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I. EXECUTIVE SUMMARY
 

The Togo credit union development project is ambitious
an 


undertaking which has, thus far, proven to be successful. 
At
 

the beginning of the project period, a promotion committee was
 

in place; however, services to member credit unions and the
 

concept of financial viability had yet to be developed. Tie
 

proposed project called for assistance which would result, at
 

the end of the five-year period, in a functioning national
 

association of credit unions which would be generating income
 

to meet up to 50%.of its expenses.
 

At this midpoint in the project period, there still remains
 

a wide range of activities to be undertaken and improved.
 

Fortunately, due to the efforts to date, the systems 
are in
 

place at the national level as well as, increasingly, at the
 

credit union level, which will facilitate the implementation of
 

this report's recommendations. In essence, now that the
 

foundation of information systems, policies, procedures, and
 

training has been established, the emphasis of the project may
 

turn to basic constraints at the credit union level and income
 

generation by the federation.
 

The evaluation team noted that the project's basic strength
 

lies in the fact that it is based on private sector
 

institutional development. 
It was widely noted that the
 

beneficiaries are the decision makers and they exhibit a pride
 

in their degree of ownership in the credit union network.
 

Additionally, the collaboration of the various external
 

partners in the development of the federation and its
 

affiliates has proven to be a very complementary and productive
 

one.
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While development constraints do exist, the very fact that
 

they are identifiable and can be dealt with in the nea. 
future
 

speaks quite well for the project's activities to date. In
 

short, the institutional network is proving itself by its
 

recent dramatic voluntary growth and increasing ability to
 

respond to member needs on a timely basis.
 

Recommendations
 

1. 	FUCEC should adopt 
a loan policy for the Central Liquidity
 

Facility containing the following directives: no loans to
 

individuals; 
loans granted to credit unions based primarily
 

on their performance.
 

2. 	The Central Liquidity Facility's interest spread (between
 

incoming and outgoing funds) should be at least 4%.
 

3. 	The preparations recommended in the 1985 S7PC background
 

study should be begun.
 

4. 	FUCEC should appoint a counterpart to the SFPC advisor in
 

August, 1986.
 

5. 	FUCEC's financial planning and decision-making should
 

result in a progressive lowering of deficits with each
 

fiscal year.
 

6. 	FUCEC should act immediately with follow-up actions,
 

including resorting to legal actions, to recover funds
 

diverted at the expense of the credit union movement.
 

7. 	At the national level, FUCEC should consider the
 

possibility of combining the functions of the supervisory
 

and credit committees with those of the board of directors
 

for the purpose of reducing meeting expenses.
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8. 	Activities relating to drawing up FUCEC's second five-year
 

plan should begin in the fourth quarter of 1986.
 

9. 
A baseline data study should be undertaken in early 1987
 

for the purpose of defining the movement's socioeconomic
 

p:ofile and potential.
 

10. 	A FUCEC representatire, currently in the employ of FUCEC,
 

should be appointed supervisor of FUCEC's representatives
 

in May, 1986.
 

11. 	FUCEC's staff management manual should be revised, approved
 

and implemented in June, 1986.
 

12. A salary increase system based on performance (merit)
 

should be applied to the 1986 fiscal year.
 

13. 	Credit union accounting documents should be translated and
 

printed in a bilingual edition (Ewi/French) in September,
 

1986.
 

14. 	FUCEC representatives should undertake an overdue loan
 

inventory in September, 1986.
 

15. 	FUCEC should finalize a strategy for recovering overdue
 

payments in October, 1986.
 

16. 	FUCEC should undertake a consolidation study which would
 

result in an approved consolidation strategy in 1986,
 

perhaps using field accountants.
 

17. 	The project results should be adapted as in Appendix 7.
 

18. 	The project budget should be modified as in Appendix 8.
 

19. 	WOCCU and OAR/Togo should explore the possibility of
 

providing future financial and technical assistance to the
 

Togolese cr6..it union movement 
for the period beginning in
 

early October, 1988.
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II. PROJECT IMPACT
 

A. 	Private Sector Development
 

Each aspect of this project has an impact upon private
 

sector development. The credit union federation of Togo
 

(FUCEC) is a private institution, made up of savings and credit
 

cooperatives (credit unions), privately owned by their
 

members. 
The main purpose of these cooperatives is to mobilize
 

domestic savings which, in turn, can be used for lending to
 

members for provident and productive expenses incurred within
 

the 	private sector. 
During the first two years of the project,
 

from October, 1983 through September, 1985, credit union
 

membership increased by 2,837 (41%), savings per member
 

increased 49%, and outstanding loans 40%. 
A good indicator of
 

the popularity of this private sector initiative is that total
 

movement savings more than doubled, to over 414 million CFA
 

francs, during this two-year period. Since the project's
 

initial priorities have been the establishment of
 

administrative and financial systems at 
the national and local
 

(credit union) levels, information on movement-wide loan usage
 

is not readily available. However, during the course of the
 

evaluation, questions (see Appendix 1) concerning borrowing
 

purposes were asked of randomly selected members. 
The
 

multiplier effect of 
loans intended for productive purposes was
 

especially evident in the cases of 
rural credit unions. Most
 

agricultural loans were, in fact, 
used to pay for part-time
 

labor during the planting and harvest seasons, thus resulting
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in both employment and income generation for more than one
 

beneficiary.
 

Within the context of private sector development, it is
 

especially important to note that, while interest rates at the
 
credit union level vary from 14% 
to 24%, in no case are such
 
rates subsidized. They represent the real cost of credit and,
 

during the project period to date, several credit unions have
 

already been able to offer dividends from yearly earnings to
 

their membership.
 

Impact on the private sector has also been evident in the
 
volunteer nature of the credit union movement. 
The 109 private
 

credit unions have each elected a board of directors, a credit
 
committee, and a supervisory committee. 
The role of such
 

leadership is to ensure the smooth functioning of their
 

constituents' savings and credit cooperative. 
In the case of
 
most credit unions in Togo, due to a lack of sufficient earned
 

income to hire paid staff, these committees actually manage
 

their societies. 
 In all cases, they determine the society's
 

policies and procedures. It is pertinent to note that such
 
persons are volunteers and, as 
such, donate their time to the
 

well-being of the credit union.
 

Another example of the credit union movement's impact on
 
the private sector is that of human resource development.
 

FUCEC sees one of its principal roles as that of training,
 

especially credit union volunteers. Such training ;.s 
both
 

formal, such as credit policy seminars for credit committee
 

members, and informal, such as when FUCEC staff provides
 

on-site training in bookkeeping to those responsible for the
 

-5



management of a particular credit union. 
Besides the fact that
 

this training benefits the credit union movement, it is
 

inevitable that skills and knowledge acquired through FUCEC's
 

efforts carry over into other areas of the private sector since
 

those trained are primarily volunteers from the private
 

sector. Thus, even if 
a person trained is an elected officer
 

for only a relatively brief period of time (e.g., 
two years),
 

he or 
she will have increased private sector capabilities.
 

Finally, beginning in late 1986, FUCEC will begin a Small
 

Farmer Production Credit Program with pilot rural credit
 

unions. The ultimate goal of this component of the project
 

will be to increase rural income (and, by inference, savings)
 

through productive loans. Although the program has not yet
 

begun, a pre-implementation study conducted at the end of 1985
 

concluded that, given viable rural credit unions, such
 

activities will result in increased agricultural production
 

and, eventually, increased member savings.
 

B. Institutional Development
 

The project is, by definition, an institutional development
 

project. 
Togolese savings and credit cooperatives and their
 

federation were created by their member-beneficiaries and the
 

purpose of the project is 
to assist this network in its
 

development. Such assistance is primarily given at the level
 

of the national federation, in order to ensure replicability of
 

efforts with local societies throughout the country.
 

Prior to the present project, a national credit union
 

promotion committee existed which did not generate its 
own
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income. 
During the first two years of the present project, the
 

national federation was able to generate over 5.3 million CFA
 
francs through such activities as central lending, the sale of
 

stationery/supplies, and dues collection. 
While this income
 
was only 8% of costs incurred by the federation during the same
 

period, the fact that steps 
are now being taken towards
 

eventual financial viability is, in itself, a major indicator
 

of the development of the institution.
 

While it is true that without the project's inputs the
 

national federation would probably not be able to exist at this
 

time, it should also be recognized that, by its volunteer and
 

member/owner nature, the movement itself would be able to
 

continue on its own. Thus, a major purpose of the project has,
 

in effect, been to stimulate the development of the
 

institutional network of credit unions through the federation
 

which serves as their national cooperative.
 

C. Policy Dialogue
 

The fact that the credit union movement in Togo is within
 

the private sector does not prevent it from maintaining
 

important relations with pertinent government services. The
 

movement's main contact with the Togolese Government is the
 

Cooperation, Mutuality, and Credit Service within the Ministry
 

of Rural Development. This service acts 
in a supervisory
 

nature to ensure, in effect, that cooperative organizations
 

operate in the best interests of their general membership,
 

rather than just for the benefit of select individuals.
 

-7



Important government assistance in the project period to
 

date has been given in the area of obtaining legal recognition
 

for FUCEC and its affiliates. Without such recognition, it is
 

debatable as 
to whether or not the movement's structures
 

(credit unions and the federation) could act on behalf of their
 

membership. In mid-1985, the FUCEC received a "Validity
 

Certificate" which, in essence, granted it such appropriate
 

rights as needed. A new Togolese cooperative law is in its
 

final draft stages. Following its review and approval by the
 

government's representative bodies, the movement's structures
 

will then be eligible for chartering.
 

Since the concept of savings and credit cooperatives is
 

relatively new to Togo, it is essential that authorities be
 

kept informed on the movement's progress in order that they be
 

supportive when necessary, while respecting its autonomous
 

character. In this vein, several activities are planned during
 

the second half of the project period. In July, 1986, the
 

Africa Confederation of Cooperative Savings and Credit
 

Associations (ACCOSCA), which is the confederation of 24
 

national credit union associations in Africa, will hold a
 

workshop in Nairobi, Kenya, of Cooperative Registrars,
 

Directors, or Commissioners for each of 
its affiliates. It is
 

anticipated that such a workshop will offer an appropriate
 

opportunity for an exchange of experiences throughout the
 

continent which will result in 
a better understanding of the
 

role of such government services. In addition, a study tour to
 

Cameroon is projected for FUCEC's manager, several of its
 

directors, and the Director of the Cooperation, Mutuality, and
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Credit Service. 
Such a visit will result in the Togolese
 

credit union movement's leadership, management, and supervisory
 

service having witnessed a successful African movement and its
 

relations with a supportive, though not directly involved,
 

supervisory service.
 

D. Technology Transfer
 

The primary technology which is being transferred through
 

this project's efforts is that of the credit union
 

institution. 
The primary elements of the technology are:
 

relatively simple bookkeeping, participatory decision-making,
 

domestic savings mobilization, lending practices, and private
 

enterprise management and planning. 
The fact that there has
 

now been over 414 million FCA francs mobilized in over 100
 

separate locations by over 10,000 individuals throughout Togo
 

(see Appendix 2) demonstrates that such a technology is
 

appropriate and has been adapted by its member/clients. This
 

is hardly surprising since, although the technology has existed
 

in Europe for the past 100 years and in North America since the
 

beginning of the twentieth century, it has been effectively
 

transferred throughout the world to 
the point where today, in
 

Africa alone it exists in 24 countries and directly serves over
 

1.6 million persons.
 

The project has also introduced the use of a computer to
 

FUCEC-TOGO's financial and program planning. 
 Budgets,
 

financial statements, annual work plans, credit union data and
 

other relevant movement information are all handled with the
 

assistance of a Wang personal computer. 
Repetitive tasks, such
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as 
payroll and monthly financial statements, are now being
 

performed on the 
.omputer by FUCEC's accountant. All senior
 

staff are capable of monitoring and analyzing movement
 

documentation which is generated by the computer. 
 Since
 

systems development and implementation have been the project's
 

priority, it will only be during the second half of the project
 

that word processing will be introduced to FUCEC.
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III. EVALUATION METHODOLOGY
 

The mid-project evaluation of assistance to the development
 

of the Togo National Union Association was a joint undertaking
 

of all principal project participants. These include: the
 

World Council of Credit Unions (WOCCU), the United States
 

Agency for International Development (USAID), the International
 

Center of Mutual Cr6dit (CICM), the Africa Confederation of
 

Cooperative Savings and Credit Associations (ACCOSCA), Bread
 

for the World (BFDW), and, of course, the Credit Union
 

Federation of Togo (FUCEC-TOGO). The evaluation team's
 

composition and dates of participation were as follows:
 

Team Leader -
 Dean Mahon, WOCCU Training Specialist/
 
Project Manager 2/24-3/11;
 

Charles Gaudemer, Regional Inspector, Credit

Mutuel Federation of Maine-Anjou and Lower
 
Normandy, 2/25-3/10;
 

John Babylon, USAID REDSO/CWA Economist,
 
2/24-3/7;
 

Philippe de Thieulloy, CICM General
 
Delegate, 3/2-3/7;
 

Duncan Miller, USAID REDSO/CWA Assistant
 

Director, 2/24-2/26.
 

ACCOSCA's Executive Secretary delegated Mr. Mahon to
 

represent that organization, and although BFDW was unable to
 

send a representative, they were able to provide input to the
 

team's scope of work.
 

In broad terms, the purpose of the evaluation was to
 

measure project progress to date and, if necessary, specify
 

and/or revise objectives for the remainder of the project
 

period. Since the purpose of the project is to assist in the
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development of 
a national credit union association in Togo
 

which will eventually attain technical and financial
 

self-sufficiency, the evaluation focused upon achievement of
 

identified project objectives as these related to the project's
 

purpose. 
The status of each of the objectives was measured as
 

a composite of quantifiable indicators linked to each
as 


objective. 
 In addition, the quality of activity performance
 

was assessed by the evaluation team.
 

The resources utilized in determining the project's status
 

were primarily those available in the FUCEC home office. 
An
 

extensive compilation of data, by objective, was evident upon
 

the arrival of the evaluation team and such preparatory work by
 

FUCEC greatly facilitated the evaluation team's tasks. 
 In
 

addition to such background documentation, interviews were also
 

held with FUCEC staff, FUCEC leadership, the WOCCU technical
 

assistance team, credit union members and elected officials,
 

and Government of Togo officials. The evaluation team's work
 

proceeded in the following phases: 
 review of documentation and
 

clarification with FUCEC staff 
- 3 days; visit to four credit
 

unions and establishment of project status 
- 5 days;
 

identification of project issues and constraints and related
 

conclusions - 4 days; 
final review of evaluation report and
 

translation 
- 3 days; meeting with FUCEC Board of Directors for
 

review of evaluation and approval of recommendations - 1 day.
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IV. PROJECT BACKGROUND
 

A. 	CONAUDEC
 

The first credit union in Togo was organized in 1967 by an
 

American missionary at Kougnohou, in what is now the Wawa
 

Prefecture. 
It was some time later, however, before the credit
 

union movement spread across the country. In fact, the
 

movement had long existed in other African countries,
 

especially the English-speaking ones, even before
 

independence. In 1968, national associations that had been
 

established in these countries came together to 
form a
 

Pan-African credit union association - ACCOSCA.
 

After the creation of several more credit unions, 
a
 

Togolese delegaticn in 1968, composed of Ministry of
 

Agriculture personnel and representatives of the Presbyterian
 

and Catholic Churches, was invited to 
an ACCOSCA meeting, and
 

returned with the intention to start CONAUDEC.
 

CONAUDEC (the National Committee for Credit Union
 

Development) was 
formed in 1969 by interested volunteers from
 

the Ministry of Rural Development, the Presbyterian and
 

Catholic Churches, and the National Trade Union Confederation.
 

CONAUDEC's bylaws were registered with the Ministry of Interior 

on August 7, 1970, under the authority of Decree Number 1011. 

CONAUDEC's initial objectives were: 

-- introducing men and women to cooperative savings; 

-- promotion of credit unions; 

-- campaign against usury; 

introducing cooperative credit; and 

-- developing group solidarity and mutual assistance. 
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CONAUDEC was governed by an annual meeting with 20
 

delegates, 18 of whom were credit union members. 
They directed
 

CONAUDEC's activities with the assistance of 
a seven-member
 

Board of Directors (of which two 
formed the Executive
 

Committee), 
a five-member Loan Committee and a three-member
 

Supervisory Committee. 
Each committee had its specialized
 

duties in the association, in the same way they would in 
a
 

credit union. Catholic Relief Services financed the first
 

CONAUDEC field agent from 1970 to 
1972. The growth of the
 

movement was slow until 1972 when Bread for the World (a German
 

charitable organization) began its first three-year
 

contribution. 
This enabled CONAUDEC to hire two additional
 

field agents. By 1975, approximately 34 credit unions were
 

served by CONAUDEC.
 

From 1976 to 1978, with the help of Bread for the World and
 

BrUdke der Bruderhille (a Swiss Catholic organization), the
 

first expansion campaign was undertaken on the national level.
 

With four field agents plus an additional one seconded from the
 

Togolese government, more than 50 
new credit unions were
 

organized, bringing the total to 92.
 

In 1978, foreseeing the coming phase of development of the
 

movement, CONAUDEC submitted a request for technical assistance
 

to the Board of Directors of ACCOSCA. This request led to two
 

feasibility studies: 
 one by the Global Projects Office (GPO)
 

of CUNA (USA) and another by the International Center of Mutual
 

Credit de France. The CUNA/GPO study led to the financing of a
 

39-month program by USAID. 
The CICM study led to assistance in
 

the form of training both in Togo and in France, as 
well as the
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provision of equipment. During this 
same period, CONAUDEC
 

renewed its aid agreements with its other overseas partners
 

(the Swiss and German organizations) and negotiated an
 

agreement with the World Council of Churches. 
This financial
 

assistance enabled the movement to hire three additional agents
 

and a secretary for the Lomi office. 
The end result was that
 

the movement had ten field agents based in Lomi, Kpalimi,
 

Atakpami, Badou, Bassar, Kara, Dapaong, Kivi and Tabligbo, and
 

four employees at the headquarters office in Lomi.
 

B. 	The First Development Project
 

The first development project began with the arrival of 
a
 

WOCCU Technical Advisor in July, 1980. 
 During this same month,
 

CONAUDEC held its first elections of a Board of Directors. The
 

Board had heretofore been composed of interested volunteers
 

rather than credit union members, but on this occasion, two
 

credit union members were elected for the first time.
 

1. Obiectives
 

This first modest project had four objectives which were in
 

large part attained:
 

a. Training
 

(1) Field Agents
 

Field agents were trained under the project
 

to perform the basic function of credit unions
 

and to teach them to credit union leaders. The
 

systems and procedures taught concerned:
 

-- bookkeeping;
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-- loan management; 

-- promotion of new credit unions; and 

-- promotion of new memberhsip and savings in 
existing credit unions.
 

In addition to the training in Togo, several
 

agents participated in training programs at the
 

CESAO in Burkina Faso, and two received auditing
 

and inspection training in France with Cridit
 

Mutuel.
 

(2) Headquarters Personnel
 

The CONAUDEC accountant was trained in
 

intensive sessions by the technical advisor and
 

by a consultant, both from WOCCU.
 

(3) Credit Union Leaders
 

(a) Credit union leaders were trained in
 

bookkeeping, promotion, and other subjects, in a
 

series of regional seminars. They also received
 

on-the-job training from the CONAUDEC field
 

agents.
 

(b) Promotion and Growth Strategy. During
 

the projects, credit unions were started in new
 

regions and in certain large companies. These
 

actions led to a noticeable increase in the
 

number of credit unions, members and savings.
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(c) Development of Planning Capabilities.
 

WOCCU helped CONAUDEC conduct a complete
 

institutional analysis which resulted in the
 

movement's First Five-Year Plan. 
The Plan's
 

priorities were incorporated in the second
 

development project submitted to overseas partner
 

organizations.
 

(d) Development of Financial Management
 

Systems. During the first project, with the help
 

of WOCCU and Cridit Mutuel consultants, new
 

accounting systems were developed and put into
 

use in the credit unions as well as at CONAUDEC
 

headquarters.
 

These systems were integrated into the OCAM
 

Accounting System in use in Togo. 
 New budgeting
 

procedures for CONAUDEC were also developed. A
 

Central Liquidity Facility was created to manage
 

the movement's liquidity.
 

(4) National Association
 

During this project and given the
 

significant growth of the movement, the credit
 

unions began to feel the need to create a real
 

democratic national credit union federation.
 

After numerous undertakings in all the regions,
 

the credit unions met in General Assembly in Kara
 

in September, 1983, where CONAUDEC was
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transformed 	into FUCEC-TOGO (the Federation of
 

Savings and 	Credit Cooperative Unions of Togo).
 

(5) 	The Second Development Proiect
 

The second Togolese credit union movement
 

development project, based on the institutional
 

analysis conducted during the first project,
 

began in October, 1983. Three overseas partners
 

-- WOCCU (with a grant from USAID), CICM, and
 

Bread for the World -- came to an agreement as to
 

the procedures for technical and financial
 

assistance to the new project.
 

The principal objectives of the project
 
currently being implemented are:
 

' (a) The improvement of the Central
 
-' Administration of FUCEC-TOGO.
 

* 	 (b) The development of the Central Liquidity
 
Facility.
 

(c) The creation of a Small Farmer Production
 
Credit Service.
 

(d) The improvement of league financial
 
management.
 

(e) The development of national association
 
planning systems.
 

(f) 	Risk management (life savings and loan
 
protection insurance).
 

(g) 	Institution of a system of regular

communication with credit unions.
 

-(h)
) Training of FUCEC-TOGO personnel.
 

(i) 	Improvement of FUCEC-TOGO personnel
 
management.
 

(j) 	Training of member credit union leaders.
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(k) 	Inspection/Auditing of credit unions and
 
regular follow-up.
 

(1) 	Consolidation and/or liquidation of small
 
credit unions.
 

(m) 	Decentralization (establishment of
 
FUCEC-TOGO regional offices).
 

In addition, FUCEC-TOGO should attain a financial
 

self-sufficiency rate of 50% before the end of
 

the first five-year development plan.
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V. STATUS OF PROJECT OBJECTIVES
 

A. 	Improvement of the Central Administration
 

This objective called for the development of administrative
 

policies and procedures (e.g., office management, personnel
 

management) necessary to ensure a functioning financial
 

institution by the end of the project period.
 

Such policies and procedures were to have been developed
 

and implemented at the beginning of the project perioa, in
 

order to ensure sound administrative support for the remainder
 

of the project's objectives.
 

Although this objective is, by its nature, ongoing, the
 

systems design and implementation related to it have, to a
 

large extent, been completed. There was, in fact, more work
 

necessitated by this objective than had been foreseen in the
 

project proposal. Nevertheless, the following have been the
 

principal achievements related to this objective:
 

1. Computerization of repetitive or complex tasks,
 

such as:
 

payroll,
 

the preparation of budget reports and monthly
 
balance sheets,
 

the establishment of 
a data base for credit
 
unions and evaluation of their performance,
 

the 	development of annual operating budgets,
 

the development of annual work plans and their
 
monitoring,
 

interest calculations on Central Liquidity

Facility deposits, and
 

regression (trend) analysis.
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2. The development and implementation of a modern
 

accounting system for FUCEC, based on cost centers, which
 

is 
able to manage the funds of several financing agencies
 

as well as 
control the budgets of each organizational unit.
 

3. The development and adoption of a billing and
 

collection system of annual dues of credit unions
 

affiliated to the federation.
 

4. The development of a document filing system. 
The
 

two priority areas already achieved are those of project
 

documents and the records of each credit union. 
Among the
 

priorities for the 1986 work plan is 
the improvement of the
 

filing system of the federation's general documents.
 

5. The development of several manuals to assist staff,
 

such as:
 

-- FUCEC accounting, 

-- the development of budget reports, 

-- regression analysis, 

-- the development of annual operating budgets, 

-- the development of annual work plans, and 

-- internal regulations of the federation. 

6. Personnel management systems have not yet been put
 

into place in FUCEC, although job descriptions have been
 

drafted for most positions.
 

As mentioned above, activities related to 
this objective
 

are ongoing. However, most of the efforts to be expended and
 

achievements anticipated during the project period have already
 

occurred. Items in which deficiencies have been noted are
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treated under other project objectives, these being: dues
 

collection (objective 4) and personnel management (objective 9).
 

B. Central Liquidity Facility
 

The organization of a Central Liquidity Facility (CLF) for
 

Togolese Credit Unions was cited as 
one of the highest
 

priorities in the 1982 project proposal. 
As such, it is
 

perhaps useful to recall the reasons and objectives identified
 

with it at that time to facilitate the evaluation, after 42
 

months of operations, of its results, in both quantitative and
 

qualitative terms.
 

1. 	 The "Pilot Project" Phase
 

Restatement of the CLF's objectives:
 

--	 Centralization of financial resources collected
 
by credit unions, but not used locally by members.
 

--	 Granting of appropriate types of loans to credit 
unions. 

Loans to newly-organized credit unions with the
 
idea that "loans increase savings."
 

The CLF, as the credit unions' credit union,
 
should offer favorable interest rates on both

savings and loans so that the credit unions don't
 
have to depend on the CNCA or other financial
 
institutions.
 

The CLF emanated from the credit unions and, 
like
 
credit unions, is based on its members' financial
 
solidarity. 
As such, the credit unions find in
 
the CLF an important partner, knowledgeable about
 
their problems. In return, the CLF renders 
a
 
more personalized service appropriate to credit
 
unions, its knowledge of credit union operations

permitting it to minimize credit risks.
 

Finally, since the CLF operates on a margin, it
 
must have a sizeable volume and sound management
 
to generate the revenues necessary for the second
 
degree institution (FUCEC-TOGO) to progressively

approach financial self-sufficiency.
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2. Evaluation
 

(a) CLF Loan/Deposit Activities
 

Deposits
 

As of December 31, 1985, 74 credit unions (68% 
of the
 

total number) had deposited approximately 45 million CFA
 

francs in the CLF, including 3,448,000 CFAF in share
 

capital. These deposits represent about 10% of credit
 

unions' total member savings. It is also significant that
 

the CLF has centralized approximately one-fourth of total
 

credit union liquidity. An 8% rate of interest is
 

currently being paid on deposits, and shares earn 6%.
 

