have not been taught how to use the system. The Logical
 
Frameworks (and the Objective Trees which should precede them) are parts
 
of a discipline which might be called "idea engineering". Like classical
 
engineering, "idea engineering" is demanding, and cannot be carried
 
perfunctorily or bureaucratically.
 

Three types of errors commonly occur in USAID/Rwanda's project
 
Logical Frameworks:
 

(a) The LogFrame is often used improperly as a tool for
 
anticipating and managing cause/effect relationships in
 
projects. In several instances, the relationships that
 
link Inputs to Outputs to Purpose to Goal were not properly
 
specified in project LogFrames, and in some cases Purpose
 
objectives or indicators are specified as causes of
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Outputs. Improper specification of LogFrames for projects
 
can reduce the effectiveness of project management, and
 
lead to failure inanticipating implementation problems.
 

(b) The role of project Purpose is not clearly understood. The
 
project Purpose is the intermediate impact left behind by a
 
project after it ends, and represents the project's
 
"success criterion", the primary basis for Judging project
 
success.
 

The case of Technoserve is typical. The Purpose in the TechnoServe
 
Project Paper Logical Framework reads
 
"To promote private enterprise, especially agri-business initiatives
 
in Rwanda...". This Purpose statement is merely a summary of
 
TechnoServe activities, and not a meaningful intermediate-impact
 
objective, or success criterion.
 

(c) People confuse the Logical Framework insistence on quantification
 
with a preference for the inconsequential. For example, the Logical
 
Framework, when used properly, is very interested in quantifying the
 
number and nature of new business practices adopted by clients of
 
TechnoServe (a Purpose level variable), but only marginally
 
interested in the number of visits or interventions undertaken by
 
Technoserve (an Input level variable).
 

6.3 Two Tools for Converting Project Monitoring and Evaluation into a 
Program-Based System
 

MSI has created two tools for monitoring and evaluating the 
USAID/Rwanda program: 

(a) The Portfolio Overview, which can give at a glance the
 
comparable objectives (e.g. institution-building, policy
 
definition, training) of all projects in the Mission
 
portfolio; and
 

(b) The Program Evaluation Matrix which allows rough comparison
 
and aggregation of data from across the entire portfolio of
 
USAID/Rwanda projects.
 

The first tool, the Portfolio Overview, was discussed in Sec. 2.3.
 
The second tool, the Program Evaluation Matrix, is an adaptation of the
 
Logical Framework to accommodate program evaluation needs. Program
 
management requires aggregation of data across different types of
 
projects, a requirement not imposed by project management.
 

The Program Evaluation Matrix is based on the observation that all
 
development projects, no matter the specific objectives or technologies
 
Involved, select from a relatively small number of types of objectives and
 
indicators. Figure 6.1 presents the types of objectives and indicators
 
which make up the Program Evaluation Matrix, and the major cause-effect
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relations among them. Table 6.1 presents the overall 
structure of the

Aggregation Matrix. 
 Annex C presents use of the matrix to summarize
 
USAID/Rwanda program progress to date.
 

A promising characteristic of the Program Evaluation Matrix is the

ability to print horizontal "programmatic" reports on important variables
 
which cut across projects. Sample "programmatic" reports on policy change

and on project coverage are presented on Tables 6.2 and 6.3.
 

6.4 	Introducing Program Coherence into Evaluations
 

The Master Logical Framework and the Program Evaluation Matrix can be

used to ensure coherence among all future evaluations be they at the
 
individual project or at the aggregate program level.
 

Proiect evaluations should choose indicators in 
a vertical fashion.
Project evaluations study an individual intervention from Inputs at the
 
bottom to the Goal at the top.
 

Program evaluations should choose 
indicators in horizontal fashion,
using rows which address cross-project issues of interest. Strategic

issues are addressed by studying the high rows, and management issues are

addressed 
by studying the low rows. In addition, program evaluations

should explore linkages between projects that attempt to change national
 
policies and service delivery and institution building projects. For

example, it would be useful to examine the impacts of agricultural policy

changes on the Missions' agricultural production projects.
 

The Program Evaluation Matrix should be used to summarize the data

and information 
from 	all future evaluations undertaken by USAID/Rwanda.

Data from project evaluations will fill up columns of the Program

Evaluation Matrix, and data from program evaluations will fill up rows.
 
Annex C gives an example of how the Program Evaluation Matrix summarizes
 
progress information on projects. Obviously, Annex C would be more
 
impressive ifevaluations were carried out with the matrix in mind.
 

Operational Details for Introducina Proaram Coherence among USAI/Rwanda 

There are several alternative routes for introducing program

coherence among the evaluations undertaken by USAID/Rwanda. These routes
 
are not mutually exclusive. Some routes are:
 

(a) 	AMix of Project and Proaram Evaluations
 

0 	 Include the Portfolio Review, Master Logical Framework
 
and the Program Evaluation Matrix in the Scope of Work
 
and work tools of all project evaluations.
 

0 	 Undertake evaluations which study rows of the Program 

317.006 
 6-4
 



Evaluation Matrix rather than columns. These
 
"horizontal" evaluations are Program evaluations, as
 
opposed to project evaluations. The program

evaluations can be either strategic (high rows),

managerial (middle rows), or logistic and financial
 
(low rows). Chapter IV presents some issues which
 
might be topics for program evaluations.
 

(b) 	Evaluation Contracts
 

" 	 Give a standing evaluation contract to an organization

which would use the Portfolio Review, Master LogFrame

and Program Evaluation Matrix as basic tools, and be
 
responsible for maintaining, updating and refining the
 
program data base.
 

" 	 Assign to the Mission economist the task of developing

and maintaining a data base covering the upper,

Program Goal (Country Trends) rows of the Master
 
LogFrame and Program Evaluation Matrix.
 

" 	 Contract local social science expertise to carry out 
data collection at the Program Purpose (impact on 
USAID beneficiaries) level. SESA is a candidate for 
this work. 

(c) 	B dgetina of Evaluations
 

* 	 Combine project evaluations and the program-level
information needs of Action Plans.
 

" 	 Have Missions pool all project evaluation budgets and
 
reallocate them around program decisions.
 

6.5 	 Introducing Program C-)herence into Monitoring
 

USAID/Rwanda's portfolio in the near future will consist of both new
 
and ongoing projects. Introduction of program coherence among new
 
projects will be easier that itwill be for ongoing projects.
 

New USAID/Rwanda projects should start off with a monitoring system:
 

" 	 Whose indicators derive from the Master Logical Framework; 
and 

" Whose results are entered into a Program Evaluation Matrix
 
spread sheet.
 

The Logical Frameworks for on-going projects were not derived from
 
the Master Logical Framework. MSI has made an attempt to reconcile the
 
Master Logical Framework (Annex B) with the Log Frames of on-going
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Levels 


PROGRAM(COUNTRY GOALTRENDS): 

Welfare (health,
 
potable water)
 

Econ. (Income,
 

foreign exchange)
 

Population
 

PROGRAM PURPOSE
 
(TARGET GROUPS):
 

Econ. (Income)
 

Population
 

PROGRAM OUTPUTS 
(PROJECT PURPOSES): 

Behavioral Changes:
 

Production (Private)
 

Effectiveness (Pub.)
 

Practices
 

POLICY CHANGES: 

Nominal
 

Enforced
 

INDIVIDUAL CHANGES:
 

Skills
 

Awareness
 

TABLE 6.1: IMPLEMENTATION REPORT FORMAT 

Reasons for Recommended 
Planned Actual Discrepancy Corrective Action 



Levels 


INSTITUTION-BUILDING:
 

Effectiveness
 
(Service delivery,
 
Sales)
 

Coverage
 
(Beneficiaries,
 
geographical)
 

Self-Sufficiency:
 

Financial
 
Managerial,
 
Technical
 

MAJOR OUTPUTS:
 

Dialogue with GOR
 

Studies +
 
Publications +
 
Demonstrations
 

System Design
 

Installation
 

People Trained
 

Infrastructure +
 
Equipment
 

INPUTS:
 

USAID + GOR Funds
 

Expatriate Staff
 

TABLE 6.1: IMPLEMENTATION REPORT FORMAT 
(Continued) 

Planned Actual 
Reasons for 
Discrepancy 

Recommended 
Corrective Action 



------------------ -----------------------

--- ------------ 

- - - - - - - - - - - - - - - - - - - - - - - - - - - - -------------

--------------------------------------------------------------------------------------------------------

FIGURE 6-1: INDICATOR CATEGORIES 
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projects. This process should continue. Meanwhile, on-going projects

should start using the Program Evaluation Matrix to organize and expand on
 
information already being reported. Use of the Program Evaluation Matrix
 
categories to organize the information in Project Implementation Reports
 
will have the following beneficial effects:
 

(a) Information currently being collected will be reported in a
 
logical form which gives a clearer picture of project
 
accomplishments, while reducing the data collection
 
efforts.
 

Table 6.4 shows the Project Implementation Review
 
information as reported currently, and Table 6.5 shows the
 
same information (plus information from all former PIRs) as
 
organized by the Program Evaluation Matrix. Obviously,
 
structure imparts meaning.
 

(b) New information, especially at the impact levels, will be
 
reported. Current Logical Frameworks, and therefore the
 
Implementation Reports, do a poor Job of spelling out
 
impact. The Program Evaluation Matrix points out the
 
potential areas of impact.
 

(c) Since all projects will report progress information using
 
the same categories, the information will be roughly

Waggregatable" (Annex C).
 

6.6 Application of the Program Evaluation
 

The Program Evaluation Matrix, a tool developed by MSI especially for
 
USAID/Rwanda, is an adaptation of the Logical Framework designed to take
 
into account the needs of program (as opposed to project) management. The
 
following paragraphs give details on how to use the matrix, on the meaning
 
of the different data and information categories which describe the rows
 
of the matrix, and on the form of data collection. Every Project
 
Implementation Report (Table 6.1) constitutes one column of the matrix.
 

No project will use all categories, and different projects will use
 
different categories. A first step for a project is to pick those
 
categories it will and won't use. Do not be hasty. For example, some
 
projects have policy, practices, or awareness impacts which are not
 
immediately obvious. The following paragraphs contain comments on the
 
rows (indicator types) of the Program Evaluation Matrix, and their use by
 
project managers.
 

To the right of the data collection area (Table 6.1) is a column for
 
stating why objectives are not being met (if they are not) and what
 
corrective actions should be taken.
 

Proaram Goal - Country Trends
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The Program Goal, or Country Trends area, includes measures of need,
 
not measures of AID performance. Country trends cover welfare,
 
economics, population, and natural resource variables. The Program Goal
 
is not the data collection concern of project managers. Such data
 
collection is the concern, rather, of the Mission Economist. It does
 
project managers good, however, to be aware of the Country Trends which
 
they are trying to affect, albeit from afar.
 

Program Puroose - Country Trends within AID's Target Clientele
 

The Program Purpose (Project Goal) area parallels Country Trends, but
 
within AID's target beneficiary group. This is where AID program

performance should be measured. The Program Purpose (Project Goal) area
 
is also generally not the domain of project managers. It is the area
 
least amenAble to measurement, and inmost cases is the domain of project

evaluation by social scientists (such as ASPAP), not of project
 
management. Any available information, even indicative or anecdotal
 
information, should be entered.
 

Proiect Puroose - Changes of Practices and Behavior, and Their ImmediatePre-Reoutsttes
 

The Project Purpose area includes changes in practices and behavior
 
among beneficiaries, and their immediate pre-requisites (policy reform,
 
skills and awareness, and institutional strengthening). The Project

Purpose area is where project managers begin to have much information,
 
even ifitisof an anecdotal sort. Every project, for its own management
 
purposes, should have some systematic approach to tracking changes in
 
practices, skills and awareness of beneficiaries, and in the policy and
 
institutional capacity of the GOR agencies involved.
 

Within the policy area, nominal policy is official proclamation and
 
enforced policy is the rewarding of individuals and organizations for
 
compliance and sanctioning for non-compliance.
 

Within the institutional. strengthening area, the components are:
 

(a) Service delivery - does the organization do its job efficiently?
 

(b) Coverage - does the organization reach enough people to have the
 
desired impact? (Coverage can be stated in terms of number of
 
people or families, geography, and soclo-economic class).
 

(c) Self-sufficiency, which is managerial and technical as well as
 
financial. How much external support is required for the
 
organization to achieve the above-mentioned service delivery and
 
coverage?
 

Project Outouts and Inouts
 

The lower two areas (Project Outputs and Inputs) are where project
 
manager information is strong. From a program vantage point, the problem
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of reporting is what to leave out, and how to organize what is left In.
 
