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PILOT PROJECT FOR FRUIT AND VEGETABLE MARKETING
 

QUARTERLY REPORT
 

JULY 1 - SEPTEMBER 30, 1992
 

Project No. 66-7-0051
 
PIO/T No. 667-0051-3-90043
 
LOC No. 72001395
 
Technical Office: 
USAID/CHAD
 

Total Estimated Amount: $2,429,403
Total Committed Amount: 
 1,120,505

Funding Source: 
 USAID/Chad
 

The ImplementationTargets section is 
a summary of achievements
referring to the expected project outputs presented in the
project paper and the annual work plan. 
The body of the report
is divided into two main sections: AdministrativeandTechnical.
Although the Marketing Logistics, the Marketing Intelligence and
Product Technology Units have well defined responsibilities, the
project output reflects an integration of activities from all of
the units which makes attributing a report or an intervention
activity to a specific unit misleading.
 

IMPLEMENTATION TARGETS
 
The following is a summary discussion of the project achievements
to date based on the expected project outputs listed in the
project paper and the work plan.
ProjectOutput:
 

1) 
 Improved crop handling in terms of sorting and packaging.
Storage facilities constructed in Karal and Dagarmassa and
evaluation of their technical and economic effectiveness.
Improved traditional food processing techniques undertaken and
medium scale processing facilities and opportunities will be
investigated.
 

Project interventions:
Better market quality of produce through improved genetic
material for more efficient transporting, longer market life and
greater consumer acceptance.
 

Project Achievements:
High quality tomato, melon and watermelon seeds were
distributed to selected farmers in the project area with the
understanding that the harvest would be retained (not sold
in the market) and seeds used for next year's harvest.
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However, because of the late arrival of the seeds in Chad
and the subsequent distribution to farmers after the normal
planting period, only one farmer attempted to plant the
tomato seeds. 
 The project supplied cantaloupe seed and the
traditional cantaloupe seed that were planted late were
badly damaged by insects at the end of the season making it
impossible to compare the seeds. 
 Two watermelon fields had
sufficient yields to permit seed collection. Seeds from
these melons were extracted and preserved for use next
season. 
The weak performance of the introduced varieties
was also a result of the high temperatures and low levels of
soil moisture during plant growth.
 
The late planting of seeds invalidated this as a reliable
comparative test of the seeds from the USA. 
As the evaluation of
the effectiveness of new varieties in the Karal area will require
at least two years and the project has only one more cropping
season in its planning horizon, it will not attempt to introduce
new varieties to the area.
 

Project intervention:

Sorting and Grading at the field level.
 

Project Achievements:
During the harvest season, the project brought Karal
producers to the N'Djemana office to observe the type of
 
discussions about the retail value of the tomatoes they are
selling. 


sorting and grading done by retailers and to participate in
 
The project staff also gave five in-field
demonstrations 
on sorting and grading to farmers. Karal
farmers were also brought to the N'Djamena project office to
examine the quality of melons arriving on the market and to
discuss ways of improving the quality. 
The project
recommended to the farmers a strategy emphasizing quality
control and initiated field level sorting for quality.


The project was not able to obtain statistically reliable
information on the general increase in prices resulting from
sorting and grading because of the small number of cases
sorted and problems in monitoring sorted cases reaching the
market. 
However, the prices of the sorted cases that were
monitored were significantly higher than the unsorted.
There is still a great deal of reticence on the part of most
farmers to undertake more extensive sorting and early
harvesting until there is clear evidence that there will be
a substantial financial gain.
 

Project intervention:
Evaluation of field-market containers. 
Emphasis on modified tea
case for producer, trader and retailer acceptance.
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Project Achievements:
The project manufactured 12 half size tea cases to test
their acceptance with traders and retailers. 
These cases
were used by a major producer for more than ten trips to the
N'Djamena market. 
 The producer/trader who used the half
size cases was pleased with them as they sold quickly in the
market. 
ACDI marketing surveyors in N'Djamena reported that
retailer acceptance was good: retailers felt that there was
less damage, and as the price per case rose at the end of
the season, many retailers preferred the smaller case
because of the lower price. 
As the half case is a variation
on existing technology rather than a completely new method
of packaging, it is easily accepted at-all levels in the
marketing chain.
 

Project interventions:
Vegetable storage facility at Karal and N'Djamena.
 

Project Achievements:
The vegetable storage facility at Karal is completed with an
evaporative cooler installed. 
Although the facility was
available for storage, there was no demand for it in the
1992 cropping season.
 
The Federation of Groupements (AGDERUMKA) completed the
construction of a walled hangar in the Cholera market in
April, 1992. 
 Storage of cereal grain and vegetables began
almost immediately.
 

The project assigned a local staff member to assist at the
hangar in inventory control and to observe market activity.
A short term cooperative management expert was brought to
Chad to assist the Federation in developing a management
system.
 

As the facility only came on-line in April, which is the
middle of the harvest season, there has not been time to
evaluate its economic and organizational viability.
 
Project intervention:
Alternate to fresh market selling -
Expanded and improved
marketing of dried tomatoes and okra from the Karal area in the
N'Djamena markets.
 

Project Achievements:
The project initiative in the construction storage units in
Karal and N'Djamena, and initiating a drying activity for a
woman's groupement has provided the basis for establishing a
tomato drying industry in the Karal area. 
 Although tomato
drying on a large commercial basis is not a traditional
activity, inroads were made towards changing tomato
producers' attitudes regarding tomato drying as a profitable
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income generating activity.
 
The project was not able to fully test the tomato drying
intervention as the drying activities did not get underway
until past mid-season when the price of fresh tomatoes was
beginning to rise rapidly. 
This meant fewer tomatoes
available for drying and less incentive for women to
organize this activity.
 

Project OUtDut:
2) Improved extension services will be made available to
groupements: 2,000 farmers and families, 30 sellers in the
N'Djamena market. Fifteen extension agents,- and 3-4 counterparts
will be trained in the course of two and a one-half years in
marketing techniques and practices.
 

Project intervention:
There was an invalid assumption that extension agents would be
available to be trained to transfer marketing related technology.
The project staff will give training directly to farmers and
organize field demonstrations through the federation.
 

