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ACCELERATED PRIVATE AGRICULTURAL SECTOR GROWTH 
IN WESTERN UKRAINE - 

EXPANDED BUSINESS LINKAGES 
WITH POLAND AND THE REGION (WUI) 

COOPERATIVE AGREEMENT # EPEA-00-96-90021-00 

MID-TERM EVALUATION 

Executive Summary 

A P Gross & Company, Inc (evaluator), an mdependent economc and busmess development 
consulting firm, was contracted by Land O'Lakes, Inc to conduct thts md-term evaluation of the 
Accelerated Private Agrzcultural Sector Growth In Western Ukrazne -Eipanded Buszness 
Ltnkages With Poland And l%e Regon (W) Cooperative Agreement Number EPE-A-00-96- 
9002 1-00 

From rmd-Apd to early May, more than 3 5 tnterviews were conducted in Waslungton, Arden 
fills, Warsaw, Lv~v, and Rev wth vanous participants in WUT These include farmers, 
agnbusmesses, credit uruons, banks, associations, WUI personnel, USAD offiaals, and 
representatives fiom the major US agnhusiness commumty Project background data and other 
information were obtamed fiom relevant document and literature review Appreciation is 
expressed to all of those who extended their candor and patience in the development of thls 
report 

Ths evaluation report is presented in six sections, mcluding thts mtroduct~on, plus seven 
attachments 

The Cooperative Agreement was established on 24 September 1996 wth Land O'Lakes, Inc 
&and O'Lakes) as pnme awardee and ACDI as subawardee Federal fbnding of $2,953,3 16 was 
granted wth a completion date of 30 September 1999 The ongtnal CA obligated $1 nullion 
Modificat~on 01 provlded incremental funding and tncreased USAID'S obligation by $800,000 As 
of 3 1 March 1998, $1 3 mdlion of the federal share of fbnding and $0 3 mllion of non-federal 
hnds have been expended 

The intent of tlus CA is to facilitate the development of the Ukrairuan domestic agncultural sector 
by 1) Increastng profitability of partlctpatlng bustnesses, 2) Increasing availablltty of rural credit, 
3) Developing support organnations for private agncultural businesses, and 4) Increastng trade 
linkages between Western Ukraine and nelghbonng countnes, particularly Poland and Hungary 

More specifically, expected results by the end of the CA are 1) Create Tradehvestment 
Linkages, 2) Increase Profitability of Agnbusinesses, 3) Expand Rural Credit, 4)Improve Capacity 
Utilrzatlon, 5) Increase Investment in Prrvate Agtlbusinesses, 6) Establtsh Ptlvate Business 
Management Semces, and 7) Strengthen Profess~onal Agribusiness Associations 

Tius report is mtended for the exclusive use of Land O'Lakes, Inc No portion of thls report may be reproduced m part or m its 
ent~ety without the express mtten pemussion of Land O'Lakes, Inc or A P Gross & company Inc - 
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Ths CA is relevant to USAID Strategc Objective 1 3 Accelerated development and growth of 
pnvate enterpnses and Intermediate Results 

Q IR 1 3 1 Free availabihty and flow of business-related information 
Q IR 1 3 2 Improved apphcat~on of market-dnven business shlls 
D IR 1 3 5 Thls strategic objective includes a component calling for "a more compet~ttve and 

market-responsive pnvate financial sector 

A combination of long-term techmcal ass~stance prowded by U S expatnates, short-term 
consulting by Polish nationals, and thrd country trairung in Poland and Hungary is bemg used to 
accomplish these objectives 

Ths md-term evaluation is to assess progress toward achevmg WUI objectlves It is intended to 
assist Land O'Lakes as pnme awardee to deterrmne need and to suggest appropriate md-course 
corrections to enhance project effectiveness and increase beneficiary impacts 

The evaluator rewewed relevant project documentat:on and obtained information through a senes 
of interviews with relevant CA personnel, project beneficianes and project officials m the US, 
Ukraine and Poland A debriefing at USAID/Ukrame was given in Qev pnor to departure 

Need assumpbons made in the project design were accurate, appropaate, and more relevant 
today than when the project was first conceived Practacal assumpbons concerning 
~mplementabon were underesbmated International agribusiness interests m Ukrame have 
suffered setbacks dumg the last two years. Unfortunately, prospects for economc reform in 
U k r w  have not unproved since the t~me of project start-up and the economy is in a precanous 
stage Regardless, expected results have been increased in Year 2 Workplan and these are already 
well-underway to bemg realued 

Despite the conservative posture of the onginal design, no convincing evidence was seen that 
prowded for a defirutive decision on how to deal wth the monetization matter Everyone 
associated with ths CA expenenced the d~sappointing loss of the monetization proceeds All 
project management sequentially expended without resolve an mordmate level of effort attempting 
to salvage the funds, time whch could have been devoted to other aspects of the project 

However, specific reference is made to an official USDA letter to Land O'Lakes stating that "the 
Government of Ukrazne has from the begrnnrng obstructed the proper rmplementatzon of thrs 
Land 0 'Lakes (LOL) [I995 Food for Progress] agreement, and that LOL does not share any 
responsrbzhty for the fuzlure of the purchaser to provrde proper payment for the 20,000 metrzc 
tons of soybean meal donated by USDA " 

Ths project will meet and more likely exceed all expected results specdied in the CA by the 
scheduled end of the agreement Supporting documentation is maintained at WUI offices 
Project documentatron has been seen and revmved 

Thls report is Intended for the exclus~ve use of Land O'Lakes, Inc No porhon of tlus report may be reproduced in part or m its 
entmty wthout the express mtten pemsslon of Land O'Lakes, Inc or A P Gross & Company, Inc 
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Unanticipated Benefits When asked about profitabhty resultmng fiom project actiwties, the 
dmrector of a mlk processing facility said that he expects to see tangible results He also stated 
very clearly that hzs workers are more productwe - they see that hrs atfitude toward work has 
changed and that has caused thew attitudes to change as well 

Recomrnendatlons Beneficlanes Have for Further Assistance The obwous and expected answer 
was to pruwde credmt However, there was also near consensus that the use of US consultants 
and traners should be secondary to Ukra~nran and regional consultants and tramers 

Expatriate and Ukrainran staff are impressive and are not afraid of hard work The Chef of Party 
and Credit Specmahst have assembled and developed a professionally-run and well orgatuzed 
office Both individuals are hghly comnutted to WUI There is some mnor evidence of past 
fhction between Messrs Thele and Smth They now appear to have a professmnally functional 
relationshp, but nothng more 

The sequence of events and current project status indicate that the absence of knds fiom the 
rnonettzation effort would not have adversely impacted the project dunng the first year These 
also indicate that the placement of long term credit staff should not have been delayed 

The level of backstopping prowded to the WUI project by home office staff and USAID has been 
sufficient and appropriate 

Needless to say, anticipated results from ths CA are not likely to have a statistically sigmficant 
Impact on ths country unless the Government of Ukraine's antm-free enterprise policmes are eased 
and eventually el~rmnated Boundaries are at best difhsed between real progress in pnvatmzation 
and contmued --and even expanded-- government controls on the economy whch force major 
economc components to remain "informal" 

All of the "Westerners" interwewed expressed at least some level of cymc~sm, frustration, 
pessmsm, or all of the above Western Ukraimans interwewed were more optimstic The 
Western Ukraine Itutlative appears to be more than merely a "worthwhle activity " Despite 
Government "slippages7' away from free-markets, the direction that ths project 1s talung on can 
1) Enable new mvestment in Western Ukraine, 2) Build capacity for follow on progress once the 
project ends, 3) Increase USATD's return on investment by leveragmng what has been 
institutionalized as a result of other projects 

Sixteen specific recornmendattons are offered for consideration 

Tlus report is mtended for the excluswe use of Land O'Lakes, Inc No portion of thts rewrt may be reproduced m  art or m its 
entirety wthout the express wr~tten pentussion of Land O'Lakes, Inc or A P Gross k domp&, Inc 
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ACCELERATED PRIVATE AGRICULTURAL SECTOR GROWTH 
IN WESTERN UKRAINE -- 

EXPANDED BUSINESS LINKAGES 
WITH POLAND AND THE REGION W I )  

COOPERATIVE AGREEMENT # EPE-A-00-96-90021-00 

MID-TERM EVALUATION 

A P Gross & Company, Inc (evaluator), an Independent econom and busmess hvelopment 
consulting firm, was contracted by Land O'Lakes, Inc to conduct ths  md-term evaluation of the 
Accelerated Przvate Agrrcultural Sector Growth In Western Ukrazne --Expanhd Buszness 
Lznkages Wzth Poland And The Regrun (WUI) Cooperative Agreement Number EPE-A-00-96- 
90021-00 The consultant was selected by Land O'Lakes and approved by USAID 

Ths md-term evaluation report is based on analysis of data obtained through interwews with key 
Land O'Lakes, Inc and ACDI personnel in Ukrame, Poland, and US, and intended project 
beneficiaries tncluding private farmers and consultants-m-tramng, associations, credit institutions 
and traders Officials fiom USAIDfENUEDIAG and USAIDMsrame participated on the 
evaluation team and were also interwewed Project background data and other information was 
obtained fiom relevant document and literature remew Work on ths  evaluation was performed 
between Apnl and May 1998 

Appreciatron is expressed to all of those who extended their candor and patience in the 
development of ths evaluation 

Ths report is presented in six sections, including ths introduction Section 11 briefly prowdes 
background objectives of the Cooperative Agreement, Section HI discusses the purpose of ths  
evaluation, Section IV descnbes methodology used, Section V presents findings, conclusions and 
recommendations of evaluation components specified in the SOW Section VI presents fiuther 
rationale for using Eastern European beneficlanesfgraduates of the Farmer-to-Farmer program 
An Executive Summary and seven attachments are also part of ths  report Attachments are 
described below 

11. Background 

USAID Cooperative Agreement EPE-A-00-96-90021-00 (CA) was established on 24 September 
1996 with Land O'Lakes, Inc (Land O'Lakes) as pnme awardee and ACDI as subawardee in 
response to their 21 March 1996 proposal entitled Accelerated Przvate Agrzcultural Sector 

