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EXECUTIVE SUMMARY 

~INRODUCTION--

.evelopment Alternatives, Inc. (DAI) was contracted by tb US. Agency (or International 
* Development in Togo to conduct the final evalution of the Togo Rural Institutiom and Private Sector 

(TRIPS) Project, This report Isthe product of that final evaluation, performed InTogo from March 17 
leader and manalementto April 8, 1991. The evaluation team was made up of Jesse McCorry, team 

specialist; James MacDade, finance specialist; and Jean.Mlchel Jolly, program specialist. The methods 

of investigation, examination. and evaluation employed Included field interviews with ministry and credit 

union staff and managem.int. financial analysi, and the Incorporation of rccem eento and progress into 

baseline dat3 tables created at the beginning of the TRIPS project. 

TRIPS was designed to increase rural incomes by increasing and diversifying agricultural secor 

output, This was to be accoinplis!ed by enablinigand encouraingi private crdit insttions to increase 
their participation in agricultural &n rural fdlil markets on a sustainable basis. rhe pmject would 
also strengthen rural producer groups and private agricultural ensterprises. ,Initiated in 1958. TRIPS 
sought to improve the legal and policy framnework for credi union developmient. strenoihen the credit 
union movenmcm, strengthen private rural producer groups ari rural private enterprises, and enage the 

Ina policy dialogue to Imrprove the environmen for private sctorGovernment of Togo (GOT) 

developmemt
 

TRIPS oas Implemented through Cooperative Alrements with CARE arW with the Credit Union 
lertion of TogoNsauonal Association o"North America (CUNA) in partnership with the Credn Union F 

(PUCIC), In addtion tu the Alreemeits. a dir ct grant ofmassitance wai made to teGoern- nt of 

Togo's Ministry of Rural De"Vpent (MDRIto strengthen MDRs capaity to mmitor ad coordinate 
projec Activities. 

The purpose of th final evalusti was to asse: 

0 The instittioml perfortance of UIIPS in reaching esMablisWhd gls ad to daw Iesom 
from that xpefren dt might be of value to USAIDILor4 inthe dcsign and implementation 
of additional activities; am 

* The amount of asitnce and oversiglt that would be required of IsAII.) hul the USAID) 

Mission deckle so extend its asiuan to FUCEC, 

This r"pr contains five chqaersl the firs; is an Ovaluatin of the projcts deIn amd 
the secnd an evaluation of CAREIImrpleentationt strategy, and of the effectiveriess of manapmet, 

private sector support activities, the third a financial analysis of I'rCEC. and the fourth dhaper a 
cosm seifisustainatilty malysis of FUCEC. The fnal clptr of the report prewmn uslots an 

that Ar sU*tinbmle (f therecommendations on possible donor eourilutins to ongoing aciviti 
operation of credit union in Togo. 

ion was %soncwh4Iunusual inthat TRIPS atko-iani vt.itew nisty of RuralThe evaluation 
vclnxttmit had been phaed in pio to twh inning ofihe0AlUtauieamWW imsois. and the CARUc 

component was In the process of tkning to 0ts activitivs when the Irant .roiol t*ulonify 



i!r:' !'ITRIPS PROJECT I)ISIGN AND I P'"I 'O'O 

cXl~tationsof projctdetinThe TRIPS coordination and rmcnem strwtu did timee1lhi 
aderly implemmation because of a varity of fsators Including the late arrival of the U)SAD-funded 

of Project Impicmnotinntability and responsvenm of 001'. wit ponnum.A nem ly all asp,amot.i 


! .The mutt! was, tha eah of the thre oornone of ft TRIPS roje (dwmarIalerrun 
:: often~ atin ,ccordnomm InMDR and the CARO amW FUCEC crn ohe,wedIn to its .owni' 


S ftail!Ilk f aupicymoba i wiOthin tat clrlu nee fo an effect.ie p'11i Wfonnato 

at the mitem clmior 

CARE PRIVATE SECTOR SUPPORT ACTIVITIESr 

W..stport saties under de TRIPS Mrjw ere amblous, mnd were 
ii,: , CARE'%pdvam.
 

AE'rl Iiplctenatot bcausto"anart of aommnlm, telt rivlo h J~l~il 

divml;!iom itto aonait~ioal pcdiv~is and imme to credit 

of dof he projc-- setaedo inThe m stach hirv COnremu of 
in AEadrccconts8014m i1'Ilainuaringlofts owat h NoWen acteenipnen 

ei r hm**A aet xeIeitoprorammaticpoiies AReRlsso t eTRPSo*ct mwa v 
a rmwok or itsrl aortimldneed ana%oefectiv rojt nipiitatI.Wn4 mechnis withinq olicy 

bjetives (Wa4091 WlArl tproetsatp o rjetrvso nfeiiiyaswt~tn Tene 
-W 

w O ','n4 .ni"0(rt l WOn es, 
rexki omvm ,Wqdw evauaton T'MjStrom d#icmi,CAREmr* in, CAR m 

dw" ftn ef _. .It =,,,sf CAmdM TW,to.sen
Swqko wee Aorwdf, 

mPimn1cTimI)Es IN a rrdt.CROJ a
iIiS To a 

http:effect.ie


FUCEC PERFOR ANCIK 

lty lit In Wowing
l-UCEC,. the third componet of TRIPS, ahieved ar .lativhih PuccOs 

of singS moIlld and the unftr of loas gramed, th majority of whicl were usd for investmt 

Inproductive activities. Other IrnportAn development o*9ives woe al attained during the life of the 

notably an increa Inhousehold Incunes from interem received on savings deposits and from 
proe. 

ft productive ue,proceedi fron credit citemlo 

in all pham o FUCEC activilis was achieved. 
An I.rAn Inthe participation of womwe 

positiom inlocal Credit uniontsresp"ANIb ^4"iratlve And M"PMaNagFUCEC brought women ino i ance inthe informal sect", mault 
(COOPEIC) YrMid aI UCEC. Inadditki, ca of their 

itos InCOOP C acou ,women ansignificant d 

FUCEC's growth dur~nS the projec period also pernited it so pr~ntd loan assisane to a 
"w Thesa vnci itwchaniss. notd 

Srowing retwork of small cornwrCial grovps ad inormal fin 
.uturing;the FUCECdo noat sugst. hiowever. tha W*Pri4iM or area of ctocern *t lWer successe 

evalution. 

iatvl mtention. For theplnnig wm. withi PUCEC re"ia mmurManagement andmvW 
10e *tfegthenenaggewi bSkl and tehitiimne sW eoMnunllr

enrlLiquidiy Pond assW 1% antmfil service, .. ectift An(S its Control I nuy S3 WIllioPI"oe "awh d in loun ase qulity is also 
training ewrqommts require ratlaisawatO. A peclved deterbitwol 

lr be... rentI.... of te 
wotrsotme a crdit uniom nwnr M Una to Ma h .I.sE 

M se hie to date. dv Ojuinn availwe toTM. *"itprlitical ad e.n.ic san* 
la"e qweswoi ae twi %viwut continoedeumenaFVICC (or dealitig -Aithe iqti.0inm of thes 

of is ahleyoees, FUCEIC has reizoewedmq WPmaqtu and r~ki ' co"WN"Beeaau 

d aags are aprerequs
do M sh FUCUs oputlal hiloo,"ry e., -h...... 

o en, m.a "rprs"e by thM wow COMMci of
for aces lo credt la aWitOW. dw erna*uim ig lu O m unless
Credit U s (WOCCU). b a kpW org li" o plaw a igh 010a 

e latew 
..lity tso a avhil f Wld soelaridrum e ef m d o i i 

soiadv"da WOWE~ FUCIIC isuWWiin
p*l are rfkaeidoa reetn adt pmues of dw a ..w dPose a threes so the m Oan of s
ndea anymhactiy .in itn Judm 

RT yo,UCxCRCCOMl ILDATISI TO 11"D Fol aw s'um st") 

ion mNt dramic gowil and to help Ohe 
To owes the d ~lesp ruse Ivy 1the~ n ashi 

I4AI) 4hud enmide povlde
k4 MtMt fho ashift"n SOfelf~s -10v~OrOuur*Io Wo lecter t 

wihe' &vComme of a C.t"i"tt of 
PUCKI wsh dv folowgkM p ot VqpciyjutdW assttauc 

WC fessi'Csm~nt *4CraMd 0*
0%s Cooperaive Agrensn with CIHA as dv WOWl 

ta Misarhleus *kos 11W0 Unde(Wae a maugMelit btsaWssk so t~ fraith 



dcnuWni for member scrvices and theto handle Srowtnadequacy of iUCECO pcf !ncl 

analytical deniands tf managing agrowing !obn pornfolio;
 

US. dollar endownwnt Mier t1he jOint control ot USAID and 
* 0 Establish an offshore 

as ahedge against possible FCFA devaluati ";FUCECIWOCCU 

*Use proew from local salesuf U.S,.supplied commod~ities to provi-ho liquidity necaaq 
for FUCEC to marle aggressively any past-due loan asset Issues; 

Centml Llquidtyent capabilities insuch areas as Ot* 	 Strergthen FUCEC's financial mmn 
Fund, portfolio managemnt- the Insurance program. and managemnent information system 
develom; 

training Csper11%C oft ttwsu.wr CARP. staff for in-sertvicethepsihility of WSn t*ExamiW ne 
uash end the Bloard of Directors,

training ptganh and traininh-of'rinfl for MIUCK 
WOCCU Ou~ld as give carefWl consderatio othe Interest of the Peace Corps InproViing 

useil t 3"0p1sss
asanceto FUCE-.C insituAtional ttl feasNItslt) nAllysew. %abkhct*ldbew 

ap ons.; &W 

Ily that of USAID. inthe discsionS involving te stameis
* 	 ExamIn donor roes, panloi 


governing FUCKC.
 

u 	on of the kinds of aioni ggt h ill cotinu Its inomntalsw FtVCECUSAID oiesof niMal Wnhabtt.N urban sll savrs
inio of serving te savinos ad cdis ,eeds 

http:ttwsu.wr


CHIAPTER ONE
 

TRIPS PROJECT ANALYSIS
 

was cs. to imteat ruraTheTogo Rural Institutl and Private Sector Projct (MPS) 
i- cotn, by 1 ,.in.ln vad diversifying ariculural seWtor Output. To Increase incomes, the project 
was p.c.. to enable and enca private credit institutions to increas their paricipation In 
agrc tl and rtal funi markets on &sustainable bsis, The project was also designed to 

strenghe rural producer groups aW private agricultural enterprises. 

The project provided suppon to two operating componemus and a trixture for coordination: 

i4JCEC). 4*ssu through a Coopcrativev 	The Federation of Savings and Credit Union 
Agreement with the Credit Union Nationa Associatio of twth America M.31 million); 

also using a Cooperative 	The Cooperatve for American Reief Everywhere jCARE), 
Aretuo MechiM (S5 millionk. 

renamed the Depanet of Planning and* 	The Srvice (or Pni and Prgra (las 

SPP) Inthe Oovrm i", of Toop's Ministry of RuralProrame her reerred to as 
g 	and coordinati 51.44Developnwn IDR). Wto a grant i prt*4m nion 


million),
 

results;At its coticlusiot. TRIPS was especed to have achievd One IoIIOW** 


nviroeuueu for credi union development:
*An Improvd legal and policy 

*A WOWge cria union mnovement 

* Uesiend naral produce grtM*. 

* 	StrOnefruraal priMt enter0rw; andW 

An ongoing pokye~ dialogue to improve the viromrnm for private sctrdevelomnt* 


The Propec PVWe was quite clar inspedchify ten"Vaofjmo Wknditr
 

*Incrase uaiwg Mid redi floin throug private imtbatu inth a ml tor 

avirip rhmp froms 630 nollon FCPA to 21 t'sln FCPA and 
-Cnedt un 

011911 dmacru lim tou1,40~ iaiit fitn 9a Mfir4usl 441 milliton ICFA inI AOwaa 

billion PCPA
 

* TOP RuraLt Madimea PrOtt Sette Piqea i'apu OAX tUwe Top. lo :4, lft* 



A larger role tr private groups it agricultural production -producer groups increasing by 30. creation of 10 (inan number of self.sustainin r-,al, . an in ruralm-
icrocnterp rses, and 10 rural trade assocaioas; Increased %upplyot 4grkuigural inputs fronprivate sector suppliers; and increase of "riculturalproduiuion from TRIPS-promotedproducer groups growing in value from less than $300 thousand per year to approximatelyM tSOousandPerYr.r 

PROJECT DESIGN 

The design or the TRIPS project br' hdtwo ongloing activities underasingle program umbrella.
 
resour 
 s to ftanr 
The CARE component had been concerned with the provision of technical assistance and some crediteconomy. 

noan effort to stimulate Increaed yield And the lrowh of amore diversifld ruralThe Credit Union Nal Assoiation (CUNA) And FUCEC had been working to expandPUCIC's network o.redi 

was viewed a 

unons anwi rural communitis, The consolidationofthae two acies
an inwnati muan 

i ation was al expected 

opromotig Inced incomeii for Togo's rural communities, 
 Theto stimle the emegence of private ereprenuriatl Italivea thatwould benetom the Increased financial Mource, epectcredit uniono in te FUCC .e.wor, 
to remult from growth in savlngs in the rural
Through the MDR Planand Prgrams Service. the Qovertmun
of Togo (ChMwuailned the principal respomibilky for prodid not monitoring and coordination, TRIPSsubstal nposerew program or opeminal requiremms on ah operating component.

The previous CARE a FUCEC pmcu deall wish problem of credit availabil ty in ruralcommiuntts and, at last Indirecly in the 
cae of FUCec, with raisng
sought to maIntan t - ural cm lls,ils.TRIrSobjecvo while traformin the tw actvities into a consoidued approach,TRIPS was to craecoomunitin asuoiv1"eunvlromene and the resorce. The pirincipal ortng comn for privat sector WhWM~veof TRIPS, CARE and CUNA In t"raleoalau maivities that wer UCEC, w re to 
oreupexrlen. 

already Wder way and from whic they had acquireds an appreale Amoumador 

I
ngm c ... p.lienkee,
 

Insemns of general objcimu. CARII was epected in,
 
oPrmote aNW straesgb rural ProduKce gMrp: 

* Enhance trining methodsi And Increase theeffictivenes ofpiil ant privot setrextens11onsice1 providers: a&W 
0 Provide assistnce to prvat ilsivesthtwoMl crews

uqipo Agricultural pradualon, 
And expnd busines vealure tat 

The supO" of the Officeof the Aid Rues s(.ouOAR/Lomjj fce CUNMFVCECdirected tward beeping these wguaW W'1t~m waso­
* Improve the leglandM pulley framw* VWsln envrosnen credit umo s creter aMore hosPiablfor credi vuim growh aMd desulpngntm Nut
 
a Strenghen 1ubch 
 by Iuserqa

aiwseshep. and IMf 
the umber of alUW~ha credit unosw, WWtIdg stU&Mvtba a0(iae1111tu"WAd 'alunr Who poVidefervices to crodit ules members, 

the 



SPP, through its chairrnamhip of the Project Mlanagenictit lNai (i M ), was assigneod sPccific 
respons;bilities for establishing baseline data rvquirements, developing projoct prtormancc indicators, 

organizing ad coordinating 2baseline studies and executing or issuing contracts for $ studics on topics 

to be selected after project Implementation, ard organizing formal reviews of results by GOT policy 

inulcrR-ln addltlofl. SP was to work with other-uifts of the minltiy. inhelpinijo secure an improved 
policy and legal framework for credit unions and other groups such as rural produo r groups -SPP VI 

also to promote coordination of efforts anxi other organizations and groups relevant to TRIPS or to 

general rural development. Pinally, SPPwas to review and cumment upon the annual work plans and 

any expatriate personnel to be hired by CARE and CUNAIFUCEC. To assist GOT incarrying outlthe 

several tasks, AAAD was to provide'a Project Managerrient Adviser to SPP for the five-year life of the 
In addition, A.LD,was to fund the purchase of offce equipnmnt and computers and a limited 

project. 
of lon.4-erm and sbortime participant training to siregthen the capacity of SPP to carry out the 

am 
responsibilities Imposed by TRIPS. 