Project Achievements:
There are approximately 1,000 registered groupement members
whose groupements are members of the Federation. 
The
project has begun training farmers in marketing strategies
through meetings held between Federation members and the
project staff at Karal. 
 The project is also holding
meetings at the village level and meetings with
producer/traders in N'Djamena. 
 SECADEV agents are assisting
the project in strengthening the Federation by organizing
meetings of groupement members to participate in technology

transfer activities.
 

The project organized a three day post harvest training
workshop for SECADEV agents to provide them with orientation
in post-harvest technology. 
The project held a three-day
Federation Management workshop for 9 members of the
Federation Board of Directors.
 

Project intervention:
The federation hangar and vegetable storage facilities will
enable the project to give training to wholesalers and retailers
at the market.
 

ProjectOutput:
3) Four transport systems identified, tested and evaluated:
improved traditional and new transport options from field to
storage and on to N'Djamena through the use of trial shipments.
Credit sources will be identified for intermediate transport from
field to storage.
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Project intervention:
The improved transport system program will analyze the
effectiveness of transportation: 
 animal transport for short
haul, economic feasibility of improving road quality for heavy
trucks, evaluation of transport rotation system favored by the
traders.
 

Project Achievements:
ACDI investigations indicate that use of animal cart
transport for horticultural produce is unacceptable to
farmers. 
Vehicles are available and the importance of
transporting fresh produce as quickly as possible from the
field to market makes the use of animal transport
impractical. 
 The project investigated the possibility of
establishing strategically placed field assembly points to
reduce the distances traveled by motorized vehicles.
However, this is not practical at this time.
 
-
 There is no evidence of systematic price exploitation of
farmers by transporters. 
In the past season, transport
prices rose and fell according to the level of demand. 
The
large number of transporters available to the project area
and the seasonal variation in transport prices indicate that
competitive market forces determine transportation prices.
Long distances traveled, poor roads, barrier taxes and the
high cost of repairs are the primary factors causing high
transportation costs.
 
A roads engineer attached to OFNAR visited the Karal area to
observe the conditions of the farm-market road from Dandi to
Karal to consider the possibility of reconstructing the
road. 
A second observation trip was made in the April-June
quarter to investigate the conditions of the direct route
from Dougia to Karal. 
 The possibility of road
rehabilitation is being considered by the OFNAR project.
 
Monitoring of the transport rotation system to reduce daily
gluts in the market was begun in March with the beginning of
the harvest season and continued through the end of May.
Preliminary results of an analysis of produce transport
through the project zone shows some alternating daily pickups from competing production zones which helps to reduce
large amounts of produce arriving one day and small amounts

the next.
The rotation schedule used in two sub-zones of the major
tomato producing areas for the March 
- May season shows
potential to reduce market glut for the two major tomato
producing areas.
 

ProjectOutut:
 
4) Market selling systems identified, tested and evaluated
includes feasibility of cool storage in Karal and N'Djamena and
 

5
 



the establishment of specific producer 
- seller relationships
with women's groups and institutions.
 

Project intervention:

The federation hangar and vegetable storage facilities will
enable the project to test the technical and economic feasibility
of cool storage.
 

Project Achievements:

The construction of the vegetable storage facility completed
in Karal and N'Djamena. 
A proposed storage facility in
Dagarmassa has been canceled.
 

Project intervention:
 
Establish specific producer-seller relationships.
 

Project Achievements:
The project has looked into the dynamics of the retail
market system in an attempt to identify a women's market
retail group with which producer/traders could establish a
producer-seller relationship. 
This type of buyer group does
not exist in the major retail markets. There are some
examples of market women who have formed credit related
associations, but there is no organized buying by women's
 
groups.
 

Project OutDut:
 

5) Fifteen trial shipments organized, tested and evaluated to
establish more efficient transport systems. 
This would include
containers and packing techniques, carriers and transport
arrangements, market segments and sales options, and the
efficiency of the communication and information network. This was
to begin at the end of the first year of project operation.
 

Project Intervention:
 
- Sorting & grading at field level.
 
-
 Harvest maturity program.

-
 Reduce cost transportation program.
-
 Evaluation of field-market containers.
 

Project Achievements:

In March and April, 1991 six trial shipments were undertaken
by the project. 
The project purchased tomatoes, melons,
watermelons and potatoes from producers in the field and
transported them to N'Djamena. 
These trial shipments did
not add appreciably to the understanding of marketing nor
did it expand the marketing horizons of the farmers.
involvement of the project staff, including expatriate

The
 
members of the staff created an artificial selling
environment which resulted in invalid 
 information. 
The
project believes that the information that was expected from
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trial shipments can be better obtained through the other

interventiors.
 

Project Output:

6) Marketing monitoring and intelligence infrastructure and a
data base organized and functioning to collect and analyze
statistical market data on a regular basis for use in planning
and forecasting market trends and behavior. 
A monthly bulletin
published with information on the fruit and vegetable marketing.
 

Project Intervention:
 
Marketing information program.
 

Project Achievements:

The project has a team of market surveyors collecting price
and quantity information for selected produce in the major
wholesale markets in N'Djamena. This daily price
information is being used not only by the ACDI project, but
CARE and AFRICARE are also using ACDI information for
transmission to their field areas.
 

The ACDI project transmits this information three times
weekly by single side-band radio to Karal where it is placed
in French and Arabic on a bulletin board facing the village

market area.
 

The project has also published monthly bulletins on
wholesale prices for selected vegetables in the N'Djamena
market for the months August 1991 through June 1992. Copies
of the bulletin are sent to: 
 DSA (Division de la
Statistique Agricole), BIEP (Bureau Interministeriel d'Etude
et de Programmation), ONDR (Office National de Developpement
Rural), ACRA (Association de Cooperation Rural en Afrique),
ONADEH (Office National de Developpement de l'hortoculture),
DEES ( Direction de la Statistique et des Etudes
Economiques), Chambre Consulaire (Centre de Formation),

AFRICARE, CARE, ORT, USAID.
 