About one-third of CLF deposits come from rural credit
 

unions, and two-thirds from urban workplace-based credit 

unions. 

Loa.i 

On December 31, 1985, the CLF had loans outstanding
 

equivalent to 20% of its total resources. 
 That is, at
 

year-end, 21 loans were outstanding, amounting in total to
 

14,574,000 CFAF. Since its inception, the CLF has granted
 

85 loans to credit unions, amounting to a total of
 

56,762,000 CFAF. The average size of 
loan was, therefore,
 

666,700 CFAF. It is interesting to point out that the
 

number of loans granted has decreased during the last two
 

years. This has been caused, it seems, by the fact that
 

FUCEC-TOGO let it be known that it would no 
longer grant
 

loans to credit unions with substantial loan delinquency.
 

Again, as of December 31, 1985, four credit unions'
 

(34% of borrowers) loans were delinquent 6 months or more.
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The amount delinquent, 5,000,000 CFAF, represents 34% 
of
 

loans outstanding at the time. 
Loans to two credit unions
 

accounted for nearly the entire amount delinquent. The
 

causes of these delinquent loans have not been identified,
 

but the likely answer is a lack of rigorous analysis of
 

past loan applications.
 

The interest rate on 
loan- to credit unions is 12%.
 

As with deposits, approximately one-third of the amount of
 

loans granted were to 
rural credit unions and two-thirds to
 

urban credit unions.
 

(b) Analysis of the CLF's Profitability
 

1984 1985
 
Rate of Return/ Weighted Rate of Return/ Weighted


Revenues/Cost Item Cost of Capital Rate* Cost of Capital Rate* 

1. Interest Received 6.06% 6.69% 6.53% 7.07% 
2. Cost of Capital 4.87% 5_38% 5,48% 5.95% 
3. Interest Margin (1-2) 1.19% 1.31% 1.05% 1.14% 
4. Miscellaneous Income 0.14% 0.16% 0.18% 0.20% 
5. Miscellaneous Expenses 0.34% 0.37% 0.78% 0.85% 
6. Net Income (3+4-5) 0.99% 1.10% 0.45% 0.49% 

*Weighting base -
Average deposits + Net Worth = 28.690.000 in 1984
 

= 45.225.000 in 1985
 

The interest margin is very small -- only 1.14 CFA
 

francs for each 100 francs of capital invested by member
 

credit unions. In addition, the increase in the cost of
 

capital in 1984 was not compensated by a corresponding
 

increase in the rate of interest earned on the CLF's
 

loan/investment portfolio, thus causing a significant drop
 

in the interest margin. Lastly, expenses increased in 1985
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due to a provision for bad debts (10% of interest received
 

on loans), which, of course, affected 1985's net income.
 

(c) The CLF's Bookkeeping System
 

In general, the CLF uses the same accounting documents
 

(journal, ledgers, receipt books, etc.) 
as do credit
 

unions. 
 Given the low volume of transactions, these
 

documents are adequate.
 

As part of the evaluation process, a partial audit of
 

the principal aspects of the CLF's accounting system was
 

carried out (See Appendix 3). One finding of the audit was
 

a general lack of internal controls since its inception.
 

This shortcoming certainly facilitated the 3,300,000 CFAF
 

embezzlement by the CLF's former department head, since the
 

theft was accomplished by his non-deposit of receipts in
 

the bank.
 

Currently, funds are collected primarily in cash and
 

by transfers through the nationwide CNCA network. Credit
 

unions which have accounts in the various branches have the
 

CNCA transfer funds from their accounts to FUCEC-TOGO's
 

account in Lomi. The federation's account at the CNCA is
 

frequently credited only after a long delay (often a month
 

or more).
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3. Recapitulation of Observations on the CLF
 

(a) Principal Shortcomings and Problems Identified
 

The foregoing discussion of the CLF's operations
 

permit us to summarize the principal areas needing
 

improvement:
 

(a) Insufficient CLF deposit growth
 

(b) Inadequate interest margin (spread)
 

(c) Lack of understanding by credit unions of their
 

partnership relationship with the CLF
 

(d) Inadequate inspection and internal controls
 

(e) Delinquent loans
 

(b) Recommendations
 

(1) That FUCEC-TOGO send quarterly statements to
 

all credit unions reminding them of their obligations,
 

and that the Director personally visit at least
 

quarterly all credit unions maintaining substantial
 

liquidity outside the CLF to persuade them to better
 

manage their liquidity.
 

(2) That FUCEC-TOGO create a new deposit
 

instrument for deposits in excess of the minimum
 

deposit. This account would earn a point or point and
 

a half more interest than the minimum deposit. 
 One
 

seemingly appropriate package would be to pay 7% on
 

the minimum deposit and 8% or 8.5% 
on term deposits in
 

excess of the minimum deposit.
 

(3) That the CLF consider raising its interest
 

rate on loans to 14% 
or 15%, especially on small loans
 

(under 1,000,000 CFAF).
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(4) 
That the CLF raise its loan application fee
 

to around 5,000 CFAF so that it covers 
at least the
 

direct costs of the credit committee's deliberations.
 

(5) 
That the Director or someone delegated by
 

him conduct a monthly cash count, verify that
 

subsidiary ledgers agree with control accounts, that
 

all receipts are deposited intact in the bank, and
 

that properly signed oliginal documents exist to back
 

up all journal entries.
 

(6) That FUCEC-TOGO, after unsuccessfully trying
 

to collect loans delinquent for one year or more, sue
 

the credit unions concerned to 
recover the principal,
 

as well as 
regular and penalty interest due.
 

The most recent audit of the CLF was 
performed on
 

February 28, 1986. See Appendix 3.
 

C. Small Farmer Production Credit Services
 

This component of the project is not scheduled to begin
 

until the project's fourth year. 
 SFPC activities will be
 

undertaken on a pilot basis during the project's fourth and
 

fifth years, .in order to ensure that the credit union movement
 

has the appropriate institutional capabilities to offer
 

productive credit services to 
rural credit unions.
 

A preimplementation study for this component was undertaken
 

in November of 1985. 
 The focus of the study was on
 

preparations which FUCEC should undertake prior to 
the arrival
 

of the SFPC advisor in August of 1986. 
 Potential pilot credit
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unions were identified and personnel and training needs were
 

examined.
 

The potential pilot credit unions are all situated in the
 

Zio and Wawa Prefectures. 
Their choice was essentially based
 

on two criteria: the management and growth of the credit union
 

and the level of agricultural activity. The consultant
 

recommended that prior to the final choice being made, each of
 

these credit unions should submit two documents to FUCEC; 
one
 

dealing with the credit union's willingness to participate in
 

the program and the other with the agricultural production of
 

each member. As concerns the field agents, 
it was suggested
 

that 
a staff transfer might be considered if agents in other
 

regions have a better background and that the possibility be
 

looked at of hiring a new agronomist agent who would spend most
 

of his time with SFPC activities.
 

Training needs were broken down by the consultant into
 

several areas. 
At the FUCEC headquarters level, he suggested a
 

meeting with the agents and managers of the pilot unions at 
the
 

beginning of 1986 to explain the program and obtain
 

agricultural statistics, both production and agricultural loans
 

given in 1984 and 1985. He recommended that before a credit
 

union participate in the program, data on the twenty best
 

farmers be collected and that the agents be charged with this
 

study. At the 1986 General Assembly and Board meeting of
 

FUCEC, special mention should be made of the SFPC program.
 

Special training in agriculture should be held for the field
 

agents, 
a central staff member of FUCEC, and the managers,
 

credit committee members, and 
a director of the pilot societies.
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Finally, it was recommended that linkages be established
 

with appropriate technical services (e.g., DRDR, SRCC) of the
 

Togolese government and, if complementary, with specialized
 

agricultural projects (e.g., PfP, Antrac).
 

D. Financial Planning System
 

Much effort was devoted to this objective during the first
 

two years of the project. The principal achievements are the
 

following:
 

Accounting
 

During the first six months of the project, a new
 

accounting system was designed and implemented. This system,
 

which conforms to OCAM's Uniform Accounting Plan, is based on
 

the use of cost centers. 
A cost center is defined as a set of
 

expense accounts representing those costs of a particular
 

organizational unit financed from the 
same funding source. For
 

example, to prepare a budget report for the WOCCU Sub-Grant,
 

one has only to add the balances of each expense account of
 

each unit financed by WOCCU. 
To prepare budget reports for an
 

organizational unit, one adds up the expense accounts for all
 

cost centers related to that unit. 
 This system is described in
 

a manual which is revised each year. The preparation of
 

monthly financial reports, payroll accounting, and annual
 

accounts have been automated on a Wang personal computer, and
 

FUCEC-TOGO's accountant trained at the Wang Training Center in
 

Paris.
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After the embezzlement discovered in the Central Liquidity
 

Facility, the CLF's bookkeeping was transferred to the
 

accountant. 
 The CLF's cashier functions were assumed by
 

FUCEC-TOGO's Director for 
reasons of internal control.
 

Financial Planning
 

An annual operations budget preparation system was designed
 

and described in 
a manual. These procedures are followed each
 

year. At the time these budgets are prepared, each operating
 

unit head submits 
a draft budget for his department and, after
 

negotiations between department heads, the annual budget is
 

prepared by computer, and by cost center. 
Next, the
 

"spreadsheet" which produces budget reports is adjusted so 
that
 
it corresponds to 
the sources of funding anticipated for the
 

year about to start.
 

Also, just before the evaluation team's arrival, FUCEC-TOGO
 

began developing a computer model to test several alternative
 

long-term financial plans. 
 During the evaluation, six such
 

"scenarios" were 
simulated. 
The results of these scenarios,
 
summarized in the table and graph on the following pages, were
 

submitted to FUCEC-TOGO's Board of Directors during the
 

evaluation. 
They were asked to study the scenarios and adopt
 

one that would assure the federation's self-sufficiency within
 

a reasonable timeframe. Scenario No. 1, representing a
 

continuation of current policies and trends, indicates that
 

FUCEC-TOGO will never be self-sufficient if there are no policy
 

changes, particularly as concerns the CLF. 
The assumptions
 

relative to this base case are 
in Appendix 4. Even scenarios 2
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FUCEC - TOGO 

ATERNTIVE LONG-TERM FINANCIAL PLANS
 
RESUME OF SCENARIOS CONSIDERED
 

No. 1
 
(Current
 
Policies) 


I. 	PRINCIPAL ASSUMPTIONS:
 

A. Projected Distribution of
 
CLF Resources by End-of-

Project (1988)
 

--Loans 25% 

--Bank and Cash 75% 


B. % of Minimum Deposit Collected
 
By End of Project 88% 


C. Interest Rates Applied
 

--On Loans 12% 

--On Minimum Deposit 8% 

--On "Special Deposits" 


D. Expense Reductions:
 

Ave No 

Democracy No 


E. Loan Processing Fee Per Application 1000 


No. 2 


25% 

75% 


200% 


12% 

8% 

-

No 

No 


1000 


1,5981,367 

47,957,674 

(31,976,307) 


33.32% 


(34,498,233) 


Never 


No. 3 


25% 

75% 


200% 


15% 

8% 


Yes 

Yes 


5000 


1,8035,609 

46,022,962 

(27,987,353) 


39.19% 


(23,097,382) 


Never 


II. 	PROJECTED RESULTS BY 1988
 
(End of Current Project)
 

A. Total Revenues 

B. Total Expenses 

C. Net Income (Deficit) 

D. Self-Sufficiency Rate 


III. PROJECTED 1996 NET INCOME 


IV. PROJECTED DATE SELF-SUFFICIENCY 

WILL BE ATTAINED
 

10,006,507 

47,755,959 

(37,749,452) 


20.95% 


(46,673,765) 


Never 


No. 4 


35% 

65% 


200% 


15% 

8% 

-

Yes 

Yes 


5000 


1,8737,201 

46,179,813 


No. 	5 No. 6
 

35% 252
 
65% 75%
 

200% 200%
 

18% 12% 
8% 7% 
- 8.5% 

Yes Yes
 
Yes Yes
 

5000 5000
 

21,329,166 25,586,834
 
46,308,536 45,926,072
 

(27,442,612) (24,979,370) (20,339,238)
 
40.57% 46.06% 55.71% 

(18,040,152) (5,714,233) 1,536,728 

2037 2000 1996 
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and 	3 will never lead to self-sufficiency. Therefore, Board
 

members were asked to concentrate their efforts on studying
 

scenarios 4, 5 and 6. 
Scenario 6 (see Appendix 5) was adopted.
 

E. 	National Association Planning
 

This project was based upon a Fi.e-Year Plan developed and
 

approved by FUCEC's predecessor, CONAUDEC. The purpose of this
 

objective is 
to ensure the monitoring and evaluation of the
 

growth of the movement with respect to 
the stated objectives.
 

A methodology was to be developed which would detail goals and
 

objectives for the plan.
 

From the beinning of the project, FUCEC has established a
 

planning and evaluation system for its continual 
use. The
 

system has these principal elements:
 

1. The collection and analysis of project-related data,
 

as well as 
other data concerning FUCEC and its affiliates.
 

Most of this sytem is now computerized.
 

2. 
 Annual work plans, specifying verifiable objectives
 

for each person responsible to the federation, and computerized
 

quarterly controls to 
identify bottlenecks or missing elements
 

while there is still time to take necessary action.
 

3. Quarterly project progress reports which allow all of
 

FUCEC's partners to be kept up to date on its activities,
 

achievements, and problems.
 

The existence of this system has greatly facilitated the
 

regular monitoring and evaluation of all of the movement's
 

aspects.
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As concerns planning, several other studies have been
 

completed, such as:
 

4. A credit union viability study, determining their
 

break-even points.
 

5. The design of two complementary projects, one
 

submitted to BFDW for the training of credit union officials,
 

and the other submitted to the African Development Foundation
 

for assistance to the better rural credit unions.
 

6. A study to select credit unions to participate in the
 

ADF project, which resulted in the design of 
a computerized
 

methodology to evaluate the "health" of credit unions.
 

7. A study which determined the break-even point of the
 

Central Liquidity Facility, although this study is to be redone
 

due to the recent reorganization of the CLF.
 

Now that the planning systems are established and being
 

monitored on a regular basis, the major new activity during the
 

remainder of the project period will be the development of the
 

Second Five-Year Plan. This plan is 
to be developed and
 

approved in the project's last year. Therefore, initial
 

activities, e.g., 
needs analysis of affiliated credit unions,
 

should begin by the end of 1986. 
 In 1987, the results of this
 

analysis should be utilized in workshops with FUCEC's Board of
 

Directors which will ultimately result in a draft plan to be
 

submitted to 
a general meeting of the elected representatives
 

of affiliates for their approval.
 

-34



F. 	Risk ManaQement
 

Risk management is 
a life savings and loan protection
 

program. This insurance will be offered by FUCEC to 
its member
 

credit unions to protect both the family of a credit union
 

member from financial burden and the credit union from possible
 

loan default, resulting from the death of the member. 
The
 

program is offered by ACCOSCA, with the financial and technical
 

backstopping of the CUNA Mutual Insurance Company.
 

Due 	primarily to the uncertain legal 
status of FUCEC during
 

the 	first half of the project, this program has not yet begun.
 

However, in anticipation of a resolution of this constraint in
 

the 	near future, the following steps have already been taken:
 

1. A Risk Management Chief of Service has been selected,
 

2. 
 The Chief of Service has received training by ACCOSCA
 

and CUNA Mutual in Nairobi, Kenya,
 

3. Discussions have begun with Togolese authorities to
 

obtain the proper authorization to begin this program, and
 

4. A letter from FUCEC to 
the Minister of Rural
 

Development officially requesting permission to undertake such
 

insurance services was 
sent during this evaluation exercise.
 

It is now anticipated that, given necessary government
 

response time and the possible training of the risk management
 

officer in Madison, Wisconsin (through the project), this
 

component of the project should begin by the beginning of 1987.
 

G. 	 Communications with Credit Unions
 

This objective concerns 
the necessity of the federation to
 

have up-to-date information on all of its affiliates in such
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areas as: savings, loans, loan delinquencies, membership, and
 

member needs. This was to be accomplished through regularly
 

scheduled Board of Directors meetings and instituting regular
 

status reports. Such reports would initially be the
 

responsibility of the federation's field staff through
 

regularly prepared society visit notes. 
 Eventually, such
 

reporting would be undertaken by paid credit union staff, with
 

the federation's field staff performing periodic verification.
 

Statistical information on each credit union is 
now
 

regularly maintained and updated on a quarterly basis. 
Credit
 

union managers, where they exist, are being trained in
 

accounting, and they will soon be able to 
report directly to
 

FUCEC. Problems still exist in some areas as 
concerns the
 

timeliness of reports submitted by FUCEC's field staff. 
 In
 

addition to what was initially projected, FUCEC has now
 

developed a movement newsletter, the first issue of which was
 

distributed in February, 1986. 
 It is planned that this will
 

become a regular quarterly publication.
 

During the remainder of the project period, the newsletter
 

should, of course, be continued on at least a quarterly basis
 

and more emphasis should be placed on ensuring regular
 

reporting procedures by the field staff. In addition, if funds
 

are available, consideration should be given to the conduct of
 

a baseline data study for the movement. Such a study, using a
 

representative sampling of credit unions in various regions of
 

the country, would develop a profile of present and potential
 

membership; loan demand, use and repayment practices; interest
 

charges and collections.
 

-36



H. Staff Training
 

1. Field Agents
 

The training objectives for the field agents during
 

Phase II were concerned primarily with four areas. 
 The
 

development of several of the best field agents into
 

auditors through intensive training, basic cooperative
 

organization and the promotion of new membership and
 

savings, institutional analysis, and training of field
 

agents to become trainers are the priority areas designated
 

at the beginning of the project on the basis of 
a needs
 

analysis.
 

During the first two years of the project (Phase II),
 

the field agents received training on several occasions in
 

seminars or on the job.
 

Accounting
 

In July, 1984, the field agents participated in an
 

intensive accounting course which lasted two weeks. 
This
 

course covered all the various aspects of credit union
 

accounting, in order to permit the field agents to help
 

credit union bookkeepers in their work, and to check their
 

entries. 
They also learned how to calculate interest on
 

deposits and how to prepare the annual financial statements.
 

Auditing
 

The four best field agents (chosen according to their
 

scores on final examination of the accounting course)
 

participated in a training program conducted by consultants
 

provided by the International Center of Cridit Mutuel de
 

France. The course lasted one month and was held almost
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entirely in the field conducting audits of credit union
 

accounts and management. The training continued for
 

several months after the course in on-the-job training by
 

FUCEC staff and the WOCCU Financial Management Advisor
 

until the arrival of the CICM consultants for a second
 

round of training. The four agents are now capable of
 

auditing a credit union up to medium size and of auditing
 

larger credit unions if supervised.
 

Training of Trainers
 

In Phase I of the project, the FUCEC-TOGO field agents
 

participated in a "Training of Trainers" workshop where
 

they were introduced to basic adult education theory and
 

practice. In Phase II, 
the four auditor/agents
 

participated as assistant trainers in a series of regional
 

seminars conducted for credit union managers and committee
 

members where they served 
as group facilitators and
 

occasionally presented courses. 
 Supplementary work
 

sessions were conducted during these seminars in order to
 

discuss the sessions and to verify that they had learned
 

what was intended. 
Upon their return to their regions,
 

they began to put into practice what they had learned in
 

on-the-job training in the credit unions.
 

The Training Manual of FUCEC-TOGO
 

A model national association training manual prepared
 

by ACCOSCA was translated into French by FUCEC-TOGO during
 

Phase II. Certain parts, such as the model lesson plan,
 

were adopted and used by FUCEC-TOGO during 1985.
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Bank Traininq
 

Thanks to CICM, four agents began and continued
 

studies through the Bank Training Center in Lomi. These
 

studies prepare the agents for the examination to qualify
 

for first-level professional certification.
 

Since early 1985, the work and training program of the
 

agents has been a very full 
one with their participation in
 

credit union audits and in training workshops. It was not
 

possible to deal with the agents' training needs in the
 

areas of cooperative organization and promotion, and
 

institutional analysis in a formal way, i.e., 
in workshops
 

in these specific subjects. It should be noted all the
 

same that these subjects were treated frequently and
 

occasionally in depth in the 
course of other training
 

activities. For example, institutional analysis is 
an
 

integral part of the FUCEC-TOGO inspection/audit system,
 

under such categories as 
"Credit Union Health Indicators,"
 

"Profitability Study" and the analysis of the functioning
 

of the credit unions' governing bodies.
 

During the remaining half of Phase II, it is not
 

necessary to make any major changes in strategy in relation
 

to the training of the agents; rather, it is 
a question of
 

continuing the efforts already undertaken and carrying them
 

through to this conclusion. It should also be noted that
 

FUCEC-TOGO will soon hire new agents, thereby bringing its
 

field staff up to a full complement. The new agents must
 

be trained in workshops and on the job in order to permit
 

them to catch up with their colleagues in terms of their
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level of competence in certain areas 
and their knowledge of
 

credit unions.
 

The bank training that the agents are receiving must
 

continue. In 1987, four will be ready for their
 

first-level examination. The new agents must enroll in
 

these courses at the appropriate level. It is hoped that
 

this professional training can continue in order to permit
 

all the agents to obtain their second-level diplomas.
 

The audit/inspection training conducted by CICM
 

consultants will continue with the current agents and the
 

newly recruited ones. 
 At least for 1986, the same formula
 

will be used as in 1985, i.e., complete inspection/audits
 

will be conducted in credit unions by teams composed of 
one
 

or two FUCEC agents supervised by a CICM consultant.
 

A "training of trainers" session will be conducted for
 

the agents in August, 1986. 
 From that point onward, the
 

agents will progressively take charge of basic training of
 

credit union personnel, beginning with basic bookkeeping
 

and accounting skills.
 

By the end of 1986, the FUCEC-TOGO Training Manual
 

will be completed using the ACCOSCA document as 
a guide and
 

resource. 
This manual will help the agents assume their
 

training responsibilities.
 

With the launching of the Risk Management program in
 

1986 or 1987, the agents will participate in a workshop to
 

orient them to the program and help them learn to 
explain
 

and promote the program in the credit unions.
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2. 	 Central Administrative Staff
 

The objectives of Phase II included elements relating
 

to the professional and technical development of the
 

Managing Director, the Central Finance Officer, the Risk
 

Management Officer, the Training Officer, and the
 

Accountant. The Managing Director and the Training Officer
 

were 
to be assigned technical advisors by WOCCU in
 

financial management and in training, respectively. The
 

entire team was to benefit from workshops, courses, and
 

consultant assistance from WOCCU, CICM and ACCOSCA.
 

The Managing Director has received considerable
 

on-the-job training and advice from his technical advisor,
 

especially in the areas of financial management and
 

planning. In addition, he attended a workshop on
 

Management of National Associations conducted by ACCOSCA in
 

Nairobi in 1984.
 

The Accountant continued her bank training center
 

program and received her first-level diploma in 1985. In
 

addition, she was introduced to the use of the
 

micro-computer in 1984 and continued to receive on-the-job
 

training from the technical advisor in financial
 

management. 
 In 1985, she attended computer courses at the
 

WANG Training Center in Paris. 
 She attended the accounting
 

workshop held for FUCEC-TOGO field agents in 1984 and
 

continued to receive on-the-job training in accounting from
 

the technical advisor.
 

The Training Officer was 
assigned a WOCCU technical
 

advisor in February, 1985 as planned and this has helped
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him to improve his ability to design and plan training
 

programs, to prepare manuals and training plans, and to
 

evaluate trainees and training programs. In 1985, he
 

attended an ICA Workshop in Niamey on the use of visual
 

aids in cooperative training, as well as 
a workshop on
 

credit union promotion in ['!gali. He was part of the team
 

of participants at the workshop held by ACCOSCA in 1984 to
 

prepare the Accounting Manual.
 

The Central Finance Officer participated in two
 

ACCOSCA workshops --
the first in 1984 to prepare the
 

Accounting Manual and the second in 1985 to prepare the
 

Audit Manual. In addition, he participated in a seminar on
 

management techniques held in Ouagadougou in 1985.
 

The Risk Management Officer participated in a workshop
 

on risk management conducted in 1984 in Nairobi by ACCOSCA
 

and CUNA Mutual Insurance Society. He participated in the
 

accounting courses of FUCEC-TOGO in 1984 and the credit
 

management course conducted by the CNCA in 1985. 
 In
 

addition, he received extensive on-the-job training in
 

preparing annual accounts, in auditing, and in training.
 

In 1985, the FUCEC-TOGO Board of Directors attended a
 

workshop with the Technical Advisor in financial management
 

where they learned basic accounting practices and how to
 

interpret the financial statements of credit unions and the
 

national associations.
 

During the second half of Phase II, 
training of
 

central administration staff will continue. 
The Managing
 

Director will continue to be trained by his technical
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advisor until the end of the project and may also
 

participate in additional ACCOSCA workshops as well as
 

study visits to other credit union national associations.
 

The Trainir.g Officer will work with the Training Advisor
 

through mid-1987. The on-the-job training of the
 

accountant in accounting practices, financial management,
 

and the use of the micro-computer will continue as well
 

under the supervision of the Technical Advisor in Financial
 

Management.
 

It is hoped that the Accountant can continue her
 

courses at the bank training center in order to obtain her
 

second-1.evel diploma. It 
is also hoped that the Risk
 

Management Officer can pursue insurance studies at 
the same
 

center and receive his second-level insurance diploma. He
 

will also be trained through WOCCU at risk management
 

courses at the University of Wisconsin and CUNA Mutual.
 