PROJECT INIPLIIENTAT
lO N'STRATKGV 

The principal sleniem Indie TRIPS biplsnentation strategy was the Proeo Management Team 
of GOTtSPP (Chair) CARS, IVCFC, and OA Wi6. Other relevant

compoed of menibm 
T u teir represtativs 	could attendoministrits. such a Pla, wer rprsnted on d 

ired basis. Meeting of the ProJect hiMuaSmeri Team were to be held on a 
meings on an a.-re 

upon the servis ofhad no dedicaed st it. it tdie
quarerly bsis. The Project Maragmet Tea 

Its res o li-s.regular SPP staff mm*rm Incarng ow 

The P'roject Mmagemeti Advise was the principal Iniplenienati too for the Project
 

Managemren Teim. The Advise wascharged with the task of heping SPP and the Team carry olt their
 
rospective rmks. The was viewed a akey swft resoiurce to the Chair of the Team inthe following
 

SOrpaatiof and ccdinuwk o two Proposed baeln sdwl.es, 

for work plwa WPiolec Moanemet Team menrrws.* 	 veloping quanely review roulnsi 

(or at leastV iv toinAr&f reievA1.' to thfr conicerns ef* Preparin the tn of rdefernc 
ad ral devolquitem.de proje. sich a privet so iniva & 

otkof the reults of te* Orgnft worksho as id naus for dIsmusom and dissntwm 

* Devking a meitioin program that woul overse the illmetimf of the Care a&d 
.U ICaoxiswov s d 

tm hut would resl inAn aKtkws PlanCreag ani anim (or puNic private to laou" 
to adres awmntits on prite secto ltwswtesl Ina*e rural co"1iomny 

P1 SPW bad Not linseed cordInation andPior tn the isAhltion 4f TRIPS' auvititi, the sataf 
pruet aupivet reopowudlitia. atuh they had acqIred sowe rs~wrtence indata collection and 

from the World &Ak NS had also had littleprtgam analys by v~mo r asisac 
twpratirg ctwpwMW For the mow part,pr4 ivtit cotvwaa with 16W saivtin carrid &Aby Ow iv 



4 4 

coordination of project activities wa* expectei to result from discussion or prograss reports, work plans
and other items during regularly scheduled meetings of the Project Manage ianTcam. Itwas further 
assumed that the meetings of the Team would produce specific opportunities for collaboration between 
$L!CFC And CARE, 

Managing the Inmplementation of TRIPS - that Isto say, guiding the project toward achieving 
-.-.,its diverse gosh -.wenot-pecOfiaIy4ddresscin tho 4itlgn of the proj";-Tho project dosign­

proceeded from an emphasis on coordination. To the extent that the manigement requirements of" 
Implementation were addressed, they were left to the individual components. This apptoach was 
apparently based on u e mumption that the actors involved shared a common understanding of, and 
appreciation for, the need for coordination. The project design did not give an operational definition or 

t the terms for tmrslating the principle of coordination Into specific actions or organizational 
accountability, Moreover, the reliance on coordination obscured the complementary need to employ other 
techniques of project management. 

PROBLEI AREAS IN PROJECT IMPLEMENTATION 

MIscallton or Organization Capacity 

Project imnplementation did nt procced smoothly. Although the composition of the Project
Managcemn Team was asimple matter to define,. establishing its rtvtine was difficult. Securing the 
services of an Adviser was a lengthy process, By the it- .uitable candidate was found and approved 
by the Sov me ad OAR, almost 1 mont' r . project's life had elapsed. Thus, the expert
assistance that had been idenifled as nem , help the governmem with Its coordination and 
nmonitoring responsibilities was unavailable. 

Once the Adviser was in place It became apparent that SPP and MDR lacked the organizational 
discipline and resources needted it esablish aW malain Ihe schedule of quarterly m sinot and 
wilierial routine that the Proje Managewm ream would require. The scheduled four meaelgs per 

yar of the Team became ihre, Information requesed by SPP to be used in briefNt sof MDR officials 
was slow to arrive, it did not arrive at all. funr weaklming an already weak analytical base for 
coordination of the projec's wtivitii with other rual deveopmm ativiie of the ministry.' 

ProJe Mangement Adier 

The Projec Managlemn Adviser dievoted a good part of his efforts to saff developmen
activities, A coewnual emphasis was placed en oquanhn workilows, ad scheduilng. Inaddi.tioh 
povk umv use & to theiralniq In the of computers and everal software applications relevant 
responsibllities of the offie. Althuigh his efforts relating to ctiom er skills met with some success. the 

*The miau team was uhabintwary owt a ihorouh review of owe oraminnced monitoring and
.sorthuau efort that was msigned to WP.Ptit proloss had begun tn early 1990 becam aseris of
incraslY breeful . agai&O pliies, laing to work ubparetgowmme inifmen and. finally. a 
guert stnk. aslaw pu (I991, Ths e#aueda~s of dq-ay operatimc Thissrnk#,*thwas
901l in forc al the It=m Of t valuas 0e rkmisi. made ksNimsble ovord~wt irtlervw*1 with govemamm 
*oficials and pervemai theOiviu bad piatedit projecs inglementatien 



of appropriate adl01trativu -Id nmanakecnIeft
iame cannot be said for the attempted introduction 

In large part, these attempts were easily undemined because they were isolated from the rest 
routines. 

not treated as having p4rticular relvance to tie ways
of the ministry, The activities within SPP were 
i Whichthe larger organization conducted its business, Nor was this particularproblenti entirely.e.'crnal. 

from the Adviser suggested that the office's leadership accorded 
to SPP, A detailed memorandum 

Insufficient Importance to the capacity.building effort tha: he was attempting.
 

Further evidence of the limited support given to the capacity.building initiative can be found in 
It 

the mlnistr)'s slow response in naming an appropriate candidate for a Iong.term educational award, 

took the ministry almost three years to accept the person originally Identified to study for an advanced 

degree inthe United States. (This Individual was actively pursuing his U.S. study program at the time 
of the evaluation mission.) 

Seven persons
Short term training appears to have presented fewer problems for the project. 

attended courses at the University of Michigan, Clark.Atlanta University. and the University of 
by SPP stafr was relevant to theirindicated that the training receivedPittsburgh. The Adviser unable to assess the value of the training received by individuals!iresponsibilities. Unfortunately, he was 

in other parts of the ministry or other agencies of the government. 

Lack nr Specific Agreement on Project Objetives and Goals 

Those responsible for implementing TRIPS assumed that coordination of CARO and FUCE 
because of a presumed compliementarity In their

activities could be achieved through voluntary means 

work with rural communities and because each organization was concerned with the mobilization and use 

was also a belief that these organizations had the same understanding of 
of financial resources. There 
and appreciation for Increasing the availability of credit and technical resources for agricultural Investment 

In other words, the projects Interest In developing an environment favorable to private
and production, 

sector development in rural Togo was assumed to have been fully understood as the goal of TRIPS by
 

all the parties to the project.
 

and CARL. in transferringHowever, PUCEC. in developing a grassroots savings movement, 

agricultural technology and rural development, had already acquired substantial cperational experience 

In their respective areas of intervention prior to being brought into the TRIPS project structure, With 

differences in perception and orientation. The TRIPS project did not seek to make
this experInmA cam 

between the new privatesubstantial changes In these goal orinations: itassumed (falsely) acheren 

sectot and increased rural incomes emphases,And the activities that these compnents had already put Into 
use

operation, Moreover, as was often.the case during the early years of USAID of the NOO 

community, these private organizations sought to maintain a certain distance between themselves and the 
This mode of operation had ceuin benefits with 

governments of the countries In which they worked, 

regard to building good working relationships with local conunlties to facilitate project Implementa ion,
 

but Itsometimes led to awkward relationships with government organialions and officials, The project's
 

effort to coordinate the efforts of CARO and PUC13C through the SPP/PMT mechanism created potential
 

credibility problems for the two operational conipow sof TRIPS.
 

A fully functional Project Management Team during the early it4'a'. of IRllS'might have been 

able to identify and reso.ilve these differences in perception and ori.tai '.' esmple, the credit union 

activities of CARE, with its undertoties of a grant/subsidy proj, .m, %VW Ilk' 4t1tent with the mire 
the project vpwted ti,.c conmpoents to

stringent savings mobilization emphisis of FUIICEC, Yet, 


collaborait: in making rural crait more frcadily available for productive psirpi,
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conflicting Perception; or Roles 

Project implementation was also hampeied by difrering ptrc,'plionsol the respective roles of the: 
Adviser and his governlen counterparts. The I roject confused the need t) develop the capacity of SPII 
Aid the separate need to assure the effective implementation of TRIPS, Thus, early on in his tenure, the 
Advisw hTi'ptincuil function ai upgrading, hec apabilitles and understanding of the professional staff ..... 
of SPP. The long-term goal was to develop amore professional development planning and program 
management organization. 

With this orientation to his task, it is not surprislng that few of his resources were devoted 
directly to the Implementation ofTRIPS. However. it soon became clear that ex!mnding the repertory 
of managerial And analytical skills of SPP, which would have also bncitcd the project, was hampered 
by poor management practices and the organizational culture that had evolved over the years within the 
Minitry of Rural Development, Those problems included a limited ability to iirganize work, and a 
pronounced tendency to treat SPP as aLind of secreariat for ministerial task%, rather than usino it as a 
policy and program management instrument. The clear inference to be drawn is that TRIPS and the 

MKvisement Team were assigned alower order of priority when senior ministry officials needed 
something done. 

jPmJect 

TRIPS was an added and new responsibility for aunit that. front the outset. lacked the number 
and level of staff required to carry out its ordinary duties effectively. 

CONCLUSIONS AND LESSONS I.EARNED 

The TRIPS project was less successful than it might have been for several reasons, The 
fundanmental goal of raising rural incomes by improving agricultural productivity and helping to Ir.,ase 
the ste of the rural savings base as a source of private mtor investmem capital was Innovative and 
appeared to have coniderable potential. The project, however, had several serious weaknesses that were 
not recognized and corrected in a timely manner. 

Management Burden on OARILonm Staff 

Decau of Its relat vely small size, USAID.Lomd should live particularly careful attenton to 
assessing the management burden that proposed projects are likely to impose upon its limited staff 
resources, should implementation encounter significant problems. Perhaps rcurse to the peer review 
mcchanism would he useful to smaller olfices of USAID in helping then to live more thorough 
consideration to the principal assunptk4 .inderlying aproposed projec or program. We draw tis 
conclusion after reviewing some early indications of pohblem neding c'nsisiont attention from USAID 
personnel with the requisite skills and knowledge: 

e 	 The Project Paper did not identify clearly the potential difficulties of relying upon 
coordination as the means of Implementinl the project; 

* 	 The existinl management ad ata)licl capacities of SPP wore seiously overouima;ed; 

• 	 The two iorling components did not intalme prtot*t . And 



i Meaningful project over ight was absent, especially durmig ti Iitial project year. 

SPP Roles and Responslblitles not Clearly Articulated 

The project assigned the major implementation responsibility to a,, entity that was unfaimiliar with 
USAID rules and procedures. The organization was also not viewed favorably by others with whom It 
would work Inclose collaboration. Moreover, the SPP was unfamiliar with ih nature and requirements

.of the specific tasks involved in carrying out its responsibilities, This weakness might have been seen 
at an early stage had the design team given more cmsideration io the type of pnems normally
encountered in project Implementation. The Adviser's assistance In developing administrative routines 
and his attempts to introduce other management practices appropriate to his view of the organization's 
responsibilities appear to have been undermined by the traditional administrative practices or other parts 
of the government with whom SPP was required to interact on a regular basis, 

However, the role as teacher of SPP staff that he envisioned for himself seems Inappropriate to 
the kinds of responsibilities assigned to this position by USAID. Teaching the staff was indeed part of 
the expectation, however, and this appears to have remained unclear througlut his tenure: USAID 
wanted TRIPS to be managed and SPP was epected to play a critical part in that effort. 

Project Objmlves versus Component Objectives 

Although TRIPS was initiated on the basis of fairly clear goals and objectives, it Is not clear that 
asystematic attempt was made to harmoniz, these with the goals of CARD and FUCEC. In the absence 
of consistent project direction, these organizations continued to do, in the main. what they had done prior 
to the creation of the project. This dual focus gave rise to problems In creating a meam for the collection 
of baseline data. In the case of CARE, and problems In responding to OAR's demands for information 
on the making of productive credit loan, in the case of FUCEC. From the available evidence, these 
problems did n result from ill will r bad faith, Rather. failures in onunialon and undrstandInS. 
is wql a problems of aemca nature regarding baseline dMatcollecltOn and cos were nvolved, 

Specificlly, OARLou migtS have given more time Io omsultIng with the operational
conpoinets on these issues and explaiinng hat was required and for %twpurposes Cont'eivably, the 
rTam coud have been a forum for thes discussion%. but tfunctoed poorly and 

this r Its ablty to helpt h project aeve Its purpose. Neverheless. in view of the limited 
technial competence of SPP in surve design and administration. it is diffiult to e how It milgh have 
cmr itd to rWoiv th prombems associat with the baselin data questiom ofCARE In particula,
I tsemed NOht proa's purposes&w becom te"Wincdlsiding Owe uria of 'VPS. 

