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I. INTRODUCTION 

The purpose of th~s report is to make a brief overall 
assessment of the Association Cooperative de Peche Mar~time (Fishing 
Cooperative or ACPM) and to make general recommendations on possible 
solutions in certain problem areas or areas of weakness. It is 
seen as important t~ view the ACPM as a whole, rath~r than isolate 
a given component (such as the USAID project), as the success or 
failure of the Society is not determined solely by thu success or 
failure of an individual project or component. 

It should be recognized that the ACPM itself is not an 
independent entity, but is largely controlled, subsidized and 
facilitated by the Government of the Republic of Djibouti (GRCn), 
through the Ministry of Agriculture, Chief of Fisheries S~rvit,~. 
As the fishing industry in this neyly independent nation is Sf ~l 

in the formative stages, it is e~pected that GROD participati and 
assistance in th~anagement ar:! operations of the AO'M willI I ~ssarily 
remain heavy for some time :0 come. The ACPH has and is rece.vin~ 
assistance from the French Economic Assistance Mission (FAC) , as 
well as USAID and the FAO. 

Given the limited amount of time available for this 
evaluation, there is more emphasis placed on general problem areas 
or points of weakness, rather than an in-depth analysis of specific 
problems ana solutions. As the ACPM ia still evolving (selling 
operations have only been done by the Cooperative since March, 
1981) and many new procedures and plans ar~ bei~g installed, an 
in-depth analysis would be premature. It would be appropriate 
though, in a period of about one year to eighteen months, when all 
management and operational systems should be in place. 

II. PRESENT S'I'~ 

For this assessment it is not necessary to give a lengthy 
historical perspective on the Association C~operation de Peche 
Maritime (ACPM). In ruost functional respects the ACPM has been 
operational since March of this 'year, and in existence for less 
than five years. For an historical perspective the Project Paper 
can serve as a major source of information. This section of the 
report has bee~ divided into the following sub-sections : Production, 
Infrastructure, Management, Finance and the USAID Fisheries D£velopment 
Project. 
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A. Production 

In March, 1981, the ACPM assumed the function 
of selling marine products for the fishermen/membersi both 
wholesale and retail, through the factory outlet in 
Djibouti (city). Almost immediately a dramatic increase 
in the volume of purchases was seen. From an average 
estimated monthly "roduction of 21 tonnes in 1979, 
26 tonnes in 198~ the monthly average has increased to 
30.5 tonnes during the year. This assumes that roughly 
30% of production is not sold through the factory, but 
through direct sales to clients or mIddlemen. This 
estimate c.an be considered fairly conservative. 

This increase in production by the fishermen 
is attributable to a number of factors, those considered 
most important are : access to additional equipment and 
supplies, prompt payment for fish purchased by ACPM, 
fair/generous prices paid to fishermen, the enhanced image 
and improved operations of the cooperative itself and 
the cooperative's willingness to purchase all fresh fish 
(not only certain types). ---

Correspondingly sales have also improved, 
although exact sales levels prior to March are not known. 
Many new customers have been located and at least one-half 
of sales are now done on a wholesale basis. Major new 
customers include hospitals, army units, schools and the 
Catholic Relief Services (CRS). This trend towards a 
more permanent, stable clientelle is beneficial to the 
fishermen and ~ociety, as sales are consistent and more 
cost effective. 

Yet some problems have also arisen. It should be 
understood that the new operations still have not been 
learned f~lly and that~mprovements are still being made. Two 
major problems'were noted (there may well be others) and 
they are the high level of fish spoilage and apparent level 
of missing stock. In months of peak production (April, 
May, June) spoilage losses were near 3%. This is on stock 
that. should turn over (be sold) within one to three days 
and shculd not spoil. Spoilage can occur for three primary 
reasonfJ, that the fish are "bad" or marginal when purchased, 
that old~~ ;~ock is not sold or processed first and thirdly 
that the fish i~ not properly refrigerated. Preliminary 
invest1~ations indicate that all these reasons have probably 
contributed to the rate of ~poilage. 

The ACFM has not performed a physical inventory 
check of fish products since March, when the cooperative 
took over the fish factory. Calculations based on purchases 
and sales figures (see Appendix E, note 5) show that the 
stock in Septeruber should have been in excess of thirty-five 
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metric tonnes. Yet the physical stock was probably in 
the region of some ten tonnes. Although these figures 
are estimates, they are probably correct within ;25% 
and do indicate large amounts of missing stock. 

B. Infrastructure 

The ACPM has dramatically improved its ability 
to assist its members and other fishermen by the 
assumption of control of the factory and ancillary facilities. 
In addition to the storage and sales facilities, the 
cooperative operates lorries,sells fishing equipment 
and supplies and provides credit to the members for the 
procurement of equipment and supplies. This integrated 
approach to assistance, greatly helped by GROD support 
(with personnel, operating expense payment, facilities use, 
etc ••• ), has greatly increased the ACPM's ability to help 
its members and strengthen the fishing industry. Further 
improvements in the physical and functional infrastructure 
are being made, as pointed out in Section III of this 
report. 