Those concerned with project operations, finances and logistics naturally
 
need more information at this level.
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TABLE 6.2: SAMPLE PROGRAIATIC REPORT - POLICY CHANGE
 

Nominee Policy Enforced Policy
 

PRIME - SME Loan Guarantee Fund - SME Loan Guarantee Fund
 
revitalized
 

- Trade tariffs and quotas revised
 
- Some price reporting changes
 
- Procedures for Investment Code
 

SESA - Drought warning system
 

MARAIS
 
MANAGEMENT - Jurisdiction over marais
 

delivered to communes
 

COLLINE
 
MANAGEMENT - Forest Law being drafted
 

FAMILY - Limiting population growth - ONAPO built, staffed 
PLANNING declared national priority - 130 health centers
 

- ONAPO established (1982) established (of 184 planned)
 
- FP restrictiong removed
 
- FP methods legalized
 



TABLE 6.3: SAMPLE PROGRAMMATIC REPORT - PROJECT COVERAGE
 

PRIME+ 

Groupe Techniques Mixte 


SESA 


Technoserve 


CLUSA/IWACU 


Farming Systems

Research 


Marais
 
Management 


- Access to decision makers
 
inMinistries
 

- Annual, prefecture based national
 
ag. survey on a sample of 1100 farms
 

- Technoserve covers medium-sized,
 
primarily rural businesses: about 80
 
interventions with 47 firms
 

- 12% of the economy inco-operatives 
- 3,238 co-ops and informal groups 

63% agricultural
 
- 251,689 members
 
- Coffee co-op union handles 12% of
 
coffee crop
 

- 4 Communes in 2 agro-climatic zones
 
- 120 farmers/families do field trials
 

and seed multiplication
 

- 6 fish stations in 5 Prefectures
 
- 1,458 farmers, 525 ponds
 



TABLE 6.4: SAMPLE OF A CURRENT PROJECT IMPLEMENTATION REVIEW
 

D. Major accomplishments in last six months contributing to achievement
 
of outputs:
 

- In-field training: Field training was provided for 8 women's 
groups dealing with animal production on coop organization and 
management. 37 other small farmer groups trained at IWACU
 
previously.
 

- Training of trainers: A new project has been designed and
 
submitted to AID/W's 'Innovation Fund" at the request of
 
CLUSA/NCBA's Vice President, International Division, Larry

Harrison. The project addresses IWACU's need to provide

cooperative organization and management training to field level
 
extension agents employed by other projects, government, and
 
development organizations. Such field trainers will be able to
 
more efficiently assist small farmer groups and pre-cooperatives.

IWACU is awaiting approval of this proposal.
 

- Re-training has been provided for 38 coops in preparation for the 
1988 coffee marketing season. 

. With IWACU's assistance and guarantee, credit of more than
 
20 million FRW (about $274,000) has already been obtained for some
 
coops.
 

- An additional 30 million Frw (about $411,000) of loans was prepared
with IWACU's help, and is awaiting final approval by the Banque

Populaire. These loanswill be guaranteed by MIJEUCOOP capital

remaining from the CLUSA/USAID LCS project's revolving fund.
 

. Twenty seven cooperatives have begun marketing beans in 1988 with
 
management and storage training provided by IWACU.
 

- Ten cooperatives obtained new loans totaling 17 million Frw (about
$233,000) through guarantees provided by IWACU. 

- A time series and cross-sectional analysis of bean prices as they
relate to marketing risk was completed, and a resulting extension 
bulletin was sent to 31 cooperatives. 

- A database on bean purchasers, sellers, and shippers has been 
started. 

- Accounting documents have been developed for Care International's
 
water project inthe Byumba prefecture. Thirty two people were
 
trained in their use. A follow-up evaluation is underway.
 

- Loan requests are being developed for a coffee marketing coop, a 
cooperative store, and a honey cooperative in the Gisenyi 
prefecture. 
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- Produce marketing arrangements have been set up between cooperative
 

unions inKibungo and Butare.
 

- A feasibility study on cooperatives stores has been completed. 

- Projects already scheduled for the next 6 months will help a fish
cooperative on Lake Kivu, a rice producers coop inNgenda, a milk
 
coop and a carpenters coop in Kibuye, two grain mill projects for
 
coops inKibungo, a coffee producers coop inKibungo, and two
 
women's credit coops inRuhengeri.
 

- The final report on the inventory of cooperatives has been printed

and is in the process of being distributed and sold.
 

- An inventory of small farmer groups (including "tontineso or small
 
revolving savings societies) has been completed, and more than
 
8,700 entries have been registered on the IWACU computer system.

The analysis of this inventory will help IWACU better define its

long-term strategy toward this very important sector of the rural
 
Rwandan economy.
 

- A new promotional brochure has been published. 

-
 The 1987 annual report has been prepared and is awaiting

publication.
 

- Two issues of the "IWACU" magazine were published. The mailing

list of this publication has been computerized.
 

- Two courses for high school students on the organization of

cooperatives have been prepared, and await final approval of the
 
new cooperative law before being published.
 

- A.ieference manual on cooperative materials available at IWACU is 
awaiting final publication. 

- The center was rented for over 4,400 persons/day during the last 6
 
months.
 

- The 1987 financial statements were prepared, reviewed by an 
external auditor and the IWACU finance committee, and approved by
the General Assembly. 
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TABLE 6.5: SAMPLE OF THE RECOIENDED PIR FORIMAT -

COOP TRAINING PROJECT
 

MAJOR DONORS, 1986: Switzerland, PNUD, Canada
 

PROGRAM GOALS
(COUNTRY TRENDS):
 

Welfare
 
Economic $320 GNP per capita
 
Population
 
Natural Resources
 

PROGRAM PURPOSE
 
(TARGET GROUPS):
 

Welfare
 
Economic 	 360 client coops pay IWACU for services
 

950 coop employees earn $40,000/month
 
Coop union handles 12% of coffee crop
 

Population
 
Natural Resources
 

PROGRAM OUTPUTS
 
(PROJECT PURPOSES):
 
BEHAVIORAL CHANGES:
 

Production 	 Figures will be collected from a sample of coops
 
on: brick production, pottery, handicrafts,'
 
sorghum milling, marketing
 

Practices 27 coops market beans according to IWACU storage

(Beneficiaries) training
 

POLICIES:
 

Nominal
 

Enforced
 

INDIVIDUAL:
 

Skills 	 Results of tests?
 

Awareness
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INSTITUTION-

BUILDING 


Service Delivery 


Coverage 

(Beneficiaries, 

Clientele) 


Financial 

Self-Sufficiency 


Managerial + Technical 

Self-Sufficiency 


MAJOR

OUTPUTS:
 

Dialogue with GOR, 

decision-makers 


Studies, 

Publications, 

Demonstrations 


System design and 

installation 


People Trained 


Infrastructure and 

Equipment 


INPUTS:
 

EXPATRIATE STAFF 


IWACU, COOP MOVEMENT
 

TA and guarantee from IWACU obtained:
 
$274,000 credit for coops obtained
 
$233,000 new loans for 10 coops obtained
 
$411,000 new loans prepared and waiting approval
 
Trained by IWACU: 1,800 persons/year (including
 
repeaters)
 

360 coop clients, 80,000 members
 
8,000 women members
 
950 coop employees
 

IWACU 90% self-sufficient
 
Facilities rented for 4,400 person-days
 

Management 100% Rwandan since 1/88
 
Computer accounting system
 
25% revenues from contract
 

New coop law, MINJEUCOOP
 
Pricing Policy
 
Many Boards
 

Time saries of bean prices completed, distributed
 
Database of bean marketing started
 
Inventories of coops and informal groups
 
Coop stores feasibility study
 
Accounting documents and manuals developed
 

Computerized accounting system
 
Mail system, evaluation system
 

38 coops in coffee marketing
 
8 women's coops
 
37 small farmer groups.
 
27 bean coops (instorage, marketing)
 
Accountants of 32 coops
 

IWACU Cooperative Training Center constructed,
 
opened in 1984
 

3-person expatriate team, being reduced to 1 and
 
then to 0
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INSTITUTION-

BUILDING 


Service Delivery 


Coverage 

(Beneficiaries, 

Clientele) 


Financial 

Self-Sufficiency 


Managerial + Technical 

Self-Sufficiency 


MAJOR
 
OUTPUTS:
 

Dialogue with GOR, 

decision-makers 


Studies, 

Publications, 

Demonstrations 


System design and 

installation 


People Trained 


Infrastructure and 

Equipment 


EXPATRIATE STAFF 


IWACU, COOP MOVEMENT
 

TA and guarantee from IWACU obtained:
 
$274,000 credit for coops obtained
 
$233,000 new loans for 10 coops obtained
 
$411,000 new loans prepared and waiting approval

Trained by IWACU: 1,800 persons/year (including

repeaters)
 

360 coop clients, 80,000 members
 
8,000 women members
 
950 coop employees
 

IWACU 90% self-sufficient
 
Facilities rented for 4,400 person-days
 

Management 100% Rwandan since 1/88

Computer accounting system
 
25% revenues from contract
 

New coop law, MINJEUCOOP
 
Pricing Policy
 
Many Boards
 

Time series of bean prices completed, distributed
 
Database of bean marketing started
 
Inventories of coops and informal groups
 
Coop stores feasibility study

Accounting documents and mahuals developed
 

Computerized accounting system

Mail system, evaluation system
 

38 coops incoffee marketing
 
8 women's coops
 
37 small farmer groups.

27 bean coops (instorage, marketing)

Accountants of 32 coops
 

IWACU Cooperative Training Center constructed,
 
opened in 1984
 

3-person expatriate team, being reduced to 1 and
 
then to 0
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AID INVESTMENT
 

1989 Planned
 
1988 Budgeted/Disbursed ) $1.5 million - 51.0 million
 
1987
 
1986
 
1985
 
1984
 
1983
 
1982
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CATEGORY 


mAJOi Dom, 1986: 


PROGM COAL: 


PROGRAM PURPOSE -
PROJECT GOALS:
 

Economic 


Population 


PROGRAM OUTPUTS -
PROJECT PURPOSES: 

Practices 


ANNEX A: PORTFOLIO 

FANILY PLANNING 


USAID, FNUAP, ONG 


Increased and sustainable per capita 

income: 
Per capita GNP Increases from $320 in 

1987 to S_ in 1992. 


Reduced fertility rates in Rwanda: 
1. 	Population growth rate decreases
 

from 3.T in 1987 to 3.2% by 1992. 
2. 	Total fertility rate decreases
 

from 8.6 in 1987 to 8.0 by 1992.
 

Increased public knowledge and use of
 
modern FP methods.
 
1. 	Prevalence of modern contraceptive 

methods increased for women in 
union in 15-49 age group from 3% 
in 1987 to 151 by 1992 (175,800 by 
199). 

2. 	Number of man and women in 15-49
 
age group with knowledge of all FP
 
methods Increased from 10
 
(10-20 yrs) and 20% (21 to 49 yrs) 
to 801 by 1992. 

3. 	Desired family size decreased from
 
6.0 	in 1987 to 5.0 by 1992. 

4. 	Private sector contribution to 
increased contraceptive prevalence 
rates from OX to _X by 1992. 

REVIEW - USAIDI/RMNDA PROJECTS 

IVACU CO-OPS (Phase 1) 


Switzerland, PNIUO, Canada
 

Increased and Sustainable per capita 

income: 
Per 	capita GIP increases from $320 

in 1987 to S__ In 1992. 

Increased Investment and economic 
growth in the rural private sector, 
and increased productive off-farm 
employment:
1. 	 Value added increased by ... , 

asp. in small + medlum 
enterprIsea. 


2........ employments created. 


PART 1: FP + IUACU 

PAGE 1 

IVACU CO-OPS (Phase 11)
 

Increased and Sustainable per capita
 
income:
 
Per capita GNP increases from $320 in
 
1987 to S._ in 1992. 

Increased investment and economic 
growth in the rural private sector, 
and increased productive off-farm 
employment: 
1. Value added increased by -_ 

especially in small & medium 
enterprises. 

2.........employments created.
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CATEGORY 


Policies: 


Nominal 


Enforced 


INDIVIDUAL: 

Skills
 

INSTITUTIOI-INILDING: 

Effectiveness 

Coverage 


Financial Ngmt.e 

Self-Sufficiency 


AUSEX A: PORTFOLIO REVIEM - USAI3/RVIIDA PROJECTS 

FAMILY PLANNING 	 IWACU CO-OPS (Phase I) 


Revised GOR FP policies:
 

1. 	Decreased population growth Is
 
declared a national priority.
 

2. 	Restrictions on FP removed.
 
3. 	FP methods legalized.
 

1. 	Increased GOR allocations to FP
 
from 2.2 N in 1989 to $2.7 N per
 
year by 1994.
 

2. 	Integration of FP in 801 public
 

health centers by PALD.
 

1. 	 Improved CON research, evaluation Functioning and economically viable 
and policy analysis capacity production, marketing and consumer 
(indicators: ...................) co-ops providing goods 2nd services 


2. 	Informtion, education and 
 at better prices then other sources.
 
comunication messages targeted to 
key 	audiences.
 

3. 	Effective GOR financial,
 
evaluation and management systems
 
in place (indicators:
 
.................. )
 

1. 	80 public and 401 private 
facilities provide FP services and
 
information.
 

ONAPO covers 801 of its recurrent 	 IWACU covers 100% of operating costs
 
costs by 1992. 	 by 1990. Rwandan staff able to carry
 

on current activities without
 
advisors.
 

PART 1: FP. IWAC
 

PAGE 2
 

IVACU CO-OPS (Phase 11)
 

Strengthened management and camercilt 
activities of mr co-ops and 
existing co-op unions.
 

* 317.008
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CATEGORY FANILY PLANNING IWACU CO-OPS (Phase I) IWACU CO-OPS (Phase 11) 

PROGRAM INPUTS -
PROJECT OUTPUTS: 

System design and 
installation 

1. FP programs planned, implemented 
and evaluated (indicators: 
.. ) 

2. Use of condom promoted from 2.5% 
to 10% of contraceptive prevalence 
(indicators: 

Technical Assistance Office established 
which provides services to 30 co-ops
and three co-op unions in finances, 
feas!bltity studies, credit apptica
tions, supervising IVACU regional 
agents, assisting co-ops, market 

. .. 
3. IEC messages 

audiences. 

) 
developed for target 

information. 

Training 867 public and 40Z of private sector 
personnel trained to provide FP 
services and information by PACO. 

1. 

2. 
3. 