This failure to share and Intenalize goals now seen to have twon an inv*4abl remilt of ignoiring 
reamon underlyint i cemion of TRIPS. Beam responiatilily and actnunuaillhy fr achieving

distinctly idenilable project objectives we not derly &%inled. the bet we*"vof he iadivkhal 
components cam to Ieregarded as the Afetkmal equiAet 4f projec 4lbestmvn MANt.wdespit
the eban specified int it req mitilities under TRIPS. tOe CARD 4awiqnent comituWe iUs prepojec
activitles inthe Zio Relion for a ulls months afldheIiai o TRIPIT..us, forthe staff 
invlved and the befkiaes o(fthme actvties. TRIPS did nut rrpreem nithing ntw and diffetmi In 
taneten or eapeain 
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CIIAIVFER TWO 

TIlE CARE COMPONEN'r O! Tr-m S 

In sonx respect&, the CARE component or TRIPS resenbles mo different projects, The first 
project could almost be characterlt.d as a continuation of CARE's Zlo River Economic Development 
Project, because much of what CARE did under TRIPS (unill the nidterm evaluation In 1991) bore a 
striking similaty to what Ithad previouy Jone in this reIon. The second project, which lasted barely 
two years after the midterm valuation. more closely conformed to the intentions of OAR/Lom6. In larle 
pan,.the changes can be attributed to reorientation of the component's activities that was called for in a 
1992 Project Supplement, Although the organizational and programmatic change%put In place by CARE 
followinS the midterm evaluation produced measurable progress toward projec objectives,. USAID 
support for this component was terminated in March 1993 pursuant to adecision by the U, S,govenmment 
to suspend nonhunmitariian aiamitn to Togo 

-

COMPONENT REORINTATION 

Aprincipal conseqence of the "rjctSupplemnent was that CARL: phawed out Its OAR-supponed 
skaIn the Zlo River Valley, The ProJW~ Supplemnt retained the general objectives as originally 

conceived. These general objetvs. more clearly reflecting a strono OAR interest in private enterprie 
devieopm In the rural areas, were to, 

*of public and private stor 
etension orgaizations that work with rural producer group and nall entrepreneurs; 

0 	 Strengthen the training tmethods and increase the eWftiveml 

0 	 IPromoe and strengthen rural producer group to live their neiern s increased access to 
Inputs and productive credo; and 

* 	 Assist private entrepreneurs to etablish an expand Iusine., thaisuppon agS.ultral 
production. 

These objectives were ed to Identify new activities outside the Zio River 'alley; that is, in the 
rest of the cowury, Ilowever, less aention was given to the kinds of aulvitics that would be nemedd to 
meet the new objeives CARE and the OAR also qea to have undersotated the resource 
requlremneis of toe shift to a natlmal dmin on fhom what had bN originally a rtional ofritation 

Althoug CARE was able io devise new aclivties h pohmowld privatesecoftinilaives, these 
did not derive from an overall priva swltr development strateg. Ind d.a i pa describin 
CARE's privte seatw pomion strtey was nw availabll util allnuary 199). 1y which time OAR had 
alredy decided to tminate its finacial usson for the CARD cormiptn of TRIPS, Nonethilss. 
CARS did rca its activities to focus its tmu on the subUtnive ar required by the Project 
Sutfplemet, This reorientaion MeaN "a additionial ewuphais %AfsiaN giv~en to small eswnelir 
deveknpm and trainin servicers to aM eff1to fme the p~ illrhhe r446% #+t~witss 

CARR undertook Wissantlganritnknalchaniges by relstp.vslke Ntssinael, espeially 
asong twho Ws anda 	prestsutly tuwked inthe Zo Rgeio, It mitn, etlecusi uie 4 Atedical 

Previous Pczse Blank
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adviser on small economic activities. These organizational changes led dire¢lly to chanies in CARE's 

approach to its Small Economic Activities Deopment (SEAD) rcponsihilitics under TRIPS. The 

activities of the Training Unit are discussed at the end of this chapter 

SMALL ENTERPRIS, DEVELOPIKNT. . 

The end of project interventions in the Zio River valley led to the formulation of a new approach. 

Itwas decided to concentrate assistance to entrepreneurs engaged Inagriculturally related activities that 
had asufficient likelihood of profitability, These activities were identified through analyses of subsectors, 
with astrong potential for growth, CARS's Interventions deemphab0Led geographical and needs.based 
criteria and Save priority to perceived economic opportunities as called for in the Project Supplement: 

CARE will continue to assts. pvirate entrepreneurs but only in specific agriculturally 
related subsectors where analyses have determined the potential for growth and have 
id,ntifled critical Interventiom that can overcome key areas of economic ctmtraints, The 
selected subsectors are: irrilated vegetable production, poultry farming and enerly 
(Stove manufacture), This subscor approach will provide the rationale for CARB's 
specific activities in each of the subsectors, 

The CARE SEAD adviser devised a series of subsector analyses that would help the component 

to more clearly ldentify areas of significant economic growth potential. 

Beween August 1991 and April 1992, four subsector analyses were conducted: 

0 Irrigated veg table production In the Maitime and Plateau ReSions, which resulted In the 
dentification of three ways to improve this subsctor: 

-	 The promotion of Ihigh pWomu , but inexpensive, pump tchnolOy; 

-	 Tbe seach for an export marke for vegables; and 

-	Technical training fer prduicers. 

0 	 The production and sak of paom. on anational scale, %tichhighlighted the need for potato 
seed. 

0 	 The making of weatnfn flour, which in the ad was nt consdeed to be aviable opporunty 
becamu of the risk of fraudulet imktaiomn ad 

* 	 The profitblity of the rowosillers used on she Zia irrigated peuimete. which ideifM the 
fed f(W beter ilal technolp from boAt a techicall and eWwwmsic sandpoM i 

On th basis of h results, the $HAD Wii was to carry out the folowin in#rvtiom through 
Oh eIJ Of the pMjc: 

by pi tecminlll7trainng to* 	 Aaps a p bivt1coicv e atng gren ban tffo tuai Mdinproducer and by intoducng an aepnprorit and alfordable tredle pump The outpu 



Indicators were as follows: 320 prolducers apply improved agricultural ehniiques, in average 
yield of two tons of green beans per hectare, and 200 tons of tren heia sold to IPROMAD; 

a Promote the manufacture of hydraulic treadle pumps hy two mall entcrprises with thc 
..- 0bjctlvj Of selling i nitk by-the ndf fproJ . PACD); . . 

0 	 Test a new mechanized tiller for rice production, the hydrotiller, and after a modest 
promotion program, sell at cost 10 machines that w4ll provide their otwnerl with the capacity 
to cultivate together approximately 200 hectares per year; and 

* 	 Continue to provide technical assistance to two local manufacturers of the ASUTO stove by 
preparing a credit application for the expansion of the production capacity and by advising 
the two firms on market strategies, It was expected that with CARIWs assistance ASUTO 
stove sales would reach a level or 300 stoves per month by PACD 

in the The Calue Franalise de DMveloppenent (CPD) highlighted the need to assist small entrepreneurs 
Inthe preparation a evaluation of loan applications, Thus, CARE was to play a broker role in which 
It was expected to analyze at least 25 loan applications submitted to financial institutions and to obtain 
the approval of loans to 10 small enterprises. 

Green Bean Production for the Export Market 

Overview of the Opermtion 

The subsector analysis on irrigated vegetable production led to the initial contact between CARE 
and PROMAD. a newly created firm (or the marketing of green beans in France. CARE iniervened to 
asmist PROMAD in agricultural extension. beginning in Decetber li)l. Jcpite thelfact that the growing 
sMon had alreay btgun 

The rmsulti of the fis season were disappoitlng. Only 24 heciam wsere planted and only 45 
tons of green boansere produced. Of that, 20 tons wmsold for export Instead of t aticipatod 200 
torn. The system of purchase (a single prike for both "vstrathn and *thin* beans of 150 CPA francs 
per kilo), the loss ofproduce rejected by PROMAD. the widely scattered fields, and widely varying bean 
dimensions aed umerous practical problena, A hle amount of the fertilizer distributed by 
PROMAD, in aorda= with its cotractual obligations, was used by the producers on other crops. 
while beans we sold at a higher prict on the Lotnd market (or a brie pertiod. ReMyent of 
PROMAD's loan has been deferred by CFD, 

Nonetheless. the quality of the bems exported mnaled PROMAD to kep its clients, In addition. 
a field trip to Burklni Paoo enabled CARE's technicall support tetam to am up with a solid program of 
techncatl training andito bring hack stiolkns concerning marketing nprnserens 

PlIntin for the 19.,9) trowing sean begn in Octe 1992. Ai ptrevt.i 3 hectres. sprtd 
over three pilning prikds, at under cultivak. Paricpnts are 441 produltwi is third of whom are 
women) from I villatge Alout 65 tom have already been harvested frlm 14 het.Iaret, shkh gives a 
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yield of approximately 4 tons per hectare, Of this production, almost 30 tons hale been sold for export
for aprice of 180 CFA francs per kilo for the "thin" beans and 200 FCFA tOr the "extra-thin" variety. 

Since April 1992, CARE's technical support team, composed of four agents (one of whom works 
half-time on the PEDALO pump dissemination program), has carried out a program of technical training
that Involves demonstrations for the producers, 

Another objective was the production of green bean seeds so that for the next growing season this 
need could be met locally, thereby reducing production costs. This program will exceed expectations but. 
unfortunately, because of political realities rather than productive gaits: the political situation does not 
allow the export of the produce currently in the fields, so current production can bc used for seeds. 

CARE tried to assure the sustainability of the operation. UNIGAI tUnion des Groupements
d'Agriculteurs de Danyl) was formed in September 1992 so that it could organize for its own members 
the supply of agricultural inputs (pesticides, fertilizer) which PROMAD isno longer able to provide. The 
request for GOT recognition was submitted last October, A simple management system was provid%4
by the Training Unit (bookkeeping and inventory forms, for example) and farmer leaders have received 
on-the-job training from the agents. 

Although the political situation poses new risks, such as reduction of air service and payment
problems, the operation has an excellent chance of continidng and of obtaining improved results next 
year, which will enable it to make a net profit. The marketing procedure%are well established, the 
technical training of the farmers issufficient, and, if credit Isavailable and if the entrepreneur provides 
a hit of support for the union or producers, the supply of agricultural inputs should be adequate. 

Lessons Learned 

The PROM AD experiente is indicative of the types of problems and of successes for individuals
 
wishing to develop smuall cnterprises, to wit:
 

A Risky Businusn. The gren bean podtAon operation w0s i4k11for many reas"n; the 
ensrepreneur had o experience inthis We,the production sites wre c , s, the airpr,.the farmers 
had noireceve adequate tlcmlical training for du pr ion of a spet,.allns vqegeble. and the
pnuim sies were widely swtered, The e.epl!tial tenacity of the mirpronours; the flexibility of 
the fumndinl Instituon, which defrred loan repayametu and the Itervention of CARE (at no additional 
tip"") for technical ad practical assistance in tn &ield were the deciding facors in thi mixed to 
positive results ach ed aNd inthe survival of the operation. 

Supporl for Bln t'iss1 fur New Prodt'v Activity. The private counmerclial banbs nd. 
toa hawr exte, she COQP s iCoorativa d'Upurgnect du Cdl)are no ready and not approiat 
to finsanc this type of iniiative Why? 

• 	 The ndh ishlgh 

* 	 An extra inveament is need in the acquisition of the Mmeemiry hbasrknI w*how and 
markeing n stws f isits of skmilar orations, for mets %#h clies,oduot or 

tehnca Irpliinl.sand so forth). And
 



*Due to these extra %tart-upcosts ind to the lack ofentrprcncurlal sk~ill, s profit may not he 
expected for the flrst years, consequently debt amortizaion ist N delayc 

Tou mitigate these risks, local banks ssck very strong financial guarantees which are often beyond
the capacity ofthe small entrepreneur to provide. Even with these guarantees, itisprobable that the first. 
year financial difficulties of PROMAD would have induced any bank to withdraw its financial support. 

Appropriate technical and financial tools should be designed to suppon new entrepreneurs or new 
businesses, Including: 

0 A credit riand, or &guarantee fund for facilitating access to prtivate bank loans; 

ii 

up period. and
 

0 Flex ible loan repaymni schedules to compenate (or an),++ eoowuNtered Ina slow start. 

* Asupporting structure which can help the enterprise to Idenisy an), ikvdkJ skills or serice,
With a little morc assistance, training. and experience, CARIPs SEAl) unit could have played 
this role. 

Prospects for the Kpori of Grm llema. The commercial nkIc fair ti'r r poratlon of winter 
green beans isnarrow and competitive. Remenly, s,"eral African counries base limt asinificant part
of their export marklet. 1 main dcteimnant for keeping or losing the expmr s rA appears to be 
meeting Curopean quality sandards. The PRONIAD ciem was looking (or a new tupplier tiecause of 
adecline in the quality of the green beam from Keya. However. th search tor lowvr price couWl drive 
Eiuropean Importm from one mpler to MOher, 

keonmuic Impact. On "heplus skde, ih poienalt ec nn effect* ot this operation artcons ideae In im of lnml aeivity, PROMAD should adaise aturnoser of about 3O)0.0OO.00t)P
 

FCPA per year em wi the developmem of new comercial relmiohp (fly comma, t 
ASUTO stove, or which onideable amos o projet u hawe be pent. %ill unde the beoof 
circumustAces manage a turno"vr of only 6.1M1O.01)O FCFA pf year i 

In.ddiion. this operation swon to have aoe new nutkus fe theetpeer PROMAD's 
"min clien isproposing so buy ot1er "r"u" (espec an Iies haut eard aboutiayamadosl AM ne W 
PROMAD thmugh the xtdine (anew market fal bem in llaolnd has taned to I esploitedi 

A domM summarlzing all he nveW ilmmsloan. prmnewr's a s, dies' 
contribution) ad the cOst ofMths operaion, inc li te togt of CARI's itet im. Mld be 
prepared so that it ould seine as refeem for oiler uimakinls 

);33 ? ''43 _ ::: J +": + + +. .. . . . . . .
1 
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The Treadle Pump (PED,%Lo) 

Results or CARK's Iterenilon
 
The Improvement of water supply techniques was one of the
production subsetor analysis, recon nlatiom in the vegetable
11o reasons for Introducing Improved technWolglyare twofoildL 
- . ­

0 Inthe coastal Maritime Region, which Orients much of its production for tirrtion by Mean Of motorized pump Lom6 market, 
the small size of the are. 

slittle ud because of the coil of the equipment andunder Individual cultivation. Moreover, high maineinance andoperating c.st.associated with these pumps have led to th cmnlusion that a less coslytec-nology might increase productivity and fanners' Incomes; and 

* Inthe plateaux Region, water Isdrawn matnualily fIrom streams loated below the level of theplots, which causes loss of time and, Intum limits the taa cuivad. The Introct.on ofan eftent and reasonably priced pu in system was expected to imease th area aailablefor the production of green ben for export. 