Some areas of need, not specifically addressed 
to date, should a1s9 be looked at. The ACPM is highly 
dependent on an ice machine that has not always been 
reliable. The cooperative will also be faced with 
increasing demands on its limited transport, a~suming 
expansion plans are carried out. Storage facilities are 
limited and may become a problem at some time in the future. 
These potential problems will be looked at again in 
Section IV. 

C. Management 

The recent staff increases made, based upon the 
secGndment of Fisheries Staff (Service de Elevage et 
Peche - SEP), have assisted the ACPM financially and 
operationally. The ~otal seven staff (of a total of 
twenty) are secunded from SEP and work basically full
time for the cooperative. Yet the ACPM still appears 
under-staffed, as there are only three "senior" staff 
personnel (Director, Chief Cashier and Heaci Salesman). 
This does not include expatriate personnel, who are either 
advisory in capacity or specific to a given project. 

The senior management of the ACPM is weak and 
lacks capabilities in many areas. There are not enough 
staff at present and there is an apparent lack of 
supervision, management systems, spans of control and 
responsibility. The wQrk flow appeared disorganized 
at times and little apparent supervision of it. Many 
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staff were inactive at times, even though there was work 
that needed to be done. The lack of management systems 
in some areas is apparent when attempts are made to 
obtain some statistical and/or financial information as 
well as a clear organizational chart or framework which 
delineates duties and authorities. The frequent absense 
of the Director and heavy reliance on the USAID Project 
Advisor is another manifestation of this weakness in 
management. 

D. finance 

The ACPM should currently be in a fairly strong 
financial position, as indicated by a lack of debts, the 
level of donor assistance, the support by the GRaD and 
the price structure. 

It is difficult to assess the current status 
and prognosis of the ACPM though, as the financial records 
are incomplete. Only a cash flow is done regularly and 
no balance sheets or income and expenditure statements 
are available. Improvements have been made, yet the 
cooperative needs to ilave a complete set of bouk~ of account 
and monthly financial statements. 

Although the price structure for buying and 
selling products is fairly rigid, thorough cost analyses 
should be done on the assumption that the cooperative 
is not being subsidized, even though the subsidies may 
continue for some years to come. It is difficult to do 
such analyses of price structures without proper financial 
records, but efforts should be ~ade to do so. 

At the present the ACPM is dependent on donor 
and GRaD assistanc~ and equipment. This dependence weakens 
the cooperative'~ ability to respond to members' needs and 
to meet any contingencies that may arise. This can be 
lessened over time, to the benefit of the ACPM and the 
Govern~ent as well. 

E. USAID Project 

A major component of the ACPM program is the 
USAID/Djibocti Fisheries Development Project. Under the 
Project and Extension/Amendment, the contractor (Resources 
Development Associates - RDA) provides technical assistance 
(both long and short-term) apd certain sub-project 
~quipment and supplies. A number of commodities have 
already been supplied (project boat, ice machine, outboard 
motors, etc .•. ), as shown in ~ppendix F. 

In Bummary terms, the contractor (through long 
and dhort-term personnel) is to perform the following tasks 
as shown in the Project Paper and Amendment. The 
contractor has agreed to : 
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1. Develop certain base-line data. 

2. Assess existing fishing methods, introduce 
improved fishing gear and techniques and 
provide on-the-job training to fishermen. 

3. Upgrade handling and storage of fish by 
providing ice-making facilities, storage 
containers and by experimenting with drying 
of fish. 

4. Impro~e the marketing system by developing 
promotion and education demonstrations and by 
assisting and advising with the establishment 
and transport to new ar.~ old retail outlets. 

5. Assess the potential for development of fisheries 
cooperatives and assist in establishment. 

6. Establish and manage a revolving credit fund 
and train personnel in its operation. 

7. Ascertain special training needs of GROD 
Fisheries personnel, fishermen and possibly 
merchants and set up programs to meet these 
needs. 

8. Provide recommendations for the future development 
oft he fis hing sec tor, such as 

(a) boat building and repair 
(b) oyster culturing 
tc) exploratory fishing 
(d) fish drying 

The present status of these various assignments 
is somewhat different for each one. It should be remembered 
that even th~ugh the ~roject started in March, 1980, it 
has an extended completion date through Augcst, 1983. 
Therefore the Project still has over l~ years to continue 
and the contractor still has time to complete the 
assignments. Following the summary of tasks shown above, 
the accomplishments to date are: 

1. Base-line data - Statistics are kept on fish 
purchases and fish-sales, but no data has yet 
been collected on local dietary habita, demand/ 
supply factors or surveys of existing markets. 
An overall marketing stu~ has yet to be done. 
Although it would be most difficult for the 
contractor to do such a study, one could be 
designed and the Fisheries Service personnel 
could possibly perform the study itself. 