ADNINISTRATIVE
 

ACDI Proposal for a six-month extension: The USAID mission
concurred with ACDI's proposal to extend the project six months
beyond the orginal December 31, 1992 termination date. 
 The
mission cited the late start-up date of the project, the
interruptions of project implementation by civil disturbances and
personnel changes, and the invalidity of certain basic
assumptions for the need to extend the project.
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TECHNICAL
 

Project Extension (Technical): In concurring with ACDI's request
to extend the project through the 1993 vegetable production
season, the USAID mission recommended that the project should
focus its activities on a number of sustainable interventions
that could be completed by the new termination date and that
could have a significant impact on 
the target population. The
mission recommends that the project:
 

-
 Focus interventions on tomatoes
-
 Strengthen the management capability of the Federation
-

-

Concentrate on the most promising marketing interventions
Continue the Marketing Information System program:
dissemination information, developing marketing strategies
and interacting with appropriate GOC agencies and the AMTT
project.
 
- Limit activities in Dagarmassa
-
 Identify commercial seed suppliers in Chad and help
farmers establish contacts with them.
 

PVO Conference: The technical assistance team participated in a
three-day PVO Conference from July 28 to July 30. 
 The Chief of
Party presented an overview of the project activities and
achievements. 
As a result of the interaction of PVOs at the
conference, ACDI increased its collaboration with CARE, AFRICARE,
and the AMTT project.
 

Reviewof1992Activities and 1993 cazn 
 The project
submitted to USAID a summary report reviewing the 1991-1992
project activities and their results. 
The report reviews the
activities involved in implementing the project's nine marketing
interventions and assesses their potential effectiveness. 
 It
examines their potential for making a people level impact with
the resources available to the project. 
These evaluations take
into account the sociological, economic and technical
considerations that would lead to technical and organizational
diffusion of the interventions and their long term
sustainability. 
The conclusions of these evaluations provides a
rationale for allocating project resources for the 1993 Yaral
harvest season.
 

Seminar& ReportonMIS: 
In August, the ACDI Chief of Party
presented a review of the project Marketing Information System to
the USAID mission, and PVO representatives. 
The purpose of the
presentation was to describe how the marketing information system
operates and to determine if it can be of service to other PVOs,
local NGOs and USAID projects within the scope of ACDI's project
resources. 
The presentation was formalized into a document which
describes the data collection methodology, and the system's
structure and function. 
 It then explains the type of statistical
and qualitative information that is already being collected.
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This is followed by an outline of the use of the data in
monitoring and evaluating socio-economic impacts, developing
marketing strategies, identifying priorities for farm-market road
construction and rehabilitation and for identifying problems
relevant to future marketing projects. Finally, there is a brief
discussion of the ways that the system may customize its services
to serve the needs of other organizations.
 

Green Bean (Haricot Verts) contract farming in Dagarmassa: 
 In
July, the project reopened discussions between the farmers of
Dagarmassa and Mr. Patrice Perois, 
a horticultural producer and
exporter from Bougemene. 
Mr. Perois wanted to explore the
possibility of contracting with Dagarmassa farmers to grow green
beans for export to France. 
After several meetings, it was
determined that the marketing costs would be too great for Mr.
Perois and the risk of farmers being left with unsold produce was
also too high.
 

- Transport Costs: 
 During the harvest season, the
refrigerated truck belonging to Mr. Perois would have to go
from Bougemene to Dagarmassa, pick up the produce on a daily
basis and return to Bougemene where the beans would be
cooled, sorted and packed. 
They would then be transported
in the same truck to the N'Djamena airport for shipment to
France.
 

- P Dagarmassa farmers had no experience in
production for export. 
 If they began producing small test
amounts, the per unit cost of transport would be very high.
On the other hand, if they produced a quantity large enough
to make transport economical, there was the risk of not
being able to control the quality at the level required for
international export.
 

Contactwith Aother Association of Groupements: Representatives
of the ACDI technical assistance team visited the Integrated
Rural Development Project (PDRI) of Mandelia, in Canton Madiagho,
75 km. south of N'Djamena. 
During the visit contact was made
with Mr. Leo Rizzo, Chief of Project and Mr. Alberto, project

Agronomist.
 

This project is managed by ACRA (Association of Rural Cooperation
in Africa) an Italian NGO, in collaboration with the ONDR/ADER.
The project began in 1986 and will end in 1994. 
 The objective of
the visit was to obtain information on 
the organization of
groupements and on the supply store managed by some of the PDRI
groupements. 
Although the PDRI Association of groupements is
officially newly formed, the associated groupements have been
working together for a few years. 
 The marketing objectives of
the PDRI Association are the same or similar to the AGDERUMKA
objectives. 
The PDRI is also supporting a supply store located
in Mandelia and managed by area groupements. The store is selling
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agricultural inputs (seeds, fertilizer etc.)
necessities (sugar, soap etc.). 
and basic
 

The opening of another store is
scheduled in the village of Loumia, 40 km. south of Mandelia.
 
The PDRI has been working together with groupements for one year,
to establish an Association of groupements. The groupements
position will be regularized through registration at the Chadian
Commerce and Cooperative Ministry. 
The project feels that it
will be beneficial to establish regular contact between AGDERUMKA
and the PDRI association and groupements. This kind of contact
will enable the members of the two Federations to share their
ideas and experiences. 
 Common training sessions could be
programmed by the two Federations. 
A cross,visit program between
AGDERUMKA members and the PDRI Association could be scheduled.
 
Modified Field-Market Produce Containers: 
 During the 1992
harvest season the program focused on testing the technical and
economic feasibility of using a half size tea chest for vegetable
transport. 
These were found to be highly acceptable to farmers,
traders and retailers and the project is preparing to expand this
 program.
 

The project is attempting to identify possible tea case suppliers
and carpenters to modify the cases 
in N'Djamena. 
To test the
carpenters, three redwood tea cases were purchased in the Central
Market. 
Two significant points emerged out of the purchase of
the cases. 
 First, the cases sold in the Central Market are
largely purchased in Cameroon. 
 The merchants who sell the cases
cross the border to Kosseri to purchase their stock. 
 The project
also found that the 750 CFA price for new cases is negotiable.
During this time of year the demand for the cases 
is very low.
AGDERUMKA farmers have been able to purchase red wood cases
as little as 350 CFA. for
One implication of this information is
that the least expensive method of acquisition is to have
AGDERUMKA farmers purchase the cases 
in Cameroon during the offseason.
 