A r 4rd pump model in widespread os inTechnica Adviser on t Bnads was cOse by CARs Regionalbasis of the proven positive relatmnp btween technical performanice andl itsPice. Aprot"yp was Importe at the beglinning of, IM9 Ao technical study of the product,study enable ThisCARE to make several techial Impovemns on the original modelconditkns in tle ar'as or use. to calculate Oh ost of manufamring th 
ased an the specific

purchase price (40.00D PCPAJ, MUM. an to esa i aTwo small eaprise with the tehiamanufacture th pump caaIte ned towere dentifled in Tit*27S3;,U PC was s 
aW in KPAWm The producton materil vaued aled by CARE Inexch&W for aprondw Ofull n~ymnw by .i mw-" at the rite of S,000 FCFA per pump sold 

unis. The mmaro 
The personnel 

a---s 
of each enteriprise

SHAD u-i
received 

hadl 
practa training inthe manufacturing rocess for 10doe p mducttwo donstratin p m. e ,July an NovemAaweek wert given in d Pateax R ioand Maritme Region1.000 people atenW thu denonmerauon. A warg M.or tha

f 10Onis sold had Miinally ben m dwnthe p."Ing ampign tw I mid.WMJuly I. By Novamber . n the genea srebega. 6? puim had bee sold., At t
ban sold. WIdn 

time of the temWnAton of the CAREI component, 7b pumps hadat least 7 to ?400s or to deveopmn projets. 
Thes modni multa can be eaplaind bythft doOwen an reve hathen o m peoductico %M ng" wa put on the marke at atimw an nw"a titis so provde oaue for thpuChae Of thePApump we ab 1111eIaditio,poduction, 1nt the PotAl sWiuain greatY disrpe VegeablPAMBUO, the manufliatrer, wa suffcelay optimic aibout Owe prospects for thistechnology to reques aloan for plant irovents, obetq aloan fron CID under its AIPB (AM#eam IniIa s Productries do Base) prram, 

; Cosnrlmlns and lciemo lemnwil 

The obw1ive ofsling ILI)pumps by the PACD wil nm be rekh*LW prnautuily N tithe 
Political Mstion, which limits ommercial civiie and hu casepoentl buyersI a naor rdfItwn in Ihe come of 

http:Introct.on


The technology transfer to the local manufacturer was well conducted, was the establishm nt 
of production costs. ise Achievements attest to the skillsof CARI's SHAD unit in these areas The 
promotion, transport, and direct sale or the pump to the buyer were handled by CARB. The assistance 
provided by CARE appears to have been a reponse to the distance of tfmanufacturer from the areu 
of purchase (Danyl Plateau anW the surroundings of Lown). Finding acommercial partner.at this stage 
of the pomotiono he product was unlikely, but should have been envisioned earlier, Perhaps it would 

poof toe 3iii ureidains uar 
capable of building the pump In theare of the main purchase area to ensure a slow, steady promotion, 
but at a reduced cost, Inany evnt, this exprene highlights the Importance of well-designed private 
sector feasibility analyses. 

Thes observations should be applied to the promtion of any kind of small artiM busines, 
because th go to the huat of questions about t sustainbility of such operations. It Isunfortunate. 
forexam e. that O Clculatonof t profitmargin orof the sale price does not Include h cos of 
the,transpon and distribution of the pimp. which ventually must be flactorel in,Even Ift heoretical 
:profitaility k not Indoubt, it was noneless indoIp b to measure the incree in cultivated am 
obtained through the us of the treadle pump, Incomparison with ie earlier method, especialy Inthe 
Plat sRegion. Intlway, the Increase Inrevzwcould have beecalculatedonOweboblsof yelds
and price of gree bean Owto veitha the stbenefli ratio Isfavorable. 

Clear statements of the amounts spn on the promotion activities wer lackingl 7Ue 
manufa ring process was begun dapite the f that there was insuffcient infonnAlon about te 
potentia demand and the constraints to te adoption of MhIs chnology. 

1Ue Ilydroitifler 

Bedtgrus of the OPurulee 

The midtmevlation wonded about the profta blityofric# tillage on ithZlo perimeter. The 
evA ion suggeW td a alrnatim to th exis technology, more profiale for bo hthe ow nr 
of the ,qui ew and thfrmer be explod. 

Shortlyt af,. a sudy on this sbc was conducted by CARB's RegWa TedWu 
Adviser' Isshowed cleary duao the estuem inus, the )asnm deh Yamtar, coul no be 
po(Itablattdo pft of .000PCPA per hecm. In tkm tempasisedan h meIntOn 
price of sillag thretened rdc haming ts the pofi margin would be grasy reduced. 

The study eonmedd that th h)*tMl. *dVpe ot PhiliMines by Oh IMMsna 
W Ac 1-1 1el be tod fe s the Ymmarbocatsof its low cst &WItsIlemt Ar 

copacity so work in siubmergad Adrds. The Intrioct" of the hy*osllet becam one of the new 
objectie asie so CANU for the rmain of d TIPS 4r~w, 

11#0h Afla. A"gs Ml:1 *Aadymt et TttPS4j~w Knaewet t4rues mt IrtAse Neisw 
at W O .eIII 

l 
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The hydrotillhr was perceived as ameans of assisting prlvat entrepreneur,, 

CARE established the following interventions through the PACD: 

0To test t hydrotiller to determine Its techica Wneconomic suitability for local conditions, ­

: To make available, at cost. 10 hydrotillers that would provide their owners with the combined 
capacity to cultivate approsimately M0hectares, 

The objective beyond the completion of TRIPS was to have the equipment manufactured by small
 
local moirprseh
 

:Aprototyp hy)dntlle was imred from tUn Philippines by CARE inearly 11"I and dJo too 

on Its 	techni and ecornmi perfwwo were cafled out In March and April IM92 by a CARE 

The time neded to till&bmctare was on averag 6 hour and 30 minumtes for the hydrotller. as oppos
to I$hou rad I$minutes for the Yamwar The ponton of thlytlintilier eabled th@ t hougdmh 
ihplaces wher the Y~sujat sativck Indosmod, ThM gre rapidiy was also reflectedl Ithe 
comnwntoa of fuel per Maw: 6 li for the hydrotlr a W 153 liters (or dw Yamar. 

With these positive reults, the 10 hydrodhlers foresen i the work pla "tre ordered from the 
Philhippines. They ane cufrely Ut th poet InAbidja wher they have bee since Decemnber 1992
becaus of th oqoluw political disorer inTog. i 

After the ts, hydriiUa dmmwrolou wiwe eld infve other Irriaed peimeters inTog.
to dWmity potendtal buyers. The vass maj*it of twhmnuyr, If not all of abmt. cond Itoe theifpunhase on ti re of peynwm. These reests wmr actd o. 

4, Theutiliyof othne peraioti. toburovo ona&oenmnn a Wbasis the kit of the
rI produers on the Zo pej bser. IsqetW be 

.*1mTis w 4 o d"r oqltm sms aad s a thear p nno eqier mm Ow 
repalf need i riks beemieg unuabl, 

* 	Togo has eppomandy ISMt bectre of IrVgte arms wam poseial rnarket it lirmtd 
a O O isspeufcally a MdPtso pm i atW.yp"lmamadlmd,

for Tog. The demad will n r he an Inctve W an W m."ealy if ft .p,
Ma AM& and mnaUMe aOmit ofeper Poo, 
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* 	 Tb. local manufacture of the equipmnt faces the same constraint. The nlanufacture of the 
equipment should only be envisioned in countries where the demand is sufficient. 

* 	Asummary perforniance test bE been csrriJ out with aChines. rototiller, the only machine 
more or less reilarly Imported machine by alocal enterprise. This test also proved that the 
best technical perfomarc was by the hydrotilier, but no comparative study from an 
66M simI matndpolfnt conidocted,-

ASVrO Charcoal Stove 

Developmnt or the Activity 

This operation was supporWe by CARR from the Inception of TRIPS, This Unproved charoa 
stove with aceramic liner had been promoted by CARE Inother couries where il was active, Te stove 
was mareed in Toto by METALLO, a ioW metalworking firm. The firm hud a monopoly (or the 
stove's production. 

This sW OlWu fled as araive for consmers becaus$ of is ability to redchad been id 
dwzoal conuponm signJficaay and, hence. ongoin expeme for urb'an WOmWie Technical and 
economic tests wer conducted and arapi survey on chacoa onswowaa wnflrwd the ecoomic 
Interest for faMiie to buy the sov. Trechnical traiin and equpmen wer provided to marwnfctrs 
In1990. and anetwork of small rMaIllers was developed (bu makly on smll gene setl). 
However, after ap, Omu ayea of activity, moMtMy sale 414 no reah toe "00smveJierMnt 
budgeted target. CARO uassse MBTALLO bi dvising anew marketin srag and proviin Ios 

lo320torntdwiq M9.deanyig 

quickly declined a&e t radvetising caspagis ended
 
for anMdverting capul. Salinrasd frm l 	 e inhn but 

At the am time, aCARR todmical Onsultan for thw stov discoveed powr quality conrol by 
te subcoatractr for the ermick liners. Another suppIer. NOCAT. spelaluin inpattery, was selected 
by CARRS Subequw~y, CARB withdrew ka supor faor thestws produc tio MOTALLO 
because of the lats apparn declin int prblm withw Wimsherest In the product &Wd th 
managenm. Active asisac was te tms d so NOCAT, tMdcwas bettermq and 

enineosly inre in th ASUTO, Inthe proc . CARS n0s aothrim in beom d 
bactor AMZIO)f the mal workknvole in the 06,'s waem . Follown theSpurchas ofa transor vehicl and the conruto ane kiln wit the aesusancof aloin bor th 

Calsn ranisedeam 11-1 1 1- NOCAT andCAM bega a eplonof thepotentiamre 
for th produc InBiwa. "6irsmdng. dspi wldlrawal of CARR wizen. METALLO b aso 
l ing ahs m n rka 'fu devopme indiate thtedw ASUTO apawto have fond a 

1he political suglon hasToMe prodwio an sale uW th MUTALIA erernr has ef 
Lemi for Cotonou inMlain, lwvr h aasgetta h bel fslig30sosproos 
was not Mily mcetd, From WOsi IM9 to Sqwsujr 1M9 an atwrag of 149 4oe %msre p 
monh lin hat. the s~u monthl pteosi of two to ensue profit on -%W O athobec 



been donned) was found smaller than previously attimatr : between 100 and 1.$ btovos per monthinstead Of the 300 u orilinally determined, 

;; ; known bwth effrtof CAl see o- of proio4 rOvi'duvhu01 Illion PF :
0 Te hu m lnPromi 

Move manufacture and sale 1notprelsely.vPeYa.-,-r-t-,torneqh-n theeflnmWAd h resources rwbelmlac,crftily1111oAnag 
and the private eClor, theactivide wth the greatest econoi m dhave ha focus tedProfitableThis stratgy and the rel1ted indkeator wouldto have be donned aet the mdtrm evaluation, with the a snce of aSpecialistin businm drltVmont,
 

0 CARE objectives were affec 
 no only Ly enomc•cn" T i Isview s but also by social and nvirome
educ thr ep.n 

Al amen to sow deforestaon and to help urban familiesThis eplans, part, why CARGof its lmtevmloit. Although the social a&W envrOcjMe 
a little concern about th cos 

werg not Project Prioritles, objectives were signfticant, the 
aaYs havtended ,Market0 be tehnically %ak and handiapped by the absec ofreiable dmqor~pid Wnormatim 

• TWO mistale have been made Inbfhldih panneshi4s with emreprce:
Creti on monopolia kstio Inp CRpooftca n bgnq .hs lciataon to only one manufacgr 

a new em&Winvolved inIM;amo 
and becamd .... . . a- Falure to erouradeA p"hM"tr arra-- inwthih 

opeto byy th.mrepr himse Inseao n of--h "bitsiaimde amulSuab An inaprpriate leve of kwhinwA11vupdoan 
CAd 
CR 

F--da Nemejagjm (Cbaeru wIt VYD InFeefift tdila or LoM) .w.AMW.of 12 prmjMs a be evaut.aalis was e t sWAY inthe ariula Sect. A "O(CFh(StUiw 4rOf thm. Twos'- o a-m"--to of flnaiaJM0100CFA (ra, k*fM4b tANNl 

%mnk"4WIts 01on~Sin CPDkk thea (orgthstpe@WeWw;f n 
+ 0"* 0lw i :e 

%j*vO orCO4AON 
* ff Y fWk 
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inclusions and Lessons Learned 

. The Small Economic Acilvities Development Unit met 11s objectives relatively well (see Table 

I). 

is The unit was able to develop solid skills infinancial analysis or small artisanal, agricultural, 
-7- 7-1 al m0trcial prqjecti. VWuajor losremain intfelsottkcinco--me 	 r and 

crjnierclal partnership, 

*The main problem of this component remains CARE's tendency to be the leader of projects 
This attitude has the effect of creating aniflclai andor opportunities that It has Identified. 


unsustainable conditions in the management of these projects:
 

T. private patner Isidentified by CARE and is not usually the initiator of the project, 
he tends to follow CARE's lead 

marketing problem are systnatically neglected, Th: manufacturer of apro4'*t
-The 

that CARE has deemed worthy for promotion should also carry out ihe distribution, 

which i not necessarily within his or her competence or Intentions, Thu%, CARE takes 
on most of the promotion and marketing activities, and 

, CARE was not the right organization to promote the developmiit of the private sector. 
or agriculiural andCARse priorities are socially related or related to technical suppo 

to artismnal production, This legacy can he seen In the project's technically driven 

approach, as opposed to a marketdriven approach. 

* 	 CARE was thus haikapped by the lack of a well.aticulated and defined private sector 

d.....pmn. btrategy. paticulary Inrurl arm, which would have mApWd out As il 
fra o-irk and te condwtton for intervetion such as appri promotionll ativtlvie 

absence ofsch aweliefined Msey and framwrk for intervenion, CAREBlecaus o 
W iW eonomic opportunities ou haily and withot sufficient pecaions to achieve 

ob:tiv by the PACD.The wish to attain thee j lves within the red periodp ,ojes 

induced CARE to becorm overrextendled,
 

* 	 Itwould have been useNM to maintain systematic records of the ease anmounts III".' A1 
promnotionall activities, as weI as on the other aspects of asstsr, to enterprises so that this 
data could s #a arefererice (or similar o1wa.. 