. ... /6 ~ 
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2. Training for fishermen - Previous short-term 
visits by the contracted Master fisherman were 
used to determine needs and assess local fishing 
techniques. It is now expected that the Master 
Fisherman (he has been here about one month) 
will set up a formal education program and 
schedule a,nd will begin the "on-the-job" 
training program. 

3. Upgrade the handling and storage of fish '- There 
have been significant problems encountered in 
this regard. USAID and the contractor have had to 
wait for other donors and the GROD to perform 
certain tasks. These tasks include storage 
facility site selections, building construction 
alld documenta tion. As a consequence, there 
h,ive been and will be significant delays in the 
e:;tablishment of storage facilities in Obock, 
Tadjoura and retail outlets in Djibouti. US AID 
has secured the ice-maker as agreed. CRS and 
U~AID may jointly fund an architect to design 
and prepare needed documents and this will 
undoubtedly speed up the process. Yet final 
construction and completion may not take place 
before project (AID) completion. 

Very little has bE:~n done by the contractor to 
improve the ~torage and handling of fish in 
the existing facility in Djibouti. Fish are 
placed haphazardly, stored without ice and not 
~ept properly chilled. Space is wasted and 
spoilage occurs. 

The fish drying experiment has not progressed 
beyond the construction of sardine drying racks. 
Shark processing experiments have not been done 
and both these effor~s (in Obock) will hopefully 
be addr~ssed soon. 

4. Marketing SystSn - Prarotion and education denonstrations· have 
been initiated by catholic Relief Services (CRS). CRS, 
with guidance fran ~, has conducted fish preparation/ 
cooking dE!rDnstratians in refugee carrps and at sane retail 
outlets. 1dvertisenents have been made through the . 
press and radio. A thorough stt.¥ly is needed though, 
especially at the proposed locations of new retail 
outlets, in order to prepare an education and prarDtian 
canpaign. 

The enhancement of supply has been achieved with 
the assistance of RDA, through the expansion of 
the ACPM and the new role as retail/wholesale 
marketer of members' produce. This is discussed 
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in Section IIA. The assistance rendered by the 
Project Manager to the establishment of the 
Cooperative as a buyer/seller has been essential 
to the progress made to date. This assistance is 
perhaps the greatest contribution made so far by 
the contractor. This also answers No.5, the 
development and establishment of a fisheries 
cooperative. The contractor's contribution has 
been highly significant; the contractor's input has 
been essential to the on-going operation of the 
Djibouti facility. The role has been one of 
active management and decision-making, playing a 
crucial role in the daily operations to date. 

6. Revolving Credit Fund - Through the assistance of 
the USAID Grant, ACPM and the Contractor (RDA) 
established last year a loan fund. used mainly 
for the purchase by ~embers of outboard mo~~rs. 
The project has been very successful. Under the 
revolving credit fund over twenty fishermen have 
bought outboard motors and some fishing gear. 
Nearly half have repaid their loans and the 
funds have been reloaned to others. 

There have been some problems. Certain rules of 
egilibility have been laid out. yet certain members 
have tried to circumvent them and to receive 
special priveleges. The loan committee at times 
has not been as strict as it might. Yet overall 
the revolving credit fu~d has worked well. The 
USAID/RDA Project Manager maintains the account~, 
which he designed. as well as the rules of 
operation. It should however be noted that thes~ have been 
duly publicized for the membership. 

7. Training needs and Programs - As mentioned in 
No.2 (Training for Fishermen). the contracted 
Master Fisherman has identified members' 
training ne~ds and should be soon carrying out 
a program of education. He has not set up a 
formal program or schedule, but should be doing so 
very soon. 

In terms of staff training, it appears that very 
little has been done. The USAID staff has accepted 
responsibility for arranging in-country "training/ 
exposure to co-op modalities" and to arrange that 
the Director of Fisheries Service attend a series 
of observational work shops in the USA. 

these training programs can be helpful, but they 
are not sufficient to enable the ACPM staff 
to be self-sufficient in two years. Staff lack 
many basic skills, both technical and managerial. 
Recommendations will be made later for their 
rectification. 
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8. Future !)evelopnent of the Fishing Industry - The 

III. EXPANSIOO PIl\NS 

COn+ractor has initiated a mlnber of projects designed to 
test and !X>ssibl1f expand the local fishing indusUy. '1\\0 
such projects are now being 'NOrked on, oyster culturing and 
boat building. The oyster culturing is to be tested 
(started) this rronth and the beds have been constructed. 

This project will take at least one year to be testE:d, 
following at least one growth cycle. The boat construction 
project is just starting and a llnodel ll for troUlding 
PUI'J.X>ses has been selected and is being renovated. The 
materials (C-Flex, fiberglas, resin, tools, etc ••• ) are on 
order and are expec:ted in-country any day. This project 
also will take sate t.i.rte before it reaches f:cui tion. 