120-150 co-ops have better 
trained management, 
80-100 co-op boards changed. 
90-100 GOR co-op extension 
officers given additional 

1. 10,500 student-days of resident 
training from scholarships and 
13,500 from co-op resources. 

2. 4,000 student days of field 
training. 

4. 

5. 

training. 
Co-op organizations use center 
for own training program, 
Regular radio broadcasts of 
program about co-ops. 

3. Regular radio programs, corres
pondence program, materials, 
posters, I experimental A/V 
program. 

Policy Formulation FP policies drafted. 
Dialogue 

Studies Research carried out on improving 
service delivery and social mrketing 
(... studies by 1992) 

1. 

2. 

Inventory of co-op training needs 
completed. 
Curriculum, materials and 

1. Research on co-op probtems. 
2. New loan portfolios developed 

totaling S20,000. 
training aids completed. 

Institution-
Building 

Greater service delivery through the 
private sector. 

1. A fully operative co-op training 
caner established. 

2. 60-80 pre-cooperative societies 

3. 
evolved into full co-op status. 
Co-op newsletter and journal 

4. 
published regularly.
A co-op extension service in 
place and functioning. 

Infrastructure and 
Equ pment 

Equipment and supplies 
and newsletter. 

for radio, video 

, 317.008
 



CATEGORY 


PROJECT INPUTS: 

Budget 

1989 

1990 
1991 
1992 
1993 
1994 

Total Budget 


Technical 

Assistance 


Training 


Commodities 


Operating Costs 


Sub-grants 


Evatuation/Audit 


Contingency/ 

Inflation
 

Total 


ANNEX A: PORTFOLIO REVIEW - USAID/RIMWDA PROJECTS PART 1: FP IVACU 
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FAMILY PLANNING IWACU CO-OPS (Phase I) IWACU CO-OPS (Phase Ii) 

$1.1 N USAID Swiss GOR * Co-ops USAID 
1.8 N 
2.0 N 
1.8 N 
1.7 N 
.6 m 

S9.0 M S897,000 1,250,000 184.000 1,500,000 

$2.4 N (public) (2 advisors, 6 2 person expatriate tern, being 
person-years) reduced to one. 

1.2 N (private) (50 person-months 
short-term)

1.3 N (private) (2 advisors -
4 person-years) 

1.2 N 

.8 N (public) 

.1 N (private) 

$1.3 M (public) 

.5 N (private) 

.2 N 

1.2N 

$9.0 N 

317.008 



CATEGORY 


NAJOR DONORS, 1986: 


PROGRAM GOAL: 


PROGRM PURPOSE
 
PROJECT GOALS:
 

Economic 


Population
 

PROGUR OUTPUTS = 
PROJECT PURPOSES:
 

Practices 

Potlicies: 


'ANNEX A: PORTFOLIO OVERVIEW - USAIDIRWAIIA PROJECTS 

TECHNO-SERVE 	 PRIME 


Switzertand, PNUD. Canada 	 letgium, PNUO, ONG, Switzertand 


increased and sustainabte per capita Increased and sustainabt per capita 

income: income: 

Per capita GNP increases from $320 in Per capita GlP increases from $320 in 

1987 to S_ In 1992. 1987 to S_ in 1992. 


Increased investment and economic Increased investment and economic 

growth in the rurat private sector, growth in the private sector, and 

and increased productive off-farm increased productive off-farm 

employment: employment: 

1. 	Vatue added increased by ... in 1. Vatue added increased by _ in 

industry as a whote; by in industry as a whote; by __ in 
$RE sector. SME sector. 

2. __ Jobs created by 1992. 2. jobs created by 1992. 

Potlicy reform to support Investment 

and emptoyment with particutar
 
attention to the needs of SNEs.
 

1. 	Increased private-sector economic
 
growth, especltty in rurat
 
areas.
 

2. 	Increased productive off-far. 
emptoyment. 

Unspecified number of policy studies. Potlicy and institutional reform 

imptemented: 

PART 2: TECUUO-SERVE + PRINE + ASPAP 

PAGE 1 

ASPAP
 

USAID, ?
 

Increased and sustainabte per capita
 
income: 
P4r capita GNP Increases from $320 in 
1987 to S_ in 1992. 

Increased agricutturat growth on a
 
sustained naturat resources base.
 
1. 	Increased yiltda of food crops. 
2. 	Increased animat production. 
3. 	 Increased per capita food 

production. 
4. 	Increased rurat total per capita
 

consumption.

5. 	 ha under sustained-yiltd
 

cuttivation practices.
 

Poticies to promote sustainabte
 
agricutturat growth defined and
 
apptied.
 

317.009 
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CATEGORY TECHNO-SERVE 	 PRIME ASPAP
 

Nominal 1. 	Removal of impediments to 1. Policies which promote agricultural

private-sector investments. growth established.
 

2. 	Selective promotion of 2. Strategy and policies for natural
 
enterprises that are efficient in resources management in place.
 
use of resources.
 

3. 	BRD policies to promote SMEs.
 
4. 	Privatization policy and strategy
 

established.
 
5. 	Special Guarantee Fund (SGF)
 

obtains legal status.
 
6. 	Tariffs and quotas revised to
 

facilitate regional agricultural
 
exchange.
 

7. 	Application of the revised
 
investment code.
 

8. 	Increased GO allocations to
 
artisans and microenterprises.
 

9. 	Groupe Technique Nixte
 
functioning; GTN accepts/rejects
 
policy recoamendations.
 

10. Strengthened policy analysis
 
capacity in the D.G. of Economic
 
Policy (DOGEP).
 

Enforced 
 1. 	Special Guarantee Fund obtains 
legal status. 

2. 	Bank policies promote UNEa.
 

INDIVIDUAL:
 

Skills
 

INSTITUTIO-WILDIUG: Needs assessment of institutions 
 Strengthened GOR capacity to generate
participating in program. 
 and analyze information for decisions,
 

and to formulate agricultural policy.
 
1. 	SESA key staff can do surveys and 

policy analysis. 
2. 	Reliable data base on resource 

utilization & productivity in 
place. 

3. 	Established procedures for at@
 
analysis, presentation and 
incorporation in the policy 
process. 

Effectiveness
 

Coverage 
 1. 	Policy analysis unit established
 
and functioning.
 

317.009 



ANNEX A: PORTFOLIO OVERVIEM - UZAIIII/MDA PROJECTS PART 2: TECNIO-SERVE * PRIME .ASPAP 

CATEGORY 


Financial & Mgmt. 

Self-Sufficiency 


PROGR iNPUTS -
PROJECT OUTPUTS: 

System design and 

installation 


Training 


Policy Formulation 

Dialogue 


Studies 


TECHNO-SERVE 


TNS clients cannot pay TA costs, so
 
TNS does not aim for self-sufficiency.
 

But PP * CA calls for partial
 
contribution of enterprises.
 

1. 	100 enterprises possess improved
 
management, financial and
 
marketing skills by 1991 (doubt
entry bookkeeping, organization
 
plan, job descriptions, personnel
 
practices). NAP-4/@AS
 
unspecified.
 

2. 	_ enterprises apply appropriate
 
technotoaies by 1991.
 

1. 	12 Ruandans enrolled in CPA 

training. 


2. 	_ private-sector persons 

receive person-days of
 
training by 1991.
 

3. 	On-the-job training carried out in
 
25 firma.
 

4. 	TNS staff development.
 

3 policy studies prepared. 


1. 	Economic and credit studies 

carried out. 


2. 	Needs assessment of management 

training institutions performed, 


3. 	Appropriate date bases 

established. 


PRIME 


Upgraded GOR capacity to formulate
 
and implement reforms of economic
 
policy.
 

PRIME-supported training (not 

quantified) 


1. 	A policy and study agenda is 
coordinated among the ministries, 

2. 	A process for feeding research
 
results into the policy
 
formulation process is
 
established.
 

3. 	Procedures established to
 
implement and monitor policy
 
changes.
 

4. 	Rwandans assume control of the
 
policy reform process.
 

1. 	A itudy program consistent with 

the policy agenda is carried out 

(6 subsector studies and 4 macro-

economic policy studies in 199). 


2. 	Privatization studies performed
 
(e.g. OPROVIA, regies,
 
nurseries).
 

PAGE 3 

ASPAP
 

47 persons/mo short-term international;
 
8 masters degrees;
 
8 counterparts on-the-job training.
 

More Informed GOR-USAID policy diatoloue
 
based on surveys and study results.
 

1. 	4 annual agricultural surveys
 
completed.
 

2. 	12 special studies prepared.
 
3. 	1 agricultural census underway.
 

317.009 
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CATEGORY TECHNO-SERVE PRIME 	 ASPAP
 

Institution- 1. 2 Management training institutions
 
Building 	 strengthened.
 

2. 	Increased NGO involvement
 
(especially local NOs) in
 
enterprise development.
 

Infrastructure and
 
Equipment
 

PROJECT INPUTS: 

Budget 	 S10 million program grant
 
S 2 million project grant
 
GOB contributions
 

Technical 4-person expatriate tae 16 person-years long-term.
 
Assistance Short-term consultants 40 person-years short-tem.
 

6 Host-country staff
 

Training
 

Comodities
 

Operating Costs Office. vehicles, equipment
 

Sub-grants
 

Evaluation/Audit
 

Contingency/
 
Inflation
 

Total
 

317.009 
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CATEGORY FSRP RRAN NRDA (training) 

mAJO Doom.s, 1986: USAID, 7 USAID USAID, _7 

PROGRM GOAL: 

Economic increased ard sustainable per capita 
income: 
Per capita GNP increases from $320 in 
1987 to S_ in 1992. 

Increased and sustainable per capita 
income: 
Per capita GNP increases from $320 in 
1987 to S_ in 1992. 

PROGRAM PURPOSE 
PROJECT GOALS: 

-

Economic Increased agricultural growth on a 
sustained natural resources base: 
1. Increased production of food crops 

(we don't know how to measure 
yields in mutti-crop system. SESA 
is working on this).

2. Increased animaL production. 
3. Increased per capita food 

production. 
4. Increased rural total per capita 

consumption. 
5. ha under sustained-yield 

cultivation practices. 

Increased agriculturaL growth on a 
sustained natural resources base. 
1. Increased yields of food crops. 
2. Increased animal production. 
3. Increased per capita food 

production. 
4. Increased rurat total per capita 

consumption. 
5. ha under sustained-yield 

cuttvation practices. 

Population 

PROGM OUTPUTS m 
PROJECT PURPOSES: 

Practices__ farmers 

technotogies 

apply the recomended 

on __ ha. 

Pot ies: 

Nominal 1. FSR has no privatization 
objectives. 

2. FSR/E approach accepted by Rwandan 
authorities for replication. 

Enforced 

INOIVIDUAL: 

Skill: 

" 317.010
 



CATEGORY 


IUSTITUTIO-WILDIEG: 

Effectiveness 


Coverage
 

Financial
 
Self-Sufficiency
 

PROGRAM INPUTS -
PROJECT OUTPUTS:
 

System design and 
installation 


Training 


Policy Formulation
 
Dialogue
 

-- 317.010
 

ANNEX A: PORTFOLIOOVERVIEW - USA/RMAIDA PROJECTS 	 PART 3: FSRP- PRA RDA 
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FSRP 
 RRAM 	 NRDA (training)
 

1. 	Increased ISAR capacity to perform 1. Greater ability of Euhegeri
adaptive research. coimunes to develop and Implement

2. 	Increased ISAN linkages with UNE, soil conservation practices. 
SESA, NINAGNI and international 
res. centers. 

1. 	Effective extknsion services In 1. Agric., Economics, Busineis 
the 4 BRAN target coammunes. Administration faculties
 

2. 	Greater private &%sctor 
 strengthened.

participation in input supply & 2. 	No. of agr. graduates Increased
 
marketing, 
 from 15 to _ p.m.

3. 	At least one technology which wilt
 
be used by farmers wilt be 
 3. 	Share of womaen increased from 21%
 
developed to deal Ith each of 
 to 35%.
 
these constreins: 
 4. 	Share of private sector training

a) 	soilt fertility and erosion; 
 increased to 50.
 
b) plant disease, especially for
 

beans;
 
c) insect damage;
 
d) livestock diseases;
 
a) small and fragmented
 

landholdings; and
 
f) non-availability of purchesed
 

inputs.
 

Appropriate technologies deyLoped for
 
each of the following constraints:
 

1. 	4 ewandans trained to Ph.D. level. 
 1. 	Training provided to support

2. 	10 trained to N.S. level. 
 projects without training

3. 	8 trained to B.S. level. 
 component: - p/m
4. 	50 p/m trained in FSRIE 
 2. 	Start-up end pre-project training


methodology 
 (especially in natural res.
S. 	125 days of FSRIE In-service management): p/in 

training. 
6. 	Extensionists and farmers trained
 

in improved technologies.
 



CATEGORY 


Studies 


Institution-

Building 


Building and 

Equipment 


PROJECT INPUTS:
 

Budget
 

Total Budget 


Technical 

Assistance
 

Training
 

Commodities 

Operating Costs 

Sub-grants 

Evaluation/Audit 

Contingency/ 
Inflation
 

Total
 

ANEX A: PORTFOLIO OVERVIEW - USAiSIRMUIA PROJECTS PART 3: FE. PIUR mURS 

PAGE 3 

FSRP RUAN NRDA (training) 

At least 20 research studies 
completed (including 3 Ph.D. and 5 
N.S. dissertations). 

1. A data base to support FSRIE 
established. 

2. Linkages established with 5 
international agricultural 
research centers. 

3. Institutional capacity to support
adaptive research, especially in 
S.C., food crops, and Livestock. 

4. Improved linkages uith UNR. 
5. Fully functioning farming systems

approach being used at Rwewere. 