The three cases were distributed to carpenters in the capital
city: Meneuserie Gami Mahamat, Grand Meneuserie du Chari, and
Men:uierie LeClerk II. 
 Each carpenter was given a description of
the york required and asked to give a wholesale price quote upon
completion of th, work. 
All three craftsmen performed nearly
identical work uf acceptable quality with prices between 600 and
1,000 CFA per modified case. 
 At this cost, the half case would
have to be sold at double or triple the price of an unaltered,
full size case. 
 This price is far above what area farmers have
indicated they are able or willing to pay. 
This prohibitively
high price can be largely attributed to two factors. 
 First, the
high quality of the reinforcement. 
Unlike those 1/2 cases used
during the 1992 season these were completely framed, requiring
much more work and materials. 
Second, and perhaps most
important, the choice of carpenters. 
All the carpenters
 



contacted were accustomed to working for international projects,
and other clients, who in the Chadian context, are cash rich and
time poor. 
The prices that they ask are inflated to reflect this
clientele.
 

In order to reduce the production costs of the half case to an
acceptable level, two approaches are being explored by the
project. 
 The first is a simplification of the design. 
The
farmers found the unreinforced 1/2 cases to be more than
acceptable. 
Their only major complaint was the structural
weakness in the bottoms of the 1/2 cases made from the upper half
of the case. 
 This weakness can easily be addressed without
additional reinforcing. 
The second way to reduce costs is to
locate more appropriate carpenters for the manufacture of the
cases. 
AGDERUMKA farmers are assisting in the identification of
possible manufacturers in both N'Djamena and the local. 
area.
 
On-going Activities: Federation members will purchase additional
full-size cases in N'Djamena and, if possible, Cameroon, with a
view toward establishing an inexpensive, reliable, supply.
Federation members will identify carpenters in N'Djamena and in
the Karal area. 
 The craftsmen identified will produce sample
modified cases to determine the price and the speed with which
they can manufacture them. 
 The cases produced during these
trials will be used by AGDERUMKA farmers to ship vegetables from
field to market during the early 'rain depression' season.
 
Federation Management Training: 
 The desire on the part of
Federation members for comprehensive training in cooperative
management and business skill was first brought to light during
the short term consultancy of a management expert in June 1992.
At that time training needs of federation members were identified
and a rough outline for future training was created. 
The
management training is being planned and carried out with a view
toward strengthening the capacity of AGDERUMKA to operate as a
viable cooperative business.
 

Program Activities: 
 On August 15, 1992 
a special meeting of the
Board of Directors of AGDERUMKA was held at the federation
building in Karal. 
 The purpose was to address the continuing
problems of the collection of the subscription funds and the
management of the Cholera Market warehouse. 
Prior to the foraal
meeting, the Board met privately to discuss these problems and to
select a committee of six to address both of these topics. 
Two
other committees, one in charge of external aid and a supervisory
committee, were formed at the same time. 
 The composition of
these committees was formally announced during the meeting and
the roles and responsibilities of each were discussed and

outlined.
 

The warehouse committee is responsible before the board of
directors for the management and operation of the warehouse and
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for the collection and accounting of subscription funds. 
 In
order to prepare this committee to carry out these roles, the
participants requested assistance from ACDI. 
 Following this
request, a training program was scheduled for September 11-13,

1992.
 

The board decided that there was a need for a more permanent
Federation presence in 
 Karal. 
 Al Goni Issa Mahamat, a respected
Karal resident, was appointed to the non-remunerated position of
Permanent Secretary. 
He was given responsibility of the
federation cash box and Karal based accounts.
 
Informal Training: 
 After this meeting, informal
training was begun with the 

'on the job'

new Permanent Secretary.
Fortunately, not only is the secretary literate in Arabic, the
working language of AGDERUMKA, but he also has a knowledge of
basic accounting principles, thanks largely to the work of
SECADEV agents. 
 The training focused on creating and using a
cash journal for Federation business. 
 As part of this work the
secretary began writing receipts in Arabic for all money that
changed hands. Previously receipts had either been non existent
or issued by development agents, in French, a language which only
a handful of Federation members are 
literate. 
The Permanent
Scretary has also begun work on the official AGDERUKA Register
of Members. 
The register records membership as well as
individual and group payments to the Federation.
 

In September, when the Federation began the sale of vegetable
seeds, the Permanent Secretary was given responsibility for the
operation. 
He created a cash journal and a stock journal to
record the sale of seeds, and hopes to acquire a separate cash
box for the seed enterprise.
 

Formal Management Training: 
 Formal training of the warehouse
committee and managers was held at the AGDERUMKA building in
Karal September 11-13. 
 The management training was designed in
response to Federation members request for assistance in the area
of group organization and information management. 
Farmer
participants were given an opportunity to assist in its planning
and design through a series of informal interviews and
discussions. 
This enabled AGDERUMKA members to explain their
individual needs and demonstrate their abilities.
 

In order to better define group training needs in terms of
content and scheduling, a formal meeting of the Federation Board
of Directors was hcid on August 15, 1992. 
 At this meeting the
board defined the basic management structure for the Warehouse
operations. 
 This included a Warehouse Committee in Karal, and
the General Manager and non-member commission agents in
N'Djamena.
 

Training was held in Karal from September 11 
to 13. The
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objectives of the training can be divided into two categories:
Organizational, and Technical.
 

The overall organizationa! goal 
is for participants to begin to
clearly define the objectives and priorities of the Federation
and their individual role in obtaining these objectives. 
 Crucial
to the attainment of this goal is the notion of ownership. 
This
sense of ownership can only come about if members actively take
part in the creation and evolution of the Federation as
cooperative structure. a
Through the creation of a business plan,
and the internalization of their individual roles, it is hoped
that participants will increase their personal understanding of
and commitment to the organization.
 

The technical goal of these session is to create a basic user
friendly accounting system for the management of the warehouse.
The group will create and practice working with the documents
they have identified as appropriate. 
The concept of transparent
management will be emphasized and illiterate members will be
encouraged to participate throughout the process. 
 It is expected
that the system created during this training will be put into
practice in Karal and N'Djamena. 
 Further training can build on
this base when managers feel confident in their ability to use
and understand the basic system.
 