In tel:mS of exploratory fishing and fish dIying, little 
has been done by the contractor to d..=\te. CRS (catholic 
Relief 5ervices)'has expressed a willingness ~ assist 
with developing fish drying, but little, if any, progress 
has been made to date'. It is expected that sate exploratory 
fishing will be done in conjunction with the on-the-job 
training program of fishing techniques and gear education 
to be dane by the ~ster Fishel:man. 

AlthJugh programs have been mantioned pointing Out SCJTe new directions 
to be made by the cooperaqve, rrost have been either extensions of curr.ent 
activities or have been exploratory in nature. Yet there are major expansion 
plans in various stages of developtent and they should be mentioned. '!'here plans 
are divided under three major headings : faciliti~s and products, persormel and 
technical assistance. 

A. Facilities and Products 

Already nentioned are the projects to explore expanded 
fish drying and oyster culture as new products that might be marketed 
by the J\CPM on behalf of its nenbers. Testing is also oontelrplated 
which will explore the exploitation of certain "new" fish species, 
principally the sardinella· (sardines) and expanded catches of 
current products through the use of rrore advanced e.qui~t and 
techniques • 

Drying racks for sardines have been constructed in Cl::lock, 
but have not yet been tested. Oyster culturing stx>uld be initiated 
in this m:::mth (Decanber, 1981), with the results available within 
one year. 

These efforts at expanding both the anounts and types of 
marine products are being rcade on the assunption that there will be an 
expanded market for the products. This assunption is not predicated on 
thorough testing and research, but on observations only and the 
planned construction of new facilities. There are fairly concrete 
plans, which may actually be finalized within one or two years, 
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for the construction of eleven (11) retail outlets for selling 
m3rine produc:--.;s. Nine are to be constructed in the city of Djibouti 
and one in Dik'hll and in Ali-Sa!:Jieh. 

'.rhese retail outlets are to be supplied fran the main 
facility in Djibouti. In turn this facility is to have supplies 
(increased anounts) brought fran Tadjoura am Obock, where it is 
planned that cold stores and ice-ma.chines are to be constructed/ 
installed. 

Both the retail outlet construction and the cold stores 
and ice-machifll1es are funded and are still in the planning stage, yet 
should be CClt'q?leted wi thin one to t'NO years. A n1..l'liler of problem.; 
are envisioned tb:>ugh, with these exp:msion plans, as there are 
apparent gaps in t l:'le required inputs. once again, a tb:>rough rrarketing st\.rly 
(at lp.ast in tb:>se locations of the new retail outlets) slx>u.ld be 
done and used for an education/pratDtion program. There has been 
little testing or investigation on the IMrketability of new products. 
Also imp::>r.tant is the lack of a transport infras~-ture to support 
this new growth. An insulate:i am/or refrigerate:i l:oa.t will be 
needed to transport the product fran Tadjoura am Obock to Djibouti. 
At least one additional lorry will probably be re::pired to distribute 
the products fran the main facility to the retail outlets. A b:lat 
will also be needed to test the availability of the new products 
being contenplated for rrarketing. In other words, the overall 
planning needed for the exp:msion plans has not yet been done, but 
Im.lSt be JJ1 the near tenn. 

B. Personnel 

The changes to be made all involve a requirerrent for 
additional staff. At this tirre the ACPM has twenty full-tirre 
enployees. With t'NO people to nm each. new retail "shop (if they 
are to be owned by the cooperative, a decision which has not yet 
been made) and at least one supervisor of operations and cne 
accounts clerk, there will be a need for serre 24 new enployees. For 
the transport requirements (b:lat and lorry), perhaps six rore staff 
will be needed. 'lb operate the rold roatVice-maker facilities at 
Tadjoura and Ol:xx:k, perhaps four or f.ive additional staff each will 
be needed. Therefore it is conceivable that sane fortv (40) new 
staff could be required. • 

'1llese staff will need to be selected and be 'liven 
appropriate training. No program or plan for recrul bent and training 
has yet been drafted. There is still sane time, tl'xnlgh, as the 
facilities expansion may not take place until one or two years have 
passed. 

c. Technical Assistance 

At the present the JI£:PM is receiving technical assistance 
and donor support fran the Govermrent of France _WfI'7(FAC)J ~f'At> 
and USAID. U.:iAID will continue assistance at least until March, 1983. 
Under the current program this assistance will consist of the 
provision of technicians and managanent advisors. The assistance of 
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the French, under the t\on programs rrentioned will continue. The 
!FAD program, providing personnel and funding for store construction, 
should continue for at least two ye:.. ..... :s. 

CRS, FAD and the Japanese Aid organization have all 
expressed an interest in providing ?ate fom of assistance to the 
Fisheries Department and the ACPM. It is not known what form such 
assistance will take, but sb:Jws an active concem by the donor 
camumity. 

IV • COOCLUSIONS AND ru-roM!NDATIOOS 

Fran the observations made over the last several days, discussions 
and review of the doculI'I:mts, a number of general conclusions and reCcmrendations 
'Nere arrived at. It is hoped that these j\Xigements can sp..rve as a guidline 
for areas of discussion and investigation by Fisheries Department staff anl the 
ACPM. The reo:xmendations are not neant to be dafinitive, but as possible 
approaches to solving scm:! of th¢'roblems seeI\ through this evaluation exercise. 

