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Credit Union National Association '
1120 - 19th Street, N.W.
Washington, ,D.C. 20036

Subject: Grant No. AID/afr-G-1674
Gentlemen:

Pursuant to the auchority contained in the Foreign Assistance Act of 1961,
as amended, the Agoincy for International Development (hereinafter referred
to as "A.1.D." or "Grantor") hereby grants to Credit Union National
Association (CUNA) the sum of $354,000 to provide support for a program in
"Togo as more fully described in the attachment to this Grant entitled
"Program Description." Additional funds, subject to availability, may be
added to this grant at a later date.

This grant {s effective and obligation is made as of the date of this letter
and shall apply to comnitments made by the Grantee in furtherance of program
objectives during the period June 29, 1980y, through December 28, 1982,

This Grant is made to CUNA on condition that the funds will be administered

in accordance with the terms and conditions as set forth in Attachment 1
entitled "Program Description,” and Attachment 2 entitled "Standard Provision,"
which Lave been agreed to by your organization.

Please sign the Statement of Assurance of Compliance, enclosed herein, and
the original and scven (7) coples of this letter to ac knowledgpe your
acceptance of the conditions under which these funds have been firanted,

Please return the Statement of Assurance of Compliarnce and
six (6) coples of this grant to the Of fice of Contract Ma

?
fincerely y/y n
V L//

/Kl(.h 'o Soyder

Grant ()ffl( er
Reglonal Operations Divisfon, Africa
Office of Contract Management
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Attachments:

1. Program Description
2. Standard Provision
3. Statement of Assurance of Compliance



Credit Union National Association

ACCEPTED:
) - ’
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BY : Lo Sl et
TITLE: President
DATE : A

FISCAL DATA
Appropriation ¢ 72-1101021.3
Allotment t 043-52-693-00-69-01
P1O/T No. 2 693-0220-3-00001
Projezt No. : 0693-0220

Total Grant Amount: $354,000
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JHOGRAM DESCRIPTICN

I. OBJECTIVE

A. The objective of this grant is to make savings, credit, and related
services available to an increasing numbeir of Togolese families
through development of a strong credit union movement. Eight-five
credit unions have been established throughout the country, with
some 3,000 menbers, savings in excees of 30 million CFA (S140,000),
and loans outstanding of 19 million CFA ($90,000). A national
promotion committee (le Conseil Nationale pour le Developpment des
Cooperatives d'épargne et de crédit (CONAUDEC) was formed, and over
the past six years has attracted limited donor financial support,
which has been used to employ regional promotion agents who organize
and support oredit unions.

B. This thirty-month technical assistance program will focus on:
(1) training the promotion committee's field promotion agents and
other leaders to carry out all those tasks necessary to promote and
develop viable credit unions; and (2) assisting the promotion com-
mittee's leaders in the development of planning skills that will
enable them to determine their long-range institutional development
programs and self-sufficiency strategy.

II. STATEMENT OF WORK

A. To carry out this effort, the Grantee shall provide a technician
with credit union management and training experience for the dura-

tion of the 30-month project. The technician shall assist CONAUDEC
accomplish the following:

1. Enhance the skills of CONAUDEC's field promotion
agents so that by the completion of the project they
will be able to:

a. Routinely perform professional-quality inspections
and audits of all credit unions under their
supervision;

b. Recognize all major financial and management prob-
lema found in credit union operations and provide
practical solutions to those problems;

c. Determine promotion and growth tarjets based on soc-
fo-economic data and prepare appropriate development
gtrateqgies for urban and rural credit unions; and

4. Identify training reeda of credit union members,
officiala, and atgaff, aa well au plan and Liaplement
training to moot Yhose needs.



Prepare a long-term institutional development plan

for a national association of credit unions. This plan
would be developed after assessing the needs of the
credit unions and analyzing movement growth trends at
the end of the second year of the project. The plan will
include a projected schedule for the formation of a na-
tional association; an implementation plan for its de-
velopment and the establishment of specific services to
be offerred by the association; personnel projections,
based on a current institutional analysis; budget pro-
jections; and a self-sufficiency strategy. The appro-
priate leaders and staff will be able to carry out all
phases of planning necessary to the preparation of an
institutional development program, its periodic assess-
ment and correction.

Assist CONAUDEC leadership and staff develop and implement
a promotion and growth strateqgy that achieves an increase
in total credit union membership of at least 3,000 new
members and of 58 million CFA ($270,000) in additional
savings by the end of the project. This strategy will
include establishment of geographic and target groups'
membership, savings, and revenue-gcnerating potential,
and assignment of promotion responsibilities based on

the strategy. CONAUDEC leaders and appropriate staff
will be able to use the planning techniques necessary to
develop such a strateqgy, monitor its progress, and make
required corrections.