TopicsDiscussed:
 

- Committee Organization: 
 The participants discussed the
role of the committee and adopted a 
'Declaration of
 
Mission'.
 

- Accounting Documents: 
 An Arabic cash journal was created
and its use practiced, along with the 
use and purpose of
receipts. 
 The format of the Register of Members was debated
 
and established.
 

-
The business situation at the Cholera warehouse was
discussed and major issues listed and analyzed.
 

- An initial balance sheet for the Cholera warehouse was
drawn up by the members. 
 This balance sheet was analyzed
following four standards of financial soundness for

cooperatives.
 

-
 The concept of a business plan was introduced and the
importance and basic elements outlined. 
Participants
discussed some of the aspects of the Warehouse business
 
plan.
 

- A profit/loss statement for the warehouse operations in
the month of August was drawn up.
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-A budget for the month of October was created and
responsibility for carrying it out was turned over to the
 
general manager.
 

- A training/meeting schedule for the next two and a half
months was drawn up for the warehouse committee and the
 
Board of Directors.
 

AGDERUMKA Members Participating in Training
 

Mahamat Chein 
 General Manager Cholera Warehouse

Issa Mahamat Permanent Secretary in Karal

Adam Idriss 
 Board of Directors, Treasurer

Moussa Abderhaman Board of Directors, Secretary

Hassaballah Adoum 
 Warehouse Committee, Chairman
 
Moussa Ahmat 
 Warehouse Committee
 
Gombo Abbakora Warehouse Committee
 
Djibrine Garbe Warehouse Committee
 
Houroum Tom 
 Warehouse Committee
 

Sale of Seeds by AGDERUMKA: 
 One of the AGDERUMKA activities
begun this quarter is the sale of vegetable seeds to the farmers
in the project area. 
Obtaining sufficient quantities of high
quality seeds has always been a problem for the farmers. In past
years ONDR and SECADEV supplied farmers seeds through their
extension agents. However, the seeds often arrived late, and
there were not enough. Another problem was that the agents often
allowed the farmers to delay payment and there were many problems
of reimbursement. In discussions with project personnel, both
ONDR and SECADEV said they would be happy to give the
responsibility of seed supply to AGDERUMKA. 
 In an agreement
between ACDI, ONDR and SECADEV, it was established that those
organizations will not intervene in the seed selling in the area.
However, as ONDR had already purchased seeds from France, ONDR
would sell seeds to AGDERUMKA at cost. 
 In the future, AGDERUMKA
plans to seek its own suppliers abroad. The seeds will be sold
through a seeds supply store opened at the Federation building in
Karal and managed by the AGDERUMKA secretary, Mr. Al Goni Issa.
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The seeds listed below arrived in Karal the September, 6 1992.
 
Seeds: PRIMAVAL brand, origin France
 

VARIETY 
 QUANTITY 
 Weight 
 Sale
 
Packet 
 price
Tomato Roma VF 
 500 Packets 
 2.5 gr. 250
 

Fr.CFA
Tomato Marmande 
 210 Packets 
 2.5 gr. 250
 

Fr.CFA
Melon Charentais 
 500 Packets 
 4.0 gr. 250
 

Watermelons Sugar Baby Fr.CFA
 
560 Packets 
 4.0 gr. 250
 

Fr.CFA
Watermelons 
 210 Packets
Charleston Gray 4.0 gr. 	 250
 
Fr.CFA
 

The seeds were bought from ONDR at 200 Fr.CFA per packet. The
profits of 50 Fr.CFA per packet will go to AGDERUMKA.
 
The project has begun collecting information on vegetable seed
marketing in Chad. 
The objective is to put the Federation in
contact with reputable Chadian traders or seed producers in
Europe (France) in order that AGDERUMKA will be able to directly
order the seeds it needs in future years.
 
Some major vegetable seed producers were contacted in France
along with some seed suppliers in N'Djamena. These contacts will
enable the project to collect data needed to import seeds. 
 On
the basis of these data, recommendations will be made to the
Federation about the the most appropriate sources of seed supply
in the future. 
At the same time, data about varieties
availability and agronomic characteristics (maturity cycle,
adaptation at the arid culture, etc) 
are being collected. 
The
information will be used for make recommendations to the
Federation about the varieties best suited for use in the Karal
area.
 

The project is also exploring the possibility of buying seeds in
cans of 100-250 gr. instead of the traditional packets. 
 This
will permit a considerable savings on the price of seeds. For
example, a 100 gr caqn of tomato seeds can be purchased for 2,500
CFA or 25,000 CFA for a kg.
CFA for 2.5 gr. 
The price of seeds in packets is 250
The one difficulity presented by bulk purchases
will be the packaging of the seeds. 
 The seeds could be sold by
volume (the small tea glass is a traditional measure for seeds)
as is normally done in the project area.
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ACDI Interaction With other NGO's: 
 During his first weeks Mr.
Sagui met with representatives of Government organizations and
Chadian and international NGOs. 
The purpose of these meetings
was to introduce Mr. Sagui to the different organizations and to
learn about their activities.
 

The following is a list of organizations and persons contacted:
 

GOC Organizations
 

Ministry of Agriculture 
General Director 
 Mr. Sherif Bichara
 

Daussa
 
Ministry of Agriculture ONDR\ADER 
 Mr. Ngarmadji

Taitangarti
 

Ministry of Agriculture Project Gassi 
 Mr. Abkali Sali
 
Non Governmental Organization
 

SECADEV 
 Mme Pauline 
 Agronomist
INADES Formation 
 Mr. Dounia 
 Trainer
ORT Mrs. Wendy Ascher 
 COP

Mr.Tony Johnson
CARE International Agronomist
Mr. David Neff 
 Director
 

AFRICARE Mr. Dennis Billingsley 
 Cheddra
Mr. John B. Riley Director
 
During the meetings discussions were held about project
activities focusing on those activities common or of interest for
both organizations.
 

