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RwANDA - LOCAL cr~op STOR1\GE (696-0107) 

I. INTROnUCTIOI..J 
i 

FORMATIVE EVALUATION 

A. Summ~ry Focus of the Project 

A pr imary element of the AID strategy in R\'landa, \'lhich has 
evolved since 1975, is to promote increased food production to 
keep pace wi th R\'landa' s rapidly growing population. The 
strategy is being implemented on two levels: the local level 
through the Local Crop Storage project and the national level 
t-nrough the Food Storage and tiarketing project, Phases I and 
II.. 'l'hrough the Local Crop Storage project, AID is building on 
experience gained with establishing and/or strengthening 
communal-level cooperatives to store and market t'.vo of Rwanda's 
staple food crops, beans and sorghum. Initially through an 
Operational Program Grant (OPG) to the Cooperative Le~gue of 
the U.S.A. (CLUSA), funds were provided for the construction of 
seven grain* storage silos attached to cooperatives and for 
technical services to train cooperative managers and 
accountants in cooperative storage and marketing operations. 
Given the relative success of this pilot effort as well as 
recognition of the complexity of the dynamics of food 
production and lnarked ng in Rwanda, a more long-term and 
expanded assistance commitment through the Local Crop Storage 
project \.,ras deemed appropriate. Through the Food storage and 
Marketing (FSM) project, efforts have been (and are continuing 
to be) focussed on strengthening the GOR parastatal GRENARHA 
(National Granary of R\'wnna) in its role as a "marl:etplace 
catalyst" in beans c.nd sorghum. I3y operating a producer- and 
consumer-responsive network of strateg~cally located 
warehouses, GRENAP.\vA will potentially manage a foou security 
stock. 

The Local Crop Sto~age (LCS) project was authorized in 
March 1979. As stated in the Project Paper (pp), the project 
is directed toward the dual goals of increasing farm family 
incomes in participating comlllunes and increasing food 
availability to small farmers throughout the year at more 
stable prices. The project has three purposeG which, if 
achieved by the scheduled completion of the project in June 
1987, should impact on the sector goals: 

*The term "grain" will be used to indicate beans and sorghum. 
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- to establish a food. storage and marketing system at 
the local level for cereals and pulses which is more 
favorable to sfuall farmers: 

- to reduce seasonal and regional prica fluctuations 
and to ensure fair weights; and 

- to reduce storage losses, both on-farm and in 
cooperative silos, by introducing impr.oved storage 
practices and ~se of approved insecticides through 
cooperatives. 

The project is being imple~ented through the Directorate of 
Cooperative l~ction (Direction de l'Action Cooperative) in the 
GOR 11ini'stry of Social At fairs and' Communi ty Dev~lopment 
(MINI~ODECO). To achieve the first and second project 
purposes, ~lich ar~ basically interdependent, project funds are 
being provided to (a) continue the construction of silos and 
warehouses attached to cooperCltives, (b) continue ann expand Cl 
comprehensive training program for both government and 
cooperative adTtlinistration of a cooperative-based storage and 
marketing system and (c) assist cooperative operations through 
access to working capital. To achieve the third project 
purpose, funds have been earmarked for a multicomponent 
research program. T8 date impleli1Cntation progress has been 
balanced by delays ..... h ich have reflected the complexi ty of the 
project's scope and which confirm the timeliness of this 
formative evaluation. 

B. Purposes of this Evaluation 

As joir..tly c..greed vJith MINASODECO's Directorate of 
Cooperative Actiun (Dli{l\.C) nnd the Office of the AID 
Representative/RI-landa (OAR/R), and as stated in the Amplified 
Project Description (attached to the Proje-::::t Grant Agreement 
signed May 5, 1979), the purpose of the formative evaluation is 
to prov ide Cl mid-strea.n "meaSUl~emen t of e f fec t i venes s II of 
participating cooperaLi'les ' raanagement of a storage and 
~arketing operation. Although the formative evaluation was 
originally scheduled for Fall 1931, it has been delayed to 
follow corapletion of the pilot project under the CLUSA OPG and 
to allow for several quantitative and qualitative 
accomplishments. A second and equCllly important purpose of 
this evaluation, therefore, is to evaJuClt~ ___ th.~_ Rr0g!.es_s __ .!:~~ate 
agClinst anticipated ~esults and, as neceGsary, identify and 
recom~end chClnges in the project's design and manClgement. In 
addition, this evaluCltion will focus on: 
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(1) progress to date in institutional develop~ent, 
including organizational support and extension to 
participating 'cooperatives as well as staff 
developJ:l~nt and training: 

(2) an analysis of the present cooperative marketing 
strategy and recommendations for improvement, 
including use of a revolving credit fund; and 

(3) suggestions for supporting the evolution of 
cooperative unions to strengthen a relationship with 
GREHARHA. 

C. Evaluation Team Membership 

Although the Project Paper indicated that the formative. 
·~valuati6n could be undertaken by an AID in-house team with 
only one consultant in either grain storage or cooperatives, it 
was decided by OAR/R to broaden the membership to include other 
specialist services. The team members, and the timing of their 
participation, included: 

Ms. Dianne Blane, project Officer, REDSO/ESA (Team 
Leader) (May 31-June 21) 
Hr. William Garvey, Agricultural Economist (C_ontract) 
(Hay 31-June 21) 
Hr. Phi 11 ip Boy le, Soc ial Sc i en tis t (Con tract) (Hay 
31-June 21) 

·Mr. James Alrutz, Cooperative Specialist, CLUSA (May 
31-June 21) 
Hr. Abe \'!aldstein, Small Farmer Hal"keting Specialist, 
AID/\'l-S&T/r'1D (June 6-21) 
Ms. Hary Beth B~nnett, Assistant Agricultural Officer, 
O]\R/R (Hay 3l-June 21) 

r.!.'he evaluation team Vlishes most sincerely to thank Hr. 
Wellars Magorwa, Director of the Directorate of Cooperative 
Action, and his staff for spending so many hours and sharing so 
willingly their knO\"Jledge and expertise with the team. The 
team specially thanks Hr. Alfred Kabeza, Hr. Thaddee 
Utumabahutu, Mr. P~ulin Bizimana and Mr. Vincent Mpamira, as 
well as r·;r. Gene Lp.rner, the CLUSA Advi30r on the project. The 
team took several field trips to visit LCS cooperatives and 
.g'l:".e.a.t ly -.Ll.!.2pr e~ ia t es the many in ter v i m·/s \.J i th . L:oop<)r at i ve 
officers and managers and with the regional cooperative 
inspector and his assistant in Sutare. 
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D. Hethodology of the Evalnation 

The evaluation team -has examined the project from various 
persp'ectives: 

- institutional 
- financial 

econolnic 
- nociological/socio-economic (beneficiary participation) 

Attention has also been given to project impler..entation 
management with specific reference to t.he OAR/R, the I1INASODECO 
Directorate of Cooperative Action and the contractor. 

The above analyses on which the'recommendations are based 
have been supported by extensive personal and group interviews 
a~~ interaction, on-site visits to cooperatives and a 
documentation review. DIRAC and AID files, records and reports 
have also been studied. 

II. SUt'Jl1ARY CONCLUSIONS AND RECOl-l!1ENDATIONS 

A. Sumnary Conclusion~ 

Purposes 
1. Relevance: ~rogress toward Achieving the Project 

(a) To establish a food storage and marketing system 
~t the local level for cer~als and pulses which is 
more favorable to small farmers. 

A precise analysis of the economic impact of LCS 
cooperatives, tl1eir financial status and their effect on farmer 
incomes must await further marketing e~perience. Only five LCS 
cooperatives are now functioning; they have only traded through 
one complete buying and selling campaign; and the level of 
their lllarl~ctin'3 activities is limited by very restricted 
\.,.or.king capital. Some positive conclusions may be dra\'ln 
however. The project's concept of the storage and rnarl~eting 
(LCS) cooperative - a central facility where farmers can store 
their grain at harvest, receive a small margin above the going 
marl,et pr ice, buy i t bac1~ dur ing the soudure (gap between 
harvests) at lowar-than-markct prices and in the interim 
receive a cash loan Oi1 their arcdn denosi t ""'.2.p!)ea~:s-V-<ll.iG--anc.· 

is accept~d by {ar.m'~r s. If i;; filct b~fore the ~pening of the 
cooperative, trader prices 1n the commune had been kept 
artificially low because of the trader's position as the only 
buyer, then the cooperatives arc also having a positive effect 
on incrc;)sing 
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prices to direct sellers to the cooperatives and also favorably 
increasins prices in the area for farmers still selling to 
traders. 'rhe pr imary iI:lpact of the project on local commerce 
has therefore been to open new commercial options to producers 
and traders at all levels. It has given a group of less 
well-off producers and small-scale traders access to reliable, 
long-term storage in a way that does not tie up their major 
capital resources. Competition in produce trading has 
increased, and this can be expected to have a positive impact 
on consumer. pr ices as the scale of the project .gro.,./s. The 
project's most important impact, which is only now gathering 
momentum, is strengthening the private sector in rural Rwanda. 

(b) To r.educe seasonal and regional price fluctuations 
and to ensure fair weights. 

Lacking sufficient \'/orking capital, the LCS cooperatives 
have not yet moved into interregional m2".r}~cting of grain·s-.on
any scale. The experience of the Gikoro CGS cooperative, 
however, clearly indicates that a dynamically-run cooperative 
can move a signi[icant tonnage of grain, particularly if 
located in a surplus production area, and thus facilitate the 
flow of grain to deficit production areas, thereby increasing 
the efficiency of the marketing system as well as making money 
for its members. In general the LCS cooperatives are handling 
only a small percentage of the total volume of grain passing 
through the marketing system. The cooperatives' influence in 
the marketing system can be strengthened with the establishment 
of re3ional cooperative unions. The unions could serve as a 
communication linkage between the member cooperatives 
(includihg non-LCS cooperatives) and GRENAruqA for commercial 
networking. Since the cooperatives, as discussed in (a) above, 
are having a beneficial impact on producer and consuner pricEs 
on the local level, extension 01: this impact on an 
interregional basis will also have a beneficial impact, 
reducing seasonal and regional price fluctuations. 

c. ... 
A project ~~sumptioll is that rarlaers are routinely cheated 

on weight estimates of their grain ~len both selling to and 
buying from private trad~rs. The problem has been addressed by 
introducing systemdtic and reliable weighing procedures at the 
LCS cooperatives. Farmers are, therefore, now ensured fair 
Vlei9hts \/hen d(~aling \'lith the LCS cooperative. Additionol 
analysis, however, should be made of the extent of the problem. 

\c}To t-educ·c·· stora-ge·lo~>seG·~· o·Ot:.ll- ·on-far-m- a.ncfln LC::; 

cooperative silos, by.introducing improved storage 
pr ae tic es and use of -tnrpr oved insC'c tic ides through 
cooperatives. 
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.As presented in the project Paper, the concept of the 
project is biased toward advantages accruing to farmers through 
centralized, low-cost local storage of grain. In fact, there 
is no evidence that stock losses are less in the LCS and CGS 
silo/warehouse facilities than in the most widely used methods 
of on-farm storage. On the other hand, properly managed silo 
and warehouse storage can - and has at most of·the LC:S and CGS 
cooperatives - reduce insect and moisture losses to almost 
zero. An extension program to reduce on-farm storage has not 
yet been initiated. Given the sizeable workload on a small LCS 
staff to illlpleIllcnt activities related to the first t\'-.'O project 
purposes, reduction of on-farm storage losses has been 
correctly accorded a lower priorit~. It is recommended, 
however, that an extension program focussed on malathion s~l~s 

-through··f.he cooperatives, on-the-job training and short-term 
courses in storage tecl1niques for cooperative managers, and 
supplemental denonstrations and exhibits on storage techniques 
for cooperative members be planned and implemented in the near 
future. 

2 • .c..ffectiveness: Progress to Date }n Achieving the EOPS 

(a) Develol?ment and Opera tion of LCS Coopera t i ves 

.project inputs which support the developnent and operation 
of LeS coopGratives are construction of silos and/or warehouses 
at coope-ratives, training of cadres from the national lev(:!l to 
the cooperative level and access to working capital through a 
revolving credit fund. Progress to date in all three efforts 
is behind schedule. The project is now in its third year of. 
implementation, by which time the construction of 40 storage 
facilities and six satellite units was to have been cOlnpleted; 
an estimated 20-22 will be in operation by the end of the 
year. Training has been focussed on the cooperative level and, 
although also behind schedule, has kept pace with 
construction. The revolving credit fund has not been 
activated. 1tlC primary constraint has been a reduction in the 
LCS staff which has severely limited its capacity to maintain 
implementaticn rlloment-Uiil. 'l'he life of ·the project has beer. 
extended by three years, to June 1987, however, and it is hoped 
that, if MIUASODECO accepts and implements the evaluation 
teu,'il's -r.'-e-..'"'-Dm ... endations concerning personnel ·staffingand 
manClg(~ment, iInpl.eraentation will proceed satisJ:actorily. 
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(b) ReBearch Completed on Technical and 
socio-Econohlic Aspects of Local Crop Storage 

lmp1ementation of the research component of the project has 
not yet begUtl. To assure its coordination with related studies 
which· will be undertaken in other AID projects in the 
agricultural sector, the research will be combined in an 
integrated package. Selection of a U.S. university to 
implement the research component is now in process, and a 
research team to work \'Ii th two HVlandan counterpart 
institutions - ISAR ur~d IHRS - should arrive in Rwanda in late 
1983. 

B. Evaluation Reco~mendations 

The evaluation team recommends' that the LCS office within 
MINASODECO's Directorate of cooperative Action and OAR/R 
undertake the fol16wirig op~~ational and corrective actions 
which have been grouped in four categories: institutional 
development, technical aspects, reGearch and project 
management. ~le rationale and analyses on \'Ihich the 
recommendations are based are then discussed in detail in the 
following sections of the evaluation report. 

1. Institutiona~.Eevel~pJT\ent 

(a) or_ganizational Su!)port a:ld Extension 

In addition to the present LCS staff, HINAS0DECO should 
approve and fill the follovling fu~l-time positions: one 
trainer, one management/ uud it spec ial i st, one bool,}:eeper, one 
assistant construction supervisor, two secretaries and two 
drivers. 

HINASODECO should relax its tlavel and per diem policies to 
permit the LCS staff to perform its duties in supervisory 
management, trnining and technical inspection. 

'1'he LCS Proj ect Di rector, the CLUSA ArJv i sor and OAR/R 
should study the needs of the cooperative union in Butare with 
a view toward providing technical and financial assistance. 
LCS project f~nds should be made available to provide any 
proposed assistance. 

(b) Staff Develnpm~nt and Tr~ining 

on-the-job training of cooperative ll1ilnager3 and 
coml:lissai res aux comptes (internal aud i tors) should be 
lntensfYi'C-d. Each cooperative should be vi.sited monthly by at 
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least one loCB staff me:nber and all operationnl problems should 
be discussed at that time. Buying, selling and pricing 
strategies should be reviewed dUl-ing each visit. An audit 
should be performe~ at least quarterly. 

Retrainir.g of cooperative officers, managers and 
commissaires aux compte3 should occur once yearly. Special 
emphasis shuulJbe plac-ed on management and accounting 
procedures. Cooperative encadreurs (rural trainers/organizers) 
should illso be includQd in the retraining sessions. 

A workshop for cooperative officers should be organized to 
help them develop goals and strategies for the future viability 
of their cooperatives. This workshop could be appended to the 
retraining sessions. 

The LCS project Director and the CLUSA Advidor should 
determine the training needs of trle LCS staff members. 
Personnel should, however, only be released to attend 
short-term training courses outside of Rwanda if they not 
interfere with the responsibilities implicit in the above 
recommendations. 

Given the success of the Kansas State University in-country 
training course conducted in 1981, a similar course should be 
c~nducted again for LCS staff, cooperative managers, GUENArulA 
warehouse managers and others involved in grain storage. 

(c) Developm8nt and operation of LCS Cooperative~ 

The evolution of regional cooperative unions should be 
en-.:::ourased. rrhe uni ons could (1) serve as a communicat ion 
linkage bctvJeen the member cooperatives (including non-LCS 
cooperatives) and GRENARWA for commercial networking and (2) 
potentially 2ssume many of the monitoring functions now 
pe:. formed 1)y lU.l:JASODECO/DIRAC. Cooperati ves should, hO\vever, 
remain independent of the OPROVIA institutional framework. 

Pending the establishment of )~egional cooperative unions, 
the LCS r;taff and GRENl'lf!HA should develop a coherent and 
feasible policy of cooperation to handle grain sales between 
cooperatives and GRENAR~A, thereby creating networks of 
cooper~tives to facilitate interregional transfers of food 
stocks from surpluG to deficit production areas. In all cases 
the f inanc ial '-integr i ty Ctnd autonomy o'f the' partl e..s-mnstoe· 
rcspected, and transcictions should be consummated only if 
advdntFlgcous to all parties as determined by indepcndent 
decisions of their ofiicers. The :7Iodaliti8s of implementin9 
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this policy should be included in all trainin~ and retraining 
courses for cooperative officers and managers. 

~ooperatives should begin keeping records on quantities 
purchased and sold pcr comm~odity per member to enable eventual 
distribution of a patronage bonus in proportion to a member's 
dealings with the cooperative storage facility and to permit an 
accurate assessment of beneficiary incidence. 

CLUSA should assist the DIRAC/LCS staff to review and 
revise as necessary the accounting system currently in use to 
assure the LCS and CGS cooperatives' more effective planning, 
managemer.t ~nd opera.tion. J\Jly revision in the 
accountint]/i:inancial illanagelaent syste.a shoulj be incorporated 
in the training program for cooperative officers, managers and 
commi ssa ires aux cOJn:Jtes. (Sec also recommendi1 t ions unucr 
Staff Dev~~lopmcnt <.inti Training and The Revolving Credit Fund.) 

A potential role for one or two Peace Corps Volunteers, 
either to reinforce the monitoring support provided by the 
regional cooperative inspectors or to assist in the 
establishment of a regional cooperative union(s), should be 
explored. 

(d) The Revolvin9 Credit Fund 

\'li thout further delay, MINASODECO, OP.R/R and CLUSA should 
agree on the policies and regulations \'lhich Hill 30vern 
allocati.on and usc of the revolving credit fund. The policies 
and reguJations should be implemcnted jmIilediately. 

Ol:..r~/H., HIN.l1.S0D!:'CO and CLUSA should consider the follo\'ling 
hlodificaticns to Project Implementation Letter No.3, dated 
July 9, 1982: 

loans for local bean and sorghum purchases should be 
(1) extended to cooperatives on a long-term, 
open-ended basisl (2) revie\JCd annually and modified 
as necessary and (3) adjusted downward as cooperative 
earnings accuhllllate. 

import loans (as defined in the PIL) and loans for 
insecticide &alcs to cooperative members should be 

_cQ_nsJ.dcred <:l~. lQ.cj'l.l r\~!;_c]-,s. lQ:lIl~.L.j:"aJ~.llCr ti)_4n_t.r.~'!d.t....~d 

as a 8epa~ate category of loan. 

the j.nter8st rate on loans for local and import 
purchancs ~nJ for ~glicultur~l inputs should b~ 

. establ isl1C.!c1 at 3% beloH the Bu.n(pcs populaires' 
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commercial rate. Interest should be ,payable annually 
at the time of the loan review. 

administration of the revolving credit fund should be 
the responsibility of the LCS project Loan Committee. 

OAR/R shou}_u request CJ..JUSA· to provide a short-term 
specialist in commer.cial banking. The specialist should (1) 
assist the LCS staff in implementing the policies and 
regulations Wh~lCh have bee:1 agreed upon for allocation and use 
of the revolving credit fund, (2) develop improved 
administrative and audit procedures for both the DIRAC/LCS 
staff and ti"w cooperatives and (3) make arrangements with the 
Banques populaires for establishment of a loan guaranty fund, 
including development of the necessary forms, contracts, etc. 
The services should be provided as' soon as possible. 

(a) Cons tr.uc t ion 

If the recommendations concerning a strengthened LCS 
staffing PQttern and a revision of the HINhSODECO travel and 
per diem policies C<lnnot be implemented by September 1, 1983, 
in order not to increase the workload on the present LCS staff, 
new constr.uction activities should be suspended until 
MINASODECO and OAH/R jointly agr.ec that the staff has·the 
c<tpability to -fill its hlanagerial, training and general 
oversight functions. (Sce recolnlnenc1ations above under 
Institutional Development/Or.ganizational Support a~d Extension). 

As a correlation to the above recommendation, the current 
pace of construction should not be either accelerated or exceed 
the capability of the LCS staff to provide trainjng and 
extension services to cooperatives where storage units are 
being con~tructed. 

To ensure proper work~anship and strict adherence to 
construction plans and spccifications, either the LCS 
constru~tion supervisor or. his assistant shoulj be present at 
the construction site dur.ing the initial stage and per.iodically 
through complEtion of construction. 

The LCS sta f f [;hould ad·"i se coopera t i ve of f icers Qnd 
.mana<J~~B J~.o.r.}ctke necessar.y repai:cs to ensure that silos are in 
proper operation condition. 

]\0 eng ineer ing requi reI;1cn t that cons truct ion of ',"'ar.enouses 
ncar the Zaire border neet seismic: standards should be enforced. 
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(b) Storage Techniques/Technology 

The LCS grain storage technician should visit each 
cooperative at more frequent intervals (at least quarterly) to 
monitor the effectiveness of silo storage techniques, provide 
on-the-job training in stor~ge technology and implement an 
on-farm stora<]e extension program for cooperative members. 

The LCS staff should plan and implm:lent an on-farm 
extension program, including insecticides sales and periodic 
demonstrations and exhibits of storage techniques at the 
cooperatives. 

credit-financed insecticides for both on-farm and silo 
storage requirements should be procured and distributed __ in a_. 
timely fashion to all LCS cooperatives. 

Each cooperative should be provided with a graded measure 
or scale to determine more accurately the tonnage of beans and 
sorghum stored in a silo. Oi\R/R should request the REDSO/ESA 
engineer to devise the most flppropriate method. 

In the course of his visits, the LCS grain storage 
technician should confirm that cooperative managers are 
correctly o~erating the moisture meters. 

3. Research 

The socio-cconol,1ic component of the LCS research effort can 
be covered through other projects (the cropping Systems 
Imp;:ovcITl~nt and Agricultura1 Survey und Analysis projects and 
the family budget and consur,lptior. survey), except for an 
analysis of the H>-J<lndan raarket strucblrc and function. A 
comprehensive marl~p.ting study should be undertaken to fill this 
gap. The study should focus on two areas: the acto:s, 
transactions, costs 2.nCl marSJins of mark'2!ting channels from 
producer.to consumer; and the reul cost of transport in nwanda 
under various options. 

Personnel at LCS cooperatives and GREUARWA wflrehouses 
should be requested to gather (a) weel~ly price data fur beans 
and sorghum froAt: olle nearby war ket pC.!r fac i 1 i ty (lnd (b) wee}~ly 

di'lta _.on_ q.!-1_ant_Lties broU(3ht:_ for_ ~,ate j:o . C_LlcJ1_nl.arke1;.. 

Survey personnell:ror.1 the lI.rJricultural Survey and Analysis 
project should be requested to gather d~ta on producer sales of 
beans and sorghllil to penni t n. compi1r j sOIl of accurate Hei g11 ts 
with weights determined by private lru.c1crs. 



- 12-

4. project Management 

Periodic project management meetings should be initiated 
immediately. The LCS Director should hold regularly scheduled 
staff meetings, an'':' the OAR/R and the LCS staff should also 
meet on a regular basis for joint problem-solving and 
implp.h1elltation planning. 

OAR/R should share RFf.1C financial reports \.."i th the LCS 
staff (specific~11y the LCS accountant) so that the LCS office 
can more carefully monitor project and contract expenditures. 

I-HN]\SODECO should arrange more satisfact.ory office space 
for the LCS staff. At a_minimum, the LCS Director and the 
CI,tJSZ\ i\dvi sor should be moved to a larger -of f ice wi th a 
telephone. The staff should also be provided Hith additional 
filing cabinets and storage space for office equipment and 
supplies. 

At least one of the two secretaries recoI:11:lended for 
assignment to the LCS office should be skilled in filing and 
responsible for maintaining an effici8nt filing system. 

The LCS staff nhould reassess requirements for additional 
supplies and equipment (such as calculators) to maximize the 
efficiency of fielQ visits and audits of cooperative accounts. 

Completed LCS silos and warehouses should be marked Hith 
the AID logo (as required in project Implementation Letter No. 
1) • 

To assure its maximum usefulness to both MINASODECO and 
OM/R, this eVClluation report should be translated into rrench. 

III. SUI·L"1i;r-y M-:'D STP.TUS OF PROJECT INPUTS: 1'.ID AND GOR ------ - -------
A. AID and GOR Project.-Snecific Inputs ---.-- -- .- ;."--

'fhe" project \'IdS a.uthorized by the AA/AFH. on Harch 9, 
1979. The estimated total cost of the project, to be 
implemanted over five years (recently extended to seven years), 
is $2, 8G 7 ,000. The proj ect Au thor i 2,j ti on inc luded a \..".:1i vcr of 
t118 110st---c-ount"ry cos"(':'sha:di1g -i.-equireme"nt--cf-FAP. Sectiol1-
110(a). The AID and GOR inputs as presented in both the pp and 
the project Gr.ant l~greer.lc:nt ure indicated in th8 fo11m.,.ing 
table: 
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Input AID G6R TOTAL --
Technical Services $572,676 $71,250 $643,926 
'I:raining 100,000 100,000 
Commodities 158,975 158,975 
Construction 848,710 177,435 1,026,145 
Research 452,100 45,210 497,310 
Evaluation 40,000 40,000 
Revolving Credit Fund 400,000 

5293 :895 
400,000 

$2,"5-7"2 , 461 $2,866,356 
Rounded to: $2,573,000 $294,000 $2,867,000 

(90%) (10%) 

The project has been incrementally funded. The original 
Project Grant 1'.::;reement, signed on,Hay 11,1979, obligated 
$1,612,000 in F'I 1979 funds. The balance of $961,000 in FY 
1980 funds \Vas obligated in.Amendment No.1 on June 13, ':[980-. 

1. Technical Services 

On the basis of its experience in implementing its OPG 
(titled Cooperative Grain Storage (CGS), 696-0108) and 
consequently its under~tanding of the Rwandan cooperative 
mO\'CI!'lcnt, CLl]Si\ \:as cH-Jardl!d the contract for project 
impl'ciilentation. A non-Colilpetitive procun~i':1ent waiver was 
approvGd by A/AID on December 7, 1979, and a host country 
contract betwe~n CLUSA and the GOR was signed on October 11, 
1980~ The amOUi'lt obligated in the contract is $574,464 
(rounded to ~b75, 000 by l~F;/lC) for the provision of long-term 
advisory·servj.ces from June 1981 to SepteJ~)er 1984, plus 48 
wOl'k--c1ays of short-term consultant services. The delay of 
eighteen months beUJecn the aVuilabili t:t of funds (i·ta.y 1979) 
and signature of the contract (October 1980) is explained by 
protracted contract negotiations conplicated by the overlap 
with ~nd transition fron t.he CLUSI\ OPG. hctually,11m'lever, 
fi 81d ir:!pler.wnt.a t ion \vrtS not hinder ed. 'I'he CLUSI~ 1-'r Jj ect 
Manager provided under th~ CGS project cOJl~inued his services, 
pa ia under the con tr.::.c taft er October 1980 I throuCJh July 19(31. 
Hi s n~placemcll t ar r i vea in Oc t ober 1981 and depcu:tcd in 
SeptGuber 192.2. The p:r:csen t CLUSA Adv i sor a r r i vec.l in Novenbcr 
1982 for a two-year tour of duty. To dale CLUSA h~s provided 
one silOrt-term consultant, 0 coop8rative specialist to study 
the status of Rwandan cooperatives, the potential for 
establishing cooperdtive unions 2nd a national federation of 

,('OQF,'21.:atives "'fl~l an unaly!?i-[3 'or 'coop~ratiV-e' 1egislcifi'on.- ,\s of 
June 1, 1983, exp~nditureu under the CLUSA contract total 
~352,744.98, leaving a balance of $222,255.02. 

(100%) 
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The services of two consultants have been,charged to the 
project outside of the tLUSA contract: an engineer to review 
silo and warehouse construction specifications and an 
agricultural economist to develop proposals for the research 
component of the project. 

According to the PP, the GOR would provide the staff of the 
Department of Cooperative Promotion which, at that time, 
included 36 yrofessionals, three secretaries and 48 
commune-level encadreurs (rural trainers). A more accurate 
estimate of pr~ject-specific staff is/was 14. A ministerial 
reor~anization in late 1981 resulted in an expansion of 
ministerial functions. The Ministry of Social Affairs and 
Cooperatives became the Ministry of Social Affairs and 
community Development; the Department of cooperative Promotion 
was abolished; and GOR responsibility for support to the 
cooperative movement was vested in a smaller Directorate of 
Cooperative Action-within a new Department of COl:1munity 
Development. Personnel shifts resulted in a revised 
headquarters staffing pattern of nine professionals, two 
secretaries and three drivers. Since late 1981, the staff has 
been further reduced to six R\'iandans, including one driver. 
The implictltions of the smaller Rwandun staff are discussed 
below in Section IV.A., Organizational Support and Extension. 

2. Truining 

,As des i gned, trtlini ng at T:'11:'J. t iple level s vlOuld be 
undertaken during the life of the project. With the assistance 
of the CLUSi\ Adv isor, third-country training programs in 
cooperative management Hould be provided to the lJlRAC/LCS 
staff. Pre- tlnd in-service training for personnel on the 
prefecture and commune levels cl.S well as for coope:rative 
personnel would be provided by the LCS staff as part of their 
job responsibilities. To date only three Rwandans have been 
sent for truining outsi.de of the country, and the primary 
constraint to accelerating headquarters staff training is now 
th~ lack of personnel and coverage during even short absences. 
Pr0fectural-level training for regional cooperative 
inspectoratc:! personnel and cCi.llnune-level training for 
cooperative encadreurs has b~en minimal to date. Training of 
cooperat i ve l)ersonnef; on the other hand, has been proceeding, 
although somewhat behinu the schedule presented in the PP. An 
analysis of the training progra~ on all levels tlnd 
recommenda t i OilS concerrli ng vr':jani za tion, at tenduncc--and -cont·cnt 
is includerl in Section IV. B., Staff Dovelopli1ent cmd Training. 
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3. Commodities 

Major categories of commodities include vehicles, 
cons~ruction materials (cement, roofing sheets, reinforcing 
bars, etc.) and equipment to operate a silo/warehouse and 
marketing operation at th~ cooperative (calculators, scales, 
locks, pulleys, moisture meters, etc.). PIO/Cs for 
construction and equipment requirements are issued as AID 
int::rc;1entally approves groups of cooperatives toO be ussisted 
und(.:.!" the project. tl \'li:iiver for the procurement of seven 
vehicles and ten motorcycles was approved in the Project 
Authorization. In addition, a waiver was approved by the 
A:A/JI._FR (6/22/81) to procure a lOrE Nissan truck to transport 
construction Raterials from Kigali to the cooperative sites. 