Tlus report is Intended for the exclusive use of Land O'Lakes, Inc No portion of th~s  report m y  be reproduced m part or m its 
entuety wlthout the express wntten pemsslon of Land O'Lakes, Inc or A P Gross & Company, Inc 
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Growth zn Western Ukrazne --Expanded Buszness Lznkages wzfh Poland and the Regon (WUI) 
Federal hndmng totalmg $2,953,3 16 was granted under the WUI project wth a completion date of 
30 September 1999 The onginal CA obligated $1 mlllon Modification 01 dated 17 Apnl 1997 
provided incremental hnding and increased USAID's obllgat~on by $800,000 As of 3 1 March 
1998, $1 3 mllion of the federal share of hnding and $0 3 mlllon of non-federal knds have been 
expended 

The intent of ths  CA IS to facilitate the development of the Ukralman domestic agncultural sector 
by 

O Increasmg profitab~hty of partic~pating busmesses 

0 Increasmg avadability of rural cred~t 

0 Developing support orgamzations for private agncultural businesses 

0 Increasing trade hnkages between Western Ukraine and neighbonng countries, particularly 
Poland and Hungary 

More specfically, expected results by the end of the CA are 

Create Tradehvestment Linkages At least 20 profitable busmess U a g e s  between Poland 
and Western Ukraine wll be facll~tated through the program's tramnmg and techcal 
assistance activrtles 

Increase At least 40 agnbusinesses will develop and utilize 
business and marketing plans whch increase their overall profit margins by 15% 

Expand Rural Credlt At least one pnvate credit institution wll expand credit and their credlt 
sermces to Western Ukrainian pnvate agnbusmesses 

Improve Capacitv Utilization At least five processors andlor cooperatives will prov~de credit 
through on-lending scheme to their producers/customers, resulting m improved operating 
efficiencies and boosted product output/sales by 20% 

Increase Investment in Pnvate Annbusinesses At least 50 busmess operatmg loans will be 
approved for agnbusinesses and producers to start up or expand operations At least five 
capital investment agreements will be closed through the project's Capital Investment 
Program each year 

Establish Pnvate Business Management Services At least ten Ukraiman agrlbuslness 
consultants wll be trained in the first two years and begin delivenng for-fee servlces to 

Tlus report is Intended for the exclusive use of Land O'Lakes, Inc No port~on of tlus report may be reproduced m part or m its 
entlrety wthout the express wntten penmssm of Land O'Lakes Inc or A P Gross & Compnny, Inc 
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agrrbusinesses dumg the thrd year of the program 

7 Strensrthen Professional Ambusmess Associations Three agricultural support groups such as 
professional assoctations, pnvate cooperatwes, industry alliances, foundations and commodity 
boards wdl be strengthened and/or established 

Ths CA is relevant to USAlD strategic objective and intermediate results 

Strategic Objective 1 3 Accelerated development and growth of ptlvate enterprises 

IZ1 IR 1 3 1 Free avadability and flow of business-related information 

Q IR 1 3 2 Improved appl~cation of market-dnven busmess shlls 

a IR 1 3 5 Ths strategic objective includes a component c a h g  for "a more competitive 
and market-responsive pnvate financial sector 

A combmation of long-term techcal assstance prov~ded by U S expatnates, short-term 
consulting by Pohsh nationals, and thlrd country trarung in Poland and Hungary is being used to 
accomplish these objectives Some short-term expatnate techcal assistance and traimng was 
used early m the project 

I11 Purpose of Mld-Term Evaluabon 

Tlus md-term evaluation is to assess progress toward acluevmg WUI objectives It is intended to 
assist Land O'Lakes as pnme awardee to detemne need and to suggest appropriate md-course 
corrections to enhance project effectiveness and increase beneficiary impacts In particular, the 
evaluation will identifjl and descnbe progress towards the USAID Strategc Objective, 
Intermediate Results, and Project Indicators 

The Scope of Work (SOW) is found as attachment A A bnef evaluat~on of the SOW is presented 
at the end of the attachment 

IV. Methodology 

The evaluator rewewed project documentation and obtained lnformat~on through a senes of 
tntervlews wth relevant CA personnel, project beneficianes and project ofiaals tn the US, 
Ukraine and Poland The evaluation was carried out through the following 

0 Interviews wth USkID/ENVED/AG project staff in Washngton and the field 

0 Interviews with key project st& at ACDI office in Washngton 

Tlus report is mtended for the exclusive use of Land O'Lakes Inc No portton of h s  repart may be reproduced m part or m its 
entvety wthout the express wntten pemussion of Land O'Lakes, Inc or A P Gross & Company, Inc 



A P Gross & Company, Inc 
Western Ukmme Intbatwe CA# EPE-A-00-95-9002 1.00 
FINAL MID-TERM EVALUATION REPORT Page 4 of 20 

0 Interviews wth key project staff at the Land O'Lakes home office m Arden ).fills, MN 

Q L~terature rewew of relevant project documentation mncluding onginal proposal, cooperative 
agreement, subagreement, amendments, work plans, quarterly reports, project files, and the 
hke 

0 Fleld msits to project beneficiaries m Western Ukraine 

0 Fleld interwews wth Land O'Lakes and ACDI management at the Land O7Lakes/Lmv office 

O I n t e ~ e w s  wth  the appropmte USATDfiev and Washngton officials 

A list of persons lntervlewed is found as attachment B, documents revrewed are fisted in 
attachment C Sample mtervtew forms are found as attachments D, E, and F 

A debnefing at USAID/Kj.ev was given pnor to departure Present at the debnefing meeting were 
Mike Kaser, Ken Lyvers, Dems Sharrna, Sergey Vetosh, Harry Walters, and the evaluator 
Attachment G is a synops~s of the debnefmg meetmg, thls synopsis was presented verbally and 
submtted as found in the attachment 

V. Evaluabon Components 

The followmg section 1s comprised of evaluation components identified in the SOW either 
specifically or by inference 

A Project Des~gn 

1 The economy of Western Ukraine presents at least several confl~cting impressions On 
one hand, interest rates are prohlbltively hgh, credit is very difficult --if not unlikely for 
most m the agtrculture sector-- to obtain, some cnticd inputs (such as antmal feed, quahty 
seed, etc ) are not readily available to small farmers, and the combination of prohbitively 
hgh government taxes and anti-export biases (such as arduous export and customs 
procedures) force many agnbusinesses and bustness in general to operate m an informal 
economy 

On the other hand and for the ttme being, hard currency is readily available, no shortage of 
consumer goods IS apparent, and people residing in and near the city of Lviv (as well as 
IQev) appear to be llving a hfestyle that is better than one would expect 

Need assumptions made in the project design were accurate, appropnate, and more 
relevant today than when the project was first conceived Practical assumptions 

Tlus report is tntended for the exclus~ve use of Land O'Ldes, Inc No porbon of tlus report may be reproduced m part or m its 
enbety wthout the express wntten pemsslon of Land O'Lakes, Inc or A P Gross k Company, Inc 
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collcemng implementation were not reallsttc Agam, on one hand expected results were 
very conservative It seems apparent that many results expected by end of project were 
conservatively stated Expected results specified in the CA as well as more ambitious 
objectives in the Year 2 Workplan are already well-undenvay to being realued 

On the other hand and as reported by a mqor rntematronalprrvate agrrbusrness, 
agrcultural rnterests rn Ukrazne have suffered serrous setbacks durrng the last two years 
Unfortunately, prospects for economc reform in Ukraine have not improved since WUI 
was conceptuahzed and the economy is In a precarrous stage 

2 Gven the environment m Ukraine at the time of project deslgn, expected results were 
understandably conservatwe However, wnsrdenng the level of results accomplrshed at 
thujunctwe, these expectatlow were un&restrma&d It IS noted that the Year 2 
Workplan spec~es  expanded and reasonably more ambitious expectations It IS also noted 
that amendments proposed as of 30 April 1998 appear to be more appropriate and these 
proposals expand project activities and expected results 

3 The best des~gned projects do not always go accordmng to plan When thmgs go wrong -- 
especially with major project components-- contrngencypZans based on "what z f "  
scemrros need to be decrded upon andput rnto effect as soon aspomable No ev~dence 
was seen that provided for "what if' decision-malung Although tlus is "20120 hmd-sight", 
zt 1s remarkable that afirndzng agency would not have contractual overszght for a major 
aspect of thrs project 

Of particular note, the Land O'Lakes Project Officer reported that "a considerable amount 
of attention was given to ths aspect and that the results are evident today Contingency 
planntng to obtain alternative sources of hnding was first rased with Ken Lyvers in 
November of 1996 " Apparently Land O'Lakes was criticized for suggesting "that other 
avenues for obtaining capital were being considered and that [USAIDhhev] viewed 
[seelung other sources of hnding] as an admssion that monetization had been 
abandoned " Despite ths wew, former ACDI Project Officer Jason Brown developed a 
11st of contingencies that were explored 

Hmng sad that and knowrng what we know now about credzt and bankzng m Ukrazne, the 
project envzronment was unprepared to handle the dzstnbutzon of monetzzatzon proceeds at the 
tzme of project start-up There was no zntzmate understandzng of the nuances of government 
obstructzon, unmtentzonal or otherwzse Furthermore, no known legal framework to dzstrzbute the 
proceed of a WUIfind was m place at the trme of project start-up 

Ths report is mtended for the exclusive use of Land O'Lakes, Inc No portton of tlus report may be reproduced m part or m its 
entuety w b u t  the express wntten pemusslon of Land O'Lakes, Inc or A P Gross & Company, Inc 
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B. Project Implementation 

A major aspect of the credit component was linked directly to the USDA monetization 
agreement with Land O'Lakes Everyone associated wth ths CA experienced the 
disappomting bss of a logical and hopeful way to leverage US Government resources 
Project managementfiom the awardee, subawardee, and USAID sequentrally expended 
wrthout resolve an mnordinate level of effort attempting to salvage finds whch as of this 
writzng remain unpaid No effecttve decis~on was made by project management at Land 
O'Lakes, ACDI and/or USAID concemng hmting the time that was spent on 
monetlzation matters Although thefunds were to comej?om a mn-USAID program, no 
apparent collection strategy was evident 

Consequently, valuable time which could have been devoted to other aspects of the project 
--such as rdentifiing additional sources of credztfid--was lost Any alleged damage 
done to the project because of the absence of monetlzation funds was compounded by 11- 
adwsed efforts 

As a point of information, specific reference in ths evaluation is made to an official USDA 
letter to Land O'Lakes dated 26 March 1998 USDA states in ths  letter its opmon that 
"the Government of Ukraine has >om the begznning obstructed the proper 
rmplementatron of thls Land 0 'Lakes (ZOL) [I995 Food for Progress] agreement, and 
that LOL does not share any responsibib fy for the fazlure of the purchaser to provide 
proper payment for the 20,000 metrzc tons of soybean meal donated by USDA " The 
agreement wth Land O'Lakes is now closed 