A. Production 

The dranatic production inprovetents seen over the last 
year were sarewhat offset by the high level of spoilage in the 
product and an apparent ::>ss of stock. 

The spoilage, as r.entioned, can be caused by purchasing 
"bad" fish, not u:--ing the first in-first out approach (of selling 
the oldest fish first) and by improper storage/refrigeration. 
Training and upgraded organization can help alleviate these problens. 
This may involVe bringing in technicians fran outside or using tn:: 
experts available in country. Organizationally, the cold roan and 
freezer roan should be organized so that the fish is kept properly 
cold (doo' t store near the door, store fish on ice in the cold roan) . 
Also the fish should be kept separately (by the day purchased) J.n 

separate bins or baskets and the oldest fish soould be brought out 
and sold first. If all fish (or a good portion) for sale on a given 
day is rem:wed fran the cold roan with ice at once, there will re less 
traffic, less tiIre wasted am the cold rccrn will be colder and run 
nore efficiently. Hoperfully the Master Fishernen and others can help 
the cooperative to solve these prob.lems. 

The apparent loss of stock (Appendix E sl'x:Ms roughly 
40 tonnes of fish in stock , where the total is about 10 tormes) 
should be investigated tb:>roughly. Such an investigation will -
entail a stu::1y and cr.eck of all statistical infomation to determin·:! 
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the theoretical stock level. Then a physical inventory check ~t 
be made (all fish weighed). If. major discrepancies are found, 
remedial action show.d be carried out. In the future the 
cooperative soould pe!.-forrn a physical inventory check at the end 

. of each ItCnth and this should be reconciled with the theoretical 
stock level. 

B. Infrastructure 

The takeover by the ACPM of tbe fish processing and 
narked.ng facilities at Djibouti was an excellent step in iItproving 
~ organization's ability to serve its ~s am all fishel:TTl'm. 

In order to CXlr'ltinue to iIrprove services, it is 
rec:c:mrendeU that the ACPM inprove those facilities or at least 
investigate the possibility of further inproving services. Reserve 
funds should be acClmllated for the day when the cooperative will 
wish to purchase an ice-machine, cold roan, freezing roan, transport 
equipnent and all other facilities it is now renting. Also the 
need for back-stowing/guaranteeing essential infrastructure soould 
be looked into. The cost to the ACPM and its membership for an ice
machine breakdown or a lorry f:ri.lure may make it cost effective to 
consider an additional lorry, a larger ice-machine and iItptoved 
storage facilities or other protective measures. 

The expansion program envisialed by t.'1e ACPM and Fisheries 
Department, as \>Jell as donors, incl1.des the opening up of new 
narkets and introducing new products. It iIrplies large staff increases, 
a need for additional storage and greatly increased transport 
requj.rerents. All these consequences of expansion nust be studied 
and dealt with thoroughly, and in the near t:eDn. For exanple, the 
ACPM is possibly to fish for new products and will definitely need 
to carry fish fran the storage centers in Obock and Tadjoura to 
Djibouti. With the assistance of donors am their own resources, 
the ACPM srould investig4-::e and initiate the procure.mmt of such 
a craft in the near tel:m (incidentally, the USAID contractor has 
identified and reccmnended a boat and equipnent awropriate for 
transport and exploratory/production fishing). 

C. Management 

'!be recent GIm secundnents of staff fran the Service 
de Elevage et Peche (SEP) has greatly helped the cooperative with 
sate rna.npc7.tJer problems. Yet the ACPM is still understaffed on the 
management level, as exhibited by the' lack of management systertL9 
and consistent supervision. It is reccmnended that the cooperative 
consider securing the services of .an Accounts Clerk, a Deputy Director, 
a Retail Head Sales Clerk, Chief Materials Officer and perhaps 
Financial Manager/Internal Auditor. 

In addition, training programs in the areas of coopE'Iatives, 
fish enterprise management and narketing srould be investigated 
and appropriate staff be given the oppo:ctuni ty to increase their 
knowledge and in;>rove their skills. 
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D. Finance 

Altb:>ugh the laM appears t.o be in a fairly strong 
financial position, this could be lost ·ovemight. The cooperative, it· 
is recamended, nust install approprii.lte accotmting/reporting systems 
into the overall operations as soon as possible. 

Once this is done, cost analyses should be done on all 
products sold. Proper price structures sb:::>uld be instituted, ones 
which reflect an independent stance of theACPM and allow a fair 
retum to the ne.mbers, with:>ut le~3sening demand fran the custaners. 

As rrentioned before, the coopera;,.ive sb:>uld start 
creating a reserve fund to purchase new equiprent to replace existing 
equipnent and to purchase new tJ.ans which may re required with 
expansion and/or increas.;d independence. Profit.:; should be put in 
such a fund, not for oonuses or di viderils; but as a source of 
capital for future growth and stability. 