0 Design of a privat ecto assistnct project mwu define ameooi and macroeconomi 
on the ecorwny and to analyrt the cos4wnefiindicator to assesis the Impact of the projec 

CARS' LADnit Wothe C roCo lwts* 	 MI.m.ti leofO w=tWhIn 
Siall EntprW Support Projethould be 4uaMr1 flther. 
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TABLE 1 

OBJECTIVES AND ACHIEVEMENTS OF THE SMALL ECONOMIC
 
ACTIVITY DEVELOPMENT UNIT
 

ActIvities Indicators 	 Achevements 

he growing , 441 
Croon Seen Eportatlion techniqu s for green beans production lrmirs have used Improved cultural 

320 farmer* apply Improved cultural 	 Fo thoseason 112.1 

technitues 

The green boan yield aveirage IsI tons per Fa this season, the aver0 yield Is4 
hectares taris pe hectare 

0 tris of grsen beans sold for the expoet InMarch 1993. 30 lena of green beans 
market 	 have been exported to Europe. Twenty. 

one heottres have stll to be harvested 
which represent a 40 toms 

100 pumps sId by PACO Only 70 pumps have boom sold "ecause
 
Treale Pumt of e poltical situatlen which has
 

lisitd martetinq aclitile and redvosed 
the inca"ms o p01i0ll buyers 

One or more ma uacturers AM to handle ie 	 Amanuletwuer is#be to ptoduce 
as$ance more than 10 

sm par -rat
producing fthpumrp with"u WNycosts of 

toetmucal &Panmicu tests are available 	 tectsical end economic tests have 
proved the sW0tsiky and the profitabaility 
of ti qimn 

10 hy~dr s SeOd 	 Ihe 10 hydrestatlos arderd tolo sai,at cost by PACO 
"gdetlw have bee bliecked Outside tage by the 

strike 

300.Was el e y 	 Oty 1 0 staves hae bean said imontv 
Corealstave 0et1wee APril 1 02 and sep*


111W Hever. the sales sesa the
 
10944. ev 00 100 stavels pee
po 
lW*Mh end the eeentootaeal e14Aeten Y 
Of taeMisalie tag be Onieoed a 

26 po" apubtisn anefycd ond 10 leas II Ileets hav been eveleted and I
 
fotial litoolmedgls"er aptorged have ON"d bee aW6raved Ie&a leah,
 

4t*Mpoitca SPOMtie Off lmet~~h
 

TRAINING UNIT 

Objectim wind Reelewrmlon 

The overall otijectiv for training re atied ithe sam atter IN mteirrm evaluation; to srengthtm 
training nmhod and i&nIraw the etff0clivwn Of public aWIprivate wtcu exitmliof organlzatlons that 
work with rural producer roups a1 moll oentepritur 

Ilowiver, wow clalifueWo 4 the Tralning Uni's (TU) Acsvieks tore added, The CARE 
Training Uni was pePMed to concetr- elits l vktk o a limited number of diM organiaa&l 
Inetledia otranizakmsand 6 aumwloais of producer rphi, The o1 tive wa, mr than before. 
lt On bemkiarkls to us Use atning #f(esa ly. Selecloa cietai had to b defined to help determine 



feaibiits ornufdiconepisciiies, The modulewolenbefldanttoetr9.~.Spitaiona analysi enius and t 

from this training on tothe micro.twould enable field agents to ps the knowledge they Ainoa 
ebi entrepreneurs being asisted by their imtiationa 

supposed to continue to strengthen the InternalSOrganitional development. CARE was 

management systems and procedures or many PVOs/NO%; 
Th mdulewuld fmidterm evaluation,* 	 iTraining ofntrainers, This module ha lbefore 

It resp rooicongly felt need and wis to continue; and 

This module was design d to help the epresenttivesdMarmnement and technical training. 

a better understndin| of the use of nanagement tools adapted to• of producer iSroups glain 	 determining lling prices to*their businesses (simple accouens and bookkeeping system ac 


ensure profitbility, and to on).
 

errActieitns UnitAomplished by the Trabnngc 

To respond to the requiremns of the TRIPS' reorientation. 6 additinal modules were developed 

by the TU tearn: 

e Identification and feasibility studies for microproJects. 

Financial anagement for vesttble producers (macronyaerprisc manaPsIGent)s 

a Financialotaiement ofi small carpentry bentepriee; 

IFnandsal and technical fmlteme for small ruminant breeders. 

Tmoralewarehouseatand* 	 Financial and technical manement of a 

thidersine s a(siltureainin.ga 

A Five local NMh d 4 pblie Instiin nit tted from the trainin liven by the TV. whees 
only of this typoof orenimtion had been trIeted, Iowever, only of atociaions or produe 

byoups were tied by the TU: 

d Zk, ei do I'Avf). cteAted by CActsbefore• 	 UOAZA (Union des iroupmts Aricoles 
Its withdrawal from the Zilo river valley trea and 

by* 	 UNGAD (Union des Oroupements Arcoles de Dany). ile by t-Ad Ih ontest of 

the green bun p4ration. 

http:ainin.ga
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Oiven the high denand from local NGOs and low demanid from asiociations of producer groups.

the Training Unit chose to work with organizations that expressd the need for training rather than trying
 
to look for additional assoclations.
 

From November 1991 to March 199$, 372 agents and representatives 4 producer groups were 
trained by tle TU.,__Tlhoduple adfaii~ysuis"wstuh 00 Samiainlaa~i1l 
from 3 public and 2 private organizations (FED/Damr, DRDR Centrale. IRCOD/Social Affair$, 
FONGTO, UCJG). Batc management systems taugh by CARE are effTeively used presently by 16 
producer groups in the Kpalmi region and by t1hDon Bos o Center and Its apprentices in the Karl 
region, 

The TU has adopted th fe structure used by INADES amounting to 25.000 FCFA per day for
 
Is training sessions, Many organlmtons have paid the foes; however, t1he rue was not umd uniformly

for all clients, The f(e stuure was eMabld on an ability4o-pay basis to avoid excluding any

promislng organizatlon from receiving CARE mismnc. Every clietorpmanisation isrspmible at least
 
for tra purtatlon, lodging. and food for its pantipant as well as training room r tal. This fee
 
structure Isa major shift from preim prcice where CARE paid smrihing Including per diem for the
 
participants. So far, CARE hs bme p4 4751,000 FCPA for its training saivities,*an aditional 600,000

PCFA isdue frmM PIDIBASSAR.
 

It appears that CARE has correctly reoriented the training proam according to the
 
recornendatlom made in d midterm evaluation.
 

Asmuwne of she Tralning Modules 

Th quality of he training module isunquioned, with probably one exception - th module 
on gardening and agiculure traning, Tchinl methods iclumd row playing. case studies, and small 
group techniques. Paricipants an actively inolved in acquirng knowledge. inal and behavioral 
objectives a cely defined, as a accompanying activities and learning steps. Each module is in a 
S.f al form ey to use for thW trainer. 

Those modules consitute a scca for CARE and are cmpawa to th bem = ose 
existing In t ld inWest Africa (INADES Ad CESAG. for example) Iowever, more atmion could 
be IVM to pacipmns' experiences by sinwaing cerdn activiOls mrng the pan~ipam, such as 
prewpring accouing doCments. 

The evalutaion team wa a to rapidly obsrve only h training no vegmble gardenin and on
 
aic fnancial manaegeent dafn field vist to fm producer troup in the Kpalit region,
 

CARO was assi from o hed by a 0motial ACA/Dalar tan Nt pecMaiting in financial 
managmet of iro erprses) in cocving this tingn d rratmnS to scheduled in wo 

* Lesring hm o me c dcmes fr eac qsi of in"mmP rsting ivty and 

*Learning how to drmine lioductn camt and so esbishI and rea abalanc shee, 

r~lm~m~__________________________e I, o -
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Only the first phase was taught to participants for two training programs: financial rllagetlnenl 
for vegetable producers and financial management of asmall tarpcnhry enterprise. 

Som of the training documents are printed and available at CARE and can be purchased by 

-poducer group, - prisehosthersme prmiuced bythe users themselves inotdinary-pupils'-11 

With some variations according to the type of activity- existing documents include: 

0 	 A cash accoun book (lad a bank account book) that allows classification of rceipts and 
expenses invarious catepr; 

Svmd other books Inwhich rec".ps and expenses by product (onons. mangoes, and so on) 
are recorded; and 

* 

* 	 Justification documents for xpnss and r=114%, (Regiare des Oplrationa sans Rqu. 

The documents examined duringsi visit were well kq and used sin French) by the lrOups 
c Octobe M1992.Though somewhat cumm, the documents I the varied needs ofthe producer 

Obsmeraions a Possil Arms of Improvemnt 

* 	 T7he Tratnni Unit team had roy demonst aed ts aPacity to 8dalt ccounting documents 
totlhe srs' need: by modifying the originaldocwonts it' the arpntry business, Such skills 
should be inforcmd so tha the eantcould deV asinpl accouning *yvem wording to 
the activity of de usr. Additional trainil for th taine should be ewsag . 

0 	 Time skils to develop saiml accouting system that fit the needs of the asem will be 
particlarly Irtn sien he taiin will be gleared to Ies literate adults in ca 

lagae.It willalo be necessary to use specific parqphrass to trWatas accounting words 
that have no dirt equivalent 

* 	 The Amnctio of all of de docium is not always ceauylUnders4 especiall? slh regad 
to di Rieg ltBroulllard. The nction of eah doment sIM qper vy clledy: 

i 	 dtesabish an accountinlsystemdficaton documents (recip. invoices): documns 
(casbbook. sWrert Lare), or finanial smalysi* documents tivi des Recoet ao des 

e 	 hs wou lohve ber preerbl to design the two phase of this training (bodoepig and 
analyIcal accounting) sittamIuwsly. Inso doing it%ouldha ben posibk 1o identfy 
problem Inthe ookkeepin systemi 

Idmtfnshlea usd YVulbllky *0"di feW X11croprwlfts 

This0W W .oe fie" poet from pubic etston orweson and With pow"ie"DOlew 
the geneal twsic sWMp to dersiwne the leasd'ly sa mnifotw*. 

*The method denVelpe I.Me approriat for I&Itifn enuW otWy protsW tha fo suI 

http:lagae.It
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To achieve full Nnelbs. itwould be necessary to Identify more precise indicators for each
nicroproject, For example. concerning a shum mill, the estimation of the potential
number of users and the availability of spar, parts arc critical fawors for the success of thebusiness, Basic ratio and key questions for dilfferent types of microprojocts could be included
insmall guide%. 

UxBcepi for the section on reced identification. the main beneficiaries intervene little Inthe process of determining the feasibillty of amicroproject. (The extension agent Isthe mainactor Incnucting the microproject.) To acertain extent, the extension alont Isinthe sameposition as CARS when the ltter attempted to promote small enterprises. The beneficiaries 
mus be the main acor of the microproject. Rther than doing the feasibility studythemselves, the field aoents must be trained to assist villagers in assessing the fasibility of 
aproject. 

Market Gardening an Agriculture Tranng Prorm 

This program isacomplete, pracitical course on vegetable gardning: gardening tools. organicand chemcl ferilizs, pest control, and crop rotion, for example. The content isgood, 

ter than proposini apreconceved technWpackage that may rct necessarily correspond tol 
locad conditions (fewr t half of the vgetable Sarda tools presented eaiccessible to the farmers; 
moeover, no traditlonal tool is pruentedl). Itwould have been btter Obin by analysinll existfimaterials andt conceive a technical pr a (mfusedon kcal conlditions, The objecwi v shol betoimprove whater exists thrMugh d inrodicton of new technikes approprls to the needs and 
constrants of the farming system a hand. 

The Identirftion of local need for techncal advic could have been done by. 
0 Owsevings and alyo curen pracice: What appar to be accepable or could bebulyroved inlheexl nsssm Why ishor Isnomed? Who art ewkeyco ponents to

N do iprvm ofdthe sysmem? 

• Workin with the farmets to help thin csssify t prceAl omnrai, encouragin tbem 
to sa thir neh on the requifed tecncal .Inq'rovemnt 

"Lmm Lerm 

* The tining prrms have had aposkliv Impa on benellelaries, MMel agent trained fompublie orpga aions and NOO hiave beom knowlegeable inId"nify milcroprotjc andhave a ird the abIity Socoilt data to swn th fmubilty. This obirevation can also
be made (fo t fth orgaizaion deirkpuwo.rigproram:' mlcroentews
management. Vtrann o tirainers. 

* ThereoIsnmae demand kwr asisanc from NM.s mms of uh mhaeien ratedrecently and Ne to acqure bette skills to ssst locall coimawsues indthr developmenteffets. The Training UM was an aeal tWIorganzatons. r imprvig the pradtie of ths 
0i:i110" .!1W inM. Ot " salvo WS of do Walld Nottis t he Cdmmauy isml is W . 

he ,,meOf pokl ektis) ftrat he oNOh a npmm m 

" .. " ' "- : 



development. Thie NGOs also suffer front alack oif finanicial --uppiw Until the cegablishment 
of a fund by the European 1conomic Community, it %as in .pssihlfor an NGO to secure 
funds of more tian 3 million ICFA, except for lo t Most of the NGOs re$1sterid ' ith 
FONOTO (Nid~ratlon des ONG du Togo) have a budget of less tian 10 million FCPA. 

Without a clear policy from the government and the donors that would give teter support to 
local NOOs In promoting development efforts, the objective of strengthening NOs falters aW the efforts 
of the Training Unit do w have the anticipmed impict. The objective of NOO strengthening should have 
been examined during the TRIPS reorlenaion process by the USAID Mission InTogo, so that astudy 
of the NOO sector could have been undeaken, astrategy defined, and approprae responses determined. 

An evalution system of the cost of the Training Unit and ais)uem i follow up the activities of 
the trainers (number oftrainee'days devoted to conceiving training progranl, oiIptctnentation. follow-up 
visits, and so forth) shold have ben instituted, Likewise, revenu gained from training should have 
been bater accounted for to asseu the level of Inanmlal sustainabiliy tit the Training Unit and the real 
cost of a day of training. 

Though this eYdustioa did not address the com tence of the Training UnW, it should be noted 
that the tam, especially the head of the unit. possesses remarkable pedagogical skills. It would be 
particularly useful to take advaMe of this competence to Misfy the needs of FUCEC's traininl division 
Interms of personnel. 
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CIIAl~rHR THIRE. 

FUCEC - SAVINGS TO STRENGTHEN RURAL COMINUNITIS 

FUCEC inTopa Is(Irt and foremost acomunniybase financial instilution, And, like the 
majority of Its counterpar credit Wnn woddkl, Its pripal inters niimtlizins savinp.s Akthoug 
as aresult of dii efforts Itexpends Inorganizn potential sawn. FUCEC alw builds rathrsrong social 
groupings. the orizat:on dos nt sitselfa trldevelpnme iiy Nondethrs. atleast in 
the cute ofToga, FUCRVs strength Inrural area as made it attractive as apotential powne for donor 
groups whos Interests ame motivatd by more traditionial concerns for rural deopment 

Similarly, the credit upl~nn mweremn InTogp emb~odies mW of the Pnocit)as, that are importan 
to democratization. Loca conro tOugh the elction of credit union offlcrs isa "elikeand this it 
buttressed by a a"on contm ent to active conmmu* itsavert participation Inohe Mfain of the 
mndiv, Icredit unionas well a indoe ufai of dhe fedeation. 