Improved rural roads and 12 piped 
water systems in the 12 target 
COMuMes. 

?echnicsl assistance 
Participant training 

6.490,000 
$2.310,000 

Technical assistance 37.5 p/y 

317.010 



ANNEX 8: USAID/RLANIDA PROGRA LOGICAL FRAMEWORK 
LEVEL 1: 
PAGE 1 

PROGRA GOAL 

NARRATIVE SUMMARY 
(OBJECTIVES) 

INDICATORS MEANS OF VERIFICATION 
(DATA SOURCES) 

ASSUMPTIONS 

USAID GOAL 

1. Increased and sus 
per capita income. 

at 1.1 

1.2 

National per capita income 
increased from 5320 in 1987 
to S in 1992 in real 
terms. 

Value of per capita 
consumption in rural areas 
increased from 1,910 
FRw/pers/year in 1983 to 
FRu/pers/year in 1992 in real 
terms. 

1.1 National income statistics -
NINIFINECO. 

1.2 Updates of the 1983 National 
Household Budget and 
Consumption Survey, end 
sporadic regional surveys 
NINIPLAN. 

1. 

2. 

3. 

4. 

Political stability. 

Strong currency. 

Continued GOR commitment to 
private-sector development. 

Institutional environment 
does not discourage private 
investment. 

1.3 Caloric intake in rural areas 
increases from 2,444 
cat/adult-eq./d in 1983 to 

cat/adutt-eq./day in 
1992. 

1.3. Updates of the 1983 National 
Household Budget and 
Consumption Survey, and 
sporadic regional surveys -
MINIPLAN. 

5. 

6. 

Development assistance 
remains at near-constant 
levels. 

Improved donor coordination, 
with greater GOR leadership. 

1.4 Protein intake increases from 
80 gr/adult-eq./Day In 1983 
to _ gr/adult-eq./day in 
1992. 

1.4 Updates of the 1983 National 
Household Budget and 
Consumption Survey, and 
sporadic regional surveys -
MINIPLAN. 

7. international coffee and tea 
prices remain stable or rise 
in real terms. 

1.5 Updates of the 1983 National 
Household Budget and 
Consumption Survey, and 
sporadic regional surveys -
MINIPLAN. 

317.011 



LEVEL 2: PROGRAM PURPOSES

ANNEX 8: USAIO/01AIIA PROGIRAM LOGICAL FRANRI 
 K (PROJECT GOALS) 

PAGE 1 

NARRATIVE SUMMARY 
(OBJECTIVES) 

INDICATORS MEANS OF VERIFICATION 
(DATA SOURCES) 

ASSUMPTIONS 

PROGRAM PURPOSES (PROJECT GOALS) END OF (5-YEAR) PROGRAM STATUS 

1. Reduced fertility rates in 
Rwanda. 

1.1 Population growth rate 
decreases from 3.72 in 1987 

1.1 National census - NINIPLAN. General Assumtions 

1.2 
to 3.22 by 1994. 
Total fertility rate 
decreases from 8.6 in 1987 to 
8.0 in 1994. 

1.2 ONAPO sample surveys. 
1. 

2. 

GOR formalizes z.;? policy 
process and applies the 
stated policies. 
Educational level will not be 
a limiting factor for FP It 
and for the technical 
transfer components of FSRN 
and NRNS. 

Seciffc Assumptions 

1.1 Fertility decrease can 
precede economic progress. 

1.2 Fertility decrease can occur 
in a population with a tow 
education/literacy level. 

2. Increased agricultural growth 
on a sustainable natural 
resource base. 

2.1 

2.2 

Increased yields of food 
crops. 
Increased animal production. 

2.1 

2.2 

MINAGRI annual 
.surveys. 
MINAGRI annual 

egric. 

agric. 

2.1 Current agricultural poticies 
restrict agricultural growth. 

2.2 Improved agricultural 
surveys, policies would increase 

2.3 Increased per capita food 
production. 

2.3 MINAGRI annual agric. 
surveys. 

agricultural growth.
2.3 GOR policymakers remain 

committed to rural 
2.4 Increased rural total per 

capita consumption. 
2.5__ ha nationwide under 

2.4 

2.5 

NINAGRI annual agric. 
surveys. 
MINAGRI annual agric. 

development. 

sustained-yield cultivation surveys. 
practices. 

3. Increased investment and 
economic growth in the rural 
private sector (including 
secondary towns), and increased 
productive off-farm employment. 

3.1 Number of new firms 
established increases from 

in 1987 to in _. 
3.2 Value added increases by % 

per year in the industry and 

3.1 

3.2 

MINIFINECO registrations. 

MINIFINECO annual national 
statistics. 

3.1 Employment can be generated 
through management and 
technology without finding 
new markets (assumption of 
TechnoServe and IWACU). 

service sectors. 
3.3 Overall credit to 

manufacturing increases by 
3.3 OUR annual data for all 

participating banks. 

3.4 
_% per year in real terms. 
_ jobs per year created in 

the industry and service 
sectors, especially among 
artisans, micro-enterprises 

3.4 Update in 1989 of the 10/1987 
MINIFINECO special study of 
employment * MINIPLAN 
employment surveys. 

and SME. 

317.011 



NARRATIVE SUMMARY 

(OBJECTIVES) 


PROGRAM OUTPUTS (PROJECT PURPOSES)
 

1. Improved GOR and private 

sector capacity to provide 

family planning services and 

information. 


ANNEX 5: 	 USAID/RUANDA PROGRAM LOGICAL FRAMEIORK 

INDICATORS 
 MEANS OF VERIFICATION 

(DATA SOURCES)
 

1.1 	 Increased GOR allocations to 1.1 GOR budgets. 

FP from 52.2 N in 1989 to
 
$2.7 M in 1994. 


1.2 	 Guidelines and directives to 1.2 GOR policy pronouncements,

implement 	national policies; taws, decrees, budgets, 

integration of services 
 plans; GOR and religious

increased 	from 5X of HCs in 
 leaders' speeches. 

1988 to 80X by PACD,

including HIS and super-

vision; policies aWlowing 

increased women's literacy; 

improved systems of service 

delivery; research reviewed 

by coordinating committee; 

research objectives carried 

out; and 3 seminars on 

priority topics. 


1.3 	 867 public and 40% of private 1.3 Private sector sales, 

health facilities staffed and distribution statistics;

supplied to provide FP; project evaluations, site 

on-going evaluations and visit reports; GOR 

research used to improve coordinated HIS/FP

services, 
 statistics; seminar and 


study tour reports. 


1.4 	 80x of public, 40X of private 
 1.4 	 Project evaluations, site 

health and community workers visit and training reports;

trained in FP and counseling IEC materials, curricula;

and service delivery; IEC print and media advertising,

materials 	produced and 

disseminated; radio air-

time increased. 


1.5 	Reorganization of inventory 1.5 Management/financiat and 

control and supply activities report; annual 

management; annual workptans workptans and budgets.

which retate activities to 

budgets; reorganization of 

admin. and financial 

procedures; 80 of public 

end X% of private health 

facilities provided with 

equipment and
 
contraceptives.
 

LEVEL 3: 	 PROMIAN OUTPUTS 
(PROJECT PURPOSES) 

PAGE 1 

ASSUMPTIONS 

General Assumptions:
 

1. 	GOR mitt pick up the
 
recurrent cost of the
 
projects and turn them into
 
institutions.
 

Specific Assumptions:
 

1.1 	 Census funded and
 
undertaken.
 

1.2 	DHS undertaken in year 2 of
 
project.
 

1.3 	 Integration of service
 
statistics completed in a
 
timely manner.
 

1.4 	 IEC activities adequately
 
increase demand for FT
 
services.
 

1.5 	 Services available and
 
accessible.
 

1.6 	Rural infrastructure (roads,
 
centers, radio) adequately
 
maintained.
 

1.7 	GOR allows AID support to
 
private sector - no
 
regression in legal
 
framework.
 

1.8 	High-level GOR officials
 
continue to support FP,
 
leaders participate in
 
seminars.
 

1.9 	Economic situation does not
 
deteriorate.
 

1.10 Donor support levels remain
 
constant or increase.
 

1.11 	ONAPO and MINISAPA!O obtain
 
and retain adequate staff.
 

1.12 	Local organizations apply
 
for sub-grants.
 

1.13 	Coordinating committees
 
named, responsibilities
 
assigned, and meet
 
regularly; mechanism is
 
effective.
 

317.012 



LEVEL 3: PROGRAM OUTPUTS 
ANNEX 8: USAID/RIAIIA PROGRAM LOGICAL FRAMEWORC (PROJECT PURPOSES) 

PAGE 2 

NARRATIVE SUMMARY INDICATORS MEANS OF VERIFICATION ASSUMPTIONS 
(OBJECTIVES) (DATA SOURCES) 

1.14 Suitable training programs 
can be identified; 
expatriates are effective in 

OJT activities. 
1.15 ONAPO and MINISAPASO give 

adequate priority to 
research, and recommenda
tions are implemented. 

2. Upgraded GOR capacity to 
formulate and implement agri-
cultural policy (purpose of 
ASPAP) 

2.1 

2.2 

SESA staff can do surveys and 
policy analysis. 
Reliable date base on 
resource use and productivity 

2.1 

2.2 

SESA surveys and policy 
analysis reports. 
Review of SESA and MINAGRI 
data. 

2.1 

2.2 

SESA, MINIPLAN, NINIFINECO 
integrated in the policy 
process. 
GOR meets recurrent costs. 

in place. 2.3 Trained staff remains in 
2.3 Established procedures for 2.3 Review of SESA and MINAGRI service. 

data analysis, presentation 
and incorporation in the 

policy-making process. 2.4 GOR wilting to use survey 
data. 

2.4 
policy-making process. 
Policies which promote 2.4 Review of MINAGRI, and other 

2.5 Political environment for 
policy dialogue remains 

agricultural growth relevant GOR ministries' stable. 

2.5 
established, 
Strategy and policies for 2.5 

policies. 
Review of GOR documents on 

2.6 Upgraded capacity leads to 
selection of free 

natural resources management agricultural planning and market/private sector 
in place. policies, oriented policies. 

3a. Strengthened capacity of the 
public sector to develop and 
transfer agric. and soil 
conservation technology, and 
of the private sector to 
deliver agric. services 

3.1 

3.2 

3.3 

FSR/E approach accepted by 
Rwandan authorities for 
replication. 
Increased ISAR capacity to 
perform adaptive research. 
Increased ISAR Linkages with 

3.1 

3.2 

3.3 

MINAGRI Documents and 
Interviews. 

ISAR research agenda and 
research reports. 
Interviews and iSAR and 

3.1 

3.2 

Favorable/improved GOR 
policies toward agricultural 
service businesses. 
New agricultural 
technologies appropriate to 
Rwanda's constraints can be 

(purpose of FSRP and RRAM). UNR, MINAGRI and Inter- MINAGRI officers. found. 
national research centers. 3.3 Spontaneous farmers' groups 

3.4 Roles of ISAR, UNR, MINAGRI, 3.4 MINAGRI policy statements and are formed to take on 
communes, NGOs, private 
sector in sg. development 

interviews with the parties 
involved, 

agricultural production and 
soil conservation tasks. 

3.5 
defined. 
Commercial elements of 
OPROVIA, seed centers, 

3.5 OPROVIA, MINAGRI annual 
reports; interviews with the 

3.4 Farmers are witting to 
participate in co-ops. 

3.5 GOR does not supply goods 
nurseries, regies, IRDPs etc. parties involved, and services at subsidized 

3.6 
privatized. 
Greater ability of the 3.6 Interviews in communes; 

prices which make it 
uneconomical for private 

communes to develop and commune documents which businesses to compete. 
implement agric. and soil indicate agricultural 
conservation projects. policies. 

3.7 Greater private sector 3.7 MINAGRI surveys and census. 
participation in input supply SESA special studies. 
& marketing. 
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LEVEL 3: PROGRAM OUTPUTSANNEX 0: USAID/RVAN6A PROGRAMI LOGICAL FRANEIR)K (PROJECT PUMPOSES) 
PAGE 	3
 

NARRATIVE SUMMARY 
 INDICATORS 	 MEANS OF VERIFICATION ASSUMPTIONS

(OBJECTIVES) 
 (DATA SOURCES)
 

3b. Farmers apply improved 3.8 Technologies and practices 
 3.8 Review of MINAGRI field 3.6 	Recommended technologies and
technologies and practices recommended by FSR project 
 service 	records or evaluation practices are profitable for
(purpose of FSRM, RRAN, fish staff are disseminated, of dissemination procedures farmers to adopt.
culture, other ag. projects). 
 and activities. 	 3.7. Farmers have disposable

3.9 	 Farmers apply recommended 
 3.9 Review of MINAGRI field 	 monetized Income to purchase


technologies and practices on 
 service records or evaluation recommended inputs.

ha. of dissemination procedures 3.8 Appropriate extension
 

and activities, practices are adopted.
 