2 Mid-Term Results and the Effectiveness of Techcal Assistance and Tratmng 

C c  6 trade linkages have been documented, 6 addtttonal 
firms reported trade linkages but would not agree to put their sales in mting Products 
and commodities include but are not limted to 10111-pop production equipment, packaging 
equipment for sugar, marganne, ketchup, a raw011 machme, sausage casings, flour bags, 
supply of rapeseed, etc Efforts to facil~tate these linkages are systematic and ongoing 
Trade fairs and semnars continue to be part of project workplans Efforts to accomplish 
these are supervised from Lviv and coordinated through the combined efforts of WUI's 
LWV and Warsaw offices These linkages are a direct result of programs and mterventions 
developed and facilitated by WUI (e g , trade fair, s~te v~sits, market research) 

Increase Profitability of Ambusmesses Project partners have been identified and at least 
10 firms have developed and begun to utilize business and marketmg plans Profit marglns 
are expected to Increase, but it is unclear whether these can be accurately compared to 
prewous years as no reliable baseline data were seen No reliable baseline data exlsted 
pnor to project start-up, as reported by project participants and management However, 

Tlus report 1s tntended for the exclusive use of Land O'Lakes, Inc No porhon of tius report may be reproduced m part or m ~ t s  
entuety wthout the express wntt,en pernusslon of Land O'Lakes, Inc or A P Gross k Company, Inc 
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systems are gomg mto place to establish baseline data from business plans established In 
most mstances, interviewees rndlcated that business plamng has changed their view of the 
way they conduct busmess Marketzngplans need to be followed up wlth drrect technzcal 
asssstance m rmplementrng a marketrng and sales strategy 

Expand Rural Credit. Improve Capacitv Utilization. and Increase Investment in Pnvate 
Annbusinesses Desplte the lack or non-avadability of hnds from whch loans could be 
disbursed, WUI undertook a comprehensive market study and financial sector assessment 
Based on thrs work, WUCB was strongly indicated to be the most appropnate financial 
intermediary for the on-lending program WUCB has recewed majut- trainmg inputs 
supemsed by the Seruor Credit Speclalist 

NewBlzNet established the Business Support Center (BSC-a subsidmy of Lvlv Institute 
of Management) dunng whch time it was very helpfkl to ACDI short-term teams BSC 
and the Farmer-to-Farmer Program are good examples of how USAID hnding is being 
leveraged 

The h n g  of long term expatnate and Ukrairuan nationals as credtt staff did not occur 
until near the end of the first year of the project The arrival of Ken Smth brought new 
focus to the credit component of ths CA Traimng needs assessments have been 
completed, legal assessments are being undertaken, and three loan mecharusms have been 
designed 

WUCB - Lvlv Credit Uruon - and Future Cooperatives 

A WUI Cooperative Development Task Force has been estabhshed to support cooperative 
development In Western Ukraine Task force members have been identified and adv~sors 
have been recruited The facilitator IS Anatoliy Pokhodzayev, a lawyer and credit 
specialist currently worlung as part of the WUI staff Mr Pokhodzayev is also lnvolved in 
a legal advlsory group - ths group 1s extremely helpfkl in developmg operation strategy so 
that legal and regulatory problems can be avolded Thzs group wodd have benefzted the 
project at the tzme of start-up 

At thzs juncture, WUCB 's readmess zs estzmated to be at 80 percent More than 15 draft 
agreements and MOUs have been submztted to NARD for approval, however no final 
approval IS known at thzs wrltmg 

I 

Establish Pnvate Buslness Management Services At least 10 consultant tramees have been 
identified and trairung has begun in delivermg "for-fee" services to potential agribusiness 
customers Tramees are finding that no one is Interested In paylng for such services at this 
tlme One suggestzon rs that consultants seek other forms of payment beszdes cash 

Tlus report 1s mtended for the exclusive use of Land O'Lakes, Inc No port~on of ths report may be reproduced m part or m ~ t s  
entueiy wthaut the express written pemsslon of Land O'Lakes, Inc or A P Gross & &any, Inc - 
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Strengthen Professional Ambusiness Assoc~ations WUI 1s workmg to strengthen the 
"Village Leaders" program, Lviv Dairy League, consdtantls assmation (in formation) and 
Oblast Farmers Association Inferred in the cooperative task force actiwty is the fbture 
formation of a cooperative association 

3 Supporting documentation is maintamed at WUI offices Project documentation has been 
seen$rst hand I.zvzdual abssiers, other project Jiles and related correspondence have 
been spot-checked and revzewed These indicate individual records of all services received 
by all project participants, such as how often they attend semnars, subject-matter, what 
specific t e c h c d  assistance they are receiving (such busmess plan development) fiom 
whom these services are received These md-tern results encompass and reflect work 
done under the first year workplan as well as work already begun under the second year 
workplan 

Unanticipated Benefits When asked about profitability resulting fiom project activities, 
the director of a mlk processmg facility said that he expects to see tangible results He 
also stated very clearly that his workers are more productwe - they see that his attztude 
toward work has changed and that has caused their attitudes to change as well 

Recommendations Beneficiaries Have for Further Assistance Each internewee was asked 
how they thlnk the project can be more helpfbl The obvious and expected answer was to 
prowde credit However, there was also near consensus that the use of US consultants 
and trazners should be secondary to Ukraznzan and regzonal consultants and trazners 
Several reasons were given, such as the development and realities of Ukralman agnculture 
are far from the development and realties of US agnculture, there is difficulty for project 
participants to relate, local and regional trainers are easier to understand, there 1s little 
need for translation and interpretation, cost factors are not as much of an issue when local 
and regional speciahsts are used 

fiere was also near consensus that they were reacjl for more practzcal technical 
assstance In ths  instance, the technology source should dnve the selection of techcal 
assistants 

4 Effectiveness of Project Methodology 

WUZ is a calculated m x  of techrucal assistance and trairung coupled wth slte vislts and 
pract~cal vlsltations Opportumties are created and crafted for meamngfbl exchanges 
between Western Ukraimans and their Polish and Hunganan counterparts The project is 
consistently provtding timely market and credit information Project management clearly 
recogmzes the need for flexibility in project implementation and adjustments Project 
management listens very carehlly to what its clients say Tlus is consistent with the 
results described in item 3 
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The question of focus needs to be constantly revlslted as it seems easy to lose focus and 
stte of direction in Ukraine There zs need to achzeve measurable success m a more 
spec@ sector zn order to be able to go beyond what zs anecdotally accomphshed Thls 
issue wdl be addressed later m the report 

C. Project Management 

Overall, U S expatnate and Ukrairuan staff are impresswe and are not afraid of hard 
work Of particular note are the Polish staff from Land O'Lakes who conttnue to provide 
valuable project mputs Despite problems s t e m n g  fiom the munetizatkon effort, the 
Chef of Party and Seruor Credit Specialist have assembled and developed an excellent 
staff and a professionally-run and well orgaruzed office For the most part, fbnctional 
management systems are in place, accurately maintained and easlly accessible records are 
kept, and financial and techcal reporting are accomplished m a tlmely manner The 
USAID/lic1ev Project Manager, Ken Lyvers, specifically commented that management "is 
quahfied, doing a good job, and they are very responsive to the Mssion " The 
USAIDmev Project Officer also commented that management "is doing a good job " 

For the most part, planned events and functions specified m annual workplans are 
implemented in a tlmely manner Project management 1s flenble and project efforts are 
sometimes refocused in response to its market demands Consistent with ths  are 
comments fkom the director of the Lwv Institute of Management who specifically 
commented that "the project was ~rutlally too formal and ngid " He went on to say that 
MI- Thele "reacted quickly and that ths project is among the best thmgs done by 
USAID " 

Jon Thele is Chef of Party and he has had previous long-term USAID expenence He has 
more than four years of professional and in-residence expenence in FSU countnes Mr 
Thlelle has specific marketing and traimng expenence, project supervisory expenence in 
SME development, as well as successfU1 work expenence wlth a fortune 100 company and 
in hls own consulting practice He has designed, developed, and successfblly mplemented 
a loan program targeting small farms in Kazakstan Mr Thele is fluent in Russian and 
German, and holds Master of International Management and Bachelor of Arts-Cum 
Laude- in Econormcs degrees 

USAIDffiev conveyed the impression that, as Chief of Party, Mr Zhrele should be more 
communrcatrve wrth USAID project management There is some question about how 
much time he spends away fiom the Lwv office, and USAIDffiev could not differentlate 
whether Mr Thele's absences from Lv~v 1s for project business purposes or annual leave 
The USAIDKI~V Project Manager specifically commented that he never knows when the 
Ch~ef of Party ts gomg out ofthe country Considenng the frequency of wsits to Qev by 
and wntten comunlcatlons from project staff, travel should not be at Issue The Project 
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Manager was unaware that the Semor Credit Specialist was in Poland at that specific 
moment, but he dzd not make any comment on Mr Smrth bezng out of the country Thzs zs 
an andzcatzon that he does not feel comfortable with Chzef of Party communrcatrons I f  
so, thzs nee& to be resolved as soon as pssz ble 

4 For the Semor C r e b  Specialist, WIJI is Ken Smth's first USAID long-term assignment 
Mr Smth has more than twenty years of credlt, banlung, and association expenence He 
has held semor and executive-level positions wth farm and ranch-specific credlt 
associattons He also has sigtuficant expenence as an ownedmanager of livestock 
operations in Oregon and Texas Mr Smth has had two prevlous short-term consulting 
assignments m FSU countries He holds a Bachelor of Appkd Studtes degree in Liberal 
Arts and he has completed numerous relevant short courses and semnars, such as Farm 
Credit Executive Institute courses from the Carlson School of Management at the 
Umversity of Mmnesota 

Mr Smth has had more frequent utteraction wth USAIDLGev Imtrally, he worked 
d~hgently to try to find resolution to the monetuation issue More recently, Mr Smth has 
had frequent contact wth the Mission concerntng a possible ifision of World Bank 
support Mr Smth has shown wsion in plans for the establishment of the cooperative task 
force and legal advisory c o m t t e e  

Both lndivlduals are hghly comt ted  to WUI Mr Thele comes across as being quietly 
intense Mr Smth comes across as being a "take-charge" person There is some mnor 
evldence of past kction between Mews Thele and Smth They now appear to have a 
professionally fbnctional relationshp, but nothmg fbrther Thzs zs unfortunate because 
project progress cou ldp~~~zb ly  be further along lfMessrs Thzele and Smzth worked on 
one program znstead of treatzng the project as two separate znztzatzves There is the 
possibility that each could complement the other's efforts, especially since they share many 
of the same clients Regardless, there can be only one Chef of Party and that person is 
Jon Thele 