Projected ~nd A2tual Vehicle Procurem2nt 

Item Project Papcr/Waiv~~ 

Landrover 
Toyot<t Stout Pick-up 

l,lat'.da sedan 

Motorcycles 
NisS311 lOT truck 
SedallG lor resea.rchers 

1 
3!./ 

203./ 

3 

Actnal t.o <.late 

1 
1 (used for 
construct";'on 
supervision) 
1 (suhstituted 
for 1 pick-up} 
2· 
1 
1 (th0ilo.!i! not 
yet us~d) 

!./ Includes a repl<:tc(~ment picl::-'.lp to be procured in t.he fourt.h year 
of the p:rojec't:. 

3./ 'Eo be used by 10 reg lonal inspectorates wi th replacement in the 
four ell y0~ .... r. 

4. CO(~Et.r\lc::.;O!l 

Funus have; been buagetad for the construction of silos a!1d 
warehcuses Rttach'~l~ to cool)E~rati'les. l\ccor:ding to the PP, thc.~ 

COl1str U~ t i on of 40 V.'<1 reho:":3E!S, elich wi th a 60 -lOO'l' capac i t.y, plnG six 
sln<.tlJ.er "satelliLe" ware}wuses 3l".oLild be cO;:1pleted by the end of the 
third year of L)!,:Ojcct impL:'nH.'!ntaLiun. '}'o catc,. five .'::'1:e in opcrati-o,l; 
tln·aauitiDI1cH - ~~:i.x .will bG 0p8r<.tti n9 for the ... Tuly-l'.'..lgust 1083 
sorghura-buyin':J :;L~:lson; awl nj {Ie H1:Jre are no", at vilr-ious stFl<jCS of 
construction. of: the lutt.~r 11."18, six shouJ.d be opcr<3tintj for the 
January 19,111 b'::':I:l-·':,)uying season. 1\lt.hough constructio;l is behind 
SL:hcdulc, t:v:! F.::c::-;(:!nt !:':Jce is :r.aximuin <jiven the:: LCS staff' £ lIlanager..ent 
capacity. 'J'~1.:! U::::: s'.:.af!: L. also respunsible, of cour~:;c, to!': cCJ!ltin'.lL~d 

oversight. of th,,' cOCrpl~t"utivc silo::; CO:1Str. .lcted un~1cr the CGS . 'roject. 
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It is now estimated that rising costs will preclude 
construction of the total number of facilities, falling short 
by perhaps 2-4. A more detailed discussion is included in 
Sect40n V.A., Construction. 

The GOR in-kind contribution to the construction effort 
includes an assessed value of the land on which the cooperative 
silos and warehouses are built, the GOR costs to prepare the 
final design documents (IFS package) and the value of communal 
self-help labor to assist in the construction.· It can be 
safely assumed that this contribution will be met during the 
life of the project. 

5. Research 

As discuGsed in the PP, the research component of the 
project was to be implement~d through two Rwandan i~stitutio~s: 
ISP.H. (Inst i tut des Sc iences Agronclaiques du R\-J,mda) and INRS 
(Institut National de Recherche Scientifique), both located in 
Butare. ISAR will under~ake studies on indigenous crop 
storage, bean resistance to pest attacks in storage, effects of 
bean storage on cooJ~ability and an inventory of bean 
varieties. INRS will underta}~e a comprehensive socio-economic 
study, or series of studies, on food crop production costs, 
labor eIaployment, consumption patterns, the role of commercial 
tr~ders, otc. Project funds were budgeteJ for the services of 
three re~eurch assistants and a part-tilae research supervisor 
from a u.s. university to assi~t INRS in undertaking the 
socio-economic study. 

The research effort has not yet be~"jun. Instead, the 
programmatic decision was rn~de to combine the LCS research 
ef fort wi th conplemcotary research \oJhich \·,i 11 be financed under 
the Food Storage and Harketing project, Phase II (for the 
technical studies) and under the proposed Cropping Systems 
Im;1rovement project (for the soc lo-eco:lomic stu,:ly). A Plo/T 
(6Y6-0107-3-00033) w~s issued on September 3, 1982 for $450,000 
to provide partiul fundi:lg for a coordinated research pacl.age 
to be imple!'lented tmQ8r a contract wi+-.h a Title XII 
university. The estim'-Lted total cost of the contract is 
$809,000. The selC:!stion process is ne<lring completion, and it 
is expected that the research te~.;n, led by a re~Garch manager, 
vIi 11 arr i ve in Rwanda Defore the end of the ye2.r. An 
assessment of the rcr;;carch effort is included in Gection VI., 
Research. 

When the research ef:i:ort begins, tho. GOR contribution 
ISM and IN1~S stuff tine, clerical time and office space - will 
be requir.ed. 
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6. Revolving Credit Fund 

,A total of $400,OOO,has been budgeted for allocation to LCS 
cooperatives uS \'lorking c~pital with \.,rhich to purchase beans 
and sorghu~, agricultural inputs (primarily insecticides) and 
other "merchandise" needed by the cooperative members. Each 
LCS coo~Grativo could receive an average allocation of 
$10,000. The terms and concli tions for use of the fund, 
however, have not yet been determined. A total of about 
$15, 000 \':as allocated to the initial five LC:; coopera ti ves last 
year on a provisional basis. Use of the fund is contingent 
upon satisfaction of a condition precedent which requires that 
the GOR subnit to AID a deLailed plan indicating (a) how the 
fund wi,ll be administered; (b) the credit terms, or interest 
rate structure; (c) the anticipated default r.ate; and (d) the 
mechanism and criteria for review and approval of loans to 
cooperatives. 'fhe- project-Authorization specified a fifth 
element of the plan, which was not included in the Project 
Grant Agreeiaent: the administrative ccst of providing credit. 
Given the importance of working capital to a cooperative's 
viability and ability to function on behalf of its members as a 
marketing operation, a detailed analysis and recor.lmendations 
for utilizing the revolving credit fund are included in section 
IV.D., The Revolving Credit Fund. 

7. Evaluation 

Both the forlllative and final ovaluation costs were budgeted 
in the PP. Half of the total, $20,000, has been spent for 
consultant services for this evaluation team. 

The financial plan in the ?P matches the budget included in 
the Project Grant F.greelilcnt/l.r.lplified Project D2scription. 
Project Implementntion Letter No. I, issued on December 29, 
1980, hO',18ver, sh i £ ts i: lllld ing between component.s an(l odds two: 
miscellaneous ilnd adnd.!1ir::trative costs and contingency. The 
total, $2,573,000, relllai~s the salllc. The following tuble 
compClre:3 the two budgets ',-Ii th the current Stdt'.lS of hID 
commitments (subobligaticno) Clnd Dln~C/LCS local currency 
expenditure records. It is obvious thClt the project is now 
tightly blldget.ed :=tnd thut udditional funds may have to be 
authorized to-maintain projoct moncntum. 
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CO:TIfX)nent PP/PGl\ PIL #1 AID commitments ---
(as o~~2CU83)1/ 

Tc:chnica1 
Services $572,676 $579,000 $582,444 

'I'raining lOO,OOa'!:..! 91,000 29,394 

Co!11m::x1ities 158, 97S.Y 119,000 240,958 

Constructio:l 848, 710'!:/ 772,000 344,016 

Research 452,1002/ 411,000 450,000~/ 

Revolving 
CreJ.i t FUn.] 400,000 400,000 69,278 

Evaluation 40,000 18,000 20,000 

Hisc.& ldmin. 
Costs 50,000 

Contingel1':::Y 132,000 * 
'IOl'AL $2,572,461 $2,573,000 $1,736,090 

($2,573,000) 

*~o De absor1y ... d for co:npo:1tmt cost over-runs. 

1/Sourcc: Rr:1C finan::io.1 rG.?Orts 

2/ Includes c(l!1tingcncy 

3/ PIO/'r 690-0107-3-00033 ~ contract not yet signro. 

GaR I.C EXp. 'Ibta1 
(as of 6/24/83J..==.@!Lof 6/2_4:L~t 

$ $582,444 

13 ,035 42,429 

~, 767 250,725 

(201 1 131)i/ 344,016 

450,000 

(15,085)i/ 69,278 

20,000 

32,790 32,790 

* * 
$55,592 $1,791 / 682 

~/N:)n-add, 1~e}?resentin0 that portion of the ]\ID COl11.1litmcnt \·:hich has reen expended. 

$l.OO=FRv 91.48 
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B. Relationship of LCS to other AID-financed Projects 

In order to better understand the framework within which 
the LCS-spec i f ic unalYf. is and recollU,lCnda t ions are made in the 
follm'.'ing sections of the report, it is important to bear in 
mind the relationship Gf the project to other complementary 
projects in the AID portfolio. These projects include: 

Project Title and 1'1umb8r 

Cooperdtive G~ain Storage 
(696-0108) (LO?: $327,000) 

Food Stortlge and i,1arketing 
Phase I (696-0100) 

(LOP: $716,000) 

Food storage and Marketing, 
Phase II (696-0116) 
(LOP: $2,100,000) 

Cooperative Training Center 
(696-0119) (LOP: $935,000) 

Agricultural Survey and AllalY.3is 
( 696 - 0 115) ( LOP: $ 3 , 7 06 , 000 ) 

Cropping Systems Improver.lent 
(696-0110) (estimated 
LOP: $12 1 000,000) 

Status 

CLUSA OPG; pilot project; completed 
in December 1982 

Initiated in 1975; completed in 
December 1982 

On-going 

CLUSA OPG; on-going 

On-going wi th Oureau of the Census 
(BUCEN) assistance 

PP design scheduled in late 1983-
early 1984 

AID' s support to improving RHc' 'dan food crop storage was 
initiated in 1975 l.,rith a modest allocation of funds to both 
Catholic Relicf Services (CRS) and CLUSA. In the case of the 
CRS activity, 21 storage silos were constructed in communes 
\'lhere Catholic missior!s \':0re located. (CRS has recently been 
discllss',nC) with i-lIHilSODECO the DIRl-\C's assUl:lption of 
l"<..'sp:Jl1Gibility to )"lOnitor tne opcra.tion of these silos.) In 
th0 case of the Cooperative Grain Storuge project, 
implemen ta t ion \'lll5 undertRkcn jointly by CLUSA and the U.N. 
Capi tal DevelopI;\Cn t Fund (UNCDF) to DU i ld and operate sevt?n 
silo Llcilities uttached to cooperatives. UJ~CDr provided 
f inane in9 for the construc t i on and \oJorJ~ i 119 capi tal for each 
coopera t i ve to b-..\y and sell beans and sorghuHl on beha 1 f of its 
members. CLUSp. focu3sed on 5u1n;tantive prQject .. imp10TTI·.mtalio!J!._ 
selcctinl] coopeLa'.:.ive~; su:)ervising the cOl1£,truction; designing 
and presenting training courses for cooperative pt?rsonnel; 
training ministry staff in lilunagement, coop2rative operations 



- 20 -

and storage technology: and monitoring use of:the credit 
funds. The CGS project is considered to be the pilot phase of 
the LCS project. 

Under FSM I, GRENARWA was established and became 
operational to intervene in food crop marketing by buying and 
selling beans and sorghum. '1'he purpose of the intervention is 
to assure maximum producer prices and supplies and minimum 
consuner prices. Under Phase II, GHEHAR~~A' s a1iility to 
function with incJ:C~ctsing effectiveness and efficiency is 
continuing to be supported. In addition, however, a major 
research effort will be undertaken on storage problems 
(especially related to beans). As discussed above (Section 
111. A. 5. ), the FS;·i·-f inanceu research wi 11 be combined ''1i th the 
LCS-financed research as one, coordinated effort. 

UndeL the Cooperative Training Center project,- a 
Cooperative Training and Research Center has been built to 
provide (a) a facility (in Kigali) for cooperatives to organize 
and conduct their min training courses, (b) short- and 
long-term trailling for cooperative, ministry anCi extension 
personnel in cooperative organization, management and 
accounting and (c) research, documentation and information 
services for the cO'1tinued devclopncnt of the cooperative 
movement. AID inputs, provid8d by CLUSA through an OPG, 
include the services of a coope:rativc Education Advisor, 
equipment und furnishings :!:or the Center, scholarship support 
and 'a budget subs idy for the fir st fi ve year s of the Cen tC?r I s 
operation. The Government of Switzerland has finonc~d the 
construc'tion of the Center and is supporting the Research and 
Public?tions Unit. 

The Agr icultural Survey and Analysis project \-Jas initiated 
in late 1931 to strengthen GOR efforts in agricultural data 
collection, processing, analysis, planning and J:1anagement. 1m 
agriculturc.>.l C2nsus should be completed within thr(~e years, and 
intormod:ii1te data collectiQil and ~ll1alysis can hel.ve bearing and 
ir.lpact on the dynamics of the food production ar;u marketing 
sy!:;tem v/11ich is being influenced by both LCS-S"Llpported 
cooperative opcr~tion3 an~ CRENAmlA. The proposcd Cropping 
Systems Improv8Iil"'!1t proj ec t ,·,i 11 focus on agr icul t ural rcscurch 
and streng theni ng ISl-.!\ and the agr icu It ural ext ens i on serv j ce . 
The socio-econom~.c studies proposed under the Les project will 
be underta}~en in conjunction Hi th ISi\R IS on-:Joi1"1g and C)~p('d1ded 

-tes-earcl1 ·p-rog-ram.. I:1stitutional linkClgcs ''1ill be e'stablished 
between lSAR, a Title XII university und IITA. 
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IV. INSTITU'rIONAL DEVELOPr1ENT 

A. Organizational Support and Extension 

The success of the project will utlimately be measured in 
ter~s of the institutional viability of storage and marketing 
cooperatives. To achieve viability requires extensive support 
to the coc>poratives in such areas as organizational planning 
and managcl:1(~nt, account ing and break-even analysi s, 
illtervention in the marketplace (necessitating pricing 
policies) and effective storage. Service~ to thp CGS and LeS 
cooperatives ar.e centered in llINASODECO's Directorate of 
Cooperative Action. MI~ASODECO has seconded staff to establish 
a project office, knO'.Jn as the Project Silos Cooperatifs 
(Cooperative Silo Project), within the directorate. Refer to 
the follm.'inrJ organizZltLm charts of tHNhSODECO and DIRAC, 
including the LCS staff. 

Since initiation of the project in 19'19, all training, 
extension, auditing, construction and administrative support 
activities have emanate:d fro):1 this office/staff Hithin DIRAC'. 
Prefectoral-level regional cooperative inspectors, their 
assistants and cooperative encadreurs in communes where ~ne 

project is active have participated in training progr;-.,Is 
offered by the Les slaff. In many cases, as part r':' their. job 
responsibilities, they have a:u;o vJOrkpr'l ,:,' ~:-:-~:.l with the LrS 
staf:::' 'rhese fiald pec:-,:'..-? ">_ .. vL., nov/ever, either directly or 
solely responsibla to the project. 

'This centralized approach to cooperCl.::.ive support is 
cont inui.ng, although planni ng for. S01.le cooperCl t i ve 
re~ionalization has been initiated. In Butare, for example, 
the regional cooperative inspector has been directed by 
MINASODECO to carry out specific extension tasks for the 
project, and he has received a LCS motorcycle to assure his 
mobility. The estahlishment of cooperative unions to provide 
extension and other support services to member cooperatives is 
al~o being considared. 

Centrali3ed support is predicated on having a mobile 5taff 
in suffici(~nt numbers to meet the needs of em inc:r.easing number 
of LCS cooperatives. Inadequata staff and per diem allowances 
now appear to be the two primary constraints to providing 
comprehensive extension services. 

From 1979 until late 1981, the LCn staff I!um}:>E?r~d 1-4., 
inc 1 ud ing thre·e .c1r i ver S ,".nd two secrete\!: i cs-·~· Of the 14, cleven 
were secondod by the mi ni s try and three: \-Jere pa i d from proj ect 
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funds. During this period, seven CGS storage units were 
operating, and their staffs and boards of directors llad been 
trained. In addition, six LCS storage units were under 
constructio)) l~n<l the cooperative staffs were being trained. 
DIRAC/LCG staff were visiting the cooperatives on a regular 
basis. 

since late 1901, the LCS staff has decreas~1 from 14 to 6. 
At the same ti:a2, the nU;ilber of CGS dnd LCS cooperatives has 
increased [ron 13 to upproximately 3.) _ Four professional staff 
Here reClssigr)':!d and hav(~ not been J·er'l~ced. Two of the three 
drivers and t11C l:.~"'o sec:cetaries 'ICre shifted to the ministry's 
pool. Eighter~n rnon!:.hs ogo the LCS Project Director* requested 
that the fO;lr :)l"ofessionals - a tl.-.ainer, un auditor, a 
bookl~eeper "dId . 'I Clssistant construction supervis,or - be 
replaced~ ~le :aquest is still pending. 

The decreu~e in staff is coupled with limitations on st&ff 
travel, an equally serious constraint. At the pr.esent time, 
the LCS staff: is dep8ndent on gov(~rnment, not project, funds 
for payment of: per diem. ~1hey are limited by orders of the 
ministry to a total of six days of travdl per month, which must 
also inclU\Jf! the travel of lhe government drivers \·iho accompuny 
them. Thus each professional staff member is limited to 
app.coxima. tely one day of tr a vel p8r month. '1'hi sis, of course, 
totally inodcquate. 

Following is a projection of visits to cooperatives which 
the cvaYuation team believes is indicative of the covorage 
rcquired to provid8 Cldcljudte support given the 9rm."irl9 
man2.gement and extens ion 'dork loael ;:;.s more LCS c00pc:r.a t i ves 
"come on line." Each LCS cooperative should recd.ve the 
following assistance: 

for TU:1nu.qeI:lent in:;pe,~tion and audit: qUClr-terly \lisil~: ---- . .' ----
for tr:lillin<] 01: retrainins: of cooperative officer~3 u.nd 

s ta f f, --(~~j~~,'i~s~·;~,d.Ei~=~-ilx' cor.tp~_es·J;·k ilnd cLH:unu!1al-leve 1 

*The R\."andan DIR}\C Din~~tor HCilrs two hats: DIR.'\C Directol.- und 
LCS project Director. 

**A cOlnI:1issaire ·t:l.UX couptes is perhaps best described as en 
in L(;;~·ilar~L-:::iJ.·-cc.~i~-·A ln~l:iT)-er of Ule coo~)er~1 t i V(~ 1"-; fn;rVI3 i llancc 
commi t tee, lle;':.;118 is po. id 11 1000n till y fce to vcr i r.y 1:1,2 
coopera t i V0 IS ,1CCOLlI1 ts, r":0un ter s i Slling the bi r~on tn J Y [i II? 11C ia l 
);ep{)~~t Hhicll if) :-';Ubl:1itu·J to the LCS dudjt-or. He/she 15 c110scn 
011 f;he b,wifj of 1~nc\."n hon(~sty c1.nr.1 accountin9 ski.lls. 
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encadreurs: visits twice a year, with a tbtal of 10 days of 
trainin9 [includes both Phase I and Phase II training***); 
and 

- for inspuction of stored crops and assistance with 
fumigCl~t-10n: quu.::-terly visits. 

In adJition, the LCS Project Director should visit each 
operating cooperative at least once a year, visit the site of 
each prop()s.·~(.l T,CS cooperative storage unit and attend tr2.ining 
!)t"c(jrams ,\S often as possible. In summary, at least one LCS 
staff Inem;)0l:" shouhl visit each LCS cooperative once monthly. 

Assuming thClt approxim<itely 30 cooperative storage units 
vlil1 be o]?crdtionalJ)Y the end of 1983 (8 under CGS* and 2/' 
under LCS) und approxil::ately 48 by the end of the project, the 
follm .... ing uIlnual LCS SLlff travel requirements are e5tilnat(!r]~ 

- insp~ction anJ audit: 4 site visits/year x 1 day/visit x 
30cool)c17atives ::~120-travcl days; y. 48 cOOT?crativcs := 19/. 
travel c1i..J.ys. 

- training and retraining: Some lruining progl"amS \'Iill be 
condu<..:ted att1 1 8 (~uopcrative Training and Research Center 
in Kigali, and LCS training staff would not be required to 
trav(~J.. l\ssuminST, hO\vever, that (a) half of the training 
is provided outside of Kiqali, (b) three staff members 
'participate in eClch session and (c) a group from 6 
coo1? .. ~r(\ t i ves is tra ined atone t imc, the folloi'li ng number 
of travel days would be required: 

for 30 cooperativGs: 3 staff x 5 groups x 5 days - 75 
travel dctys 

for 40 cooperativ8s: 3 staff x 8 groups x 5 days = 120 
tra ve.1. c.tu.ys 

- grilin il1;,~)(~cti()ll an,1 fumigution: Ij. sib.:! visits/yeai:' x 1/2 
day 7 vi SlC)~ 30--::"o;·"'p.:::r? t·I~·es---=-· (,0 -travel days; x 48 
coopcriltivcs = 92 trdvel dajs 

*S<lvings in construction COGts :lllowed tl'\t:~ c.on:-;tn1c.tion of. one 
'·inor-e s110 ··U;i)i:uut.a coopcrath'e); SeV0l1 \-I(::re planned, and eight 
\Vere built. 

*oJ.*See Section ;3., Sli1f:f Development clnd 'rrC\ininC), be 10 ... 1 for a 
dinr.llssion ::>t the trainjn'3 ph')80S. 
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- Project Director: 1 site visit/year x 1/2 day/visit x 30 
cooperatives = 15 travel Jays; x 48 cooperatives = 24 
travel days 

From the above estimates, the total annual travel days and 
cost in staff per diem can be calculated: 

Inspection and audit: 
Training and retraining: 
Grain inspection and 

fumigution: 
Project Director: 

Total 

FRw 540,000 = $5,900 

120 travel days 
75 travel days 

60 travel days 
15 travel days 

27C)" travel days x FRH 2,000 /day 
per c!iem = FTIw 540,000 

This figure docs not include driver costs which arc more 
difficult to calculate ~ince the LCS staff mCI:bers can travel 
togetner to accomplish several of the above tasks at one. This 
v/il1 reduce the nu;nbcr of days that drivers are actually in 
travel status. Assumin<] hC'tlf of the total days calculated for. 
the staff, driver travel would be: 

135 travel days x }:'R\'I 1,000/day :-: FRh' 135,000, or $1,475 

Total annual per die~ costs to support 30 cooperatives is 
appr"o:dmat~:!ly FEi) 675,000, or $7,3'15. 'rotal dI1!lUal ptn diem 
costs to, support all 48 cooperatives is approximately FRH 
1,080,000, or $11,805. 

In conclusion, the team recoln::lemls that, in addit.io:! to the 
present LCS staff, !·lHI,\SOm:co should approve and fill the 
follol·/inCj full-time posi tions: one trainer, one 
ITlanagc:~ent/ auel i t spec ial i st, one boo}~};ecper, one ass i sttin t. 
construcLion supervisor, tw~ secretaries and two drivers. 
MINhSODECa should also relax its travel and per dien p01icies 
to permit the LCG st.aff to per.£onn. its duties in supct"'!:!.sory 
man<1<]cl:1Cnt, training and technic,.l inspection. If theSe! 
recol.1:wl1JatiollS cannot be ~.mpler.1Cntec1 by September), J.983, in 
order not to incrctise the I/orkl'.J.:ld on the present LCS staff, 
new construction dctivitics should be suspcnd~d until 
MINASODECO and OAR/R jointly tigree that the staff has the 
cupubility to fill its J,ld)"Llgerial, traininC] and general 
ovcir s 1 g}l-t - -fu-nc t ions. 
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In addition, the team suggests that the developJilent of a 
cooperative union should be supported on a pilot basis. There 
are at least four objectives to such a pilot effort: 

'(1) to t.]~t the ability of a union to provine udequate 
extensioll sC'l"vices to its members with a view toward 
relieving rlINr~SODr:CO of some, i:: not all, of its extension 
r~sponsibilities by the time the project is ~lased out; 

(2) to [acilitute buying and selling grdin~m0ng members of 
the union and with GRENAmlA, thus proDating two of the 
project purposes; 

(3) to pro'; i(h~ cOE1":lGrcial services and to achieve econolOies 
of scale w~lich individual cooperatives cannot achieve 
alone; an·] 

(4) to tcst the pOLential for a unioil's financial 
self-sufficiency. 

'I'he burgc:oning union in Butare may be rCZldy for support. 
The union in::luu0s 15 c()operdtiv(~s, of v.'hich five are CGS/LCS 
cooperatives, r~he COD?el~tlt.ives ilClve joinr:?~1 t.o pr-o):lote 
mar};eting services, dmon'3 other activities, since some are 
loclited in deficit ,:,wu:}'uctian dreas \'I11ile ot11crs are located in 
surplus produ~tion areas. Although the association is not yet 
functio;13.1, the jnesid,:;nts of the cooperatives have been 
meeting and operational vlanning is underway. 

~le ~Cs staff and OAR/R should consider providing support 
to this union, l\lthough its needs ana desires musi.: still be 
analyzed, sUlJport in the follO\'Jin(] areas should be considered: 

.- emploYjJcnt af a. full-time manager/extension agent. for. b/o 
years; 

- elni?loymen t of cJ. bookk eeper / sec retary for t\'.'O year s; 
- rcntul of dn office and orfice operating cost~; 
_. purchc.t~e of C\ ?-1/2-ton trucl: for grain mOV81;)ents and 

cxtens:i on services; and 
- employj,:~n t of :l dr i ver. 

Suppor t a long the 1.) nes noted abovG nigh t cost $40-50,000 
over tvlO yeuLG. Tucllilic.:aJ. suppo:-t could COl.1e frol:1 
t-1I1'll\30DECO/!)Tl~~\.C, the Ci.,US,\ Jdvisor and I if necessary, from 
CIJUS,\.co:'lsultfintS. Cons2.r.ler<lti9n might .. al.~:oJ)e gi\~en ... t() 
assignir,g a P2'JC'C corp:; Volur!tol'J: \Ji th u ;Jtlc}~grounJ in 
cooperative::.; t'J 'work \}ith tile associcltion. 
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B. Staff Developr:lent and Training 

1. Status of Training Activities 

According to the pp, participant training is a primary 
compone;1t o{ the project. Training should be conducted at the 
na tional (1l1ini ster ial ), prefectoral, communal and coopera t.i ve 
levels. Accomplishments to date are sumnarized below. 

Nation-ll level: \vithin HINASODECO, 10 staff members were 
to be sent to a specially designcd 2-3 month course in the 
training of trainers in cooperative management at the 
Pan-Africa.n Institute for Developnent (PAID) in Douala, 
Cameroon. Another group of 10 staff members was to attend a 
3-6 month co~rse in cooperative management at the Pan-African 
Training Center in Cotonou, Benin.- This last group was to be 
financed through the Afr ica~ 11anpo\-1er Development project-. 

To date only one participant has been sent to PAID, and he 
is now com?letiny a s~ven-month course in business management. 
It appears that the Pn.n-African Training Center in Cotonou is 
no longer functionin<j due to a lack of funding. The LCS 
construction supervisor, 11r.. Vincent Hpamira, attended a 
six-\"lee}~ course in cOflstruction techniquGs in Dakar in early 
1982. '1'h0. DIRAC Director, I1r. \'Jellars i-lagorwa, attended a 
two-month course in development administration at the 
University of Pittsburge in Summer 1982. The LCS trainer, Hr. 
Paulin Eizimana, attended a two-week seminar on techniques to 
stimulate rural self-help developnent efforts (animation pour 
11 auto-?1~onotion pays<lnne) in Kigali in Octooer-i982. other 
trainln9-~-lttTi-e ;a-infsterial level has been marginal. The CLUSA 
Adv iso1:, hmJcve..:, in [onnally prov ides on-the -j ob tra ining to 
all LCS staff rnenbers. 

Pretectoral level: There appears to have little training 
of prcf~ctor~l-level regional cooperative inspectors 
("supervisors" in the l:'p), although it was foreseen that 10 
would attend a two-weuk course in Kigali to assist them in 
supervising the operation of cooperatives in their 
prefectures. The regional inspector fGr the Butare prefecture, 
hO\vever, has been provided \lith a LCS motorc~'cle to assist him 
in extensio:-I and org<il!izing a union of cooperatives. He has 
been guided i t.his tclsk by the DlRAC/LCS staff, and he has 
also p2.rticipated as a trainer in training sessions for _ 
c00pcrative r.lanilgcrs -wnd CO;;\jn::'SS~lres ~u:-:co;:;ptes, 

COTfllilUne level: Up to 40 commune-level rural 
trainer!jjcC)opc-rative organizers (encaclrcurs de comr:1I.lr.e) \'lere 
also to be trained. 'fo date, no specific trainingcourses for 
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encadreurs have been organized. In l-1arch-April 1983, however, 
a tr~ining session was held in Kibuye for the officers and 
managers of the six LCS cooperatives which will soon begin 
storage and '1d.r}~eting operations. Six encadreurs completed the 
one-week course in management and accounting techniques for 
cooperative managers and com~issaires aux comptes (see section 
2. below). Furthermore, to the extent that a number of 
~~C1\~_rel.lrs are also l:lCmbers of cooperative surveillance 
committees or are cooperative officers, they have been trained 
along Hi th that group (see helm,). 

CoopeT."utive leV('~l: The most active training under the LCS 
(and CGs~)roject I1l:!S been foT." cooperative officers and 
managers. 'rhe PP and Project Grant Agreelaent estimate a 
requirement for a toti..ll of 480 person-wec~~s of training. This 
is broken dOl'ln to 1-2 persons pE~r cooperative, or about 8 Heeks 
ouch for 60 p.'lrticipul1ts Jurillg the life of the project. 
Traj ning \lOuld be held in 3-4 \':eey. sessions. The Pl' also 
stutes that CLIJSA, under the CGS project, \'Jould prepare a 
general training plan for cooperative personnel, which could 
then be expanded under the LCS project. '1'his has been the case. 

Training [or 90 officers and munagers of the initial 11 LCS 
cooperatives has uecn conducted in 6 one-\,lee}~ sessions. The 
first training session for the personnel of the next group of 9 
LCS cooperatives will begin in 2-3 months. 

Al though thc~ most ac t i ve component of the overall tra il1i ng 
effort, cooperative-level training still a~pears to be behind 
schedule. i.'.;corc1ing to the pp, about 96 pcrson-HeeJ~s of 
truj.ning \-"oLlld be conducted annually (J6 x 5 years = 4(0). 'rhe 
project i~ now in its third year of inple~entation, and only 90 
perbOll-~'Jeeks of t:"~inin9 have becn completed, i.e., less than 
half of the torget ::'c\lo1. 