I. Personnel Management
 

The preparation of job descriptions for all FUCEC-TOGO
 

employees was planned for the beginning of the project in order
 

to be used in the recruitment and hiring of new employees, as
 

well as to provide a qualitative basis for performance
 

evaluations and for the determination of job training needs.
 

The preparation of personnel management policies and procedural
 

manuals was also called for.
 

In 1984, seven preliminary job descriptions were written
 

for the positions of Managing Director, Risk Management
 

Officer, Central Finance Officer, Secretary, Orderly, Driver
 

and Promotion Agent. 
 In 1985, a detailed Task Description for
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Credit Union Managers was prepared. In 1986, a finalized
 

Position Description for the Promotion Agents, now called
 

Representatives in recognition of the varied nature of their
 

responsiblities, was prepared and used in the recruitment of
 

new Representatives. By the end of February, 1986, a chapter
 

outline of the Personnel Management Manual was completed and
 

the text was begun.
 

The Personnel Management Manual, including new, more
 

complete position descriptions for all the employees, will be
 

completed in draft form by the end of March, 1986. 
 It will be
 

studied in draft by the Board of Directors of FUCEC-TOGO and
 

approved and adopted in its final form by the end of June, 1986.
 

The Position Description for the Representative and the
 

draft chapter outline of the Personnel Management Manual are
 

included in the Appendix 6.
 

J. Member Credit Union Training
 

The training objectives for Phase II of the project
 

targeted the credit union managers and committee members
 

(credit, supervisory). Two national workshops for 
five
 

managers each and five days in length were planned for the
 

first year. In the second and third year, the number of
 

managers participating in each of the two workshops was
 

increased to 10 and then 20. Bookkeeping was identified as the
 

priority subject of these workshops.
 

The workshops planned for committee members were more
 

numerous -- 1,150 person/days the first year and 3,650
 

person/days in each of the two following years. 
The subjects
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proposed for these workshops were borkkeeping, credit
 

management, planning, promotion, and financial statement
 

analysis.
 

During the first year of Phase II, 
it was found that the
 

average level of competence of credit union managers was
 

clearly well below the minimum level necessary to keep the
 

books of a credit union in an acceptable fashion. This finding
 

was confirmed by the results of the inspections and audits
 

which were conducted in the first half of 1985. 
 For this
 

reason, it was found to be necessary to modify the Phase II
 

training objectives in order to concentrate on bringing the
 

managers up to a minimum level of competence. It was decided
 

not only to conduct regional accounting workshops for the
 

managers, but also to bring the managers 
to the various
 

workshops planned for committee members. 
 In this format, the
 

managers and committee members participate in a workshop on a
 

specific subject (loans, internal auditing, etc.) for two and
 

one-half days. For the remainder of the week, the managers
 

stay on to continue the3£ accounting practicum.
 

In 1985, 72 managers participated in an accounting workshop
 

and another combined credit/accounting workshop. The 53 of
 

these 72 managers who attended both workshops are covered in
 

the statistics which follow.
 

The tool used to measure the progress of the managers in
 

acquiring accounting competency was a three-part examination
 

which covered theory, computations, and bookkeeping entries and
 

preparation of financial statements. A score of 50 of the 100
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possible points indicates a manager who possesses the minimum
 

level of competence in accounting.
 

1. 	 Rural Credit Unions
 

Number of participants 


Average score: beginning 


Average score: end 

(after two workshops)
 

Rate of improvement 


2. Medium-sized Worker Credit Unions
 

Number of participants 


Average score: beginning 


Average score: end 

(after two workshops)
 

Rate of improvement 


3. 	 Large Worker Credit Unions
 

Number of participants 


Average score: beginning 


Average score: end 


Rate of improvement 


4. 	 Summary
 

Number of participants 


Average score: beginning 


Average score: end 


Rate 	of improvement 


5. 	 Analysis of Statistics
 

42
 

15/100
 

37.4/100
 

+ 150%
 

7
 

25.6/100
 

64.5/100
 

+ 152%
 

4
 

15.8/100
 

40.9/100
 

+ 159%
 

53
 

16.4/100
 

41.3/100
 

+ 151%
 

The participants' median final score is 43. 
 Twenty
 

participants have a score of 49 or 
above, and it is assumed
 

that FUCEC-TOGO can proceed to verify their work in their
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credit union for 
an entire quarter with a view to awarding
 

them Certificates of Competence at 
level I and, for certair: 

managers, at level II. 

The final scores are grouped as follow: 

80 to 89 : 4 

70 to 79 : 1 

60 to 69 : 4 

50 to 59 : 6 

40 to 49 : 15
 

30 to 39 7
 

20 to 29 : 12
 

10 to 19 : 4
 
53
 

The participants who scored at least 40 after two
 

workshops will probably attain level I at least, if not II
 

and III as well. Their work indicates that they will be
 

able to keep the credit union's books in an acceptable
 

fashion.
 

Those who could do no better than 30 can probably be
 

considered no better than temporary managers until 
a more
 

qualified person can be identified. Most of those in the
 

group 30 to 39 should be considered temporary as well.
 

The participants were handicapped by an overall
 

educational level that is 
lower than what is required.
 

However, many of these managers from rural credit unions
 

were the most educated persons in their cooperative. The
 

publication of bilingual French/Ewe documents would allow
 

those managers who are more literate in Ewe than in French
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to make better progress in bookkeeping and attain an
 

acceptable level.
 

A short Managers' Handbook was prepared for use not
 

only during the workshops but also for use as 
an on-the-job
 

reference. The handbook is 
a simple and illustrated resumi
 

of the most important elements of FUCEC-TOGO's Credit Union
 

Accounting Manual.
 

During Phase II, 
the field agents have provided
 

on-the-job training in bookkeeping, approximately once a
 

month, to most of the credit union managers.
 

Six regional workshops in credit management were held
 

in late 1985 and early 1986. They were attended by 48
 

members of credit union loan ccmmittees and 53 credit union
 

managers. 
During these workshops, the FUCEC-TOGO Credit
 

Manual and model credit union loan policy were introduced.
 

Each participant was asked to explain the loan policy to
 

his credit union and to 
have them adopt it, inserting the
 

credit unions' own information in the appropriate spaces on
 

the form. A final examination was judged not to be
 

necessary at this first credit workshop. 
The impact of the
 

workshop will be measured in 1986 by the number of credit
 

unions adopting a loan policy, the reduction of the late
 

loan rates, etc.
 

The training objectives for the second half of Phase
 

II will be concentrated in several key areas. 
 First, it is
 

absolutely necessary to 
finish the accounting training for
 

managers which has been started. 
The same formula used in
 

1985 will continue to be used in 1986, when managers will
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attend workshops on internal auditing and promotion for a
 

half-week each, to be followed in both cases by accounting
 

practice.
 

FUCEC-TOGO goal is to bring the managers' average test
 

score above the minimum level of 50/100.
 

The second priority is to transfer to the field agents
 

the responsibility for basic accounting and management
 

training beginning in 1987. 
 The agents' participation in
 

their "Training of Trainers" workshops and in the second
 

workshop, plus the development of the FUCEC-TOGO Training
 

Manual will make this possible. New credit union managers
 

and others needing basic accounting and management training
 

will be trained by the field agents in local workshops and
 

study groups and in on-the-job training.
 

Thirdly, the regional workshops for credit union
 

committee members will continue and, as 
field agents take
 

over basic accounting courses, will take on greater
 

importance. 
In 1986, regional workshops on internal
 

auditing (for the Supervisory Committee) and on membership
 

and savings promotion will be held. 
 An Internal Audit
 

Manual has been drafted for the first, and a promotion
 

document entitled "What is Credit Union" has been prepared
 

for the second. In 1987, the training session will open
 

with a second series of regional workshops on credit.
 

Following the introduction of 
new policies and practices in
 

1985, this second series will be taken up with the
 

practical application of these new elements, such as the
 

analysis of loan applications according to the criteria
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established in the loan policy. Following this series,
 

workshops will deal with planning, the analysis of
 

financial statements, personnel management, etc.
 

It should be remembered also that once the Risk
 

Management program is launched, workshops will be organized
 

in order to explain the program and help ensure that it
 

gets off to a good start.
 

K. Regular Inspection
 

During project design, CONAUDEC's Board of Directors placed
 

a high priority on the development and implementation of sound
 

credit union auditing and inspection systems to be carried out
 

by the national federation. The actual process of inspecting
 

credit unions started in 1984. A brief inspectors'
 

instructional guide, as well as 
a model report format along
 

with standardized audit work papers, were developed with the
 

assistance of consultants from Cridit Mutuel.
 

Then, in early 1985, inspectors from Cridit Mutuel returned
 

to train four FUCEC-TOGO field staff destined to become
 

inspectors. Brief classroom training was followed by a month
 

of one-the-job training of the inspectors in 
a variety of
 

credit unions. 
 By the time of the mid-term evaluation, 28
 

inspections has been conducted. Parallel to this process,
 

ACCOSCA helped FUCEC-TOGO to draft an audit manual during a
 

workshop held in Lomi.
 

In general terms, the inspections revealed some serious
 

operational problems which could compromise the future of the
 

credit unions concerned, not to mention the entire movement.
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Faced with this situation, FUCEC-TOGO decided to interrupt
 

implementation of the inspection program to undertake a crash
 

program of bringing credit unions' accounting records up to
 

date. This program succeeded well: 
 with the assistance of
 

Cridit Mutuel consultants in the seven largest credit unions,
 

the accounts of 87 credit unions were brought up 
to date by the
 

end of 1985.
 

By all appearances, FUCEC-TOGO seems 
to be solely
 

responsible for taking measures necessary to safeguard the
 

members' savings of those credit unions it has created. 
No
 

other organization is capable of doing it.
 

Clearly, the number of inspections carried out is
 

insufficient. 
 This fact is all the more obvious from the
 

initial inspections carried out, since in several cases,
 

extremely doubtful situations were discovered which lead one to
 

conclude that the level of embezzlement within the credit
 

unions is significant.
 

The principal constraint holding back the effective
 

implementation of an inspection program is the lack of a
 

sufficient number of competent inspectors.
 

In the short term, the measure planned to correct this
 

situation is the recruitment of three new inspectors. However,
 

given the urgency of the situation, FUCEC-TOGO will have no
 

choice but to continue the assistance of external organizations
 

like Cridit Mutuel to assure the transition to a point where
 

the inspectors will be operational. Furthermore, their
 

training must be done by seasoned inspectors with both
 

-51



substantial experience in financial institution examinations
 

and, hopefully, sonme African experience.
 

The periodicity of credit union inspections could be
 

annual. Assuming an average of 3 person/days per credit union,
 

it would take 327 person/days to inspect all credit unions.
 

However, if the credit unions continue to make progress in
 

bookkeeping, the time necessary to conduct inspections will be
 

correspondingly reduced.
 

The conditions revealed by the inspectors' reports must
 

result in FUCEC-TOGO's taking immediate and appropriate
 

corrective measures. 
 In the case of embezzlements, FUCEC-TOGO
 

must assume a very firm attitude towards the credit union's
 

Board and must in no case compromise. If a credit union Board
 

of Directors does not take the necessary measures to correct a
 

deteriorating situation, FUCEC-TOGO should not hesitate to use
 

its statutory power to 
step in to protect the members' savings
 

and loans.
 

It is also high time that FUCEC-TOGO's right to intervene
 

in troubled credit unions be expressly incorporated in credit
 

union bylaws and/or by law.
 

L. Consolidation and/or Liquidation Strategies
 

This objective has as its purpose the merging or
 

discontinuation of non-viable credit unions, especially in the
 

rural areas. FUCEC was to develop guidelines regarding minimal
 

size of affiliated societies. Once these were developed, each
 

society would be analyzed to determine not only its present
 

membership and savings, but also its potential for growth.
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Assistance to smaller societies could also be provided through
 

the use of service centers, or similar service-sharing concepts.
 

A consolidation study, per se, did not occur 
as projected
 

in the project's second year, dile mainly to 
a lack of adequate
 

data. However, FUCEC has taken the following steps towards the
 

achievement of this objective:
 

1. In a study called "When will ;ural Togolese
 

credit unions become self-sufficient?", with data available
 

as of 3/31/85, it seemed that only 41 credit unions would
 

reach a break-even point of 3,000,000 CFAF by the end of
 

the century. Since at a 3,000,000 CFAF level a credit
 

union can only be self-sufficient with an interest rate on
 

loans of at least 24%, FUCEC is encouraging credit unions
 

to increase their rates to this level. 
 This study was
 

redone recently with new data which was not available in
 

March of 1985. 
 The results are a bit more favorable.
 

Fifty of 109 credit unions should be self-sufficient by the
 

end of the century, as compared with the previous result of
 

45/124.
 

2. FUCEC has convinced several credit unions to
 

merge.
 

3. In several other regions, it has been noted that
 

shared management systems would perhaps be appropriate.
 

Given the distances between the villages of existing credit
 

unions, it is doubtful that the service center concept could
 

work in Togo at this time. Rather, the idea of itinerant
 

bookkeepers might be applied, whereby one person would, in
 

effect, manage several credit unions.
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When the project was designed in 1982, 
it was noted that a
 

number of Togolese credit unions were small, both in membership
 

and in savings. 
 It now seems that this situation is getting
 

better. 
In 1982, the median credit union had only 66,304 CFAF
 

in savings, this increased to 296,050 CFAF by September 30,
 

1985. 
 Before the project, 68 of the 97 existing at that time
 

had savings of less than 200,000 CFAF.
 

At present, this number has been reduced to only 38 of 109
 

societies. 
 During the same period, average savings in a credit
 

union increased from 1,133,000 CFAF to 3,802,000 CFAF, or
 
236%. Finally, although the urban worker credit unions still
 

dominate the movement's statistics, this is 
to a lesser degree
 

than had previously been the case.
 

FUCEC has planned to undertake the consolidation study
 

during 1986, perhaps with the assistance of an outside
 

consultant. 
The focus of activities would be the
 

implementation of 
a shared management system, the determination
 

of merger and liquidation criteria, as well as 
the means to
 

implement such strategies.
 

M. 	Decentralization
 

The project anticipated decentralization of the Togolese
 

credit union movement as a long-term objective. Two regional
 

offices could be constructed by the final year of the project,
 

if such regions existed which could support the 
recurrent costs
 

of staffing and maintaining such offices. 
 Although regional
 

unions (of credit unions) are within the federation's
 

structure, such unions only exist to ensure regional
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representation at the national level and are not meant to 
serve
 

as functioning bodies.
 

The federation is presently renting offices in four
 

regions; three regions do not have their own office space,
 

although two of these are 
lent space by the DRDR, while the
 

Lomi agent works out of FUCEC's headquarters. It is
 

anticipated that, during the second half of this project,
 

FUCEC's field staff will be given more material support, in the
 

form of modest office equipment.
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VI. IDENTIFICATION OF
 

ISSUES AND CONSTRAINTS
 

Although an enormous amount of progress has been achieved
 

during the first half of the project period, the evaluation has
 
offered the opportunity to 
examine issues presently confronting
 

the Togolese credit union movement which may especially
 

constrain its development and eventual achievement of
 

self-sufficiency.
 

A. The Credit Union
 

It has only been recently that FUCEC has been able to begin
 

to acquire sufficient information on activities at 
the level of
 

the credit unions. Now that inspections have been carried out
 
in many societies and representatives and credit union managers
 

have begun to be trained, it has become clear that bookkeeping
 

is still largely inadequate, loan delinquency is 
a major
 

problem in some societies, membership groups in some societies
 

have been stagnant, and follow-up actions to 
inspections and
 

their findings have been slow. 
What is at issue here is not
 

decisions taken to date by the movement because, of course,
 

systems had to 
first be developed and implemented at the
 

national level, but rather steps which should be taken in the
 
near future to 
begin to rectify deficiencies at the local level.
 

The crucial link in this 
area is FUCEC's field
 

representatives. Actions have been taken over the past year to
 

better train such staff and where training has not resulted in
 

increased performance, to 
replace certain individuals with
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better qualified personnel. There are, however, still staff
 

who were effective promoters during the initial stages of the
 

movement's development, yet do not possess the technical skills
 

needs at this time. In addition, annual staff salary increases
 

have, in general, been automatically granted on a percentage
 

basis, rather than awarding such raises on the basis of merit.
 

Such a situation, of course, lacks incentives for the field
 

staff to assist the credit unions in their respective regions
 

in the achievement of growth objectives.
 

Monthly reports from the representativeL are beginning to
 

be submitted to FUCEC, but most are still lacking, and there is
 

no evident feedback or follow-up to their workplans and
 

activities. 
 Under the present structure, the representatives
 

report directly to FUCEC's manager. 
 It is, however, obvious
 

that the manager's other responsibilities prevent him from
 

supervising the field staff 
on a full-time basis.
 

B. The Federation
 

As previously noted, the focus of efforts during the first
 

half of the project period have been on the implementation of
 

of necessary management systems at the federation level. These
 

have, for the most part, now been effectively implemented and
 

efforts can now turn to policies and practices at the national
 

level which, even 
in the short term, will constrain and hinder
 

the development of the movement as 
a whole. These are
 

primarily in the 
areas of personnel management and financial
 

planning.
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Most of the issues related to personnel were noted above.
 

However, the lack of documented and approved policies and
 

procedures for all staff greatly contributes to the
 

deficiencies in this 
area. 
On a related note, the absence of
 

specific punitive actions against the former Central Liquidity
 

Facility's Chief of Service, who has, in fact, admitted to
 

having embezzled 3.3 million CFA francs, hinders the movement's
 

credibility as a whole.
 

Now that financial planning systems have been implemented,
 

FUCEC is able to accurately forecast the impact of present
 

policies and practices upon its ultimate goal of financial
 

self-sufficiency. 
A review of the results of fiscal years 1984
 

and 1985 and subsequent projections now show that, if the
 

federation's income does not substantially increase in the
 

short term, annual deficits will be at 
least 35 million CFA
 

francs for each of the next five years and the federation's
 

percentage of financial self-sufficiency will grow at 
an
 

extremely slow pace. 
At issue here are several factors.
 

The federation's expenses have, of course, been examined.
 

In order to effectively provide services necessary, not many
 

reductions in this area are possible. 
The number of staff
 

employed should remain constant for the foreseeable future and
 

expenses related to 
their assistance to 
credit unions are
 

minimal at present. Within the decision-making structure there
 

are three bodies elected at the national level: the Board of
 

Directors, the Credit Committee, and the Supervisory
 

Committee. 
Each of these bodies requires separate meeting
 

expenses, involving transport and per diems. 
 Although this
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separation of tasks exists at the credit union level throughout
 

the world, it is not common that all three bodies exist at the
 

national level, especially in the developing world where such a
 

luxury is seen as not affordable.
 

While not many steps can be taken at the present time to
 

reduce expenses, increased income is the key to the
 

federation's future viability. 
One of the sources from which
 

income is presently inadquate is that of dues. 
 It is true that
 

the federation only began to charge its affiliates dues for the
 

1984 fiscal year and, therefore, any payment is progress as
 

compared to 
the past. However, even considering late payments,
 

less than half of the amount to date has been paid. Although a
 

ceiling (200,000 CFA francs) has been applied, it is the larger
 

credit unions which are the most delinquent. Initially, this
 

was due to the confusion regarding the role of the regional
 

unions, but since that issue has been resolved, there are still
 

outstanding debts owed by credit unions which are serviced by
 

FUCEC. While it is true that dues will never cover all of the
 

federation's expenses, they do represent an 
important source of
 

income and symbolically recognize the network's cooperative
 

character.
 

The major source of income for the federation is that
 

produced by the Central Liquidity Facility (CLF). The project
 

has considered CLF activities to date as 
pilot ones, in order
 

that appropriate lessons learned may be applied to future
 

policies and practices. As earlier noted in this report, the
 

present interest margin is insufficient. FUCEC's leadership
 

has been reticent to lower interest on deposits due to the
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impression this may have on the societies which they
 

represent. In addition, for those societies with large
 

deposits (typically urban), competition exists for lending
 

rates. 
 It does not yet seem clear to FUCEC's affiliates that a
 

better net rate is offered on deposits and a larger borrowing
 

capability is offered on loans. 
 Until mid-1985, there had also
 

been a misuse of the CLF (in addition to the embezzlement
 

earlier mentioned), in that individual directors of the
 

federation were allowed to borrow, rather than having lending
 

restricted to affiliated societies. 
 Also, loans were granted
 

to credit unions with poor performance records. Both cases
 

resulted in delinquent CLF loans. 
 Now that new policies have,
 

albeit informally, been adopted, affiliates have been slow in
 

requesting new loans. 
 A bright note is that a request for a 5
 

million CFA francs loan from a society with a good repayment
 

record was received by FUCEC during the evaluation period.
 

Since interest on funds deposited in banks cannot b6
 

substantially raised, the issue of raising interest on
 

affiliate loans, 
as well as raising the percentage of funds
 

lent to affiliates, must be dealt with in the very near future.
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VII. CONCLUSIONS
 

The project to date can, in general, be termed successful,
 

given the observable results achieved in financial and
 

managerial systems development and implementation, the
 

development and implementation of a training strategy, and a
 

serviced national credit union network. 
Such a judgment is,
 

however, qualified, based on the degree of efforts necessary in
 

the credit union movement's remaining stages of development.
 

It is crucial at this point in time that the movement view this
 

evaluation as an 
assessment of its performance from which
 

lessons may be learned and modifications in policies and
 

practices appropriately applied. Specific note is made below
 

concerning project objectives to which such modifications
 

should be applied.
 

Objective 2: 
 Central Liquidity Facility. The importance
 

of the CLF to FUCEC's eventual financial self-sufficiency
 

cannot be overemphasized. 
At present, its income-generating
 

capabilities are not sufficient and, therefore, policies and
 

practices should be modified. 
Given the impact which the
 

project's capitalization of the CLF will have on 
its liquidity,
 

such changes should be forthcoming in the immediate future.
 

Therefore, in the second quarter of 1986, 
FUCEC should adopt a
 

credit policy for the Central Liquidity Facility which includes
 

the following points: that no 
loans be granted to individuals.
 

and that the granting of loans to affiliated credit unions be
 

Principally based on their performance. In addition, it should
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be demonstrated that the movement recognizes the fact that its
 

services will primarily be financed by income earned through
 

the CLF. There are a combination of variables involved with
 

such recognition, such as 
interest paid on deposits, interest
 

received from loans to affiliates, interest earned on different
 

types of bank accounts, percentage of available funds relent to
 

affiliates. 
 Bearing all of these in mind, the outstanding
 

cumulative conclusion is that the Central Liquidity Facility's
 

margin of interest (between sources and utilization of funds)
 

should be at least 4% as 
of July. 1986,
 

Objective 3: 
 Small Farmer Production Credit Services, 
 The
 
SFPC pre-implementation study undertaken in late 1985 described
 

actions which should be taken in order that FUCEC be prepared
 

to 
begin this pilot activity on schedule. These actions
 

included informing affiliates of the program and collecting
 

data concerning agricultural loans in selected societies for
 

the past two years. In order that the program begin on
 

schedule, the Preparations recommended in the 1985 SFPC
 

Pre-implementation study should be started by April, 1986. 
 As
 

further concerns the forthcoming SFPC activities, the project
 

will be providing an Agricultural Credit Advisor. 
FUCEC should
 

name a counterpart to the SFPC advisor by Auust. 1986. 
 This
 

will, of course, ensure an on-the-job transfer of necessary
 

skills and knowledge to a full-time FUCEC employee.
 

Obiective 4: Financial Planning. 
 The first two years of
 
full operations have been a learning experience for FUCEC. 
As
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mutually agreed, the ultimate goal of external assistance is
 

that the federation will become financially self-sufficient as
 

soon as practically possible. 
Present trends, however,
 

indicate that if income and expenses develop as 
they have been
 

for the first two years, the federaton will not become
 

self-reliant in the foreseeable future. 
 Therefore, FUCEC's
 

financial planning should result in decisions before June 30,
 

1986, which siqnificantl; increase its level of self

sufficiency and continually reduce its 
annual deficits, in
 

order that the federation maximizes its 
rate of self

sufficiency by the end of thepnro-c-t. Financial planning is
 

also very dependent upon the movement's credibility. Even
 

given the relative youth of the federation and its affiliates,
 

there have already been cases 
of funds having been embezzled at
 

both the credit union and FUCEC levels. The movement can
 

neither afford the financial nor credibility loss involved if
 

these cases are not satisfactorily resolved. 
 It is evident
 

that FUCEC should immediately undertake follow-up actions,
 

including those involving legal procedures, to recover funds
 

embezzled at 
the expense of the movement.
 

It is difficult to conceive of ways in which most of the
 

expenditure items can be reduced, without a resultant reduction
 

in services to affiliates. It is, of course, through such
 

services that member credit unions will promptly pay dues,
 

deposit funds with the CLF, borrow from the CLF, and otherwise
 

be receptive to their federation. There is, however, the costs
 

of meetings at the national level which can be examined. At
 

present, there exists three separate bodies, elected by the
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General Meeting, which serve the interests of the movement: the
 

Board of Directors, the Credit Committee, and the Supervisory
 

Committee. Such bodies do have important roles to play, but
 

for such a period of time as deficit budgets 
are a norm,
 

separating their functions into three separate entities should
 

be considered an unaffordable luxury. 
 It would, for instance,
 

be more cost effective if members of the Board of Directors
 

were selected to perform the functions of the other two
 

committees, in an advisory capacity to 
the Board. Another
 

alternative might be that the Annual Meeting act 
as the
 

Supervisory Committee of 
the Board, while the Board supervises
 

management. At the very least, at 
the national level, FUCEC
 

should consider the Possibility of combining the functions of
 

the Supervisory and Credit Committees with those of the Board
 

of Directors in order to 
reduce meeting expenses.
 