The need for long-term expatriate semor staff to collaborate is essential to the success of 
the project in several other practical ways Mr Smth is somewhat weak on wntten 
cornmumcations and Mr Thele 1s less verbal On one hand, Mr Smth's frequent vlslts to 
Eev makes h m  much more visible to USAIDffiev and provides greater opportumties for 
Mssion staff to know htm better than the Chef of Party On the other hand and desp~te 
thts, USAIDffiev was unaware of some baslc information about the project Ths will be 
corroborated by the USAID/ENUED/AG Project OEcer 

6 WUI couldposszbly benefit from occaszonal vzats by USAIDKzev The USAIDKzev 
Project Officer made hzsfirst vzszt to the Lvzvproject durzng thzs evaluatzon The 
USRD/Kzev Project Manager dzd not vzszt Lvzv dunng thzs tzme and zt zs not known 
whether he has ever been to the Lvrv project 
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7 The hmng of long term expatnate and Ukrairuan nationals as credit staff d ~ d  not occur 
until the second year of the project Project management explained that this delay was due 
to major concerns about the availability of proceeds from the monetization effort 
However, given the current understandmg of problems associated with lending, the project 
would not have been able to begin lending during the first year under any circumstances 
known at t h s  time Again, WUCB is now at a readiness level of 80 percent and necessary 
NARD agreements have not yet been signed Wzth "20/20 hznd-szght" and under these 
czrcumstances, long term credzt staff could have been hzred andpefid durzng project 
start-up Gwen the current pace of the credzt component, W C B  could have been at a 
100 percent readzness level, the NARD agreements could have been concluded, and the 
current stages of the other two ban mechanzsms could have been advanced 
Furthermore, other sources of cred~t could have been sought 

% sequence of events and current project status indzcute that the absence ofjkndsfrorn 
the monetzzutron effort would not have adversely mpated  the project during theJirst 
year These also zndzcate that the placement of long term credzt staff should not have 
been &laved 

8 The quality of coordination between Land O'Lakes and USAID staff in Ukraine and the 
U S IS difficult to measure Wiule USAID/ENUED/AG seems to be current on most or all 
matters involving WUI, USAIDffiev is unclear about a number of issues, such as 
expatnate staff travel, the h n g  of a half-time worker in Hungary, etc 

Ken Lyvers, USAIDffiev Project Manager indicated that he has face-to-face contact with 
WUI staff at least once per month Yet he was unclear about expatnate staffout-of- 
country travel and he stated specifically that did not know about the half-time worker in 
Hungary, even though specfic reference to the worker m Hungary is clearly made in the 
Year 2 Workplan USAIDffiev does not appear to be farmliar with non-credit aspects of 
the project 

There is an obvious need for a more efficient level of cornmumcation between the Chef of 
Party and the USAIDffiev Project Manager 

9 The level of backstoppmg provlded to the MrLTI project by home office staff and USAID 
has been more than sufficient and appropriate Colleen Bryn is an excellent and most 
efficient backstop officer who would be a welcome addition to any team 

D Mon~tormg and Evaluat~on 

1 As indicated in the prevlous section, finctional management systems are in place, 
accurately maintamed and easily accessible Since there was no way to reestablish baseline 
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data in the first year, efforts were made to put Into place the collectton of data so that the 
project would have a baas of comparison for succeeding years These pertain to 
parttapants in sermnars and traimng sessions, the development of mndividual business 
plans, preparations for applymg for credits, etc Land O'Lakes' financd management 
system was observed and acknowledged to be comprehensive and inpproprrate for tlus 
project More znformatzonj?om ACDI has been requested m reference to the way zt 
determznes zts non-jiederal fundzng contrzbutzon to the project 

WUI has no dtfficulty obtaimng qualitatwe data The establishment of basehne data 
collection procedures for quantitative purposes 1s a recent development and WUI should 
be credited for th s  effort 

A Multzple Baselzne Szngle System Deszgn 1s suggested for analyttcal purposes Tlus 
suggested approach is a time senes analysis slnce change --lfany occurs-- is to be 
observable over tlme Szngle system deszgns are instruments wlth whch change m speclfic 
variables can be objectively momtored and evaluated w i t h  a relatwely short perrod of 
tlme Monztored change can be analyzed for statzstd szgnrJicance and attribute 
Wlthm tlus environment, a angle system deslgn tune serres model could be easily 
developed 

Using lllustratlve data, the following is an example of how ths project can be 
quantitatively momtored 

Control Group M~lk  Product~on 
Negat~ve Trendlme 

(Illustrat~ve Baselme Data) 
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Control Group Milk Production 
I Positive Trendline 

5 A multrple baselm approach is also suggested because multlple variables are to be 
monitored Ths  approach to measuring change can provide an inference of attribute and 
can show quasi-statistical correlations between WUI mterventions and whatever change in 
vanables can be observed and measured 

E Lessons Learned, Conclus~ons and Recommendations 

1 Needless to say, anticipated results from ths  CA are not likely to have a statistically 
sig~uficant impact on th s  country unless the Government of Ukraine's anti-fkee enterprise 
policies are eased and eventually elimnated Boundams are at best dlffised between real 
progress in prrvatuation and contmued --and even expanded-- government controls on the 
economy whch force major economc components to remain "informal" 

All of the "Westerners" interv~ewed expressed at least some level of cpcism, hstratton, 
pessimsm, or all of the above Western Ukramans interviewed were more opttmstic It 
is possible that they see more opportuntttes for thetr fledgltng pnvate enterprises 

2 The Western Ukraine Irutiatlve appears to be more than merely a "worthwhle activity " 
Despite Government "slippages" away from free-markets, the direction that t h s  project is 
talung on can 

Q Enable new Investment in Western Ukratne 
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0 Budd capaclty for follow on progress once the project ends 

0 Increase USAID'S return on investment by leveraging what has been mnstitutionalized as 
a result of other projects, such as Farmer-to-Fmr, Buslness Development Project, 
Western NIS and other Enterpnse Funds, Eurasia Foundation, Cooperative Bank 
Development Fund, and the like 

16 Recommendations 

1 USAID project outcomes should be l~nked to activities governed by USAID contracts 
and cooperative agreements 

Despite immense influence concemng project activities relating to monetization, USAID did 
not have a direct, formal project role in managing monetization efforts 

2 Projects should be designed with "what if<' planning and decision-malung provisions 
when major "things go wrong " Timely decisions concerning such plans need to be 
made sooner rather than later in order to protect and pursue overall project objectives 

Overall lntegnty of the project as a whole can otherwise be assured 

3 M r  Thiele should provide Mr  Sm~th  with assistance to establish clearer guidelines for 
h a  reporting in order to enable greater uniformity and timeliness in overall internal 
project reporting Mr. Smith mlght wlsh to assign Andrew Tsegelsky the responsibility 
of drafting reports on his behalf 

Project reporting can only be more accurate if it is provided from Lvlv, as opposed to 
Washngton 

4 USAID/Kiev Project Management should make an effort to vislt the Lviv project office 
on a more regular basis 

USAIDffiev wdl become more familiar with the greater project, as opposed to some of its 
mdividual components 

5 Do not allow project staff to expend any more tlme on the monetizat~on matter 

If any proceeds are actually realized from the monetization effort, project management time 
w11 be better spent on developing mechamsms through whch these proceeds can be utilized 

6 As Chief of Party, Mr  Thlele should be more communicat~ve with USAID project 
management As USAID Project Manager, Mr Lyvers should be more famillar with 
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non-credrt aspects of the project 

Commumcation 1s not a one-way proposition 

7 Enable WUI to garn greater focus by rncreasrng project emphasrs on the dairy sector 

Efforts should be made to ellmate systemc deficlencles in Western Ukraine's dauy sector 
(e g , management, technology, etc ) 

Dl Increase profitablllty of processors 

Dl Improve q u a y  of mlk and mlk products 

O Identlfy new market segmentation opportumties 

Measurable varrables can be easlly established for baseline data collection and analysis It 1s 
also possible to reestabhsh older baseline data wth some accuracy 

8 Advance assocratron development 

O Establish and/or strengthen mstltutmnal capacity to accompl~sh Item 7 

O Strengthen ability to effect positive policy change emerging from accumulated grass- 
roots efforts 

9 Provrde market ~nformatron and practrcal marketrng and sales support 

Take project partzcpunts on sales callsl 

10 Increase emphasrs on trade and znvestment development, wrth partrcular focus on future 
exportable products. 

Efforts to promote cross-border trade need to include and Improve prospects for Ukraine's 
export markets 

11 Contlnue to provlde tralnlng and technical assistance to WUCB, Lvlv Credlt Unlon, and 
other future targets to be determmed 

LIM should be consulted on ways m whlch it can be accessed for such traitng, particularly 
afker the project ends 

12 Establrsh a credit facility to serve as a model for possrble World Bank support 

- 4 
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Q Can a small credit facility make a difference? It certainly can to those who wll benefit 
as Ukraine's new class of entrepreneurs Without the facility there will be no difference 
at all 

Q Thls represents one way to bnng new money, new investment into the economy The 
World Bank is discussing at least US$5 mllion for Western Ukrame, and possibly up to 
US25  mlhon for a credtt program Discussions have been held and continuing 
correspondence between USAID and World Bank reveals mnterest in supporting a WUI 
credit facility 

13 Drscuss contingency plannrng rn the event that government places new restrictrons on 
accessing foreign exchange, or if exchange rates radrcally deteriorate. 