Ministry of Agriculture, Director General 
- A formal meeting with
the representative of the Government of Chad. 
 Discussion were
about the ACDI project in Karal and N'Djamena.
 
ONDR/ADER -
 Contact was made with the ADER Project Director, Mr.
N'Garmadji with whom Mr. Sagui had already collaborated with when
he was Project Coordinator for ACRA in Darda. 
Mr. N'Garmadji
gave a general overview of the ADER activities in the Karal area
and of the Project field organization.
 

Gassi/FAO -
Contact was made with the director of the Gassi/FAO
Project to obtain information about their activities in the field
of vegetable seed marketing and testing. 
The director indicated
that in in the past few years, Gassi had sold vegetable seeds as
a part of a Nutrition Improvement Program. 
However, this year
Gassi did not plan to sell seeds.
 
SECADEV -
At this NGO, contact was made with the project
agronomist Mme Pauline. 
 She explained the SECADEV activities in
the Karal project area, their field structure and the kind of
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collaboration SECADEV has with the other area organizations.
The principal agricultural characteristics and problems of the
area were also discussed.
 

AFRICARE 
- Contact was made with the AFRICARE Director. After a
general overview about the projects, attention centered on the
dried tomatoes activities that AFRICARE is promoting in Abeche.
Mr. Riley 
explained the different traditional techniques of
drying tomatoes and the improvements the project is introducing.

CARE International 
- Contact was made with the Director and the
 
Cheddra Project Agronomist.
 

ORT 
- Contact was made with Tony Johnson, Project Agronomist.
 
INADES Formation 
- Inades is an Inter-african organization
working in the field of training. 
There is a possibility of
using INADES services for some of the Federations training needs.
Training for specific needs could be set up by the organization
experts if requested.
 

AGDERUMKAMonthly Meetings: 
 AGDERUMKA has established a routine
general meetings held at the beginning of each month. 
These
meetings bring together the Federation Board of Directors and the
representatives of the 
 federated groupements. Beyond the
Federation members, the representatives of ACDI, ONDR and SECADEV
usually take part in the role of observers and organizers.
purpose of these meetings The
is to discuss the different problems
AGDERUMKA or the federated groupements are facing, find their
solution, communicate decisions, disseminate information etc.
Normally an agenda for the meeting is presented by the Board and
modified by the representatives of the groupements. 
The meetings
are chaired by the President of AGDERUMKA or, in case of his
absence, by the Vice-President. 
The meetings are usually held on
the first of each month in 
a different village.
 
Following is a summary of the last meetings held
Gredaya, July, 8th in
August first in Sidje and September first in 
Guitte.
 
List of Participants at the Gredaya meeting:
 

BoardofDirectors 

HASSABALLAH ADOUM 
HASSANA ABDERAHIM 
MOUSSA IDRISS 
DJIMET DJADA 

VICE PRESIDENT 
COMMISAIRE AUX COMPTES 

MEMBRES 

/KARAL 
/ALGUISSIM 
/MAGUET 

ABAKAR ADOUM /DJANI 
MAHAMAT ABOUD 
RATIP GARBA 

/MALLOUMRI 
/BALTRAM 

ADOUM DJIBRINE /SANGARIA 
ADOUM DJIBRINE /DJANI-ILE 

/DJANI ILE 
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Organizatjons Represented
 

CLAUDIO SAGUI 
 ACDI/KARAL
KHAMIS OURDE 
 ACDI/KARAL
RAMADANE HASSAN 
 ONDR/KARAL
CHECH GOUSSOU 
 SECADEV/KARAL
OUMAR ABAKAR 
 SECADEV/SIDJE
ABDERAMAN ABDERAHIM 
 SECADEV/BALTRAM
MAURICE DIONAYE 
 SECADEV/GREDAYA
 

List of Participants at the Sidje meeting:
 

Board of Directors
 

ALHADJ IBRAHIM ABDOULAYE 
 PRESIDENT
HASSABALLAH ADOUM 	 /BALTRAM

VICE PRESIDENT 
/KARAL


ADAM IDRISS 
 TRESORIER 
 /CHEDIDE
MOUSSA ABDERAMAN
ABDERAMAN ZAID 	 SECRETAIRE
COMMISAIRE AUX COMPTES /ANGUISSRE

/GREDAYA
HASSANA ABDERAHIM 
 COMMISAIRE AUX COMPTES
DJIBRINE BOURMA 	 /ALGUISSIM


MEMBRES
ABAKAR ADOUM 	 /DJANI

" 
MOUSSA AHMAT /MALLOUMRI
 
" 
ABBA ADJI 	 /GUITTE
 

/SANGARIA
ADOUM ADJID 

/DJANI-ILE
HAMIT OUSMANE 

/ALMILESSA
HASSAN DJOUMA 


ABDERAMAN ADOUM" /TOLOBA
 
/ALKOUCK
MOUMINE DJIMET 

/SIDJE
MOUSSA IDRISS 

/MAGUE
 

Organizations Represented
 

JOHN SMITH 

CLAUDIO SAGUI ACDI N'DJAMENA
 

ACDI/KA
ALHADJ ALI MAHAMAT 	 AL
 
ACDI/NDJAMENASIMON GAISSOUMIA 

ACDI/N'DJAMENA
KHAMIS OURDE 

ACDI/KARAL
KIP HARKNESS 


RAMADAN HASSAN PCV /KARAL
 
ONDR/KARAL
ADAM ABBOU 

SECADEV/KARAL
BRAHIM NOURADINE 

SECADEV/KARAL
OUMAR ABAKAR 

SECADEV/SIDJE
ADELE DJIBRINE 

SECADEV/BALTJ
ABDERAMAN ABDERAHIM 

SECADEV/BALTRAM
MIHIMIT ALAOUI 

SECADEV/BALTRAM
ZAKARIA DJIMET 

SECADEV/DJANI
AHMAT DANIEL 

SECADEV/CHEDIDE
TOUBANAN PAUL 


VRGN/KAIL
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List of Participants at the Guitte meeting:
 