Assist CONAUDEC with any additional design work, docu-
ment, and initiate use of accounting and budqeting sys-
tems for itself and its affiliated credit uniona, includ-
ing descriptions of all the documents, journals, accounts,
equipment, and financial records required, as well as
precise instructions on the use of each, and which meets
the following auditional criteria:

a. spezifies all qeneral ledqger accounts required to pro-
vide all egsential financial data at the time and in the
format required for good management control and decision-
making;

b. Complies with statutory and donor agency financial reporting
requirements;

c. Utilizeo formats which allow for insertion, in appropriate
placen, of new accounta, as may be required by initiation

of now activitien and gservices;

d. 15 operable by availabla trained pernonnel;

Q. Pequires perlolic adjustment of appropriate alance nheat
accounts to reflect changing monetary values, specifically
the roevaluation of fixed anzeta, acerued rocoivablen and

payablaen, and periodic revision of bad debkts proviasionn;



£. Requires nonthly balancing of subsidiary ledgers with
general ledger control accounts;

qg. Incorporates daily reconciliation of physical cash
with cash control account(s);

h. Facilitates monthly reconciliation of bank account(s)
with general ledger control account(g);

i. Includes all sub-systems necessary to realistically
assign and allocate revenues and costs to ograniza-
tional units consistent with management's need fo:
objective measurement of performance of specific or-
ganizatioral units and activities; and

3o Is consistent with financial data requirements of
internal and external auditing systems, and facili-
tates good internal control.

The job description for the technician is shocwn in APPENDIX A

An illustrative Implementation Schedule for project activities is
provided below.

YEAR 1
Months 1-6

~~ Design and implement training for CONAUDEC leaders in all
processes related to the develcpment of promotion and growth
strategies for the movement

-- Identification of all essential tasks to be carried out by
ficldworkers in asgisting credit unions, includirg: analysis
of all basic credit union operations, breakeven analysis,
training needs identification, and membership and savings
stimulus strategies

== Test skills of all fieldworkers, and desiqn training pro-
qram, {ncluding training materials, for first phase of field=-
worker training

== Degign required modifications in CONAUDEC's accounting and
budgoeting, gsystems and instruct accountant in their uae

== Test s5kills of coordinator {n relation to all activities pen-
prosed in this project and desiqn training for coordinater to
onhance hig skills., Training implementation will continue
throughout tha life of the project.

L..\



Month 7
Conduct four-week course for promotion agents that includes:

~= Introduction to institutional analysis, breakeven analysis,
and self-sufficiency strategy development.

-- Bookkeeping system revision, records and files maintenance.

-=- Review of duties of officers of credit unions, testing of
officer's skills, and training techniques in relation to
credit union officers' training programs.

-=- Introduce basic credit unicn inspection techniques.

A personnel evaluation system will be introduced to the field staff

at this time; specific work plans and tasks will be assigned at the

conclusion of the training program.

Month B
-~ Evaluate trainring program.
-=- Review progress of accounting and budget system implementation.

Month 9 - 11

== Visit all fieldworkers to field tect their ability to carry
out tasks learned in previous training session and determine
continued training needs.

== Plan next phase of fieldworker training program and develop
traininy materials.

Month 12
Conduct three-week course for promotion agents that includes:
~-= Revision of bookkeeplng ¢nd inspection system.

== Budgeting and planning; breakeven analysis

== Savings and membership promotion strateqgies and programs
{Includes service center development and merger of credit
unions) .

== Introduction to credit policy development.
== Training methodologius and techniques

== Plan regional training coursen for credit unlon officials.



At the conclusion of this training phase, promotion agents will
set growth targets and strategies for their credit unions.

YEAR II
Month 1 - 4
-~ Attend regional training programs conducted by fieldworkers
for credit union officials. Evaluate training programs and
work with individual fieldworkers to continue to devzlop
their training skills.
-- Prepare final fieldworker training program and training materials.
~-< Review promotion and grwoth strategies with CONAUDEC leaders.
Month 5

Conduct two-week training program for fieldworkers that includes:

-- Revision of bookkeeping, breakeven analysis, budgeting and
planning, promotion strategies, and training techniques.

-= Advanced work in credit policy development.
-~ Internal auditing - role of supervisory committee.

-- External auditing - role of CONAUDEC.

-- Develop training plans for short-term reginnal training
cnurges for credit union officials.

Month 6 - 12

-= Vigit all fieldworkers to evaluate their work.

-- provide technical asaistance to ficldworkers as required.