4a. Policy reforms implemented. 4.1 	 A policy definition agenda 4.1 MINIFINECO, MININART. 4.1 Stable government.


and procedures for feeding 
 4.2 	Continued support for
4b. Upgraded capacity of GOR to 	 research results into the 
 structural adjustment and
formulate and implement 	 policy process .
 policy reform by IgRD/IMF.
economic policy reforms 	 implementing and monitoring 
 4.3 	Recommendations formulated
(purposes of PRIME). 
 policy changes is 
 in research studies and

established, 
 policy dialogue process are
4.2 	a) Procedures for 4.2 MININART, MINIFINECO, accepted by GOR cthis
 

establishing enterprises applying firms, 
 assumes 	that date and
streamlined and time 
 discussion/negotiation are

required for MINIMART & 
 able to 	outweigh the

MINIFINECO shortened. 
 political status quo,


b) Reforms in the commercial 
 tradition, and vested
 
code. 
 interests in pre-reform


4.3 	a) Review of fiscal system 
 4.3 MININART, MINIFINECO. policies and conditions).
 
to make it more neutral
 
re. enterprise size.
 

b) Exchaiige rate adjustment

and associated price
 
changes which favor
 
labor-intensive
 
enterprises.
 

4.4 	 a) Credits of over 1 year 4.4 a) BRD statistics.
 
for rural enterprises. b) Analysis of 3RD dossiers
 

b) Average loan processing of participating banks.
 
period reduced to 90
 
days.
 

4.5 	 GOR promulgates 4.5 MININART, MINIFINECO.
 
privatization policy.


4.6 	Establishment of legal 4.6
 
status for SGF.
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LEVEL 3: PROGRAM OUTPUTSANNEX 6: USAID/RANDA PROGRAM LOGICAL FRAMEWORK (PROJECT PURPOSES) 
PAGE 4 

NARRATIVE SUMMARY INDICATORS MEANS OF VERIFICATION ASSUMPTIONS 
(OBJECTIVES) (DATA SOURCES) 

4.7 a) Selective promotion and 4.7 BNR & MINIFINECO comerce 
protectinn of div. 
enterprises. 

b) Decreased overall level 
of protection. 

) Increased reliance on 
tariffs, reduced reliance 
on import licenses. 

d) Increased coord. with 
neighboring countries to 
promote regional trade 
(recommend. of 

4.8 
BUNEP/PRIME study). 

Implementation procedures 4.8 MINIFINECO D.G. of Economic 
developed to give SHE access Policy. 
to benefits of investment 
code. 

4.9 a) Share of agriculture in 4.9 National statistics. 
GOR budget increases from 
4.4% In to in 

b) Increased financing of 
agricultural research. 

c) Increased budget for 
employment-oriented 
education and training.

d) Increased allocations for 
micro-enterprises. 

4.10 GTH accepts or rejects 4.10 Comptes rendus of GTN 
policy recommendations in a sessions. 

4.11 
timely manner. 
a) DGEP staff receives 4.11 MINIFINECO personnel 

appropriate training,
b) DGEP staff appointed on a 

records. 

permanent basis. 
4.12 a) CCIR becomes more 4.12 CCII. 

representative of the 
private sector vis-a-vis 
GOR. 

b) Increased member 
contributions to CCIR. 

c) Increased networking, 
training and study 
activities by CCIR. 
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LEVEL 3: PROGM OUTPUTS 
ANNEX 8: USAID/RWANDA PROGRAM LOGICAL FRAMEWORK 

PAGE 5 
(PROJECT PURPOSES) 

NARRATIVE SUMMARY 
(OBJECTIVES) 

INDICATORS MEANS OF VERIFICATION 
(DATA SOURCES) 

ASSUMPTIONS 

5. Enterprises possess improved 
management. financial and 
marketing skills (purpose of 
IWACU and TechnoServe 
projects). 

5.1 

5.2 

5.3 

5.4 

Strengthened management and 
commercial activities of 
co-ops and existing co-op 
unions. 
100 enterprises possess 
improved management, 
financial and marketing 
skills by PACO of 
TechnoServe project. 
_ enterprises apply
appropriate technologies by 

Chamber of Industry and 
Commerce strengthened. 

5.2 

5.3 

5.4 

Review of TechnoServe 
records and evaluation of 
TechaoServe project. 

CCIR records. 

5.1 

5.2 

5.3 

5.4 

A sufficient number of SMEs 
exist in Rwanda. 

Local co-ops will be 
receptive to the proposed 
training and extension 
services. 

The major participating 
cooperatives and GOR reach 
agreement on the role of the 
national federation of 
cooperatives.
GOR will permit air time for 
co-op radio broadcasts. 
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LEVEL 4: PROGRAM INPUTSANNEX f: USAID/RUADA PROGRAM LOGICAL FRANEWORK - PROJEC. OUTPUTS 
PAGE 1 

NARRATIVE SUMMARY 
(OBJECTIVES) 

INDICATORS MEANS OF VERIFICATION 

(DATA SOURCES) 
ASSUMPTIONS 

A. FAMILY PLANNING 

1. Improved Family Planning 
Programs. 

1.1 

1.2 
1.3 

FP programs planned, 
implemented and evaluated. 
Use of condoms promoted. 
Information, education and 
communication. 

1. Coordinating committees 
named, responsibilities 
assigned and regular meetings 
held; mechanism is effective. 

1.4 (IEC) mcssages developed for 
target audiences. 

2. Trained FP staff 2.1 

2.2 
2.3 

867 public and 40X of private 
sector personnel trained to 
provide FP services and 
information by PACD. 
4 Masters of Public Health. 
On-the-job training (OJT) in 
financial, management, 
personnel, inventory, 
clinical and data collection 

2.1 

2.2 
2.3 

Supervisor reports. 

Contractor reports. 
Contractor reports. 

2. Suitable training programs 
can be identified; 
expatriates are effective in 
OJT activities. 

2.4 
techniques. 
National Training Plan 
proposed. 

2.4 Contractor reports. 

3. Policy dialogue established. 3.1 
3.2 

3 national policy seminars. 
2 study tours. 

3.1 
3.2 

minutes of seminars * 
participants' reports to 
president. 

4. Service delivery research 
performed. 

4. Research carried out on 
improving service delivery, 

social marketing targeting, 
JEC materials, integration of 
FP and health services, DHS, 
cost recovery, community
based distribution. 

4.1 Study reports. 4. ONAPO and MINISAPASO give 
adequate priority to research 

and to implementing 
recommendations. 

5. FP Service Delivery 
Institutions strengthened, 

5.1 

5.2 

5.3 

5.4 

Greater service delivery 
through the private sector 
(not quantifiable before mid-
term evaluation). 
Reorganization of inventory 
control and supply 
management. 
Annual work plans that relate 
activities to budgets. 
ReGrganization of 
administrative and financial 
procedures. 

5.1 

5.2 
5.3 
5.4 

Enterprise and SOMARC annual 
report/work plans. 

Annual Management Review. 
Work Plans. 
Annual Management Review. 
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NARRATIVE SUMMARY 

(OBJECTIVES) 


6. 	 Buildings constructed and 

equipment procured. 


B. 	ASPAP
 

1. 	Trained Ruandan staff. 


2. 	Policy formulation dialogue 

between GOR and USAID. 


3. 	 Improved policy and management 

information, 


ANNEX 5: USAIDIIWANDA PROGRAN LOGICAL FRMEWOK 

INDICATORS MEANS OF VERIFICATION 

(DATA SOURCES)
 

6.1 	 80X of health centers 6.1 Supervisorsk Reports.
 
provided with FP equipment
 
and contraceptives.
 

6.2 	XX of private centers
 
provided FP equipment and
 
contraceptives.
 

1.1 	 8 H.S. degrees. 1.1 ASPAP records. 

1.2 	47 personfmonths short-term 


international training, 

1.3 	 On-the-job training for 


counterparts. 


2.1 	 GOR-USAID policy discussions 2.1 Reports and GOR policies.
 
end resulting policies.
 

3.1 	 At least 20 research studies 3.1 MINIPLAN records.
 
completed (including 3 Ph.D.
 
and 5 M.S. dissertations).
 

3.2 	1 national agricultural 3.2 SESA reports.
 
survey completed.
 

3.3 	4 annual surveys completed. 3.3 MINIFINECO Records.
 

LEVEL 4: PROGRAM INPUTS 
a PROJECT OUTPUTS 

PAGE 2 

ASSUMPTIONS
 

1. 	GOR appoints suitable
 
officials for sit SESA
 
positions.
 

2. 	 Qualified candidates for
 
training can be identified
 

and receive travel
 
authorizations.
 

3. 	SESA, MINIPLAN and NINIFINECO
 
agencies play a leading role
 
in the GOR policy process
 
(false for SESA and MINIPLAN;
 

true at MINIFENECO, but ASPAP
 
interventions there are
 
limited.)
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NARRATIVE SUMMARY 

(OBJECTIVES) 


C. 	 FARMING SYSTEMS RESEARCH (FSRP)
 

1. 	Development and dissemination 

of appropriate technologies 

which address major 


agricultural constraints, 


2. 	 Trained Ruandan staff. 


3. 	 Studies 


4. 	 Improved institutional 

capacity to support adaptive 

research, especialty on s.c., 

food crops, and Livestock, 


ANNEX 5: USAID/RWANDA PROGRAM LOGICAL FRAMEWORK 

INDICATORS 
 MEANS OF VERIFICATION 

(DATA SOURCES)
 

1.1 	 Appropriate technologies 
 1.1 Review of ISAR documents and 

developed for each of the 
 research plans. 

following constraints: 


a) solt fertility and.
 
erosion.
 

b) plant disease, especially
 
for beans.
 

c) insect damage.
 
d) livestock diseases.
 
e) small and fragmented
 

landholdings.
 
f) non-availabitity of
 

purchased inputs.

1.2 	 Technologies are practiced by 1.2 Review/study of extension 


farmers on - ha by operations. Agricultural
1990. survey data. 


2.1 	 3 Rwandans trained to Ph.D. 
 2.1 FSRP records. 

level, 


2.2 	 10 Rwandans trained to M.S. 

level. 


2.3 	8 Rwandans trained to B.S.
 
level.
 

2.4 	50 p/m training in FSR/E
 
methodology.
 

2.5 	 125 days of FSR/E in-service
 
training.
 

2.6 	Extensionists and farmers
 
trained in improved
 
technologies.
 

3.1 	 20 research studies completed 3.1 FSRP records. 

(including 3 Ph.D. and 5 H.S. 

dissertations). 


4.1 	 A data base to support FSR/E 4.1 FSRP records. 

established. 


4.2 	Linkages established with 5
 
international research
 
centers.
 

4.3 	 Improved linkages with UNR.
 
4.4 	 A fully functioning farming
 

systems approach being used
 
at Rwewere.
 

LEVEL 4: PROGRAM INPUTS 
- PROJECT OUTPUTS 

PAGE 3 

ASSUMPTIONS
 

1.1 	Appropriate technologies can
 
be identified and verified in
 
the time available.
 

1.2 	Farmers agree to do trials on
 
their fields and to function
 
as seed multipliers.
 

2.1 	GOR identifies qualified
 
candidates for training and
 
provides them with exit visas
 
opportunely.
 

3.1 	ISAR provides the advisors
 
with a sufficient number of
 
qualified counterparts.
 

4.1 	ISAR is interested in
 
adopting the FSR/E approach.
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ANNEX B: USAID/IVANDA PROGRAN LOGICAL FRAMEWOK 
LEVEL 4t 

-
PAGE 4 

PROGRAN INPUTS 
PROJECT OUTPUTS 

NARRATIVE SUMMARY 
(OBJECTIVES) 

INDICATORS MEANS OF VERIFICATION 
(DATA SOURCES) 

ASSUMPTIONS 

D. PRIME 

Support for Strengthening GOR 
Policy Formulation Capacity 

1. Studies completed. 1.1 

1.2 
1.3 

4 macro-economic studies in 
1989. 
6 sub-sector studies in 1989. 
Privatization studies. 

1.1 PRIME records. 1.1 Qualified advisors can be 
recruited. 

1.2 Qualified counterparts are 
opportunely designated by GOR 

with appropriate 
remuneration. 

1.3 GOR decision-makers welcome 

PRIME's activities, allow 
access to data and give 
feedback to the researchers. 

2. Training completed. 2.1 (PRIME budget available for 
training, but targets not 
defined.) 

2.1 PRIME records. 

3. Policy formulation dialogue. 3.1 

3.2 

3.3 

3.4 

A policy and study agenda is 
coordinated among the 
ministries. 
A process for feeding 
research results into the 
policy formulation process is 
established. 
Procedures established to 
implement and monitor policy 
changes. 
Rwandans assume control of 
the policy reform process. 

3.1 Interviews with PRIME and GTM 
personnel. 

4. Special Account disbursements 
of S10.0 million in local 
currency to activities which 
promote program objectives, as 
recommended by GTM. 

4.1 X incremental activities 
funded and undertaken. 

4.1 Reports of executing agencies 
(MINIMART, BRD, SP, etc.). 
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NARRATIVE SUMMARY 

(OBJECTIVES) 


E. IUACU PHASE I 

1. Training completed. 


2. Studies completed. 


3. Institutions strengthened. 


ANNEX 3: USAID/RANOA PROGRAM LOGICAL FRANEVORK 

INDICATORS MEANS OF VERIFirATION 

(DATA SOURCES)
 

1.1 	 120-150 co-ops have better- 1.1 IUACU records. 

trained management, 


1.2 	80-100 co-op boards trained, 

1.3 	 90-100 GOR co-op extension 


officers given additional 

training, 


1.4 	 Co-op organizations use 

center for own training
 
programs.
 

1.5 	 Regular radio broadcasts of
 
programs about co-ops.
 

2.1 	 Inventory of co-op training 2.1 Review of inventory.
 
needs completed.
 

2.2 	 Curriculum, materials and 2.2 Review of materials.
 
training aids developed.
 

3.1 	 A fully operative co-op 3.1 IVACU inspection and records.
 
training center established.
 