Such as developing alternative ways to bmg local currency into the formal economy One 
example could be to auction U S imports through a "Strategic Apculture/Agnbusiness Input 
Program - enwsaged as a modified CIP 

14 Contrnue to utilize Ukrainian and regional consultants and trainers 

The project wll continue to demonstrate responsiveness to its clients 

15 Develop specific exit strategies for all expatrrate personnel. 

At least discuss need parameters for concluding roles of expatnate personnel 

16 Leverage Farmer-to-Farmer Whenever Possible 

See Section VI 

Secbon VI. Leveragmg F2 

1 LMV happens to be at one of the crossroads of Eastern Europe It is easdy accessible from 
Poland, Slovaha, Hungary, Romama, Moldova, Russia, and the rest of Ukraine These 
countnes are likely to be Ukraine's leading trading partners as their respective private 
sectors emerge from former centrally-controlled economes Coincidentally, these 
countries have benefited from the Farmer-to-Farmer Program 

2 If these countnes represent Ukraine's future markets, Ukraine represents a major market 
to these countnes as well As ewdenced wth Poland, cross-border interest in trade can be 
quickly facilitated and positively exploited Certainly, Poland has much to gain from 
establislung trade linkages with Western Ukraine Likewse, Ukraine has much to gain as 
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well --imtially by benefiting fiom cntical Polish imports, eventually by exporting product 
to Poland 

3 Seven countnes linked by many hstoncal, cultural and economc forces, also have in 
common the benefit of receiving Farmer-to-Farmer programs Farmers and agnbusinesses 
in these countnes, having benefited fiom Farmer-to-Farmer, have somethmg of value to 
share with Western Ukraiman farmers and agnbusinesses They also have an implicit debt 
to the US 

4 It is possible under W to access successfbl graduates of Farmer-to-Farmer (referred to 
as the second generation of Fanner-to-Farmer, or F2 beneficianes) All F2 farmers and 
agnbusinesses can be contacted at a very low cost because they are already known Land 
O'Lakes is already faflllliar with and relates to F2 beneficianes 

Eastern Europe 
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5 F2 beneficiaries could represent a significant part Ukrme's developing markets They 
could also be WUI's consultants, trainers, traders, investors, technology sources, and 
mentors 
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e 

Rat~onale for 
Extending the F2 Model 

CI F m e r s  and agnbustnesses in other countrres have expenence from advanced stages of reform 
O These countnes represent Ukratne's most stgmficant future tradtng partners 
0 Gaod potential for prospective "out-sourcing" tnvestment in Ukraine 
0 Few language and cultural barners 
0 Logistically less expenstve than ustng US expatnates and ate vlstts 

Illustrative Event F2 Conclave in Lwv 

Benefic~arieslgraduates known to Land O'Lakes can be easlly identified in other countnes - 
farmers, processors, etc - those who have "graduated" from Farmer-to-Farmer and have 
succeeded 

Lvlv 1s a central city by train It 1s at the crossroads of other F2 countnes, such as Poland, 
Slovalua, Hungary, Romanta, Moldova, and L~thuama 

Purpose of Conclave Forum-format opportumty for F2 graduates (farmers, processors, etc ) to 

O Meet and compare experrences 

0 Educate WUI partrcipants about problems and progress expertenced 

O Graduates become MENTORS of Ukra~man parttctpants - encouraged to stay m contact 
through the Ukraintan "transitton" process 

O Graduates become trade linkages and trade partners 

0 Formal & informal tratmng, TA, hope and encouragement rmxed wtth a little reality and 
bustness 

Other Issues to Pursue 

1 Lvlv Institute of Management (LIM) - it is posslble that current costs per student for various 
short-term coursework and semnars could be lower if offered through LIM, as opposed to 
developing these through WUI 

For example, 3-5 consecutive days of mntensive course traimng at LIM would cost 
approxlrnately 90-100 gnvna, or about US$50 per student, a course consisting of 3 short 
classes per week for five weeks would cost approxlmately 120 grtvna, or about US$60 per 
student 
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L M  could help the project by prowding more -or less-- advanced t r a ~ n g  so that trainees 
could be placed m groups according to level of tratrung need, as opposed to lumplng all 
trainees together m one class 

Furthennore, it is possible that trairung for business consultants could be less costly and more 
academcally su~table at LIM 

2 Does the WUIIACDI legal task force consult wtth CNFA's expert from North Dakota State 
Uruversity? CNEA is worlung with Vital1 Znovschok, a US-educated Ukraiman author on 
cooperattves There was at least some d~scussion between Dr Znovschok and Peter McNeil 
of ACDI, however tt is unknown whether Mr McNeil was m Ukrane on WUI or other 
busmess at the tune 

3 USAID&ev frequently seems to request WUI st& to undertake responslb&t~es for what 
appears to be Misston commurucattons For example, Ken Lyvers has asked Ken Smth to 
negottate wth World Bank officials concemng the posstbility of support of a credit facility 
betng proposed by ACDI Is ths  standard practtce? 
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ATTACHMENT A 
MID-TERM EVALUATION 

SCOPE OF WORK 

Accelerated Prrvate Agr~cultural Sector Growth in Western Ukrarne -- 
Expanded Busmess L~nkuges w~th  Poland and the Regron (WUI) 

March 18, 1998 

I Purpose 

The purpose of thts md-term evaluat~on IS to assess the extent to whch Land O'Lakes has 
acheved the objectlves of the Western Ukratne Imt~at~ve (WITI) project The project goal is to 
develop the Ukraiman domestic agncultural sector by mcreastng the profitab~ltty of partlcipattng 
busmesses, increase the availab~l~ty of rural cred~t, and develop support orgamzattons for pnvate 
agncultural busmesses It 1s to Increase trade l~nkages between western Ukrame and ne~ghbonng 
countnes, part~cularly Poland and Hungary A combmation of long-term tecbcal  ass~stance 
prov~ded by U S ex-expatnates, short-term consultmg by Poltsh nattonals, and thrd country 
tramng m Poland and Hungary IS bemg used to accompltsh these program objectlves The 
implementers are Land 07Lakes, Inc , the pnme rec~p~ent, and ACDVVOCA, the subrec~p~ent 

The md-term evaluation IS tntended to asslst Land 07Lakes to detemne the need and to suggest 
appropnate md-course correcttons for enhanced project effect~veness and benefictary tmpacts In 
part~cular, the evaluator should ~dentify and descrtbe progress towards the USAID Strategc 
Objective, Intermediate Results, and Project Indicators 

I1 Background 

On September 24, 1996, Land 07Lakes was awarded USAID Cooperatwe Agreement EPE-A-OO- 
96-90021-00 at the est~mated federal hndmg total of $Z,953,3 16 under the project ent~tled 
Accelerated Pnvate Agricultural Sector Growth tn Western Ukrame --Expanded Busmess 
L~nkages with Poland and the Regon (WUI) The complet~on date IS September 30, 1999 The 
subawardee IS ACDWOCA As of December 3 1, 1997, the project has been obl~gated 
$ 1,800,000 and has expended $944,428 of the federal share of fbnding 

The expected results of the project, as expressed In the proposal, are to 

Create Tradehvestment Linkaaes At least 20 profitable busmess l~nkages between Poland and 
Western Ukrame will be fachtated through the program's tra~mng and tecbcal  ass~stance 
actlvitles 
Increase Profitabtlttv of Aar~busmesses At least 40 agnbusmesses w~ll develop and ut111ze 
busmess and marketrng plans whtch Increase the~r overall profit margns by 15% 
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Expand Rural Credit At least one private credit mstitution will expand credit and their credit 
services to Western Ukraiman private agnbusinesses 
Improve Capacity Utilization At least five processors and/or cooperatives will provide credit 
through on-lending scheme to their producers/customers, resulting in improved operating 
efficiencies and boosted product output/sales by 20% 
Increase Investment in Private Annbusinesses At least 50 busmess operating loans wrll be 
approved for agnbusinesses and producers to start up or expand operations At least three capital 
investment agreements will be closed through the project's Capital Investment Program each year 
Establish Pnvate Business Management Services At least ten Ukrsuman agnbusiness consultants 
will be trained in the first two years and begin delivering for-fee services to agribusinesses dunng 
the thrd year of the program 
Strengthen Professional Agribusiness Associations Four agncultural support groups such as 
professional associations, pnvate cooperatives, industry alliances, foundations and commodity 
boards will be strengthened and/or established 

The project fits under the following USAID strategc objective and intermediate results 

Strategic Objectwe 1 3 Accelerated development and growth of pnvate enterpnses 

IR 1 3 1 Free availabihty and flow of busmess-related information 

IR 1 3 2 Improved application of market-dnven business sllls 

IR 1 3 5 Ths strategic objective includes a component calling for "a more 
competitive and market-respons~ve pnvate financial sector 

I11 Statement of Work 

A Methodology 

The evaluator will carry out an evaluation based on the following 

Literature review of relevant project documentation, including onginal proposal, work plans, and 
quarterly reports 
Interviews with USAID/ENT/ED/AG project staff in or fiom Washmgton, DC 
Interv~ews with appropriate staff at ACDWOCA oflice in Washngton, DC 
Interviews with key project staff at the Land O'Lakes home office in Arden mils 
Field interviews w~th key Land O'Lakes and ACDWOCA project staff at the Land 07Lakes/Lviv 
office 
Interviews with the appropnate USAID/I(lev staff 
F~eld v~sits to project clients in western Ukrame 

Pnor to departure from Ukraine, the evaluator wlll provide a de-bnefing and offer prelimnary 
wntten observations to the USAIDffiev staff 
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B Tasks 

The evaluator will prepare and deliver wntten and oral evaluation reports that address the 
followmg 

Project Design 

Detemne whether the assumptions and constrmnts made in the project design were appropnate 
to the enwronment in Ukraine 
Deternune the cntena used to identify the target beneficianes/clients and assess the 
appropnateness of the selection of geographical sectors and clients for the project targets 
Assess whether the ~dentified project clients are capable of meeting the project outcomes 

Project Implementation 

Assess the effectiveness of Land O'Lakes in meeting project purpose, goals, outputs, USAID 
Strategrc Objective 1 3, applicable Intermediate Results, and Project Indicators 
Review and comment on the effectiveness of project methodology 
Assess the effectiveness of techcal assistance and traimng Questions to focus on with the 
project beneficianes are 
Where were the beneficianes before the project began? 
What assistance did Land O'Lakes provide? 
How did they benefit? State in measurable terms, wherever possible 
Any unanticipated benefits? 
What recommendations do the beneficianes have for further assistance? 
Recommend md-course corrections to project implementation 
Make recommendations for follow-on assistance to project clients 

Project Management 

Review project admmstration, including quality and background of staff, orgarmation, 
management systems, reporting, and timeliness of techcal assistance and trmtung 
Assess the extent and quality of coordination between Land O'Lakes and USAID staff in Ukraine 
and the U S 
Detemne whether the level of backstopping provided to the project by home office staff and 
USAID has been suffic~ent and appropnate 

Momtonnn and Evaluation 

Deterrmne what controls are in place to motutor progress 
Assess what adjustments have been made by Land O'Lakes in the project as the result of external 
issues and constraints or changing assumptions 
Assess methods Land O'Lakes has used to obtain feedback on and to measure the success of the 
project 
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Lessons Learned 