-= Begin preporation of material and data collection for a
national association institutional development flan,
-= Attend regional training programs conducted by ficldworkers

for credit union officialu,









AP —~DIX A

Technician's Job Description

Position: Resident Advisor to the National Credit Union
Promotion Committee of Togo

Supervisors: GPO Program Director and ACOSCA Executive Secretary
The technician will be responsible for providing on-site technical assistance
to the National Credit Union Promotion Committee of Togo ( CONAUDEC) ,

as well as normal project liaison and reporting.

A. Description of Duties

1, Training of CONAULEC Field Promotion Agents.
The Advicor wil' in collaboration with the CONAUDEC Coordinator,
develop, docurent, and train CONAUDEC's field promotion agents
in the following systems:

a. Credit Union Management
(1) Bookkeeping
(2) Pueparation and analysis of financial statements
(3) Pudgeting
(1) savings and Membership *promotion
(5) Credit policies and procedures
(6) 1Internal auditing (Supervisory Committee duties)
(7) oOffice management

b. Supervisory Functions
(1} Inspection routines and tests
(2) Monitoring
(3)  Peporting
(1)  Auditing

2. Planning
In collatoration with CONAUDEC's Coordinator and Board of Directnrs,
the advizor will design and assure completion of a survey of all
Togolane credit uniong® status and needs, and translation of these
noeds into a long-term CONAUDEC Institutional Development plan,
including, as a mimimun.

a. A dmplementation plan for entablishment and development of a
national credit untfon aunociation;

b,  Personnel projections, baned on Lhe initial survey and
inntitetional analysia of CONAUDEC,

€. A docunented strateqy leading Lo financial aelt -sufficiency
of CONAILEC or {ta succensor national annoctiation, within
A reasonable number of yeara; and

d.  Annual and bi-monthly work plans for the rematning
projact 1itn,



2.

Development of a Promotion and Growth Strategy

In collaboration with CONAUDEC's Coordinator and Board of Directors,
the advisor will develop and support implementation of a promotion
and growth strategy that results in acceleration in total movement
savings, loan volume, and membership, including:

a. Establishment of geographic and target group priorities;

b. Documentation of guidelines to determine groups' membership,
savings, and revenue generating potential, and establishment
of realistic credit union growth targets consistent with
achieving self-sufficiency in the minimum possible time; and

€. Assignment of promotion responsibilities based on the strategy.

Accounting and Budgeting Systems

In collaporation with CONAUDEC's promotion -agents and Coordinator,

the advisor will design, document, and assure implementatinn

of any necessary improvements in CONAUDEC's and model credit union
accounting and budgeting systems, such that all financial reports
necessary for soun! management decision-making are prepared accurately,
in a timely manner, and in formats compatible with statutory and

donor requirements.

Liaison, Reporting and Administrative Procedurcs

The advisor will serve as the primary liaisca agent between
ACOSCA/WOCCU, USAID/TOGO, the Government of Toga, and other
interested organizations in Togd and will reqularly evaluate
these liaison efforts and take any corrective steps required to
assure cffective comminication between ACOSCA/MOCCU and these
organizations. 1In particular, he will:

1. Determine the information requirements of USAID/TOGO and AID/
Washington in respect to Project.

2. Assure mutual agreement on the objectives of the project and
ACOSCA/WOCCU's role in achieving these and clearly identify
any lack of consensus on tiese subjects which sxists {a Togo,

J. Agsist in definirg and insuring mutual agrecement on the projoect
responsibilities and obligaticns of ecach of *he praject'y
pcincipal organizations, {.e. USAID/TOGO, ACCSCA/MOCCY, GOT.

4. Provide USAID/TO0 with document at ion which clearly eatabliasheg
ACOLCANOUCH responsibllitices and plans and with adeqguat e gpe-
dating which will allow for proper USAID monitoring of the
work done by the advinor.

5. Prepare and forward proqress reports, inoan aqreed upon format,
plus any other upecial reporta and studied to ACCSCA, Slobal
Projecta/Mashington, CONAUDEC, USALD/TOGO, and other partioes
ag roqaired,



10.

11,

In writing, draw to the attention of ACOSCA, Global Projects/
Washington, USAID/TOGO and CONAUDEC any changes in conditions
which could significantly affect the proper execution of the
project.

Determine appropriate communication channels and assure that
all communications are carried out through these channels.

.
Assure identification and provision of adequate and timely
provision of TDY technical assistance to the adviso and to
CONAUDEC. -

Monitor project expenditure financial reporta and assure
that these reports contain all of the information required

for effective monitoring of expenditures.

Prepare annual budqget proposals and, submit to Global Projects/
Washington a minimum of 90 days prior to new budget period.

Assure proper safequarding of all project and other assets
under the control of the technician.
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