Objective 5: National Association Planning. FUCEC has
 

achieved substantial results with the implementation of its
 

planning system. 
This system has allowed the federation to
 

adequately monitor progress towards achievement of objectives
 

established for its first Five-Year Plan. 
This plan is
 

concurrent with the project period and will, therefore, end in
 

September of 1988. 
 A new plan should be approved by the
 

beginning of 1988, 
at the latest. Given the cooperative nature
 

of 
the credit union network in Togo, the process of developing
 

such a plan will involve a needs analysis of affiliates,
 

reviews of such an analysis by FUCEC's leadership, the drafting
 

of a new five-year plan by leadership and senior staff, and a
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review and adoption of the plan by FUCEC's General Meeting.
 

Since most of these steps will be time-consuming, especially
 

given the fact that leadershp acts in a voluntary capacity,
 

activities related to the design of FUCEC's Second Five-Year
 

Plan should begin in the fourth quarter of 1986,
 

It has been noted that FUCEC has only recently been able to
 

collect reliable data 
on its member credit unions. What is
 

still lacking, however, is an adequate profile on present and
 

potential credit union membership. Therefore, a baseline data
 

study should be undertaken in the beginning of 1987 in order to
 

determine the movement's socio-economic profile and its
 

Potential. 
 Such a study would examine samples of credit unions
 

throughout the different regions of the country, as well 
as
 

non-credit union potential beneficiaries.
 

Obiective 7: Communication with Credit Unions, 
Now that
 

FUCEC has begun a quarterly newsletter to its affiliates,
 

communication to membership should be greatly enhanced.
 

However, given the importance of the larger credit unions,
 

especially as reflected by their delinquent dues payments, more
 

effort should be made to pay particular attention to such
 

affiliates. 
 In fact, from now on, FUCEC's manager should visit
 

the larger credit unions at 
least once Per quarter, in order to
 

insure good relations between the federation and its credit
 

unions, 
so that these credit unions receive the services which
 

they need and fulfill their obligations to the federation,
 

This emphasis on 
larger credit unions will not, however, be to
 

the detriment of smaller societies. Technical assistance to
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all affiliates is to be given on a regular basis by the
 

federation's field staff. It is important that such staff be
 

given regular on-site advice, especially vis-a-vis quantifiable
 

objectives established for each of their areas of operation.
 

In order to ensure such necessary follow-up with the field
 

staff, a representative of FUCEC, who is Presently employed by
 

the federation, should be named supervisor of FUCEC's
 

representatives by May, 1986,
 

Objective 9: Personnel Management, FUCEC has, over the
 

past few years, developed some policies and procedures which
 

are applicable to its staff. However, these have not been
 

codified and do not represent all aspects of personnel
 

management. FUCEC has begun to draft 
a Personnel Management
 

Manual which will codify all necessary policies and practices.
 

FUCEC's Personnel Policies Manual should be reviewed, approved,
 

and implemented by June, 1986.
 

It has been noted that all employees of FUCEC are generally
 

given an automatic salary increment each year. In essence,
 

this provides no incentive for staff, especially those directly
 

assisting credit unions, 
to produce better results than their
 

colleagues. Therefore, a compensation system for
 

representatives based on results (merit) should be applied
 

during 1986,
 

Objective 10: Training of Member Credit Unions. 
Formal
 

training at 
the credit union level has only recently begun.
 

The basics which must first be learned involve bookkeeping. A
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constraint, however, which exists is that in most of the larger
 

rural societies, Ewi 
is used in daily life much more frequently
 

than French. So that proper books may be kept in such
 

societies, credit union accounting documents should be
 

translated and printed in bilingual format 
(Ewi/French) by
 

September. 1986, at the latest,
 

Objective 11: Regular Inspections. Inspections of credit
 

unions have become better and more regular in the past two
 

years. However, it is becoming clear that a distinct problem
 

at the society level is that of delinquent loans.
 

Unfortunately, statistics 
are not presently available as to the
 

extent of this problem, a situation which inhibits proper
 

planning by the mvoement for recovery of such delinquent
 

loans. FUCEC's representatives should undertake and complete a
 

loan aging schedule by September, 1986. at the latest.
 

Following this inventory, FUCEC should implement a strategy for
 

the recovery of delinquent loans in October, 1986,
 

Obiective 12: Consolidation/Liquidation Strategy. 
 Due to
 

other project priorities, 
a strategy for the consolidation
 

and/or liquidation of smaller credit unions has not yet been
 

developed. Several preliminary studies have already been
 

undertaken in 1985, 
and FUCEC should undertake a consolidation
 

study which will result in an approved consolidation strategy,
 

perhaps utilizing itinerant bookkeepers/managers, by December,
 

1986, at the latest.
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General. Besides recommendations specifically related to
 

project objectives, the evaluation team developed other
 

recommendations pertaining to either several objectives or the
 

project as a whole. For example, based on the results already
 

obtained during the first half of the project period, the
 

planned Proiect outputs table should be adapted as per
 

Appendix 7. For the same reason, and given such newly
 

projected activities as external training, the project budget
 

should be modified as per Appendix 8. It should be noted that
 

the budget modification also 
assumes that the contractual
 

period of the Education and Training Advisor should be extended
 

from 24 to 30 months, and that of the SFPC advisor should be
 

extended from 24 to 26 months.
 

Finally, given the project's successes to date, especially
 

in the area, of private sector development and institutional
 

development, WOCCU and the Office of the AID Representative in
 

Togo should study the Possibility of future financial and
 

technical assistance to the Togolese credit union movement for
 

the Period bqinning in October, 1988. Assuming that this
 

evaluation's recommendations are followed in a timely manner,
 

FUCEC and its affiliates will have achieved the objectives of
 

the movement's five-year plan, upon which the present project
 

is based, and will be well situated to continue positive
 

progress towards eventual viability.
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Appendix 1
 

QUESTIMNNAIRE
 

Nam de la CO0PEC 

Personne interrog~e : membre sinple 

administrateur
 

membre de ccnit6
 

A. la COOPEC (demander aux membres) 

1. Qui peut 8tre membre de votre COOPEC ?
 

Effectivement, qui est membre de votre COPEC ?
 

2. Est-ce que vous dpargnez r~guliremmt A la COPDC ? 
A quelle fr~quence ? 

3. Est-ce qu'il vous arrive de faire des retraits de d~p6ts ?
 

Pourquoi ?
 

4. Est-ce que votre CO)PEC fait des pr~ts ?
 

5. Qui peut avoir un pr~t ? 

Jusqu'& quel montant maximum ? 

Qui prend la d~cisin d'accorder ou de rejeter une demande 
de Credit ?
 

Quels smnt les crit~res appliqu~s aux demandes de credit ?
 

Quel est le taux d'int~r~t ?
 

6. Est-ce que vous avez empruntd de l'argent & la COOPBC ? 

Ccmbien ? Remboursable & quelle 6ch~ance ? 

Est-ce que vous l'avez rembours6 promptement ? 

Sinon, pourquoi pas ?
 

7. Est-ce qu'on n'a jamais rejet6 votre demande de cr~dit ?
 

Si oui, pour quelles raiscns ?
 

8. OLi est-ce que la COOPEC se r~unit pour les transacticns ?
 

Quel jour ? A quelle heure ?
 

Est-ce que cela vous convient ?
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9. 	 Avez-vous jamais assist6 & une assembl~e g~ndrale de la COOPEC ? 

Cambien de nmbres dtaient pr~sents ? 

10. 	 Avant le dmarrage de la COOPEC, que faisiez-vous pour vos
 

besoins financiers ?
 

11. 	 Est-ce que quelqu'un de votre COOPEC est ou a dtd membre d'un
 

des organes de la FUCEC-TOGO ? Qui et Quand ?
 

12. 	Est-ce que vous avez lu (ou fait lire pour vous) le Bulletin
 

de Liaison des COOPEC ? Est-ce que les renseignements dedans
 

cnt dtd utiles votre COOPEC ? Qu'est-ce que vous aimeriez
 

voir dans les prochains numros ? 

13. 	 Est-ce que vous avez regu des int~r~ts sur votre 6pargne
 

et/ou des dividendes sur vos parts sociales ?
 

14. 	Est-ce que vous 8tes satisfait de ce que la Coopec fait pour vous ? 

Sinon, pourquoi ? 

15. 	 Qu'est-ce que vous aimeriez voir la COPEC faire, ou faire mieux 

dans l'avenir ? 

B. 	IA FUCEC-TOGO (demander aux administrateurs et/ou aux membres des ccmit6s) 

1. 	 QuI'est-ce que la FLUE-TOGO (CONAUDBC) ? 

2. Qui repr~sente la FUCBC-TOGO aupr~s de vous ?
 

Quand est-ce qu'il vient vous rendre visite ?
 

- une fois par semaine
 

- une fois par mois
 

- une ou deux fois par an
 

- quand nous l'invitons
 

- jamais
 

1
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3. 	 Quand cette perscne vous visite,
 

- oui est-ce qv'il voit ? et
 

- qu'est-ce qu'il fait ?
 

4. 	 Est-ce que quelqu'un de votre COOPBC a assist6 & un sdminaire
 
ou formation de la FICBC-TOGO ?
 

s~minaire 	 anne 

5. 	 Est-ce que le personnel de la FUCEC-TOGO a tenu une rdurian de
 
sensibilisatin dans votre COOPEC ? Quand ? Combien ont assist6 ?
 

Est-ce que les adh~sicns et les 6pargnes cnt augment6 par la suite ? 

6. 	 Qu'est-ce que la Caisse Centrale de la FLUEC-TOGO ? 

Conbien (ou quel pourcentage) de votre liquiditd est-ce que
 
vous gardez 1-bas ?
 

Est-ce que votre COOPBC a un emprunt de la Caisse Centrale ?
 
A quel montant ?
 

Pour quelles fins cet enprunt a 6td destind ?
 

Est-ce que la COOPE)C rembourse promptmmt san erunt ?
 

7. 	 Est-ce que la COOPBC a 6td inspect~e par les inspecteurs et/ou 
les conseillers techniques/cansultants de la F E)C-TOGO ? 

Qu'est-ce qu'ils ont trouv6 ? 

-	 de ban 

- de mauvais
 

Est-ce qu'il y a eu des changements dans votre COOPBX & la
 
suite de 1' inspectian ?
 

Citez-les
 

Sinan, pourquoi pas ? 

8. 	 Est-ce que vous avez entendu parler du programme d'administratin 
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des risques (assurance) de la FUCBD-TOGO ?
 

Est-ce que vous pensez que cela va intdresser vos membres ?
 

Stimuler l'adh~sion ?
 

9. 	 Est-ce que votre COOPBC est-elle en r~gle avec la FUEaC-TOGO 

(a pay6 ses cotisations) ? 

oui 

non 

je ne sais pas 

10. 	 Est-ce que vous avez utilis6 les manuels de la FLEW-=TOO ? 
Est-ce que c'6tait difficile/facile, utile/Inutile ? 

Manuel de Ccrptabilit6 

Livre de Main du Grant 

Manuel du Crdit 

Politique de Credit 

11. 	 Quels sont les documents ccmptables que vous utilisez 

Carte du nmbre 

Livret du membre 

Journal 

Pibce Camptable unifide 

Bordereaux/Quittances 

Fiches ccopte d~p6t 

Fiches cmpte prets 

Fiches ccopte (autres ccmptes) 

Le 	classeur des documents
 

Est-ce qu'ils rdpondent & vos besoins ? 

-293
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CROISSANCE DU MOUVEMENT TO6OLAIS DE COOPE:
 

GROWTH OF THE TOGOLESE CRED, UNION ICVEMEN,
 

SOMMAIRE
 

NO, DE ADHES:N CAPITAL SOC:ALE EPARGNE PRETS EN COURS
 
A T E COOPEC MEMBERSHIP SWARE CAPITAL SAVINSE LA'4S OUTSTANDING
 

(FRANCS CFA) (FRANCS CFA) ,;PANCS CrA) 

E 1 7, 2 IA 74978081 I5V145 

DE:. !;77 P5 289, NA 29797!50 I839042 

E,_ K .6.8 NA 33839716 ..72o265 

rC:. 1.7Q 8; 3739 NA 4.,64337 ,821:2)2
 

DEC. !9E-) 82 382 N 71431475 41!979E5
 

'Er" 19s1 97 575c Nh !0987J425 :5F-79
 

"c. 1%2 ' 51NA 1568E1277 

?[ 45N NA93 1773'743C, .42% -IQ
 

DEt. 19E3 91u7?5 25044 

MA-s 19E4 160 7784 124"4585 245313S2 77L.-430 

'jU . 1984 10:, all?. 1316626S 272734551l 2Z4: 4174' 

SEF r. 19e4 102 8 17476658c , .... 2 

DEC. 1994 l03 596 14682685 3:0658778 2,212.24
 

MARS 1985 1)3 9309 15759b00 359,311273 288238059 

JIJIN 1985 106 9602 16089300 367502751 3 0'46944 

SEPT. 1985 10 9832 16384300 4,44452 13 31:534751)
 

BEST AVAILABLE DOCUMENT
 

http:2,212.24
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IRAPPORT DE CONTROLE J
 

SERVICE DE IA CAISSE CENTRAIE/FUEC-TOGO, LCME
 

Le 27 F6vrier 1986
 

INSPECTEUR 
Charles GAUDEMER, charg6 
de Missicn du C.I.C.M. 



PREAMBULE
 

I - Reconnaissance de 1'Encaisse
 

II - Analyse de la Balance 

III - Rapprochement des Canptes Bancaires 

IV - Observaticns sur les Proc6dures et 

Reccuandaticns 



PREAMBULE 

Le present rapport rend cacpte du contrble partiel op~rd le 27 F6vrier 

1986 sur certains points de la corptabilit6 de la Caisse Centrale des Coop

ratives Togolaises tenue par la FUCEC-TOGO (Ftdration des Unions Coopratives 

d'Epargne et de Credit du TOGO). 

Cette mission a dt6 effectu6e par Monsieur Charles Gaudener, Inspecteur 

du Credit Mutuel de la Fedration de 1ine-Anjou et Basse-Normandie mis 

la disposition du C.I.C.M. 

La vdrification a dt6 op~rde dans le cadre de 1'valuation du projet 

de dveloppenent institutionnel du secteur des coop~ratives d'6pargne et 

de credit au Togo par les collaborateurs de 1'XXCU/USAID/C.I.C.M. 



-2-


I - RB;NISSM.CE DE L'ENCAISSE 

Le contrble de la caisse espbce a 6td inopin4 et a 6td effectu4 de 

mani~re contradictoire en presence de Mile AHOSSEY, Agent Comrptable de la 

FTJCC-TOGO. 

Inventaire des Espies 

10.000 x 5 = 50.000
 

5.000 x 12 = 60.000
 

1.000 	 x 3 - 3.000 

50 x 1 = 50 

113.050
 

Solde du conpte caisse 
au 	jour du contr6le 113.000 

Difference exc~dent : 50 

Cette diffdrence est n~gligeable, il y a lieu de penser qu'elle 

provient de la transaction du 4 Frvrier 1986 ligne 5 du journal. 

Nous vous encourageons cependant A la rechercher et dventuellement 

la conptabiliser sur le coyrpte diff~rence de caisse. 

http:RB;NISSM.CE
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I - ANALYSE DE IA BALANCtE 

1. Livre Journal 

D~s notre arriv6e, nous avons arr~t6 le livre journal et 6tabli 

une situation conptable & la date du contrble, celle-ci est annex~e 
au prdsent rapport. A ce propos il convient de faire remarquer 
que les reports de page au livre journal n'4taient pas effectu~s. 

2. Grands Livres Subsidiaires 

a) D2_ ts des Unions et des COOPBC 

Total des fiches individuelles 41.693.341
 
Solde au Journal 41.646.641
 

Diff~rence 46. 700
 

Cette diff~rence a dt6 en partie retrouv~e _Dour 44.000 Frs sur 
le compte de la COOPBC d'Imoussa n'30 (solde 656.046 Frs au 

lieu de 700.046 Frs). 

Le reste de la difference soit 2.700 Frs doit &tre recherch6 

au plus vite. 

b) Pr~ts aux COMEC 

Total des fiches individuelles 10.336.720
 

Solde au Journal 
 10.336.720
 

Balance exacte
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III - RAPPRHI.ET DES CCV2TES BANCAIRES
 

1.Limites du :xntr6le
 

- Nous avons identifi6 5 ccmptes bancaires
 

Capte courant n0 616 A la CNCA
 

Ccipte sur Livret n°3292 la CIA
 

Compte sur Livret n°3345 la CNCA
 

Coopte sur Livret n079178 A !a C E T
 

D~p~t & terme & la B.C.C.I.
 

Les soldes des comptes tenus dans les livres de la Caisse Centrale ont
 

dt6 rapprochds des relev6s au livrets d6livr~s par la Banque pour les
 

cnipt es CNCA. 

Le livret de la C E T n'6tait pas en possession de la Caisse Centrale
 

par consequent nous n'avons pas pu effectuer le contrble. Ii seblerait
 

que le livret rest & la C E T, bien dvidemment, nous nous 6levons contre
 

cette pratique qui eit&che tout contrble rapide des avoirs en compte
 

la C E T et nous vous invitons A vous faire rezettre le livret et,
 

effectuer le contr~le au plus vite.
 

Nous n'avons pas pas non plus vdrifi l1'exactitude du d~p~t & terme. 

2. Analyse des Ecritures en suspens sur 1'Etat de Rapprochement du
 

Caipte C1NCA n0616 

Solde au Livre Journal le 26/2/85 Lignes 20 page 2: - 9.089.350
 

Ecriture non pass~e sur les relevds + 319.728
 
de la banque 

" 
 + 579.880 

+ 200.000 

I' + 1.036.769 

+ 651.764
 

+ 211.620 

+ 1.251.358 

- 4.838.831
 
Reiev6 de la banque au 14/1/86 4.856.001
 

Diff6rence 17.770
 

http:RAPPRHI.ET
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Cette diffdrence proviendrait A priori d'un virement exp6di4 en 
remboursement par la COOPEC de GBENDE. Toutefois nous dmettons des
 
r4serves sur la fiabilit6 de cet ajustement car rnus n'dticns pas, au
 
jour du ontr~le, en possession d'un historique ccmplet et recent 
du
 
ccmpte CNCA.
 

Nous vous reccimandons bien sOr d'approfcndir dbs que vous serez en 
possession d'un relev6 rc=,c. 

IV - OBSERVATIONS SUR LES PROCESURES ET RUA DATINS 

Nous avons pu constater lors de contr~le partiel que la camptabilit6 
de la Caisse Centrale 6tait bien tenue dans 1'ensemble et cela au jour 
le jour. 

Toutefois nous vous recarmandons de mettre en place au plus vite
 
des contreles internes.
 

Ceux-ci pourraient etre op6r~s fr6quemment sous la respcnsabilit6
 
du Directeur. Ils pourraient porter 
sur des points sensibles tels que 

- verificaticn de la Caisse esp!ces 
- suivi de 1'ajustenent des suspens sur les comptes bancaires 
- balances du journal et des grands livres subsidiaires d~pat et pr~ts 
- sinc~ritd des pices de retrait. 

Bien 6videmmraent pour que contrbles puissent ilces tre performants, 

convient d'exiger davantage de rigueur dans la nmthodologie de campta
bilisaticn, des d6tails tels que des reports, 
 les n~s de conptes, les
 
rdf~rences de folio, etc... ant leur importance et ne doivent en aucun
 
cas itre n~gligds. 

Nous pensons d'autre par que pour une plus grande clart4 au niveau de la 
tenue des caiptes bancaires dans vos livres vous pourriez tenir et 
pointer Le campte courant QCA n0616 isolement dans la 2me colcnne 



-6

du livre journal. Les autres corptes sur livret ou ddp6t A terme qui ne 

mouvTemntent pas souvent pourraient 8tre tenus dans la 1bre colonne. 

Pour oonclure, nous ne saurons que trop insister sur la rigueur, sur 

la mdthode et sur la fr4quence des contr61es internes en matibre de 
omptabilitd.
 

Une ccmptabilitd bien tenue sera 1'outil de base ndcessaire du bcn 

ddveloppment du service de la Caisse Centrale. 

Lanm, le 28 Fdvrier 1986 

L' INSPBCTEUR 

-H-- C. 




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

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

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

ANN EXE
 

--------........................ ..... F~vrier 1986
A....... ---.-. ------------..-. U. ---------------------------------------------------.....
SITUATION COMTABLE DE LA CAISSN 
I SOLDES DEBITEURS I S OL ES CREDITEUS 

II ------------ I-------------------------
I MONTANTS I TO A'AU I MONTANTS I 

CT IF S I NETS I PARTIELS P A S S I F S I NETS I TOTAUX PAFTIELS 
-----~ ~~--------II---------------------- --------------- I---------------------------------

IMMOBILISATIONS (NETTES) I I-CAPITAUX PROPRES ET RESERVES: II I
 

Parts Sociales-_.__Unions I 365.000 
Parts Soc:ales-L2_COOPEC I3.8,l . 2 

OPTEILIAISON-COMPTABILITE GENMI I------------- Reserve pour Mauv. Creances I I....382.5C3 
I Subvertion 9FDW 5.000.000 
I Su~venticn WOCCU I I 

FRETE AU COOPEC Nbrel 1.0.336.720 Su, entior A- 15.000.000 
-
 -

eno-reta-d -- -- #SITUATION NETTE I 8.930,635 
a o iois en reta. I I 

6 a 12 mois en retard. DETTES A LONG TERME: 1 119939.8.0 
.2Mois en retard I -
 I I
 

Nombre Total I Cte/Liason-Comptabilite Sen. 17. 189.80Q 
====I Cred:t Mutuel Francais i 2. 750.000 

DEBITE2 S DIVES: 1 3. 344.44
 
---------------- I DEPOTS DUMJUVE ENT: 
 I I 141. 646.641 

:,. a recevc-r-Instr., Fin.! I --.............. I. 
Decei.ses a ,ustifier I-------- I Depots des :ODFEC (Nbre: .... 
. -....- ........... Depots des Jnions (Nbre: I
--- Q344.445 


CoAptei tlcqLes
 

I 

BN~uE5: I.. 
AUTRES DET'EE A COUFT TERME: 

. . .. . . .. . .. . 

II Fojr-issetrs 
C.: 'es " rants: '9.089 .350 Avance s&' Sjbvention--WOCCU I I 
---------------- Avaice cur S.bvention--ADF I 
'h", Cte 61b 19,D89.50 ,'nte'etsa payer sur depots

It. a pave,--Irnstitutiors r:-. 
i Re:ettes a ,ustifter 

C:a:z es Livrets: - ---.--- ---........ I- ._- .. .. .. .. .. .. - 
. . . . . . . .I I . . . . . . 

ce .2 9? 4 6 9 . 3 74CNCA rt 
*te L.4, 2.Y830.300 RESUL TS: 

NC.. 

:ET L79!78 .- 87j.639 .. 

----------------------- -IPRODUITS: 
- Droits d'Adhesion I 

I Frais de Const. de Dossier; 
Deots a terse: 34.000.000: 34.000.00 interets sup Frets--- ----------- I 
BM .---------- Interets sur Prets I-I II orat. 


Interets--Instit. Finan. 
- - - -- -Produits divers 

------------------------------- ------- I 
......................... ........... Total Produ:ts ( ) 1 5 3 7.7 5 21 
------------------------- CHARGES: I 

Fraii Generauc Divers I I I 
CAISSE . .. 113.000 Interets iur Depots .---------I 

.I Interets--Instit. Finan. I I 
Caisse 11-.3.0QO1 Prov, pour Hauv, Creances I--------I I
 
Cheques remis encaissesent I--------I Frais Divers Bancaires I
 

Total Charges (2) 

RESUIRTATS NETS (12) 1 537.752 

OTAL ACTIF 
.. .. .. . . . . . . . . . . . . . . . . .. . . . . .. .. . .. 

61.054.828 
. . . . . . . . . . . . . . . . 

TOTAL PASSIF 
. . . . .-- ,,-

- I 51.054.828 
-

http:34.000.00
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SOMMAIRE DES RESULTATS NETS ANNUELS DANS LES SCENARIOS DIVERS 
-------------------------------------------------------------------

SUMMARY OF ANNUAL NET INCOMES UNDER DIFFERENT SCENARIOS 
--------------------------------------------------------------

R E S U L T A T S N E T S / N E T I NC OM E 
------------------------------------------------------------------------------

YEAR/ SCENARIO SCENARIO SCENARIO SCENARIO SCENARIO SCENARIO 
ANNEE NO. 1 NO. 2 NO. 3 NO. 4 NO. 5 NO.6 

86 -38805662 -38222903 -36951903 -36951903 -36951903 -36951903 
87 -38881692 -36285824 -33249837 -33123298 -36914782 -26502050 
88 -37749452 -31976307 -27987353 -27442612 -24979370 -20339238 
89 -36079385 -27993284 -22956031 -21659941 -17504662 -14370891 
90 -37335664 -28389819 -22472019 -20524936 -15006605 -12435342 
9] -38627630 -29161247 -22492042 -20139762 -13705103 -10463963 
92 -40056385 -30054786 -22566597 -19762950 -12320320 -8365308 
93 -41612546 -31067160 -22690669 -19387462 -10843562 -6135112 
94 -43241655 -32150163 -22814240 -18961228 -9221093 -3724102 
95 -44957710 -33324198 -22955811 -18500690 -7467663 -1151536; 
96 -46673765 -34498233 -23097382 -18040152 -5714233 1536728 
97 -48389820 -35672268 -23238953 -17579614 -3960803 4224992 
98 -50105875 -36846303 -23380524 -17119076 -2207373 6913256 
99 -51821930 -38020338 -23522095 -16658538 -453943 9601520 

2000 -53537985 -39194373 -23663666 -16198000 1299487 122897P. 
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SCENARIO NO. 1: 

LISTE DES SUPPOSITIONS: 
...................... 