One mi f:i<jC.1ting and unfores(;cn factor hus been the need to 
retrain 20 officers and managers of the CGS cooper'::ttives. 'l'J1at 
gro'lp V:<:15 yiven iJ.11 tid~!itiol1al o~e Heek of tl:'cJ.ining in Hay 
198~. Tottil truining con<.lucted to date therefore totals about 
110 pcrson-vwc}~s (90 -[- 20), h'ith, as mentioned ubove, another 
25-30 person-weeks sch~Ju1cd for officers and managers of the 
next group of 9 LCS coop',!!:'ativcs in l\.ugust-Sept8Jll!J8r 19133. The 
second CLUS!\ l'.!lllual R(:port (lioveJilber 1981-1:oveI:1oer 1982) states 
that 126 1)''; (' :'" .. o::--\/eek s of. tr a i ning \vere co;nple ted dur ing tha t 
period, but DTRhC/LCS records do not confirm this figure. 
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2. Content of Cooperative-Level Training 

Training for cooperative officers and managers is conducted 
in 1;\'10 phases. 'rhe first phase, or session, is a one-week 
course given tu both cooperative officers (generally the 
president, vice pres~dent and secretary) and cooperative 
mClni1CJ (:.!r s (g C':C c'.l1 t: s) anu c omr."Ii s s air es a ux compte s • '11(1 is group 
may also incll1~jc-one memuer of the cooperative surveillance 
comhlittee and n ~,ilo/vJarehouse overseer. The latter person is 
hirc;d by the cooperative :if the manager is also responsible for 
other cooperative cOIl1'llercial activities, such as a provisions 
store or pharmilcy. Phase I includes lectures and practical 
exercises in cooperative organization and silo/warehouse 
management techniques. It may also involve a site visit to a 
silo/warehouse operation. Because of space limitations, this 
first session is presented separately to (a) the cooperative 
officers and t~ (1)) the cooperative managers and cornmissaires 
aux compt-es. - -

Phase II is a olle-\vcek course in bookkeeping techniques, 
and it is given only to managers and comrnissaires aux comptes. 
Some organizational concepts and notions of cost-accounting and 
brGCtJ~-even arw.lysis are also tauuht. Instruction in preparing 
bimonthly financial reports for the LCS office is also given. 

The LCS training officer organizes the sessions and 
prp.sents most of the lectures, although the LCS auuit.or and 
accquntant/storage specialist may also teach. Occasionally 
they ~re assisted hy a regional cooperative inspector. 

3. Train),nS1 of Coo;?erative f.'lembers 

'~lthough included in the Training Prog)~am Plan (January 
1981), euucation/training of cooperative members, so that they 
may follow silo/warehouse operations and understand decisions 
taken by their cooperative managers, has been marginal. 
According to the Plan, training should be along the lines of 
information di.3scmin.~tion ([,ensibilisation) and "public spirit" 
(Clnimi...tion) c<lIc.)J<.!iqns. Gr:oups of -inembers-urt.:! brought together 
by tl1C i r adJT.in i str.'u t i ve sec tor chi efs and by communa 1 
encEhlr ours. 'riley arc then encouraged t Clnd hope fully hlOt i va ted, 
tOI)~1Lticipate jn the activities of their cooperative, and the 
ben0.[its of participCltion are explaineu to them. 'rhe conll:1unal 
leader sh ip expcneJs a good deal of energy in th i s ef for t, 
Q!.:p~C!i=.ll-y if a c')operative has been selectod for construction 
of a LCS silo/I,!,-\.rt'!house. ;;nother "pUblic spirit" calilpaign 
accompanies official inullguration of the completed 
silo/warehouse. 
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One of the more innovative aspects of the.'campaigns has 
been the Educational Theater Group. The Group has been hired 
to perform for the general public and cooperative general 
assemblies to stimulate new membership and/or increased member 
participation in storage and marketing operations. According 
to the second CLUSA Nlnual Report, the Group performed seven 
times in 1982 before an average audience of 300 ru~andans. 

Evidently, however, at least in the case of the Gikoro 
cooperative, the performance at the communal headquarters only 
attracted those l:1c:aDcrs of the general public who "/ere already 
involved in coopeL'Cltive activities. This is explained by the 
proximity of the homesteads to both the cooperative site and 
thf! cOITtwunal headquarters. The usefulness and 
cost-effectiveness of such a hiredtheatrical troupe is 
Uierefore doubtful. Performance have now been discontinued. 

4. On-th.e-Job Tra ini n9 for coopera t i ve 11anager s 

Again according to the second CLUSA Annual Report, the LCS 
stnff made more than 30 oversight visits to operating silos 
dur i ng the per ioe] Nover.lber 1931-1~ovember 1982. 1·10st of these 
visits were to CGS cooperatives since the first LCS 
cooperatives/silos were not functional until July 1982. 

1\1 though the DIRI\C/LCS pol icy is to inspect and moni tor 
each cooperative once o~ twice every three months, it appears 
that this has not boen the case. J-\s discussed above"! (Section 
A.), the priillary constr,d.ut has been the strict limitation on 
staff travel. Th2 eV<lluation ceum noteu that, for some 
cooperatives, visits h~ve become rare. Fre~uent visits are 
absolutely nc'cessary jt cCiJ:,craLiv.; ;;:C'n2~e::1ent is to receive 
adequate oversight and on-thc-j~) counselling. 

5. ConclJsions and Rcco~mendations 

The numbsr of ministerial-level participants who have been 
trained to d~te outside of Rwane]a is minil:lal. Only three, out 
of a 'target group of twenty, have benefitted from outside 
exposur.e. This is probably due to a lack of suitahle 
candidates 2n1 to a general shortage of perso~nel. It would 
not be advisable to Gen~1 any of the present Les staff r.1Crnbers 
for. training until the staff is incrci:lsed. The present LCS 
office, althouCjh Llnder~>taffed, has at least benefittC:.!d from 
1-1/2 to 4 years of on-the-job e:-:per ience \'Ii th th8 CLUSA 
ad,:,isq~s .. __ Uo~;t_.i8port"!1tl:y., ab:'>~!icc~; -for.-Lrai-ni!1tj 'l;r~Ist not 
interfere with th.e office's functional responsibilities. 
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In-country training should continue to be.'focussed on 
cooperative officers and managers. Training of 
prefectoral-level regiQnal cooperative inspectors, although 
desirable, should not be a priority at present. With the 
establishncnt of cooperative unions in various prefectures, 
however, training in organizational techniques should be given 
to this group. Training of communal encadreurs should also be 
a lesser priority. \lhen the Cooperative Trai.ning and Research 
Center opens in Spring 1984, untrained encadreurs can be given 
a course in cooperative organization and management. 
Alternatively, and space perruitting, those encadreurs can be 
included in the j;.ugllst-Septe;noer 1983 phase I and II training 
sessions. Communal encatlreurs who will be working \."i th future 
LCS cooperatives sho~ld receive both Phase I and Phase II 
trainin(J. 

coopcrative-level trainjng appears to be keeping pace with 
the start-·up oper<ltions of new LCS silo/warehouses. However, 
each group of officers and Iilanagers is only receiving one \"Jeek 
(for off: icers) or two \'1ee1'.s (for managers and cOJamissaires aux 
comptcs) of training. ~lis is evidently inadequate; 
record-J~eepi ng h<ls not been suff ic i ent ly accurate, and 
accou!1·~.in9 \·wabwss(;!s may result in malfeasance. Several 
serious instances have occurred, and other minor cases of 
embezzlcr,\2nt l~W.y have gone - or go - unnoticed by cooperative 
surveillance coramittees and the LCS staff. 

.The (lccounting procedures and record-keeping tools taught 
in the Phase II tro.ining session have not yet been officially 
authcriz·ed for US8 by the flILV\SODECO cooperati'JC:~ 'l'raining 
Di.vision, Hhich is responsible for developing a systematic 
book}:eeping systcm for all cooperatives. Thus, instruction in 
the usc of a general ledger, including account balancing and 
preparation of profit-and-loss statements, is without follow-up 
at present. By the time these instruments are finalized 
(19847), the training will have to be conducted aga3n. 

It is advisable, however, that Phase II training be 
repeated for all marlllgers and commissaires aux COi1otes of LCS 
cooperatives. Phase I training-for coope-rativ-eoffl"Cers and 
the managerial group should a1Ro be repeated at least once a 
year. In short, all cooperative-level personnel should be 
either trained or retrained in both the Phase I or Phase II 
sessions as soon as possible. Space at the Cooperative 
Tra·ining-&nd ·Rcs.earch··Cent.(~r ::"houhl be sm:fic-ient.--

Cooperative-level training has bGen offered in about three 
sessions per year. Assuming that about 30 LCS and CGS 
cooperlltives are operating by the end of 1983, the number of 
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training and retraining sessions will have to be doubled to 
abo~t one one-week ses~ion every two months. 

Training of cooperat.ive members through information 
dissemination and "public spirit" campaigns should be the 
responsibility of cooperative leadership, which is, in most 
cases, also cor.l:nunal leCldership. LCS staff time \'Iill be better 
spellt in on-site, one-on-one training of cooperative managers 
and cOiill1issaircs <:tux cor,1pt.es than in visiting administrative 
sector-s to stil:lulate coop8rative membership. In any case, this 
is not a frequent activity at present because of travel 
restrictions, and should not be necessary in the future. Local 
communal officials are well-placed to conduct such campaigns 
without outside assistance. The al;;sistance of the Ec1ucational 
Theater Group should not be necessary. 

On-the-job training of cooperative managers and 
commissCtires aux COlrl!1tes must also be intensified. Although 
the operating LCS and CGS cooperatives are financially solvent, 
and perhaps even realizing reasonable profits, the potential 
for serious problems is great if the cooperCltive management (a) 
atter.lpts to increase the level of activities t (b) shifts funds 
between commercial activiti(O!s, (c) borrows more from a 
revolving fund or (d) initiates any conbination of these 
actions. Establishment of buying and selling pric8s may be 
somewhat haphazard, and calculations of operilting costs is 
casual at best. If the LCS cooperatives are to reach their 
potentia.l, careful monitoring of their activities is 
essential. As previously discussed, a one-~ay visit to Aach 
cooperdtive once a month is necessary to unravel errors, to 
train the manaUcr and to liscuss operational problems. 

A special \' .. orl~shop fOl: cooperative officers should also be 
organized to help them develop goals and strategies for the 
long-term v~.ability of theL: cooperatives. This \.,rorkshop could 
be condw .. :teu in conjunction .,. .. i th the retraining sessions. At 
present, cooperative leaders are operating on an ad hoc basis, 
wi thout a clear sense of direction Ol~ understandi!lg-or 
marketing strategies. 1~is will become increasingly important 
as coopcrativ0 unicns evolve and/or as cooperatives establish 
marketing linkages \'Ii th GH.Ei.-IAR'.~A. 

In .v.5..cw .nf the success of the jn-country training course 
presented by Kan~as State University in 1981 (under the CGS 
project), a similar course should ngain be conducted for LCS 
staff, cooperativ(~ officc~rs and managers, GHEN]\.1','lA \-/archouse 
managers iil1d olhers involved in grain storage. The course 
should ag,d.n focus on grain storage t.echniques, pest 
identification Llnd use of insecticides [or fllmigution. 
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c. Development and Operation of LSC Cooperatives 

1. orCJ~nizational and Social Analysis of LCS 
Coopc La t i V(:5 

As part of an evaluation of the progress add impact of the 
project to date, it is necessary to appraise the organizational 
viability of the cooperatives and to assess the impact of these 
organizations on th8 livGS of their members. of particular 
interest here is the extent to \-Illich cooperative l:lembers 
participate in th8 leadership structure of their cooperatives 
and the perception they have of the benefits accruing to 
memlxn"ship. If si9nificant, disuuvantages to non-members 
should also be assessed. 

(a) Co?perativc 11cmbership 

Hembership i:1 the LCS and CGS cooperatives varies in number 
fro,,, 429 (Udora) to 5,846 (Rutare), with most averaging about 
1,000-2,000. r·1elilbers are primarily male heads of household. 
In seven of the nine COl.l;i1unes wldch the evaluation team 
visited, tLe coopc:rati'Jos had been established prior to 
cO:1struction of the silo/warehouse. In two communes the 
cool.)8rCltive Haf3 established at the time the silo vIas built. 

l\\oJaadan farmers are familiar with the concept. of 
cooperative action, often joining together spontaneously for 
specific endeavors, such as house construction. An extension 
of this -is the pre-coopcr.ative group vlhich may, for example, 
petit.ion the lH.'i:gomaster for use of a coml:lunal field. Another 
increosingly co~mon coop3rative institution is the 
capital-pooling associ~tion, known as ibinima. In this case, a 
group contributes money to a pool which -is Ulen allocated t.u 
members on a rotating basis at periodic meetings. In this way 
major expenses, such ~~; roofing or housing construction, are 
defl"uyed. 

MelJbership in a cooperative is thus voluntary and based on 
trad i t ional cone opts of collabora i: i ve organi za t ion. IIo\'Jever, 
it app8~rs thnt, in all cases, the LCS anJ eGS cooperative 
silo/Ilal:eho'..lse (1ctivit.y \'las orgtll1ized at the initiative of 
local com~une officials, particularly the burgo~~ster, who 
wished to launch an i~portant and useful govern~cnt service 
activ.ity-.- -- (J-t-- is a. GOR objective to estClblish a [;toragc and 
mar};eting cooper-ative in e::J.ch of RloJanda IS 1/,3- cOlni:1tl11e·s. 

In the m(~l:1bership urive for a new cooperative, the communal 
administrative structure is mobilized, and the sector and cell 
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leaders urge their constituents to )Oln. Memberships fees 
average Fru~ 100-250. In most cases membership cards are 
eventually issued. 

It is not clear to what degree farmers perceive the 
benefits of joining a cooperative. Hm·/ever, the activities of 
the TRAFIPRO stores, successful.in most communes, are probably 
well known. Consequently, the first activity of a new 
cooperative is USUL\lly provision of a variety of consumer 
goods. In one case, the cooperative began by establishing a 
pharmi'l.cy. prior to the construction of silos and \~arGhouses 
under the CGS and LCS projects, grain storage Has a peripheral 
cooperative activity . 

. ~fuen queried about the benefits of grain stor3ge and 
marketing through the cooperative, farmers tend to see the dual 
advantages of maintaining sufficierit food stocks in the local 
community to see thea through lean times (soudure) and of 
buying bac}, the stocks at cl price \·lhich is()flensubstantially-
lower than the prevaiJ.in<] market price. Farmers who were 
interviGHed did not mention the advantage of more secure 
storagG in the 5 i lO/Har e110use than on the homestead. 

\'1h i le far.ltwr s perce i ve the above econonic ajvantageG in 
joining a cooperative, menbcrsllip as a civic duty is also urged 
upon thcm by COJ:l:.1t1rFtl of J: ic i als. In 2..n e>:trCif\C case, 
concur l. ent VIi th collection of the head tax, all tax-paying 
males were assessed an additional Fl~ 200 for coopera~ive 
membership. This occurr~d prior to implementation of the 
CSG-LCS projects however. 

(b) Cooperative Leadership Structure 

The general assembly of the cooperative, composed of 50-100 
delegates Ch03811 from the total nembership, neets at least once 
yearly to discuss cooperative operations. Every 2-3 ye~rs this 
body elects a bo~rd of directors (conseil d'administration). 
'rhe board, nur;lbering 10-15, then eiects-1Ts oITicers-;-lncludin9 
a president, vice presidont, secretary and, sometimes, a 
treasurer. The of [icel' s arc clec tcd for one yeur and ar e 
coll~ctively referred to as the central committee (bureau 
central). A bas~c qualification to be a cooj)crativeo1:[{cer is 
camp-letion of sorLIe [orll1:11 education. 

cooperative officers are not remuneratea for their 
services: . rat:1cr their \:ork for the cooperative is .considered a 
civic Ju ty. As· member s of the com:.1Unc IS c<luc (1 ted e1 i tc , 
leaders are expectcd to s(~:cve the interests of the cOI:l.lfluni ty. 
~1ey nre in most cases government officials an~ educators, 
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including agronomists, judges, tax collectors, encadreurs and 
teacher 5, for example. 'If he has been espec ially ac ti ve in 
es li:'\bl. i sh in:1 it, the burgom~ster is sometimes elected pres ident 
of the Cooj-)cr2. t iva. In one case, the burgomaster is the 
commissairC! ~l.UX C01\;')~eG. 

(c) Coopcru..,t ive l-1iJ.nRgement 

In principal a cooperative should employ a manager (gerant) 
for each l'fl~jor cOl:!!11ercial activity (provisions store, pharmacy, 
grain storclgc silo, (~tc.). lIe/she is employed fUll-time and 
earns an nverage of FRw 6,000-7,500 per month. As is true with 
cooperative officers, he/5118 usually has a primary education 
and perl1i~PG eVE!n s(~ver al yeo rs of pc 5 t-pr imary education. To 
minimize overhead, however, m2ny cooperative hire only one 
manager t6 run sevcrul activities. 

The r.l<lnager is assisted by one or two commissaires aux 
comptes. As footnoted earlier, this position is best des6ribed 
as an internal audilor or conptroller. A member of the 
cooper& t i V(;! S urvc i llanc e c08:ni t tee (comi te de surve i lli1llce ) , 
he/she is pahl (1 l:lodest monthly fee to verify the cooperative's 
accounts, count('~rsi(jning tll!":; financial reports \vhich are 
submitted to the LCG office. The conmissaire aux cOr.lptes 
usually h<ls some l?ost· .. pr il1L~ry education and may often _be a 
primary school teHcher. 

Small farmers tend to participate very little in the 
leadership and man<HJ~nE!nt decisions of their cooperative. As 
discussed above, cooperative officers are expected to provide 
leader sh ill to the 1 ar-g ely unet1ucat ed subs i stence farmers \oJho 
rcpr csen t the ra~ jo~~ i ty of t he me~bership. Al though fClrmeL's are 
frequently elected to a bOQrd of directors, unless relatively 
well educated, they are very rarely elected as officers. As 
full-time GDployoas, cooporative managers are bj definition no 
longer fUl:'i:lc[s, althou(jh thcy may hav8 been :annol's pr ior to 
their employment. 

No one in rurrl.l Rwandu, hm-lever, is very far from the land, 
sc---t.h~t-:i!ost of tho cOI~munal elite have purents and relatives 
on a farr.1. The-distinction, therefore, b0t\oJcen f:Clrmer anu 
comnune offi.cial or coop8r.aLive officer is r.ot one of either 
ethnic or other cldss uistinctiol1, but rather one of education 
and profes s jon. COl1sccp:en L ly, coopera t i VG leac1 /.::rs are seen by 
small fanncl."s a::.; t110SG most f;ui teu to r.El}~e munLl,]C'laent (1ecisiol1s 
concerning the cooper~live's operation. 
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(e) Constraints to Effective Leadership and Management 

The evaluation team believes that there is a critical need 
for training and retraining cooperative officers and managers, 
botl"i in the classroo::t and on-the-job. Although motivation and 
qualificntions may be high, they generally lack the experience 
and techllical skills necessary to avoid serious managerial and 
financial problems over the long term. 

Training in pricing policy, overhead cost ~alculation, 
profit e~timation, break-evan analysis, and general management 
and financial accounting techniques is sorely needed. If the 
mark8ting cooperatives are to function effectively and develop 
into viable, purnancnt institutions, the sophistication of 
their leadership and management must be carefully nurtured 
through trcdning and counselling. ''1'11e requisite \ ... ill and basic 
educationul level are not in short supply within the commune, 
but further assistance is needed to case technicul knowledge 
constraints. 

(f) Cooperative Benefits to Farm8rs 

Host cooperative members are sub~istence farmers, 
support ing tJ1e fami lyon about one hi~c ta re of arabl eland. 
Beans, sorghum, Sh'ect potatoes and banunas cor.stitute the 
staple foods of tJ1(!se rural landholda.cs. In the absence of any 
soc io-econo;:1ic resei:l.rch and data base I."i thin the frarnewor}~ of 
the project, the eVC:.tluation team cannot assess the level of 
benefits accruing to the population as a whole, or even to 
coopcratiye members specifically. Records of I-/ho buys and who 
sells gr21.il1 to the cooperative are not no'..: }~ept, although all 
transacU.on.s are recorded and totallel1 daily. !·!ore infonnCition 
could tell the cooperative management whether or not more 
members th'1l1 non-r.lcmb,3rs and l:lore fariners than traders ~Jere 

using the silos and for what purpose - simple storage or as a 
secured loan at a low rate of interest. 

It is assumed that those farmers who sell to and buy from 
the cooperative perceive it as more advantageous than trading 
in the 102c'l.l mar},et, The coop2rativc strategy is, indeed, to 
offer a price incentive to fi3naers, alt:10ugh no distinction is 
made between membe~s and non-~cmbers or between farmers and 
tr.aders. In SOHle cases, volulne discounts are even granted on 
sales to traders. 

Farmers \'Iill use the coopcl-ativc ::;ilo/Harehollsc if :i t is 
10c.a ted close to the mar}~et they usually c. t ten'}. They may also 
be at.tract(?d to the cooperative if it oper~:tes a provisions 
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store or pharmncy. Hith a price incent:i.ve, the farmer will 
sell some grain after the bean or sorghum harvest to the silo 
to m~et his cash n(~eus.' He Hill certilinly also store grain on 
his hOl,\Csteoo.. Ii: he seliG production \·Jhich is n2cessary to 
his family's conslmption requirements, he \'Jill have to buy the 
grain buc}~ during t.l'lC 50udure at a higher open m3rket price. 
At that tilllC, h8 will certainly turn to the cooperative to buy 
his grain at a co~siJ0rably lO~Jer price, other things being 
equal. lln:or.tun;ltcly, otllcr things are not ah.-ays equal. The 
trader, not the cOoFcrative, extends cash credit for grain 
purchases during lClln tiJ:ws, though selling at a price higher 
than the coopera ~ i ve I s pr ice. 'rhe extent to \'!hich farmers have 
neither c.Cisi1 nor 9:':"'lin during the Goudure should be determined 
empirically beforo f~rrncr3' use of-~llC coop8r~tivc silo can be 
predicted. iTnile it aplx~urs to be clcurly auvtintageous for 
farmer s to tr aue \'l i th thei r 0\ .... 1" cooper ("I.t i ve, S(:!l:V ices rendered 
by traders, such as cash ciadit, may undermine such incentive. 

At present levels of cooperative silo activity, it is 
unlikely that locul trauers arc suffering a noti.ceable loss of 
market shure or income. The CGS-J ,C;3 coopera ti ves' volume of 
trade is ~o l:larginal COI;1puJ.:'ec1 to t!)t..! total volume passing 
through the COi"lI~une marl,et ~o perhaps only 1-2':5 - that t'('cider.s 
tend to r80(-) rd th(~ cool)cra t i ve llR <:U1other potell till 1 custOl:ler or 
Bupplicr, or even as secure storage of their mm grain fOl: 
future sp0culative sale. 

There are 1 of course, various types of traders. The 
average truder (u!'1ucuruzi) op~ratc.s rt generul produce store and 
has a vehicle to--tl.°ansp::::rt (joods in an<.1 out of th(~ loCul 
community. Constantly tu~ning over his inventory, the trader 
transports commodities between deficit and surplus production 
regions and links different agro-ecological zones with their 
respective crop specialization. A prjrne examplo is the exchange 
of Ruhenge:ci potutoes for }(ibungo b(~<tns and sorghum. 

\'Jeal thier trlluer 3 m:ly s tore grain in local markets for 
later speculative sale. They may O',Il1 general stores at seve:r.nl 
Iilarket si to:, (cC!lt.res de! ne:Joce), i::()"lincJ bct\'lccn them according 
to the local mai.7ket duy. o_'i~~:;~oy-al so t~unspo.rt JilCrchand ice 
behJeen reo] ions, sonet i!T)es milling several vehicles and der.ll ing 
in large volumes. 

At th(~ other end of the scale is the small tr.ader 
(lllnudanclil:',a), \'Iho normally deals in Olle pro(1uct in smn.ll 

qUdntf'tT(-;-ci-:- lie r.1ay be a p,~J."t-timc fllrmcr, buyinl) produce from 
1"1 is neighbors for rE::!s~le in the local milr}~et. lie may also 
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serve, in many cases, as an intermediary between large traders 
and a fairly extensive group of small farmers; assembling the 
farmers· produce and bringing it for resale to the large trader. 

Lac},ing a data base on the activities of the various types 
of t'radc.:s and ;nid':llcJ:1cn, the team cannot evaluate how they 
wi 11 be a f f ec tell lInen the number of LCS cooperat i ves 
increases. The volume o~ their trade and thair networks of 
comInerci:.ll activi.ties should also be studied. It now appears 
that none are being adversely affected and that many, 
par tic UI':H ly small tr ader S 1.,,110 s tore locally for specula t i ve 
purposes, may actually be benefitting as much or more than the 
small fLlrr.ler. See <..tlso Section 3., cooperative 1·1arketing 
Strategy, below for a further discussion of trader operations 
with cooperatives. 

j'\.t present no data are b:;ing collected on farmer use of the 
cooperi:ttive silo. R(~corc1s should be kept of who sells, \'Jho 
bUYS, the volume of tradG <..tor] the du.te of transactions. 
Coopera live ffiu.nuger s shoul,} de tr::!rm i ne how much grai n should be 
stored for r ('sa le to mej~,ber s, I· .. h ich r equ i res }~now ing II i f II and 
IIhow ll li1erlbcrs are using t..:LL~ ::;ilo. If non-mcJ:1~ers are llsing the 
silo more than l:lei~\bers, l:1anagers mu~:;t deten,line the re.:1sons. 
Toe extent to 1/1-lich trac1e:cs use the silo can .:1150 be 
invGstigCited t11roug'Il more effective and efficient 
record-l~ccpi ng. 

The preseot level of: cooperative leader:::hip and Jn3.nagement 
is bCirely. adequ.:1te to ensure successful oper~tion. The 
potential for error and ~r0ft is gre~t. COoPG~.:1tive o~ficers 

must con::> tun tly Jlioni tor the silo opc:ril t i on to <lvoid probl ems. 
Both officers and r~'-lnage:cs need frequent on-thr.:-job training .:1S 
well aD yeilrly retraining courses. Section IV.B., Staff 
Develop:::cnt ane] Tru.ining, assesses requirements in greater 
detail. 

Soc i o-econoji1ic reseu.rch (1a ta all the cons unpt ion and 
market i n'J or beans and s01:g11 UTi1 is sCun t. Li t tle is al so known 
about the econo;,1ic role of t11G var ious types of tri.lder~; in the 
cFstributiol1 of P):oJuct.in;l \-Jithin anu bet;'JC!C!11 cormaunes and 
regions. 'J'he '-luesti0'. of. popuLlr p:uticipution in the 
cooperative in 9~ncral and in the silo operation specifically 
should also be aJdcessed. Given their generul lack of 
education, it Hill be dirCi.cult to intG(.1rate [armers into the 

'-'-smull c1 rei e c f coopora t i v':.! le::tder !5h i p o.:1l1 1:1c.1!1cHJei,lCn t . SomG 
attempt should be made, hOI·/Cver, to include o.t leu.st OTie 

influenti<..tl f.:1rmej~ in euch group of: LCS coopcr.!tive officers. 
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Soc io-economic research into these topics \-,ould assi st the 
DIRAC/LCS staff in advising commune officials on how best to 
cOfllmunicate the advantages of cooperative membership and 
trading with the silo to the local population. Communication 
must be both accurate and sensitive to avoid alienating the 
farmers. 

2. Cooperative Financial Viability 

(a) PP Benefit Assumptions 

As discussed in the PP, a number of financial and economic 
benefits fro~ cooperative marketing were anticipated: 

stora0c of farmers' produce which is excess to current 
needs for a fee of FRw 1 per kilo with no sale or 
repurchase transaction; 

selling of farmer production to the cooperative at a 
higher-than-m~rket price for repurchase later at a 
lower-than-mar}~et price, even including a service fee 
of abo'.lt Fhi'! 3 per ldlo, with this nmrgin pr:oviding 
the major source of revenue to the cooperative; and 

commercinl sales and purchases \d th tra.ders, other 
cooperativGs and/or GRENAruJA. 

It vms estiI:1J.tcd in the pp that, frolil the,<:;e operations, a 
single ~oopel:u.t.ive, s01-ving 1,500 to 2,000 fcilnilies and through 
its,effect on local market prices, would increase global farmer 
inco:ne in an avera':Jc CO::U;1unc by near 11' $46, 000 per year by the 
fifth ye:J.r of the project. 'l'ne validity of this 8stimc:te 
cannot be analyzed, however, because it is assumed that, 
al though it deals only in be-].n::> and sor':;)h.,lln, the cooper a t i ve 
will influenc2 pr ices of all crops pro,:tuced in the commune. 
H,:)reover, cooperatives' margi:1s have increased Erom the I-'R\v 3 
per -1~ilo mentioned ~bove to FI~\V 5/J~i 10 for sorghum and FR\oJ 
a/kilo for beans. 

(b) T"ne Cooperative Financial Record t,:) Date 

A precise analysis of the economic impact of cooperatives, 
their financial status c.nd their effect on farmer incomes must 
await fur.ther marl~C!t.ing eXi?erienc(~. Only live LCS cooperatives 
ar'e now- (unc t:Yon inC] ; - they -ho. va -or1ly t r;tcl8lY dirougl;--on'c cOlnpiete 
ccl.Inpaign; and the level of: their marJ~eling activities is 
Rrtifieiully li~ited by very restricl8d operating funds. 
J,joreover, t~lE.'Se cooperatives themselves do not J~nO\v their real 
f inane ial p'.):d tion \li th c1ny <..ccuracy b02Cllllse they do not keep 
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balance sheets and cost accounts or make any ~ystematized 
analysis of their financial situation. 

A num~or of useful observations can be made nevertheless on 
the positive side: 

- ~le project concept of the cooperative -- a place ~lere 
farmers can store their grain at harvest, receive a small 
margin al)ove the going market price, buy it bCl€k luter in the 
year during the soudurc at somewhat 10wer-than-mQrket prices 
and in the interIiT1~ive a cash loan -- seems to be valid and 
is acccpteJ by fa.rJ.1cr,;. This is indiCated by the fact that 
most Les ccoperativ0S in their first year of operCltion used all 
of their available revolving funds to buy grain. In other 
words, they ',vor},cd at one hundred percent capac i ty their first 
year. 

