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I. Introduction
 

In August 1983 a project agreement was signed to support the

development of the Togo National Credit Union Federation
 
(FUCEC-Togo). The grant covered a five-year period. 
The
 
technical assistance component was implemented by the World
 
Council of Credit Unions (WOCCU) under a sub-contract from

the Credit Union National Association (CUNA). The original

PACD was September 1988, but was extended until December
 
1988.
 

The purpose of the project was to promote a more
 
administratively stable and financially sound national
 
service organization for private sector Togolese credit

unions (COOPECs), and to expand the network of credit unions
 
through support of the national association, FUCEC-Togo.

The project followed completion of the Development of the
 
Togo Credit Union Movement project (693-0220), which
 
promoted growth in the numbers of Credit Unions and provided

training their leaders and staff.
 

II. Contributions of the Parties
 

Total AID cost of the project was $2,150,000 provided under
 
a grant from USAID. The GOT provided the salaries of two

FUCEC personnel (approximately $50,000). Other participants

in the project were WOCCU - providing technical assistance
 
under the grant; the International Center of Mutual Credit
 
of France (CICM); and the African Conference of Cooperative

Savings and Credit Associations (ACCOSCA). The total of all

financial input into the project is estimated to be
 
$3,100,000.
 

III. Implementation
 

WOCCU's technical assistance team was composed of a
 
financial management advisor-COP, a training advisor, and an
 
agricultural credit advisor. 
The project was aimed at
 
improving FUCEC's operational and management abilities,
 



thereby increasing: the number of credit unions affiliated
 
with FUCEC, the number of individual members, total assets,

and the total value of extended credit. The project

supported FUCEC-Togo's development with interventions in
 
four areas.
 

A. Policy Dialog with GOT
 

The project worked with the Ministry of Rural Development to
 
insure that a favorable legal and policy framework be
 
created for the operation of the credit unions. In 1985
 
project efforts succeeded in obtaining legal recognition for
 
FUCEC and its affiliates to act on behalf of its members.
 
Other structural and jurisdictional issues were also raised
 
by the project team with the GOT.
 

B. Institutional Development
 

In order to develop FUCEC-Togo's institutional capacity the
 
project worked to improve its technical and financial self
sufficiency. To this end the project assisted in the
 
development of a number of technical systems including

financial planning systems, creating a data-base containing

information on member credit unions, and word processing.

In conjunction with the provision of these systems, the
 
project also worked to develop and improve FUCEC-Togo's

ability to effectively utilize them.
 

C. Technology Transfer
 

A significant amount of the project's efforts were devoted
 
to training FUCEC-Togo's staff, and the staff of the member
 
credit unions. Training was conducted in the areas of
 
bookkeeping, credit management, risk management, domestic
 
savings mobilization, participatory decision-making

(democracy), and private enterprise management and planning.

Computer training was also a part of the project's

activities, but due to the relatively late start in terms of
 
the project cycle, continued training will be necessary.
 

D. Private Sector Development
 

By supporting the credit union movement in Togo the project

had an impact on developing the private sector by improving

individual member's access to credit and savings facilities.
 
The development of the Central Liquidity Facility has
 
further increased the ability of FUCEC-Togo to extend credit
 
through iAs productive credit program for small farmers and
 
merchants.
 

IV. Accomplishment of Project Objectives
 

The final evaluation conducted in June and July of 1988
 
concluded that the project was largely successful in
 



achieving its purpose to support the development of the
 
credit union movement and that it is now at the "take-off"
 
point. In terms of accomplishing specific project

objectives however, the project met with more success in
 
some areas than in others.
 

FUCEC's administrative and financial management systems
 
establish by the project may be its largest success. In
 
contrast to the situation at the start of the project, all
 
the active member credit unions produce monthly financial
 
statements, including loan delinquency schedules. Internal
 
manuals were developed, and all accounting systems are now
 
computerized. Some training still needs to occur in order
 
for the office staff to become fully conversant with the new
 
systems.
 

The Central Liquidity Facility (CLF) achieved rate of
 
deposit significantly lower than projected in the project
 
paper, but now constitutes FUCEC-Togo's main financial
 
system and the principal source of income on credit unions
 
liquidity.
 

Training programs aimed at the needs of the FUCEC-Togo field
 
staff were conducted with an emphasis on training of
 
trainers. Representatives from individual credit unions
 
received training in accounting, cooperative organization,

office management, planning, and institutional analysis.

Although the training relevant to FUCEC's work, the final
 
evaluation noted that more emphasis needed to be place on
 
the transfer of technical knowledge.
 

Due to unforeseen legal and technical delays, the risk
 
management program developed by the project was never
 
instituted. The director of the risk management section is
 
fully trained and could implement the program if approved by
 
the GOT.
 