31-Dec-84 31-Dec-85 INDICATEURS: 31-Dec-86 31-Dec-87 31-Dec-88 31-Dec-89 31-Dec-90 

84 85 
1. DATES DECIMALES (FIN D'ANNEE)

-- FIN D'ANNEE 86 87 88 89 90 

14882685 
130658778 

17459360 
457621183 

2. CAPITAUX DES NERES DES COOPEC: 
A. EQUATIONS DO TENDENCE: 

--PARTS SOCIALES 
-- A-- -222535505.4 
-- B-- 2123469 

--DEPOTS DES MEMBRES 
-- A-- 9796802293 
--B-- -2442369120 
-- C-- 15237466.31 

B. NONTANTS: 
-- PARTS SOCIALES 20282829 
--DEPOTS DES MNKBRES 620858802 

23106298 
814571353 

25929767 
1038758838 

28753236 
1293421255 

31576 '05 
1578558604 

64% 70% 3. % DES DEPOTS OBLIGATOIRES COL-
LECTE PAR LA CAISSE CENTRALE 

76% 82% 88% 94% 100% 

0 
39.35% 
0.00% 

26.35% 
34.30% 

4951240 
23.84% 
55.62% 
5.35% 
7.10% 

4. DISTRIBUTION DU PORTEFEUILLE: 
-- DEBITEURS DIVERS 
-- PRETS EN COURS 
-- COMPTES BLOQUES (BANQUES) 
-- COMPTES SUR LIVRET 
-- CTES COURANTS/ENCAISSE 

5000000 
25% 
63% 
5. 
7% 

5000000 
25% 
63% 
5% 
7% 

5000000 
25% 
63% 
5% 
7% 

5000000 
25% 
63% 
5% 
7% 

5000OeCo 
2S 
63 

52 
7% 

100.00%495124091.90% TOTAL 100.00% 100.00% 100.00% 100.00% 100.00% 

12.00% 
8.092 
0.00% 
8.00% 
6.00% 

12.00% 
8.37% 
10.64% 
7.63% 
5.00% 

5. TAUX D'INTERRT APPLIQUES: 
-- SUR PRETS AUX COOPEC 
-- RECU SUR COMPTES S/LIVRET 
-- RECU SUR CTES BLOQUES 
-- PAYE SU: DEPOTS DES COOPEC 
-- PAYE SUR P.S. DES COOPEC 

12.02 
8.02 
10.0% 
8.02 
6.02 

12.0% 
8.0% 
10.0% 
8.02 
6.0% 

12.0% 
8.02 

10.0% 
8.0% 
6.0% 

12.0% 
8.02 

10.0% 
8.0% 
6.0% 

12.02 
8.02 

10.0 
8.0 
6.0% 

38.00% 6. TAUX DE RETARD DES INTERETS 

SUR PRETS D LA C/CENTRALE 
15.0% 15.0% 15.0% 15.0% 15.02 

I-Dec-84 

16537584 

11075167 
14415576 

31-Dec-85 7. BILANS PROFORMAS: C/CENTRALE 
------------------.----------------------------

ACTIFS: 
14574235 PRETS EN COURS 
4951240 DEBITEURS DIVERS 
34000000 DEPOTS A TERME 
3268600 COMPTES SUR LIVRET 
4340001 CTES COURANTS IT L'ENCAISSE 

22224216 
5000000 
56005024 
4444843 
6222780 

31115920 
5000000 

78412119 
6223184 
8712458 

41150232 
5000000 

103698583 
8230046 
11522065 

50015668 
5000000 

126039482 
10003134 
14004387 

60520724 
5000000 

152512224 
12104145 
16945803 

42028327 61134076 TOTAL ACTIF 93896863 129463681 169600926 205062671 247082?9f 

3065000 
230072 

1884375 
5000000 

2750000 
29098880 

3448132 
382503 

8082299 
5000000 

2750000 
41471142 

PASSIFS: 
PARTS SOCIALES 
ES. PR MAUVAISES CREANCES 
CTE DE LIAISON - FUCEC-TOGO 
SUBVENTION BFDW 
SUBVENTION WOCCU 
ENPRUNT CICM 
DEPOTS DES COOPEC 

4143241 
603294 

8000000 
5000000 
10800110 
2750000 
62600219 

4677323 
923335 

8000000 
5000000 

22371008 
2750000 

85742015 

5211405 
1356932 
8000000 
5000000 

33053617 
2750000 

114228972 

57454R7 
1903927 
8000000 
5000000 

33053617 
2750000 

148609639 

r^F,, 
2567141 
8000C ; 
5000L 

33053617 
275000O 

1894325G5 

42028327 61134076 TOTAL PASSIF 93896864 129463681 169600926 205062670 247082896 

0.67% 

11.05% 

0.53% 

48.33% 

8. COTISATIONS: 
--NONTANT FACTURE COME 2 

DU TOTAL DES DEPOTS DU MVNT 
-2 DES COTISATIONS COLLECTE 

0.50% 

60.P 

0.48% 

65.02 

0.45% 

70.02 

0.43% 

75.0% 

0.40% 

80.02 

7 
5000 

9 
5000 

9. DROITS D'ADHESION 
-- MERE DE NOUVELLES ADHESIONS 
-- DROITS PAR COOPEC (FCFA) 

10 
5000 

10 
5000 

10 
5000 

10 
5000 

10 
5000 

9 
1000 

14 
1000 

10. IAlS BE CONST. DR DOSSIER: 
-- PElE DEMANDES DI PEETS (CC) 
-- liRlS PAR DINANDE (FCFA) 

15 
1000 

20 
1000 

25 
1000 

30 
1000 

35 
1000 

BEST AVAILABLE DOCUMENT
 



BEST AVAILABLE DOCUMENT
 

11. ADMINISTRATION DES RISQUES: 
--RAPPORT PRETS/DEPOTS DU MNVT 0.65 0.65 0.65 0.65 0.65 

-- X DES DEPOTS/PEETS ASSURES 0.0% 15.0% 25.0* 40.0% 60.0 
-- TAUR DI PRIME ANNUEL 
--COMMISSN CON X DES PRIMES 

0.78% 
3.00* 

0.78* 
3.00 

0.78* 
3.00* 

0.78* 
3.00* 

0.78
3.00 

5.00% 5.00*12. % DES INT. SUR PRHTS AFFECTS 5% 5% 5% 5% 5 
AUX RESERVES PR NAUV. CREANCES 

13. FORMATION: 
--NBRE P-J FORMATION ANNUELS 

147 -- COOPEC URBAINES 433 433 (FRAIS DE FORMATION SUPPOSES CONSTANTS 

587 -- COOPEC RURALES 937 937 APR3S CE PRINT) 

7181 -COUT/P-J DR FORMATION (FCFA) 5477 5500 
--PARTICIPATION DES COOPEC AUX 

FRAIS DR FORMATION (FCFA/JR) 
1000 -- COOPEC URBAINES 1250 1500 1750 
500 -- COOPEC RURALKS 750 1000 1250 

14. TAUX D'AUGMENTATION ANNUELLE: 
-- FRAIS GSNERAUX 7.50% 7.50% 7.50* 7.50% 7.50 
--DEMOCRATIE 7.50* 7.50% 7.50% 7.50% 7.50 

FUC IC- TOGO 

BUDGET DE YONCTIONNEMENT A LONG TERM 
------------------------------------

1 9 8 4 1 9 8 5 POSTS BUDGETAIRE/UNITE 1 9 8 6 1 9 8 7 1 9 8 8 1 9 8 9 1 9 9 0 

REVENUS PROPRES: 

208712 
159907 
35000 
22000 

0 
494978 
1993088 

0 

205282 
869303 
75000 
14000 

406500 
573098 
280290 

0 

MARGE SUR VENTES 
COTISATIONS 
DROITS D'ADHESION 
FRAIS CONST. DR DOSSIER 
PART. FRAIS DE FORMATION 
MARGE D'INTERIT 
PRODUITS DIVERS 
PRODUITS ADMIN/RISQUES 

200000 
1372864 
50000 
15000 

1244000 
2315768 

0 
0 

200000 
1937079 
50000 
20000 

1586500 
3653596 

0 
83133 

200000 
2565900 

50000 
25000 

1929000 
5057714 

0 
178893 

200000 
3311044 

50000 
30000 

2271500 
6007418 

0 
360182 

200000 
4138948 

50000 
35000 

2614000 
6550770 

0 
665323 

2913685 2423473 TOTAL DES REVENUS 5197632 7530308 10006507 12230144 14254041 

CHARGES: 

SIEGE: 

16151172 20575033 ADMINISTRATION 10946201 20367166 21894703 23536806 2530206E 

722246 
94871 

1078443 
371424 

CAISSE CENTRALE 
-- FRAIS GENERAUX 
--PROV. MAUV. CREANCES 

0 
228962 

0 
136017 

0 
184279 

0 
232473 

0 
28186E 

360000 
2396656 
722806 

360000 
5470907 
1051920 

EDUCATION ET FORMATION 
-- FRAIS GENERAUX 
--FORMATION 

ADMINISTRATION DES RISQUES 

360000 
9099000 
2046660 

387000 
9000000 
2200160 

416025 
7500000 
2365172 

447227 
5000000 
2542560 

48076f 
500000( 
2733251 

20447751 28907727 TOTAL - SIEGE 30680823 32090343 32360179 31759066 3379795! 

BUREADA REGIONAUX: 

655418 
715148 
1014944 
1322973 
936337 
643783 
1163197 
1489379 

703805 
784015 
858029 
1311289 
965969 

0 
1174543 
748346 

0 

ATAIPANE 
AVE 
BADOU 
KARA/BASSAR 
DAPAONG 
GOLFE 
IPALIME 
VOGAN 
NOUVdLLE REGION NO. 1 

960016 
1756314 
1125277 
1515652 
1159440 
1750143 
1372400 
972229 

0 

1032017 
1888038 
1209673 
1629326 
1246398 
1881404 
1475330 
1045146 

0 

1109418 
2029641 
1300398 
1751525 
1339878 
2022509 
1585980 
1123532 

0 

1192624 
2181964 
1397928 
1882889 
1440369 
2174197 
1704929 
1207797 

0 

1282071 
2345504 
1502773 
202410( 
1548391 
233726: 
1832791 
129838C 

c 

0 NOUYELLE REGION NO. 2 0 0 0 0 .. A 

5; 
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SCENARIO NO. 6: 

LibTE DES SUPPOSITIONS: 
...................... 

11-Dec-84 31-Dec-85 INDICATEURS: 31-Dec-86 31-Dec-87 31-Dec-88 31-Dec-89 31-Dec-90 

84 85 
1. DATES DECINALSS 

-- FIN D'ANNEE 
(FIN D*ANNEE) 

86 87 88 89 90 

14882685 
130658778 

17459360 
457621183 

2. CAPITAUX DES MERES DES COOPEC: 
A. EQUATIONS DE TENDENCE: 

--PARTS SOCIALES 
-- A-- -222535505.4 
-- B-- 2823469 

--DEPOTS DES MENBRES 
-- A-- 97968302293 
-- B-- -2442369120 
-- C-- 15237466.31 

B. NONTANTS: 
--PARTS SOCIALES 20282829 
--DEPOTS DES NMEBRES 620858802 

23106298 
814571353 

25929767 
1038758838 

28753236 
1293421255 

31576705 
157855860; 

64% 70% 3. % DES DEPOTS OBLIGATOIRKS COL-

LECTE PAR LA CAISSE CENTRALE 

100% 150% 200% 250% 250% 

0 4951240 
39.35% 23.84% 
0.00% 55.62% 

26.35% 5.35% 
34.30% 7.10% 

100.00%495124091.90% 

4. DISTRIBUTION DU PORTEFSUILLE: 
-- DEBITRURS DIVERS 
-- PRETS EN COURS 
-- COMPTES BLOQUES (BANOUNS) 
-- COMPTES SUR LIVRET 
-- CTES COURANTS/ENCAISSE 

TOTAL 

5000000 
25% 
63% 
5% 
7% 

100.00% 

5000000 
25% 
63% 
5% 
7% 

100.00% 

5000000 
25% 
63% 
5% 
7% 

100.00% 

5000000 
25% 
63% 
5% 
7% 

100.00% 

5000000 
25% 
63% 
52 
72 

100.001 

12.00% 
8.09% 
0.00% 
8.00% 
6.00% 

12.00% 
8.37% 
10.64% 
7.63% 
5.00% 

5. TAUX D'INTERET APPLIOES: 
--PAYS SUR NOUV. CTE DE DEPOT 
-- SUR PRETS AUX COOPHC 
-- RECU SUR COMPTES S/LIVRET 
-- RECU SUR CTES BLOQUES 
-- PAYE SUR DEPOTS DES COOPEC 
-- PAYE SUR P.S. DES COOPEC 

12.0% 
8.0% 
10.0% 
8.0% 
6.0% 

8.50% 
12.0% 
8.02 
10.0% 
8.0% 
6.0% 

8.50% 
12.0% 
8.0% 
10.0% 
8.0% 
6.0% 

8.502 
12.0% 
8.0% 
10.0% 
8.0% 
6.0% 

8.501 
12.01 
8.0 

10.02 
8.0% 
6.01 

38.00% 6. TAUX DE RETARD DES INTERETS 
SUR PRETS DE LA C/CENTHALS 

15.02 15.0% 15.0% 15.0% 15.01 

i1-Dec-84 31-Dec-85 7. DILANS PREVISIONNELSS: C/CENTRALR 
.-------.------------------------------------------

16537584 14574235 
4951240 
34000000 

11075167 3268600 
14415576 4340001 

42028327 61134076 
z = = == == = = = = =:3600 3412 

3065000 3448132230072 382503 
1884375 8082299 
5000000 5000000 

2750000 2750000 
29098880 41471142 

ACTIFS:
PRETS EN COURS 
DEBITEURS DIVERS 
DEPOTS A TERME 
COMPTES SUR LIVRET 
CTES COURANTS ET L'INCAISSE 

TOTAL ACTIF 

PASSXFS:--

PARTS SOCIALES
RES. PR NAUVAISES CREANCES 
CTS DE LIAISON - FUCEC-TOGO 
SUBVENTION BFDW 
SUBVENTION WOCCU 
ENPRUNT CICN 
DEPOTS DES COOPEC 

29648536 
5000000 

74714311 
5929707 
8301590 

123594144 
= = = : = 

4143241 
647840 

8000000 
5000000 
20684355 
2750000 
82368709 

57841958 
5000000 

145761733 
11568392 
16195748 

236367831 
: = : € = = 

4677323 
1172783 
8000000 
5000000 

57922575 
2750000 

156845149 

93528398 
5000000 

235691564 
18705680 
26187952 

379113594 
= = = == = = == 

5211405 
2081005 
8000000 
5000000 
96459882 
2750000 

259611301 

127900838 
5000000 

322310112 
25580168 
35812235 

516603353 
= = _=_ _ = 

5745487 
3409580 
8000000 
5000000 

96459882 
2750000 

395238403 

148034013 
5000c 

373045713 
29606803 
41449524 

597136053 
= = = = = 

==:=: 

6279569 
5065189 
8000000 
5000000 
96459882 
2750000 

473581413 

42028327 

0.67% 

11.05% 

61134076 

0.53% 

48.33% 

TOTAL PASSIF 
B. COTISATIONS: 

-- NONTANT FACTURE COMEE 2 

DU TOTAL DES DEPUTS DU MVMT 
-% DES COTISATIONS COLLECTS 

123594145 

0.50% 

60.0% 

236367830 

0.48% 

65.0% 

379113593 

0.45% 

70.0% 

516603352 
::== 

0.43% 

75.0% 

597136053 
=:==: 

0.40% 

80.02 

7--5000 5000 

9. DROITS D'ADESION 
HRE DR NOUVELLES ADHESIONS -- DROITS PAR COOPEC (FCFA) 

10 
5000 

10 
5000 

10 
5000 

10 
5000 

0 
5000 

9 
1000 

14 
1000 

10. FRAIS DE CONST. 9E DOIEEIE: 
-- MIME DENANDIS D0 PETS (CC) 
-- FAIS PAM DEMANDE (rCrA) 

15 
5000 

20 
5000 

25 
5000 

30 
5000 

35 
5000 

BEST AVAILABLE DOCUMENT
 
" / .
 



BEST AVAILABLE DOCUMENT
 

11. ADMINISTRATION DES RISQUES: 
--RAPPORT PRSTS/DEPOTS DU MVMT 
-- % DES DEPOTS/PRETS ASSURES 
-- TAUX DR PRIME ANNUEL 
--COMMISS'N COMME % DES PRIMES 

0.65 
0.0% 

0.78% 
3.00% 

0.65 
15.0% 
0.78% 
3.00% 

0.65 
25.0% 
0.78% 
3.00% 

0.65 
40.0% 
0.78% 
3.00% 

0.65 
60.0% 
0.78 
3.00% 

5.00% 5.00%12. % DES INT. SUR PRETS AFFECTS 
AUX RESERVES PR MAUV. CREANCES 

5% 5% 5% 5% 5* 

147 

587 
7181 

1000 
500 

13. FORMATION: 
--NBRE P-J FORMATION ANNUELS 

-- COOPEC URBAINES 

-- COOPEC RURALES 
-COUT/P-J DE FORMATION (FCFA) 
--PARTICIPATION DES COOPEC AUX 

FRAIS DE FORMATION (FCFA/JR) 
-- COOPEC URBAINES 
-- COOPEC RURALES 

433 

937 
5477 

1250 
750 

433 (FRAIS DR FORMATION SUPPOSES CONSTANTS 
APRES CE POINT) 

937 
5500 

1500 1750 
1000 1250 

14. TAUX D'AUGMINTATION ANNUELLE: 
--FRAIS GENERAUX 
--DEMOCRATIE 

7.50% 
7.50% 

7.50% 
7.50% 

7.50% 
7.50% 

7.50% 
7.50% 

7.50% 
7.50% 

BUDGET DR FONCTIONNEMENT A LONG TERMS 
------------------------------------

1 9 8 4 1 9 8 5 POSTS BUDGETAIRE/UNITE 1 9 8 6 1 9 8 7 1 9 8 8 1 9 8 9 1 9 9 0 

REVENUS PROPRES: 

208712 
15990735000 
22000 

0 
494978 

205282 
869303
75000 
14000 

406500 
573098 

MARGE SUR VENTES 
COTISATIONS
DROITS D'ADHESION 
FRAIS CONST. DI DOSSIER 
PART. FRAIS 05 FORMATION 
MARGE D'INTERET 

200000 
1372864 

5000C 
75000 

1244000 
2898527 

200000 
1937079 
50000 
100000 
1586500 

14150459 

200000 
2565900 

50000 
125000 

1929000 
20538041 

200000 
3311044 

50000 
150000 

2271500 
25744113 

200001 
413894 

5000 
17500 

261400 
2938508 

1993088 
0 

2913685 

280290 
0 

2423473 

PRODUITS DIVERS 
PRODUITS ADMIN/RISQUES 

TOTAL DES REVENUS 

0 
0 

5840391 

0 
83133 

18107171 

0 
178893 

25586834 

0 
360182 

32086839 

66532 

3722835 

CHARGES: 

SIEGE: 

16151172 

722246 
94871 

360000 
2396656 
722806 

20575033 

1078443 
371424 

360000 
5470907 
1051920 

ADMINISTRATION 
CAISSE CENTRALE 

--FRAIS GENBRAUX 
--PROV. MAUV. CREANCES 

EDUCATION ST FORMATION 

--FRAIS GENERAUX 
--FORMATION 

ADMINISTRATION DES RISQUES 

18946201 

0 
228962 

360000 
9099000 
2046660 

20367166 

0 
223101 

387000 
9000000 
2200160 

71894703 

0 
385994 

416025 
750000 
2365172 

23536806 

0 
564645 

447227 
5000000 
2542560 

2530206 

70363 

48076 
500000 
273325 

20447751 28907727 TOTAL - SIEGE 30680823 32177427 32561894 32091238 3421972 

BUREAUX REGIONAUX: 

655418 
7151481014944 
1322973 
936337 
643783 
1163197 
1489379 

703805 
784015
858029 
1311289 
965969 

0 
1174543 
748346 

ATAKPAME 
AVE
BADOU 
BARA/RASSAR 
DAPAONG 
GOLFE 
PALIM 
VOGAN 

960016 
1756314 
1125277 
1515652 
1159440 
1750143 
1372400 
972229 

1032017 
1300000 
1209673 
1629326 
1246398 
1881404 
1475330 
1045146 

1109418 
1397500 
1300398 
1751525 
133987a 
2022509 
1585980 
1123532 

1192624 
1502313 
1397928 
1882889 
1440369 
2174197 
1704929 
1207797 

128207 
161498 
15027
20241U 
154839 
233726 
183279 
129838 

7941179 

0 
0 

6545996 

NOUVELLE REGION NO. 1 
NOUVELLE REGION NO. 2 
TOTAL - BUREAUX REGIONAUX 

0 
0 

10611471 

0 
0 

10819294 

0 
0 

11630740 

0 
0 

12503046 1344077 

806100 1448691 DEMOCRATIE (RFUNIONS) 1500000 1612500 1733438 1863446 200320 

29195030 36902414 TOTAL CHARGES 42792294 44609221 45926072 46457730 4966370 

-26281345 -3447e941 
=:::=== 

RESULTATS NITS 
(MOKTANT A SUIVENIR) 

-36951903 
:z=::t;=::= 

-26502050 
ZZZZZ 

-20339238 -14370891 
= 

-1243534 

% AUTOSUFFISANTE 13.63% 40.59% 55.71% 69.07% 74.9 
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B. Les canposants diffdrents d'une description de poste
 

C. L'analyse des t~ches et son utilisation
 

IV. Le recrutement et 1 engagement du Personnel 

A. Le recrutement 

B. La selection 

C. La p6riode d'essai
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DESCRIPTION DE POSTE
 

I 	 - POSITION : Repr4sentant de la FIUC--TXGO 

II 	- CATEGORIE
 

A. Les Repr6sentants de la FUBC-TOGO sant rdpartis entre trois catdgo
ries. Chaque catgorie correspond au "Barm des Salaires de la 
F=iC-TGO" A un groupe de salaires. Chaque groupe est compos6 de 
trois classes dcnt la classe initiale ccmpte quatre dchelons et les 
deux autres trois chacune. Les trois cat6gories sont 

1. 	 Inspecteur - Groupe C 

2. 	 Inspecteur-Adjoint - Groupe D 

3. 	 Agent de Promotion - Groupe E 

(Pour les montants en vigueur & un moment dcrzi, voir le "Barkm de 
salaires de la FUCEC-TOGO", le plus courant). 

B. 	Les trois categories sent diffdrencides par des diffdrents niveaux de 
responsabilit6 et des qualifications correspondantes & ces niveaux. 

1. 	L'Inspecteur remplit toutes les fonctions et acccrplit toutes les 
tfches du Reprsentant et travaille principalement avec les plus 
grosses COPEC dant le volume et la complexitd des operations sont 
les plus iniportantes. 

2. 	 L'Inspecteur-Adjoint remplit toutes les fonctions et accomplit 
toutes les t~ches du Reprsentant et travaille principalement avec 
les CO0PDC ocomuautaires d'importance moyenne. 

3. 	 L'Agent de Prcmoticn ne rmplit que les foncticns du Reprdsentant 
dans les dcmaines de la pramotion, de la gesticn des stocks, de la 
liaison et des rapports. Ii peut 8tre ccnfi des taches ponctuel
les ayant trait & la ccmptabilit6, A l'inspection ou la formation 
selon le niveau de ses camp6tences dans ces damaines. 

III - SUPERIEUR DIRET : Directeur 

IV 	- DESCRIPTICN SCMMAIRE DES FCNTIC NS
 

L e 	Reprsentant de la FUtJ)-TOGO a les fonctions suivantes 

A. 	Pramotion - Ii entreprend des activit~s pour pramouvoir la creation de 
nouvelles COOPDC et pour encourager la croissance de l'adhdsicn et de 
l'dpargne dans les COOPBC existantes. 

B. 	Camptabilitd - II aide les COOPBC A passer les 4critures dans leurs 
livres camptables, A 61aborer les dtats financiers et A dlaborer et c 
antr6ler leurs budgets annuels. 

C. 	 Inspection - Ii effectue des contr6les partiels de la gesticn de chaque 
OOPEC plusieurs fois dans l'annde, une vrification des omptes annuels, 
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et 	une inspection ccinplbte de chaque (OOPEC au moins tous les deux ans. 

D. 	Formatica - Ii fome sur le tas les g~rants et autres responsables de 
la COOPEC, participe A des sdminaires/ateliers r6gicnaux de la FUCEC-
IO7f et organise des cercles d'dtudes p~riodiques dans sa zcne. 

E. 	 Stocks - Ii maintient un stock des documents ccaptables et les cede 
aux O0PEXC.
 

F. 	 Liaison - Ii reprdsente la FtUBC-7O= aupr~s de l'Union Rgicnale et 
des organizes gouvernerentaux et non-gouvernementaux dans sa zone. 

G. 	Rapports - Ii envoie & la Direction de la Ft 2-TOO des rapports 
d'activitds et des renseignements et des statistiques relatives aux 
COOPE)C. 

H. 	Divers - Ii ex6cute des taches assignes par la Directicn. 

V - ZCNE D'ACTIVITES 

Le Reprdsentant de la FUCEC-TOGO a la responsabilit6 de s'acquitter de 
ses t~ches dans une zone d'activit6 precise qui peut 8tre ccmpos6e d'une 
ou de plusieurs pr6fectures selon le rnmbre de COOPEC. Ii se deplace 
r6guli~rement A motocyclette et/ou par transport public dans sa zone 
pour visiter et travailler avec les COOPEC dans leurs lieux d'activit6. 
Ii visite chaque OOPEC au moins une fois par mois. 

Les Reprdsentants de la cat~gorie d'Inspecteur, reprdsentent la FUCBC-
TOO aupr~s des COOPEC urbaines ccmpos~es principalement des travailleurs 
et dont le volume et la ccoplexitd des activit~s financi~res scnt ou 
peuvent 8tre importantes. Par contre les Reprsentants des catgories 
d'In.-pecteur-Adjoint et Agent de Prcmotion, travaillent principelement 
avec des COOPEC ccrunautaires dans le milieu rural. Ii n'est pas toute
fois exclu que ces derniers travaillent avec les COOPEC des travailleurs 
dans leurs milieux. 