Answer the questton, What  are the lessons to be learned by ths  project so far?" Lessons learned 
generally concern the big, overarchng Issues and can relate to any part of the project destgn, 
implementat~on, management, and momtonng/evaluat~on 

C Consultant Qualifications 

The md-term evaluation wdl be carted out by one consultant, selected by Land O'Lakes and 
approved by USAID staff The consultant should have expenence m conducting evaluattons 
Experience with tnternational trade and with credlt IS required It IS also preferable that the 
consultant have some farmlianty with bustness m Ukrame or other Central and Eastern European 
countrtes 

D Work Davs 

A stx-day work week is authonzed whle the evaluator is in the field 

IV Proposed Schedule 

The core of the evaluation is expected to take approxlmately three weeks (1) one week in the 
U S , (2) one week m Ukrane for project assessment, and (3) one week in the U S for report- 
wntlng The consultant must be flexlble in the timng of the portlon of the evaluation in Ukrame, 
so that lt coincides wth  the vlstt of any USAID staff persons who may wsh to accompany the 
evaluator on the evaluatton The assignment wtll take approxlmately fourteen (14) work days to 
complete Below IS a proposed ttmeltne 

pnor work Read documents and conduct tntervlews tn U S (2 days) 
Apnl23-May 3, 1998 Fteld work tn Ukrame (6 days) 
May 3-7 Wnte report after return to U S (3 days) 
May 8 Draft report due to USAID and Land 07Lakes 
sometime May 1 1 - 15 If requested by USAID--presentatton to USAID in Washmgton 

D C (1 day) 
May 18-22 Incorporate comments, complete final report (2 days) 
May 22 Fmal report due to USAID and Land 07Lakes 

The evaluator 1s expected to present an oral and wrttten report to the USAID Project Officer after 
the assignment IS completed 
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Land O'Lakes wtll provtde all necessary logistics, including arrangements for transportatton, 
interpreters, hotels, and per dtem The evaluator is responstble for the draftmg and final 
preparatton of the evaluatlon report 

VI Deliverables 

The evaluator will bnef USAID/Lviv staff at the completion of the field work, lncludtng provtding 
a concisely wntten prelimnary assessment The evaluator will provide an oral bnefing for 
USAIDEN1 staff w i t h  10 days of delivenng the draft evaluation 

The evaluation report wlll tnclude (1) a cover page, (2) an executive summary (3-5 pages), 
(3) maln text (maxlmum of 20 pages), and (4) a bnef statement of conclusions, recommendations, 
and lessons learned The report should be wntten in laymen's terms 

Appendices wtll tnclude but are not lirmted to (1) evaluation scope of work, (2) description of 
methodology used in evaluation, (3) list of documents revtewed, and (4) list of persons 
contactedjtnterviewed 

The evaluation report should provtde empirical findlngs to answer these questtons, conclusions 
that are based on the findtngs, and recommendations based on an assessment of the results of the 
evaluatton The evaluatlon report IS to provtde lessons learned that may emerge fkom the analysis 

Evaluation of Scope of Work 

Tlus Scope of Work (SOW) generally seems appropnate for the lntenm evaluation of a project of 
tlus size Several suggestrons to tmprove on future SOWs include 

1 Provide reference to project budget and financial information, at least to consider budget as a 
plamng tool Several comments were made by Mr Lyvers concemng the number of tnps to 
Poland and US taken by the Chef of Party, as well as references to travel to IQev undertaken 
by the Project Officer Hts comments reflect a lack of understanding concemng what travel by 
the Project Officer is being charged to the WUI project, versus the USDA monetuation 
agreement 

2 Expected results m the SOW dtd not completely cotnctde w th  expected results tndicated in the 
Cooperatlve Agreement When establishng parameters for SOWs, cntena specified in offictal 
project documentation need to be stated Discrepancies exlst as follows 
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Expected Result SOW Cooperative Agreement 

Incredse Investment ~n Pnvate At least three capital investment At least five capttal mestment 
Agnbusinesses agreements agreements 

Strengthen Professional Four agr~cultural support groups Three agr~cultural support groups 
Agnbus~ness A S S O C ~ ~ ~ ~ O ~ S  

Larger projects w~ll likely require increased levels of effort, number of evaluators for purposes of 
maintalmng the techcal integnty of the evaluation, or a combination of the two The level of 
effort and use of a single evaluator seemed appropnate for thls evaluation 

Thls report is Intended ior the e\~lusive use of Land 0 Lakes Inc and USAID No portion of h s  report may be reprodu~ed m 
part or m its entuetv without the express wntten pemssion of Land 0 Lakes Iw or A P Gross & Company Inc 



A P Gross & Companv Inc 
WUI Wd-Term Ebdluation 
Attachment B Persons Intenrened 

P d g ~  B- 1 of 4 

ATTACHMENT B 
LIST OF PERSONS INTERVIEWED 

Contact Orrraruzation Ofice Phone Fax 
1 Besore, Jim 

2 Blood, Davld 

3 Bryn, Colleen 

4 Campbell, Rolf 

6 Dudzham, Bohdan 

7 Fauth, Wade 

ACDINOCA 
ul Jasna 26 p 324 
00-054 Warsaw, Poland 

Land 07Lakes, Inc 3 80322-74- 19-43 3 80322-97- 19- 1 1 
Farmer-to-Farmer Program 
10 Kopemka #6 
Lviv 290000 Ukraine 

Land O'Lakes, Inc 
Program Specialist 
International Development 
P O  Box 116 
Mtnneapolis, MN 5 5440-0 1 16 

Land O'Lakes, Inc 
Director of Operatrons 
International Development 
P 0 Box 116 
Mtnneapolis, MN 5 5440-0 1 16 

ACDUVOCA 
Vice President 
50 F Street, N W 
Suite 1 100 
Washmgton, DC 20001 

Executive Director 
Lviv Dairy League 
Lviv, Ukrame 

Land O'Lakes, Inc 
WUI Project Officer 
International Development 
P 0 Box 116 
Mnneapolis, MN 5 5440-0 1 16 

Lviv Institute of Management 380322-52-44-63 380322-52-44-63 
Director, Academc Programs 
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57,700-ncha-Lvova St 
Lv~v, 29060 1, Ukraine 

9 Hayduchok, Roman 

10 Herlehy, Tom 

1 1 Kaiser, Uchael 

12 Klimczuk, 
Boguslaw 

13 Landma, Tetiana 

14 Lesyk, Olga 

15 Lyvers, Ken 

16 Lyshanuch, Roman 

17 Malyna, Nadia 

18 Maynard, Mke 

Hal-Inform 
Flour Mller, Trader 
LVIV, Ukralne 

CNFA - IClev 

USAIDffiev 
19 N~zhny Val St 
Ktev 25407 1 Ukraine 

Serrunar Leader/Facilitator 
Ul Partyzantow 3 
22-400 Zamosc, Poland 

Western Ukraine Commercial Bank 
Deputy head of Planrung and Finance 
7a Naukova Str 
Lvlv, Ukrame 

Western Ukraine Commercial Bank 
Strategic Development and Marketing 
Department 
7a Naukova Str 
Lviv, Ukraine 

US AIDffiev 
1 9 Nlzhny Val St 
k e v  254071 Ukraine 

Farmer 
Consultant Trainee 
Lviv Oblast, Ukraine 

Translator 
Economst and Law Student 
Lviv, Ukraine 

Cargill Enterpnses, Inc 
Representative Office, Gev 
3 Mechmkova Str, 4th Floor 
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k e v ,  Ukraine 252023 

19 Metelsky, Igor 

20 Nehala, Volodymyr 

2 1 Oliynuk, Leomd 

22 Pokhodzyayev, 
Anatolly 

23 Pytkowska, Justyna 

24 Semenyuk, Oksana 

25 Sharma, D e m s  

26 Shulgan, Yuny 

27 Singer, Jeff 

Equipment Trading Company 
Farmers Association 
Consultant Trainee 
Lviv, Ukraine 

Dairy Processor 
Partners Program 
Lviv Oblast, Ukraine 

Farmer 
Partners Program 
Lviv Oblast, Ukraine 

ACDII VOCA 380322-74- 19-43 380322-97- 19- 1 1 
Credit Specialist and Legal Consultant 
Western Ukraine Imtiative 
10 Kopemka #6 
Lviv, Ukrame 

Land O'Lakes, Inc 
WUI Polish Logisitics and 
Admnlstratlon 
ul Smolna 1617 
00-3 75 Warsaw, Poland 

Lviv Credit Uruon 3 80322-72-49- 1 5 
Director 
Consultant and Credlt Tramee 
7, Rynok Sq 
LVIV, Ukraine 

USAID/ENIlED/AG 
Washington, DC 

Western NIS Enterprise Fund 380322-97- 18-55 380322-97-1 8-56 
Consultant Tramee 
7 Halytska Ploshscha, 2nd Floor 
Lviv, Ukrame 2900000 

ACDWOCA 202-879-025 1 
Western Ukraine Irutiative 
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Project Officer 
50 F Street, N W 
Suite 1 100 
Washngton, DC 20001 

28 Slyussar, Olga 

29 Srmth, Ken 

30 Thele, John 

3 1 Tsegelsky, Andrew 

32 Vetosh, Sergey 

33 Walters, Harry 

34 Zdybel, Danusz 

Farmer 
Partners Program 
Lviv Oblast, Uhame 

ACDWOCA 
Setuor Credit Specialist 
Western Ukraine Imtiative 
10 Kopemka #6 
Lviv, Ukraine 

Land O'Lakes, Inc 
Chef of Party 
Western Ukraine Imtiative 
10 Kopemka #6 
Lviv, Ukraine 

ACDU VOCA 
Project Assistant 
Western Ukrame Imtiative 
10 Kopemka #6 
Lviv, Ukrame 

USAIDffiev 
B a h g  Specialist 
19 Nyzhny Val St 
254071 l e v ,  Ukraine 

USAIDffiev 
1 9 Nizhny Val St 
JQev 25407 1 Ukraine 

Land O'Lakes, Inc 
Polish Market Information and 
Fac~litatton 
Western Ukratne Imtiative 
ul Smolna 1617 
00-375 Warsaw, Poland 
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ATTACHMENT C 
LIST OF DOCUMENTS REVIEWED 

"Accelerated Pnvate Agncultural Sector Growth in Western Ukraine --Expanded Business 
Linkages wlth Poland and the Regon--" Land O'Lakes, Inc and Agncultural Cooperatlve 
Development International Proposal subrmtted to AID Wsslon-IClev, Agncultural Techcal 
Office, Bureau for Europe and the NIS, The U S Agency for International Development, 
September 1 995 