Part of what on noe wbtn lokig a FUCSC isan evolvig social niwemt with a ideology 
so~m rldual AMdthat ha satraicted a significanmber of adherens It has aba manage eWes 


0oum ity flaunial needs thromogh trylin of member savings Inthe form of Iawo to member,
 
Inth" manner FICUC, wbaheri specdfically setout to dosw of nt's. isengage inssreqngtenn Toga's 
rural awiunuities. 

THlE ORGAKIYAT'ION OF TIME ivcK~ 1S"IT-AI 

The credi unio sur einTogp on"it of mw"rinspa omponW, cosste" wit Such 
oqwaixlasin worldwide. Pirs the umbreha orgu. , i sOhe headUartrs operation kown 

aFUCUC. The meolla ArulneIeusm isMade up at the several "bndivua COOPIIC. th 
froe"Ailn local credi slo dtaie lam and recivef ( rom ow mw nh%*Tbe sytM 
is mana*e on a routine bosi by a Mltine Diretor who is resonsibl to an elete Bard af 
DirectorsE Frosm all indctin do* arrangemen iswiutla effc t lv cret inafsts of the 

bMW A Direo appea f(r and 4*w fc an dKf 01heradth to Iave Agunune MOMec 

FUCSC Isan oranizaion tdat reflets thw sevra 6WOMius for wh~ch FUCSC isreponuW 
The mansgementwefo*.a l ioPUCERC are wnumu,as we tal se lawe inthik cipser and the 
organomion isrepansiblefo asiguficas body ofk*fd 1sTe mbtr iiiJUCU vary inOnz frmt 
se mry swall coopraism bawod Wpon doe populati n" v o te largot malt Isoate Walis 
COOPIIO repesNted ki Sais . by Ohe parasas fim rePWw*le tWi she #11*sg * inaisy 
TOP,. 

MUCE STAFFING PAMILN 

At di lim of dbis evalwaion misio FUCSC bad ispr * I4VM ,MMnldingW-$uAlt tft Aw 
two loq4erm secllea adviborE TMe prmary Mn'baw%of she W"nsAtao ar teflete inthe 
alkalmk *f ervIe IAKdeca Ii nwndiersAf areT lMpetuW kv4 merw-wrhi andTrUM" are Ule 

Praivious Paqi; rkm 
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divisions, E~achi of the other dlvlsiott. Accounting aW Coniputer NorNve~cs. seRc-ich and Analysis, and
Pwtwcive Credit Isstaffed by I full-time profesional. The cosiraitits inherent in asmall staff with
limited oranitlional st!rca have led FUCEC's manaounit it)a 
 encourage the acquisition of skills across futitonal lines, a practice which gives the organization a degr of flixibility in meting its
respons~ibltles. 

11eM yof thestalfrtaueyoun, PUCECIsoften the firm fulltime professional mployment
for many soff members. However, the relative Inuaperiene at the staff does not constitute amajohindranc, to efficem operaions. Morale and comaitm mstrong. There Issome dscomfort wih
ti wor.,od, l of thaisand.:.LO due to the prolonged political and economic difculties,of the courythedti ipac uamthds~ blt ofntoefcety ue~iily.thsw.', the lmited slue 
of the staff Issm na ap m dh will have to be addre-s w ifFVCEC is to continue providingseices,of sufient quality to dhe Indirivdul COOPEC%. It is. for euansph, unrfortunate that routine
Financial Inspectio of tw COOPEC a# pr"oned on an 1 oith schedule, tide present
circustances, the ieale is a Ainction of Imie st rourm, out FUCEC s msed the desire to
mke thee visits annually. 

IIE COOPEC 

Ailane a th aco Vn m A ian chars suIss, t tesel argy ruraleniis that 
onste bassefOWdv systm'a a ratrsosticae strur", In fact. dv structure Is eativelysittyl. but kreflect asopbisicusal sqwecistion of dv credit Wnon mro'eenIs piOuiyhy wordde*,Tha it. popula pariclpatiw and solidarity base Won te caed* union as asocial orgnlsaulon wit of 

ote mvemprunsy suprsace ntasumn, thse lua elems Sive adecdeodly demnocratieccrcer
t Wstuctm of OW ndivi" aCOO .~sAs armui. I not mallwrrsgbo fndt L%Fesleion put a pr*a*s on wserovaces so m OPUC in an effort to assur their socia andaml rus,X: 0s O and prodevkyit. 

I it. heWe .my i NO that n WWr in the tonu instrucu d by
tecredit unio* couki %oadmm fr If twina"r~ to be .cisow* l"ganiaa , ne of"th wYSin......%ics im als Iesia"i)burden bocomAes Maretm ds ithef pobem of Witeracy inFrnch, Trainig for 

stee oAddeS t hisls is cAdOWWOgs by #Weryone councend. 

%WOCUT.ClCAL AWSTANC TO PFUCE 

h IinO o fhe advisor on podutfive cr.a* AM ancial mmapemuu. d WOMl Council ofCredi Unio WOC hos " t Coopeaiv Agremn 'in).1 OIAfor fo* "hr401M 04611a1u0in ssrOg%msiq Is -Ap se $W es, SW INfta de*paae and WIsasataio of aConV4eriredacce&Vn4l qysem Oterlo tehnicaw at ~ieManssh"w *k"lde mmali, dv prepratn ofWtrainin lsetin skev*W *r th of COOME man s Doe ksafk of "%#%e refetpr'Wudso dat t.WXMC orlsuaio Of 1NSIOrethen &Mactiitie Wtsh, epens ,4 a"rn thi cea f W"fM&AVOgmW Wnd WI" de&tan calommw are muwwwwsas %usthese rep"nssbulrnes It Isenowragin lo ose tft tdesi i !1, l iI',--i~mmll ane undler awive discssio by t pastes Oconrnd 

http:and.:.LO
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Pl.ANNING FUNCTIONS AT FUCKC 

Planning requirements at PUCRIC are addressed primarily through Annual and Five-Year planning 
InFebruary 1992 and sets forth organieationa! prioritiesexercises, The lest Annual Plan was decvlope 

And delegation of responsibilities through 1997. Individual departments within FUCEC thendevelop their 
uhaseloodnton mudlie- owtf-work-plamns acordance with overall Inedaimnu 

on compnen. seem to he pursud primarilybetween the Inspection Services and the Trslinlua l 
syst mic basis. The Input of the Reional Deples Inthis process was unclear Ongoing,on an 

systemnatic planning efforts at PUCEC need considerable Improvanet. 

PUCEC has also developed anew FiveoYcar Plan resulting fromi meet ns held in 1992, This 
plan mes fort amnber of priority Area, including: 

with the objetive of stre henin• 	 Consdidatin the growth of existing COOPECs 

management capabile at the local level-,
 

* 	 Inproving inspection sevices.; 

0 	Promotint of the loan Insurance proram. 

for FUCEC sf and at the local le-,l;* 	 Ircreased attnti tt training, tb 

* ClarIflcation of legal status issue;
 

. Punle d opaWmm and Wkm ion of the INFOCCOPCIC cOm ur syste. and.
 

* Increased finanial ufmtTkny.
 

Funbur daolmaion ohis I*vYcr Plan. includin nm mion of pritics Into the 1993
 
Anual Plan. hs m b dom in r 	 pAn beae oft urrm poliical ammm 



1119 GROWTH OF T11H CR WIlT UNIONM~ONVK.tHN INTOO 

Tbe coirisoHd credit tnon movem has xpurleced dramatic growh during the lam s veral 

yow. as shown by avariety of Indicators number of COOPECs, number of membrs, savings Owe 

Illustrate remm growth pattens: 
TAk1E 2 

PUCIC GROWNH 

12168 12192181 

Nwmbv ofCOOPECa too 150 

Nubroego14.179 -30.000 

Member Iavlnp 1CFA 00011 797.232 3.396,1109 

Me"3, o"673.370 2.505316 

v, aFVUCE4C/ TOGO MmAMM ,te d sI. -vm , ha 
wiclergoes a Oigifia* MaionS is twom 

a. ia.-	

ho A* Ofto W W. 
COMC%to mobilie adilioed savings anda 

0 lack 9f WusA AferNa ON ime 
h AM two xmM InpanAleh oui 	 we 

ItUCIC sd WeWi 	 iNSe 
reus. a 

4WWWW 

Ptp"de by WOCCU. Owe lawe 
percived Wak d iEubsW alauiuues Ar sn" 

peuaaid bws. wln *WWa additle 
Ialwea et o!Iawee~ la.dod amaa _ 

In Top. a in o*v 4dwhe 
de satiM .fd ark a*a a.~~ 	 weAe. o t OCIS a" alpIwFUCEV TOO 	 Is n "M-,ON~fla Putto IAiW 

W*a of do saVig WAMeuainlsmsY 

CoAlsrold with minimal govefosalt 

taciukof dMmtim byS" erl Aiw 

"MdMW "W" *el" ""Amweof 
4W sivaint0 Ca"eA is a M*Vam 
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CUMP19T. cCrdlunion depiltsIncrease 

- VCEC TO'mV dra-ca styk uin awenru, Thelopopma 
- ~withdrew Aupds tom bAAUM- othp Vwnsa 

----- el flnucl. secW lailmio iee us oneuoubyn~adp -----------­e ~he inardruflh - aVI 0sdposbt Intead, 

Peio of urw an umwalsuy, 

LNi) OF PRO)=C OBiKCnm~ 

7WMo OpV1$aw(o) kw*8F seONs of Tll haVe be. lvpiyme, 

TAMI. 3
 

END Of PROJECT STATUS
 

cLomkos)US11 IaAWUS 
cu .3 645 

3A00 3900 53 
A L e s 16 54%1 0 7 % 

"Mao. 1.010% 
mmammaue .. , is%515is% 

ft.q bus FUCK~ bee awda lw aMakswwjmm. ~mso fnaimomom M* duW W 
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0 pronlsabty; 

*AagquS~iy, 
The fgur ewre 

wy. Cd fiparcAtm Utiavalle 
ipI~m fog ysarA 1992 u airnt 

aw ctel"M of ihkr [4ICEC oaff in CompIling amd 
)Udgd 10 be sosu. Ie inIslap pail 
imwI~* fnna infonIwiOS 

ART AIN) CAPITAL STRUCURIE 

OW n bit saucure. ct i'sPMIWaS ewCOMidAOdCedk WANs 
SihekRamlWA die G.mo 

ahee itUuoe. up"awly in t*gh *(d ul#fiW&pN$M
biyesslwib se migf'Yof bulu 

lrAME 4, 

£116? AND CAPITAL STUCIUR 

12MZ I12401*41 642 

1% 3% 3%
4% 3% ­

" F -- % 1%14%1%Piard 12% 

4% 10% 12%-%6%
odiw of AHM 

62% %
61% 617%IMAS 

01% 10%10% 3% 
tM~e &W% 10%1% %

to%0"iAmW 

3% 3 
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Inmany respts1 FUCEC-1s Asset structure. NNWde through ilha Uiaility aind equity accounts, Isalmost A textbook eixaplo or how acredit union niovemiens .hould lok Oin the Assiet side, adequateliquidity Isafforded by the amount of assets Incash and bank deposits. The Central Liquidity Fund hasrmined constant at around 1$percent of total assets during the project period, This stems adequatebecause the FUCEC system as awhole does not suffer from Illiquitdiy(the issue isexcess liquidity, giventhe relative dearth of attractive Investment opportunities, This will be discussed in gretmr detail Inafollowing section) , to members comprisLoan two-thirds of all assets, prudent level thAt should not 

An 41Urofeoncern on the asse iof the bulancesh"-t isthe size of the rectivables Inaccousof the credit union's larSest institutional members, such as EIDITOGO.OPAT, and OTP. The volumeof receivables derives from the automatic payroll deduction scheme in use by the employers. Normally,as with any other payroll deduction scheme, cash is trarsferred directly from the employ to themembers' savingS accounts. For FUCIIC. thes salary deductions have becmne reevables becuse thestae phosphate parastasat. one of the largest errises InT&ogo. has ceativd paying WorkerAlthough Ainds are salaries,no longer depoited to the workers' savongs accouns, tworkers' account nonetheles T it COPI!C Credits theto say. the larges hstituitiil member ofhe crdit unioare themelves paying she workers that portion of their 
system

slies ta would normally So ino tWr savi" saccounts. In effect the COOPECS itOPAT, OTP. and LEDITOQO are makig an etrt4m.
unsecured loan to the employers, These arrear curreatly amount tit 397 ftllben FCPA?
 
It isessenial that FUCEC and the manaetnent of thewe firmsn find a way to reslve thisworrisom queston before the amounts involved meach alevel whlere they become tancollectible and wouldhave to be written off. .C.Cmanagemet should also cosIr crvatinl areerve againt any potntialdegradation of this asse, 

FUCKC LIUIDITY 

The liquidity of itto craht union ruyvemem Isahomi Inthe lWlowing ta" 

TABLO 5 

UOUIOITY 

12/8" 1240 121/1 Mt2 IM21 
C MemhWr 1% 4% 4%J % 3%,amn OW*M~uS4WV* 14% 13% 12% 4% 6% 

The amowiof ch avail" is dequae to me " NuidityneeW i themmer
eiatipositi nnfald laite llrohm of Itairte o he assess to meb icl i 

II I 
 . . . . i......
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PRlOFITABIlLITY 

TABLE 8
 

PROFITABILITY
 

12189 12100 12191 W92 12192 E 

Not Interest Income (NtiI CFA m 48.25 70.911 81,974 93,844 54,378 

NIIlEarnina Assets 4% 4% 3% 3% 2% 

Op*rating Expenses 28,018 36,259 48.384 30.518 29,015 

NI/Opefating Expense. , 187% 198% 169% 308% 187% 

Return on Share Capital 81% 03% 07% 106% 42% 
SubstdiolOperatingEapenses 8% 9% 12% 9% 4% 

The mow inow indicator of a finncial n1hutIon's profitability is its Net Interest Incorm 
(Nil), Interest received rm oa & bank dpms minus inseret paid to members for deposits an 
Wier liabilitius, Profrtlity for FUCEC and itLmember COOP;Cs. including the Nil spread as a 
percentalle of income.peratinl asst, has been amptale durin the projmperir . It Ismicipated
that proflabt ity will decline somewa for the Nil yer 1992 as aconsquence of the ongoing political
and emonmic uncertainty, This prbble decline in proftability Is presently ntt a major concern,
llthough FUCEC should continue to monitor the situation and adjust #xpames as necssary, 

It is worth notinthe decline in the percentage of internal subsidies, usually in the form of a
salay suppleno for bookkeeprs or reduvd chalsor training, that PUCEC provides to member 
COOPEC. Thi decline, If itcamitwes beyond! the preen period of caonic uncertisnty. would be 
a good indcator of growing suainability within the sys because it would relieve prssres on the 
central operatin budgel of FUCEC. 