VI 	 - DESCRIPTICN DES TACHES 

A. 	 Pramot ion 

1. 	 Ie Reprdsentant identifie des milieux vierges ayant un potentiel 
substantiel pour la crdaticn des COOPBC par : 

a) 	des visites aux cammunautds pour mener des enqutes aupr~s de 
la population, des aut:rit6s administratives et traditionnelles, 
des services techniques, des cammergants, et de toute personne 
ayant exprim~e un besoin aprcrid ; 

b) 	une analyse de la situation 6ooncmique &i milieu, di niveau des 
revenus, des structures existantes d'4pargne et de crddit, des 
ressources humaines disponibles & une COX)PC et leurs niveaux 
de ccaptence, de la situation socio-politique du milieu, et 
des besoins de la populaticn ; et, 

c) 	 par 1'application des critbres dtablis pour 6valuer le potentiel 
du milieu, y ccupris le besoin exprim, le nambre minimum des 
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intdressds et le potentiel d'expansicn, l'existence des persames
capables A g~rer une telle entreprise, et un revenu en argent par 
perszme suffisant pour justifier une OOOPBC. 

2. 	 Dans les milieux identifids, le Reprdsentant entreprend des campa
gnes de sensibilisation et de motivation par : 

a) 	des rdunions de masses pour la diffusion des renseignements ; 

b) des rdunions 
influentes ; 

et rencontres avec des autorit6s et des perscnnes 

c) des visites 
intdr~t ; 

aux individus et aux groupes ayant exprim leur 

d) la distribution des documents de promotion 

e) 	 l'organisaticn des visites par une d6lgaticn des int~ress~s 
aux COOPEC d~j& existantes ; et 

f) 	 l'organisation des visites par le personnel de la FEC-TOGO 
de 1' Union, et des autres COOPEC. 

3. 	 Dans les milieux oui un ncmbre suffisant de perscnnes a exprim6
le dsir de cr~er une O00PEXC, le Reprdsentant assiste & l'organi
saticn d'une nouvelle COOPBC en aidant : 

a) 	A la tenue des rdunicns d'organisation 

b) au choix d'un ccmit6 d'organisatic ; 
c) & la campagne de recrutement des nmbres fondateurs 

d) 	 A la collecte des droits d'a&hsicn et des parts sociales 

e) 	& 1'1aboraticm des statuts de la COOPEC seln le modle 
de la FUCEC-TODG ; et 

f) 	 A la tenue de l'assemble g~n~rale statutaire. 

4. 	 Dans les COOPEC ddjN existantes, le Reprdsentant aide les respcnsa
bles A recruter des nouveaux adhirents et A encourager 1'6pargne 
rguli~re par 

a) 	 la tenue des rdunicns d'infoamatin; 

b) 	 la crdation d'un Ccmitd d'&jbcatin et la formation de ses 
membres ; et 

c) 	l'utilisatin des mass-media. 

B. Camptabilit6
 

1. 	 Le Reprsentant de la FUXBC- aide les responsables des C00PBC 
(gdrants, teneurs de livres) & passer les dcritures dans leurs 
livres ccmptables par : 

a) l'application du plan xmrtable unifid de la FXMC-TOGO (intdgrd 
au Plan OCAM) ; 

b) l'applicaticn des rtgles et pratiques simplifi6es telles que
oelles dcrites dans le Livre de Main du g~rant et l'utilisaticn 

/ 
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du 	Manuel de Cmqtabilitd de la FUEC-TOGO ; 

ci 	la vrification par pointage ; et
 

d) 	la dmonstration et 1'explicatian des pratiques. 

2. Le Reprdsentant assiste le g6rant de COOPEC & d1aborer, si n~cessaire, 
les dtats financiers tels que la Situaticn Ccmptable (mensuellement 
ou 	trimestriellement) et les Caiptes Annuels (Bilan et Canmpte d'Exploi
tation) en l'aidant A :
 

a) faire les totaux et tirer les soldes des diffdrents ccuptes A 
partir de leurs fiches ccxrpte ; 

b) arreter le journal, faire les totaux, tirer les soldes des 
diffdrents camptes, et ccmparer ces derniers aux soldes des 
fiches campte pour v4rificatin ; 

c)transfdrer ces chiffres aux endroits approprids aux 4tats 
financiers ; 

d) 	effectuer les calculs ncessaires, y ccmpris l'exc.dent ou la
 
perte et le taux de r~munraticn et son application aux ccaptes

des nenbres pour calculer les int~rts sur ddpots ; et
 

e) la collecte et le rdsum des statistiques.
 

3. Ie Reprdsentant aide les COOPEC A 61aborer et h contr6ler 
p~riodiquement leurs budgets annuels de fonctionnement par 

a) une planification des activit6s et une estimation de leur coat;
 

b) 	une estimation des revenus et les conditions qui permettraient
 
des diffdrents niveaux de revenus ; et
 

c) 	une camparaison p~riodique entre les d6penses et revenus pr6vus 
et reels. 

C. 	 Inspection 

Le 	Reprdsentant de la FUErB-TOO ex4cute des contr6les de la gestion
des COOPEC conform~ment t la politique adopt~e par la FtUEC-TGO en 
se 	servant du "Manuel d'Inspection des C00PSC du TOGO" et des formu
laires qui s'y trouvent.
 

1. 	 Ie Reprdsentant effectue des contr6les partiels de chaque COPPBC 
dans sa zone au moins une fois par trimestre et de pr6fdrence, une 
fois par mois.ces contr6les camprernent : 

a) 	la reconnaissance et l'ajustement des existants, y campris la
 
vrification de l'encaisse ;
 

b) la vrification camptable de la COOPBC, y ccmpris le rapprochement 
des camptes et 1'dtablissement d'une Situatin ; 

c) 1' tude des ressources, y ccmpris la croissance de l'adhdsion 
(parts sociales) et de 1' pargne (d4p8ts) ; 

d) 1' tude3 des activit~s, y campris les dossiers de cr6dit, le 
taux de remboursemnt, le placement de la liquidit6 A la Caisse 



-5-

Centrale et aux banques, etc..; et
 

e) les constatations relatives au fonctiamement du bureau et sa
 
gesticr, et des organes (r~unicns, maintient des P.V., respect
 
des statuts et politique, etc... )
 

2. A la fin de l'exercice, le Reprsentant de la FUCC-TOGO effectue
 
une v6rification des Ccmptes Annuels (le Bilan et le Campte 
d'Exploitation) et du Rapport Budgtaire de chaque COOPEC avant 
leur prdsentation A l'Assemblde G6ndrale Annuelle de la COOPEC. 

3. Le Reprsentant de la Ft C-TOG effectue une inspection camplhte
 
de la gesticn de la COOPEC au moins une fois tous les deux ans au
 
minimum et une fois par an si possible. Les 61ments de ces
 
inspections sont :
 

a) La reconnaissance et ajustage des existants
 

- la v6rification de 1'encaisse ;
 
- le rapprochement des ccmptes et l'6tablissement de la
 

Situation Camptable ; 
- la v6rification des investissements 
- la v6rification des immobilisaticrs ; et 
- la verification des documents de l'assurance. 

b) La vrification de la camptabilit6 et des dtats financiers
 

- l'examen des pi~ces justificatives des charges ;
 
- la r~vision des comptes cr&diteurs et d~biteurs divers ;
 
- la revision des 6critures de rgularisation
 
- la verification des emprunts ;
 
- la v6rification des int~rts sur d~p6ts, des dividendes
 

sur parts sociales, et des ristournes ; 
- la vdrification de l'affectaticn des r6serves 
- la balance des fiches individuelles de carpte des membres ; 
- la r~visin des 6tats financiers p~riodiques. 

c) L'dtude des ressources : la croissane de l'adh~sin (parts
 

sociales) et de l'6pargne (ddp6ts) ;
 

d) 	l'tude des dossiers des prets aux nembres
 

e) 	le contr6le des statuts de rbglements internes et des
 
politiques de la COOPEC ;
 

f) l'examen du Registre des Membres et des Demandes d'Adh~sian
 

g) les constatatins relatives aux organes de la COOPEC
 

h) 	l'dtude de la rentabilitd financibre et des rdsultats
 

i) le calcul des "indicateurs de sant6" de la COOPEC. 

4. Le Reprdsentant 61abore des rapports 6crits de ses cntr8les
 
et les prdsente verbalement au Canseil d'AdminisLraticn de la
 
COOPEC. 

D. Formation
 

1. 	 Le Reprdsentant forme sur le tas des g6rants et d'autres
 
responsables des OOPBC
 



-6

a) 	 il se sert des nanuels, fiches techniques et autres documents 
de la FLUCEC-TOWO ; 

b) 	 il d&mrntre les diff6rentes tAches A effectuer (par exemple : 
ccuptabiliser les diff~rentes transacticns ; recevoir, prdparer,

analyser, prendre la dcisicn et dibourser & la suite d'une 
demande de cr~dit, etc..); 

c) 	 il cantr6le le responsable au travail, fait des critiques
constructives, et encourage le travail syst~matique, mthodique 
et r6gulier ; 

d) 	 il vrifie le travail effectu6 et fait r~p~ter ; 

e) 	 il se sert des aides visuelles quand elles scnt appropri~es. 

2. 	 Le Repr6sentant participe came formateur A des sdminaires 
organisds par la FUCEC-TOGO ou par lui-m~me au profit des COOPEC 
de sa zone : 

a) 	 il analyse des besoins en formation de ses COOPEC et identifie 
le genre de formation appropri~e ; 

b) 	 il participe la presentation des cours en se servant de la 
mthodologie d' "Education d'Adulte" ; 

c) 	 il suit le travail de l'exercice pratique en petit groupe et 
assiste au besoin ; 

d) 	 il observe activement les participants et prodigue des 
conseils sanctructifs. 

3. 	 le Reprsentant organise des cercles d'6tudes p~riodiques dans 
sa zone : 
a) 	 il regroupe des responsables des diffdrentes COOPBC ayant une 

mne foncticn, par exemple, les g6rants, les membres des Camit~s 
de Cr4dit, etc ; 

b) 	 il identifie les perscnnes dans le groupe capable de servir 
de ressource, et il anime le travail du groupe ; 

c) 	 il suit le travail du groupe et sert de ressource, mais ne 
dirige pas le groupe. 

E. 	 Stocks 

1. 	 Le Reprdsentant de la FUCCE-TOGO maintient un stock de documents 
caiptables (journaux, fiches carpte, livrets, etc) et les c~de 
aux COOPEC selon les modalitds et aux prix adopt~s par la FUCEC-TOGO. 

2. 	 Ii maintient 1'inventaire de ces stocks et la fiche ccupte des 
stocks. Ii envoie & la Direction, une fiche d'inventaire et les 
revenus de la vente des documents selon la priodicit6 dtablie par
le Directeur. 

F. 	 Ie Reprdsentant sert de liaiscn entre la FUCE)C-TUO et les diff~rents 
organismes de sa zone. 

1. 	 Ii informe l'Union Cooprative d'Epargne et de Cr6dit des d~cisicns 
et des activitds de la FUCBC-TOGO. Ii assiste aux r~uniois de 
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1'Lhicn et organise des s6minaires A 1'intention des COOPEC de 
i 'Union. 

2. Il repr6sente la FtZCE-TOGO aupr~s des autorit~s et des services 
tehniques du gouvernement dans sa zone, tels que le Prdfet, le 
Service de la Coopration, la D.R.D.R., etc... 

3. 	 Ii repr6sente la FLEXC-TOGD aupr~s des organismes non-gouvernementaux 
de sa zone. Ii leur transmet des renseignements sur les COOPEC et 
identifie des possibilitds de collaboration. 

G. 	Rapports 

1. 	 ie Repr6sentant informe la Direction de la F=C-TOGO de l'activit6 
des COOPEXC de sa zone par : 

a) 	des rapports mensuels et trimestriels camportant des donn~es 
statistiques et des Situations Camptables utilisant les formulaires 
destin~s A cette fin, et 

b) 	 au besoin, des rapports d'information & la Direction 

- pour signaler un prcblRne majeur pouvant provoquer une 
crise au sein de la COOPEC, et/ou 

- pour demander de l'assistance pour faire face & un proble'me 
qui d4passe ses ccip~tences. 

2. 	 Le Reprsentant envoie & la Direction avant le premier de chaque 
mois, son programme d'activit6 pour le mois qui vient. 

3. 	 Le Reprsentant rend canpte A la Direction de ses activitds du 
mois prc6dent, y campris des statistiques tells que : 

a) 	le nambre de perscnnes-jours de formation ; et 

b) 	 le nambre de visites effectu~es aux OOPEC avec les nans des 
COOPEC, la nature de la visite (assistance, contr6le, formation, 
etc..) et les rdsultats. 

H. 	Divers 

Le 	Repr~sentant 

1. 	 Ex~cute toutes les dcisions prises au niveau de la Direction de 
la FUCLX-TOGO, et 

2. 	 accamplit toute autre mission ou tAche qui lui est ccnfide par 
la Direction. 

VII - QUALIFICATIMNS 

Au nxent de son engagement, le Reprdsentant de la FUCEC-TOGO possbde 
des qualifications minimum dcrites par la suite. 

A. 	 Niveau d'Education 

1. I.e Reprdsentant de la cat~gorie d' Inspecteur qui travaille avec 
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les plus grosses COOPEC a au minimum le B.P.C.M. ou le B.P. Banque 
ou le B.P. Assurance ou 1'&quivalent. 

2. Le Reprsentant de la catdgorie Inspecteur-Adjoint a au nninum: 

a) le C.A.P. - Comptabilitd, ou 

le C.A.P. - Banque, ou 

le C.A.P. - Assurance ou 

1' 	 quivalent 

b) 	D~s candidats ayant le B.E.P.C. au minimun et poss6dant des noticns 
de camptabilitd et de l'expdrience appropri~e, peuvent tre conside
r~s & conditicn d'4tre admissible A un programme d'6tudes reconnu 
menant au C.A.P. Un candidat engagd provisoirement doit suivre son 
progranme et l'achever au bout de trois ans avec r~ception du C.A.P. 
Le Directeur de la FUCEC-TOO a l'opticn de prolonger cette p6riode 
d'un an, ceci deux fois, pour une p~riode d'6tudes maximum de cinq 
ans. Le Repr~sentant n'ayant pas reQu son C.A.P. apros cette p6riode 
d'6tudes peut 8tre licencid. 

3. 	 Le Reprsentant de la cat~gorie Agent de Prcmotion a au moins le B.E.P.C. 

B. 	_Exprience 

1. 	 Le Reprsentant de la cat~gorie Inspecteur a au moins cinq (5) ans 
d'exp6rience en carptabilit6. Cette exp~rience est caract4ris~e non 
seulement par sa dur~e mais aussi par la vari~t6 de r~les que la 
personne a jou6 pendant sa carribre. Ces r6les vcnt de la tenue des 
livres ccmptables d'une entreprise jusqu'& 1'inspection ccRVlte de 
la ccrnptabilit6 d'une e-treprise. 

2. 	 Le Reprsentant de la cat~gorie Inspecteur-Adjoint a au moins deux 
ans d'exp6rience ccm employ6 A plein temps dans une entreprise ou 
service ot il sert de sa formation professicnnelle, ou une exp~rience 
6quivalente dans une COOPEC o. il participe & la gestion et tient 
r6gulirement les livres ccuptables. 

3. 	 Le Reprdsentant de la cat~gorie Agent de Prac ion a deux ans 

d'exp4ience au travail. 

C. 	Ccnnaissances et Cap~4tences Particulibres 

1. 	 Le Reprsentant de la cat~gorie Inspecteur 

a) 	a une connaissance parfaite du Plan Ccptable OCAM, ou d'un 
autre plan semblable avec une familiaritd au Plan OCAM ; 

b) 	peut faire l'inspection campl~te d'une entreprise d'envergure 
assez inportante ; 

c) 	 peut 61aborer et suivre un budget annuel d'une pareille entreprise 

d) 	a des connaissances des opratins bancaires ; et 

e) 	a une parfaite cannaissance des syst~mes de gesticn du personnel 
des entreprises surtout la cmptabilit6 de paie. 
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f) 	En plus, il est souhaitable que le Reprdsentant de la categorie
d'Inspecteur poss~de des connaissances de base de 1'informatian. 

2. 	 Le ReprdsEmtant de la cat~gorie Inspecteur-Adjoint : 

a) 	salt tenir les livres camptables d'une entreprise modeste (passer 
les 6critures, dlaborer des 4tats financiers simple, etc.) ; 

b) salt calculer les intdr~ts ; et 

c) a maltris6 la mathdmatique commerciale de base. 

3. 	 ie Reprsentant parle couramment la lanque vehiculaire de sa zone 

en plus du frangais. 

D. 	Qualit~s Personnelles
 

Le Reprdsentant de la FUCBC-TOO:
 

1. 	 est en bonne sanst6 physique et morale ; 

2. 	 est ag6 d'au moins 30 ans (In.specteur) ou 21 ans (Inspecteur-Adjoint 
ou Agent de Promotion) ; 

3. 	 est bien organisd, mthodique, et systdmatique dans son travail ; 

4. 	 fait preuve non seuleent de la patience mais aussi de la 
persistence ; 

5. est & l'aise & s'exprimer devant un groupe 

6. est honn~te et possde le courage de ses convictions ; 

7. est capable d'expliquer des points clairement et simplement ; 

8. s'exprime bien sur papier dans des rapports, etc...; et 

9. est d~voud au service humain et A 1'id~ologie coop~rative. 

VIII- EVOLUI N PROFESSINNELLE 

A. 	Plan de Travail 

A la fin de chaque ann6e, le Repr6sentant de la FtECE-TOGO dtablit avec 
le Directeur, un plan de travail pour 1'annde qui suit. Ce plan de 
travail est canposd : 

1. 	 d'un caler~nier d'activitds pr6vues (visites, formations, inspections, 
rdunions, 	 etc...) pour l'ann6e qui peut 8tre modifi6 au cours de 
1'anne ; 

2. 	 des objectifs quantifiables dans chacune des diffdrentes fonctions 
du Reprsentant (par exemple, nanbre de persanne-jours de formation, 
nombre de visites, nabre d'inspections, rdgularit6 des rapports, 
etc...) ; et 
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3. 	 des consignes sp~cifiques sur la qualitA du travail et les crit~res 
objectifs par lesquels ce travail sera valud. 

B. 	Plan de Ddveloppement Professiannel 

A la fin de chaque ann~e, le Reprsentant de la FUCEC-TOGO 6tablit 
avec le Directeur un programe de d~vel.oppement professinnel. pour
l'anne qui suit. Ce programme peut 6tre cacpos6 des 61ments suivants: 

1. 	Formation A court terme - La FLUZC-TOGO envoie r~gulire~ent ses 
agents A des cours ou des sminaires/ateliers organisds autour 
d'un sujet prdcis et offert par le mouvement ou par un autre 
organisne ou service. Ils peuvent avoir lieu au Togo ou dans un 
pays dtranger. 

2. Visites de travail - Le Reprdsentant de la FUCE-TOO peut tre appeld 
& si~ger pendant plusieurs semaines ou mois avec un organisme frbre 
d'un pays et & observer et & participer A leurs activit~s. 

3. 	 Preparation de Dipl&me Professionnel - Le Reprdsentant peut s'ins
crire par la voie de la FUCEC-TOGO ou de son propre grd A des 
cours menant A un dipldme professinnel qui est n~cessaire et/ou 
avantageux dans son service. Dans les cas oi le cOt de ses cours 
est subventionn6 par la FUCEC-TOGJ, le Reprdsentant s'engagera
& servir le mouveent pendant 10 ans au minimum apr~s l'obtention 
du diplkme, faute de quoi il remboursera entibrement le coOt des 
cours sauf en cas d'invaliditd totale et permanente. 

4. 	 Etudes Inddpendantes - Le Reprsentant petit Otre conseilld ou peut 
entreprendre de sa propre volont6, des dtudes inddpendantes pour
amliorer ses connaissances ou apprendre une nouvelle matibre. Ii 
peut solliciter 1'assistance matrielle de la FUC-TOGO A cette 
intention. 

C. 	 Evaluation 

Au mois de ddcembre de chaque anne, le rendement au travail du
 
Reprsentant sera dvalu6 par le Directeur. Cette 4valuation sera
 
essentiellement bas~e sur le plan de travail de l'annm6e et la
 
r~alisation ou non-ralisation des cbjectifs (et les raiscns pour
 
cette dernibre). Un accanplissement exceptionnel des t~ches du
 
Repr~sentant sera refletd dans le salaire de base du Repr6sentant.
 

D. 	Bonis 
W-rograme des bonis & 1' intentim des Reprdsentants pr6sente une
 

deuxibne possibilit4 de s'avancer en faisant avancer le mouvement
 
des OOOPEC au Togo. Une bonne performance technique dtant r~fl4t6
 
dans le salaire, le bonis par contre, reccapense le Reprdsentant

d'avoir aidd A augmenter les revenus de la COOPBC de sa zone par une
 
croissance accrue, et d'avoir aidd la FIUBC-TOGO A maximiser ses
 
revenus A court terme.
 

A cet effet, des points seront accordds dans deux dcmaines : 

1. 	 R6sultats prcduits au niveau de la COOPEC, tels que 

a) 	 la croissance des COPE)C 



b) 	 la rentabilitd des COPEC 
c) 	 les taux de retard des pr~ts aux membres, et 
d) 	le nanbre de COOPEC ayant un g~rant pay6. 

2. 	 RdsuJltats produits pour la FUCBC-TOO, tels que 

a) les cotisations 

b) 	les ddp6ts effectuds A la Caisse Centrale, et 
c) 	 la vente des documents camptables et produits divers. 

Le budget annuel du bonis des Reprsentants de la FUCC-TOGO sera 
partagd aux Repr6sentants proportionnellement selon le ncmbre de 
points total et pour chaque individu. Le mcntant de ce budget et 
les r6sultats mritant des points peuvent varier d un an l1'autre 
selon la disponibilit6 de fonds et les priorit~s administratives 
de la FLLM-TOGO. 



Appendix 7 

Revised Training Output 
Indicators for Log Frame 

Year 1 Year 2 Year 3 Year 4 Year 5 
Total 
EOP 

1. No. of CU Committee 
Member Training Days 

45 30 472 540 540 1,627 

2. No. of CU Manager 

Training Days 

236 423 865 960 720 3,204 

3. No. of Board of 
Directors Trained 35 

4. No. of FUCEC Staff 

Trained 
12 13 14 14 14 67 

5. No. of Local Seminars 9 5 2 40 40 96 

6. No. of Regional Seminars 0 10 15 12 12 49 

7. No. of National Seminars 2 3 5 1 1 12 

-. /0/



Appendix 8
 

SUMMARY BUDGET 
VARIANCE FROM 
ORIGINAL BUDGET 

)RIGINAL 5-Year------------------
BUDGET Line Items Year 1 Year 2 Year 3 Year 4 Year 5 Totals AMOUNT PER CHNI 

TECHNICAL ASSISTANCE BUDGET 

334689 1. Salaries 35713 65765 85005 110956 89659 387097 -52408 -15.66% 

90366 2. Fringe Benefits 9111 15839 22951 29958 24208 102067 -11701 -12.95% 

372698 3. Allowances 15122 23372 52466 76101 68387 235448 137250 36.83% 

37920 4. Consultants 0 36 36000 10000 0 46036 -8116 -21.40% 

306288 5. Travel 16262 20233 57932 70073 74190 238690 67599 22.07% 

57850 6. Other Direct Costs 4339 9675 20722 15550 16200 66486 -8636 -14.93% 

67250 7. Commodlties/Equipment 27969 14298 15600 14700 1500 74067 -6817 -10.14% 

210854 8. Indirect Costs 22499 41432 53553 69902 56485 243871 -33017 -15.66% 

97346 9. Project Support 2834 29278 19315 21009 22872 95308 2038 2.09t 

33000 10. Evaluations 0 0 7500 35000 15000 57500 -24500 -74.24% 

1608261 TOTAL TA BUDGET 133850 219927 371043 453249 368501 1546569 61692 3.84% 

INSTITUTIONAL SUPPORT BUDGET 

270713 1. Operating Budget 38736 48375 88966 79286 56757 312121 -41408 -15.30% 

0 2. External Training 0 0 20000 25000 10000 55000 -55000 200.00% 

47200 3. Commodities 2904 15580 15000 3000 1000 37484 9716 20.58% 

223571 4. Capital Grants 0 0 73475 78124 46973 198571 25000 1. 18% 

541484 TOTAL IS BUDGET 41640 63956 197440 185410 114730 603176 -61692 -11.39% 

2149745 GRAND TOTALS 175490 283882 568484 638659 483231 2149745 0 .00% 

BEST AVAILABLE DOCUMENT 
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PROJECTED TOGO Il PROJECT BUDGET
 

Line Items Year 1 Year 2 Year 3 Year 4 Year 5 

5-Year 

Totals 

TECHNICAL ASSISTANCE BUDGET: 