Many of the project output targets were met or surpassed,
 
including:
 

a The number of active credit unions increased from 72 to
 
119.
 

* Credit union membership grew from 6,214 to 15,137.
 
* Credit union deposits grew to $2,482,777.
 
* Outstanding loans valued $2,054,670; 60 percent over the
 

original target.
 

Among the targets that were not met was to achieve a FUCEC-

Togo self-sufficiency rate of 50 percent. By the project's
 
end only a 15 to 20 percent self-sufficiency rate was
 
achieved. (One of the stated project output targets was to
 
be 50 percent financially self-sufficient by EOP.)
 

Two major recommendations which resulted from the final
 



evaluation were not acheived by this project, but became CPs
 
to the follow-on TRIPS project. The first was for the GOT
 
to formally issue a letter to FUCEC indicating approval of
 
its risk management program. The second was to receive GOT
 
to designate FUCEC-Togo as its agent in matters which
 
concern financial and technical control of all the savings
 
and loan cooperatives operating in Togolese territory.
 

VI. Lessons learned
 

operational and management Systems should be introduced in
 
accordance with the personnel's ability to operate them. If
 
possible technical systems should be instituted in a step by
 
step manner introducing the next step only when the previous
 
has been mastered.
 

Integrating grant resources received simultaneously from
 
several donor organizations requires skillful managerial
 
attentiot'. Objectives must be clearly stated to avoid the
 
risk of having different approaches taken by the donors
 
jeopardize the success of the project.
 

The willingness of management and supporting structures to
 
take the necessary measures to progress at the programmed
 
pace is vital to the success of a project.
 

VI. Financial Close-out
 

Project Authorized Amount $2,150,000
 
Total De-obligation as of 9/30/92 23,101
 

Final Obligation $2,126,899
 

Q I3 
Sara C. Clark Date
 
A.I.D. Representative
 

Clearance:
 

Dennis Panther, RDO Date A 

John Grant, PROG ( o Date j75' Lji
 



LOGICAL FRAMEWORK OUTPUT INDICATORS
 

No./Amount
 

Foreseen at Accomplished
 

End of Project by March 1988*
 
No Description of Output 


No. of Credit Union Commitee
1 
 650
1.627

member Training days 


2. 
2 No. of Credit Union Manager 

243
3.204

Training Days 


35
 
No. of Board of Directors trained 

35 

3 


1G13 
4 No. of FUCEC-TOGO staff trained 

96 2 
5 No. of local seminars hol.d 

49
6 No. of Regional Seminars held 

0
12 

7 No. of National Seminars held 


15 39 
8 Net No. of New Credit Unions 

No. of credit unions affiliated to FUCEC-TOGO 
119 11M
 

9 


$2.137.340$2.143.000

10 Total Credit. Union Savings ($) 

12.197
14.375 

It Total credit union membership 

$1 . ;Oi. f11;($1.286. 000looms outstandirnj12 Total credit union 

"'V
 
Annual Dues Collection Rate 

75% 

13 


$1,..772$37.258 
14 Dues Paid (Cumulative) 


0
 
15 No, credit unions participating in 85 


Risk Management Program
 

$1.453. 125 
I U Snvings insured ($) 


$7 1 . 875
 
17 Amount of loans nsur, d (!$) 

.G119 
I8 No. of credit. un ions inspect, 

'I2 
19 No. of Regional Officus 

15Centers in existonce20/21 No. of Service 


$380.00()
$1.584.100 
22 Total Amount of CLF Loans to 

Credit Unions
 4 



LOGICAL FRAMEWORK OUTPUT INDICATORS 

No 

23 

Description of Output 

Y of FUOEC-TOGO Expenses Paid 
from Earned Income 

Foreseen at 
End of Project 

49,7% 

No. /Amount 
Accomplished 

by March 1988* 

12% (1987) 

24 Net No. of New 
affiliated 

Urban credit Unions 5 18 

25 Quarterly Financial/Statistical 
Reports from Affiliates 

18 18 

26 2nd FUCLJ-TOGO Five-Year 
Development Plan Prepared 

1 

27 No. Credit unions participating in 

productive credit program 

20 

28 No. of Training Manuals Developed 32 B 

29 No. of Standard Policy and 
Guidelines prepared 

Procedures 27 12 

30 

31 

32 

Wholesale value of Stationery/supplies 
sold to affiliates 

No. of Affiliates Buying Stntionery/ 
supplies 

Net Income from sale of Statioflcery/SuPPliCS 

$12.784 

115 

$2.556 

$1(,48; 

83 

,15 

33 

34 

No. of Regular Board of Directors 
Meetings 

No. of Regular Credit Commit.tee 

meetings 

20 

20 

II 

30 

35 No. of Regular Supervisory 
Committee Meetings 

2N 2 

(0 / 