3.2 	60-80 pre-cooperative 3.2 IUACU records.
 
societies evolved Into full
 
co-op status.
 

3.3 	Co-op newsletter and journal 3.3 IWACU records.
 
published regularly.
 

3.4 	A co-op extension service in 3.4 IWACU records.
 
place and functioning.
 

LEVEL 4: PROGRAM INPUTS 
- PROJECT OUTPWdS 

PAGE 5 

ASSUMPTIONS
 

1.1 Qualified Rwandan trainers 
can be recruited, and stay
 
with IUACU.
 

1.2 Sufficient numbers of co-op
 
and informal group leaders
 
are interested in the
 
training.
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LEVEL 4: PROGRAM INIPUTS 
ANNEX 3: USAII/IWANDA PROGRAM LOGICAL FRAMEWORK L PROJECT OUTPUTS 

PACE 6
 

NARRATIVE SUMMARY 	 INDICATORS MEANS OF VERIFICATION ASSUMPTIONS
 
(OBJECTIVES) 
 (DATA SOURCEI)
 

F. 	|tA1U PRASE 11
 

1. 	Unite Appul Couselt Technical 1. UAC Technical Assistance 1. UAC documents. 
 1. A sufficient nmber of co-ops
assistance office estebtished, office provides service to 30 and co-op unions capable of
 
co-ops and 3 co-op unions in 
 absorbing technical assistance
 
finances, feasibility 
 are 	formed.

studies, credit applications,
 
supervising IWACU regional
 
agents, coordinating other
 
organizations assisting
 
co-cops.
 

2. 	New loan portfolios developed
 
totaling 120,000.
 

2. 	Training completed 1. 10,500 student-days of 1.1 IWACU ii records
 
resident training from 1.2
 
scholarships sA;x 13,500 from
 
co-op resources.
 

2. 	4,000 student-days of field
 
training.


3. 	Regular radio extension 1.3
 
programs, a correspondence
 
program, training materials,
 
posters, 1 experimental A/V
 
program.
 

3. 	Studies completed 1. Research on co-op problems 3.1
 
completed.
 

4. 	 Buildings and equipment 1. Equipment and supplies for 4.1 IVACU II records 
radio, video, and newsletter. 
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ARNEX 8: USAID/RI4UIA PROCEAN LOGICAL FRAMEUOK 
LEVEL 4: PROGRA 

- PROJECT 
PAGE 7 

INPUTS 
OUTPUTS 

NARRATIVE SUMMARY 
(OBJECTIVES) 

INDICATORS MEANS OF VERIFICATION 
(DATA SOURCES) 

ASSUNPTIONS 

G. TECONOSERVE 

1. Technical Assistance 1. 

2. 

Delivery of assistance in 
accounting, management and 
personnel management to 100 
enterprises. 

Delivery of assistance in 
selection of appropriate 
technology to 11 enterprises. 

1.1 tveu of TechnoServe records 
& evaluation of TechnoServe 
project. 

1.2 TechnoServe evaluation/ 
TechnoServe records. 

2. Training completed 1. 

2. 

3. 

12 Rwandans enrolled in CPA 
training. 
_ private-sestor persons 
receive - person-days of 
training by 1991. 
On-the-job training carried 
out in 25 firm. 

2. TechnoServe records. 

3. Studies completed 1. 

2. 

3. 

Economic and credit studies 
carried out. 
Needs assessment of management 
training institutions 
performed. 
Appropriate data bases 
established. 

3.3 

4. Institution-building 1. 

2. 

2 Management training 
institutions strengthened, 
Increased NGO invoLvement 
(espeilLty local NGOs) in 
enter prise development. 

4.1 

4.2 

Evaluation of TechnoServe 
project. 
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ANNEX C: USAID/RWANDA PROGRAM EVALUATIONH MATRIX PART 1: PRIME + ASPA * 
TECHNOSERVE 

PAGE 1 

CATEGORY 


MAJOR DONORS, 1986: 


LEVELS
 

PROGRAM GOAL:
 
(COUNTRY TRENDS)
 

Welfare
 

Economic 


Population
 

Natural Resources
 

PROGRAM PURPOSE
 
(TARGET GROUPS)
 

Welfare 

Econ 


Population
 
Natural Resources
 

PROGRAM OUTPUTS z
 
PROJECT PURPOSES:
 
BEHAVIOR 

Production
 

Practices 
(Beneficiaries) 

Policies:
 
Enforced 


Nominal 


PRIME 


Belgium, PRUO, ONG, Switzerland 


S320 GNP per capita 


Nominal policy change does not result
 
in the intended economic impact
 

SME Loan Guarantee Fund revitalized. 


SME Loan Guarantee Fund. 

Trade tariffs and quotas revised.
 
Some price reporting changes.
 
Procedures for Investment Code.
 

AG SURVEY AND POLICY ANALYSIS 


Berg., PNUO, ONG, Switzerland 


$320 GNP per capita 


Drought warning system.
 

TECHNOSERVE
 

Switzerland, PNUD, Canada
 

$320 GNP per capita
 

Approx. 20 firms with more complete 
double entry accounting systems. 
Approximately 5 firs with org. plans 
including sector, function, job
 
descriptions.
 

Personnel management changes?
 

SGR now more autonomous, meets more
 

often, following Dieter rec.?
 

- 1
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CATEGORY 


BENEFICIARY:
 

Skills 


Awareness 


INSTITUTION-BUILDING: 


Service Delivery 

Quality 


Coverage 

(Beneficiaries, 

Clientele) 


Financial 

Self-Sufficiency 


HR, Tech. 

Self-sufficiency 


ANNEX C: USAIDIRVANDA PROGRAM EVALUATION NATRIX 


PRIME 
 AG SURVEY AND POLICY ANALYSIS 


0? in data collection and analysis.
 

Reg., seasonal food self-sufficiency.
 
At-risk population groups
 

GROUPE TECHNIQUE MIXTE SESA 


Accepts, rejects policy Influence on policy Limited due to
 
recommendations. 
 Lack of format GOR status SESA can do
 
Distributes to GOR policy makers, routine surveys by itself. 
 StiLt
 

need help in analysis. Drought
 
warning system. Data harmonization
 
seminars. Internal consulting for
 
GOR on survey methods, data
 
processing, computer use. But stilt
 
not used as basic data source.
 

Access to decision makers in Yearly, prefecture-based national ag

Ministries. 
 survey sample of 1,100 farms. 


Updated every year, 1/2 sample 

replaced annually, 


MINAGRI pays SESA salaries. 

ProAg calls for GOR to 2 


Year 1 2 3 4 5 


Minagri 0 20 40 60 80
 
Ninfin 0 86 86 86 86
 
MinipLan 0 20 40 60 80
 

Private contracts pay 25% of local
 
costs.
 
SESA has certain autonomy.
 

SESA accounting unit computerized. 


PART 1: PIME + ASPA . 
TECNOSERVE 

PAGE 2 

TECHNOSERVE 

TNS CLIENTS AND TNS
 

TNS covers medium-sized, primarily
 
rural businesses. About 50 clients,
 
average 12 employees each a 600
 
beneficiaries.
 

Self-sufficiency of Rewandan operation
 
not a TUS objective.
 
Increased access of Rwandan firms to
 
capital Services.
 

6 Rwandan professionals at TNS
 
2 Rwandans Left TNS to Rwandan private
 

sector
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CATEGORY 


MAJOR OUTPUTS
 
Dialogue with GOR, 

decision makers 


Studies, 

Publications, 

Demonstrations 


ANNEX C: USAIDIRVADA PROGRAM EVALUATION MATRIX 


PRIME 
 AG SURVEY AND POLICY ANA.YSIS 


Effect on small, medium business of: Pros and cons of SESA and Q:coris' 

tax structure, credit policy, data, rigor vs. coverage. Pricing

tariffs, Licenses, business controls, policy. Present results at GOR 

regs. meetings. 


18 studies National agricultural surveys, data 

Financial community, Garment, base, up-dated yearly since 1985. 

construction, wood, traditional Crop production, cultivated surface 

beverages, etc. industries, fertilizer used, crops cultivated 


sorghum trade transactions, house-


PART 1: PRIME + ASPA * 
TECUNOSERVE 

PAGE 3 

TECHNOSERVE
 

Recommends clients to SRO
 
Rec: more autonomy, more frequent
 
meetings for SGF. Sunflower oil
 
pricing policy MINIMART, Nat. U.,
 
MINAGRI
 

uuarantee Fund, demand analysis,
 
institutional survey, agro-industry
 
survey. banana juice extraction,
 
sunflower oil extraction.
 

r 317.020 
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ANNEX C: PROGRAM EVALUATION MATRIX: USAID/RWANDA PROJECTS A3 ACTIVITIES PART 2: CLUSA * FSR + M 
PAGE 1 

CATEGORY 


MAJOR DONORS, 1986: 


LEVELS
 

PROGRAM GOAL:
 
(COUNTRY TRENDS)
 

Welfare
 

Economic 


Population
 

Natural Resources
 

PROGRAM PURPOSE
 
(TARGET GROUPS)
 

Welfare 

Econ 


Population
 
Natural Resources
 

PROGRAM OUTPUTS z 
PROJECT PURPOSES: 
BEHAVIOR 

Production 


Practices 


(Beneficiaries) 


Policies:
 

Enforced 


Nominal 


CLUSA FARMING SYSTEMS RESEARCH MARAIS MANAGEMENT
 

Switzerland, PNUO, Canada USA, FAO
 

S320 GNP per capita S320 GNP per capita 5320 GNP per capita 

360 client coops pay 950 coop 
employees earn S4O,OOO/month. Coop 
union handles 12% coffee crop. 

Figures will be collected from a 
sample of coops on: brick production, 
pottery, handicrafts, sorghum miLling, 

Base production may have almost doubled 
in client farmers' ponds. Low fish 
sates. 

marketing. 

27 coops market beans according to Client Questionnaire? Fish feeding, fertilizing already 
IUACU storage training. practiced? Increasing fish 

consumption. 

Building of houses in marais 
prohibited. 

Jurisdiction over marais delivered to 
communes. 
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ANNEX C: 
 PROGRAM EVALUATION MATRIX: USAIDIRUANDA PROJECTS AND ACTIVITIES 
 PART 2: CLUSA + FSR * -

CATEGORY 


BENEFICIARY
 

Skills 


Awareness
 

INSTITUTIONAL-


BUILDING
 

Service Delivery 

Quality 


Coverage 

(Beneficiaries, 


Clientele) 


Financial 

Self-sufficiency 


HR, Tech. 

Self-sufficiency 


NAJOR OUTPUTS
 

Dialogue with GOR, 

decision makers 


Studies, 

Publications, 

Demonstrations 


CLUSA 


Results of tests?
 

IWACU COOP MOVEVENT 


TA and guarantee from IWACU obtained: 

S227 K credit for coops 

S233 K new Loans for 10 coops. 

Trained by IUACU: 1,800/yr, 

overlaps, turnover.
 

360 coop clients, 80,000 members, 

8,000 women members, 950 coop 

employees
 

IWACU 90% self-sufficient. 

4,400 person-days rented. 


Management 100% Rwandan since 1/88. 

Computer accounting system 25X 

revenues from contract. 


New coop Law, IMINIJEUCOOP. 

Pricing policy. Many boards. 


Time series, data base for bean 

prices. Coop inventory. Coop stores 

feasibility study. Coop managers, 

simple accounting manuals, 


FARMING SYSTEMS RESEARCH 


Biometry unit established at Rubona. 


4 communes, 2 agro-ctimatic zones, 

120 farmers/famiLies 


4 of four promised counterparts 

provided. Other duties prevented 

Minogri integration, 


Integration FSR/ISAR. 

Estrangement, reconciliation? ?(No 

format FSR/GOR agreement) 


Survey of farmer priorities. Soil 

fertility. Disease resistent, high 

yield beans. And preparation to 

increase wheat yields. Sweet
 
potatoes planting procedure.
 

PAGE 2
 

MARAIS MANAGEMENT
 

CADRE OF FISHERY EXTENSIONISTS
 

WeekLy visits by monitors to each fish
 
farmer. The fish extensionists may be
 
an important resource when broader
 
marais activities occur under WMRS.
 

6 fish stations, 5 prefectures, 1.458
 
farmers, 525 ponds.
 

GOR has picked up salaries of fisheries
 
extensionists. Project Director
 

estimates can cover 75% of recurrent
 
(excluding salaries paid by Ministry)

costs using receipts from Stations.
 

2/6 centers operatfonaL? Matiomal
 
center has fish ponds combined with
 
pigs, chickens, ducks, a restaurant,
 
and a sport fishing pond.
 

Conference, 60 decision makers:
 
Dangers of marais drainage. Soil
 
fertility in marsis not necessarily
high. Farmers have sound marais
 
practices. Value of "poLyvatent"
 

extensionists with training in marais
 

management.
 

Studies of marais: socio-economics,
 
agronomy, hydrology, compost and rice
 
as foods for fish culture.
 

-2 317.021 



ANNEX C: PROGRAE EVALUATION MATRIX: USAIDIRWANOA PROJECTS AN ACTIVITIES PART 3: CM * FP 

PAGE I 

CATEGORY COLLINE MANAGEMENT FAMILY PLANNING 

MAJOR DONORS, 1986: USA, FNUAP, ONG 

LEVELS 

PROGRAM GOAL: 
(COUNTRY TRENDS) 

Welfare 

Economic S320 GNP per capita S320 GNP per capita 

Population 6.8 miLlion people 

Natural Resources 
3.72/yr increase 

PROGRAM PURPOSE 
(TARGET GROUPS) 

Welfare 

Econ 

Population 
Natural Resources 

PROGRAM OUTPUTS = 
PROJECT PURPOSES: 
BENAVIOR 

Production 

Practices 
(Beneficiaries) 

some demonstration effect of. 
prevention practices. 