If in fuct before the opening of the cooperative, trader 
prices in the commune hCld been kept artifically lo',v by virtue 
of the traGer's position as an only buyer, then the 
cooperatives ilre having Cl positive effect on increasing prices 
to direct sellers to the cooperatives and favor~bly increasing 
prices in the area for furmers still selling to traders. In 
their first ysar coop'~ratives bought local purchases from both 
farmers a:H.l traders. Since the cooperat.ives, jn all observed 
cases, sc:i: their buying price ubove the going na:.ket price, the 
farmer \vho sold directly to the cooperative obviously received 
a better pr ice. But EClrmers \;;10 continueJ to sell to traders, 
for reas.olls of conveniellce, for eXClmple, und }~nO',-:ing the 
cooperative's buying price, also received a better price. 
'rheir baruaining position y/ith the trader was stronger, and 
they wCl.11d nO'.'1 accept only a eli fferentio.l equal to the cost and 
bother of: getting thei::- grain to the coop0rative. 

- For luck of sufficient Horldng ca!!ital, the LCS 
coopC~~tiV2~ have not moved into interregional mRrketing of 
grains on a:1Y scale. lioivever, the C!:.:pc~rience of the Cikoro CGS 
coopernt;ve clearly indicates that a dynamically-run 
cooperaU.'lc can r.love u signific<1I1tly tonnage o~ :rruin, 
pcJrticulCirly \','hen located in a surplus pl:oc1uctio:l area, and 
thus facilitate the flow of gr~in to deficit pro~uction areas, 
increasing the cfficiency of tl~e r.la:c}~eting syste:a, as \'Jell as 
makinCj money for its uClilbers. 

- In thr.;ir first year of operatio:'., LCS coop(~ratives have 
been s trol1,:jJ.y or i C'n ted tmvard market inC] in the i r loc u.l area. 
With rC!9ard to price policy, thay appear to be duing a 
reasonably gooll job of balrHlc:i.ng the impot-tant [actors -- open 
market pricl'.!s in their areas .. a price brei1}~ for local farmers 
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and consumers who deal wi th the cooperati ve, alnd maintenance of 
a satisfactory price margin to cover cooperative expenses. 
However, the cooperutives' records submitted to the LSC office 
(see Table 1, pUge 50) indicate substantinl regional and 
seas~nal variil~ions, with both buying and selling prices 
incre~sing as tho season advances. In questioning cooperative 
managers, it appedrs that the guiding pricing principle is the 
old o~ficial Get prices, e.g., FRw 20 and 25 for buying and 
selling beans. 

- As a genoral rule, cooperatives have been able to obtain 
their predet~rmined margin over the marketing season. Most 
cooperatives have fixed a FRI." 5 I1Clrgin betl'leen their buying und 
selling price, und these cooperatives are covering their direct 
costs an~ incrcdsing th~ir revolving fund. Some appear to be 
\-/orldng at a FH\'I 3-4 r:wT.Cjin. '1'11is is barely enough to cover 
direct costs ancl, if co:,~bin'2J i-Jith credit sales (e.s., 
Gikomero), the cooperative is suffering a liquidity crisis nnd 
staff ~re not being paid. Cooperatives have a goor] feel for 
local rnCirJ:et prices, Clnd this hCis enabled the;n to set prices at 
a level allOl'/ing Ci succc:.>r;£ul 10Cul con::wrcc. For lhe future, 
if they are to playa role in equdlizing surplus/deHcit 
tradino), their pricing policy El.l::;t aCCOrll'loJate the national 
price structure. For this rea30n they should participate 
actively in a ncltional pricc repo::ting 5c11e;[\e, reco:n:lcnded in 
this J:8port (Section VI., ReseCirch), and t<lT;:e advCintClge of it 
in determining their own pricing policies. 

'-lhile the ,-\"oo'le observation5 indicate the posi tive side of 
the coopcJ:'ati\'e financial :-Jicture a"t t -is point, a few 
criticisms are in order: 

- Coopej~atives do not y.nOil their operating costs, either 
global for the entire cooperative operation or broken down by 
f:;eparate activities. The (-!ffcct of the latter point has becomG 
evident in several cooperatives. L3cking ~Qry.ing cupital to 
huy grain, the cooperative r.EIl1<lgers have Dorro'/ed money from 
the houtique (provisions store) account. Grain l;lCirl~eting hUG 
n:ovccr u!;eiJ.,l--;- but the bouti~lues are c:.l:nost ent.irely Ollt of 
stock. Yet tite bout i~u(~-l-;.3one of the T:lOst po!)ulnr und 
remun(~rutive ser; .. .i.ces of tj-10 coop,~rutive. lIas the transaci:.ion 
a profj table one for the cooperaU.'le? It is if!1possib10 for. the 
ffiunagers to ~ay. AlthouSh Jirect, out-of-~ocket costs arc 
accounted for, no provision is made for. intercst charCjcs, 
mC\intL~nCincl! Cino rcpaiL' of facilities, tclxesl-el<:~--.--1'hC:! 

coopcra t i ves do not appl~cH to c1rai'/ up COilpl et e per i od ic btllCinCC 
sheets. 'rhe inuIli.~ger I thc)~cfore, has only a vagll(; idea of. ~otll 

the financial position of his cooperative and how to plun for 
the future. 
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- Tlle bookkeeping forms provided to the cooperatives as 
well as the on-the-job' training provided by the LCS auditor 
seen; largely oriented to\.,rard an accou··:. 1.ng (for the revolving 
fund) rather than a business management function. Accounting 
for the revolving fund is very important, but it is not 
su ff ic i ent i £ the coopr~r~t i ves are to surv i ve in the tough 
competition of the grain market. Cooperative officers and 
managers Dust know their role in the national grain marketing 
chain vi3-a-vis local prorlucers and consumers, traders, other 
coopcr.::.tives-2"nd GRE1-:l"l.R'JA. To assume that role and survive, 
they must plan and manage! their cooperative operations like a 
business enterprise. \~ith perhaps one or two exceptions, this 
is not yet happening in either the CGS or LCS cooperatives. 

rl'here appears to be no uniform system (and in some-
cooperatives no system at all) for tracking nembership 
patronage. In some coop2ratives with a system, it appears not 
to be consist~ntly carried out. Presumably cooperatives should 
function like coop,~ratives, Cl.l1d there should be discernible 
advantages to being a member, 13uch as patronage dividends, 
breaks on prices, etc. As soon as a cooperative is in a good 
financial po~ition, it should have the records to sho\"! "who" 
ant1 "\!hC'.t" \-:ere responsible and rG.\lard the mem'u~rs 
app~opriately. 

(c) Recom~cndation -----.-----
CLUSA should assist the DIRAC/LCS staff to review and 

revi~e as necessary the accounting syatern (inclu1i~g 

appropriate forms) currently in use to assure the LCS and CGS 
cooj?er.a t i v:~!~ I 1I10ro ef £c~c t i ve planning, liw.nagem'~nt and 
operation. Any re~ision in the accounting/financial management 
SySlCl~ should be incorporat~d i~ the training and reLraining 
protjrams for cooj?l.!rativ8 officers, managers and ~::,is~~ires 
aux co}~!?te~. 

As presenled in the Project Pap~r, the concept of the LCS 
project is bias8J tow~rd advantages accrui~g to prod~cers 
through low-loss, centrQlized local storage of grain sto~l~s. 

In filCt there is no evidenc0 that stoc}~ los:;;os are less in the 
LCS_ and J:G:3 si~o/\vct:ce·nouse. faciJ i:-.ics- ~:h·:m in--th2 1:\05::-, 'n'i8€--ly 
used !\wthods of on-farm ~3torage. :'loreovor, on-far;] storage 
methods have lower capital costs f:1)tln storLlge in L2S 
fucilities. The impc::.ct of the LCS stori.i(Jc faci.lities hllS 

consequently been far grc-'at.er in commercialization than in 
stor2.0 G • 
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The primary impact of the project on local commerce has 
been its opening of new commercial options to producers and 
traders at all levels.' In this sense the project has given a 
booit to local private enterprise. It has given a group of 
l8GS well-off producers and small-scale traders acce~s to 
reliabl~, lO:1g-term storage in a way that does not tie up their 
major capital resources. These two groups of market actors had 
previously been cxclucled from marketing operations which 
required 10Ilg-t(~1'rrl storage. The effect of the·LCS project, 
therefore, has been ~nd is to increase competition in the grain 
market. 

(a) CO:1lr1cl~Gi~29)~ations at the Storage Facilities 

To date the LSC-CGS cooperativ~s have been handling 
purchcwcs and sales of only bean!3 anJ sorghum. The board of. 
directors of the cooperative sets a date for the beginning of 
the buying seaE:on and for the beg inning of lhe selling season 
for each crop. The quantity purchased is largely a function of 
the available working capital. The major bean-buying season 
begins in January or February and may last several months. 
Bean sales generally be') in in June. The main sorgnlP1.-huying 
seaSOtl be~ins in July and may lH~ewise last several J:1onths. 
SorghU1:\ saJ.es generi:.411y hcg in in pcbruary. To sOlne degree 
limitations on working chpital have tied the purchase rate of 
nevi sloc1~ to th(~ liquidation rate of old StOC]~3. 

'Por aJministI~tive reasons the contract between the 
coopera',:.ives and rUNt\SODr:.:CO for the 1982 buying season 
st ipula led pr. ior i ty use of proj ect -furn i sher] I"lOrk ing capi tal 
for sorg~1lll.1 purcllCi.ses. rrhe contract is attached as l .. nncx C. 

The board of directors of the cooperative sets the buying 
pric0. for produce shortly before the beginning of the buying 
season. ~~e price is set at one franc per kilo above the 
expect<::d harver;t season na.r~~et price. Similarly thC! boar:"! of 
directors of the cooper~ti\le sets the selli119 p:cice for pr~duce 
shortly b8fore liw openin'j of the selling season. 'rhe 
cooperotivQ allcMs itself <t Iilllrgin of FR\'/ 3-5 per }:ilo to cover 
operating cc'~ts und for profit. It. appears that rel:12 T,lbl"anCe of 
GREUA~lA price c~llingsl though no 1011'jer in force, pJ.ays a 
greatel" role in (ktermird.ng the cooperative I s r.,artjin than c:n 
analysis of storage oper.ating costs. 

Produce is l"llJrchnr;ed fron :Hlyone. In the 19£31 CGS 
evaluation, \'lillot not(~d that 40% of all pUl"chases v:ere from 
private traders. Field visits by tl1e evaluation team confirm 
that private traders <.lre r0spnnsiblc for supplying 1/3 to 1/5 
of the quantities place~ in stocage. 
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The pattern of prodllce sales is more complicated. In 
surplus production areas, a certain qllantity is sold only to 
cooperative members. The rest is sold to the general public. 
In this case ulso, private traders are important actors in 
cooperative selling operations. Individual traders may take 
delivery of several tons of produce at a time from the 
cooperative. In deficit areas the cooperative limits sales 
more strictly to its 1:\c!I~lbership. 

(b) Comnerc ial Funct ions Served '!?y Si los 

Stori.lgo Function: The PP predicted that a number 
of producers "Iauld-store grain in the cooperative facilities 
purely as an alternative to household stor3ge. It Has assuh1ed 
that farrr:ers would be attracted to cooperative storage because 

_losses 'f.r:.0f:1 insect pests o!=_ "theft" would be less than wit.h , 
on-farm storage. It was expected that producers would bring a 
quantity for storage at harvest and retrieve an equivalent 
quantity in time of ~ecd. The only financial transaction would 
be a FRiv 1 per Jd 10 churge fOl~ the storage serv ice. ']'he 
evC!luation t<.;:,~m encou!1tered no case 'oJh2re this type of storage 
func t ion was oper at iOi1.::J.l • 'fh8 £011mJin9 reasons explain the 
app~rent li-.... ck of in tEn-cst. 

Frola the producer. I s point oE viev/: 

(1) There is no evidence that losses i.lre any greater from 
insect pests in on-farm stor.:tge thlln in cooperative 
btOj~age. On-farm "tlleft II losses, however, are sti 11 
prob&bly grater. 

(2) l\lthough thr:!Y h<1ve no objection to buying dif:((~rel't 

pro:1 uce fro::t ,·,.11 a t they sold, if farlilerS reta in 
cl\;rlCrship, thGY ',\'anl to be sure they <Jet back exactly 
the pr-OdllC8 t.hny put in storClg'-~. This ir-; not possible 
in ccope:r;J,U,ve stora«J~ facilities; ev(~ryonc's produce 
is <:ldded to the general stock. 

(3) Th~ basic reason for yiving up/selling prortllce is to 
acqnire cash. If £CHillers C<1nnot get ililTi1euivte cash 
for thei.r p:r.oJuce, there is no cOrlL'811i!v] H::ason to 
give up control over it. TherC! is no clea~ adv<:lntage 
to a p:COc1lJcl~r to set up a cOIfl:1o(lity uccount at a 
·cool'2r(~(:ivE! cto::agC! facility., 
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From the cooperative's point of view: 

It is more advantageous to make a FRw 3-5 per kilo margin 
for storing C1 furrlCr' s. produce than to make a FRw 1 per kilo 
margin. All the cooperative has to do to make the greater 
nClrgin is p;:tj the producer cash when the produce is delivered. 
Within li~its the cooperative has the working capital to do 
this. 

CO!TI1:1odi ty r:;redi t proCJram for small-scale producers: 
The most inportant cOi:lluercial function served by the- LCS 
f!ooperativcs is that of offering a commodity credit program at 
a more reasonable cost and with less uncertainty than WClS 
previously uvailable. Many farmers are compelled by 
circumsi:unces to 5011 portions of their vi tal stocks \'Ii t11in a 
month or so of harvest. They then havo to buy back equivalent 
quantities of food stor:;ks during the soudure. This 
selJ.in9-1~uying transaction Cdn be considered a cor:lInodity credit 
program, i.e., the producer receives a loan on the security of 
the grain he (leposi!:s with the system. \l11en he repays the loan 
plus a service or interest churge, he can recoup the stocks he 
hus depo.3ited. Tho LCS cooperative performs the same 
function. The charge to the user is less with the cooperative 
storClge fele i 1 i ty than for the other s1's tern for tl-JO rna jor 
re:Clsons. The ropuYBont for the secured loan to the cooperative 
Goes nct lwve to cov(~r the transport ch<Htjes to bri!1g deposit:=d 
gruin into the national food distribution systum or fl,'om the 
nutional fool distd.bution system to the con3U;:1(!r on 
retrieval. SecQ.1dly, the repoymc:!nt to t11'3 cooperal:.ive vlill not 
hi1ve to include tho sum ot the margins required [or the 
services of intermed5.aries ' .. :110 dislrjbute produce undeX' the 
more gcnerLlli7.cu sy~;teli1. In short, truEI a producer I s point of 
viev.', th8 co::->perZltive 's coml~odity ::::l'cdit prOSlr:tm is prc[u:rable 
to the 9<.'11 e r aJ. i zed li1iJ.rket ins sy::.;tem not only beC' ;::'1..:.se the: cost s 
arc less but also bOCCluse it reduces uncertainty regardin<] cost 
and avuilubility. 'rhe prouuc8r knOl'1S the produce is in the 
commune? 1-/0:),J. ).n auvCl:1:::e of his needs. J.loreover he knows the 
cost of recoupi!l(j IIi s produce Hell in Cldvancc. He (,:0(;;5 not 
have to protect hil1self from unforeseeable cost surges in the 
generCll i;:ed !:larket progra:n. 

Sto:caqe fOl: Pri'late 'rraders: IIJ1 impo:ctClnt shure of 
both buyirlg Cl!1(j sEO'lTinl~ trc:i:i-isuc-f-ions in surpJ.u~ production 
Clreas is COrlUlle ted \'J i th pr i Vel te trac1f?r s . Trader s are us i ng lhe 
LCS coopcra t i ves for 10w-1' i sl~/ lm'l-cost stor2,'~e of the i r o'..,n 

-5 t.~::;1:s .- ~rlle risk is low becCl us '= the cooper Cl t i vc I..JllLiriJ.n tees Ule 
pr ice u t I'lidch the trl1CJ er::> can re tr i eve the sto:::l~ s dop03 i t cd in 
storage. 'fhe cost is fixer] (It a level far el1ou'jh beloH Ule 
sOIH111re mLir}~{.:!t pr ice t11a t tl·aders can l.-:aY:e a prof it. l,joreover, 
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several cooperatives visited by the team give.'a price break of 
FRw 1-2 per kilo to trClders buyin'3 in ton multiples. 

Credit Proqram to Small Traders: The most important 
constraint on small trader operations in the produce markets is 
thei): 1 imi ted worldng cClpi tal. Small traders are not in a 
position to store produce for more than a few weeks. They must 
turn over tll')ir money fairly rapidly to be able to profit from 
grain tradinC). Acc.;;ss to the LCS storage facilities opens a 
credit line to small traders which allows them·to store grain 
over several r.lonths and still have enough working capital to 
continue tr~msacting business. By making it possible for small 
traders first to sell to the cooperativ~s at a small margin and 
then buy bacJ, at undcr-tho-marj:;et pr ice months later, the small 
trader is able, for th8 first time, to compete with large 
tradE:!rs whose cClpi tal resources permi t them to put a\<Jay stocks 
for Inonths. r"lorcovc~ I the risks to the small trClCicr of storing 
graill in a cooperative facility urc less than the risks to a 
lClr<]e trader storing gr<1in in his O\oJn \'Jcu:cl1ouse. 'l'11e smClll 
trader CCln wait and sc~ what the market price is during the 
soudure before cOl:lInitting his resources. The large merchant is 
alrc~dy COI:1r.li tted insofar as he has prod uce in storage. He 
risks losing substClntial sums if the r.lnrk~t price during the 
soudure does not respond as he anticipClted. 

"~peculilLion": The PP defines speculation as a 
cooperative";-s--buying-lurge quantities of produ8e from its 
melnbcl: s wi thout spec i f ic orders from potent ial buyers. The LCS 
cooperativ8G have been buying l<1rge qUilntities of produce 
without ~pecific orders from poteritial buyers. However, the 
pejorative connotation of the term "speculation" 
notVllthstClndin(j, the eVClluiltion teilm regClrds t.he buying 
strategy I/llieh the t.erm describes as essC'ntial to bein!j able to 
per form the com::1Crc ial func t ions descr ibcd above. Horeover, 
since the cooperatives have been able to liquidate all of their 
stocJ~::; to Jute, tll1:!r~ 'Ipp"~i)rs to be little risk to them to 
pursuing \'Jhilt th8 PP Qe1;;cribes as a Ispf~cL1lative" buying 
strategy. 

Fur coopl~ratives in surplus productions areas, GREHfu,\\·ll\.'s 
inte):vention is not im~)orti1nt. l\'Ol1e of thE: c00t?erat)_ves in 
surplus areas appeClrs to bc"! hc_ving any difficulty in 
liquidating its StO~]';3 tc e';'Ul.::!r it::; 1l':-::ii)('!LShip o~-to private 
traders. It Hillst be urlcJed, ho\",c-vF_r, that it is now too early 
in the season to estii":1ate i(n0.ther or not current bean stoc;,!:) 
Hill be liquidClted before they IharJ:;hcll" (h'hic.:ll prolongs 
cooking tiIiw). 
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Two cooperatives visited by the evaluation team, Rutare and 
Gikomero, had acquired large sorghum stocks in anticipation of 
sale to GRElrAK,7!\. The trancnction never took place apparently 
because t1H': coop~!.·iltives Clud GRENARHl\ could not agree on a 
pr icc. 'f1l2se saEle coopera t i ves , later in the season, were 
willing to give Q price hreak of Fru~ 2 per kilo to private 
traders for the Selme stoc1~. GRENN{,{A would have had to ei ther 
be wi ll:i r.9 to pay l:10re or Jelay secur ing its s'i.ocks to have 
dealt ','Ji th these coopcra t i vcr s • Nei ther is recommended. 
l-loreov0r, the cooperatives apparently had enough outlets other 
than GRENAlliJA to D~el its nC2ds. The cooperatives would have 
had to h~vc been ~orc flexible in their pricing policy at an 
earlier date than they felt nccessilry in order to deal with 
GRE~~l\R\·:A. It is best th<:lt. tine and experience shape the 
negotiating postl).cc~s of tll'-!se h/o institutions vis-a-vis each 
othor. /\t pr esen t they are nblc to opera te q'J i tc \'/ell \-1 i thout 
relyin';3 on euch other despi te \\'hat apP"'1ar to bc pote!ltially 
mu t ually suppor t i ve roles \;111 ich they could play. 

In deficit production ~rens the role of GRENAru~l\ in 
coorC.inating or c.1cliverir.'J food stocl:s is more essential. Soon 
after GRmJAH'dP. finishes its buying caHlpaign, cooperatives 
should be ilble to re:y on it for ilccess to food security stocks 
for their stora9c faciliti(~~; ilt a rel~sonnble price. 

At present (jr..:C;.Ji\J~\{A is r(O:lying on private traders, many of 
theci operating on a small scale, fo~ d large share of its 
supplie~. It would be very willing to amend its buying 
strate~y to in~ludc coop0r~tiv8s as suppliers. TIlis would be 
des i rC;1~) 1e i nsoL:ir as GRj~;~.\R,U\ in tervcn t ion ';'..Jromotes the health 
and weI fd~e of coc'l)erative instit.utions. HO',lever, GREIJl .. R';lA 
.should !let Gither co;a;>l'oui3c its econo:ilic..; viability or force 
coopcra t i vcs to C()I1Ipl~o;;-,i se the i rs for the sake of doi ng 
busii1es:, \'Ji t:1 cach ot~1l:!r. 'l'he tV/o insti tutions should remain 
autonomous t1 or] fiH k:) dc:c i S iOtls on \'lhcther or not to Lransac t 
businc:.;s purely on the lllcrits of a pi::1rticular transaction. In 
th i s sew; 12, moreov(.!r, it \'lOU lc1 be! unVJ i se to br i ng cooper a t i ves 
under the OPROVIA u:nbrella in any way. Cooperatives have the 
best chance of flourishing if they can b8have nutonoDously in 
the conmercial d08uin. 

In commercial Lerms regioni'll cooperative urd.ons may have a 
r9~ .. e .to.!;.].ay .~~ conduits J.or. l·!x.ce~;s prOC.hlc_tio.!1 out.of ... CI.r!?gjon 
3nd as clearin<J hous'.:"!s fol' supplj,ill:J coop8rati'lGs in a lleficit 
product.ion region. UNICOP.IGfG h()s alrctldy bcen playir~g the 
former role :in the l3yurnbl1 :)re:fccture to 501:1e Je-jrcc. It has, 
for example, supp1iad creJits on occilsion for affiliated 
cooperatives to purchase food stocks so it could, in turn, 
provide them to its clients. 
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The ev~luiltion team recoli1mends that the LCS office and 
GREN'AH',lA mal~1-: a ma jor effort to create networks of cooperatives 
to facilitate interregional transfers of food stocks from 
surplus to duficiL production areas. In all cases the 
f inanc iul int,-'gr i ly and .:mtono'ny of the u.ctors must be 
p_~~pec ter} u.nd tro.nsCiC t ions COIl,sumIila ted only if ilc1van tageous to 
all par t ies ~\S (k 1-_ (!)-mi nC.!d by inc1epenc1ent dec i s ions of the i r 
lc~jers. Affilj~lion of co~munal-lcvel cooperatives with 
regional coopwcdLivas should be encouragec1 us one possibl.e step 
in this COiJI::crc:Ld_ net·\·JOr}~ing. 'fhe coop2rutives shoulc1, 
howcv8r, relnain outside the OPROVIA institutional framel·Jork. 

In sumr.vlry Uh' most strHdng impact of the LCS project in 
the cCIHlmerci2.1 f3<..:clor lIeu. been in OpcliintJ up the possibilit:y of 
nClv COm!iICrci'l1 oj:,'::rations to u. lurgc boJy of mar}<;et actors. 
rl'IH- diagraI:t \·;h -Lc-n follO\"IS ilJustrates this poir.t. A number of 
COlt1hlet-cLll l"l:lLltionships, eXj)J:eGsed by dotted linQs at the .left 
of the di agrC11", lw·"e been ll1iJQC! possible as a resld.t of the 
project. The project hus cnClb13d a numocr of sm':lll trac1e:r::; to 
cng::l.gc: in opcraticns pJ:(~viousJ.y possible only for 
well-capitaliz~d, lRrgC.! trnd~rs. Competition in proc1~ce 
tj7~tc1ing h~s inc·coiJso.c1., uncl lhis Cdn be expected to ~1ave a 
positive impact on consumer ))riccs as lhe scale of the project 
g:CCY,'IS. rf.'hc P(oj(~cl..'s (:Jreat.t~sl positive impact hc's been on 
st.:ceI1Jth~l1in~, the' l)!" iV'-1te s~r~lv:r in ruri.1l R\-Jandil. 

D. The-.J~~:volving CrcrJ i.t Fund 

1. Pro'.Tif.~i0r.!:; for the Rcvolvinq Credit Fund in t.hE: 
Pro:J'-:'C': P,-,,:")'.:!r ----------

J.., t'Jtal of. ~;,:.O'), 000 is c;lr:n~rJ.:ed tmuet:" the proj::!ct to 
provi ~1 ~ LCG co J,~)(;'( c t: j_ V c, S \'1 i t.h I','m-}: i I1Cj cC!.pi tc:. J. • The Pro j ('ct 
P;li){-!r state<:; th:~\:. t.he fund (about $10,000 per coop3rative) 
coul(2 br:-: used "to ;)\lj_Cild.3C pulses and ce.c8al s, a~!· icul t u:cal 
in!?uts (l")arbclllcrll ]llSect i ci,lr:o!3) c:.l1Ct othe;:-- m·:!l~r.h<:.lt.l1is'; ileed'::!d. 
b~! th0. coopeJ ,~l to!-::;. Tile cOClF_'rc:. t i ve can usC! the ft~ncl tc buy u 
lil.litcd quani;::_ty o~ p:cuduce \l;,j_ch it is c81tClin ·,:.ill be sold or 
l~('s()ld to the: c- r)ujJerclting .I:':HI18rS laler in the St':Llson, buL 
\v0ulc1 not rOL:tj.r!c:l~' p,)rCilu::OC (jl:"i.lin froll it:.s r.18i"-1;):.:i:S thro'--l~lil the 
r8volvil1~ fund." h.t "noth2r point th':.' PP states: "l\. Ulrm.~r in 
l1l:!t!O ':Jf fUll(1;.; r.;ouJ.,l sell hi:> pro:1:...lCl:! Lo the coop<::r2.tivC! <'1:)(1 be 
p:d<1 ir~ cash l1HoI'gh t.hf::! revolving ftwo. The cocp:>:rLltive \'lOuld 
Oilly do this \·:11(:'1 it hos CJ. i~nO'dn ndJ.}~':2t for t.h(~ p;-oduce (other 
1L12rii)(H~.i- -Otiil'1: C{)Cll.":'0rdj:i\1(~s or GRi~l~t\R;"l;~). 'fh'2 couj1e.cutive 
1,:o\llc1 not be ;lll.-c",·;cJ to I sf'cc u];J te I, thu t i:> to buy lurg'} 
quantities ':Jf pl:cI.l1'ce trO:Tl i_U3 J:<..!!nbcrs \"1:lll1out Sl·ccif.ic orders 
[(Oln potclltL~l ;)llyers •.• 'l'h:~ cO,;pclt.l:_ivu Cd-II buy dllc1 sell 
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produce in relativuly large quantities, e.g., ·20 or 30 tons, 
\'1ith Gf<ENAmlA or other cooperatives, \'1hen it has specific 
rcquirements to do so. Buying transactions can be financed 
LClapordrily throu'.;h the revolving fund which is then reimbursed 
!,):I :~c:r.lben; \'1ho l~'-!c2i'.Je the produce. Selling transactions are 
pGid in cash by the buying groups ••• " 

These guidelinc~ indicate that, within the limitations of 
the JaOlWy ava i 1011)112, coopcra t i ves may use the fund to buy and 
rc':scll grain to cooper2.tiv8 J:tcmb8rs, to finance sales of 
agricultural input3 to mer:'!bers, and, despite this pejorative 
"bpcculc.tc," to bu:/ and sell grain commercially. 

rl'he PP fur thor p:ovides th:1 t "the cr ed it fund \·,i11 be 
mill1:lSjed by lhe 13dn(~UCS Populaircs (BP), a Rwandtil1 rural credit 
iru;litution opori..tc:u with Swiss assistance." 

Finally, the PI? rcquires that a detl1iled plan on the 
opcr(Ltion and US(~ of Uw revulving fund, incluJinCj eligibility 
crit~ril1, interc~t r~lc structure and m~nagement proccdur8s be 
est«(blislwc1 by the intcrestcc1 pu.:;:ties (the Directorate of 
Coop8rciti'Je Il.ctic-HI, the BdlhluUS Populaires and AID) before the 
fund D~y La allocated to coop~r~tives. 

As outlined in the ProjcC't Paper, the proper functioning of 
u cooperCitive rn:c]~cU":1g SystC];l su~)port8d by a revolving credit 
fund assumes tlwl: 

the Ban~ucs ?opulaires is willing in fact to manage 
• the revolving fund; elll'] 

that SO!lle financial institution (Banques poplllaires, 
commerci~~l bc.in~~s, GRl:::;.\Rll~) is willing to finance 
COPllnerc i<..s 1 trallSUc t iO;l~':> v/hic11 exceed the 1 irni ts of the 
rc::volving fL~nd. 

Fa:lure either to verify these assumptions or to work out 
'~.ltr.:l~nc,tive al'r<::'I1C]e:.H.:'nt.s has contributec1 in part to failure t.o 
fulfill to datG t:1C con,lition precedent calling for 2. rcvolving 
fU!1c:! operational pl<in. 

Eight silos \/('1'e built: under the CGS project, and Geven of 
tJleGC \,";r~ proviJ(~rJ \·:~"th u '"e\'olvinl) fl1!1r1.. The functioning "~f 
the CGS ("md LSC silos lJl)d t.he associated cocpcr.utivcs is 
e~f;entially th~ S'\,.1t~. tlana(jcd(!nt, traininl) c..nd audit control 
are alsc provided by the DIRAC. 
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A total of FRw 8,918,000 (or a maximum of:FRw 1,274,000 per 
cooperative) w~s provided to the project by the United Nations 
Capital Developnent Fund as working capital for the 
coo1?eratives. Funds \'Jere allocatec1 by the DIRAC on the basis 
0f buying plans sub~itted by the cooperatives. The funds were 
in effect a gift, however, since no requirements were mac1e for 
either interest or capital repayment by the cooperatives back 
to the centrl.il fund. 'rile amounts released to each of the seven 
coope!"ativ~s are indicated in Tuble 1. Only two cooperatives 
(Gikoro and Gishaffivll) i1i'iV'.:! received almost the1r fuU. 
allot.went. One (Cyeru) hus recei ved only FR\v 239,314 and the 
rest approximutely half of their share. A total of 
approximately pru~ 4,459,000 (or half the original amount) 
rem&ins unallocated in the central fund. 