1. Salaries ({6w/Yr.) 

A. Fin. Ngmt. Advisor 35713 
B. Training Advisor 
C. SFPC Advisor 

42864 
22901 

45222 
33220 
6563 

47709 
26147 
37100 

50333 

39326 

221840 
82268 
82989 

Total Salaries 35713 65765 85005 110956 89659 387097 

2. Fringe Benefits (27% of Sal.) 9111 15839 22951 29958 24208 102067 

3. Allowances
 

A. Summed Allowances
 

Housing 6915 6135 13050
 
Education 2598 2598
 
Post Allowance 29 29
 
Post Differential 6994 12074 19068
 
Temporary Lodging 1185 200 1385
 

Sub-Totals 15122 21007 0 0 0 36129
 

B. Fin. Mist. Advisor
 

Housing 2365 8500 8500 8500 27865
 
Education 2500 2500 2500 7500
 
Post Allowance 1319 2385 2517 6221
 
Post Differential 9044 9542 10067 28653
 
Temporary Lodging 8236 8236
 

Sub-Totals 0 2365 21363 22927 31820 78475
 

C. Training Advisor
 

Housing 8500 6375 14875
 
Education 
 5400 5000 10400
 
Post Allowance 969 1307 2276
 
Post Differential 6644 5229 11673
 
Temporary Lodging 7487 7487
 

Sub-Totals 0 0 21513 25398 0 46911
 

D. BFPC Advisor
 

lousing 1417 8500 8500 18417
 
Education 10000 10000 20000
 
Post Allowance 55 1855 1966 3876
 
Post Differential 1313 7420 7865 16598
 
Temporary Lodging 6806 8236 15042
 

Sub-Totals 0 0 9590 27775 36568 73932
 

Total Allowances 15122 23372 52466 76101 68387 235448
 

4. Consultants 36 36000 10000 46036
 

5. Travel
 

A. Summed Travel Costs
 

In-Country/Domestic 559 2204 2763
 
International Business 480 1622 2102
 
Vehicle Operations 1858 4522 6381
 
R&R 0 3802 3802
 
Relocation/Home Leave 13365 8082 21447
 

Sub-Totals 16262 20233 0 0 0 36495
 
B. Finl. Mgmt. Advisor
 

In-Country/Domestic 3000 3200 3400 9600
 
International Business 0 3394 3733 7127
 
Vehicle Operations 4800 5000 5000 14800
 
E&R 7500 7500
 
Relocatioa/Nome Leave 11000 1330 23682 36012
 

Sub-Totals 0 0 18800 20424 35815 75039
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PROJECTED TOGO II PROJECT BUDGET
 

Line Items Year 1 Year 2 Year 3 Year 4 Year 5 
5-Year 
Totals 

C. Training Advisor 

Zn-Country/Douestic 
International Business 
Vehicle Operations 
R&R 
Relocation/Home Leave 

4960 
0 

4800 
8000 
500 

1550 

3600 

21529 

6510 
0 

8400 
8000 

22029 

Sub-Totals 0 0 18260 26679 0 44939 

D. SFPC Advisor 

In-Country/Domestic 
International Business 
Vehicle Operations 
R&R 
Relocation/Home Leave 

500 

800 

19572 

6200 
3394 
5600 
6776 
1000 

4960 
3733 
6000 

23682 

12660 
7127 

12400 
6776 

44254 

Sub-Totals 0 0 20872 22970 38375 82217 

Total Travel 16262 20233 57932 70073 74190 238690 

6. Other Direct Costs 

A. Communications 
B. Office Supplies/Reproduction 
C. Resource Materials 
D. Equipment Maint. L Repairs 
1. Translations 
F. Temporary Services 
G. Printing/Publication Prod. 
R. Miscellaneous Expenses 

615 
1279 

72 
317 
130 
940 
591 
396 

481 
2452 

54 
1065 
1547 

0 
3368 
709 

1550 
3000 
500 
1172 
2000 
1000 
3500 
8000 

1550 
3000 
500 
1000 
2500 
1000 
3500 
2500 

1700 
3000 
500 
1000 
3000 
1000 
3500 
2500 

5896 
12731 
1626 
4554 
9177 
3940 

14458 
14104 

Total Other Direct Costs 4339 9675 20722 15550 16200 66486 

7. Commodities/Equipment 

A. Furniture & Equipment 
3. Project Vehicles 

19750 
8218 

5283 
9015 

3600 
12000 

1700 
13000 

1500 31833 
42233 

Total Commodities/Iquipment 27969 14298 15600 14700 1500 74067 

8. Indirect Costs (63% of Salaries) 22499 41432 53553 69902 56485 243871 

9. Project Support 2834 29278 19315 21009 22872 95308 

0. Evaluations 7500 35000 15000 57500 

TOTAL TA BUDGET 133850 219927 371043 453249 368501 1546569 

INSTITUTIONAL SUPPORT BUDGET 

1. Operating Budget 38736 48375 88966 79286 56757 312121 

2. External Training 20000 25000 10000 55000 

3. Commodities 2904 15580 15000 3000 1000 37484 

4. Capital Grants 0 0 73475 78124 46973 198571 

TOTAL IS BUDGET 41640 63956 197440 185410 114730 603176 

BEST AVAILABLE DOCUMENT
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PROJECTED TOGO II PROJHCI BUDGET
 

Line Items Year I Year 2 Year 3 Year 4 Year 5 
5-Year 
Totals 

GRAND TOTALS 

ORIGINAL TOTALS 

175490 
======= 

231515 

283882 
==== =..... 

445804 

568484 

500611 

638659 
= = == 

477780 

483231 
== = = 

494035 

2149745 
Z= = = 

2149745 

DIFFERENCE 56025 161922 -67873 -160879 10804 0 
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Appendix Ila
 

FUCIC-TOGO/CONAUDIC
 
DILARS CONPANATIFI (1982-1985)
 

ACTIFS: 1982 1983 1984 1985 PASSIPS 1982 1983 1984 1985
 

IUSOBILISATIONS: CAPITAL PROPlE: 

NATERIEL AUTOMOBILE (NET) 2013806 3291419 1417928 4808148 PARTS SOCIALIS 100000 325000 3448132 
MATERIEL D BUREAU (NET) 2885640 5220836 9922490 754870? IESIIVIS 0 135201 230072 469548 
AUTINS IMMOBILISATIONS 261740 975148 0 0 REPORT A NOUVEAU 928839 258176 -1288050 -1026914 

FORDS DES NOTOS 
TOTAL VALIURS IMMOZLISIRS 5161186 9487403 11340418 12356855 WOCCU 0 0 705642 705642
 

grow 647000 647000 647000 647000 
STOCKS: CICm 2673313 

AUTISS BUSY. D'ROUIPZMSNT 
DOCUMENTS COMPTASLES 941743 1845109 1140273 1573185 WOCCU 3991327 4267116 12602162 16257869 
RQUIPIMSNTS 624303 624303 BF0o 498704 498704 498704 498704 

CICM 688800 4438800 4438800 3352646 
TOTAL DbS STOCKS 941743 1845109 1764576 2197488 AUTRIS 2159491 2159491 2159491 2159491
 

UOTATION ADMIN. 5isoUKS- SF0w 3000000 3000000 3000000 3000000
 
SUIVINTIONS A RECEVOIR: DOTATION CAISSI CINTRALE BF0 5000000 5000000 5000000 5000000
 

FORDS 01 IOULEMINT - STOCKS 
WOCCU 0 4865479 2807872 8703539 vOCCo 0 650000 1274303 1274303 
BFw 0 0 CICN 950000 950000 950000 950000 
CICH 0 229253 
AUTRES 0 0 RESULTAT RIERCICI 10 COURS 14593 -1546226 348181 -27980 

TOTAL SUBVENTIONS A RICEVOI - 0 5094732 2807872 8703539 SITUATION NITTS 17878754 20558262 30891305 39381754
 

AUTRES VALEURS RKALISABLES A DETTIS A LONG TERRI (CICN) 2750000 2750000 2750000 2750000
 
COURT TERRS:
 

AVANCIS SUN SUBVENTIONS:
 
PETS AUX COOPEC 4729791 11146329 16537584 14574235 -----------------------
CLIENTS 1668255 288210 105560 34560 WOCCU 0 3550885 2000000 3000000 
AVANCES SUN SALAIRES 1132722 353101 1018949 3562759 IDES 
AVANCES SUR rRAIS DR MISSION 203480 0 150000 15000 SF08 6357418 0 214390 241568 
DIITIURS DIVERS 1765448 2287894 1040952 5952518 CICM 0 3 0 
CIARGRS PAYERS D'AVANCS 150000 0 ....... ....... ....... .......
 
OPERATIONS A JUSTIrIER 0 0 TOTAL AVANCES SUN SUDVENTIONS 6357418 3550885 2214390 3241568
 

TOTAL VALEUR5 BEALISAILES 9499696 14225534 18853045 24139072 DEPOTS A LA CAISSI CINTRALE 4477980 15895743 30296002 41471142
 

AUTRIS DETTIS A COURT TERMS:
 
VALIEUS DISPONIBLIS: FOURNISSEUES 159247 2625980 272271 994513
 

- - -ETTIS DIVERSIS IMPL/IMPL 892838 2581396 2373170 1533389
 
CLEQUES REEIS A L'ENCAISSEMNERT 0 2050885 0 INTRRETS A PAYERS SUR DEPOTS 0 1009109 1.42878
 
COMPTIS COURANTS IT SUR LIVRET 10229536 8699406 23972745 7992560 SALAIEES NITS A PAYER 12115 0 77978 200971
 
SEPOTS A TERMS 6853922 6812798 8030250 34000000 CEBDITZURS DIVERS 554933 31500 11280 11280
 
CAISSE 397202 187008 3660368 195103 OPERATIONS A JUSTIFIER 0 0 0
 

TOTAL VALEUR DISPONIBLE 17480660 18350097 35663363 42187663 TOTAL AUTRES DETTES A C-T 1619133 6247985 4277577 2740153
 

TOTAL ACTIF 330S3285 49002875 70429274 89584617 TOTAL PASSir 33083285 49002875 70429274 89584617
 

BEST AVAILABLE DOCUMENT 
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Appendix llb
 

REE-xO
 

COMPTHS D'EXPLOITATION COMPARATIFS
 

INTITULE DR COMPTE 1982 1983 1984 1985
 

REVENUS:
 

MARGE SUR VENTES 0 165823 208712 205282
 
COTISATIONS 
 0 0 159907 869303
 
DROITS D'ADHESION/DOSSIER 180000 302000 35000 89000
 
PARTICIPATION FRAIS DR FORMATION 
 293950 0 406500
 
MARGE D'INTRRET (SURTOUT C/C) 1382798 560189 494978 
 573098
 
PROFITS DIVERS 
 403153 4163893 2015088 280290
 

TOTAL REVENUS PROPRES 1965951 5485855 
 2913685 2423473
 

SUBVENTIONS:
 

VOCCU 15799394 16175143 19322469 25644985
 
BrDW 
 8000000 7000000 5985610 4969822
 
CICM 
 3611200 229253 1321447 3836154
 
AUTRES 
 0 0 0 0
 

TOTAL REVENUS 29376545 28890251 29543211 36874434
 

CHARGES:
 

CARBURANT 1026245 673090
961680 872725
 
FOURNITURES DIVERSES 21388 
 37294 38247 25275
 
VOYAGES/DBPLACENBNTS 443650 50825 112860 158955
 
TRANSPORTS DIVERS 
 0 6000 0 0
 
LOYERS 1119000 1167000 1080000 1116000
 
ENTRETIEN/REPARATION - BUREAU 69447 638413 832479 237547
 
ENTRRTIRN/REPARATION - VEHICULES 438545 641659 629547 484704
 
RLECTRICITR 
 73938 124905 212738 280551
 
BAII 
 11200 23075 30065 32720
 
SEMINAIRES/FORMATION 6901611 1271955 2308640 5549207
 
FRAIS DR MISSIONS 2287967 1335830 
 802800 1885040
 
RECEPTIONS 
 0 19255 82220 22375
 
rOURNITURES DR BUREAU 
 997358 1802474 108R9", 1358573
 
IMPRESSION/PHOTOCOPIES 
 0 0 19511 579939
 
rRAIS DE P.T.T. 377874 553393 481110 729721
 
FRAIS D'ACTS/CONTNTIEUX 155590 0 0 75000
 
COTISAT7ONS IT DONS 109200 
 399904 274800 133494
 
FRAIS DES REUNIONS 
 0 0 666770 1673000
 
TRADUCTIONS 
 0 0 2000 5000
 
VRAIS DES EXPERTS-COMPTABLES 500000 450000
500000 200000
 
FRAIS DIVERS 21916 100440 50831 
 24371
 
PRIMES D'ASSURANCE 257665 199545 182040 28240
 
PIRTES DIVIRSIS 0 2475991 975120 9568
 
SALAIRES 6764280 8460405 9290825 
 8958630
 
BhURRS SUPPLEMENTAIRES 26475 14486 72294 95810
 
MAIN-D'OEUVRE OCCASIONNEL 
 8000 0 0 22000
 
ANCIENNETR 
 386121 578979 687992 729417
 
INDEMNITES DE DEPLACEMENT 1732500 1931500 1775000 1661000
 
INDIMNITES DIVRRSRS 2778287 
 2727130 1275277 1536133
 
CHARGES PATRONALES DIVERSES 1281864 1370349 1507522 1454881
 
FRAIS DIVERS HANCAIRES 160202 177746 
 29995 103662
 
DOTATION AUX AMORTISSSEMENTS 1411629 2731043 3467308 6233212
 
PROVN. POUR HAUVAISES CREANCES 0 135201 94871 371424
 

TOTAL CVAROES 29361952 30436477 29195030 36902414
 

RISULTATS NITS 14593 
-1546226 348181 -27980 
BEST=z ======= ==== M ==== 

BEST AVA ILABLE DC(UHIENr
 



Appendix 12
 

BILAN CCNSOLIDE
 

DU 

MOUVEMT DE COOPBC TOGOLAIS 

ACTIFS PASSIFS 

Inlr ilisations 12.275.468 Parts Sociales 14.882.685 

Pr~ts aux membres 272.128.924 R6serves 3.011.642 

Stocks 1.764.576 Report Nouveau 10.950.506 

DC des employeurs 327.165 R~sultat Exercice en cours 8.249.962 

Tnt6r~ts A recevoir-Banques 266.011 Subventions d'&1uipements 31.776.102 

D~biteurs Divers 22.183.641 Enprunts (CICM/mployeurs) 19.538.477 

Banques: D~p6ts des membres 330.658.778 

CNCA  57 Canptes 57.840.628 Fournisseurs 272.271 

BICI - 3 Canptes 9.588.123 Int~r~ts 6 payer sur d~p~ts 2.917.036 

BIAO  2 Camptes 4.646.714 Cr6diteurs Divers 10.118.235 

UTB - 2 Comptes 7.277.512 

BCCI - 1 Canpte 466.275 

Caisse d'Epargne du Togo 16.122.858 

L'encaisse 27.487.799 

WTAL ACTIF 432.375.694 432.375.694 

BEST AVAILABLE DOCUMENT
 



Appendix 13
 

LOGICAL FRAMEWORK ANALYSIS
 

I. Introduction
 

The project is one step in the long-term development of
 

TOGO's national credit union movement. The project goal is to
 

increase the rate of growth in that movement. Qualitative
 

indicators, such as continuing improvement in the
 

self-financing ratio or loan portfolio composition, are
 

intermediate-level (project purpose) objectives.
 

Project management has used the first half of the project
 

to build a solid base for growth. Emphasis has been placed
 

upon training of managerial staff and upon getting in place
 

strong accounting systems. In spite of the comparative
 

de-emphasis of growth objectives in this intermediate phase,
 

growth targets are likely to be met or surpassed, testifying to
 

the appropriateness of the credit union movement to Togo.
 

The worldwide credit union movement is sustained by a
 

desire to serve the small member-saver. The service concept
 

can be complementary to national developmental objectives. The
 

key is to increase the productivity of credit union loans, the
 

quality of the movement's portfolio. Formal project purposes
 

and resources available to the project are appropriate to
 

support an intensive effort in this direction during the
 

remainder of the project, building upon the excellent base laid
 

to date. However, a discrete development goal (such as.
 



increased credit to small farmers) should not overshadow the
 

basic goal of the project, which is to support a national
 

credit union movement.
 

II. Progress Towards Project Goals
 

A. End-of-Project Status Indicators (EOPS)
 

1. Credit Union Membership -- at present rate of growth,
 

total credit union membership at the PACD will have reached
 

about 87% of the target.
 

2. Savings -- if present trends continue, the volume of
 

savings at the PACD will have reached about 84% of the EOPS
 

target. However, the rate of growth in saving tends to
 

accelerate as credit union competence and services
 

increase, so that the EOPS target likely will be surpassed.
 

3. Loans Outstanding -- the EOPS target for loans
 

outstanding will be attained if the trend growth in the
 

project to date continues.
 

4. Risk Management Program -- the program has not
 

started. Discussions with the Government of Togo (GOT) are
 

progressing. For details, see section V.A.6.
 

B. Validity of Basic Assumptions
 

1. Support by the GOT -- The GOT has not extended the
 

degree of formal support anticipated in the project
 

purpose. Legislation which governs registration and
 

conduct of savings and credit cooperatives remains under
 

revision. However, this has not and will not hinder
 



project development. In June, 1985, the GOT accorded an
 

"Attestation of Validity" to FUCEC, which, according to 
a
 

January, 1986 legal opinion, fulfilled the basic obligation
 

of the GOT to accord legal recognition to FUCEC. It
 

remains to be seen whether the discussions with the GOT on
 

the Risk Management Program can be favorably concluded. On
 

a more routine basis, the GOT has accorded the project
 

duty-free status, has seconded two field agents to work
 

with the project and has provided facilities at discount
 

rates for training seminars.
 

2. Stable Political and Economic Environment -- the
 

political environment has remained stable. The Togolese
 

economy has started to emerge from a period of austerity
 

which dominated the economy during the first two years of
 

the project.
 

3. Recruitment and Training of Personnel -- the project
 

to date has not been delayed by recruitment problems.
 

Problems in recruiting managers for some larger, rural
 

credit unions are foreseen.
 

Training of personnel retained from the previous
 

project has proven to be infeasible in a few cases, a
 

situation which has delayed implementation of regional
 

service center or inspection services.
 

4. Commitment and Participation -- problems have been
 

encountered in this area. At the national and local
 

levels, a continuing process of education has proven
 

_./IG
 



necessary, to orient leadership towards national
 

objectives. The Central Liquidity Facility officer was
 

relieved of his post for alleged embezzlement, delaying
 

operations by several months.
 

III. Proiect Purposes
 

A. 	 Increasing Self-Sufficiency, Both Financial and
 

Technical
 

1. 	 Financial Self-Sufficienty -

Self-Financing: Projections prepared by the project
 

staff show little progress being made towards the
 

projected EOPS of 50% self-financing. However, it is
 

unclear what means should be used to compute this ratio.
 

For example, inclusion of early, heavy start-up training
 

costs does not seem an appropriate expense, as this
 

obscures any progress being made in covering basic
 

recurring expenses. Similarly, inclusion of receipts from
 

sales of assets inherited from the earlier, pilot project,
 

distorts the trend. A rigorous definition of this
 

important indicator should be developed and ap lied.
 

Collection of Dues: Although relatively minor in
 

financial terms, non-payment of dues by the larger credit
 

unions could become a significant administrative problem.
 

When adjustments are made to exclude two large credit
 

unions which have yet paid dues to FUCEC (CETRASTOC, the
 

cotton company COOP and BCFAO), 53% of dues payable was
 

collected in 1984 and 41% in 1985, compared to project
 

1-0 /



paper projections of 60% and 65%. Much of the delinquency
 

is by the largest member credit unions of FUCEC. One can
 

identify a number of administrative penalties and
 

incentives which could be implemented to improve the dues
 

collection performance.
 

Central Lending Facility
 

2. Capitalization: In the absence of the required legal
 

recognition, no capital has yet been provided from the
 

grant to the Caisse Centrale (CC). However, the
 

"Certificat de Validiti" accorded by the GOT in June, 1985
 

and consequent legal opinion of January, 1986 do meet the
 

condition of legal recognition and, following inspection
 

of the CC by a representative of Cridit Mutuel in March,
 

1986, grant support to the CC may be anticipated to
 

commence in 1986 on the specified 1-to-2 matching basis.
 

As discussed in detail in Section V.A.2., the Caisse
 

Centrale has experienced a significant and increasing
 

unutilized liquidity. The project design anticipated a
 

very strong growth in effective demand by member credit
 

unions for loans from the CC. For a number of good
 

reasons (see section V.A.(2)) this has not yet happened.
 

(Although the total amount of lending from the CC in the
 

project's first two years was almost the same as previewed
 

in the project design - FCFA 56 million - the trend was
 

the opposite of that anticipated, as loans made declined
 



from year one to year two instead of recording a share
 

increase.) There have been no requests by member credit
 

unions for loans from the CC during the six past months
 

(9/85-2/86). These circumstances indicate that there is
 

no immediate need for additional capitalization of the
 

CC. There is cause for concern as regards future
 

capitalization of the CC by the grant. The 1-to-2
 

matching is tied to deposits by member credit unions into
 

the CC. Credit unions have the alternative of depositing
 

their liquidity in the agricultural credit bank of Togo
 

(CNCA) where deposits earn a nominal rate of interest of
 

8.5%, while the CC pays 8%. Of course, the CNCA does not
 

offer the credit line of the CC (credit unions may borrow
 

up to twice their deposits in the CC, at an interest rate
 

of 12%). nor the 1-to-2 gearing ratio to become available
 

from grant resources. Tmhese relatively sophisticated
 

financial concepts need to be fully explained to member
 

credit unions, who otherwise may focus entirely on the
 

deposit interest spread between the CNCA and the CC.
 

Furthermore, consideration should be given to increasing
 

the deposit rate payable by the CC to something over 8.5%.
 

a move which would necessitate an increase in the lending
 

rate of the CC.
 

3. Portfolio Profitability: Credit unions are organized
 

to service the financial needs of their membership, who
 

usually have no alternative access to credit except the
 



informal sector (relatives and money lenders). Rural
 

membership is typically about 70% farmers and some 29%
 

teachers and housewives. Urban memberships usually
 

roughly coincide with employees of large organizations.
 

(There are no association credit unions, e.g., a
 

fisherman's credit union.) Rural members typically borrow
 

to pay school fees and for "emergencies." while urban
 

unions' loans typically are for costs associated with
 

housing, health care and school fees. Members may borrow
 

up to twice their deposits, at annual rates of interest
 

ranging from 12% to 24%. far below rates charged by the
 

informal sector. The key to increasing the financial
 

self-sufficiency of the credit union movement in Togo is
 

to increase the effective demand by credit union members
 

for funds for productive activities, borrowable at medium
 

term at comparatively higher rates of interest. The
 

project has laid an adequate organizational and accounting
 

base to support an effort directed at portfolio
 

improvement. A facilitative step could be to increase the
 

interlending rate of interest above 14%, coincident with
 

an increase in the deposit rate payable by the Caisse
 

Centrale on member credit union deposits.
 

4. Risk Management: The risk management program was to
 

have been started in year two of the project.
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Start-up has been delayed by the need to train COOPEC
 

managers and set up accounting systems for the COOPECs.
 

In addition, a decision by the Minister of Finance is
 

expected in April, 1986 as to whether the program may
 

proceed with an external insurance company (CUNA Mutual).
 

Its absence has not, to date, restrained project
 

development. Worldwide experience in the credit union
 

movement has demonstrated that the program is a valuable
 

tool in promotion of increased savings.
 

B. Technical Self-Sufficiency
 

1. Personnel
 

The project design assumed levels of competence and
 

organization substantially higher than were identified
 

during implementation. Much time has had to be used to
 

train credit union ma.iagerial personnel, to put into place
 

an accounting system, to audit credit union books and to
 

develop a "credit union to FUCEC-TOGO" reporting system.
 

Only 2% of the "number of credit union committee member
 

training days" planned in the project paper was achieved
 

in 1984/85, while the "number of credit union manager
 

training days" was exceeded by 260%. Relegated to a later
 

date (1986) has been training of credit union committee
 

members (for example, loan committee members, development
 

of a personnel management system and most "FUCEC-TOGO to
 

credit union" promotional activities). Extensive
 



recommendations on development of the personnel system are
 

made elsewhere in the evaluation (see sections II and
 

V.A.7-11).
 

The current training emphasis is on the cadre of
 

inspectors of credit unions (five out of seven have been
 

recruited).
 

Regional service centers were to have been initiated
 

in year two of the project, to be staffed by managers paid
 

jointly by the credit unions concerned. Currently,
 

project management is debating the appropriateness of the
 

service center concept for rural Togo, where logistical
 

problems suggest that a system of itinerant
 

bookkeepers/managers working out of their residences may
 

be both cheaper and more productive. A service center in
 

FUCEC-TOGO headquarters may be appropriate for certain
 

Lomi credit unions.
 

2. Managed Credit
 

Project staff are very aware of the long-term
 

importance of increasing the effective demand by credit
 

union members for credit union resources. The small
 

farmer production credit program (SFPC) is to be initiated
 

later in 1986 (following the Mindock study concluded in
 

November, 1985). roughly on the schedule anticipated in
 

the project paper. The SFPC program, together wit"!
 

assistance to the fifteen best rural credit unions to be
 

provided through a grant from the African Development
 



Foundation (ADF), have the potential of developing model
 

programs of locally managed credit. The SFPC program
 

might be implemented in conjunction with the AID-financed
 

Zio River Project, being carried out with the assistance
 

from 	Partnership for Productivity. However, there are
 

risks of non-replicability, and of skewing FUCEC-TOGO
 

efforts disproportionately toward leading member credit
 

unions. Serious consideration should be given to using
 

the SFPC program to advance the more general goal of
 

improving the profitability of rural credit unions, not
 

only in farmer credit, but also in credit for small-scale
 

processing and services.
 

3. 	 Financial Planning
 

In their financial planning, project staff make
 

extensive use of the project's Wang PC (512kb memory) with
 

"Lotus 1-2-3" software. A female Togolese has received
 

training on the PC in France, and works closely with the
 

project's technical advisor in preparing financial
 

analyses.
 

The numerous financial statements and projections
 

prepared in the context of the mid-term evaluation provide
 

ample evidence of the project's well-developed financial
 

planning capabilities. For example, budgetary projections
 

incorporating project design assumptions have been
 

prepared for 1985-95 (see section V.A.4). A detailed
 

operational budget for 1986 was prepared in December,
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1985. A 12/31/84 consolidated balance sheet for the
 

entire credit union movement in Togo has been prepared.
 

This followed major efforts to assist member credit unions
 

in establishing sound accounting procedures (long-term)
 

and to audit all credit unions (second half of 1985).
 

Quarterly financial and progress reports are prepared as
 

required.
 