CAPITAl4 ADEQUACY 

AMssents of capil xqay twv to meaumr th abilky of aflnmial insitution to absorb 
los mss conmonly as a mut of bad lowa, For FUCDC and it memr credit unkm aphlal
admquay Isshown in Table 7, 



_ _ 
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TABLE 7 

CAPITAL ADEQUACY 

12/891 12/90 12/01 -6192 ..... rt
Risk Reserves/Loans 0.41% 0.10% 0.03% 1.01% 0.83% 
Member Shares/Loans 4,68% 4.17% . 3,52% 3.43% 3.34% 
Bad Debt Charges/Loans 0,38% 1.43% 0.7% 0,01% 0,00% 

At le preent limo, FUCEC's overall capital structure provides only a limited ability to absorblosses due to bad loan charge-ofs., Capital adequacy isan Issue that should be given high priority on theorganiation's aSenda for action, lIis of particular Importance, supported by the available evidence,given that loan asset quality has deteriorated because of the current political and economic cris ThatIs, members with loans outstanding are finding It Increasingly difficult to mca regular inteet andprincipal payments on their loans, Thus, both the number and amount of loans 60 or mohave Increased substantially, This Isnot yet reflected in FUC days past due.Cfigures, primarily because ofdificulesIn transmitting required lnformation from the field to the FUCEC head ofte, as well as difficulties Inassuring the accuracy and completeness of the Information that Iscollected. 

ASSET QUALITY 

FUCEC and the WOCCU advisors have long stressed the need for conservative credit lendingpolicies and procedures to maintain the integrity of loan assets. This is especially impftrin glven thatloans to credit union members comprise 60 percent of all assets. 

TABLE 8 

ASSET QUAUTY 

Iz" 12/91Loan fepayrnints Current 8e92 12/921 
_ 80% 810% 80% i 0%I-II% IILon 12+M thatu__1 8 4 16 

Currently, delitiquen lons arm 14 percent ofto lodi loandelinqueny ramof ISperce speciid ans outstanding. ThisIs slIghdy better thans an SOP objetive. 

Any analysisof loan asse quality would have to eonider the balance shee effec 11 pag dim loan.were reduced or writtenooff, In performing a hrinkage or wrifeeso analysis of FUCEC's ituilon.assme the following reducimns or writeolf margins:• A 
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*loans less than 2months past due - Spcrceni; 

S2 6monhs past due - 15 perccnt 

* 6-I2 onthspast dueo.25 prcenlt; 

* 12.24 mots past due •40 percet and 

* more tun 24 mon4 past -. rCmdue O 


These write.otf marlins correspond to actual loan write-off experikcs for credit unions in 
1de shrinke or writw~ff margim wo applIe, to Otw existinl loan portfolio.developingl countries. If 

the following trends appear; 

TABLE 9 

SIHRINKAGE IWRITI.OFF MAP-INS) 

12190 12191 6/92 121921 

61vinkagefrotad Loas 4% 5% 5 5 

108% 149% 140% 164%gghtnkegelateber Shies -..-.i wrteofmarginhws
ISWrnkqge/.oan Loss Reserwv 4,640% 1 15.034% 1 502%1 022% 

if Wdof um were apled to comt pas dun mouwrie.offs woul tot Speren 
of tota loan outstn . Thu s noIa ao smoc of Conrn of pree, edpcaly who oN 
c nsider of tde loam are collatgaIned by savIng) acount COOPUM am loath to olbetta man 

. if applied on awide basis, mbad lo by seIfin depi o wsit Suoh apractic. vniontr to two 
of Owe major prign o de emin crdit unilon movment - noblizaton dsancWof uvig. 

When srinap amu a compare to Ohe resms ctilly s aside for Q d& wdr 

offt, acm for concern doms emerge. As nose inthe immedty prWcdg te,potni wrieffs 
woum be ov six timtd Ioos serve, This aprioy for FUCBC mam enm dbe to Incras 
eubamtally the reev for potmial bed det write-of aftr a th wo analys of the emire 
Pedeation's loan A qualiy %wIi. 

FRODUCIM CREDIT PROGRAM 

PUCIC. wit dhe auultaue of atechica advo from WOCC5J. ha%undten aProdwctve 
Credi Progra so eancorg credi awrnsin by mmd eitWWnons towr WwvScgnea acivtisw 
Tralning ha bu priW so wCOO s so dmkp tden Adk inevali manging te 
led4 saivies aWd tlo amm kqo n of dt km.of endW4g Inaddito.wenesOW,f 0h 
outre1d atdivii have bem Adeake sait maersi In*p nWand manngbusies an 
ccmmmdil actvies as welli 
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Overall, the reult of the Prodiuctive Credit Program Ia, b1cn satisfactory. Iloth the number 

and amount of loans for direct income generatinS activities have incrfad sustantiall). (The category 

'productive agricultural credit' Isnot specificallyshown. The individual COOPECs do not systematically 

Apply such acriterion Inapproving a loan application,. Alriculturally productive uses are treated as one 

component of all loans directed to Inctume generating purposes.) 

steAdiy throughout ibm life of the TRIPS_
Leonding for producive cradi puposes has INcree 

of December 9 (the last date for which 
project. Total a outtandilng for productive credit a 

If we assume tt the prcertqe of loans for 
reliable figum were obtained) wu FCFA 497 mIllion. 

Sproductive activities (alriculture. commerce, smll and medium-sited entemdrr!s) ishold constant. then 

productive credit lons could be estimated at FCPA 700 million for yar.,,,nd 199. 

This Algure, however, undeasm the loans used for inome-generating purposes It has been 
ud,to buy, contruct or e loa ranted for constructim are

widely sugested that fully half of 
Because these loans provide ,means, to generate

inprove dwellings which an then rnted a sold, 
be i d inthe productive credit deftion. ven tl iqsubsat sources ofcash such loan coul 

evidence sugg u t consolidated credit union mo"ment InToo 
amore conservative aproxh. t 

oputs of the TRIPS project: islnflcan expansion of leding
has laely achieved one of the impor 
for productive clvtie. 

TABLE 10 

NUMBER OF LOANS GRANTED 

1219 12/90 12191 

18% 21%# 22%
Produiteive C*Sdi 

2 34%-- ... . .. 15% 

9% 24% 17%ducoton&6 -A-h 
68% 30% 27%OW LIM 

TAKLE I1 

AMOUNT OP LOANS GRANTlD 

__I 12119 1210 1211 

Pmduetve~te4 2 %27%2% 
60%44 %23%--nsA -.--tIos 
4%3% 8%£duuftn6 H$h 

16%4%%OW Um 
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CENTRAL LIQUIDITY FUND 

Te Central LIuity Fun (CLP) is mecanulsm that FUCIEC malnins on behalf of inember 
Ongu plaiFunde iswhwanWith 

and FUCEC then Invests these monie, for then, normally with formal banking institutions in Togo,
COOPECa can draw on these binds when they need liquidty to me member demands (or cas. The 
CL? has grown dramaically during the project period; fundWs inthe CLP were FCFA 161 million a of 
December 1989 and estimated at PCFA 732 million a of December 1992. This dramatic growth is, of 
course, aconsequenc of th success enjoyed by the movemen inenrolling rew mmr and COOPUC. 
and inmobilizing savings de its. 0ion liquidity within the stem. BecauI Isalso a ofexces 

COOPEC a relatively Wm skilled in funds management, tiey pas the resoxnsibility on to FUCRC.,
 

A keyconcem regarding this approhto CL management is helquiiuy and stability ofthe 
banking sect Itself. Again, the eqerience of the Cameroon Credit Union League isillustrative: 
susantia dep "0i0inmxjo financial institutions were blocked when the bankbs collapse and were 
declared Inolen. FUCBC had asimillar experience ader the demise of MCI Although the principal 
was recovae ,the hner due to FUCEC (mimated at FCFA 1$million) was not, and hce a 
subatial kmican payment was W.illutig the pedris of investing CLP Nb soly a deloits in 
the banking sysem. 

INSURANCE FUN 

FUCC offers a loan Wrrnce nd to its mmesh. wher--y ble of loans ,,mstandIn 
axe ruju indtheven of aneo"er' death or incpacty Thi has proved to be a extremely popular 
R.p ms Inod cutores with a stron edit union network. Currently. there a* Av COOPMC
 

tilmed in tisprogram, with avalve of low Insured o(fCFA 400 million and insured savings deposits

of PA 650 millilon. This prpm could be an Itbr4'on source of rvenues for FUCEC ad its
 

muAeo COOPRs. hi alO pose asignificant c6aLeng to the Monagement capabk~ies 0f FUC-C' 
limied staff resorces PUCOC management Should Mstthe Possibility of eaahtishmg aslumn lega
PA*Winay to nunag thi props. and mom all labilities. 

INANCIAL PROJECTIONS 

Three sws1(.o o financial poecionsm ,prv dedin l cas um wmlons misent 
with the urm oal snaom uend ce int urends. All mde asse the current a~ population
Inereme 00.9PerOu. 

Inthe Mars prjection, the credi m membershi at aperenta of the total populaio the 
puMraion re) yes Increase Mdwm level *f I,peWen itfr "tecur to 4Spercen. eeI*g with 
PUCEC. grwt -bei, 
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TABLE 12
 

FINANCIAL PROJECTION: ASSUMPTION I
 

-~1 2Ui - . 1214-r 12197 0rsi 

Cu MembersNp 39,000 66,382 217,147 
feneuatiori Ato 1.0% 2.0% 4.5% 

Tota La a (CPA000. 3.96.540.293,023 24,227,671
TOl ~a 2506,326 6.120.251 17,79,947 

Inraing the preen of crvdh uldon IntheMXfianiluion arket rmutts in dramicgrowth Inwntw of menmshp andwhemu of savig and loan over the net th~IYear period, 
InIndw flatp thmfpmondWaIo mrlm tdhest n-Y ew ridwwuld agl inthe followin. 

* -TABLE 13 

FINANCIAL PJCTIN: ASSUMPTION 2 

t2)921 l.12/94 •ll12m ,., 

CU Mmbr p 39.000 42.101 47.222 
lwie mrnlon aI e•, 1 0% N1.0 % 1.0% 

TotAl a(PCFWA 00's 3.396,554 4.042,549 6.249.307
Total Loom 2,O.20 2.963.22 '361-173,9 9 

ubi novgowm saull isnw lIlay, SIM ni rce elpenencdm c dIt mobllasI of growd) in credill uniowo relt_oo lI alad as itoll. I£+ 
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TABLE 14 

FINANCIAL PROJECTION. ASSUMPTION 3 

h tionuf of acesIswould smWds umbenh bas of dw ault unio wvOsu a "~e~ to 

CUoMembso 3,000 84.771 145.298 

Pnwt nRats. 1.0% 1.6 % 3.0% 

To uir,FCA oo'3 ,3 64 6.210.767 16.161,714 

Total Loos *'.6.320 4,6o.186 , .o19.96 

Mhi scenai Ispera"s he 'smm ikely. ItIs perhPs a&so sh m*s 40#44~a WWI. becas 

Ibds form of t mimumscdiaal wi PUCEC anm ad usm she oppMunk to 

evlop dlt mmapm capa.kis um do d~ poW b nohu - of owh i 
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The prmffnmnWomn comyrli role tht wlxmen pla n he credit nOwn M()%mom1 inToso =u be emphased.needy 10,000 members Or 25 perent of toW nwmemberhip in Togo's credit unio)nmoveentThi percenage isprobaby understatd Simc there are also asisnficka Monumenrod as member of aroupsugth as Ioup of maket women. anncopratIM, AMd the like, Women beneiwI ure Wsent frmM Credi sgrn by kndvidua COOPMCItheir sicuura a&d which win"w tn to Continue aOw espvwmonnerxa 49I$ t A"Hvailblt MM" &M~neonto piriciiv vgac u11dhugor il 
­

seter cred "iktam Men.Fnly is apOffcers Manasr, and Dookkeeper or individua COOPIICS, Ald 
oe ofte are irtors,

uesuvllabW g prciestatis evidence Is7he trani and uqyn ta eeWomen receiqve ro FIJUCdevlopmen otrbKx t oameof teIr skill V4d wnraas Mhr participation ina*e "nmniy.
 
T16oo isals asitong reakwnsip betwmaenh 
normaUion movement. rOMps of I private secto InTOSOowan h credimaktWOmen, for Vxa,~v# oflenCOOPEI.s both for saeepnwed anaameans of aces 

aintan aJolint sving awouw &I 
were mentiond durin owur 10itwwo to credi. Inuesinly..eamplesevrs credi un ohtinoma finacia secto MvAe* use crediunIissfeeepng uvchsafrtracwulatedbet' metde inormA *-s FUCEC Isawareof teerlaw nhpswcor and membe COOPSCS aod wold loke to uderak sOMrsactobte 

The soil,benefs tht eult frm Mwwincud tha c osaf# saving " WMehus ar&Mnr~athe abiliy 10 sae fOr children's S00oo1 fees. Ma ww~taemergmcwss and cas for pnic i n I"M Oran 
can be mob~ized intim of healtmly And cNununiY socia eown. Hkoeold

by credit exssl, AUIhtu VOnsOideraio d1ithe s Nefc. pnsilve Woia iaWac of credi 

The beneit tha contku to amce bos inanmwW tenkaIace. (rom PUC have bee and Inleam of pootv societaanWiY detMwwraed RCc is *0l Pasiind it bee a 
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ChIAPTER FOUR 

FUCEC SUSTAINABILITY ANALYSIS 

luealinablly of an orgnlion involves mor am she pseslo of ph)lca amd fnaiawiourm. An orlaals, Itit is to sustain itef over tim., requirm symtmulnprocessm th
ad
ctibstoow &l opm a apovider ovAu Soos Wdrv, FUCEC ha won
pvIM vaWerocopimo InTop as aVVR ofPPI - ad evice It lut,also mude prous indeveloinIncrased firaca suWahbliy, However 1ugaimeal systm ald procmme to MwPpor tha growth

hav "s evoved a a conyaabl paut. Th Chapter loolmofsassvral m instItutowaas, sucalpnmm ah.Po capW., and techn he okesmtam, inams wk f(r FUCEC's lon,
term ulsotilty. 