E. USAID Project 

The USAID Project and assistance given by the contractor 
to the ACPM has been essential to the success that has been enjoyed 
thus far. Without the tinely efforts and self-sacrifices made, it 
is unlikely that the cooperative \o.Ould be the viable entity it is 
today. The essent:i.al, crucial input provided to-date has been 
managerial and rronetary control to-date. Other assistance has been 
given, but in the area of daily management and ItDnetary responsibility 
the help has been the saving grace to-date. 

The USAID assistance has gone beyond daily management of 
personnel and the ACPM cash. Other assistanCe was mentioned in 
Section !I.E and Appendix F. Assistance under the Project 
has been provided for through August, 1983, and nany types of 
technical assistance are still in the formative stage (mat building, 
oyster cultnring, etc ••• ). 

The major areas (that itUSt be addressed, plans fornUllated 
and actions carried out) which have yet to be plarmed in any detail 
are the marketing stu:1y, training programs and marketing prarotion 
and education. '!he contractor, as mandated in the Project Agreeaent 
ann Anendrrent, nust begin to plan theprograms needed to acca11?lish 
these tasks. 

The contractor should be encouraged to help the ACPM to 
upgrade its handling and storage of fish, as well as record-keeping, 
in order to help lessen spoilage and losses of stock. 

Overall, contract performance has been strang in sane areas 
and weak in ot',~s. The strengths of the managerial assistance far 
outweigh any weaknesses, yet the contractor sb:>uld be encouraged to 
inprove all levels of assistance as agreed in the agreem:mt. 

\~ 
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It is reconmended t.l]at USAID continue to support the 
SEP and the ICPM as it has been. It is also suggested that 
USAID study the p:>ssibility of further agsistance in crucial, 
essential areas. Two such areas are : the need fo.r appropriate 
accounting to be installed and ilttJroved transport/exploration 
capabilities. In terms of accounting, AID might cxmsider 
funding an organiza:c.ion (under a sho~teIm CCI'ltract) to design 
and install an accounting SY!='~I3Yl. It is suggested that the firm 
contracted would train local staff in its operation and would 
rronitor operations for a period of tine. In terms of transport, 
AID might reconsider assistance to the ACPM in procuring a vessel 
to be used for fresh fish transport and for exploratory/production 
fishing as well. 
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APPENDIX A 

WHOLE FISH PRICES (CURRENT)' 

PRODUCT PURCHA~E (Kg.) RETATL SALE E!!Q1..E S AL E 

TUNA 220 DF 400 300 
KINGFISH 300 500 400 
ROCKFISH (LARGE) 220 400 300 
ROCKFI~H (SMALL) 300 450 400 
MULLET 220 400 300 
BARRACUDA 220 400 300 
LOBSTER 2,450 2,900 2,800 
SQUID 1,200 1,500 1,400 
RAY 350 550 450 
JACK 220 400 300 
SNAPPER 220 400 300 
SHARK 150 400 300 

FILLETS FISH PRICES (CURRENT) 

ROCKFISH (55% Loss) 490 800 700 
TUNA (50% Loss) 440 800 700 
JACK (50% Loss) 440 BOU 700 
SNAPPER (45% Loss) 400 800 700 
SHARK (41'% Loss) 273 800 700 



APPENDIX B 

SALES 

RETAI.L WHOLESALE 

981 CASH KGS CASH KGS CASH KGS 

AR. 6,399,080 13,019 

PRo 7,460,910 74,534 1,377,400 2,035 kgs 
580 Fillet 
158 Lullster 

AY 138,500 554 5,594,460 11,989.4 4,172,725 8,912 

UNE 226,250 905 4,144,595 7,150.2 4,327,280 10,489.5 

ULY 137,750 551 -3,323,530 . 6,945.7 3,574,550 9,139.7 
82.8 Fillet 
175 Lang. 

UG. 3,538,910 7,598.7 4,174,660 9,949.3 
166 Lobster 1,210 Fillet 
510 Fillet 276 Lobster 

EPT. 5,224,560 10,477.5 4,188,560 7,997 
771 Fillet 1,319 Fillet 
332.4 Lobster 558 Lobster 

CT. 

ev. 5,228,170 3,835,330 



MARCH'79 
APRIL 
MAY 
JUNE 
JULY 
AUG. 
SEPT. 
OCT. 
NOV. 
DEC. 

JAN. 19130 
FEB. 
MAR. 
APR. 
MAY 
JUNE 
JULY 
AUG. 
SEPT. 
OCT. 
NOV. 
DEC. 

JAN. 1981 
FEB. 1981 

FISH 

20,121 
17,991 
16,957 
12,445 
13,312 
16,167 
16,525 
16,414 
16,934 
15,330 

+30% 231,708 

14,790 
14,686 
19,196 
22,536, 
22,544 
15,700 
16,109 
17,653 
15,604 
17,448 
17,267 
12,071 

+30% 293,648 

16,289 
18,973 

PRODUC~TON LEVELS 
( KI~O~~c) 

LOBSTER 

/ 
i - ' 

" ,- 208 ," 
.' 