A key assumption concerning the project output of
 

increasing self-sufficiency is that, "savings in urban
 

societies will exceed loan demand, allowing investments in
 

the central liquidity facility." It is clear from the
 

project paper that such liquidity is to be directed
 

towards rural credit unions, for lending for "agricultural
 

purposes" (PP. p. 4). As noted elsewhere, this has not
 

yet occurred. There has been an excess of loans granted
 

to rural credit unions over deposits from them (of 3.55
 

million CFAF. or 17.6% of loans), but the same has been
 

true of urban credit unions (of 8.69 million CFAF. or
 

24.5% of loans). There has been a flow of funds in excess
 

of deposits which have originated in the initial
 

capitalization of the caisse centrale by Brot fur Welt and
 

the Centre International du Cridit Mutuel Francais. It
 

was also noted that the project's record-keeping system
 

was not expressly designed to monitor the flow of funds
 

between rural and urban member credit unions, although
 

such data can be extracted from the computer data base.
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Data on the purposes of loans made by credit unions are
 

not systematically tabulated at the FUCEC-TOGO level.
 

Closer monitoring of the intra-movement flow of funds, and
 

of the usage of funds at the credit union level, would be
 

appropriate to the project's purposes.
 

C. Financing
 

In general, it can be said that the project's
 

partners have supplied the inputs as scheduled. As
 

described in Annex -- and in the table below, the greatest
 

variances are the following:
 

A.I.D.: Technical advisors' allowances were
 

significantly less than budgeted, and the
 

CLF capitalizationn did not start as
 

scheduled.
 

Movement: 	 The contribution by FUCEC-TOGO from earned
 

income was 25% less than budgeted, but
 

credit unions themselves contributed 278%
 

more than was originally foreseen.
 

CICM: 	 Since the nature of the assistance to be
 

provided was not specified in detail in the
 

project paper, it is difficult to determine
 

the reasons for the overall variance. Part
 

of the shortfall is no doubt due to the rise
 

of the dollar early in the project. In any
 

case, operating support to FUCEC-TOGO and
 

Equipment purchases exceeded the amounts
 

budgeted.
 



GRT: 	 The Togolese government's contribution was
 

greater than expected because of the
 

duty-free privileges accorded on the
 

importation of project equipment.
 

BFDW: 	 The variance here is due to two factors: a
 

9-month delay in project start-up and the
 

rise of the U.S. dollar early in the project.
 

ACOSCA: 	 Training inputs were provided in the
 

approximate amounts expected, but the
 

closure of its Lomi Regional Office reduced
 

the amount of direct technical assistance
 

provided.
 



Amount 
Source Budgeted 

A.I.D. $802.472 

Movement 263.175 

CICM 115.195 

G.R.T. $ 27.436 

B.F.D.W. 75.000 

ACOSCA 27.545 

$1,310.823 

INPUTS SUPPLIED 
(in U.S. $) 

Amount 
Provided 

Variance 
Amount % 

$563.870 -$238.870 - 30% 

342.814 79.639 30% 

52,382 - 62.813 - 54% 

$ 58.519 $ 31.083 -113% 

58.014 - 16.986 - 23% 

11.845 - 15.700 - 57% 

$1.087.444 $-223.379 - 17% 



Appendix 14
 

SUMMARY OF INPUTS PROVIDED
 
First 27 Months of Proiect
 

(in U.S. $)2
 

Amount Amount 


Source 	 Budgeted Received 


1. 	U.S. Agency for Inter
national Development
 
a. Operating Sub-Grant
 

to FUCEC-TOGO 12,985 104,793 


b. Capital Grant (CLF
 
Capitalization and
 
Construction of
 
Offices) 88,669 0 


c. Vehicles and
 
Equipment 24,238 19,191 


d. Technical
 
Assistance 576,660 439,886 


Sub-Total: A.I.D. 802,472 563,870 


2. 	Togolese Credit Union
 
Movement 
a. Expenses Financed 

from FUCEC-TOGO 
Earned Income 31,176 23,281 

b. Expenses Financed 
from Credit Unions' 
Earned Income 49,188 136,722 

c. Estimated Value of 
Hours Worked by 
Volunteers 

Sub-Total: Movement 
182,811 
263,175 

182,811 
342,814 

3. Centre International 
du Cridit Mutuel 
a. Operating Grant to 

FUCEC-TOGO 7,756 12,483 

b. Equipment 0 6.195 

c. Loan to CLF 9,643 9.643 

d. Consultants/Others 
Sub-Total: CICM 

97,796 
115,195 

24,061 
52,382 

% % of
 

Received Total
 

93% 10%
 

0% 0%
 

79% 2%
 

76% 40%
 
70% 52%
 

75% 2%
 

278% 13%
 

100% 17%
 
130% 32%
 

161% 1%
 

100% 1%
 

100% 1%
 

25% 2%
 
45% 5%
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Amount Amount % % of
 

Source Budgeted Received Received Total
 

4. 	Government of Togo
 

a. Salaries (2 persons) 25,075 25,075 100% 2%
 

b. Hotel/Training
 
Center Discounts 2,361 2,361 100% 0%
 

c. Duty-Free Privi
leges 0 31,083 100% 3%
 

Sub-Total: GRT 27,436 58,519 213% 5%
 

5. 	Brot FUr die WELT
 

a. FUCEC-TOGO Training
 
Grants 46,429 29,443 63% 3%
 

b. CLF Capital Grant 17,857 17,857 100% 2%
 

c. Risk Management
 
Grant 10,714 10,714 100% 1%
 

Sub-Total: BFDW 75,000 58,014 77% 5%
 

6. 	ACOSCA
 

a. Training (workshops) 11,805 11,445 97% 1%
 

b. Support from
 
Regional Office 15,740 0 0% 0%
 

c. Others 0 400 100% 0%
 
Sub-Total: ACOSCA 27,545 11,845 43% 1%
 

GRAND TOTALS 	 1.310,623 1,087,444 83% 100%
 

1 	 Franc amounts translated at average rate of 431.52 CFA per U.S.
 
dollar if another rate was not obvious
 

2 	 If the annual amount of a given input was not specified in the
 
project paper, it is assumed that 39.35% of the five-year total
 
should have been provided in the first 27 years.
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SOMMAIRE DES RENDEMENTS PREVUS ET REALISES DU PROJET
 

AU 31 DECEMBRE 1985
 
1 SITUATION A
 
I LA FIN DU
 

IIIERE ANNEE I 21EME ANNEE I 3IEME ANNEE I 4IEME ANNEE I 51EME ANNEE I PROJET
 
I--------- I--------- I--------- I---------.I-...... --
I 


RENDEMENT ITAUX 'R':4691TAUX 'R*:408 ITAUX 'R':377.51 I
 
---------------- I --------
-I--------- I
--------- I---------- I---------I
 

I.NBRE DE JOURS DE FORMATION PI 1150 1 3100 1 3650 1 2520 1 2250 I 10t 
DES MEMBRES DES COMITES DES RI 451 311 271 I0 
COOPEC I I I I I I 

I I I I 
2.NBRE BE JOURS DE FORMATION P1 501 200 I 200 1 400 1 400 I 

DES 6ERANTS DES COOPEC RI 236 1 423 I 451 1 1 704 

3.NBRE DE MEMBRES DU CONSEIL P1 71 71 71 71 71 7 
D'ADMINISTRATION FORMES RI 91 131 131 01 1 18 
(FUCEC-TO8O) I 

4.NBRE D'EMPLOYES DE FUCEC-TOGO PI 131 131 131 131 131 13 
FORMES RI 121 131 141 141 I 14 

I 1 1 1 I 
5.NBRE DE SEMINAIRES LOCAUX P1 101 201 20 1 181 18 8b 

RI I 1 21 01 1 3 

6.NBRE BE SEMINAIRES REGIONAUX P1 51 101 101 91 91 43 
RI 01 41 1 I 5 

7.NBRE BE SEMINAIRES NATIONAUX PI 5 51 5I 51 51 25 
RI 2 1 01 I I 5 

8.AUSMENTATION NETTE DU NOMBRE P1 31 31 31 31 3 15 
DE COOPEC RI 81 71 1 1 I 15 

9.NBRE BE COOPEC AFFILIEES A LA Pf 501 901 110 I 116 I 1191 119 
FUCEC-TO8O RI 531 621 621 1 I 62 

I 1 1 I 1 I 
10. TOTAL BE L'EPARGNE DES I I I I I I 

AFFILIES ($U.S.) I I I I I I 
--AU TAUX INITIAL P1 $804,000 1I 1,071,000 I61,375,000 1 $1,732,000 I 62,143,000 1 $2,143,000 

(280 FCFA/$U.S.) RI $1,075,617 1 $1,480,162 1 1 $1,480,162 
I I I I I 

--AUX TAUX COURANTS RI $642,159 1 $1,015,797 1 I I 1 61,015,797 
I 1 1 1 1 I 

11. NBRE TOTAL DES NEMBRES P1 8375 1 9875 I 11375 1 12875 1 14375 I 14375 
DES AFFILIES RI 8466 1 9832 I I 1 1 9832 

I I I I 1 1 
12. TOTAL DES PRETS EN COURS DES I I I I I 

AFFILIES ($U.S.) I I I I I 
--AU TAUX INITIAL PI 6482,000 1 6643,000 I $825,000 I $1,039,000 1 $1,286,000 1 $1,286,000 

(280 FCFA/IU.S.) RI $878,746 1 $1,112,622 1 1 1 $1,112,622 
I I 1 1 I 

--AUX TAUX COURANTS RI $524,624 1 $763,564 I 1 I 1 $763,564 

13. TAUX DE COLLECTE DES COT- P1 501 I 60%I 65% 1 70% I 752 I 75% 
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SOMMAIRE DES RENDEMENTS PREVUS ET 	REALISES DU PROJE'
 

AU 	31 DECEMBRE 1985
 
1SITUATION A
 
i 	LA F.T[U
 

iIIEPE ANNEE 21EME ANNEE I 31EME ANNEE 41EME ANNEE I SEME bNNEE I PROJET
 
SI ----------
I---------- ---------- I----------I
 

RENDEMENT ITAUJ 'R':4691TAUX 'R':408 ITAUX 'R':377.51
 
----------------I--------- I----------I---------------------


ISATIONS (Q) RI 36% 28% 30 
I I 

14. COTISATIONS PAYEES ($U.S.I 
--AU TAUX INITIAL Pi $2,857 1 14,821 1 $6,964 1 $9,625 1 $12,991 137,25 

(280 FCFA/$U.S.) RI 
1 

$1,859 1 $1,740 1 1 $r,59 

--AUX TAUX COURANTS RI $1,11)I $1,194 12,30 

15. 	COOPEC PARTICIPANT AU PRO- P1 01 151 401 65! 851
 
GRAMME DE L'ADMINISTRATION RI 01 01 1 1 1
 
DES RISDUES 
 I
 

16. 	EPARGNE ASSUREE $U.S.) I 
--AU TAUX INITIAL Fi $0 $140,625 1 $930, 143 1 $1,453,125 ,c$489,286 1 $1.453, 

(280 FCFA/tU.S.1 R! $0 1 $0 IS 

--AUI TAUX COURANTS R1 I$0 II 
I 

17,PRETS ASSURES ($U.S.) 
--AU TAUX INITIAL P1 $01 $4,375 $293,572 1 $559,286 1 $871,875 $i,87 

(280 FCFA/$U.S.) RI $0I$0 I 

--AUl TAUX COURANTS RI $0 $01I
 

18. 	COOPEC INSPECTEES Pi 751 106 1 110 1 116 1 119 1 
RI 01 201 71 27 

19, 	NBRE DE BUREAUX REGIONAUl P1 0 01 I1 
CONSTRUITE FI 0 0 

2. WJRE DE CENTRES DE SERVICES P; 0 21 1 14! 
RI 01 0 

21.NERE DE NOUVEAU CENTRES DE Pl 3 31 41 51
 
SERVICES P1 0 0
 

I I 	 II 
22. 	MONTANT TOTAL DES PRETS OC- .
 IIl
 

TROYES AUX COOPEC PAR LA CAISSE I1 I 

CENTRALE $U.S.) I ! I
 
--AU TAUX INITIAL F $27,50I $173,900 I $324,200 1 $4t9,400 I $5F',0 • $1,52, 


t280 FCFA/SU.S.) R 	 $178,520 163,50') I $142.62,
 

--AUX TAUX COURANTS RI $46,877 1 $43,578 i $0 	 $ 45, 


23. 	POURCENTAGE DU TOIAL DES Fl I % 1 2?, 738.1 8 45.7%9. ;74S1. 

CHARGES PAYES DE LA FUCEC-TOGO R! 8,4X 1 7.21 I 1
 

3EST AVAILABLE DOCUMENT 
P = PLAN 	 R = REALISATION 
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SOMNAIRE DES PENDEMENTS PREVUS ET REALISES DU PROJET
 

AU 31 DECEMBRE 1985
 

SITUATION 4
 

LA FIN DU
 
IIIERE ANNEE I 2IEME ANNEE I 3IEME ANNEE I 41EME ANNEE 
 51EME ANNEE I PROJET
 
I--------- I----------- I---------- I----------- I----------


RENDEMENT ITAUX 'R':4691TAUX 'R':408 ITAUX 'R*:377.51
 
-----------------------------I----------I 
 I-----------I---------- I----------I 
 -----

PAYE DES REVENUS PROPRES I I I I I 
II 

24. NBRE NET DE NOUVELLES P1 II II II II I 5 
COOPEC URBAINES AFFILIEES RI 01 31 1 1 

I I I I I 
25. RAPPORTS TRIMESTRIELS PI 2 4 I 41 41 41 IS 

FINANCIERS/STATISTIOUES RI 41 4 11 I 9 
DES AFFILIES I 

26. 2IEME PLAN QUINQUENNAL DE PI 01 0 I 0 01 I I 
DEVELOPPEMENT DE LA FUCEC-TOGO RI 01 01 1 1 

27. NBRE DE PROJETS DE CREDIT Pi 01 01 01 51 151 20 
PRODUCTIF RI 01 01 I 1 1 0 

28. NBRE DE MANUELS DE FORMATION 
I 

FI 
I 

2 10 10 51 I 2 
MIS AU POINT RI 1 1I I 1 

29. NBRE DE DIRECTIVES CONCERNANI P1 10 1 5 5 21 27 
LA POLITIOUE ET LES PROCED- RI 4, 7 1 I :2 
URES 6ENERALES MISES AU POINT I I 

30. VALEUR BRUTE DES FOURNiTURES I I 
VENDUES AUX AFFILIES ($U.S.) I I I 
--AU TAUX INITIAL 

(280 FCFA/$U.S.) 
Pi 
RI 

so I 
$2,430 1 

$1,071 1 
61,662 1 

$2,357 1 
$380 

$3,889 I 
1 

$5,467 1 112,784 
4,4 

--AUI TAUX COURANTS RI 11,451 1 $1,141 1 $282 1 1 1 S2,877 

31.NBRE D'AFFILIES ACHETANT 
I 

PI 
I 

01 
I 

301 
I 

601 
I 

901 
I 

115 1 !15 
DES FOURNITURES RI 31 I 231 I 1 I 43 

I 1 1 1 1 
32. MARGE SUR VENTES DES FOURN- I I I I I I 

ITURES AUX AFFILIES I I I I I I 
--AU TAUX INITIAL 

1280 FCFA/$U.S.) 
Pi 
RI 

$0I 
$830 1 

$214 1 
$568 I 

$471 1 
I 

$778 I 
1 

$1,093 1 
1 

$2,556 
$1,39E 

I I I I II 
--AUX TAUX COURANTS RI $495 1 $390 I 1 1 1 $885 

33. NBRE DE REUNIONS RESULIERES PI 41 41 41 41 41 
DU CONSEIL D'ADMINISTRATICN DE RI 21 3 I1 1 
LA FUCEC-TOBO I I 

34. NBRE DE REUNIONS REGULIERES PI 41 
I 

41 
I 

4; 41 41 
DU COMITE DE CREDIT DE LA RI 71 31 1 1 
FUCEC-TOGO I I I 

P= PLAN R: REALISATION BEST AVAILABLE DOCUMENT
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AU 31 DECEMBRE 1985
 

1SITUATION
 
LA FIN D
 

IIIERE ANNEE I 21EME ANNEE I 31EME ANNEE I 41EME ANNEE I 51EME ANNEE PROJET
 
I----------- I--------- I----------- -------------------- --------


RENDENENT ITAUX 'R':469.ITAUX-R':40B ITAUX "R':377.51
 
--------------.--......-------------
I-------- I----------- ---
I---------I----------
 - ---------
5.NRE DE REUNIONS RE3ULIEURES P1 I1 4 41 4 4 

PU "OMITE DE SURVEILLANCE R! I I 

BEST AVAILABLE DOCUMENT
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CALENDRIER D'EXECUTICN DU PROJET
 

'AU 11/ }
 

1PREMIERE ANNEEII DEUXIEME ANNEEIITROISIEME ANNEEII QUATRIEME ANNEII CIN9[EME ANNEEI
 
I . II---------- II---. .
--------------- ---..............--------
 I--------I I
ACTIVITES: 
 I 121 3 1 4 1 I 1 2 1 31 4 11 121 "141 11213 41 l 2 i 31 4 

----~~~~------------------ 1---------------
1---------------
S I II I I I 	 If--------------- f---------------I
I I I I I I I I 
13. 	ACTIVITES DE FORMATION: I I I 1 
11 I 1 1 1i 1 I I II I I i I 

--LOCALES 	 P 
 II) I11 XI xI XI X xlI x I I I X 1 X IxX II I X I1x I X I
R I I I iiI I IiiI III I I I II I 

--REUIONALES P 
 x I X I X II X XI I IIx I I I 
I I X 11iiX I x I I 
R 	1 I 1 if Ix Ix IX I Ix I I 	1 II 1 1 i 11l 1 


--NATION LES I I I I I I 1 11 1 I I if I I I I I
 
a GERANTS/DIRECTEURS 
 P I I I I x I 1 1 1 I I xI I .x II 1 I I1x I 

R I II- I- I I I I I I I I I ii 1 

o MEMBRES CONS. D'ADMIN. P X I X IX I 
 I X XI X IX I X I:X IX I X I X 
 X I I I I IRI L i IIlxii ! I n1 I l I ' I l l"I
 

-------------. ------- -	 ----- - ....-
I.. .	 .
 
14.RAFFINER DESCRIPTION P I 
I I x'I I I II I I I II 1 1 1 11 1 1


DES TACHES DU RESP. DE LA R I I X I' I 1 11 1 1 1 11 1 1 1: i I
 
CAISSE CENTRALE 	 i --- ._,,_._,.._,__.-__.,,..-,___,__.-_I_,
f---I ,---,---,,---.___


II I II i I i ii I II II I i I 
15. 	COMMENCER OPERATIONS ETEN- P I I I I I IX I I II I I I 1 1 1 I 1 1 1


DUES DE LA CAISSE CENTR ALE I X IX 1 11 1X I I X II : 1
I I I I 1 I 1 

:6. 	METTRE AU POINT DESCRIPT. P1 I l1 I 
 1 	1 11 1 1 III I I 

DES 	TACHES DU RESP. D'AD-
 R I I IXI 111 1 1 11 1 1 11 1
 
MINISTRATION DES RIS QUES --- --- - I-----
I---I---,, . -- I..-- __ Ii ,. . __-.
 

I II I I I I I II 1I
 
17. 	CHOISIR RESP. ADINIS- P1 I 11I II I 	I I 1i 1 III I ;


TRATIO dDES RISQUES R I IX I I I I li I I I I I I I I!I I I
I---I--- I--- I--- 11--- I---i 
....-I 1--- I__--- 11 - -I- - f- I--- - -I -! --I I--.._ !
-- I__ 


18. 	CCMMENCER PROGR. DE L'AD-
 P I I i 1iX I 1 I i I I I! I I I I I I

4INISTRATION DES RISGUES R I I II 
 1 	II1 1 11 i 1 i 1 1 

19. 	CONSULTATION EN INSPECTION 
P I i IIX 1 1 I 1 11 1 II I I I II li i(CREDIT MUTUEL) R I I I 1 1xI I I I I 1i1l II 


20. 	COMMENCER SERVICES D'IN-
 P I i I 1 II I I II I I I 
II i I I II I
SFECTION 
 R 	I I I I 1 I 1 I I I I I I I I I I I I i i 

21. 	 ASSEMBLEE GENERALE/ P I Ix 
 i I I II1 I I II I 1 I I I Ix
ELECTIONS R X I I I II I II I I I II I i I I I I
--------,-,., ._....,.,_,_,.,_,, 
_,.,_,_, _,.,_,_,
 

22. 	RASSEMBLER STATISTIVUES/ P I X I I IX I 
II IXI I I I1 I I II X xX I X 1 I IX 1IX I X II I IINFORMATIONS 
 R Ix I x IIx xXIIx I I I I II x I I I 1II 
 I 	 I 

23.PREPARER STRATEGIE DE 
 P I i III I I I I 1 I I II 1 I I I I
 
CONSOLIDATION 
 R 	I I I I II II I I I I I i I Ii I 

24. 	COMMENCER ACTIVITES DE 
 P 	I I lII x I 111 III II lIf
CONSOLIDATION 
 R 	I I I H I I 	I II I I II I I I i I I 

P zFLAN 
 R 	REALISATION
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CALENDRIER D'EXECUTION DU PROjET
 
.......... ......---- ........---- ..

(AU 31/12/B5)
 

I PREMIERE ANNEEII DEUXIEME ANNEEIITROISIEME ANNEEII GUATRIEME ANNEII CINOIEME ANNEEI
 
I-------------.. --II----------- I-----------.
1.-...II..------- -- . II--------------


ACTIVITES: I 1 1 2 13 1 4 1 12 1 3 1 4 
1 1 2 13 1 4 11112 1 3 I411 1 1 2 4I 

I-----------------------I----------------------------------

25. 	CREATION DES CENTRES DE P I I I 1 I 1 x I I x 1 1X IX I x IIX I x Ix I 
 x I x IX IIX 

SERVICES/GESTION COMMUNE R I 
I 	I 1 1 1 1 1 1 1 1 1 1 1 1 iI I I I
 

26. 	REVISIONS/MODIFICATIONS P I I I I 111 I I I II I If I I I I I I I
 
DU BUDGET R I I I 1 I I I i I 1 I 1 I II I I I I I 1
 

27. 	RECRUTER CONSEILLER EN P I I I1 
11 1 1 1 11 1 1 1111 1 1 1 11 1 1 1 1
 
CREDIT PRODUCTIF AGRICOLE R I I I i I I I 1 I I 1 
I 	 I I I I II 1 I I 1
 

- -1 -- .. .. ,1 --
I, -I - -I - - , . ,.---.-. _ _ ___,I.._,___,I
,-.-,___,,.--__--,.__-,_--..,_--_-_-,.._--


28. ENVOYER CONSEILLER EN 	 P I I II I I I I
I I I I I 1 I II I I 1 I
 
CREDIT PRODUCTIF AU POSTE R I 1 11 1 1 1 
 11 I 1 11 1 II I I I
 

I -I -I -I - I - -! -- --I 1,-.---.,I.,---,I, I---------	 - - 1 - - - I--, I--I-- --- ---_.___,, --- I 


3.COMMENCER ACTIVITES DE P I I I 1 I1 1 1 1 I 
1 1 I I I 1 11 1 1 1 1
 
CREDIT FRODUCTIF R I I I I II I I I II I I I II I I I I
I I
 

30. 	ETABLIR BUREAUX REGIONAUX P I I 1 11 1 1 1 1 1 1 11 1 1 1 11 1 1 III
 
R i I I 1 I1 1 1 1 1 1 1 1I I I I I 


31. 	FOURNIR ASSISTANCE TECH- I I I 1 1 I 1 1 I II I I I II 1 
 I I i I I 
NIQUE & FORMATION PRATIGUE P IX IX I X IX 11 X I X I X I XII X I X II I X 1II IX IY IX 1 I I I I X I X I 
A TOUTES LES AFFILIEES AU R I I XI XI XI X 11 XI XI XIIX IX I I 1 II I I 1 I I I I 
MOINS 2 FOIS PAR AN I--- I ---I... ..---I---I--- ,--- ,---,---, ------ I ---I I---I---I---I---I 

I I I 1 I I 1 I I I I I II I I I 1 I I I 
34. 	EVALUATIONS OFFICIELLES P I I I I I I 1 I X I I 1 II I I II I I I I 

R I I 1 I I I I I I I I II I I 1 1 1 I I I 

33. 	COMMENCER ACTIVITES D'ELAB- P I I I 11 1 1 11 1 1 11 II I 1 11 1 1 1
 
ORABATION DU 2IEME PLAN R I I I I II I I I I 
I 	I I II I I I II I I I
QUINQUENNAL,--------,-,-,-,-,........,.,.,.,.,__.,_,..
 

I I I I II I I I I I I I II I I I II I I 

34. APPROBATION DU 2IEME PLAN P I I I II I I I I I I I II I I I II IX I I 
QUINOUENNAL R I I I 1 II I I I II I I I II I I I II I I I 1 

35. 	REPATRIEMENT DU PERSONNEL I I I 11 1 1 11 1 1 11 1 1 1 11 1 1
 
D'ASSISTANCE TECHNIQUE: I I I 1 II I I I II I I 1 II I 
I 	I I I 1 1
 
--CONS. EN GEST. FINANCIERE P I I I 11 1 1 11 
1 1 11 1 1 11 1 YI 

R - I I- II I I- I-- I I II I I- I I I 

--CONSEILLER EN FORMATION 
 P I I I 1 11 1 1 1 11 1 1 1 X 1 1 1 1 11 1 
R I I I I I1 I I II I i II I 1 I 

--CONS. EN CREDIT PRODUCTIF F I I I 1 11 1 1 1 11 
1 1 11 1 1 11 1 1 
R I I I 1 II I I I II I I I II I I I I I I 

BEST AVAILABLE DOCUMENT 

P 	PLAN 
 R = REALISATION
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