Some CGS cooperatives have mad~ excellent usc of their 
revolving fund. Gikoro is an example. With a 90-ton storage 
capuc i ty;- it has turn0d over SOl;1C 85 tons of sorghum and 82 
tons of beans in its first two years as a functio~ing silo. 
Its ,.:orking fund has increased from the original Fl~Y: 925,733 to 
over FRw 1,200,000. Tile cooperative has a thriving provisions 
store (houtiqu~) and also deals in coffee. 

The oth~r CGS cooperatives, although not as active as 
Gikoro, haV8 trac.1ed in substantial quuntities of grain, brought 
higher sell i ;It] and lo\":er buyi ng pr ices to member sand 
non-morabe:cs, and hi.tve mailltained sufficient margins to finance 
their \"lOr1:in9 funds. 1n maintaining an <1deqllute audi. t control 
of ti1E::.ir fl.ll1cJ.S, hOi-leVer, their record is less imp!:essive, 
making DIRl\C'S caution in moving forward \lith the LCS fund 
und<:!l."standabl(;.!. The Gis:1arilvu CGS cooper<ltive, for cXdfilplc, 
suffel.-ed a }""'I{1l 36,958 e!~bezzlement by the FElnager in late 
1982. rL'11is h'ClS not folluded up by t.he local authorities, and 
the ~;aLlC r,).J.nager ilppe3~:~ to have embe~zleJ an addition?!l !:'W'! 
200,000 four raonths later. The cooperative is at least 
temporc."\}: i ly C lOf;ed an[1 the boaru of di ree tor s is d t tellipt ing to 
hire another II\<lnaJer. The Kigembe CGS cooperative also 
su f fer eJ a FR:.-l 109, 000 (~J.ib8 zz lomen tin 1;.1 te 1982 <lnd j S 11(")\'/ 

closed. The l~ji.tru tovu CGS coopera t i vo lo~,t FE',,: '2. 27 , 421, ?.nd 
both the Gutondc <lnd Giti CGS cooperatives have lost ~mullel 
alnour.ts of thl'..!ir rcvolvj ng fund. In short, five of the seven 
functioning CG:-.) ~~ilos (cyeru is shut dO\J:1 due to noisture 
problel:1s) have suffered d(~tourncr.1Cnt de fonds, s:mc of them 
substantial. This is unfort'l1nate1.Y notil-good ~,rac], record. 
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3. Status of the LCS Revolving credit Fund 

(a) The Morris Proposal 

'In order to assist the interested parties in developing an 
Jperational plan for use of the LCS revolving fund, CLUSA 
~ommiEsioned Dr. William Morris to study the problem. Morris's 
recommcndatior13 were summarized in project Impler.1Cntation 
~etter No.3, dated July 9, 1982, from the AID.Representative 
:0 the 1-1ini s tcr of Soc ial Af fairs and COHlmun i ty Development. 
rhe PIL is attQ.chcd as Annex A. Essentially the 
:ecoffiLlenda t i OI1S provide: 

An identification of three types of activity requiring 
credi t: (a) the local purchase of beans and sorghum, 
storing them and selling them back to cooperative 
melnbers, and the stocking of a small supply of 
agricultural inputs in tile cooperative's bOlltique; (b) 
imports of beuns and/or sorghum by the cooperative in 
times of shortuge for resale to cooperative members 
and others; and (c) exports of grain under surplus 
conditions against a contract of sale outside the 
COlnInune. 

Credi t for local opcrat ions and grain imports \."ill be 
approved <lnd provic1ed by a LCS Project LouJ1 Committee 
utilizing the revolving fund. Credit for export 
transactions may be obtained from the BP, :uarante8d 
by the revolving fund . . 
The rcvol vin'] ci:ed i t fund wi 11 evt:m tually be manc.lg0(1 
by a union, or ur.ions, of cooperatives. Until such 
time as unions are established, the funds will be 
managed by the HHJASODECO' s COliununj. ty Development 
Bureaw for Financial Aid, the /·1inistry's "credit 
window." 

'1'he interest rate on export loans \'lOuld be set by the 
BP. IJaport loans HQuld be made at the same rate as 
export loans. Local operations \'Jill bear interest Cit 
3% below import und export loans. 

cooperatives are expected to make a p~ofit and, if 
located in surplus production areas, to no longer_ 
require loans £ror.: t;-,e revolving tLilid "a Eter -two -or at 
most three yeal"s." 
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Loan applications to the revolving fund must include 
the cooperative's bilan (balance sheet) and compte 
d'cxploitation (a statement of grain stocks and credit 
histo-ryl for the previous three years. 

Each ll;lport transaction will be treated as a single 
triln,,<.:.ction and will be funded for only two or three 
monthn to assure that grain is sold as quickly as 
po!:sible. 

presuhlI.lbly (from the text) loans to fund local 
oparaticns will also be handled on a relatively short
term, !.lingle-transaction basis, that is, there would 
be ':L.~epi\rate 10nn for each baan and so::-gnum campaign. 

fUUJ\SODECO han not yet . rc::.ponded to this pr:oject 
Implementation l.etter and p~'e5urnably has some objections to 
it. The Oungues populair~g, while expre£sing reservations on 
certain points, has indicated an interest in participating in' 
some phases of the credit plan (see Annex B). 

4. Interim Advances to LCS Cooperatives fron the 
nuvolviil'J_ f\ll1(} 

Five LCS silos were co:npleted and reudy for operation in 
mid-1902, nt Ilhich time di~cussions "ler'J: still Ilnderway on 
fulfill;nent of the revolving fund condition precedent. In 
o :rder to alloH th~se cooperatives to COmIlH!nCC oper ... tions with 
the 1982 sorgh\lt\-buying cu::lpaign, :'lI!U~SODt:CO requested OAP./R 
permio~;ion to <Hl'lunce a sr:lall atlount from the fund to each of 
till.! five cooperatives. OI\R/R agreed to this request on a 
one-time basi" .. nd under sp,~cific conditions. rach cooperative 
signed a contr uct which porl:littecl it to buy sorghum for l ocal 
re5a lc and requirEl::l loan repayment ":ith interest. The interest 
rate \'Ia~ plilc~~d <It FRw .6675 per kilo of sorghum sold, 
culcul<lt~d {roJ:! the day on I~hich the cooperative boa!:d of 
directors dC!cided to start t he selling campaign. HepaYr:lcnt of 
CiJ.pitiLl and interest was to be requircd at the time when all 
the sorghUl,l W':lS sold. !\ copy of the contract is i\ttached as 
J\nnex C. 

, 

I 
i 
1 ~ , . , , 

, 
i 
I , , 
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Three cooperative::; in Jlorl:lally d~ficit production arcas I 
wen", advanced FI;I~ 300,000 c<lch: <Ind two in normal ly llurpl us i· 

., ,. 'f d I '.', pro.;..uctl.OU n::c,,!i rccel.'Jed ;.'Rw 240,000 cdcll. \11th the::;e uu 5 
thc coopcralives I~ere able to buy and sell a total of 101 tons ___ - -
of sorghur.t, buying at appror.i t,l"teTy i"~wrspt!r-7:TIO ' anu' -iicl:Tiny--- : ro

-

at an averat]c o( FRw 21 per kilo. (Scii'. Table 1*). ldl "undz 
have been properly ,,"ccountcd for . The Hinist.ry has not yet 
cal l ed in the loalls . 

---------------------------------------~ 
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5. Some ~lternative Suggestions on Revolving Credit 
Funn PoJ."ic ies 

The tim·;; for agreeing upon a set of operating procedures 
for a \<lorkin'] fund for the CGS and LCS cooperatives is long 
o·/crdue. ')';10 CGS silos have bCGn funct ioning at hal f capac i ty 
for lack of suff.icient \'lOrking capital. The revolving fund 
available to them, as well as uccess to commercial funds, has 
bel"'n limiteJ for la~]~ of an effective operatinlj procedure. In 
par t for tllC S:lll1e reil ['.on, thei r f unu allocat ions have not been 
proper ly accollnted fur. Now five LCS coopera t i ves are vlOrk ing 
al the margin under unsatisfuctory improvised arrangements. 
Another six vd.ll C0:'.12 on line ill time for the 1983 
sorghu:l1-buyi ng season. Fi ve LCS '·mrehouses will be completed 
and ready for operation by August of this year. Provided that 
an operationul proccdure can be agrGed upon, funds are 
avo. i lable t':> JndJ~e thes r= ne\" fuc i 1 i ties i mmec1 i ate ly func tiona 1. 

l..n cffic'~ent proc8cl: . .lrc for h2.ndling the revolving credit 
funr1 shoulll hlcet certaill criteria: 

- it should 0.1101') for the provision of funds in a timely 
manner and under terr:1S Ctnd co:'v)i tions \·:hich conform to the 
require;nent s of the ac t i v i ty to be f inanccd : 

- it should assurn the integrity of the fund; 

.. it should llot overburdf,,;ll the capilbi 1 it i as nnd resources 
of the oooperativ8s: and 

- it should encourage, develop, and in fact require of the 
cooperativc-'s ltl1 appr<:'ciation of <llld cOTnpclence in business-like 
operations. 

A review of the provisions contained in Project 
Impler;lcntutior! Letter l;':>. 3 indicates that they !I'.8t!t th~:3e 

crit.eria with perhaps a feH exr;~ptions - the requirf;!:nent of a 
scp;.lrale 10<1n fo;:- ec:.ch local ))(;'1n- and sCl-C]hum-buying Ci.1i.1palqn: 
scpar<.ite lO2..'IS for each import purchnse: ond 2-3 month lilili ts 
on inport. loans. 

*It. should be 110tl?r1 tl'l..tt the bc;:m-purchc!SCD listr::d -ir.·Tab13· 1 
for the f i \/0 LC;:; s i 1:.~s \,!e[(:! not bought fron thd r fll'1d adve:1l1ces 
but frQm capitol resources froltl their ~outi'lue Oj~ p~1iJ.rI1laGy. 
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The cooperatives buy beans during the peribd January-June, 
concurrently with the sale of their sorghum. Similarly, they 
buy sorghum during August-November, more or less at the same 
time' that~hcy sell tll(~ir beans. Separate loans of nearly one 
year's duration :0:':- r.:~'ch cc"l.lapaign greatly increases the size of 
the revolving fund r0qli=eJ to support the local buying and 
sellin~l o~x·rations. This increased requirement might be 
reduced \"i th sho[ tor-t erm loans in which the bean purchase loan 
is paid off with sorghu~ sale proceeds and vice versa. Given 
regional and lacal diffurenccs in production u~d possible 
variations in tonnage and vulue of either commodity handled by 
any on2 cooperdtive, however, i\: is highly probuble that the 
amount of funds required for each of the h/o campaigns would 
vary_ 

Ot';1Ci." probl€:Jils arise \'lith separate short-term impor-t 
loans. It is l:.!:::sulne;d that, in anyone season, a CC01?erative 
antie.i.pates n ~~hortage ill its supplies for local consumption 
and that, to fill this gap, the cooperative will mak~ a 
one-lime: purchase fro;;t 8i ther another cooperative or a trader. 
However the market, at l"east at this time, docs not usually 
work thjs w~y. cooperatives appeQr to cover their deficits 
wi th a number of sJTlall purchase::; I-Jl1cnever they can fi.nd the 
grain at an acccpti.lble price. Furthc:rmor.0, a 2-3 month loan 
could force t}"l':::~;il to resell oi ther bcfore they could cover. their 
costs or before the end of the souJurc. 

"S<-;parr.lte loan::; contiiiuc-:..lly cO:lIing due for local purcllases 
and inports do not l::>rovidc the coop:::rativ(:~s \'/ith iJ. t..rl.lc 
revolvin'g fund, 'but raL:1t"?r \dth a revolv.ir~~~ door to the lending 
agency, in this CClse WOU\SOD£Cr). In addi U on to the problems 
cited i!bo'le, it is dnui)tJ:ul i:!: cith,:'r the l·anistry or the 
cooper:.1 t i yes cou 111 s uppor t the ,ldl:li n i s tr a t i ve burden 0 f the 
rccoI'lii1cndcd pror. eel ure • 

Thr:! (~'/o.lU:"'ticn te.J.Ja sugr18!.,tfj that, as Cl!1 Clltern<.tivc, 
cOl1!':;Jdcrution b~ given to all open-"ended 10<111 to coop2rativcG v) 
handl~ JJoth t.heiL" local pUl~clE\ses and iml)ort needs. l\t the 
begirl:1 i.nCj of the calcna,:ll:" year, a ccop~ratj V,) It:0uld p~';:;3ent to 
the lJinist.ry 2. r.ol:1plete dossier as re(Flin~d under pi:oject 
ImplcI:lcntati(1r, L2ttcr U0. :~, plus u detailcc] plan of opeJ-atiolls 
bClS(:Li on a.1 cL,alysis ot LOCCJ.l foor1 nt::!ctlE', :Jl:"oductiofl, 
memr")(:~rship, COlll~,'"mi.ty piil."ticipCltion, etc. The amount loaned in 
the first Y8cl{ of jmplC:lilelitatior:. \lOuld be sur,\'2'dhc1t li:llil(~J. to 
"give tI11~- -COOr'(;lu"t:ive l1Jl opportunity to gain exper':'cnce. 

'rhe nini3U~y 'doul(l pcr.-fo::n riljorous q"':.J.rterly ~H\l1it5 (a 
prp.rC(luisite for any opcC"uting proccl~urc). l'J111ually the 
J.linistry h'o\lh~ l"evie· ..... thc! co()pcrr1tive's PQ~';\:. perJ:oi:;n"JOCU, 
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financial resources, audit records and plan for. the coming year 
and then continue, reJuce, or increase the loan as judged 
appropriate. The loan might be limited to five years or such 
time as the c.:ooperclt.i.ve's profits covcr its worJdng fund 
reqliirem8!1ts, \;hichcv·:::r is sooner. Such a plan gives the 
coopcratjvcG greater flexibility, reduces the adninistrative 
burden, p:.-ovides for.- the integrity ':)f the project's revolving 
credit iunJ and givcs the coop8rativcs a greater responsibility 
in munagilFJ their 01111 ilffuirs.* 

Follol·:ing Dr. ~·iorris's recor.\::tcndQtion, Project 
Impleiilcnt.c::.ti<"':1 Letter l~o. 3 suggests u rate of: interest on 
import 10i..!..lf; at BP's cow-;:8!:"citl1 1cndin0 rate, 9~, and lOC1ns to 
suppo· t lOColl purc:1:\S8.3 Lit 3~ b8lo\'/ th<1.t rate. The evaluation 
tee!l:\ stro;1g1y supports th'~ Ll.ea thut cooperatives should 
oper.:1te on business terins. The terw:, of the pr8sent contract 
\vith the iivc LCS cO(11Jerativt~s, fJr 0:-:'-I:npl'2, C1re not 
C1CC eptabl e • 'I'h(? 1 i HI it cd c:·:p :.:~: i c nc c c f: tnc CGS lind LCS 
cooperCltiv(·s to (Lt."' c]ci!L-ly ~l1l1.iC'ltC3 tJli.it the) can co;n;.)cte 
econo;nic.-,.lJ"I in local purc;,;,s(;; and i ... :)Jrl operat ions. Even 
after o:[[cr.inJ r:1e:~.b:.crs hiJhcJ.--th.-_tn·-na~]~~t prices at harvest and 
lo·: .. er -th~n -Ia(:l.):}~et pr ic os J ur 11:9 the sell i I1g S(!\:J.son, they have 
been able to o;)t21in d FP.\I 5 i::lrcJin on bot:-t hClll1S and sorghum. 
'I'his margin is Cl02:}\.1CltC to cO'/or ope:Cilting cxpenses, including 
interest, Cl.!Ll allo\.' the i-,CC\':j.l~lL:l.tion 0: rescr'l(:;s. For 
e:{ample, a coopcrCltiv(~ \·.':lich bought 35 to!l~ of lJ(;:i.lnS C.t FP'>! 
20/},.ilo U:-iJ 10 ton," ci: SO:.-gi1UJ:J <.it FI~h' 17/kilo '.:oulJ requ:i.rc, 
under Ol.-rJina.ry Ci:CC\.1i:stances, flO l:1orc th,·!n FEld 1,000,000 in 
wor};ing cd;')it.~\l. ':i::.ll U9:1l nc::.nil,:]'2I;,f..:llt the C(,0pc::.ati·/c c.ould 
get by \":.lt~1 FR.v 800,UOO.*-I' ]-\s::;u:i1i.ng Cl FP.1'1 1,000,000 lOCiJ'i and c.t 
~7'Hi'1 !j Jil.:.l.f~·!iI! on sa:!.cs of hoLil C!""O;)S, '-10 interest c1'lar.s~ of 9:;' 
vwuld C:J.IOUrl~. to rj"~\·' 1.:I./kilo, m.- 2!:~ of: th'2 r,la.cgin. ;\t 67;, thc 
intc::-r:::·r;t Chi1!"se \\'C\i1.d Cl:.·OU·)1.:. to F:~·." O.~~/1:ilo, or 1.69,; of: Lhe 
sellillg 1,\.J.rgin. l'.:;SlCiJ;'J the coope:cativ~, by cluse 
coordination 0: its LCdn-buyint.j anJ sorghum-selling ciJr:1r>:..;,igns, 

-;"It if) int.;r(~stin~J to r,Gte tht1'':' the F.anr1ues P()I)".llairc'!s :n::J:e 
loans to 1"'r. iva te ~ir a i 11 dc..a 10)~ G unclcr th<2 se S:1i.1e open-C'm1cd 
t'2rJ1S. It S(~Cl7:::; t'c;'l!:)o:-jci;)lL! lo E!~::.)(~ct that ill 1:;-le long t.er1:l, 

after tl·('!y hi.'.vC' c~c:':!::'.C1Stj~ilt(:(1 thi?ir crcdi'c-\·Jort.:.hiness, 
coopcrdliv(~s .:1i9"ht S,"1tisfy ;111 their credit ne~ds fron :.he 
Bansues Populaircs. 

*·· ... 'J~·le ussu:·1~")tio'l is :.uJc t.r::'.:. a coopC'cative \'lOuld tu!~n o·.;cr. its 
proceeds fr-o;a Sl1jShul:\ s.:11c-'s, uS they cay·-:c in, te, bean 
purcha~.;e:.;" u:1d ch'lt. cit: lC:clst 25':i of Ul2ir \/C)l;,iII(j {un«l is 
fun] ible in th i.:; 1:":21r:n er • 
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conducted its operations with a FRw 800,000 loan; the interest 
charge per leilo at 6% would amount to only FRw 0.64/kilo. The 
evaluation t8a~ suggests 6% as a reasonable interest rate at 
thi~ time (3% below BP's commercial rate), rather than 9%, 

because the wor]~ing fund loan would include import loans (if 
the proposed jao,Ii f ic<:\ \.. ions are accepted); and a FRw 5 sell ing 
margin, \lhile u reasonable assumption for local 
commercialization, is somewhat less assured for import 
oporations. 

The evaluation team also sUtJ'3ests that the management of 
the fund be handled by a Project Loan Committee within 
MINASODECO's Dlrectorute of Cooperative Action rather than by 
the l·iinistry's credit window, as proposed in Implementation 
Letter No.3. This is a pragmatic rather than an ideal 
solution. There is an urgent need to agree on revolving fund 
procedures, and fun~l allocations should be stC1.!"ted oy July 15, 
1983 if tho LCS cooperati"es are to participate in the 1983 

sorgh~m caDpaiyn. The tea~ believes that there is insufficient 
time to \Olor];: out the administrative details for i,wnaging the 
fund Hith u lle\'1 agency if this deadline is to be Iilet. 

6. Ac1eguacy of the P.'2.volving Cred it Fund through 
~ompl etl~ol Con;.;tructicn 

As discussed above, in the LCS Project G~ant Agreement 
$406,000, or rRw 36,800,000, is obligataC for a revolving 
credit fund.. An estil:1ation of the use and adequacy of this 
fUlld is prescnte,1 in the follO\/i110 t2.ble. 

Tal~l_e 2 if.; hQ.scd on a nUr.lbcJ:' of ussumptions h'hich seem 
reasonuble, }jut which arc, at best, estimates: 

(a) cooperative trading will increase from 30% of capacity 
in Year 1 to 100% of capacity in Year 4; 

(b) sixty percent of tradn will be in sorghUM, and 40% of 
trade will be in b8ans; 

(c) local trade will account for 80% of com2crcc, and 
iJ:1ports \"i11 account for 20~ of cor''o':1erce; 

Cd). _pr i CC!.5 wi 11 j ncre;) se by Cone fr-i-:\rlC p~~ yP.i-!..r: :f:!'O)-:-' ~ --bas e· 
locill-purchasc pl:ice of FK'.-/ 20 for beans an.] 10'1\\" 17 
for sorghum n~d a base import price of FRw 22 for 
boans ano j<'R\J J.9 for sor<Jhtll:l; ,1l1d 

(8) furigilbility of SO:C9f&WO- alld bCd.n-buying funds is 
estimated to n~dtlC(! lOiHI reqllir'~I:,ent3 by ~5(L 
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TABLE 2 
Use of LCS Revolving [\.\.'1:1 Tllr.:J'.lrjh Comt'leticn of 

Silo/",\JHlll':)usc Crx.stn.x:ti:>!1 

Jut. 83 Jan. 84 Jan. 85 

I N'.l.1ll>~r o{·O."lC::atiorol 
OXl;)s 

ca!A1C i ty ; .• r.U 
'lbn:'El]<3 C0:.:-.,~:ciCllizcd 

('.'~) 2/ 
'lbnnil3(!'~~~;'1S (m)2./ 
'lbllnaJ<3-Sor':!!j!..tll (:1T) 
~al ~"e::~ializ1tiQ'1 il 

beans (:,1'1') 
sorghu:n (:.\'1') 

Illp:)rts 
(:'1T)i/ bp.Clfls 

s()r'jhum (;,1'1') 
EXpenditures-Local Grain ~ 

(yR.~ 000) 
beans 
SO::-Cj!llL";! 

E<~ndi tures-Ir:ipJrts ~/ 
(F~ 000) 

bea.'1S 
Z'~::9hum 

Cornrnercia1ization 
F\ln1 !lequirc;ne;.t §./ 

?P.-IOOO) 
Inp..ltsl (FR.·I 000) 

I 'lbta1 Pev. nJ~ d Reg t 
(FRw (00) 

11 11+ 
774 7'/.1 

232 464 
92 w.-; 

140 280 

74 147 
112 224 

18 37 
28 56 

1480 3037 
1904 4032 

396 851 
532 1120 -3234 

I 110 

3344 I 

10 11+ 10 + 17 
(j'" 77·;---6i.'e·~6D i 
"'J 

185 619 370 P..B 
74 2'13 148 115 

111 371 222 173 

59 198 118 92 
89 297 178 138 

15 50 30 23 
22 74 44 35 

1233 4356 2596 2024 
1602 5643 33'32 2622 

345 1200 720 552 
440 1554 924 735 
. ./ --......,. .-

~ 

9537 19731 

1 100 170 , 

9637 19901 

Jan. 86 

+11 +10 +17 --774 03 960 

774 494 576 
310 198 230 
464 296 346 

248 158 184 
371 237 277 

62 40 46 
93 59 69 

5704 3634 4232 
7420 4740 5540 

1550 1000 1150 
1953 1239 1449 
.'-----..---- -

30578 

30 

30608 

1/ Olly warellOuses will 00 Co.1stru::ted after 9 units currently under constructicn; warehouse 
capacity = 60~ silo capacity. 

~/ Cbops will v~rK at 3D, 60, 80 100% ca~~city over 4 years. 

Y 60% ccxllTIercializatio.1 of soryhum, 40":; of beans. 

~ l.J:)cal can:nercialization is 80% of c=p trade; imports is 20'1;. 

+3 
18:> 

54 
22 
32 

10 
26 

4 
6 

414 
520 

100 
126 
--' 

?J J\Ssu;ne3 FR.-I 1 bu'Jing price in::rease NCIl yt!ar starting at PI'"" 20 beans, FRw 17 sorghum on lo::al 
purchase3; F~ 22 beans, FfW 19 sorghu.':I on iqXl::-ts. 

§j Assumes 25% fung ibil i ty of ~?':l."lS and 5:>r~l.U'l1 fur.us. 

7J Allocation of f1t-1 100,OJO/ccop for inpJt purcn.:lses one time only. 
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Finally, Fful 100,000 will be allocated on a one-time basis to 
each cooper~ti.ve in its first yeal' of op~ration to finance 
inpu·t.s. This is suff:icient to stock, for example, one ton of 
malathion. 

Using these assufllptions, the capital in the revolving 
credi t funQ <:ij)[Jt=ar s to be adcquu te through the cOlaplet ion of 
construction. In fact, there \'lill still be a surplus of more 
thctn FHw G,UOu,OOO ill Year 4. • 

It CClI1 be seen frOl!1 Table 3 that, \'.'hi Ie the revolving 
credit fund::; f)i~ovi::1cu under t~IC project are sufficient to 
fHllHJle csti!t",ated llc:(~(l'"j for loc<:.:l pUrCii<lSeS, imports and inputs 
through t.he final con:,tructiu:l y~;:H, funl1s availuble for loan 
guarantee drop off bh~rply by Junuary 198G. 

Severitl circuElst<::.nc;es, hO;II.:ver, arc e:-:pected to alleviate 
ti1is situCltiol1. It is anticipat02d that the B':lnquc;.3 populaires 
will only require a 25-30% loan guarante8 rather than 50%, 
which effectively c10ub~E:~ thp. amount of Cjt"ain tor ~ ... hich loans 
CHll Lc mude. Even mOLl.! promif;ing is the e;:pectation that a 
Special Gua:Cunty fund <::.t the H~d_ional B<tnl~ of R . .,,~nda \-:ill be 
rt-!vitalized I"ithin Ule! next Ulrcc to four :;lOnths. The 
obj:::ctive of the Fund is to oi:fC'r crec1jt Lo persons or 
organizatio!"is \;hich \.'ould othcnd se ha.vc (Uffic'.llty obtaining 
cr(;~dit, and coop(;r,!tiv.:::s \'loulc1 bG cligib13 to QPply for loans 
for grain t.rilding. Once this Fll!":d is operative, the entire LCS 
revolvirig cl~cdit IUriC! couLl be ulloc<Jtc~(l {:or COOi)erative31 
local tr.'.:tc1j ns, i:nl'oJ~ts un;:} SUfjply 'of 091.- iculturul inputs. 

It is irnpc>rt<:"tnl to 1l0~3 thill, althOlHJ.1 t.he caJ.culations j n 
the aho'le lal:..lcs h::..vc only bcc::n carried t~1l"OU9h the: cOIi1pletion 
of silo/;·/Llr,.:hous8 constructio:1, the I.e:; cOI)pcrativC!s will not 
be in full opcrution until 1989. By that time loc('<.l purchase 
anc' inp~rt nrJcds will rcquir~ Qrt add:'.:.ion::l FHI'I 12.0 million, 
cx~r~edi~g the Clvvili.lblE:": loan ;'l:nl!s by FH':I 6.0 millio~ for these 
tvlo acU.',itie3 alone. Il0,Jev(~r, if the assuln .. )tio!1 is correct 
that by the [i[t.11 year of: opl!r<1tion the LCS cooperatives ';houlJ 
b,. in a position to f;tC:;Jt rcp.-lyi.I1fJ their 10a:1s, i.e., 'oy 1939, 
up to FRI,' 12.0 millio:l should b(~ flowing bucl~ into the fund. 
Sirnl.1Ll:L al:IO'..Hlts shcl111'':: u.l~0 flo·, b<:.;.cJ~ into the fund in the 
fo] Im/ing two yed rs . 

Ac1ditio!)Ql [;Jnc1s ;irE. not rC<.iuireu··to r:'-a1:t-! -CGS 'coopct(!tiv~s 
fully functional over the: next f(~\l years. }\pp:t:"oximately 
FRw l,~OO,OOO is dVililuble to each CGS cooper~tivc, v~ich is 
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TABLE 3 

Monies Available for Loan Guarantee Fund 

July 83 Jan. 84 Jan. 85 Jan. 86 

I-Nalla:)le in l~dvolving 
l~llnd (PRw 000) 

JDcai P:.lrchasC! neq It 
Import and Input Req't 

(FRI" 000) 
(irma Table 2) 

Avc.i[fable: to Loan 
Gl1i:l.runtee 

Fund or othe:r coops 
(FR\\' 000) 

1~:::;f;m1-cd l~v. Buying Pr-ice 
(beans and sorg}-li.1r.l) 

(PEh' ) 

~-~- ---.------:;----'1'ons :i::X.:.)Ol-t Grcl111 \/hich 
cun be loan-guaranteed ::it 
any 0112 lime at SU~ 

guarantee: de:posit (NT) 

'rons pe)~ coop i!i surplus ---
arca3 fer which goarunte:c 
uVcd_lublc (:'IT) 

36,800 36,800 36,800 36,800 

3,344 9,637 19,901 30,608 

33,456 27,163 16,899 6,192 

18.2 19.2 20.2 21.2 

3,676 2,829 1,673 584 

5 9 16 17 

73:' 292 105 34 
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sufficient for them to buy and sell grain to their storage 
capacity at estimR~ed price levels over the next four years 
assuming a 25% fungibility of bean- and sorghum-buying funds. 
~lis would also include sufficient funds for thc~ to buy a 
one-ton sto~l: of malathion for local sale. Al though there has 
been a loss of funt1L; through cl:1bezzle::lCnt at some of the CGS 
cooperativus, it appears not to have exceeded the margins 
already ei.l.ri1'~(l by the;: coopsrutives in their trading to date, 
and their revolviil;'; funds uS such are relatively intact. 

7. '1'he R()~~' of tile Banques porlllairesr 

The B'H:qUC:~S P0pU] L; _i res currently ;nake loans to traders for 
grain exports fro;,l surplus to deficit production 2.)~eas. The 
interest rate: is 9'", <lIld tho loans <.ire often o;?2n-ended imd 
extended lJidll1illly on the basis of a strict revie' .. ' of the 
borrO\ver' s iiccount~ 2nd nee,is. Local BP branches can make 
loans up to FR;-, 200, GOO. For loans a:)()ve th i s amount the 
applicatio!1 \;:ust b2 I:on!drd(~d to the EI:lin office in Kigali for 
approval. Thc 8P is [)repare-:l l~o I:iJ.ke loan:; 011 those terlns to 
LCS coope:ca t" i \'GS if it loan guari!11 ty fund can be establ i s:lCd in 
the Banque:s !?DPlili-li i.-C!j. T;ll! level of this fund in reliltion to 
the ant ic iPi~ t cd J (:'.'0_'_ of 10<'lllS \-:ould be based on the BP' s 
evaluation of t!le ll:.l:llity of: '"1ltnagerl(~l1t and accounting of the 
participll.tinS coopr::nltives, but \-/oulo probably be in the range 
of 25-30';' Inter C:3 t on thr..~ 9 uQ.ri:.11l ty (i cpos it \-":)u1. d be 3 Z;. 