293 ,.- 416 
, 389 

177 
228 
270 
150 

20 

+30% 3,072 

+30% 

123 
209 
517 
713 
457 
400 
688 

82 

4,555 

125 
188 

SQUID 

46 
65 
66 
21 
32 
45 
26 

5 

+40% 510 

.10 

149 

+40% 265 

5 
7 

APPENDIX C 

CRAB 

102 

50 
43 
35 

+98% 11,500 

20 
154 

+98% 8,700 

TOTAL 

20,121 
18,245 
17,315 
12,927 
13,722 
16,478 
16,798 
16,826 
17,152 
15,385 

251,090 

14,790 
14,839 
19,509 
23,202 
23,257 
16,157 
16,509 
18,341 
15,60'. 
17,448 
17,349 
12,071 

312,568 'kgs 

16,419 
19~168 



APPENDTX II 

PURCHASES 

£.ill SQUID LOBSTER TOTAL 

March Kgs 20,667 9.3 251 20,927 
Cash 5,449,200 11,160 652,860 6,113,220 
Price per Kg 263.5 1,200 2,600 

Apr. Kgs 30,515 94.5 570.5 31,180 
Cash 7,249,l:S30 113,340 1,483,430 8,846,600 
Price per Kg 237.6 1,200 2,600 

May Kgs 28,131 175.2 527.3 28,833.5 
Cash 6,867,910 210,240 1,367,990 8,446,140 
Price per Kg 244.1 1,200 2,600 

June Kgs. 23,169 84.75 914.9 24,168.7 
Cash 5,606,100 101,700 2,267,315 7,975,115 
Price per K8 241. 9 1,200 2,480 

July Kgs 18,138 285 18,423 
Cash 4,122,540 699,315 4,821,855 
Price per Kg 227.3 2,450 

Aug. Kg 19,584 668 20,253 
Cash 4,397,270 1,638,105 6,035,375 
Price per Kg 224 2,450 

Sept. Kgs 25,579 1,074 26,653 
Cash 5,933,930 2,634,490 8,568,420 
Price per Kg 2,321 2,450 

OC t. Kgs 30,267 11 55 30,333 
Cash 7,334,340 13,200 143,000 7,490,540 
Price per Kg 242 1,200 2,600 



APPENDIX E _._---
ASSOCIATION COOPERATIVE DE PECHE MARITIME 

INCOME AND EXPENDITURE 3/81 - 11/81 

MARCH '81 APRIL H:.Y JUNE JULY AUGUST SEPTEMBER OCTOBER NOVEMBER ~IONTHLY 

A'JERAGE 

SALES 

l. Retail Fish 6,399,080 7,460,910 5,732,960 4,370,845 3,461,280 3,538,910 5,224,560 U/'" 5,2~8,170 5,177,000 

!. Wholesale Fish 1,377,400 4,172,725 4,327,280 3,574,550 4,174,660 4,188,560 " 3,835,130 3,664,000 
I. 

~/A. •• Hardware " 'I " h ., II h 258,470 258,000 

I. Others ~A. " .. ~, .. " II I' 10 1 000 10 1 00f 

Total .- 6,399,080 8,838,310 9,905,685 8,698,125 7,035,830 7,713,570 9,413,120 " 9,331,970 9,l09,OJ:_ 

EXPENDITURE 

i. Cost of Fish Sold 3,459,021 4,095,572 5,392,645 4,644,793 4,098,796 4,230,016 4,538.848 7,334,340 o/A 4,724,OCe 

,. Cost of Other Marine 664,020 1,596.770 1,578.230 2,31..9.015 699.315 1,638.105 2.634,490 156,200 II 1.417 .0J( 
Foods 

r Salaries & W"iges 775,100 740.900 778.400 882,450 723.4001 759,000 770,300 til" 934,485 795.00f . 
I. Supplies & Office 86.165 108,775 26,400 118,570 45,325 70.850 99,060 289,285* 159,495 111,00. 

Equipment 

I. Rents & Storage 176,600 763,6/{; 153,000 

t. Telephone & Post 39 1 795 5 1000 

Total - U."T a~\A6t....E. 7.205,000 
So N.CI'T St\-ou.) '" 

<0- * Est. 200,000 spent on capital items. 
'-.)\ 



NOTES ON INCOI'll:. MID EXPENDITURE 

1.-4.' These figures were taken direc~ly from the records maintained by the 
Project Manager (from 3/81 - 9/81) and by the newly hired accounts 
clerk (11/81) and only show fish sales. These should only serve as 
a rough guide until the~' are complete and audited. 