"Techcal Assistance to Dalry Plant Management", Accelerated Pnvate Agncultural Sector 
Growth Project, Western Ukraine Imtlatlve, Ella Mae Howard, October 1997 

'Vkrame - Agnculture in Reform", Issue 1, December, 1996, Agrrcultural Land Share Project 
W S P )  

'ZTkralne - Agnculture m Reform", Issue 2, February, 1997, Agrrcultural Land Share Project 
W S P )  

US AID Cooperatlve Agreement EPE-A-00-96-9002 1-00 

USAID Cooperatwe Agreement EPE-A-00-96-9002 1-00, Modification 01 

Annual Workplan, Year 1, January 1997 

Quarterly Reports 
Land O'Lakes, Inc , September-December 1996 
Land O'Lakes, Inc , January-March, 1997 
Land O'Lakes, Inc , Apd-June, 1997 
Land O'Lakes, Inc , July-September, 1997 
Land O'Lakes, Inc , October-December, 1997 
ACDI, October-December, 1996 
ACDI, January-March, 1997 
ACDI, Aprrl- June, 1997 
ACDI, July-September, 1997 
ACDI, October-December, 1997 

9 Western Ukraine Cornmerc~al Bank Trarung Needs Assessment 

10 Executive Summary, W C B  Train-the-Trainer Program, ''Fundamentals of Credit Selection 
Semnar", ACDINOCA., Western Ukrame Irutiative, Apnl 1998 

1 1 Polish Banlung Site Vlslt Reports 
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12 Bank Market Research Report 

13 Resumes Wade Fauth, John Thlele, Kenneth Smth 

14 Subagreement Between Land O'Lakes, Inc and Agncultural Cooperative Development 
International, 25th October 1996 

15 Amendment to Subagreement Between Land 07Lakes, Inc and Agncultural Cooperative 
Development International, 6th January 1998 

16 '"Performance Momtonng and Evaluation TIPS', USAID Center for Development Informatton 
and Evaluation, Number 1 1, 1997 

17 "Cost Share for LOL Ukraine Regional Agnbusiness Development Proposal", Charles Uphaus 
Memorandum, 5 August 1996 

18 Poland-Ukraine Agrrcultural Trade Data, 1993- 1994, source unknown 

19 ACDI Capability Statements, 'Banlung and Financial Systems for Agrrculture and 
Mtcroenterpnse " 

20 Evaluating Practice Guidelines for the Accountable Professional, Bloom, Martin and Fischer, 
Joel, Prentice-Hall, Inc , Englewood Cliffs, NJ, 1982 
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I Person Interwewed I Date 1 1 
Mdulmg Address 

Telephone 

( Type of Enterpnse 1 Producer Processor Trader Supplier Other (spec@) I 

1 How long have you been in pnvate business? 

2 What &d you do before going into pnvate business? 

3 What comrn~t ies  andlor semces do you provlde and in what volumes? 

4 How drd you hear about the USAIDILand O'Lakes program? 

5 Why &d you decide to participate in ths  program? What were your expectations? 

6 Please describe some of the problems affecting profitability (how well your business performed) that you were 
facing at that time that 

7 Please descnbe how you marketlsell your product/semce 

8 Wholwhere are vow markets in Ukraine? 

9 Do you sell to markets outside of Ukraine? If so where? 

10 How long have you been selling to markets outside of Ukraine particularly Poland? 

11 What percentage of your business is outside of Ukraine? 

12 Has thls changed from prevlous years and If so how? 
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13 What changes d any have vou noticed in your business/markets in the last )ear? 

11 Has the USAIDLand O'Lakes program helped vou ident* new credt sources? Please descnbe 

15 Has the USAIDLand 0 Lakes program helped you prepare for potential credlt sources7 Please describe 

16 (If you are a processor or a producer) Has anyone dscussed wth you "on-lending"? Please descnbe and 
indlcate whether t h s  is somethng you would recommend 

17 Please indcate three ways In whch your business has improved in the last vear 

1 

2 

18 Please indcate three main reasons why your business has not improved (debt?) 

19 Have vou received any semces from and/or participated in any activities sponsored by USAIDLand O'Lakes 
(e g workshops, traimng techrucal assistance business consultations)7 Zf so please descnbe 

20 What practical assistance from USAlDLand O'Lakes has been the most relevanthelpful? 

2 1 What assistance from USAIDiLand O'Lakes has been the least relevanthelpful7 

22 Has USAIDLand O'Lakes affected your business? If so, please descnbe in the following contexts 

Have you gained new tradeltnvestment lmnkages7 New markets? Please descnbe 

Have vou evpenenced an Increased in profitability 7 What percentage? Please descnbe 

Do you have improved and/or access to creQt7 Please describe 

Improved capaclty utillzatron? Increased production and/or sales? By what percentage? Please descnbe 
Have you received increased investment (debt and/or equrty)7 Please descnbe 

Was a new busmess estabhshed? Please descnbe 
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23 Do IOU belong to a trade or business association7 If so please descnbe 

24 Bdsed on \our evpenence with the USAIDLand 0 Lakes project how do vou tlunk the project can be more 
helpful? 
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Telephone 

Person Interwewed 

M a h g  Address 

Date 

1 When was the orgarnation founded? 

Type of Enterpnse 

2 How many members does the orgarnation have and what is the typical composition of its membership? 

Association Cooperative Industry Alliance 

Foundation Comrndty Board 

3 What 1s the pnmary purpose of the orgamzation? 

4 Do members pay dues? How much? 

5 What semces does the orgarnation provide to its members? 

6 Does the orgamation charge fees for semces? Please give examples 

7 How dld you hear about the USAIDnand 0 Lakes program? 

8 Why d d  vou decide to partmpate In ths  program? What were your expectations? 

9 Please descnbe some of the problems affectmg the orgamzatlon 

10 Please descnbe how the orgamation and its semces are marketed 
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11 What changes lf anv have vou notlced in the organvatlon In the last vear' 

12 Please lndlcate three ways In whch jour busmess has Improved In the last year 

13 Please lndlcate three m a n  reasons why your busmess has not Improved 

14 Have vou recelved any services from andor participated m any achvlties sponsored by USAIDLand O'Lakes 
(e g workshops traimng techmcal assistance business consultations)~ If so, please descrrbe 

15 What practical asslstance from USAIDnand 0 Lakes has been the most relevantfhelpful? 

16 What asslstance from USAIDLand 0 Lakes has been the least relevantlhelpful? 

17 Based on vow eqenence w~th  the USAIDLand O'Lakes project do you believe that the orgaruzatlon has 
been strengthened? 

18 How do you thnk the USAIDILand 0 Lakes project can be more helpful? 
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A P Gross & Compm Inc 
WUI Mid-Tern EL dludtlon 
Attachment F Credlt Interwev Form Page F-1 of 2 

I Person Interv~ewed I Date 1 I 
I M a l ~ n g  Address I I 

How long have you been serving pnvate business? 

What financial sernces do you offer? 

What percentage of your portfolio is m agribusiness? Has tlus changed In the past year? 

What percentage of your agnbusmess portfolio IS non-perfomng? Has tlus changed In the past year? 

What types of agnbusinesses do you lend to - please descnbe 

Telephone 

Type of Enterprise 

6 What types of agnbusinesses do you NOT lend to - please descnbe 

Credt Institution 

7 How &d vou hear about the USAIDLand O'Lakes program7 

8 Whv &d vou decide to participate in thls program? What were your expectations? 

9 Please descnbe how you marketJsel1 your services 

10 What changes rf anv have vou noticed In your businesslmarkets overall in the last year? 

Tlus report 1s Intended for the eiclusive use of Land O'Lakes Inc and USAID No portion of thls report may be reproduced m 
part or in its entlreb nithout the express wtten pemssion of Land 0 Lakes Inc or A P Gross & Company, Inc 



A P Gross & Compam Inc 
WUI Mid-Term Evaluation 
Attdchment F Creht Interview Form 

11 Has the USAlDLand O'Lakes program helped Four lnstitution7 Please descnbe 

12 Please inhcate three ways in whch your business has improved in the last vear 

1 

13 Please indtcate three main reasons why your busmess has not improved 

14 Have vou recelved any sernces from andfor partic~pated in any activities sponsored by USAIDLand O'Lakes 
(e g workshops tramng, techcal  assistance business consultabons)? If so, please descnbe 

15 What practical assistance from USAIDLand O'Lakes has been the most relevanthelpful? 

16 What assistance from USAIDLand O'Lakes has been the least relevantlhelpful? 

17 Has the USAIDICand 0 Lakes project had a positwelnegative affect on your institution? If so please describe 
in the followng context 

Have vou expanded credtt to rural areas? 

18 How do you thnk the USAIDLand 0 Lakes project can be more helpful? 

Tius report is Intended for the evclusive use of Land 0 Lakes Inc and USAID No portion of this report may be reproduced m 
part or m its entlretv wthout the ekpress wntten pemussion of Land 0 Lakes Inc or A P Gross & Company Inc 



Western Ukraine Initiative 
CA #EPE-A-00-96-9002 1 -00 

Mid-Term Evaluation 
Debriefing at USAIDIUkraln e 

ASP, Gross & Company, Inc. 
30 April 1998 

The Cooperative Agreement 

= USAlD Cooperatwe Agreement establ~shed 24 September 1996 
w ~ t h  Land O'Lakes, Inc (Land O'Lakes) as prlme awardee and 
ACDINOCA (ACDI) as subawardee 
- Federal fundmg totalmg $2,953'3 1 6 was granted 
- Complenon date of 30 September 1999 
- $ 1  8 m~l l~on of federal fundmg obhgated as of Aprd 1997 
- $1 3 rn~lhon of the federal share of fundmg and $0 3 mdl~on of 

non-federal funds have been expended as b f  3 1 March 1998 
4 

A P Gross & Company, Inc Page 1-2 



Expected Results 

=The Intent o f  thrs CA IS t o  fac~lrtate the development o f  the 
Ukra~n~an domestrc agricultural sector by 

- lncreasmg profitab~hty of partlcrpaung busmesses 
- lncreas~ng avadabhty o f  rural c red~t  
- Developmg support organrzauons for private agrrcultural 

busmesses 
- lncreasmg trade lmkages between Western Ukrame and 

ne~ghbormg countrres, partrcularly Poland and Hungary 

This C A  IS relevant to USAlD Strategrc Objectwe 1 3 
Accelerated development and growth of prlvate enterprls 