The re are d ryui.,iy.;'r of c();:nuncs \"I i til LCS coopcrU. t i vos \"/h icl1 
do not yet hctve Ci Dl' brdnc1}. \/hile in principl.E:! tiLC!!3C 
coopera t i \'C' ;:; cannot. blink ',.: i l:, BP, sp~c i u 1 ar:::- i.:Tl9 ej:\(:n ts can be 
jilRQC' for. lcx:ill applicut.iol1s to be revici:eu by t1j(~ central DP 
office in }~jyali. '1'h2 loan could then bG fO;::-I/i.l.rdcd to thG 
coor.crativ'~ throu~)li th8 LCS of:1:ice. 

8. The:: S-c~i~l?orJ:....Car.J'::)~.ility of the Directorate of: 
Cocm':r~1t_;vC },ction 

A key d:;~,llrn~)i:io!~ und2~lic:s this entire discussion: there is 
in plctce a £ul1('i.:.ionjll~J, ccntrillized inc~pection ,Jm] accounting 
system, J.d8cluQ.tely ::tQ.ff.ed \-;iUI trflille:i, experienc2d rJcrsonll(~l, 

I'.'hose me:lTlS <.ir~ su[f.i.cicnt tCJ assure close direction and 
contr.ol of. the finrlly;itll manr1~Je;-:1ent o£ U-,e C00i.)2J~i.l.tive~ and 
tlH:!ir re~ou:.ces. This is ill fdct not the casco The LCS 
office':; aw.:lit iUllctiO!l is tF_lnuleu by only one p,_'rson. 
Alt-hough e;.:lremely COj:\p~tent, enersetic Rnc.1 intC'r('st(~t.1, h0. 
li.!c);s __ rcsc,ul-C('~, AS do othc': ;~i::-:1i"'(:!:s (..'~ tl~c LCS st.)'[f, t,:-;- v-isi-t
cooperativ:.)s on a rC<Jular b;\~is, 8ven OjIC<': u year. Office 
space and eClllipElent is so I.lini::1tll thl1t records of. previous 
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audits cannot be found. Of twelve audits planned for the first 
half of 1983, only two were made, plus one investigation of a 
susp3cted irregularity. Tilis planned schedule, even if adhered 
to, \vould permi t only one inspection/ audi t per year per 
cooperative. '.l'11e LCS staff believes that, during the year 
[0110\1ing its op'2!lilVJ, a cooperative should be visited at least 
once a month. rrhe evaluation team is recommending a quarterly 
inspection by the 1luditor as a minimura. 

Staffing is GO thin that there is great difficulty in 
rc.wieh'ing the t\ii~c-::\or.thly rC[.Jorts suhr.litted by each 
cooperlltive, and the situatioll is further aggravated by the 
need for the accollntant to participate in training programs. 

'The conso~luol~'':CS of an inadequate audi t system are only 
p;;t:::-tly measurc!d bj1 the high rate of delourne;T1ents - three in 
the seven opcratioJ CGS coop~ratives in the two yeilrs since 
lheir opcn,illg (rl\tole 1). 'J'-:'j(~ primary consequcncl.? is the lacK 
of con r idp-nce :;uch conrJ uc t Cjemc·'ra tes among the member sh ip, 
\'lhich can 8dS i ly lead to the tai lure of the cooperat i ve. 

Tho lacl~ of Ci']C·(lu,l.te LC~3 staff and audit caL1clbility will 
b0CO~.ie more c:..c:ule \·:ith (a) tl12 opening of an adcJitional thirty 
cooper2tive silos c.:nJ/or \'l~ll:c:houses \·Jithin the nr';'!xt couple of 
yG~r~ und (b) tho assignment of responsibility to manage the 
revol\':.ng crc(lj,t fund. CO!"lstr3ints ilnc1 reco:nmcl"lc1ations are 
fully tliSCLlG:50c1 <:d)C)\le in s::.:ctions A., Organizutional Support 
and I.:x:l:GnSio:1, and 13., Staff Dcv~lop:ilent and Truining. 

Est':11)lisiElcnt 0:( a union, or regional unions, of 
co'.)pc·:r~!tive::;, h<ls, trom the r)o;Jinnirlg of the project, been 
envisi0ned as a logical step in the cooperative rnove@ent in 
R.·lanJi,l. Project I10lpleElcnliOition Lette~ flO. 3 sta1:Cs: 
"uJ_til~l;ltt::!ly a leg::11 entity is needed to be established ••• 
fOrl'lin::; <-1 uniop.. ot CO;)p:2:'r..tivc's is rer::oilme:1(~cd." 

The role \,hich Hould be plClye(l by a union, or unions, of 
coopcr-.ltives (in UlifO case, Srain ma~%etin9 unions) is 
dlccussod d.boV8 in St~c'.:ion 1)" O:::-ganizat.i.ona1 Slli)POl~t and 
E;.;tension. !io\'!evc~r, the eVJluation teCi),\ '.-.;ishes to underline 
h~LC: the cruc i itl ii:!portanc'J [or the long term to Lind or 
dC'lelop a vi.:lblE.. lllltonO::IOl!S i!"1:3ti tution to 1.\a.1(1g8 the revolv inl] 
cr.-edit fund. \illcnthc LC~-i.Jro~ect is cOIlplcted in Jup..e 1987, 
i'.:· i'::i)l:obo.01~-U'd·l !;Jj~ASO[H:CO IJill !"10L :)cllble t:J continllU-the 
necessary .lev·:~l o[ suppor t to lra i ni ng, r cvol v i n0 fund 
n:~nagc~I;~ent, m':'lr.]~etjn'J cls~.d.stan(;r~, etc. 'l'he!:ie suppor.t needR of 
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the cooperatives will, however, remain ongoin~. If the 
evaluation team's recommendation to support the nascent union 
of grain marketing cooperatives in the Butare prefecture is 
implemented, it should be possible at a fairly early date 
(certainly before June 1987) to transfer management of the 
revolvinJ credit J:unds for the CGS and LCS cooperative silo 
operatio:!s to the union. A provision to this effect might be 
inserted i:1 a revised Project Implenwntation l/:~tter No.3. 
'rhis \'lOuld involve lna.narJG1:lCnt of appr.o:dl~ately· rR\1 2,200,000 
for the Cl.~S coop2rat i ves and Fl~\1 5,500, 000 for the LCS 
cooper.:ltiv,,,:s. There are, hov:ever, tell other grain raar}:cting 
cooper.:ltiv~~ currently affiliated with the Butnre union, and 
the evaluation team has no informa.tion on their financial and 
physica.l rl!;:;ourc~s. Presul1c.lbly they also need v.'orking funds. 
As men~ber~~ of t!-Ie union, presumably they also \-iould ha.ve access 
to any l:.-evolv~.ng fund~3 \.'hich the union may mu.l1~ge. 

As indica.ted i!l Section 6. abovc, there is no surplus in 
the LCS :t:"c'Jolving credi t fund if LCS necds are pl."ojecLcd 
through to the point o[ full operd.tion. There are, hO';lcver, 
sUbstantiztl exccss rl1011ieG over the nc);t three yeClrs. If All) is 
fairly ccrt~in th~t there ~/ill be a follow-on project which 
could CO'h""r Ciny gap in LCS rc~volvil1'] fund requireJ;lents in Cy's 
1987, 198U and 1989 (us t.he l<:\st LCS \'.'areho;]scs <.:o)".le into full 
operation u!ld bezorG: the fir.~~t LCS silos stal-t sUL")st2.ntial loa.n 
rep:iylllF.:n bj ), then ;1.](1 i l i one> 1 mO:10'Y could be allociJ. ted on a 
pilot bu!:.i!J to the Butdrc uldon for loan to nOI1-LCS 
cooper il t i '/c:,. 

10. R0co:.:::I~ndutions 

Hi 1:110\.1t fl.ll:-th81.- dE:lay, IHNl'sODE'2'J, OAH./R l:;.nd CLUSI~ shcY..11d 
agree on thc poljcil~~; llnJ r~'.Julation3 \"/hich will gove>rn the 
use, )nClnd S(~la(=n t a!1U fJ i sbur :;;e:;;:I(">n t. of gru.nt. funds rn'ov idcd j.n the 
J.JCS Prcjcct GrcHlt. 1~~Jl:-c031ilcnt for the rcvolvin9 credit func1- 'l'hc 
policie:3 and n?,]ul;:ltio:1!; s}',:,ulc1 be: i!i1l)lcl:lcntcl1 iEl::1e r1i'1tcly. In 
add i t iO!l, 01~,1{/ }{, j·jl i:i\SOIJLCO rInd CLUSlt should cons ider the 
follo\'linq I:)o::ific,:lions to Project Ij~pl(mclltlltion Letter Ho. 3, 
datc1 July 9, 198~: 

(a) 102\08 !:O!~ local D0.i:H: and sor'Jhllr.l pur-chases should be: 
ex tended to coopc:t:"<1 t i ves or: a long -tl!r In, 0p3:1-endcd 
basis; revie\lcd annull11y an(~ ElOcliiicd as necessary; 
,and u<ijustC(] c1C\oJ1Y .... &rd uS cOClx:rative edrnim";Ei 
i.lCCU.ilULl t8. 

(b) ir.lp~)rt loans (i1.S l1e:.':incd in tllC PIL) an,J lOl1n!.l for 
inscctici(1..:. s,\1c.'s tu cooperulive !;181.lbers E;houlc1 be 
cons:i-:1cn:cJ a:i 10ci"l,l lIec:J5 lOCln~~, ratilC'l." than tr<Jated 
as a sepilrate cate,]ory of loun. 
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(c) the interest rate on loans for local.'and import 
purchases and for agricultural inputs should be 
establ ishc'd at 3 percent beloH the Banques Populaires I 
commercial rate. Interest should be payable annually 
at the tiIiI<~ of the loan revim'l. 

(d) adrainistration of the revolving credit fund should be 
the reG~onsihility of the LCS Project J....oan COTIunitlee. 

Ol'.H/li. should dl:~O request CLUSl\ to provide·a short-term 
specialjst in coop~rative banking. (Such a specialist may be 
avaiJ cihlc ;:ron thc~ sLaff of th;; Banques populaires.) The 
speciali[;c shoulJ (a) assist the LCS stuff in implementing the 
policies c11lt1 rCr.Julc:.·c ions \lhich have becn .:1greed upon for 
allocation and llse of the r8volving credit fund, (b) dev(;!lop 
improved u.:]~:li;1i:3t:'~Cltive and du:1it procedures both for lhe 
DIl~j'\C/LCS office anJ for tile cooperatives and (c) make 
arrang<!i.h;nLs \'lith ttl'" BilllquCOSl'opuli1ires-:'or estLlblishment of a 
loan Sj-";':':'J.i':.nty fund, incluuing developne:1t of the necessary 
forms, con Ie LtC ts, etc. 'l'he sc:cv ices should be pro\! ided uS soon 
as po:::;;,; i;)lc. 



- 64 -

v. TECHNICAL ASPECTS 

A. Construction 

. Construction of LCS storage units began in 1981. To 
date 11 uni ts h,I\'e been cO::lpleted; 9 uni ts arc under 
const.ructi·:m ;mu \:~ 11 be completed this year; and three new 
sites have b~en selected. !\ccording to the PP Implementation 
Plan, 40 units plus six satellite units were to be constructed 
wi thin a lhr ec-yeilr time frame. '1'0 uchi eve th ip nOlv, thos e 
units currently under con:,tr'.lction pl"..ls an aclJitional ~~G units, 
including the sL;tellites, \vQuld have to be c01:1pleted v/ithin the 
next 18 mOllths. 'rho eVClluCttion teil:l) has assessed mea:1S to 
ucceler ,\\:.e the pace of COilS truct i Oll tlnd discussed several 
options, includinJ provifJion of additional stuff and vehicle 
support for cODst~u~tion supervision and/or contracting units 
to P)~ i V<l t.e bui lde:( s. rrllG U,a,}, ho',,'.:-vcr, dOCE~ not bel i e ve that 
the pace should iJG uccelerL-!ted since the other clements of the 
project - tl:ainin'J, e;:ten~;j Ol! services, etc. - cunnot 
concurt'ently meet the inc):sased dCillCll!d which h'ould generated by 
an acceler<.ltcd constru~tioll proijrcll,l. .;dditio:1Lllly, i)(>cause the 
1 i fe of: the pro j(~c: t has beei) extended to June 1987, there is no 
real need to C0:71,:,)) cte COl1f ... truction \oJi thin the three-yellr 
timeframe. 

·OJl.R/? .. and the LCS staff JIC1ve bcc-:!l1 discussi ng the pros and 
cons of the currl'cn't.. construct.ion plogram using the Fixed 
Amount RcimbuY.'SGlwnt (Fi\l~) li',cl:.ho:1 of finailcin:J. There are 
certainly ul1val1td'.1C'H und d i sadva::tuge3 to direct ly ini)lem(~nting 

the construction of the uni.ts as opposed to e~.lploying private 
contraci:.ors, and t.he FAP.. method's 'cdvantuges c\rn balanceu by 
certain J:iSKS. 'I'he' te.:tm believes that the issues are better 
~ e[t to UhR/n. and tl18 Ninistry to resolve. 

The cvc.lur:ltion team rccolL1!!lendfl ':,j.r.191y that the current pace 
of constl:llction llot eith('r be o.cce.l,('r:;l.ted or exceed the 
capability of the LCS staff to provjdc training and extension 
selvicGs to cooperatives where new units are 1)oi11<] 
cons truc ted. On Ute other hClnd, the teahl bel i eves str.ong ly 
tha t, i;: the rec J:lilcnc1a t ion~; concer.il i.. l"lg a 5 trcll<jthened LCS 
project s1..affin] IVtttern ilnd a revisiJn of. :'.~IlJ/\SOf)CCO tr.avel 
and per diem pol lcics cannot be implcncnted by Scptei:1beJ: 1, 
1983, in order nat to increase the 1'1OJ:l-:loaci 0:1 the pr~:5Cnt LCS 
s t a f f, n e \'1 c () n s t r. L1 c t i. 0:1 act i v i tic s S h 0 U 1 d be s u G pen de d u 11 t. i 1 
tnnJ".SOJ)ECO and Ol\R/P. jointly '-l.Cjrnc th2t the stClff haS the 
cap~bility to fill~ its ffi._IlILl.tjerial, trclining al·ld -gcner;11 
oversight fUllction~3. 
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As has been previously discussed as well in Section IV.A., 
organizational Sup~)ort and Extension, the teain recommends that 
11INASOD~~CO recruit a full-time assistant construction 
supervi sor. To ensure proper \·/crkmanship and str ict adherence 
to const:~.'uction plans and specifications, either the LCS 
construction supervisor or his assistant should be present at 
the CO~15t.l:U-:::t ion site during the initial stage and periodically 
through COj.'~)ltO!tion of construction. This will minimize any 
delays which may result fro~ corrective actions ~lich are 
r.equircJ to pass I<j~D:;O/ESA' s final inspection •• 

In visitins the LCS cooperatives, the team also noted that 
sevcruJ. si 1..05 had br()}:l~n or missing loC}~s and/or broken 
spigots. I\()utine m~intenance is the respcmsibilily of the 
cooper.~liv(~'s mnnagc~ont, and related expenses are a factor of 
the coop~r~tive's operating costs. The LCS staff should advise 
cooperativ'2 officers <1nd r:1<.lna.,)ers to r.\a~~e the necessary repairs 
to ensure tllJ.t the silos are in proper opertlting condition. 

1m asc,I.l:\?tion in th0: cJesign of the project was that 
substi.;-lti<Jl fin<lncia.1 benefits to farmel!;; \'lOuld i:wcrue fl'om a 
dccrcas(~ in beC-ln Clncl sorghwd storC-lge losses, not only in the 
LeS cor)p~'r~ti ves silc~:~ and Ivi:!rc.:houses but also, more 
i!npo)~L:.~nt:l.y, througi1 :Ul t...>;{tension effort to brinl::J improved 
~~t.ora~F'" l:cr;nniclues to t.11r;! farril8r. The third project purpose is 
in fact. "to r'2uuce f.;torage los:::;r~s, reported to be si9nificc:nt 
both on th~ {t'.!riil un(l ill commUl1-::! silos, b:! introd'...lcing ir:lp.cov8d 
stora<Jc pr:J."tic(':)s and use of Clpprovcd in~,('ct.i-:::idcs througl, 
COOPCj-'ltjV(-S." 'I'11'~ (lU(·~;t:ion of Lile! eff<:.:ct of lO:'lg-term stornge 
on bet'.n~; <l:<~ the rcsistc!nce of 1:H..'3.118 to attac}~ by pests \'lill be 
studic:] i!"1 dc::pth ul1c1er the resL·c::.rch co:.\!?~rlcnt of the projec t. 
As has bc!(~;l previo'..lsly ciiscuss(;!rl, the sl.o:cc~ge r'2seaJ:ch \·,.ill be 
ir:lpl':;ilicnt(,;·j u))']or 'llitle XII auspices. 'I'he c'!valuC-lti')l1 team has 
no COI:liiHmt b~yoncJ stil'.:.in~J that it consider.·s this research to 
remain i'.11 i::'llol-tant c:.J,aponent o~ the project. 

The l:'P c>::,sign t(~au recogni:.:oo tllut rcsc~rch on farm storC-llJc 
1 ~ sse s w ,1 S ~'. C Cl n t y, but J:.. ~ 1 i. e II c j t hut 10:; s C S 'oJ ere S 1..1 b s tan t i."l J. • 
j\ lO~ averag2 1m.>::; WetS used to 8stj 1i1ate th:t~ SlOl'.\0e los~,;cs 

CQuld be) n:!di.lC:c~ ;:Hll~ rC!sul t in ,In i l1crC;.lse j rl fi!c.l~r·j ncc);"c of 
more t1lu!1 S4o,UOO pLl~ y0Qr per co:~:;:-,l.lne by the fiftll year. 'J.'l!e 
principal .:1GlhcJs for :;!ffr~ctinr:! this s3.vil1j::3 l':oulc..1 be the 
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demonstration effor t of the si l o itself, the sale of mR l athion 
in the cooperative's sto~e, and suppl~menta l dcmonstrations and 
exhibits on storage techniques which wou l d be offered at each 
c ooperat i\'e by the LCS ztaff . 

(b) Silo storage 

Proper ly r.\an<'l.geu silo nnd h'arehol.lse storagtl can reduce 
i.nsect cHl(1 lIlo istuJ:<! 1o!::scti to almo~t zero. 'rho tC3:chniques 
require c1o~C3: attention to moisture 1evC3:ls whr:m crops ']0 into 
stor age; t ile proper use of insecticides, in this case nlillath i on 
and pho!::to:dn; the lilHinteilance of scrupulous ly clean storage 
facilitiu~; and constant Qonitoring. Project inputz illc luded 
training in storage tccllnologY J in5~~t icide s J the nece~~ary 
tools (probes and moisture meters) nnd regularly scheduled 
surveillo.nce anu on - the - job triJinlng by the LCS storage 
technician. 

2 . Evalu<ltion TDilm FindinCln 
~ 

(u) On Far m Storage 

. .'l'hc extension program to reduce on·· farm ntornge 1o~ses has 
nct gotten under ·.·my. Ho cooperatives vioitcd by the tp.am had 
r;tocJ~::: of: m.-:t lathhm in their boutique for 5a1~ to customers. 
In fhct , zev(!l'ill cooperative iiiUiiac,:Im reported a shortil9!2 of 
the ' cheHl~cal to treat their silo-storf!d grain. No exhibi ts or 
d('>h,on slr~tions hhVC:! been prcpilred for Use by the coopc:rucivcs . 
In fairrlc~;!z to the LeG s.tfd: E, i t m1l5t J)~ said that 
impleJlIcntat ion of. the projoact has r.e(lL1ired a tl'emCndOl..tf~ e!:fort 
in r:\;lI1Y nrCiJ5 h'o/:l ;;-, very ~Iilall ~jl:Ol:p of peopln. Reduction of 
on ··f:t:.rm ~toragc lO!:iS(~S has c::onseql1cnl.:ly been accorded a low 
pr.iority. 'l'h e LCS ntaff's i)rlo:t:itir.: ~; ",:'0, furth c:"Jnore , in 
oLC1~I . Although ':(~ ~:eurch on the subj~ct is titill U.mited, it 
hus bC?'(!O::l2 illcrl~;J.~in0 1J evi:lent th"t on-fan, 10snc$ to =nO) sture 
and , insects over the; time peT. iod in \']hic11 gra :i. n in stored on 
th e farl.l ilrE pl'ob~\b ly very 10\'1. In an ISi\R 1979 st udy , Durnez 
conclude!> tha t "ilpparcnt l y th E·re is no nerious probl~I: 1 of food 
l)rilin cOllservatioll in the l'ural mili e u ." In iludition , farJ:lcrs' 
traaitional technique~ of vrotection against in5~ct infestation 
(b .. nanH lc~i D.nhe :·~ 0:1 !-iorghuln and b<l.n<l.i l ~1 1:;0 [\£ Lishes or kaolin 
on ueaus) have proven to be quii:e effective [or (It lc~~t lh;:ee 
to .cour lilonths . Hevurthcl czs , fu.n,cJ:~ 00 lIne in s l!ctic idce, 
pui·ticuT(.I't"1.y· \-Ihcn t.i,e:.' neote nn infeSl:iltioll. ; 'itnd d~cn !\\u lathion 
is of ·fercu. for ShIn ilt cooperative ~~!..li5L~cs., f arr:1C I:S <10 buy 
it. 'rho (."va lu<l.tion tealil tJv.:!rr~fore sU ~J'Jests that the: DIRl\,C/LCS 
of£ice i~pl {"I:lCnt the on -f arl:) l;tl'Jra,)c ~':lmpn i 9 J1 at:: oLltlinwJ in 
t he project PilPI~r.. f\ major ('H)JI1pOne:1'': will be tjlC~ pr<.wi~ion of. 
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adequate supplies of malathion for sa l e and s ilo use (plus 
phoatoxin for. tile silos) to carry out the campaign. Fai lure to 
fon-/ard - plan appears to have resulted in a shortage of these 
chemica l s to h:lnclle even the needs of silo- stored grain during 
the '1982 stor~llJe season . 

(b) Cooperc:tivc:: Silo und \varehous2 Storage 

Cooperative stock records on file i n the DIRAC/LCS office 
indi<.:ute tllClt, I-d_th the exception of Cyeru, l ittle or no 
stl)!"':l<Je 1 0:;:;; to f.loisi:_Llre or .i.nsect~ hun occur r ed . Team vis i ts 
to eight coo:?cr.,Jt:~_VCG confirm this. JIm'/ever, \-/hen los ses do 
OCC'UL: , they cun bE" Sel"iOll~ . The Ru tare Clnd Gikoro cooperCltive~ 
h.:.tve report~ rJ. sorghUI:"l 105£;05 becil.uGe "no malathion \-/US 

'-1vail able." 'rht: cooLJerativL.:::s ' los ses prohilbly are a good deal 
hig11 C::[ than 10GSCS in on - :::arm storag~. For the Gikoro 
cooperdt ive it is a 2.7 ~ l O ~5; and overall for the program , if 
the:.;c I",ere the l:\.:\jor 105 s e :-~ ", the percentage over two years is 
about 2%:. 'fhc l ad; of pCl-iodic surveillance by th~ Lcn staff 
(1) to assure that proper atorage tcc]lniqucs a rc carrie~ out on 
il continuing b-3S is , (2) to provide on-the - job training and (3) 
to suople sto~ cd grail) I/ou l d bo t he major criticism of t11is 
phase of the liroject. The L en grain !Jtorage technician has not 
been in the field since S~pteJaber 1 98/. . This is in largo part 
due to f4INN;O !) : ~CO ' !j travel restrictions, forc~ng the assignment 
ot highc'( tnl-"el priority to audit and training. Although the 
)1rio ).:i(;.ies atli:: deten~ible, the tr-u','el rcstr iction is cGurting 
d isaster in this £ol."lila tlvG period . 

I\s concluded :~rom the .J l)ov(~ dj sCUSSiOll, the eV<llllation tenm 
T.<!cc:lIlr. c!ld:;; tlVlf. thp J..:CS st;J[f. plan ::l. :1d il:lple:llCr,t the on-farTil 
stor a'J~ cu. JilP~l i'J ll \-::1ici1 is outlined in the PP . (This muy 
rcqu i roJ tr.nlisl ... lioll of th~ relevant PP sections into French for 
the Le S stafL) Special atte n tion nhould alGo be given to 
pt"of"' uring i'lsccticic1es for both on --far.m and silo stol."i"Lge 
t"<?q uil."'0.ment£; . A!:"rangelaellt:. shou ld he nu.de for their tiMely 
(H~tribution, j .0., to asuure their availtlbiJ tty befo,:€: the 
hnrv<:;.3t seasons. 

In inte:.:viel's Iv:i.th the cVulug,tioll team, coopcriltive 
m.:'ln~gers huvc ft(,qucnt ly stilted that it is difficult to 
estilllute the volumE:! of beul1~ unc1 !3or.ghulil storcLl ill the silo 
cells at any pu.rticillur point in ti lllc. _ It: _.1.r:o ther~fo:::-~ 

rccolln.lcnde:::j t ha t e::iqh coope r a tive be pl"ov ide~l \.; i th a r:;::'<'l<lec) 
IIle ~ !;llrC or scnle to determille more ~lccuril.tely the tonn ug~ of 
b e :,:)!"; and soryllulIl sto(ed in a silo . 'flit' <JT.'i.Hl~d n&;.:lsure ur 
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sca l e might be paint-cd on the wall of the 3:i 10 or might be a n 
inexpensive, retractable metal tape mca5ure . . The tape measure 
would rneasu:ce th;; distance between the leve l of the g r a i n a nd 
the top of the silo. 0AR/R shoul d request the REDSO/ESl\ 
eng inner to devise the pozt appropriate method. 

,·tost ii!l?ortant:.ly , the J,es gra i n storage techn i cian should 
visit each ~ooperativc ~t Inore frequent intervals. Assuming 
thClt the (.l1;:lcr LCS ~ ti\ff 1Il' .... mbcrs can also monitor storage 
technique !": on tilel7: pe riodic visits , it is recommended that the 
Les stor~ge tccllnicinn arran~~ at least quarterly visits. 

V L lms El\RCII 

The t ec'lnicdl and socia-econumic stlHlies pr.oposed in the l.JP 
huve not yet b(~en un(}ert(Jl:~n . l\s disc:u~5ed in S~ction II., 
SU mJ,l <l.ry and Statuz o~ Project; Inputs, thE: LCS r~!Jearch effort 
..... i Ll. bl~ cO;:J~Jined 'Id::'h cOH1 r,l ,~;.,~ !-.ta.ry t'C:!seu.t'ch to be financec.1 
u!l,lE:r the Food Sto i:'-~.le and J1~d".et ing project, Ph:lse II, and 
under the propo,setl Croppin'J Systems li.lpJ;OVcment project . The 
5ele~tion of a 'l'itle XII university is nO\-l in th e final stflges, 
and it i3 C:!>:pectcd tlHl t the n~search te.J. lO Ni1 1 arrive i n R\·JanOa 
befo~e the cnd of t11c year. 

-I n rc·/i c I-.'ing the prOpc.I3c<l research progr.am , the evaluiltion 
teum 11<'1.:5 noted tln-(;!c potcnt:ii:.l inforlhaU.o n/data gu ps \'Ihich 
shou ld b(~ u.~ur(:s::;cd in order to ilssure oJ. complet.e unc1 ilccurate 
underst a nJillg or tlH.:: R"/ amlan mi.lr.};;ct !~t.:7uctu:rc and function. I n 
an Gffort to create a coopcrutive network to fDuilitatc 
interre9.ion~! ! tr<IIl!.:iers of fo01 stoci: ::; fro;n SUI:p!US to d~. ficit 

PJ~0c1"1ction it re.:ts, !ll~r ;:€;:ti n~J ll " t~ sh ou ld be systeuatical ! y 
cc.llcctcd c.nd C\n"ly~;ed for u~;c by GHEI~lImlit , the DIH7I.C/LCS ~tuff 
ann tile r l:~ I]: onil ! coopcr.aU vc lmiol1s. Spt:.!ci f icnIly, the tcum 
rl;~ (:or.lInent1s th<lt per:..:or.nc). ~I ~ LC$ cooper.uti'.J<-: s ilnd GREHlIIr,'il~ 

... lUrehou ,;cs ya thcr (<1) \,;cekly price tia.tn for iJe?.tH.' and sarfjhura 
fro m one 1'I (! d:-:b:.r' lO<ll-i:ct per faGility and (b) datil 0:1 ql~u.ntitie5 

brought fol. sale to '2tlch In:l.rb:t. 

'rhe s ec·(.md inform<.Jtion g np concer.ns the c:.:tent to Nhich 
,t>rivate tr ac1t::l.s are pro[jtting by eitll ~ r tinkc:-:ing Hith their 
sC<'1.les or ll~iJlg ine;.;;!ct and inac curate 'd eigh U; . r ... project 
ac~ul.1p ti~ln .is th<1.t fil:-JflCr:.> i.: re routinr.ly c..j)eated on Heiqht 
(~ zt:lI:w. te!l of th ,;,- ir. Yl.J.in \~'i1Ull both 5e1.1ing lo clUel uuying [rom 
private tr.aders . 'J'hc problem i.s adllrc fiG cd. by introduc i ng 
systematir. <l.nti relia1)1C! Heiqh.i119 proc0d\lr~_S a,!:. the .Le.s 
cooperutive. -"he e ::tc llt of the !,Jroblc l:l is not kno'.m, hO\!C'!ver, 
but coulll ba u~c-ertaincd by compa l.-ing the Height and qucHlt. ity 
of a ful' lIle r I~ y.r a in before c"llc \.-lith UtI".! \'Ici:Jht reco!'dc<l by the 
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private trader when he offers to buy the far~er's grain. It is 
suggested that survey perSOli.:181 from the Agr icul tural Survey 
and Analysis project. could be requested to gather this data on 
a rout i ne)o.I sis I.,.hen recording farliler /produc er sales. 

To c0I'1~)l8t0 an cll1alysis of the R\'ltlndan mar}~et structure and 
function, Ll COJ;ll)rellcl1.=dve m.3.rl,eting study should be 
undertaken. Unk1lO\i11S include: 

the variables w11ich determine how the farmer will 
market his produce Joost advantageously; 

the farmer's interaction with the network of traders 
\,/110 purchase and distribute his produce throughout the 
country; 

the dynamics of traJc, including mar~pt activity, in 
food st..J..l.)l0s, cspccirilly beaus and sOl-ghum; 

the volul.l~ of trade \·.'ithin nnd between regions; 

trtlch:r nct\/orl~ s 2.nd commun ica t ion sys teins; 

farmer and trade!: transportation costs; 

trader profits, etc. 