5. These figures were estimated from the Known opening stock (nil on 
3/2/81), actual purchases and actual sales. No inventory check has 
been done. 

estimated opening stock (~~r. 1, 1981) 
Purchases (20,667 kgs @ DF263.5) 
Sales (13,019 kgs @ DF263.5 + 78 kg spoilage (28,515» 
Closing stock (Mar. 31) - 7,553 kgs 

Purchases (30,515 @ DF237.6) 
Sales (16,941 @ DF237.6) + 297 kg spoilage (70,390» 
Closing (April 30) 

Purchases (28,131 @ DF244.l) 
Sales (21,455 @ 244) + 646 kg spoilage (157,625» 
Closing (May 31) 

Purchases (23,169 @ DF242.0) 
Sales (18,544 @ DF242) + 632 kg spoilage (157,145) 
Closing (June 30) 

Purchases (18,138 @ DF2i7.3) 
Sales (17,290 @ DF227.3) + 114 kgs spoilage (25,580) 
Closing (July 31) 

Purchases (19,584 @ DF224.0) 
Sales (18,826 @ Di224) + 58 kgs spoilage (12,992) 
Closing (Aug. 31) 

Purchases (25,579 @ L~~32) 
Sales (19,564 @ DF232) + spoilage 
Closing (Sept. 30) 

Purchases (30,267 @ DF242 
Sales ( @ DF242) + spoilage 
Closing (Oct. 31) 

o 
5,449,200 
3,459,021 
.L..2~{'It179 

7,249,830 
4,095,572 
5,144,437 

6,867,910 
5,392,645 
6,619,702 

5,606,100 
4,644,793 
7,581,009 

4,122,540 
4,098,796 
7,604,753 

4,397,270 
4,230,016 
7,772,007 

5,933,930 
4.538,848 
9,167,089 

7,334,340 

•••. /2 



5. 
(cont. ) 

6. 

7.-10. 

- 2 -

-r."!ec;e figures represent fish only as it is assumed that there is 100% 
turnover of squid, crabs and lobster (shown as part of total~) and 
that there was no spoilage of these products. The sales figurc~, using 
the same average price as purchases, dl.)ubling the weight of fill£. ts and 
reducing by the weight of other marine products (crabs, squid and" lobster), 
should only be considered estimates. Therefore the cost vf goods sold is 
equal to the sales plus spoilage figure. Yet we know this is n~ne too 
accurate, as it is improbable that closing stock in ':J:,19/8l w~s nearly 
40 merLic tonnes as shown. 

These are shown at the level of purchases ·(Sl.. ... other table) at the 
cost price. 

T .. ese figures were taken from a ledgermaintained by the project 
coordinator and were not verified. Until November no substantial 
breakdown was given. 

These rough figures reflect a somewhat disorganized accounting set-up. 
Normal books are not kept, (there is °no journal, cash book, fixed asset 
register) and monthly accounts are not done. An accounting system 
should be designed and implemented at the first possible opportunity. 



. .PPENDD P . -

USAID BunGET SUMKAlLY 

lm !.mS DEVEl:lPMB.NT PROJECr' (603-OO0~ 

TECH. SERVI C£S 

P!.O/T 9007 
pIDIT 10002 

CmM>DlTIES 
I 

Plolc 90008 
(.fiah net8) 
PIDlc 90009 
(veh1.c1~) 
Plo/c 90010 
(Insula ted trucka 
Plo/c 90011 
(icr.-machine) 
PIO/c 90012 
(Outboard Motor~) 
P!JJ/c 90014 
(Project boat) 

OTHER COSTS 

P!I.-OOOOS 

(20) 

QaoWling rental, 
JIlt:OC8, miacellaneou:l) 
PIL-Q00l6 
(bouse rental 81) 

'1'OTAL 

Cont1qency 
.' 

Cb111~ 

299,000 
352,543 

(651,5431 

a,993 

10,.000 

29,750 

45,000 

15,500 

25,000 

(1.34,243) 

35 /000 

12,2.'6 

:: ( 41,216) 

833,062 

* $10,000 reaerved for trainiDa 
$70,000 1ce-m&c~1De/geaerator. 

Igeuditur .. 

299,000 
... '20jooo 

(319,O~1 

8,993 

9,991 

29,747 

45,000 

15,452 .-

25,000 

U34,189) 

31,000 

12,276 . 

( 43,276) 
.' • • \ ~t , .. '. ~ , ;"~ "f : 

. 'f •••••• 1 . .• .. • .... ... !'if .II · .9'=~""5· ",.",,- ,. .. " .' .. , 
·I·"!.· .. ~ 

~I , ....... .;~/' 11;..,;(> "'.',. . . • .•• ~ • :or,.. .' I • .' .. .' .. , 

3 

3 

48 

-
54) 

4,000 

-
t 4,000) 

~6,597 

134,93a* 

$40,000 other Clst. - Housing • 
$7,007 deobligated from Plo/C9000S/avallablfl - C Flas boac bulld1n& .. Ca. 
$7,931 available 

Total 

299,000 . 
332,000 

(651,543) 

'.9~'3 .. 

10,OC ): 

29,747 

45,00 ) 

15,452 

25."0 

(134,243) . 

35,000' 

12,276 

( 47,276) 

833,062 

978,000 