IUMAN RESOURCES 

Akey ulearm inany cumum of FUCEC'.pao l (or walnabsiy mu san witt deveo a( is mn reoirc. FUCOC Isa setvic nmgitutimo - is aliy to pmvi
"disam M Ithe COOPEC largly s fhe quAlit of As staffonanlier and tir ablityk, Isdepende
so ved ndmra"Io s.e. tMrn hir ;lc.ohi ts af n o of"t 

Ovwal. she leve of F1I3 smaf upeem Islaw, 6)r mny. slit #my be thei fns
probslona #IPWlenc 14 Afinacia lamiI. Cmmwly gaff toy lak an qpyreim~o of shtitle ksyleaso oftheir tak, iSy ive.-U apdgOW*hof recent yes sutff11tcual owumhay l fi soeita. hut may hve amtameo lowrI o " tassub , ad hw a reffrts fi1M lao he ovmtl miomo(fUCEC, 

doae eIIawak Wu4n ad deelo sos shoAmorm Of a lhm M trainin ,d tbe it ey cestyinsi of th propoe FMCC masagemw digosic esercise. Pr nss% acriica*apoo 0( COOPUC =rMeeMW "us wih t 0(sdet V PUCUof She itiidulcW& wilni. 
lod them wih i n nmd boemiq saig afurW eI", fiah levew r s

uailu i patiularod fb lgaio OW toshallng h awts oi finaun nt ml iAfth c ft h idv"da cooPRC Ihe mteia owe i I"t fskl ad"Wi aptecai krm 
wm maspruae by WOWS) but meed ftrth. revsi so wen she ne* of IUCEC. lb. iror 

slalisom demaul ftsm individua lsingl to repedo gwtn so slYinysshe saio Mbs 1sliWe
F1c aMd hs povoked antr discosm.hin shed Togolm cred* unm mvemt 

lmneofth ~ mmido weA on o hesera inh*andtr flnmrnw ##sprudulNesremmade its trAiner The aemlauio. MIeN"to emrwe ha rvlacment ismuat so fill she aeed
ofshe COOPGCafeme inthi maier 
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TECHNICAL ASSISTANC1H REQWREME,%S 

WOCCU has provide svbtauwal asistance to FUCEC durIng the past decade, This tochicalalun ha bee provided through reskiwi advisor as well as sho-tenn cmauhams insevera Areas___1~feiaits&urng hecwrnt RIS pjet~e fo .awpc~WOCCII turnishe aWaagmentAdvlso (40 nthls), a Productiv Credit d~ ($7 moada, arid a Dama Procesan Adviso (30momis), Inaddition to othe shmn~enn comulanclu aW matrWa support From Jauaruy 1,19IM to.Sqrember 30. M9, Whleve of asisnce,will hav reaced $5,30C,3 Acivities uneruake Includshe develpme of'FUCEC servic tendered to credi unio m-bers through afflite credi uniossuch as computeizatio vmOw Federation and a selectd credit unions 
It shoul be nosed, howeve.ra FUCBC and WOCCU have put prawe eMphas AMd morreourcs and ener Imt developin ad supporting she PLUC network tan instregthnin FUCUC'sInsarl capciy, Dbiscsin with r"presensatVo OCCU and PUCEC "mndictdta the &Wel$mseic emphaisofm bUeIsaora pracice wkithh WQCCU nework. NeverheesWOCCUse to be Inadquate use as Aresurc (ar the raton develpmen Of FUCCs "cenralo"ccapbiles. ftr ezample Inarea of geea VINI Mhmdomus iror ould benefi (roN adbdita'mn apporatctassistance indeveloping maal - skm directin a financia oraiton.* ehniue ofM* orgaizatona NOngeaare ThemodemM 4"s~tWaiWly Wsed. Mpree". Inthe cuctKo(f UCECI affairs. 

Additionay the tendeny to ce se,conro issrn and rvu te toathe staed VoA ofcreaing a staff wot oonylementaay aOd kotrcbsmng l sAfll. %6"c would permit otff so sumegreserruonsblltls (hissadeny aecived itIf iaw. M"pO" (rum WOCCUi, The commtpracostafI a mamnnh cvnra oft M.hi derite povisio of servicto ohe r eginW ndWhOWPCntok This has Ohen oforetarding the credit union'ts seveltl towar self.suficency. 
Anothe knyoat aspect of FUCBIC bvmm romourn hwdv$eto training Iv doe Bonrd atDirmcors. This could take doe frm of wier or warksow an 11MAncal 4Aly*i ad owhe sopcsrelevan so the mmaqswse ofcredit *s*Auimn ad thei relWAt#nse 10 aWrAVA develpmen iMu 

orgalutlon to becoae selfsufflcent, his ebjecti salo"Wae by PUCE and WOCCU, MheProjec Powper W be acheved by them end RPft pojct At theetmedwa in~tanbt woul
tinadstaamth pr 'cocumnt was prepred. a *uam "o@Onh degree ofosmsffceny(7 enw" ascad ba Wsisfruh an stiate The sociolitha devlopm -witithe $uAsaNY welsemaloev sect shfilureofdth ak fCommece an Ciaoi WurataL,haem FUCICca6Wrg pa of i h doha the "Mgabto" had =WNWe on fWIr Irno ti financial Wef'uufflien 

IM DILDIMA Or 5U351)II AND SMrAfINAMUTV 

Direct finacia ssistane lacrni (rum WOCCU) ftenw* the prtsw* of wemce so theCOCo bet can bimle the ommms progres towrd 4setfstsflks n iFlXCWS cntflnauW clndrama" larg** aukkW bythdi flmkiei e4 th Toples economly, ther ae kewvible option (ar PIJCS to & with the financi k4eeu of s Wroot ins sfteIcrasing (Mefor serm isapa"beNy, bt the genra SPOOKu p"Mr WOWl Ies tha the 
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moemerN sekt to inslill In Its rmmbr COOpECsPodeation's conunisnieti that plUCIC ,as refused to participate. Theto the priipleg of the credit unin, ,1muemWnt isViewed As Mto Valuable toIoog#en developtmn strategy than the trmostnlo o~f It%Ms res'ntrcc base that the new ventures mightpr . UCEC h concnd thm acceptance of the d onors'huoested protrams cul be construed a 
10oiillmPwidariywh th koial principal that they use in pwmuxing the cretion of credit unions, 

i wM M eogaau 11M espesed its willingns to discuss donor Ideas, itis,hewewr nr. in its W90"tnc Iha AY evnUal collaorition must respect the growth and dewelopmentObjecIve tha PUC has see (of itl. 

bl"USAID huIscolaNrtd with FUCEC for several years, Since IM3 ithas ben the principalbilatealjw w Othlaea and msultslaeval donor have espreWe an intfees inworking withRJU."C =ndeeopn jonsmdakkiop to gxpnd credit avatiabiaty, oto ul.More murlco At Owetime of es eaton the wwmra exprqulogrun of Interst comingS from orgu aalon such a PAC. TheWWol cn wdl b Rua tt oe eainfuBak, IPAD and others have rue produced concret f nal dooprnjcs~(foiavilmftxoo The raso for" saifwa. as KICU freey ac~ldm us, stem fm its Inguencev on dvotin oe Onrgsy andothr w e 0MW1?iii saviors Pr the cruds WnAo" mvement WShiscradle sea winie 
soM OtW prioiy,anm estndingUtwfaneise~ *nOMMnc inthe OpeaionA philosq*iy of she movunew 

Asc Is sue th"a ffos FICKC relaion wit foren ussstance ag ne WrInstitutions"Ms ft=. the Farain's ntfal o be see a acanmnlstty devk~pnw organization, As a"otmupsew itsOXs kverfoe ws A*ia toM in06MaaCls4 OCOMMMn uecnY it at Odd with the 0'jnerno sm wiut o*baior w* wee credi as a man to stinwage conout developmn Indeed,k Won 6r al(Cm tsisdaFCE stv w prence inrur aareus theflnanlafatuWo 9hedo*ividua COO9k*4 Thus, eve. thwa m4FUCUC doesno aracmerle Itself a a.Oeemmiy d" COOPICAguy tOe do reflea a grtmh of sldity amnIlonaldeomin do u sbmaerhy me lowed.,
 
k Isbtora am WSAID Maclooe 
 ation to Owe evoluio of dmqu disamsaon becaus theCOOPUWt Malm "6""yui damocusl MbAthed. Wish tsistr dente offtIer and the regularmoae o( diem k.aers, osWue by a il reim of %Whmaty Wakpeeoa, Ohe credjt W*MMeeMW MM so Wiarelaivey Sosipomi w"y 1o nm ptorpm eaiaeas th" WmhaberWW - M'Mley seprat dMncAelM lss Mrom 
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CIhAPTR FIVE 

OPTIONS AND RECOMMENDATIONS FOR FURTHEIR USAID ASSISTANCE 

KEY RECOMMEIZNDATION 

This final evaluation has found tiw WOCCU has had aprofound, positive Impact on the Togocredit union movement. WOCCU techlnil assistance has 6trengthened the movement at all levels, andIts efforts to date should be commended. It isunlikely that PUCEC would have been able to manage ItsaffrAlrx so well during the recent period or s'ubstantial growth wlehwit the .11,11a4itamtr of WOCCI). 
The primary source oftechnical assluance for FUCEC should contime to WOCCU, WOCCUahudemonstrated not only the tednical capacity to assist PUCEC Ina tilnely and appropriate mannr.but also asolid understandling of O1w dynaroks of creditunket movatnnts ingeneral and of Togas Inparticular. Although several of the following recommendations, such as sponsorship of the managementdiagnostic. assistance with the planning process, strengtknIng the tre y n ment functio oftheCentral Liquidity Fund, and establishment of aLoan Recovery Unit require individluals or grops outsidof WOCCU's core staff, Itwould nevertheless be desirable for WOCCU to rnaitain Its ongolij rolo asprimary technical assistance provider, Inthis rMle, WOCCU can assist inthe Implementation or Ideas;or suggestions put forwardl by the outsid crosultants, WOCCU's sen'tly~ to and approcioton ofFUCflC's concerns And capabilities should not be overlooked as an eilectisv mnea to bring abwudesirable and needed organizational chani. 

OTHER SPECIFIC RECOMEIDATIONS 

FUCEC Managemoen Dignosti Exercise 
Prior to any fure technical assistance proranining. USAIDfroo shuld sp or amanagement diagnostic exercise that wouki consist of an inepth reiew ;md anaysis of, M M &Emangeentstuctreplices an poceurs.Important deliverables of this run*#w wouldbe specficrecoawendaiots for orlanitt ional restruti and m,rovesmw s ofMana mPodres andprackes. This diagnock sdalo assisU UC ndfina i aoD omnw

with training needs cllearly detailed Spcfic rec eon mso ould alto he nude so trengthe theplanning ad evahiuation tis andV caebillisles of PUCK amsgzw 
It is recotunended! that this diagnostic be wund by an omtide consltanWae rather OwaWOCCUstaff. This armuwmnt prochwouldyielda freh p pecaw t iic', organl*lto e 

Etabi-sh its o- ,UJ. DeW KikeMu." ,Se 
USAID shouldl consider plaing asimnoficua portio of obiwed K's4 unsltswrsa fum n &oaointaccoun wih PUCBC InaU,& Munncial liution. This would prVide l . C - am ueoseeuoo01 
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income for FUCEC. Intcrct rcIV'| could be used to suppor w-hnwal alistance activities suchexternal training or reinvested as additional piInclpal, as 

Use Proceeds fromt Lcaxl Conuuodity Sales 
Apoto lhw ~pracem from local ale of U.S.-5UWWie cosnmid~l"M~off,'1InItaIn amd enhance lo'an shou td to bolstrsMe qualitY, perhap by increasing loNm loss reserves. FUCEC'scapaIty,to mativey mnae thes problem use through the crtion of asepaat.could also beflt from this finding mechanim, Asse Quality UnitAn incime in dedicated financial r wouldUltimately protect thedeposits of smal1 Uvwn from th effeas of amy possible bad debt wrieOlffs, 

Assist In Development of FUCKC Technkal Finanl M wlMaqeinsCapabliltks
 
Several arms o FUCC'sfinacial manaemm 
 require mom siij thc asacq.These include CLIP pontolio tugm ei, ase.liabliy manageent probempricing, and d@evmM of fb loa manwe. lOinurane productso 
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INVOCOOPEC 

Tcchnal massmac effots and ixher support shoud bo jime for the further do'pkmwnt and
Implemmnation at the automated tookkepin$ symtm, INFOCOOPEC. Assestrn: avuid take the torm
of preparing required system docwmwalton and training materials. FVICEC mnalement OMId

isamlmafkkai " ad8deaMlne thme lAtre -infwur V ition within the~a~~ 101lszin * COOPEM tuw~ 
system. FUCIC sOuld also take tp to protect its subsanial mmmat in INIOCOOP11C. such at
lIkmnS agrement with intereste COOPECs. to mnr that hardware and qoftwov wI not be
transferred to other Warien. UCEC shoul investigate t possibility of etabishqn awholly owned

sbidaylobettr ump WsWtbnm a d a vatvty d. dintsihleeuenslt Into 
othe countries on afor-fee basis. 

nowr of Direetor 

Aweis of seminars and othe forms o(training should be pnwldW to man ert of FUCEWs
Bowr of Dlrmcora, reflctith roeo*the Baowr a the ultWnA dwcslomakln body wish respect
to organilaaotl asnmm mmsaean aid policy deciskims Tqpis coul Includei such thingure. pracic. 
as flndamnals of rinacWa analysis, balac sheet aid bInco, sateenw reiew. paln andl budetng
anmd rft analysi aid Wmn MLTnsmle aOi resoulwlik of the lOiacso of afinacia Iwutetkn 
shoud ls be uPlod. mh mrining "ud eW" 00 luce. the oard manwn. aprcito Of the 
Issues fael F1CUC aid 410mn00 the* Cotuibeo and MaMOAgee role 

W ~Wrete wMs VUCKC and CUO to UmWA"s 601"1u1m1 aMd RMU1sdasloss 

tJSAID aid FUCU shrual dn*seja collaborative effor w mon~v IICAO's devekymes o(
I'lgional PAliY SIAOnS avi 14616111bl for erid silo. Th kA prnw of thi estlabeaion would
be ioownd so*e myad ---~itma ofaypeoi euaim Ti seeia ihcre 

~dlaspeffmn toaidpriaemor OeaWis lats igrdSID sol Insist ta oUC" 
poyc lmcusosfw uud fimitimi stuwur. .rc M "oth In*sse weADs MHCAOsee

awl hommuty ItftterhWAdlsiss.w~v%% s~v t I 

WSAIf) ROLE AS ADVOC-41M AMD IMTUMIRYF11F!CEC 

USAIl sbhu aimm au addol Melsa tiuse fo FU=EC qiar tre powin 00ids or
leshisulmibac.W Af hdevlparooeuslsmngw qttvpdas on bdWal o(
PUUCCN gui'g1mW1 -"-' ue.gvnse uvfm rr0el g'smfomwua This 

tileawfadw shuld ebsh risv MWd rtw" Marenoiw rule WSAll waul 

"ua mins reel0aim do aw. WANt Isered PUCUC's beol m ". m neeewhi4m ems 
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InAll CAMe, thuis 6s arole mr actvity that will not entail muonetary osis on USAID's pan Asidefrom mnagement tim: rather theae vitors r"qIre the expenditure of nliil capital and goodwill. One"hIudno underestimate the positive benefis thatUCC, tea relatively modest effort, USAII 
wl & ry, front Any intervention on behalf orcan seek to nsure that I CIC continues in fitlion Andnflt Itw ca umn"uy; rural paants. urban Umll avers, And , .mn.
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