20,699 users (1.72) 
20% user increase/yr 
332/yr drop out? 

Policies: 

Enforced ONAPO built, staffed 

130/184 health centers, integrated. 
Nominal Population growth nat. priority. 

ONAPO established 1982. FP 
restrictions removed. FP methods 
legalized. 
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ANNEX C: PROGRAM EVALUATION MATRIX: UTID/RUANDA PROJECTS AMS ACTIVITIES PANT 5: CM -. FP 

CATEGORY 


BENEFICIARY
 

Skills 


Awareness 


INSTITUTIONAL-


BUILDING
 

Service Delivery 

Quality 


Coverage 

(Beneficiaries, 

Clientele)
 

Financial 

Self-sufficiency 


HR, Tech.
 
Self-sufficiency
 

MAJOR OUTPUTS
 

Dialogue with GOR, 

decision makers 


Studies, 

Publications, 

Demonstrations 


COLLINE MANAGEMENT 


Little progress at acquiring an 

institutional home. 


Severe financial restraints cited as 

explaining the above, 


Regional workshop, 400 attendees:
 
water, soil, trees, people
 
Linkages.
 
Value of comprehensive natural
 
resource data bases. The effect of 
mining wastes. 

Studies of coLlines: socio-ecotogy, 
soil conservation, -ater, agro-

ecology, watershed monitoring.
 
Demonstration of arresting soil
 
erosion.
 

PAC-i 2
 

FAMILY PLANNING
 

Results of tests, other evidence?
 

85% aeareness of ONAPO. 40% women
 
want conraceptivis. 20Z women, 34%
 
men want to stop having children.
 

ONAPO, MCH/FP CENTERS
 

Information dissemination. Mass
 
media strong. Data collection,
 
analysis partial. Service delivery,

partial.
 

30% of women exposed by radio.
 
Visitors?
 

GOR contribuion to covering recurrent
 
costs went from FRW 41 N to FRW 76 N
 
1984-1987.
 

16 research studies on FP practices,
 
attittudes, demography.
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Plusieurs pays en d~veloppement, le Mexique et la Malaysie notamment, ont
 
appliqug sur une large Achelle les plans de participation des employ6s au
 
capital de l'entreprise, adapt4s A leurs conditions particuli~res, avec des
 
r6sultats tr~s encourageants, 
et plusieurs autres pays (l'Egypte, l'Indon~sie,
 

.par exemple) sont en train d'introduire ou d'6tudier activement de tels plans.
 

Dana les pays en d~veloppement qui suivent une politique de privatisation
 
de certaines soci~t4s parastatales, l'application du plan PACTE devrait Atre
 
beaucoup plus simple que celle du module utilis6 aux Etats-Unis d'Am6rique. La
 
vente de tout ou partie des actions d'une entreprise A ses employ4s au moyen

du crddit (alli~e a une gestion am6lior~e et 5 des investissements destines A
 
la modernisation) peut accrottre la rentabilitd, reduire les d~ficits
 
gouvernementaux, contribuer A une meilleure distribution des avantages

4conomiques et sociaux, et donner l'assurance du soutien des employes quant A
 
la politique de privatisation.
 

Le seul investissement n6cessaire permettant aux employ6s d'acquerir des
 
actions dans l'entreprise, selon cette m4thode, consiste en une assistance
 
technique de courte dur6e afin d'6tablir le plan PACTE dans une ou plusieurs
 
soci~ts pilotes. Le bureau-conseil "Equity Expansion International" est la
 
seule firme existante qui a pour objectif et savoir-faire l'6tablissement,
 
dans les pays en d4veloppement, de plans de participation des employes au
 
capital de l'entreprise.
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La probliatique actuelle des entreprises Parastatales 

Dans le souci de promouvoir leur d6veloppement 6conomique et social, la
 
plupart des pays en d4veloppement ont cru bon, particuli~rement dans lee
 
annes 1960-1980, de constituer plusieurs entreprises parastatales. Ces
 
entreprises avaient pour but d'exploiter les ressources naturelles en vue du
 
bien-8tre cominun, de mettre en place de nouvelles activitgs industrielles et
 
de permettre A l'Etat de contr8ler certaines activitds strat4giques. Parfois, 
des socigtds parastatales ont AtA constituges afin de prendre en charge des
 
exploitations qui, auparavant, appartenaient A des intdrAts 4trangers.
 

Mallieur~usement, dane la plupart des cas, lea soci~t~s parastatales n'ont
 
pas t6 A la hauteur de ce qu'on aurait pu en attendre et lea espoirs, fondus 
sur leur constitution, ont 6t6 d~gus. La performance 6conomique d~cevante de
 
la majoritA des societ's parastatales est un ph4nomene universel. Ces
 
societes, tr~s souvent, produisent des biens de qualit4 m4diocre, et rendent
 
des services insatisfaisants au consommateur, A des prix dlev4s (A moins
 
qu'elles ne soient subventionndes), et sont la cause de d6ficits substantiels
 
pour le Gouvernement. Beaucoup de pays en diveloppement, qui font face A des
 
difficult4s budg6taires, ont amorcd le processus de la privatisation de leurs
 
entreprises parastatales pour rdduire lea chargen qui p4sent sur le Trdsor
 
Public.
 

Cependant, les tentatives de privatisation des entreprises parastatales
 
se heurtent souvent aux craintes des Gouvernements de voir ces entreprises
 
devenir le propri4td de petits groupes Aconomiquement puissants, d'une ethnie
 
minoritaire ou d'intgrats 4trangers qui risquent de n'avoir pas pour ligne
 
directrice et objectif le bien-gtre'comun. Les employ6s, eux aussi, ont
 
parfois montr4 une certaines r4ticence A l'Agard de la privatisation. Ila
 
craignent en effet que le rachat de l'entreprise par des entrepreneurs prives

n'aboutisse & une perte de certains ben4fices ou mme au licenciement de
 
plusieurs travailleurs. Pourtant, ces soucis qu'ont lee Gouvernements peuvent.
disparaTtre, et Is reticence des employis transformde en appui positif A la 
privatisation, tandis que la motivation des employds et la rentabiliti de 
l'entreprise peuvent s'accroftre d'une faon remarquable grace A la mise ell 
place du plan PACTE (Participation aux Actions et au Capital par les 
Travailleurs de l'Entreprise). Le plan PACTE est une adaptation, spdcifique A 
chaque pays en d4veloppement, de la technique financi~re moderne connue aux 
Etats-Unis d'Amdrique sous Is d6nomination "ESOP" (Employee Stock Ownership
Plan, soit "Plan pour l'Acquisition d'Actions par lea Employds"). 

L'experience concernant la participation des ploy~s a 
capital de l'entreprise, aux State-Unis d'Ainrique 

Le mouvement ESOP a connu une croissance spectaculaire aux Etats-Unis 
d'Am~rique. Depuis 1974, environ 9000 soci6tds sont devenues. en tout ou 
partie, la propri~t6 de leurs employls, grace aux plans ESOP, et plus de 9 
millions d'employds sont devenus actionnaires. Cheque annge, plus de 1000 
socidt4s employant plus d'un million de travailleurs deviennent la propri6td
des employee. Lee plus connues parmi ces socidt~s sont lee suiventes: 
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- AVIS (is seconde plus grande entreprise de location de voitures du 
monde - plus de 20.000 employ4s - propri6td des employ~s A 100%); 

- Chrysler Corporation (propri6t6 des employ~s & 12%);
 

- Pan Am (propridt6 des employ6s A 13%);
 

- Eastern Airlines (37.000 employ~s - propri4tA des employs & 25%); 

- Western Airlines (10.500 employ6s - propridt6 des employ~s A 32%);
 

- Parsons Corp. (8.000 employ~s - l'une des soci6t~s de construction lea
 
plus grandes du monde - propri~t6 des employes A 100%);
 

- Weirton Steel (8.400 employ4s - l'aci6rie amnricaine devenue la plus
 
rentable - propri4t6 des employ6s A 100%);
 

- U.S. Sugar (2.400 employ~s - Is plus grande entreprise sucri~re
 
azuricaine - propri~t6 des employ6s A 43%);
 

- Lowe's Companies (15.000 employ6s - le plus grand fournisseur de 
materiaux de construction aux Etats-Unis d'Amdrique - propri6t6 des 
employ~s A 25%);
 

- Science Applications International (3.600 employ6s - propri6t6 des 
employds A 84%); 

- Publix Supermarkets (37.000 employ~s - propri6t6 des employ~s A 100%);
 

- Hewlett-Packard Computers, Texas Instruments, Arthur D. Little, etc...
 

Bien que des plans de participation aux b4nqfices, des systimes de primes
 
par le biais de dons d'actions, ou de vente & prix rdduit d'action3 aux
 
employis aient exist4 aux Etats-Unis depuis longtemps, 1'expansion prodigieuse

de la ddtention des actions par lea employs se produisit grace A une nouvelle
 
m6thode de financement connue sous la ddnomination d'ESOP (Employee Stock
 
Ownership Plan). Pour r6sumer bri~vement. on peut dire que. par le biais d'un
 
elan ESOP. tous les employ6s recoivent un prat qui leur permet d'acheter des
 
actions de leur entreprise au moyen du cr4dit: au bout d'un certain nombre
 
d'anndes le prAt est rembours6 grace A l'augmentation des recettes et lea
 
employes deviennent propri6taires de leurs actions. Les employ6s regoivent

leurs actions A leur retraite (se montant, aux Etats-Unis d'Am~rique, en
 
moyenne, A 124.000 $ US chaque). Cependant, sit~t la premiere annde de
 
l'4tablissement d'un plan ESOP, si l'entreprise est rentable, chque employ6

recoit des dividendes sur lea actions qu'il possAde.
 

Le Congres Amdricain a ddclarg que 1'accession & la proprigtd sur une 
grande 6chelle doit atre un but majeur de sa politique 6conomique (au mame 
titre que le plein emploi), et a promulgu6 une vingtaine de lois visant A 1. 
promotion de Is participation des employ4s au capital. L'ESOP prdsente des 
avantages simultane'ment pour lea employ6s, la direction, lea propri6taires 
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actuels et lea banques. Actuellement, la fagon la moins coateuse pour lea
 
socidtds amdricaines d'augmenter leur capital est d'6mettre de nouvelles
 
actions et lee vendre A leurs employ4s au moyen du crddit, Landis que La
 
mdthode la plus avantagteuse de vendre leurs socidtds, pour les propridtaires
 
de celles-ci. est de lee vendre A leurs propres employ4s au moyen des plans
 
SOP.
 

L'innovation qui a meng au succ~s du financement ESOP tient au fait que

lea employs acqui~rent des actions au moyen du crddit sans mise de fonds en
 
esp~ces ni de rdduction de salaires. Cependant, lea employ~s ne regoivent pas

les actions en prime - is paient enti~rement les actions,trace A la
 
croissance de leur productivitd.
 

Le plan ESOP partage lea mgmes objectifs que le mouvement coopdratif.

N6anmoins, les ESOPs ont connu une expansion phdnom~nale, tandis que les
 
r6sultats dconomiques des cooperatives dtaient, en gdn~ral, bien plus modestes
 
parce que, dans un ESOP, chaque employ4 ddtient la proprit6 individuelle d'un
 
certain nombre d'actions. Par cons6quent, chaque employd est conscient que sa
 
performance 4conomique a des r4percussions sur la valeur de son capital et il
 
agit en tent que propridtaire.
 

Lee effets de la ddtention des actions par les employds sur la
 
productivit4 ont t4 impressionnants. Les gr~ves ont totalement disparu
 
lorsque lee employes sont devenus des propridtaires d'actions, et lee conflits
 
direction-travailleurs se sont transformds en 
travail d'4quipe. Les employds

ressentirent Is motivation de travailler mieux et de donner l'exemple;
 
d'arr~ter les gaspillages et d'accroltre la production. Les recherches mendes
 
aux Etats-Unis d'Am4rique montrent que lea socidt6s b4ndficiant d'une
 
participation importante des employ6s au capital social ont en moyenne une
 
rentabilit6 plus 6levde de 50% par rapport A celle des socidtds qui ne l'ont
 
pas, et 
que la rentabilit6 s'accrolt avec le pourcentage de participation des
 
employds au capital social..Dans lea socidt4s qui sont, pour une part

importante, la propri~t6 de leurs employ4s, l'augmentation de la productivitA

annuelle par employ6 a 6tA de trois fois supdrieure (4.0% contre 1.3% par an).
 