Board of director~
 

HASSABALLAH ADOUM 
 VICE PRESIDENT /KARAL
ADAM IDRISS 
 TRESORIER 
 /CHEDIDE
MOUSSA ABDERAMAN 
 SECRETAIRE 
 /ANGUISSRE
ABDERAMAN ZAID 
 COMMISAIRE AUX COMPTES 
/GREDAYA
HASSANA ABDERAHIM COMMISAIRE AUX COMPTES 
 /ALGUISSIM
DJIBRINE BOURMA 
 MEMBRES 
 /DJANI
ABAKAR ADOUM 
 " 
 /MALLOUMRI
MOUSSA AHMAT 
 " 
 /GUITTE
ABBA ADJI 
 " 
 /SANGARIA
ADOUM ADJID 
 " 
 /DJANI-ILE
HASSAN DJOUMA 
 " 
 /TOLOBA
ABDERAMAN ADOUM 
 " 
 /ALKOUCK
MOUMINE DJIMET 
 " 
 /SIDJE
 

Organizations Represented
 

KHAMIS OURDE 
 ACDI/KARAL
KIP HARKNESS 
 PCV /KARAL
RAMADAN HASSAN 
 ONDR/KARAL
CLEMENT DOUMNDOULOUM 
 ONDR/MANI
ADAM ABBOU 
 SECADEV/KA L
MAHAMAT NGARHOROUN 
 SECADEV/GUITTE
TOUBANAN PAUL 
 VRGN/KARAL 

Normally at each meeting some 50-70 farmers are present.
 

The principal themes discussed during these meetings were:
 

-
Situation of subscriptions
 
- Management of the N'Djamena warehouse
 
- The opening of a bank account
 
- The URSAR Fund
 
- General Administration
 
- Problems with the treasurer
 
- Vegetable seeds
 
- Sultan's taxes
 

Following is 
a summary of the principal decisions made:
 
Subscriptions: 
 At the July meeting, a two month delay for the
men's groupements and a six month delay for the women's was fixed
to collect the unpaid dues. 
 The Board of Directors decided to
visit all of the federated groupements to try to collect the
remaining money. 
 During September, groupements of two villages

paid 38,000 CFA.
 

Federation Warehouse: 
 Mr. Mahamat Chen was designated as
manager. 
A salary of 25,000 CFA plus 6,000 CFA travel expenses
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per month was decided upon. 
The Federation decreed that all
produce coming from Federation members must be sold in the
Federation warehouse 
Transporters or traders who refuse to abide
by this decision will be boycotted by the producers.
 
Bank Acctount: 
 The information and procedures for the opening of
the account in a bank were communicated to the Federation
 
members.
 

U 
 The information collected by the project contained
in the URSAR report was transmitted to AGDERUMKA.
 

general Administration: 
 Three committees were formed:
 

1) Warehouse and subscription committee (6 Members)
2) Transport and external aid committee (5 Members)
3) Supervisory (audit) committee (5 Members)
 
The Federation Treasurer received a warning for having used
Federation money for his own personnel 
use. This money was
reimbursed by the Treasurer.
 

Vegetable Seeds: These will be sold in the area by the
Federation. 
The AGDERUMKA secretary in Karal, Mr. Al Goni Issa,
has been given responsibility 
 for the sale. The groupements
were asked to submit a list of the type of seeds and the
quantities, to permit the Federation to estimate the amount
needed and to program their sales.
 

The Federation asked ONDR, SECADEV and ACDI to help present a
petition to the Sultan asking the abolition of the transit tax.
The Organizations replied that they were unable to intervene in
such matters.
 

Karal GroupmentDevelopmentFundManagedbyONDR: 
In 1987, the
project ONDR/FAC (French Cooperation), proposed to the
groupements in the zones of 
(Karal, Massenia and Bokoro) that
they contribute to a common fund managed by the ONDR to be used
by the groupements to get credit. 
A bank account for this fund,
called URSAR (Union Regionale de Societes d'Action Rurale), 
was
opened in N'Djamena. The concept for this fund was based on an
example of the Bokoros groupements, originated by SECADEV. 
Once
the account was opened, the participating groupements would be
able to ask for credit from this fund, proportional to the amount
paid in. 
 Despite the expected benefits to the groupements, only
a small number have used the fund. 
This was probably a result of
lack of information about the purpose of the fund, and the
bureaucracy and regulations to be followed in gaining access to
the URSAR fund.
 
As the fund was a partial failure, and following the end of the

ONDR/FAC project, ONDR decided to close the fund and reimburse
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the money to the groupements. The 
 ONDR/ADER project which today
operates in most of the ONDR/FAC area is responsible for
reimbursing the money. 
 It is to be moved from the URSAR account
to a new one in the name of the ONDR/ADER project as 
soon as the
groupement accounts are up-dated.
 

The amount currently held in the URSAR fund amount is
CFA. 19,000,000
Actually, 5,000,000 CFA has been given as loans and not yet
reimbursed by the groupements. 
 According to Mr. Blotoyoum, an
ONDR official responsible for the fund, the Karal area
groupements could have their money returned without any problems
because they never used the URSAR fund and are
it. not indebted to
The person responsible for the refunding will be Mr.
Ngarmadji, COP for the ONDR/ADER project.
 
The groupements asking for reimbursement must file a written
request listing the signature of the members, the total amount to
be reclaimed and how the money will be used. 
 ONDR would like the
groupements to use the money for some community activities such
as cereal banks etc. 
 According to Mr. Ngarmadji, the ONDR Karal
area officials (Agents, Chef de Secteur) and the administration
of the ADER project, already have all the data they need to
reimburse the Karal groupements. When the funds become available,
there should be no problem in turning them over to the
groupements.
 

The situation in the Karal 
area is 
as follows (by villages):
 

Ui1Iw. Contribution to URSAR
Guitte 
 204,000 CFA
 
Mitterine 
 32,000 CFA
 
Karal 
 100,000 CFA

Alkouck 
 84,000 CFA
 
Baltram 
 70,000 CFA
 
Sidje 
 76,000 CFA
 
TOTAL of 566,000 CFA (data from Mr. Ramadan, ONDR/ADER Agent).
 
Not all the groupements that participated in the URSAR fund are
members of AGDERUMKA and not all 
the federated groupements
participated in the URSAR fund.
 