'Given tilesc llnd other ur.)·:nm·!!1s, the :::;tur:1y should focus on 
the actqrs, transactions, CO~;l:3 and r,;.::.r:,]ins of [,lL.1rk8t.ing 
channel::. f:.r.o:" the p~'()ducer Lu the con:·,Ul:1c:.r. ']'11:; study s1'lollld 
also focu~-· em the rl_!:~l cosls of lr.an:.:;po:ct in RI.'tlr.r}il. l..n 
understct)l(:i.:,'j of b'J' .. l'.. r.orlp"~l·::nts is i.l prcre<1ui~.d te for 
oeterminiw}, the J0.05(: effici.ent c:ooper<~tive ;nar1;.::tir!g stJ::"alegy. 
'I'he s t uJy ~~;l oLlic1 bL! JJQ l~ for med by an atjr:i. cull ur ",,1 econolIli s t 
and/or an C~~GlI(Hllic <1I1throp:)lo,:!ist and r4 trar!~;port l!cono:nist 
over CJ. pc~: ioll. of 3--G I:lc)n ths. 

Equally i J:lpvr t~r: t.1y tj1C S t ul1y 5hol\1~1 in te'.Fd ce t1w 
related pric'e series d::lta u)lc1c!rtQ!~e!l ·.:ithin t.he fl~aJi1GVlOrk o[ 
th(~ Les and j\Jr.icultur<ll SllrVL!j a.nd h:l,:,lysis p:cojt2cts as 
reco;,·I:nende.:i 'lboV0. Dilta on rurcl1 conr;lJl:1ption pcltterns 
gcncruted [rom U1C i:aJ:1ily b\l(ltJ,~t ctn:-l C()!lS~ljlution survl!y should 
also be intr..:'Cjratcd :i.nto the:. J,ldd:ctintj ;;Ltll1y l.J.l1d1lscs. Proposed 
tCl."m:.~ of refer.:!t1cc [or lJli~~ "[;u.r:Vl!y u~ )~'.:rHI(~H' S !'I'l.r 1:etin'] 
structure" huv'c b(~l!!l pr.epare,] by S&:1'/;·:D's S;:'.<1J1 j'ill."mer 
j·br.Jcetin<.] l\c:cess proj(!ct st.)[[ tlnd arl~ i1tLIChc:1 uS liIlnex D. 
Ol'.P .. /R is pr c.pc:.t'e,j to f i nanc(:' lh is st ud.l· LInd er FSH I I. 



_ ..... 

' . 

.... .. ., ,_ .. _._,. . ' ~~ .. , ,,~, ,. -.~.~ , . , -"-_. __ • -_. _._ .. _ ....... .. . - . •• -- •• ---=--,". , --- - -~"--... ~ . .. , 

- 70 -

VII. PROJECT ~1MJi\GE..\"IC:NT 

A. AID 

Althoufjh thin ly r;taffed, O.l\R/R has monitored the project 
adequately, e!:·pcc iillly its design and evolution from the CGS 
project. Project mana0~ment responsibi li ty presently rests 
with a recen tly - arriveu Arisistant Agricultural Officer , \>Jho is 
sl.ll.Jported h:,.- r.Jte AID Rcpt'csentative and the prDgram Officer. 
'1'hc .... J\O ' S ,·/o.!.·:-:load, hClve'lcr , precludes close monitoring, and it 
is hoped that interClction "/ith the evaluation team hfl.s provided 
a mor~ (·ompl etc understanding of the project ' s complexi ties and 
issu~ n \-,I'hicl1 re'iuire ro£!zl)luti on c:tnd folloH-up attent.ion. 
Project mana~J(~f;lcnt [\hould imp1:oVG wi th the arrival of the 
lI.gricultural Officcr in Fall 1983. ' 

1n general, the LeE; .staff enjoys a good \'/orking 
rela tionship '.'l i to 01\P./R. 'I'he LCS <lccountan t (also the grain 
storn'.]'Z spec ial ist) h2.::> frf'.!qucnt contact \>Ji th the OhR/R 
procllrement (lno budget emel fiscal officers to discuss the 
statu5 of cor.u.lodity orders nnd project accounting . On the 
other lli:lllU, the OAR/H. ' s \·'cr"klo.J..d in both t,hese areas hiJ.s 
r<~~ulted, according to the LCS staff , in 10>1g procurer.:ent 
dclClYs, un~a tis .rac tory phone call:; to mon i tor ord(~l:"s nnd 
unan:..a·Jered l c;:Lt;.crs. 'l'he? nccounti:!nt especially ItJOuld apprcciute 
OAn/R':i ~hClrlnCJ the nFr·jC periodic f;inancial reportn \d. th hir.1 so 
that he can mc;Jl.""C curefully mon itor project am) contract. 
exp(m~:itures. 'l.'hi~ rf~quCGt is pilrticulal'ly rcn~:;onn')lp. since 
the CLUS"\ con'.:. :..-act iD \';i th the Gon. The evaluation tr;!Q.m h;)'3 
foune:, ::.:c\;era l discrepznr:i<;:!J in tlH: nm-le finClncial reports Nhicl1 
sho\.l10 be cOl:rccted, r,:OI:le involving costs \'/hic11 should be 
Chnrs (~cl to t"j)~ contr.")ct r-\ nc1 have instead bc.l'.m ::hargr~d to oth~r 
budget line ..i. teJ ,1S . 

Trlc Les f~L;:ff has (11:::;0 stated that it \'/Qulri appreciate 
periodic iil e: etin tj s \>Jith tiw O.-\H/n staff, especial ly tlH~ 1,:::0 
HepJ'e!"..1cnt;Jti ·"t!, to discu~:J both policy C]llestions - such as use 
of the n:volvin9 credit fund - lind impJ.l~mcntation progress in 
gcner a l. Tht: tr;:.:lli"i th lHcfore l'OcoJnJOICnu:;. thut l!~r iod ic project 
manclC]or.l.er.t meeting s be ini liated lhllilCd j atcly for joint 
prolJl~IiJ-s;olving , impJ.em0Jltotion plclnning ane] con~t..cuctive CJroup 
critici!jm. 

D. GO'J CT.nJ"C'nt of RI/ • .lI1tlu - !.n.lV\SOOECO 
" - .~--------------

lJorldng cO)"l(litioll!-i [or. the LCS staff at the min~.stl.·Y nrc 
fuT. from idenl ,"lild f>~ l OllJ.c..1 bl'.! i mprovell imJ;)cdi:ltcly. Improv(~Ll 

office sp~ce , uc~eG~ to fUll -ti lne 5ccrclnriiJ.l and filillg 
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services and use of a telephone would greatly.' improve genera l 
office morale and job efficiency . Specifically. the evaluation 
te.:lm )~ecomli1enu!3 that the LCS Project Director and the CLUSA 
Advisor be moved fron the prescnt , cramped office (shCl red also 
wi' ... h the LCS COllfit.:-uctioll supervisor) to a larger office with a 
telephunc . \'ht:hout a telephone, the LCG staff is unable to 
receive or send messages to the regional inspectorates, 
GRl:Nl\m~J\ , OAR/n, etc. Job efficiency is greatly reduced by 
hU'IinlJ to drivc between offices and ministries, hoping to find 
th0 cont'-lct. at hi:::; desk . The staff should also be provided 
witl} additionbl filing cabinets and storage space for office 
equipl:Jcnt and !;upp.lies. If, as recommended in the strengthened 
stuffing pattel~n, l ,nl~ASOJ)gCO assignz two full-time secretaries 
to the LCS officc , one secretary should also be skilled in 
fil il19. '1'he LCS staff nm'! has little tilac to maintain an 
efficj ent filin~ sY:'-item , and the project files are consequently 
in ser.ious disonl(~r. Document re t rieva l from the looGe-leaf 
iile folders is time-consuming at best . 

'1'he eva luntion team hn s aLso observed that the dual 
r (;zpon~ibiliti~::; of the Director of Cooperative J\c tion cum LCS 
Project Directo r '-lr~ so 9reat that attention to project-
ilnplcmentat ion has Suf[(;!l~ed . '1'he team recoJn::lemls that 
J·lINASODECO con!OicJer a li\03ill1S t o relieve the Director of some of 
his non - pro j ect re lated p<lpe:::-\JO r l: , perhaps thr'Jugh assignmen t 
of EiOr.,c of hie; tns};s to ot.her ministry pcr~onnel. In addition 
to h.·::vi rlg !.lore ti 1tw f.or. field visits, the Director would also 
tlwn he bet ter nhl('~ to [0110'0'/ up project-reltlted communications 
through the I lj~l1is!:r:{'s hicrrlrchicCll chain of cOI:Lmtlncl. The 
exauple .of toe GOH ' 1;; lad; oE response to PIJ .. No . 3 concel"lling 
llSC~ of t he r.cvolving credit fund i s citou by the tcu m. 

'r'lle LCS stuff: ::;houlcl also reass~ss requir c;ncnts fOl" 
aduiLional supplie~ und equipment ( ~uch as calculators) to 
maximizc the efficiency of field vizits and audits of 
coo~Qrative account~ . Many of the cooperatives' calculators 
arc not v/or}';ing p::oper ly (i"!nd should l)e repaired at the 
cooperativc::s ' c :;.:;~cmoe) !:o the u.uditor must have his Olin 

calculator for Gjtc uudit s . 

Lastly, il:> re{!uired in I'lL No.1, complet'Z:=d silot; and 
\'larehou~;es should be marJ~cd \t/ith the AID l ogo. 

C. CLlIS/\ 

Both OhR/H ,u,,1 thc LCS ut.lff have stilted that CLUSl\ 
contract mana'-'C i il(~ nt is Gatisfactory. The CLUS.h. P1:0jCCt manager 
in Hashillgtoll vi.cits {{wunda once or t .... ·ice a yucl1: , and 
COIlIl.lllnicatiof1s b}f t.elex , If-'tter and telephonc= Clre effir.icnt. 
RC~p r.J :H~e -tilne is satisfnctory. 

it 
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niB E~:cnl1cTlcy the ~11nistf!r (fir ~oc1.'l 

Aff::lirs nnd Cootlcr;'\t ivf! \~ove..,!~ nt 

ole IUn P;xccl1~ncy the Hini!ltt.'!' for 
Forcir,1l AH.:1ir~ nnd Coope:rntion 

Kir,nl1 

Dear }{r. H:f.nbtcr: 

• 

July 9, 19:1' 

REF, hIn-221/8~ 

Suhj: Local Crop .!:torR~~ 'Pro.1~ct 

AID ~To. t;')(,-IJID7 
tMplernnnt:lti('l1l Lr!ttr.r ~:o. 1 

72-111-11021-3 
903-52-696-00-69-23 

'l:hi!J Il'Ilplcl' '':llti1tiou L'=.!ttcr in in:1ucr\ 1.:1 :tcC'.f.lrdnncc.- with ~cctil)n 4.2. of thl! 
rro.1p.Ci: Crcnt !\grc:!T:1~nt for thl!. Locnl Crop ~tnra:;c i'rI)1C!ct. r.ir,nC!,j by the 
Ccvcrnrr:~n t 0 f n\::\ ~\'l., tmd th(': 1\ ~C:1Cy for 1\1 t;~r.I" t irlll,1.l !h-!'/c 1 Clpn:cnt on !·t,y ] 1, 7t). 
as Rm:', ntlc:rl. nn!! j)ruvideD ir.(Or.!Tlltion on :>:J.ti'1f:tctjon of the condition ot'Cr:~dCT1t 
to dlnlH!!"!l(':Nnt of Grnnt fll~d<t for the Revo)vinr, Cred it Fund. ~(';ctiO:l II.?:. 
provider: !;hf.1 t pj'ior to dinhHnol c :'I~at e;[ r.rn:1t fun';!> for thl! !).(!votvln~ Credit 
Fun,j, th·::! Gov(?J.·n !~ (mt of Itv~:nd ;:,',,:f.l1 r.ul'TJit to /.10 n dC'!t. ,'llle(: ;"I1.:l.n ndcliw1tc to 
r.ho\", Ilmonp, otl,!~t' thin!:!), hr.':.; th<: fun:: ',Ittl b~ (Hh:1inigt!:r·.!d. til"! ad:tlLnl~trlJtivc 
C09t of pl'ovld1li l:; credit, tcr1r,r. (or rrovidinrt crccl.lt frn"! t:1Cl fund. Ilntici ':',ateri 
c1efault r~t/;, nnd thC'! "1~cIMllll;nJ God crtt(~ria for r~v1c',oI' all(~ "11\~rf}\rrll of Rnt~cific 

lO~l\\!J , 

As 11 tHlei!) to ::;,')U~fy ::h1.r. cont1ition ':rec~c!cnt. tho 'Pr.o1~ct 1v!.!': (unt!(!d 1\ t'cflort 
d<ltwl ~!'l.rch 19'i2, h:.' CLU~;A A['.ricultur.::.l f.cnnur:lint, ~!.lf.!~"rd. !l. ('.ntitV!f! "11H! lise 
of thr. iVl"'alvinr:: l"u.vJs o( th~ f.p,ric'llturnl (:ooperntJ.v'~!1 (l.CS) !'roiect," 'I1\Q. 

conclu r. ionr. of the CJ,U~A rC!.port, !l'J"r:rmrir.cc! b~lo''''' .'1t'e! Jlccl!t'ltnh]c to AID: 

I . "'hero 0,1'(: three tYP'!!i of t.cttvtty on the PAt't of the cOO1'(!l:nti"~R r('!rtIl1ri"~ 

er.ndH: 

]. t'l\rc:ha~1! of bonn, nilt. c;ot't;h\ll:J locally, Rtorin?, thc~ amI oo111n.~ them 
h4ch to cOoNrntorn, S!:I'ltl fl Ut','J olno l:.n.V be. nccrlcd to funtl P1J )',chMcn of o ther 
t~Ol,'.Irl for 11 cO:lptoir rio· \' (':1t.(I_ • . -- .. -

2. In. tllf~ Cf!f.I<:! of ~ r: l\ orl:np.D of' bonn.", or sorg1H.l:"l. THlrch n.:linR o\lt~tdf! tho 
corr;:·,\un(.! for ;ttrJl' ,')r,c null ~...,l~ to:> tho crw!'('!rntlv(! 1':(!;Tnbct's nnr! ochl;'r!J, 

3. In th!' c:\!~ ~ of a fiurrlus IHlrch!'tfOln~ in t ho:! com,nullc or,., innt :\ contrnct of 

\ 

) 



" 

.' 
2. 

It. Ct'~cllt for activit1.cr; o"f lOCAl operntiono nn'" "l"':t!,ortln~" LMns tnto the 
Ctw!'nune \oIjl1 be proyJ.dcd hy thl! I.CS Project LOlln COll:mittc(3 '.Itl11zinA Revolvlnr. 
C1'edit Fundo. CrcHlit (or the 1tt~"pOl·e' l\ctiviti<:J) mny be olJt~il\cd from the UP 
l>yihh II. Rti :l1:·:1.HtC .~, by the. 111.nlr.try (HItU'.50DI·:CO) rt!voHlnr, credit fundn in place 
of. n "co~1. f:n~r". 

nI. Procc(ho:c? for providlr:f: c.redit are described in Annc.x I of the Report 
c.!Otitlecl "1,0;10 l'n,c.c!lurc!ll'. Any c1 a [uult will be the respollnlbility of the 
coop~roti\',: hon:(J <J :b .~ l:lOIlf!y. (The Annex r Lonn }'I"C ... ccdurcs r~fcrre,' to in 
c.oncluoion III of the Hor'l"i:> R:::tport ar.c cttitchzrl to thi!; i11'lplcmcnt:1tio!l. letter.) 

IV. The 1.at nr::st r .r. ta of ~~Xflort lonnr. ulll be Ret by the BY'. Im1"ort 10:1n') 
uUI ba rr, :Hi ~ ,,1: th~ s~m;:! nltc Il.S r:!Y.pnr.t lo:mn "'ith no chnr r c for thl;'! P.IJ:ullntc~o . 

Locol opera tiOl';, ",ill he (ill.:l:'ccu at R rntc up to ~7. lower thnn tho. rAte ch;'!r~r.d 

bi' the El' for (': ','r101't lO~~1 :1 . Thr. U9C of tha. p.ljarnntcc fund ~J ,Ul be ncp.otintcHI 
rric.r to tiL(! h(~r.innln!l. of C,1c.il hal'Vllf.'t !:oC'.'ii':r)O. 

V. It it; C',7.pcctcd thnt t.h~ co .. )pt;!rl1t!vc~ \-:111 nnk'" '" profit., p:1l'ticu13rlv on 
their e>'l,,-,rt (1 f"~ rnt:ionG. :l1l r.1ud!l".p, eotfee. '11119 !':houlti mllke it unncce911,try for 
coope:rnti·.'~· i: 11\ food fl1lrplv!) CfW,:-:iUllC9 to horrot¥' for. locnl nctlvttin<J 017 i r.l~,ort 

aftar t",o or. the:! nt th~ "(J fJt three yC::X!l. 

VI. Uttilll i1 t~:l:-r n le ~;r.l ~r\t1,ti' if; ncedC'oi to be c:nt8bl:l~h~d ttl , ,1:)'M, p, CI the 
nc\'olvin~, Cr. .'- II:i..l }'UIl::l 5.n li e '.l of the )·:J.nbtry. l!\L'rC nr~ tuo n\cp.rnr.tivH(;-
pll:lcll1~ .!1 .1pJ r.; i :t l L ·, ..... of l on-Lim! a u:"\1.ou of C!H''P ( ~ 'Ii;'l t'l\' ao. 1'he Inttt'!t' irl rccom
me ndell. It if! \)(')'mittcd 1Httlt~r th~ cUl:'1.' cmt (19(J() 1..1\1 ~ntl b QdCIl f~;'1s:1bl (~ . 

It is the:>, o? ',!.nj o\\ of I.ro thr, t; thC' co!\clll :; i('nn ann tOlln nTocr:dun;r. of the Hct'r:i.s 
RCi'aft for ::! I ll } :tc:cc ptf.lt.]<.· b <;:,lr: {Oi: !Icl tiofnction. of. t~1t:~ c(llv: ~_ t"lon 1"rcr, ~rlnnt for 
~ i !';1>\lr. =;~ \~. : , ~t: {O~: t. IlI! ftcvolv.1 n.; ' CrLl(lit l ' uod R .'J rC'1 11'ir~t1 hy S{: ctic..n 4.2 . ..... 1: lh~ 

l:l'o:icC1: r.r nn t /.r. r.(lC' rn-:-nt, \.I1t.h 1:;'/1 fnJ1C" ,J:j.l ) f~ TafJ.ll':~' :"\::: llt!i: 

1. r1:i{I T 1") the! for l'!"l. t10il of ~ lc·r.nl entity to r:nn.1:':~ th{t ycvot·J'in:,~ c;r(~'l1,t 

fencl, tho li :i.Hj, ~ tr)' of Sod ,-~ l. A£ f r.irn 111": C:ommuntl')' Tlcv~lor~I.'.Ot:, Community 
nc>w; loJ1l ~ln 1Ll J h: r~ : lu fat' ri\\ ~ !ll' : :. i\l ,\10 'ltd ,') in th o,,: .\ ' ri? I: '" hnfl provir!nci ;1 U:i.lirlfl'l ~ 

fo)' crc.die l ucll .".~I t.h:lr.. H1. tllr;tnc. r,tl :::1)". r~volvL' >~ fund. lis i'~ !' Annex 1 ( ~lorr1[] 

ReI'CJ\.'t)t!: -.' 1('m' {:0 1: :1 !! .tc t. t.\ ~; of t,:I :! t'cvo).\' l1\ ~ fund \:$J1 i tyltiillly he COIIfJ l'1.t'1 t an of 
th,,! n1roc;t 'l r (·f Coopf: rnliv.: / ,c t:1,on, th(! Cl/USA tC!('.hnic~l c.oul\ !H.~ lor, ona LC'1 
trniuing c, f (!.c r!1" /lad :1 CCjOp~ t'::.t!.ve. rerTI~~Ir.llt"lti'V c. TIncc r:f the foul" c:on3tf.tlltc 
n q'lorum. 

2. /IID r. d\, l1 l1C~f, to tl::: )': i ni r tn' f ur lQ:;,no to COO!H! \"nt: i.vC:1 \loul,i h~ prl)COiHlCn 
th;:-ouhh c.n 1.ntcrc .<;1: frtHl CCi!Ollrtt. Such n{h·smc(~r. \/1.11 he r(.!qn c!;tcd \171 th2 :Hn!ntr:1 
for. lonn r. ftltHnr; ..... ithin P1'l~ \' J. >,) ll!1li' <''::I:t' t;' (l I\(lon crH t:!: l'in ~ LCS lHH~ f;Onn~, l of CLUSt\ 
Hf thin 'ch l) '}!inb l: l'Y ',w ul,l prf.'l,,· .lll c t~elHd. c" t l1~ n i ~ L'.m c: ~ to tho ~ ~ ~. niAtr:,· "l,th 
l't! :,.\.cct to tho:v 'o 10:101). /lf l \,· ~·. l l nD t" Il~ : :'li';t th~ l! i.111 ~Jtr)· t(1 cOlllpl;: ·.tith mfnlmal 
AiD m'jnitnrhlg " "d r~rot't.l:'. ~; T C·lu1t c; I1 :!1\t r~. 
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3. HheravcT posnibla. loann to ctlopcrntivc9 from the ~in1stry's crellit 
vindo<.J \1ill be hy b:mk trtl\t>fc'r occudnp. cnnctlrrontty ~l1th :m imillcdlnte 
ere/lit noed of n c('Iopc r.'1tivC!, \\nrl not by c!l~h tr'\no;fer. 

I,. CooperAtive l.nf'.O rep:l:-'M~,nts, an'" I\P loon r.\1nrnntee 'P1l~:lcntQ. 1-1Quld 
be depopil:od hy tiE"! Hinhtry 1nto II Fl~parf\tc interer.t hp.<!rinr. Recount mAnaged 
by the :l1nlstry - the Rcvolv1.lIft Crndit 1-'unel - .. mrl W'oulfi be av:::tilable for £Id
ditionol reh:t1din'~ to conpct'llU.\,I:I; (11"'\ for. Dr lo;m gUArnn tecs ) under approved 
Projact lendtnp: cdtC!r1f1. 

5. 'l'rf';llch~!R of AID fundi.ng (up to $/,OO,Ot")O) 1,"oulrl b~ completely procc!lscd 
throu"",h thl'! :Uni!'HrY'!l int: cLr~'1t f:nc ClCColmt by the Proincts PACrl, A.S c'Xtcnr1cd. 
P.elo.:ln!1 and Rllnrtl1ltc..:;:'i frill ;) the j.lltcrc.<:t h~:\ti.tlr; Hc\'o lvin!!; Gredit Fund nr:COllnt 
wottld contln ' lp. flO I <'In f/, ns th~""';""(" e i!l n need fnr ·thl!:! l.entUnr. nct1vity. 

6, The totnl n11!r') uat of r,u:lrontccD to lit' for "c:x"port l"nn~" uil1 not Q:~cned 
the Gmount of nvnU'-l.hlC! AID cl:~(l:i . t to th~ t:ini3tTY plUG the total or loan rc
pDym~ntlJ und !\P !;\I<lr:m tC'c payr.t::,ntr: in tlLe T:.:.":vo!vinf; Crp.rUt f'lmn. plus nCCl"IIcd 
intClrcflt, 

7. for "II cooperative l(1t.ttl f.lctivit:JI:r: AID T. cqutl"eS Rct:li-nmlUal r.cflortG 
indicRCinr. tho ll1J' ~,b'.!l" nnd 8tr.OI.'ut o( Io"nr. 1.1-?do or. r: \\lll":I\\tr.cd. the. nllmher nnd 
a:nount: (,f dc(uult!), tho 1\.1:"10 UI'.1.: of 10::.n r c p fl.yr.!~mt!j :tr,d BT' p'ul)r::nt"0.(; p.1yr.r.mCll 
into 1"hr:. r.r;vo .lv1. n~"; Cr.cdh: FI::Hl, th~ prr::o;;-:>l1t balr:lltc of that. l!.ccmmt, Anl1 tho 
amount t)r. c:v:lil..,bll~ t.lD 10 ... n tl't'dit to the !-!inictr)·. 

(t. f,ilould thl'; m:m:!f' ... ·rr:i"mt o( the RcvJlvinr, CT(Hltt Fund be t "lnnn t'crr(:d to 
anothe r I n.fra l r ntitj' 6uch DC r. l1:1.:I ':m of coollcr.1th t-\n thp. Fund \; " u1.d not h0.I:OI,!~ 

the p1.'0f'>;; rty o( thn lI:1ion, r,lIt:. ,-,ouid "t.'j.t:h~.: he hdd i n trU!it ( ot" coopcrl1th'c 
lo!\dlnr;. Upon th £1 (li~"lu::iol"l of the; u.d .c,n Clf conpc;r<t tivl! !l the f:.cvolvlnr, trf.!dlt 
Funrl \o1\)utt!. rc! '/~rt h~\ ci~ tc thc; I~;t ll ll?,cm·:>nl: (If the llini.r; t: ry. 

9. Shot!ld tll e r-c! nr.: lonr,(J t hI! n n~c •. l {'or the l\Q\'olvi1i("" GTI:dtt -runrl, tho 
Hinirtt)~)· iirid tht' U,!;, r:!:1~,iD ny (if AlU tr. no l cm!:c;r 1.n opnt"fltion In R\1;.\ndn) ~"ould 

mutuolly ..".::', fC(! to t hl! (li f!p o::it~.Uil of th~~ t"u\'olvinl' C:T!!ltit fund~. ::uch 
CU:1P O!l l.ticlO cr,n he f:'Ade: (or any PUTPOf.lt"! (01.' \·,htch An) nrp·rorrl:!tiong 1,'0111(\ he 
AV(lil:Jbl.c. 

You nrc. t'C'. qll c:,t\~ d t.o indi(:nt.~ )'0\1r. nR'· l~ c:"c nt to the terr,)!; (In l\ con(Ht!:lCJn~ or 
th10 !Cl tu;"!: by £i !'. II i.n~ he lot." ntlll rr.d:urn 1.t1 :": tho ori.tI.iflnl of t ld!1 lottC' r to /,J.ll, 
Such "f;\: '~~';',cnt \1ill cC'nGtitutc lillt:l.n(:H:t.lna ('It tIlt! cC!Hlit1.01l PT(: c(l:h.mt to 11i!l
burLc!"' i ~1\t tH'.t forth in Sc.ct"i(li\ fl.i!. of the Gr<:nt /If;rf'.('··I(lIlt. ·.i"h~ dnte for 

_." __ . __ .. fll\tir.f~\t' .tJ. ~Jl oCch1.n-1ir:ction jr, h ':.> lohy c"):tcn tlt'll to ~:" rl' .. 10,_11)~?' • . 