Le Canada a 4galement eu une expdrience tr~s positive en ce qui concerne
 
La participation des employ4s au capital de l'entreprise. Sur plus de 1000
 
societds cotdes A la Bourse de Toronto (la 74me du monde), 64% b4n~ficient de
 
l'actionnariat des employds, partiel ou total. La rentabilitd des socidtds qui
b6ndficient d'un actionnariat significatif de leurs employ4s a 6t6 supdrieure
de 92% A celle des socidtds autrement comparables. L'application du systLme de 
ddtention des actions par lea employds s'6tend maintenant en Allemagne (cas de 
l'usine Volkswagen), en Grande-Bretagne, en Belgique et dans d'autres pays
 
industrialisc'.
 

xprience dans les pays en d~veloppenent 

Le plan "ESOP" n'est qu'une application amdricaine part-iculiore d'une 
philosophie 4conomique gdneirale connue en tant que "Dmocratie Economique". 
Contrairement au capitalisme conventionnel (o6 lee moyens de production sont
 
la propri4t4 d'un petit groupe) et au socialisme (o6 les moyens de production
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appartiennent & l'gtat), la D~mocratie Economique prdconise la propri~tA
 
individuelle du capital productif par un grand nombre de citoyens (et, A
 
terme, par tous). Ainsi la Dmocratie Economique combine les meilleurs aspects
 
du capitalisme traditionnel (& savoir l'efficacitg de la production) et du
 
socialisme (la distribution des b6n4fices parmi lea couches les plus
 
d4favorises de la population), tout en 4vitant lea inconv6nients prdsent~s
 
par ces deux systimes economiques. En effet, la Ddmocratie Economique implique
 
la mise en oeuvre d'un nouveau PACTE SOCIAL entre le Gouvernement et la
 
population, lejuel ddfinit precis~ment le rale du Gouvernement qui consiste A
 
orienter 1'environnement dconomique (les m4canismes du crddit en particulier)
 
afin de permettre A tous les citoyens de b6n~ficier de revenus correspondant
 
la d4tention du capital productif. Un certain nombre de pays en d6veloppement
 
ont adapt4 les principes de la D~mocratie Economique A leurs conditions
 
particuli~res, notamment:
 

Le Mexique: Des millions d'hectares, qui ont 6t6 ddcoupds en parcelles
 
et distribuds aux fermiers par la r6forme agraire apres la RNvolution
 
Mexicainc at ont fait l'objet de cultures de subsistance, sont
 
remembrds depuis 1970 en milliers de "soci6ts agricoles paysannes".
 
Chaque "societ6 agricole paysanne" est une exploitation moderne (1000
 
hectares en moyenne) dans laquelle le capital social appartenant A un
 
agriculteur correspond A la surface de sa terre qui eat exploit4e par
 
la socidt4; l'exploitation est dirigge par un ing~nieur agronome. Les
 
agriculteurs y regoivent un salaire en tant que travailleurs, et apr~s
 
la r4colte, des dividendes en tent qu'actionnaires.
 

La Malaysie: Le Gouvernement rencontre de grands succis dans
 
l'exdcution de sa politique "bumiputera", laquelle a pour objectif de
 
permettre A la majorit6 malaise (55%), d'ici A l'an 2000, de s'engager
 
pour au moins 30% dans l'6conomie et Aviter ainsi la concentration de
 
capitaux parmi la minorit4 chinoise. Pour atteindre ce but, le
 
Gouvernement s'est lui-mgme ddposs4d6 des plantations ant6rieurement
 
nationalisaes (caoutchouc, huile de palme, etc.) en faveur des
 
travailleurs malais par la vente d'actions, au .moyen du crddit, qui
 
eat remboursde grace aux dividendes.
 

PossibilitM d'application dars lea pays en d~veloppesent africains
 

L'application des principes de la D~mocratie Economique A Is
 
privatisation des entreprises parastatales dens lea pays en ddveloppement
 
africains serait consid6rablement plus simple que celle du type ESOP
 
amricain, car aucun prat bancaire ne serait ndcessaire - les employds
 
paieraient pour leurs actions A tempgrament grace A l'accroissement de leur
 
productivitd. Le plan PACTE fonctionne comme indiqug dens le diagramme
 
ci-joint. Ce schema gendral doit 9tre adapt6 aux caract~ristiques et rgalits
 
de chaque pays.
 



SCHEMA POUR L'ACQUISITION DES ACTIONS D'UNE
 
ENTREPRISE PARASTATALE PAR SES EMPLOYES 

Vente de YZ des actions
 
MINISTERE DES FINANCES 
 de 1'entreprise
 

Paiement des Actions
 

Transfert de XZ Paiement des actions

des actions JA templremeut
de l'entreprlse 
 III 

CONSEIL DU FONDS 
FIDUCIAIRE: MINISTERE IDES FINANCES/MINISTERE
 

I DE TUTELLE/EMPLOYES/ I
 
GESTION DE L'ENTREPRISE
 

Transfert de XZ JPaieneut 
des act:onsde l'entreprise des actionsIJI teulgremeut 

1.FONDS !.g des YZ de - - - - I FIDUCIAIRE Mnfices ENTREPRISE 1 inuf ice I INVESTISSEURS 

Sdfi~dendeaj DES EMPLOYES __ _ Ialdne _ _ i I I PRvS_I_ IPARASTATALE 
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1. 	Le Gouvernement disigne une'certaine entreprise parestatale comme
 
sujet de privatisation.
 

2. 	Une tude de faisabilit6 eat r~alisae pour d~terminer queUe eat la
 
rentabilit6 6conomique potentielle de i'entreprise, pourvu qu'elle
soit dotde d'une direction comparable A celle du aecteur priv6. 

3. 	Dana lea cas o4 lea r~sultats de i'6tude sont positifs, le Miniat~re
 
des Finances 6met des actions qui reprisentent la valeur nette
 
actuelle de l'entreprise, laquelle eat Atablie lora de L'6tude de
 
faisabilit6.
 

4. 	Une partie des actions (x %), ddterminee par le Gouvernement, eat
 
destin~e aux employds. Une autre partie (y %) des actions peut 1tre
 
vendue au public et aux investisseurs priv6s sur la base d'un
 
paiement en espaces.
 

5. 	Le pourcentage (x %) des actions riservies aux employ~s eat transf~rg
 
au Minist~re des Finance au Fonds Fiduciaire des Employ~s, constitu6
 
pour 1'entreprise.
 

6. 	Un Conseil du Fonds Fiduciaire eat form6 de repr~sentants du
 
Minist~re des Finances, du Ministare de Tutelle, de la Direction de
 
la socidt6 en question, et des employ~s.
 

7. 	Le Fonds Fiduciaire 6tablit une ordonnance pour L'allocation des
 
actions parmi tous lea employ~s, y compris le personnel de direction
 
(proportionnellement au salaire, ou au salaire et A l'anciennetd,
 
etc.). Les actions allou~es A chaque employ6 sont d~pos6es dana un
 
compte individuel au nom de l'employ.
 

8. 	Un planning eat Atabli en ce qui concerns le paiement du co~t des
 
actions au Minist4re des Finances, A temperament, pendant un certain
 
nombre d'annes.
 

9. 
x % 	des b~ngfices de Is soci~t6 sont transf~r~s au Fonds Fiduciaire.
 
Le Fonds en remet une partie au Minist~re des Finances afin de payer

les 	actions, selon le planning 6tabli, et distribue le reste sous
 
forme de dividendes A chaque employA selon le nombre d'actions qui
 
lui eat allou6.
 

10. 	Les employ~s pergoivent des dividendes provenant d'une rentabilit6
 
suppl4mentaire, et accroissent leur productivitA.
 

11. 	Les actions sont pay6es pendant un certain nombre d'ann6es, maim lea
 
employs recoivent leurs actions lorsqu'ils Partent & la retraite ou
 
quittent la soci6t6. A ce moment-lA le Fonds Fiduciaire d~tient un
 
droit prioritaire en ce qui concerns le rachat des actions des
 
employ~s A leur valeur boursi~re, pour 6viter une nouvelle
 
concentration de capital.
 



- 8 

12. Ainsi, les employs acquibrent une rente qui s'ajoute A leurs
 
salaires. Ceci r~duit lee augmentations de salaires inflationnistes.
 
Les employ6s accumulent igalement un capital pour leur retraite. Le
 
Gouvernement regoit des recettes suppl~mentaires provenant des impats
 
pergus sur L'augmentation des b4n4fices de la societ6.
 

Le plan PACTE est extrAmemnent souple et permet des configurations
 
diff4rentes, telles que: la d~tention de toutes lea actions par ler employ~s;
 
Is co-propri~t6 par lea employAs et des investisseurs priv~s; ou une
 

participation tripartite des employ~s, des investisseurs priv~s et de l'Etat
 
(n~anmoins, dans ce dernier cas, la participation de l'Etat doit Atre
 

minoritaire pour permettre au secteur priv6 d'effectuer is gestion adequate de
 

l'entreprise). Dans le cas o6 la restructuration de l'entreprise n~cessite le
 

licenciement d'un certain nombre d'employ~s, ceux-ci peuvent 6galement
 

participer A Is d~tention des actions et obtenir ainsi une distribution des
 

b~n~fices reels de la socit. Si des investisseurs 6trangers achitent des
 

actions, on peut mgme envisager un accord pr~alable pour le rachat de leurs
 

actions A terme par lee employ6s, par le biais d'un financement de type PACTE.
 

On doit cependant souligner que la participation des employ~s au capital
 

social, A elle seule, ne contribuera pas A la prospfrit4 de la socit. En
 

effet, elle doit aller de pair avec l'introduction d'un nouveau capital
 

destin6 A La modernisation de l'4quipement ainsi qu'avec une gestion efficace.
 

Mode de mise en place du plan PACTE
 

Le Gouvernement peut d6signer certaines entreprises parastatales en tant
 

que projets pilotes en vue de La mise en place du plan PACTE. Le plan, pour
 

chaque entreprise, sera d6velopp6 apris que des discussions en profondeur
 
aient eu lieu avec lea employ~s et 1& direction afin que toutes lea parties
 
int~resses donnent l'assurance de leur engagements respectifs.
 

Assistance Technique 

Pour s'assurer de is r~ussite de Is mise en place de la participation des 

employ4s au capital de l'entreprise, il faut obtenir le concours d'une 

expertise de haut niveau, principalement dans trois domaines: 

- une expertise l~gale pour adapter lea techniques du plan PACTE A Is 

l~gislation 6conomique et fiscale du pays; 

- une expertise 6conomique/financi~re pour la conception du plan, y 

compris le planning des paiements des actions ainsi que les 6tudes de 

march6 et de faisabilit6 pour l'entreprise sinai restructure; 

- une expertise en mati6re de communications avec lea employ~s destinge 

A leur d6tailler le plan afin de gagner leur int~rAt, y compris Ia 

conception de documents 6ducationnels afin de mettre en place un 

syst~me de communications entre travailleurs et direction.
 

Les trois experts expatri~s devraient 1tre second~s par trois homologues
 

faisant partie de la mgme profession, A plein temps.
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Un total de 4 home/mois pour l'assistance technique est considdr6 comme
 
le minimum ndcessaire pour 6laborer les 6tudes de faisabilit6 des plans PACTE
 
dans des projets pilotes (au nombre de 1 A trois) (2 h/m - expert gconomique
 
et financier; 1.25 h/m - expert juridique; 0.75 h/m - expert en
 
communications). Les termes de rAf4rence provisoires en vue de cette
 
assistance technique sont pr~sent~s A l'Annexe A.
 

Equity Expansion International est le seul bureau-conseil existant & l'heure
 
actuelle qui a le savoir-faire pour transferer l'expdrience amdricaine
 
relative A la participation des employds au capital de l'entreprise aux pays
 
en d6veloppement. Ce bureau-conseil poss~de un contrat avec 1'USAID pour la
 
conception et 
la r~alisation des plans PACTE dens les pays en ddveloppement.
 

0|
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Annexe A 

Teries de R~f6rence pour I'assistance technique

relatifa & la mime en place de plans de participation des ep.loy6
 

au capital de 1'entreprise
 

1. Le conseiller juridigue examiners, en cooperation avec son homologue,

la r~glementation et is l~gislation fiscale de la societ4 relatives A
 
la mise en place des plans PACTE, et preparera un document provisoire
 
contenant ces r~glementations et 16gislation suppl6mentaires
 
n~cessaires A la promotion de l'acceseion & Is propri4tA.
 

2. Le conseiller juridique et son homologue r6digeront 6galement lee
 
documents du plan PACTS, y compris lee reglements et procedures
 
concernant lee entreprises sp4cifiques disign4es par le Gouvernement
 
en tent que projets pilotes, en vue de l'61aboration de plans de
 
participation des employ4s au capital de l'entreprise.
 

3. Le conseiller 6concique/financier examinera, en cooperation avec son
 
homologue, la situation financiere et lee possibilit6s de march6 des
 
entreprises d4sign4es en tant que projets pilotes pour le plan PACTE.
 
Ils d4termineront quelle eat Is rentabilit6 potentielle de chaque

entreprise et, en cons4quence, Atabliront lea conditions dans
 
lesquelies sera fait le paiement des actions d~tenues par lee
 
employs.
 

4. Le conseiller 6conanique/finmncier et son homologue indiqueront
 
4galement quelles sont les mesures d'accompagnement (concernant la
 
structure de Is gestion, is politique des prix, la politique de
 
i'emploi, etc.) qui doivent 8tre prises, dana le cas des projets
 
pilotes du plan PACTS, afin de s'assurer de la future rentabilit6 de
 
1'entreprise.
 

5. L'expert en mati 
-ede cmicationa et son homologue expliqueront
 
lee propositions aux i.,.ioy~s de l'entreprise, gagneront leur
 
engagement dAs le d6part quant A is formulation du plan, incorporeront
 
leurs suggestions dens la conception des propositions finales, et
 
concevront des procedures en matibre de communications entre lee
 
employds et la direction de l'entreprise.
 

cjj
 



PLAN D'EXECUTION DE L'ASSISTANCE TECHNIQUE
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l. Examen de la ggislation pertinete 
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2. Examen de la situationfinanciPre 
des entreprises pilotes et Stude de 
faisabilitf des termes financiers 
concernant la participation des 
employfis 
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3. Elaboration des procedureset 
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entreprise pilote I 
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de leurs apprfciations et prfesentation 
des propositions finales 
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