More spec~fically, expected results by the end of the C A  are 

- I Create Trade/lnvestment L~nkages A t  least 20 profitable 
busmess lmkages between Poland and Western Ukrame wrll be 
Facll~tated through the program's tralnlng and technrcal 
assistance 

- 2 Increase Profitablllty of Agr~bus~nesses At  least 40 
agr~busmesses wdl develop and uul~ze busmess and mar 
plans wh~ch Increase the~r overall profit margms by 15% 

A P Gross & Company, Inc Page 3-4 



- 3 Expand Rural Cred~t At  least one private cred~t lnstltutlon 
w~ l l  expand cred~t and their cred~t servlces to Western 
U krainian private agri busmesses 

- 4 Improve Capac~ty Utllizaoon A t  least five processors andlor 
cooperatives will prov~de cred~t through on-lendmg scheme to 
the~r producers/customers, resultmg In ~mproved operating 
efic~encies and boosted product outputJsales by 20% 

- 5 Increase lnvestment In Pr~vate Agr~busmesses At  least 50 
busmess operattng loans will be approved for agribusmesses and 
producers to  start up or expand operations At least fi 
capital investment agreements wdl be closed through t 
project's Cap~tal lnvestment Program each year 

- 6 Establish Private Business Management Serv~ces A t  least ten 
Ukramran agr~business consultants will be trained in the first 
two years and begm delivermg for-fee services to agr~businesses 
durmg the th~rd year of the program 

- 7 Strengthen Professional Agr~busmess Assoc~ations Three 
agr~cultural support groups such as profess~onal associations, 
prwate cooperatives, ~ndustry all~ances, foundations and 
commodity boards wdl be strengthened and/or established 

A P Gross & Company, Inc Page 5-6 



Mid-Term Results - I Create Tradellnvestment Linkages 6 trade lmkages 
documented, 6 addaonal firms reported trade linkages but would 
not agree to put their sales in writlng Produco/commod~ties 
include 
- lolly-pop producuon equipment, packaging equipment for sugar, 

margarine, ketchup, a rav~oh machine, sausage casings, flour 
bags, supply of rapeseed, etc 

-2 lncrease Profitability of Agribusinesses Project partners have 
been ident~fied and at least I0 firms have developed and begun to 

to previous years as no rel~able baseline data were seen 

- 3 Expand Rural Credrt 

= 4 Improve Capac~ty Utilization - 5 lncrease Investment In Prrvate Agrr busmesses 

Desprte the non-avarlab~l~ty of funds from whrch loans 
could be d~sbursed, WUI undertook a comprehens~ve 
market study and financial sector assessment Based on 
this work, WUCB was strongly mdicated t o  be the most 
appropriate financ~al rntermedlary for the on-lending 
program NewB~zNet establ~shed the Busmess Support 
Center (BSC-a subs~d~ary of Lvrv lnstrtute of Manage 
during wh~ch tlme it was very helpful t o  ACDl ST tea 
In addmon t o  the Farmer-to-Farmer Program, thrs IS 

another example of how USAlD fundmg 1s belng levfr 

A P Gross & Company, Inc Page 7-8 



Although ACDl's hmng of LT expatriate and 
Ukrainian nationals as cred~t staff was late, 
the arr~val of Ken Smlth resulted in new focus 
for the cred~t component of th~s CA. 
Tramng needs assessments have been 
completed, legal assessments are bemg 
undertaken, and three loan mechan~sms have 
been des~gned* 
- WUCB - Lvw Credit Un~on - and Future 

Cooperatrves 

At th~s juncture, WUCB's readmess IS 
est~mated to be at  80 percent More than 15 
draft agreements and MOUs have been 
submitted to NARD for approval. 

Thrs rnd~cates that the absence of funds to 
lend would not have adversely ~mpacted the 
first year of the project had fieldmg of the Q 
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6 Establ~sh Pr~vate Busmess Management Serv~ces At least \ 0 
consultant trainees have been dentdied and trarnrng has begun m 
deltvertng "for-fee" services to potent~al agrrbusrness customers 
However, tramees are findtng that no one IS rnterested In paying 
for such servlces 

7 Strengthen Professional Agribustness Associations WUI IS 

working to strengthen the "Vrllage Leaders" program, Lvtv Darry 
League, consultant's assoclatlon (In formauon) and Oblast 
Farmers Assocratron 

Supportrng documentatron IS marntarned at  WUI offices and 

These mrd-term results encompass and reflect 
work done under the first year workplan as 
well as work already begun under the second 
year workplan. 

Expected results establ~shed rn the desgn of 
th~s actlvlty were conservative However, 
expected results in the second year 
have been expanded to reasonably more 
ambitlous levels 

1 
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The best des~gned projects do not always go 
according t o  plan When things go wrong 
--especially with a major project component-- 
contingency plans based on "what if" scenarios need 
to be dec~ded upon and put Into effect as soon as 
possible No convincing ev~dence was seen 
concerning defi nitive contingency plannmg No 
definitwe dec~s~on by project management at LOL, 
ACDINOCA and USAID concernmg hmitmg the 
tcme that was spent on monetlzat~on matters w 
evident 

= Despite good lntenbons and efforts, a better practice from a 
management standpoint would have been for USAID t o  have at 
least some contractual oversight of  the monetization program 

= In fa~rness, specific reference in this evaluation is made t o  an 
official USDA letter t o  Land O'Lakes dated 26 March 1998 USDA 
states in the letter ~ts opinion that "the Government of Ukra~ne 
has from the beginnmg obstructed the proper ~mplementatton of 
this Land O'Lakes (L Of) [/ 995 Food for Progress] agreement 
and rhar L O L  does not share any responstbihry for the fillure of 
the purchaser to provide proper payment for the 20,000 metric 
tons of  soybean meal donated by USDA " USDA has closed I 
agreement with Land O'Lakes 

A P Gross & Company, Inc Page 13-1 4 



Recommendations 
t Do not allow prolect staff to expend any 

more tlme on the monetlzatlon matter. 

c Gam Greater Focus by lncreasmg Emphas~s 
on the D a r y  Sector 

I. Work to ehmmate systemic deficienees 
in Western Ukrame's dairy sector (e.g., 
management, technology, etc.). 

2. Increase profi tab~l~ty of processors. 5 =2 4 

3. Improve qual~ty of mdk and m~lk i.3 s 
& &d 

c ldent~fy new market segmentation opportunltles 
Advance Assoc~at~on Development 
I Establ~sh andlor strengthen mst~tut~onal capaclty 

to accompl~sh above 
2 Strengthen abhty to  effect posltlve poky  change 

ernergmg from accumulated grass-roots efforts 
3 Prov~de market ~nforrnat~on and marketmg and 

sales support 
t Increase Emphas~s on Trade and Investment 

Development, w~th part~cular focus on exportable 
products 4 

c Contmue to Prowde Tramng and TA to 
Lvlv Cred~t Un~on, and Other Future 
Determined. 
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t Establ~sh a Cred~t Fachty to Serve as a Model 
for Poss~ble World Bank Support . Can a small credlt fac~hty make a difference? It 

certainly can to the relatively few who will rlse to 
the occaslon as Ukrame's new entrepreneurs and 
work toward a free and open economy Without 
the faclllty there wdl be no difference at all 
Th~s represents one way to  brmg new money, new 
Investment Into the economy. An alternative way 
to brmg local currency out from the mattresses is 
to auctlon U S. Imports through a "Strategic 
Input Program - enwaged as a modlfied CIP 

c Ut~hze U kranan and Reg~onal Consultants 
and Tramers. 

t Develop Spec~fic Exit Strateg~es for All 
Expatr~ate Personnel 

t Leverage Farmer-to-Farmer Whenever 
Poss/b/e. . 
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Leveraging F2 

I I ,. A e s t e r n  Ukra 
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Rationale for 

Extending the F2 Model - Experiencmg further advanced stages of 
reform - Potentially represents most s~gn~ficant future 
tradmg partners 

Good potentral for "out-sourcrng" mvestment 
rn Ukrarne. 

Fewer language and cultural barr~ers. 

Loglst~cally less expenslve than usmg US 

l llustrative Event - 
F2 Graduates Conclave In Lvlv 
Beneficlar~es known to Land O'Lakes can 
easily identify those in other countrles 
-farmers, processors, etc.- who have 
"graduated" from F2 

Lv~v 1s 11 kely the most central c ~ t y  by tram at 
the crossroads of other F2 countrles, such as 
Poland, Slovak~a, Hungary, Romanla, 
and Russ~a. 
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Purpose of Conclave opportunity for F2 
graduates (farmers, processors, etc ) to 
- meet and compare experiences 

- educate WUI participants about problems and 
progress experienced. 

-graduates become MENTORS of Ukrainian 
participants - encouraged to  stay in contact 
through the Ukraln~an "transition" process 

- graduates become trade linkages and trade 
partners 

-formal & Informal training, TA, hope and 
encouragement mixed with a little reality and 
busmess 

1 

Several administratwe suggestions are being 
formulated for the evaluation report, such as 
- Land O'Lakes Ch~ef of Party to establish clearer 

guidelines for ACDl reporung that wdl enable 
greater uniformity and t~ me1 I ness in overall project 
reporting 

- clarifications in mmor discrepanc~es between 
expected results identified in the proposal versus 
those stated in the CA Th~s  evaluat~on cons~dered 
only CA-spec~fied results 4 
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Expatriate and Ukraln~an natlonal staff are 
1 

I lmpresslve and do not appear to be afrald of 
work. If there was ever any f r~c t~on between 
any staff, none was evidenced to be interfering 
w ~ t h  current work In progress 

Realities and Lessons Learned 
Needless to  say, antupated results from thls 
CA are not l~kely to have a statistically 
s~gnlficant Impact on thls country unless the 
Government of Ukralne's antl-free enterprise 
pollc~es are eased and eventually eliminated 
Boundar~es are at  best d~ffused between real 
progress in pr~vatlzatlon and continued 
government controls on the economy w h ~ b  
force major economlc components to  remain j 
"~nformal" 3 

< \ 
4 , j  #+ !q $ 
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Overall Impression 
= Th~s is more than merely a worthwh~le actlvlty The 

d~rect~on that this project IS takmg on can enable 
new mvestment rn Western Ukra~ne, budd capacity 
for follow on progress once the project ends, and 
can Increase USAID's return on mvestment In 
several other projects by leveraging what has been 
~nst~tut~onal~zed as a result of other projects such as 
Farmer-to-Farmer, Busmess Development Project, 
Western NIS and other Enterprise Funds, Eurasi 
Foundation, Cooperatwe Bank Development Fu 
etc 
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