VC!.ry truly yOIlt'~, 

r:IIJH\I\O P. . r,h :I,W'": fa t t 
Ali) A[(nirn nfUecr 

For th(: Hll1lotry o( !iC'lci.nl M fntt"n mHI COI)f'lr.rnt tvro '{ovt"''I'nnt 



lJUllliAiI D' ORI!~nATr01I Dl.:3 

lllL1~QUES 1'01VLl\Im:!J 

D.l'o 1346 Y.IG.'JJ! -----_ .. _,----~---,----

iOT1~ CO:1C::!YUJlt LJ~ RI.)l!'ORr DE m::;::;IOll DU DR F.JJJJ }.:armIS --------------------

1. rr.Tr..oro~TI();~ 
- I ,_ ._ 

1& lr.chl~ (;Il l'l',port p:J~o doe problb:::":8 do oO=1'X'oh~llI)1c.!'\, l' autour 

n'!tr-nt pR.!3 fr·ll'J.ll\)r 110 1E1lulleu!t f:rnr..~.:!1.oo. :fur aUll>lU''J \Ill oort.'l.f.n 

l11)lUbr. dl!' l'm;?O~ e~nt c.t~-j.ba6lJ aux lk:::11\.l38 ?op".uLli.rt'ti r qui n'w rooon

~~~~~nt ~~ Ie patern1to. 

k!l 1l.! .. l'lqU'(}D furr...lln..1roa puitroU1; t~ 1(:) rrop=l!J1ti(l;ll~ UU1.vuntC9 de cull.o.
L-orn t1~!:l I 

{Tn Y"nt!n d~ r.a1·'ll1titi, dc-at In &00t1..on PO\ll'L'.u.t Ctre oor.t1oilr 

It lA R:n, lit lea avo:!..rn dl~rC(jCB L'.U lOllP (\vTn'1t 6!u-ontj: lu 

IJt-6tu ootI~y60 c..u:r:: aUou coop~rot1tG. 

&.u· 0'3 :>oint, J.o eo) do cl.cEl a'rou"l1 du mD M l'lOc;61il «11. CIJ~ptt: 

OOlU'(:J:t en bariqUl) (PJR) pourroi t ccnr:tttucr Wltt prcruie!.'a 

dotn i;ion du fo~dcJ. &11 d' r.utl'ca fonda n~ pJurn1ov1. 6tre l1bor-~d 

i'uQUt'U)·mt. 

]AI roraonnel n ~le")c1t:tnn t\u D.aasll IIlJtic.nal.; de dIm., qvo 

lGIl e,ecnt:'l d'oncRl'h.'{!lJlcrlt j,4(!'~cn·t Gti""O pllll' etabl"!J, ot 

IlQ ~ "'.1l:u' dr.:: Iltltn'~1oJ1c "'-'1t.r.J'rnnt. 10 ben tOllCtiC'll!]OIfLcnt 

40 I' e.l'% teor..iu.quo c.u~ til,,£> CI)OpOl':'.l.1.1ft: (1) 

h .. __ ... __ • ___ .... _____ ._. ___ ... _._ ..r ..... ______ .. _____ , ____ ~t 

( ,) Vob4 ~ppcrt CruD IlCo.~t::.·J.b.lUC'u b. l' c'V'ulu'lt~o~ d 'un projut de 

0110:.1 OOOI~~lll'Ul~ ~u 1~'1(U1Ua", 1901, rJl.1b'9 15. 

'A./'" 



l.a tOl'm.'ltion deo udr .. !.Jlintreteu.ro, dell I1cI'Imto parn!t 

importunto, pour III m10e e!l pInoo du orl..~~i1 t. n lJomblo 

que dana ce domnine leo objoctifo n'ont pac eto atteinto(1) 

Lou uUot. coopurutU'o Dont parfo1rJ rottaohtis n dOB 

coolloro1.1Y(w, un rioCIUC de confu.oion duua la eeotia.l pout 

nattru. n r ... -uutt 11111lO1'tont qu'une cOlJlpto,b1l1tO aoparoa 

dar; dloo (Hi.lnn, CoI~pt~ d'erploHation) Boit :ra1to, pour 

p-"'&:cntor dell dOGoiol'u bancabloa. 

In tr.{~~cnce du oont!~lo de In geotion dc,~~it 6tro dotor

m1n~3 pour Uuun'i;1r In l,.;m.'1O utlli!311tiO:l des ored.ito. 

outro lu fo.1t qua 100 oUoo dovraimt pouvoll' ll.ohnter. lOJ) 

ntocl:r.> de prv:l.u1 to vi vxr.Lcm) ll.U mc111e:ur 1!lOrlc.nt POUl' Leno-
ti alor ~e prix du murcho lca plU3 fl1\'vZ1lbloa. ot l'f:Vl!llc\rn 

Q un ooat inol\.UJ..'lt loa 1'r.uitJ do gest1cn (W!l.'lrt1DO!lI:ltmt do 

l' lnfreo truoturo, srunjro du L,..Jrc3ut, tru1n n.clJ1li11iIJtrutii'e t 

ooat c1u credit). des Bt1I'unt1oo c1' ccoulomoat dovruiont litre 

",PllOrtuOIl, B:l. lJOuoi hlo, p:.nll' lloutl'Tli.l' lea 01108, (111.!1£\ 10 OlJl.l 

au oaux-ci auraiant den d1fficultoo A ~coulcr (Citu3tion du 

X").ll"Oh6 ccfnvoroblo) ct rcndnnt loa viloll coo peru tifn priori-

taireQ IJO\ll' l' ccoulco(,:lt lora deo ma.n:hcEI d' nppl'oYi.uloi1n~!Jcnt 

lnncen pc..r Itcht (J)~i'tllGe Hutiollulc. 1~1otore do In Jl1ut1oo). 

(%) Voir lap~rt CR1D, deja oite, ~lGO 15. 
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Le rapport ~11l10 uno aerie dlobjot!J b. tinnncer (p9.gCn 5 ot 6), 

paruin o~-c1, noun oonoiuuroxw lea euivwlt£J comma bD.nooblcs t 

1I0tUJ rGOlil'VQ do l' ctudo :1ndividuollo deG dooalers ~ 

- stochi;o do produi to vivricro 

- cO!!:!lleroiul1.on tion du cilfo 

- 1m~tB ccr:tcoloB 

- llXlulwIJ n grnino 

D'autT\":[J objoto I.:ll.'nioDcnt cxoluJJ, OOtm:llf Ie finnnOOlQC!lt do ychi

oult:tJ (c()nt 10. CL!Jticn s'avero h l'oxpc).'.ia.no!3 deceTUnto), ou lee 

bdtin<mtr; (n.'\'¥l-'.dn,'J), pour ce dernic.>r objctr il parv.!t pl'Uf{I~-Qbl0 

quo Ie projot oiloo OOOrero.t1.fr; J.ibora los fo:d.Jl proproo n6cc£>o:.drco 

(puMc coc:1.1lluo, cot~~tiona)t 013 qui pout COI1Jlt1tuor uno part de 

In f}!}.'~tio c!u l)~t, (d'a11lotU\J nleatoiro, III renl1uution ,';1 In 

garU!ltiO f'J1 CIlD do 111m raOOOlU·iw;;'.t!llt du pri!t, aYiL'1t pour cttvt do 

me1.tr<) un tcrmo nu fonct10nncr.-lcnt de l.n ooopcratiTc), qui rout 

oere:l-i'.:U''; Ilvoir un eUet p!)y"h~lo~iquct POll 1 t1:t. 

]'.a pmento no1..o n pour ohjooHt do poDOl.' leo basoo d'une dwcnuw10n 0."(130 

1_ p!l......-t1lllD.1ro co'lo0mG (projet oUoo coopwrntJ.ta) pour elaborcr cnouito un 

doOUl:tUlt de bnno l'\ir,iCJ[)['nt 10 collubora ~·m r.our l' intOlYl!Utiun dOD bwl1UCD 

populairc3 dWlO 10 credit Ul.U: 01103 oooporotita. 

Lm.l1P/'l4, 6,82/F. t,l 

- ~d11. 

- .Adjo1n~ 

- Conooillor a la Itl-~ot1Gn 
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AlINf.X I 

LOA}! r'ROCEot'RF.S 

The 1.(; ;' T'( \\"ohing fund nn,l tho r.tlA·t'llnteO! runn \J111 ho vente" in 
tha lor.£ll (;u::iey of ft uninn of fQderl1tion of nr.t'f.cultunl ,:{cIlQt'ol-pur
poae coop!'rctlvc:J. 

A lo:\n c\) iolnittce will be net up, 1'1'oh"b1y cOl'lprl!linr. the Ilwandlln 
dh'cctor of ehe T,eS rro.1 ~1 ('e ( I·:ho ia th~ Director of CootJcT:,.tivC! Action). 
th'J pr~.i cct CCCO\lot:l:\t. th~ flr01cc:t er:~ lnlnp, officet', nnel th~ CLUSA or 
flt'oject t ·~clll\;c1 :m. 

Tho "!lil:'\I\" anl1 the "CO:'l\ltc d'ey.T' lnitfltion" HiJich ATe nu?,or,crl to 
be (wbmi::tr.t! r cp,uIJl'rly to ~~fNASOnl'r.O. for three ye:tTA, t f thl'! coonct'l\tiva 
hnn exiE1t<:f=. cll ·} t Jonr,. the! l~ t'll ll\ ntocb. of the c('Iopcr.'\tivc (kcpt-1I!>-to-t!3ta 
tT,':1Il th 1)") , n:\d litH crcdit trbr.c. ry (,1 tII!~: Co rm that it:; I'IT('IP09i~d) , [lhou1d <111 
L,! c.vl\iltlhlC! :ill thfl HiniatTY "0 conn titute ft full rlo~nict'. If r.1v!:y arc 
not up to tJ a!;u 1:hl:)' nhouJd t-~ \l ptJntcd , bcfr>TO tho IlpnUcFlCio:'\ b rliBCU!l :::~d . 

'lilO lor.r~ nppH .cllt1oll (or." . An pro"o[;cd hy the pro1ect fltt.lff, ohoutri bo 
COTllplctccl tl. J10 t.il l~n r.: ll hy the "Con ~t! il rln Cc:~tion" or I! mn.1ority o f' ita 
1tC1 ~~Cl'8. 'fho "cnc.j~cl rour C'oo"l, ~n:t ive," the prc{(·ctoTFll inspl1ctor of 
(!oope:rath':':: , or th t, r.ui' :'!1:'! l r:~r. , uhouJ d t.l!Hl1<Jt til(' coona r at.1.vt:! tn cOMplr:te 
thtl form (Ir. r, ·.~:J :\r r) eh:;.t i t 1 ~ C (}::,~'lGtcd corcl!ct1j', 'fi le fQTl1 nhoulr! fJtnte 
th·) iut(!rv~ t r r, t: i·~. n t:. uilich il:nd :! arc t: .... nilnh1e , n~ 1nlrl out:. 1n the to ):t 
of th11l r c!\ort. Th:1 (on'! ,, )00111(\ he nuit.1h lc for ;tp\llicnt i on (or cre:Jit. 
oe the "nnl\ ~Il :!t' Pr>tH!l:.l.1. rclJ." The I.e:·; nrojcct at nff \'1.11 ,1ad r.e in i1GE1\Jd.nv, 
tt"i.t t.ho d (J!;' i-' ~. i. r for th~ 10:10 ilJ COI:jllt~t(l and cor'r c r.t. 

If the ] «1:0 c!),ce '!(lo f1V~1 d no9 th ~ rioc1.11 contribueiclO of. ehe 
cO('lpcra ti\' o a t: th~ tit-I!! it in l"c qur.c:tr'rl, the l%ti 11111, Artf.d.C!. 2/" :Inti 
Art icle:) or- ~' h', "A'~'rpt: Pl'':: .;',lC\lc1r.,1 '', Ho . M./O r; of 1(. FehrlU\l'y 11167, 
T.C.·'1uirc!I t il-:I~ 1' 11(',. llinbH:c: r nrt: 1."C .. V('I~ the 1 0 ,-tn. 'I111n mlUH ur. cnl.'ricrl out 
if lv.:c('!'!:e ~ i.· ~· 1 or eh!.! lOfl n i n no:: lc ,.~l\ l r.nrl de fautt C.lnnot Le the 
5U'" j c ct or :l 1m: (I II it . 

Th~ ('.rc ('1. t c Oln:1itt{lo \11.11 lillV!) r c,~uV!r m(JOtf\lJ~ !l nnrl nct l)r o!'.!j'l tly 
0:1 lotill t CCIU:J c tr.. A l'CJ'!T<:II : ·,l t .'l tJ.:-Ja o( elin COOpl'll."!lt1.VC iR c:ncol1r ': l"'cu to bl.~ 

prnHt:nt .o wl f'l:J )' \l r c· r;c.:nt th,. CIl'lC. lillY rll 1.turu to r -:.n,"1 A 10l1 H shnU bl! 
c-Ol\~ iderod o'.! LI rcn:-lon to t. r.117 tl)j'l 1l1'pU .c rltion ror flnothc.r 10:m . IlclnylJ.u 
JJr.YI:I;:ntz; r.h :'411 nlno be tnlu.!il :lilto tlecount. 

'fho ,ic'c::',: l or, C" :\ tho ].0":-, uill b o crJ:mnull iCllt r:ti throu~h thn 8upcrvi rlot' to 
th':) Coopor .. ~tiwl i tile local in r.i' llctor nnd t he COl::Munn encl'lrlrclIT'. 

The c'lIetie (, CJ ::\l~,1 , tt c('. t:;wdd crlO!Ji.lr.r\ 'lith the HP, "hath r:- r it naorlu 
tt) C"'onFiid (!t' r.Pi,Ucr. tic.no t ~l ::h~ Ui' t llli t l' tVll1trt' f(tU',l'nn t ao or \:hothcr it. 
.... U1 roop" (' e t ho ):1"p dec::l f: iml m\{1 IlIleo r.V1 l:lc1'111y r,ll(lrnntnr. n11 lORn" \fhieh 
tho TIP IlPl)T·()\' I"1 I:. 1:llern th ~ cnetil' 1a to br> l'I'("ovi,j.,rI 11 )' n rovolv1.n~ fun r1, 
tho '"':onuy 'Jill he t,.":.tcl ['n.1 r" .pJj id thl'IHIr, lI ku.ldnr chnnnnlo, flnd not thl'C'lur,h 
t:! '\'~' :n{' nt 1 1\ e lloh. 



Annex I 
PIlf!C 2 

The cuperv1.sor of the cO('lperl!t~.vC'. is TeClllircn to foHenT up on all 
10~i\G \~mdc or r-u;ll~.'H\t£!d wit.h the pr01 ecl fund'l nnd to report 0n th~ 

statuA rnRulnrly. 10 rcducu the riek. locnl oper~tfonG lonns will bc 
cl~ancrl up in 11 t·.:,··l.:!ly ~',ly; tlHit io, any ~rain and bp.lln3 thClt tlrc not 
ccrta:l.!l to be: ~;(;J.J to coop·.1r::ltorg will b~ ~(\ld to other h1lYC1-S (i,e. 
r.RI~tl".T:I/""') hcfor(! .lL b(lco~;~:. too oltl. 1111s hnve to be dOlle f!vC'.n if itD 
~~~HlH t:1U.ng ll. 1(l!'l3. 

Tl."!port tri'lll:'uc l' i nn!3 ,,"jJ 1 be ftlnJ C!d on ly for ?- 3 T'lrm th'l. to ~n8lJrC 
thnt l:h-:! gr;.1.n nr b~"71!~ :'",r.: Gold IHJ r,f'l(l11 an p('l!H;1.hlc nft(~r lln:lvi\l.. 
1l01(!5.n~ irrporl(~d Pl.'orJucc for 9;;;vernl !:~'):\thg hOCO':;::fl ~ipc:clllnti.,,(':. 

'J1~c project It:1~~ the rl~~tjl(,,1\!l:lb:!.U ty to follow-un on'lntc! rJ.y~~nt. or 
duli.l;(ii1fllt 10;:;.no; In\'()lvinr~ th.; J~l'. \:ld .. l~ the obi('ctive of tlw !Jroj("!ct 
ir.; to uuild COoj· . ..,.r:1liv,!!l, :I!'~: O'Jj(ct1V(J is :ll~o to b\li]r\ ft!l:;l1c.ial 
rc!;po:~lbility ,wr.1 to help c(lcp(~r;ltiv\''; t.o p.r~dunt(~ (11lt of tL-.~ Il~f!rt for 
Pl.."C'jC'ct loann nntl ~';t1.'l!":1l1t(>("·r.. Ikl:l.nr:',·:nd.ce fl~(,)!.1' r. \ tl'1~rC! nO';f;ibl~. 

be turnrd into "'. 1.~,~l:1ycd n;:Yi1-:nt d.t\l.IUC'n. A!l n JJJ3t recoun:c:. lpr.:.JJ. 
IDC':!;,tnFJ () r 1, <'" t t 1(" .:::' '1 t P:~ly he: \,! "leo. t.nj' 1r,{; \l~ '-.'1' 1. t ten 0 f f mUD t b~ no t i fied 
hy tho project tcchllici:m to liS/.ID. 
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ANlIEX V 

CONTRACT BETIIEEN THE LCS COOPERATIVE SILO 

PHOJECT AND THE PARTICIPATING COOPEMTIVE 

( Loan Fund contract) 

Bet",e~ n the Coopera tive .LeS Silo Project and the Cooperative 

of thE: Commune ______ the rollayling is agree:d: 

1. The Si l o Cooperative Project contrfl cts to lend -the sum of _____ _ 

dedgnated. for the Coopel'ati ve _ _ ____ sole ly for the pUl'cha se of 

sorahwn ror the needs of the cooperative member::; &nd the locol populntl em . 

2. The repayment of the clIpitol end interest "Ii:l begin from the fir st 

day of the month j n ... :hich · the Coopcrfl ti ve Board 0[" Directors de:cides to 

sell the ~ orghwn p'lT"ch,,:;cd ... :ith this l oen. The duration of tile r eplIyment 

"lill be a function of the lcngth of time i t toltf;!8 to sell the sorghum . 

3. t-1:i.thout contI-edic t i ne the first brticlc , the obj ec tive of the loan 

js for th0 pU)'ch~se of :::oreh11.1ll produced by eOClperotive me::r.ll)c r s end non·· 

members .... :ho ... :l ll lW'Ie blrc!luy stored in the silo (l certain qusnt.ity of 

t.hei r mlO SOTehUhl to cover t he inter .. hervest peri au . 

It. The G(lOpel'~ ti ve controcts on its si de to : 

a. pay .6675 FRH interest per kilo sold; 

b. aSlJu re t..liat ortich·:; one (H1d three of this contract erc reEpt:c1..edj 

c. n0t lint:: these l oan fu nds tn pt:y He mS:1og<:r : gu"rd or other s ; 

d . gUOrl;:!lt(' <: the hon uy or..::uriflg (I n itnl'E:c.:cob l. e mbnt1ge:r.<::1t cf tht;:: 

CO OPQJ"ot.i ·/e and t;l~e glJa in E Lo~oge:: facility . 
' \0",,'11. 

5. The use of 0 port or ",hole of the eUJr, of thE: ~,~!:- for any other purp CJ :;c 

omount of the 10& n to thn LCS Projt·c t . 

6. The conpc l·..,1..h'i; I:n:::t in!'onn t.he pro~l ec:t Df'n r'e eoch /lIont.h on Lhe usC! 

.... . 



of the money and the progress of purehases and sales. 

(date) ------ For the Cooperative 

(addre:::s) 

( da te) --- Fer the LeS Projc::ct 

KiGali, E'1'!anao 



Terms of Iteferer.ce 
FO.r 

A Survey. of Rwanda':.;Food Harkcting Structure 

1. Objectives 

ThankA to rainfall. patterns and topography, farm~ in Rv1anda are able to 
make B ~ide variety of fresh produce uV.liiable to the market throughout the 
year. Ilr;\;cver, on account: of these 6;)ml~ rainfall p.1tterns and topography, 
Rwandll is d l v ioc!d jnl'o n nl1mbe c of eco] ')gical zones each \'Jith lts part Lcular 
agricul t1lL,11 cycl~ a.nu it$ p,1rticular ·c.Il1Be of crops. Thin means that 
different zone!:: have dl([c'rent CLOPS av.tilablc for sale at different times of 
tile yei.! r. 

Different crops foIl (HI d1 ffert'nt [fl.lrket chains from f Jclcl to consumer. A 
dlstillct.l(Jn nppearo to \J:; m,1de ht't ..... een lIore pprJ.shable producp. and leso 
pcril1\tiiblc pror!uce. 1·I,He \ll.!rJsI);)ble pr"Jllce sucll as cauliflo\wr, lettuce, 
tOIU.1tOL'S, cll::mi!>ers, eLc., trilvels re1.11ively short distances to market. It 
is brol'z'.ht Lo warket by Lhe produ.:.er or hI" or her agent. It is generally 
sold to a mi1ri~eL retailel' iur cash. 'fill! retailer thereupon sells it to a 
COnBt;l~('r or, in some casl!(j, to an Jllterl.lcdi.:lry ~ho ..... ill take it to a ncurby 
area for resnlp. ~ . 

l.c'I:B p21'1r:hnble pro,:u('(! GlIch 010 Ir:uh potntoes, beano, maize and crcen 
bananas 1 .. :1:,' COrle fro[11 cC1i[;Jcier,lbl.y ~rc!il\er dJutances. Insofar as it does, it 
panSl'G lilrotll.,h the h~ndG of one or mort~ interrrrc-dlarics befor(~ being presented 
for ret;!!.l 8a]r;. The p8.rtlculr\r lcsn p,:riSh.lhlc t..:rops Lhi1t pass thro\ll;h the 
hands of int~nnedi;jri('!: v:ll')' fro.n regioll to region aC'cordinr, to what is grown 
locnlly. In Kt:;;!]i, Jrl~;l1 potCltoes and u('''lI1S are the major itCl::S th.1t nust be 
shlppcd in [1'010 EOI'W Jb:"illlCe, They iil"l sold hi I::hops not in wll"ket st,"1118. 

A sun'l!)" Clf ftwL-Indan food nJilrkL!L ing structure is bein1; unclertakcn for 
several re;IG01':['. Fln;t, i,lflofar us a nlitrket operates efficJently nnel nemand 
for a CO[!:;Judlty rL'r"ains 111gb, it will g"\lcrate:1 supply response. H::1rket 
c t r u c t L\ n! ~ i,,1 :i c t i vi t i (~ [; Ll r e, the l' C for e. 1 ink edt () 5 U c h n;j t jon n 1 goa 1 Ii as 
incrcCln1ng O\'t~rill1 food prLlductiUI1 nnd 10 raisIng the inCOI!H!S of food 
producer:;. Scc.on.-lly) ,li'l 1II1dersLandJ.n~ t,E the structure and function of the 
marl:et~ .. j 1.1 ldr.hli~~llt DOllrccs of ine[fi( fency wld.ch mayor may not prove 
suscept.ible Lo re!llccii .. l Intervl!lltlon. 

II. Scope of Study 

A) S!J1<111 Frlrmcr Hark/'t!np, Accpnn .. The nur,,(;'), w!ll ~"l:lIyze·~.'I::1t p.:::rtiona 
of u prO(1I1Cer'fj proclucU<"1l is 1.l11oci!lI~d to Llmily food Il,.'edti, to rep.iY dC'bla, 
to ~aHII Ealen, to gifts. It wi 11 analy. t~ under what conditions the producer 
n,ake-s--tli(,~c--·al]or':C1t1ons. It wilL undertake a SlIrv('Y of stora~c, IJlorag(~ 

stratc:~JeG and rricinl; s)'t.tefllA fit the' p~'o"lIcer level. It Hill eXClmine the UBe 
of pn'(\'.":' jon inputs at .toi! prollllcl'r le"'l'l IInu the ..... ays in \~hich nmplo),lncnt: vi 
inputa inrlllen~e;J·-;uark('1.1ng det:lslons. Prodllcer situ;tLions 1n several 
ceo log Ie.! J / L (J P () ~ r ,! pili C ;11 Z () n.: s \-/ ill he ~" I rn p II.! d • 

B) Price l-idppjn:\ by Crop - In orl!, r Lo Lc!,l lhe (!((icil'tlcy of the 
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market, data will be gathered to permit the mapping of prices for several 
different crops. DaLn will be continuously gathered ~n a biweekly basis In 
8eVf~ral' sample zone!:! around the country. A transport cost analysts will have 
to uccoUlpauy the prIce m.lps in order to. evaluate their results. I 

C) Market FlowH by Crop - The sur ~y will analyze data available through 
its oun efforts and Lhroueh the (~fforts of other on-g01ng surveys in Rw<:.nda to 
esli~ate qUdotitfes uf different food otuffu flowing tllrough the markets under 
the cliwatic condiLions of a given year. 

D) rlarket Channels and Harket Hierarchies by Crop - The survey will 
Bather diltil on the rOllten takl'n by df.ff !l"ent crops from producer to consumer 
by cel.ecteci ecologjcal/topogrnpllical zo~e. It will map the hierarchy of 
R~and~n periodic and daily M3rketa by s~lected ecolonlcal/topograpllical zone. 

E) tlnrl:et Actors ?nd Har~lnfl - Th~ flurvey will analyze the different 
rolea pl~ycd by actorR in the mnrkctin~ systCQ. It will determIne the margin 
per tre.nr:action per Cl'Op f:or tilese dct·oni. It w~]l estimllte the gross annual 
aalcs for Hctors per crop. 

J 

III. Tacks to be Card eu; Out In the St Jdy 

The Team for the:: Tt\.;;.:ndu Food Harkl".:inti Structure Survey will perform the 
f 0 11 0 \d n i', t ask s : 

A) An:llyze data on the stl'llctlll'e If production and disposal of 
product.1.on p.v3tl:1ble throul:h the I\gricui Lural Survey ,11ld Al1illysir. l'roject of 
the llini.ctry .ur AgriculLIHe. 

H) !,n.11y;,(! dat<l on COr.!lllwptlOll pa. tel'llfl avai Lable through the Family 
Duueet and Consu;·:lpti01. Survey 0! the Hi.lisll'Y of Plall. 

C) A\1~I)'ze data on quantiticc of lroduc:t! milrl(f~to'.J IIIH crop in ~elected 
marl~e 1".9. 

D) Ap,Ciees the cconorJic efficit!l1cy of the prenel1t system of food 
m8rketinz ill J{\landa. 

E) Detl'rmine the r.osts of lho' prl",ent marketing sY!ltem including costs 
of transport under several optiona, 

F) IdE!ntify arCi}!) of inefficJency in lhe Gystem. 

G)· Hilke ·rc·cor.1m(~·ndj1tfon!lfor inter';ent:lons that address the question of 

improving tile efficiPllcy of the present HysLclO. 

IV. QuantiLative D,tJ Sought: 1,y the Stlldy • 

A) ProductJ0n and co'\sumpt1.ol1 dat.· for different crop9 In different 

areas. 

13) PriceS uf Jlff.:rcnt crt').'!; Rt d (ferenL m,ll'kcts on (\ biweekLy b.wis. 
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C) . Quantities o( dJ.ff..'rent cropn traded by producers. 

(jrlHurnptlon hy crop in d1ffer~nt areas. 

_imutcs of Lile coot of production of different crops. 

F) 
J 

Cost of trDnSpOl"t per kilomett!r per ton under various options. 

C) COBts of storaGe' under vHrioll~, options. 

11) ti.:lrgins per trader accordinG Lo the role hc/she is playing in the 
system and annllal gros:; rev~nueg accord ing to. rolc. 

V. Insuen to be determined 

A) HUlilbers of m<ld~cts to be selected 

n) Crops to be Bclcc~cd 

C) ContractJ.ng mechaninm 



Executive Summary 

Rwanda Local Crop Storage Project 

(696~0107) 

1. What constraints does this project attempt to overcome and who does it 
constrain? 

The dual goals of the Local Crop Storage Project (696-0107), authorized 
March 9, 1979, for $2,867,000, are to increase farm family incomes in partici
pant communes and to increase food availability to small farmers throughout 
the year at more stable prices. There are three main constraints to the attain
ment of these goals. They are: 1) the lack of an effective and efficient 
food storage and marketing system that benefits the small farmer; 2) regional 
and seasonal price variations that are disadvantageous to the small farmer; 
and 3) unnecessary crop losses due to improper storage methods used on both 
family farms and in cooperative silos. By easing these constraints, it was 
estimated in the PP that, from these operations. a single cooperative, serving 
1,500 to 2,000 families and through its effect on local market prices, would 
increase global farmer income in an average commune by nearly $46,000 per 
year by the fifth year of the project. 

The primary impact of the project on local commerce has been the opening 
of new commercial options to producers and traaers at all levels. In this 
sense, the project has given a boost to local private enterprise. It has given 
a group of less well-off producers and small-scale traders access to reliable, 
long-term storage in a way that does not tie up their capital resources. These 
two groups of market actors had previously been excluded from marketing oper
ations which required long-term storage. The effect of the LCS project, 
therefore, has and will continue to increase competition in grain mat'kets. 

2. What technology does the project promote to relieve this constraint? 

In this project three types of technology are used to relieve project 
constraints. They are: 1) the development and operation of storage and 
marketing cooperatives; 2) the introduction of improved on-farm and cooperB
tive silo/warehouse storage techniques; and 3) the introduction and use of 
improved insecticides, through cooperatives, after r(!t ~arch on the effects of 
local insect5.cide use was carried out. This technology is being transferred 
to the small farmer and the managers of the storage and marketing cooperatives 
through training and extension services. Project training attempts'to assure 
that the grain storage warehouses constructed under the project will be 
operated and managed properly. This training has bel!n conducted at several 
levels under the general direction of the GOR project: manager and AID-financed 
project advisor. Extensiun agents did not receive formal training under this 
projl'!ct since they had previously been trained by MINAGRI. 

3. What technology does the project attempt to replace? 

Through the introduction of improved on-farm and cooperative silo/ware
house techniques, attempts are being made to reduce crop losses. At present 
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crop storage losses from insect damage and moisture loss are less than 5% 
under traditional storage techniques. However, it appears that theft is still 
a significant problem. Properly managed silo and warehouse storage can - and 
has at most of the LCS and CGS cooperatives - reduce insect and moisture losses 
to almost zero. Furthermore, it has also eliminated losses from theft •. 

The development and operation of storage and marketing cooperatives will 
reduce small farmer reliance on trader set prices. Before the opening of 
LeS and eGS cooperatives, trader prices in the commune had been kept artifi
cially low because of the trader's position as the only buyer. Moreover small 
farmers are routinely cheated on weight est~~tes of their grain when both 
selling to and buying from private traders. This problem has been addressed 
by introducing systematic and reliable weighing procedures at the LCS cooper
atives. 

4. Why do project planners believe that intended beneficiaries will adopt 
the proposed technology? 

Economic incentives seem to be the motivating force in the adoption of 
this new technology. The project concept of the cooperative--a place where 
farmers can store their grain at harvest, receive a small margin above the 
going market price, buy it back later in the year during the soudure (gap 
between harvests) at somewhat lower-than-market prices and in the interim 
receive a cash loan--seems to be valid and i5 accepted by farmers. This is 
indicated by the fact that most LCS cooperatives in their first year of 
operation used all of their available revolving funds to buy grain. Still, 
only five LCS cooperatives are now functioning; they have traded through only 
one complete buying and selline campa:lgn; and the level of their marketing 
activities is limited by very restricted working capital. More experience, 
therefore,is needed before a definitive judgment can be made on the accepta
bility of the revolving fund concept. 

5. What characteristics do the intended beneficiaries exhibit that have 
relevance to their adopting the proposed technology? 

Altaough the education level of many of the Rwandan small farmers is not 
very hign, they have been quick to take advantage of the newly introduced 
technology. This high adoption rate is shown by a cooperative membership 
which averages between 1,000 to 2,000 people. Rwandan farmers are familiar 
with the concept of cooperative action, often joining together spontaneously 
for specific endeavors, such as house construction. Therefore, their 
familiarity with collective action has given the Rwanda~ farmer a useful 
historical precedent on which the cooperative movement ~as built. 

6. What adoption rate has this project or previous projects achieved in 
transferring the proposed technology? 

The economic incentives proffered by this project have been primarily 
responsible for the project's high technology adoption rate. Currently, 
there are eight eGS cooperatives in operation and it is expected that twenty 
to twenty three new LeS cooperatives will be in operation by late 1983, raising 
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the tCS total to thirty by the end of 1983. Hopefully, by the project's 
completion in 1987,fifty cooperatives will have been built and will be function
ing. At present this goal seems attainable. 

7. Will the project set in motion forces that will induce further exploration 
of the constraint and improvements to the technological package proposed to 
overcome it? 

The GOR's objective is to establish a grain and storage cooperative in 
each of Rwanda's 143 communes. In addition the establishment of a union, or 
regional unions, of cooperatives has, from the beginning of the project, been 
envisioned as a logical step in the cooperative movement in Rwanda. These 
unions could serve as a communication linkage between memb,~r cooperatives 
(including non-tCS cooperatives) and GRENARWA for commercial networking. 
Currently, several unions have already been formed and future union develop
ment can be expected to occur naturally. Finally, due to high level of impact 
which this project has had, AID plans to continue project support over the 
long-term. 

8. Do private input suppliers have an incentive to examine the constraint 
addressed by the project and come up with solutions? 

The project's greatest positive impact has been on strengthening the 
private sector in rural Rwanda. The LCS program has opened up the possibility 
of new commercial operations to a large body of market actors. Also since 
the LCS cooperatives are actors in the private market, they can, and often do, 
sell agricultural inputs and other merchandise which is bought from private 
suppliers and resold to cooperatj.ve customers. Merchandise purchases have 
included: farm tools; improved varieties of seeds; grain flours; clothing; 
soap. candles and other small cons\~er items. 

9. What delivery system does the project employ to transfer the new technology 
to intended beneficiaries? 

Project execution is based around three distinct components: construction, 
training and research. Training is an essential element in the delivery 
system of this project, without which there would be no assurances that the 
grain storage warehouses constructed under the project would be properly 
managed and operated. This training has been conducted at several levels 
(i.e., the national, prefectural, cou~unal and cooperative), and when combined 
with public spirit campaigns, to reach out to the small farming household, 
have proven to be very effective in assuring sound proj~ct implementation. 

I 

To improve storage techniques, a delivery system has been developed which 
provides for on-the-job training of cooperative managers and warehousemen. 
An extension program is also planned that will work through the cooperatives to 
reach the general membership by means of exhibitions and demonstrations. 
Insecticide sales are also provided for through the cooperatives. 