CONCLUSION
 

1) AGDERUMKA was established five years after the URSAR creation
fund and not all of the groupements participating in the URSAR
fund are members of the Federation.
 

2) ONDR has all the data it needs in order to reimburse the
Karal area groupements.
 

3) The groupements participating in the URSAR fund and AGDERUMKA
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know about the fund situation and are aware of the procedures for
asking for a refund.
 

4) The ONDR is ready to pay back the groupements as soon as the
"accounting situation" is up-dated.
 

RECOMMENDATIONS
 

1) AGDERUMKA should not become involved in 
a "class action"
request for reimbursement in the name of the groupements because
it is not representative of all the URSAR groupements.
 
2) The individual. groupements should deal directly with the
ONDR/ADER, following the established channels (Agents, Chef de
Secteur), in requesting their money.
 
3) AGDERUMKA and ACDI could assist the federation groupements in
the following-up on refund procedures to speed up the ONDR/ADER
reimbursement. 
However, ACDI should not intervene officially in
this matter.
 

Inter 
 n for the 1993 h est easo:
 

On August 27 and 28 the ACDI held a meeting in Karal with the
ACDI Karal staff, representatives of SECADEV and representatives
of ONDR to evaluate the effectiveness of last year's
interventions and to plan for the next harvest season.
 
The meeting was divided in two parts; the evaluation of the
activities, held on the 27th of August, and the planning portion
held on the 28th. For the evaluation, the project invited the
representatives of SECADEV and ONDR who work in the project area.
The planning part of the meeting included only the ACDI Karal
staff and Mr. Al Hadji Ali Mahamat from the N'Djamena office.
 
The Federation members were not included in the meeting because
all the documents and the language of work were in French which
is not understood by most of the farmers. 
 Also, there were
complex and sensitive topics to be discussed in
time and it was a short period of
judged that this kind of meeting was not
appropriate for the general public.
 

Participan tt 
 o 
ee Aust
 

ONDR
 
Ramadane Hassan 
 Extension Agent Karal
Clement Doumndloun Extension Agent Mani
 

SECADEV
 
Katir Nene 
 Karal Delegate
Mbainassem Koy 
 Vice Delegate

Adam Abbou
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ACDI
 
Claudio Sagui 
 Responsible ACDI Karal
Kamis Ourde 
 Programs Assistant

Kip Harkness 
 PCV
Mahamat Abakar 
 Manager, Secretary
Al Hadji Ali Mahamat Responsible MIS N'Djamena
 

Objectives of this meeting were:
 
1) to determine if the Project goals are still meeting farmers
 
needs;
2) to determine if the Programs and objectives can be achieved;
3) to evaluate the last season project activities;
4) to make recommendation for future activities.
 
The Project Quarterly Report for April-June 1992 was the primary
reference document for the meeting.
interventions were analyzed to see 

Each of the project
 
to the farmers' needs. 

if they continue to correspond
These discussions included suggestions
for solving the problems or improving the activities. 
 The
meeting also provided the opportunity to develop clear and
detailed workplans, and define role and responsibilities for
Karal staff members. 
 The result of this meeting was a clearer
idea about the project activities, objectives and goals. 
 This
kind of meeting facilitated the exchange of ideas, and
experiences between the different Organizations working in the
area, which consequently improve the quality and efficiency of
the Organizations collaboration.
 

The Objective of the second meeting (held the August 28) 
was to
plan the project activities. 
At this meeting participants

included:
 

Claudio Sagui 
 In Charge of the ACDI Karal Office
Kamis Ourde 
 Programs Assistant

Kip Harkness 
 PCV
Mahamat Abakar 
 Manager, Secretary
Al Hadji Ali Mahamat 
 In Charge of the MIS N'Djamena
 
The first part of the meeting was spent identifying major
problems. The principal problems listed were:
 

- Lack of activities planning
-
Unclear definition of the roles and responsibilities for
the Karal personnel

- Communication problems between Karal-N'Djamena, Karal-
Karal, N'Djamena -N'Djamena
 

There was an attempt to better define the roles and
responsibility for each person in relation to the project

activities:
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------------------------------

Claudio : a) ACDI person in charge in Karal
b) Responsible for the Karal activities and personnel

coordination
 

c) Responsible for the Project management in Karal
d) Responsible for the agricultural and post harvest
technologies Project Programs
e) Link between N'djamena and Karal offices.
 

Kamis: 
 a) Programs Assistant
 
b) Responsible for the Karal logistic
c) Responsible for the Market information, Transport


and Sorting and Grading Programs
 
Kip: 
 a) AGDERUMKA management assistant


b) Responsible for the Containers and Transforming

Programs
 

Mahamat: 
 a) Karal administration and office management

b) Secretary

c) Diffusion of market data.
 

Ali: 
 a) Responsible for the MIS in N'Djamena

b) AGDERUMKA hangar management assistant
 
c) Link ACDI - GOC.
 

The last part of the meeting focused on Project Program
Activities Planning. 
For each of the Program activities, a
timeline calendar starting September 1992 through June 1993 was
established. 
During this phase of the meeting some of the
Program Objectives were better defined and a evaluation of
activities needs were made.
 

ReimbursementofConstruction CredittotheProject by ADERUCKA:
 
During the construction of the federation building in Karal last
year, the groupement members in the project area were not able
meet their share of construction costs due to the timing of crop
sales. 
 With the authorization of USAID, the project advanced the
groupements a total of 1,021,595 CFA. 
 In November this year the
federation began the reimbursement of this credit.
 

November 131,905 CFA
 
December 66,275
 
January 66,600
 
March 50,000
 
April 50,000

May 50,000
 

Total 414,780 CFA
 

Amount Outstanding 606,815 CFA
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The project is working with the representatives of the federation
to develop a reimbursement schedule for the remaining credit by
the end of 1992.
 

The project continues to work with the Federation to bring its
accounts up-to-date and to establish a formal, but workable
accounting system. 
On of the main problems is that Federation
members are not accustomed to recording transitions and demanding
or issuing receipts. Traditionally, transactions are between two
people for buying and selling or for credit. 
The more complex
accounting required for the Federation is a new concept. However,
the membership understands the need for formal accounting and the
committee members involved in the accounting training show an
interest and ability to learn.
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