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AGENCY FOR INTERNA ,IONAL DEVELOIMENT ! ...
WASHINGTO" D C 20523

July 14, 1980

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

Subject: Grant No. AID/afr-G-1676

Gentlemen:

Pursuant to tho authority contained in the Foreign Assistance Act of 1961,
as amended, the Agtncy for International Development (hereinafter referred
to as "A.J.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 attachunent to this Grant entitled
"Program Description." Additional funds, subject to availability, may be
added to this grant at a later date.

This grant is effective and obligation is made as of the date of this letter
and shall apply to conmnitments made by the Grantee in furtherance of program
objectives during the period Jlane 29, 1980f, through December 28, 1982.

This Grant is made to CUNA on condition that the fands 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 !;even (7) copies of this letter to a:knowledge yotr
acceptance of the conditions under which these funds have been gravited.

Please ret' rn the Statement of Assurance of Compliam('e/and ,i1e origina.1' and
six (6) copies of this grant to the Off ice of Contract H iavgcm ent.

4//
to the Grffnt Off iCon r 1.1

c'(0 11. Sllyde~r
Grant of f i(,t-r

Regional I O(rat lm ;is Division, Africa
Of f iee of Contract Hfallagemet

Attnchments:

1. I'rogram lDencription
2. Standard lIroviuslon
3. Statement of Annurlante of Compliance



Credit Union National Association

ACCEPTED:

BY : . .. /•'-- . 2 . ________

TITLE: Pres ident

DATE: ____,

FISCAL DATA

Appropriation : 72-1101021.3

Allotment : 043-52-693-00-69-01

PIO/T No. : 693-0220-3-00001

Proje-t No. : 693-0220

Total Grant Amount: $354,000-
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". OBJECTIVE

A. The objective of this grant is to make savings, credit, and related
services available to an increasing numbei 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 mei'bers, savings in excees of 30 million CFA ($140,000),
and loans outstaniing of 19 million CFA ($90,000). A national
Promotion committee (le Conseil Nationale pour le Developpment des
Cooperatives d'epargne et de credit (CONAUDEC) was formned, 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 viablo 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.

I. STATEMENT OF WOIR

A. To carrv out this effort, the Grantee shall provide a technician
with credit union mancigement 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 COrIAUDEC's field promotion
agents so that by the completion of the project they
will be able to:

a. Routinely perform prof essiona] -quality inspections
and audits of all credit union.; under their
supervision;

b. Recognize all major financial and management prob-
lemn found in credit union op#!rations and provide
practical solutions to those problem!;;

C. Dotermfnin prrnotion anI growth t..r jot .; ba,;,] on soc-
io-,coumic data anl pr.pare approp ri,at' develop nent
atrategizs for urban and rural crd it iniols; and

d. Identify training revdn of ci,'dit union membern,
officials, and nt#.tff, ai well as plan and iiiplemont
training to moot tionio no,,ds.

',
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2. 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.

3. Assist CONAUDEC leadership and staff develop and implement
a promotion and growth strategy 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-generating 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 strategy, monitor its progress, and make
required corrections.

4. k.sist CONAUDEC with any additional design work, docu-
ment, and initiate use of accounting and hdidgeting sys-
tems for itself and its affiliated credit unions, includ-
ing descriptions of all the documents, journals, accounts,
equipment, and financial records requircd, is well as
precise instructions on the use of each, and which meets
the following additional criteria:

a. Specifies all general ld(ger account s required to pro-
vide all ,.,sential financial fIata at" t:he ti:n, and in tho
format required for good manag,.molnt control and decision-
making;

b. Complies with statutory and donor agpncy financial reporting
requirements:

C. Utilizes formats which allow for insertion, in .Ippropriate
place!l, of new accounts, as may ho r,,quired by initiation
of now activitioti and .ervice:

d. In operable by avail ablo trained pr!;r;n,,1

0. Pequiro,& prel i c , rmju' -rit, of *'pl-roplri I lt,, hola1 r o n ot
accouts )C: t.' char l ,.nq Tn try/ ' ;, ';i,,'c ificaT lly

th-l rvnltunt ion rf Iixedi a .- t-i, accrineI r,,;,,ivtehl t atl;
payablotn, and ,rodic royvinion of had ' ,ht.ts provii0onri
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f. Requires nonthly balancing of subsidiary ledgers with
general ledger control accounts;

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

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

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

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

B. The job description for the technician is shown in APPENDIX A

C. 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 development of promotion and growth
strategies for the movement

-- Identification of all essential tasks to bx! carried out by
fieldworkers in assisting credit unions, includirg: analysis
of all basic credit union operation.,;, 1)rakrven analysis,
training needs identification, and me mbership and savings
stimulus !itrategies

Test skills of all fieldworkers, and design training pro-
qram, including training materials, for first phase of field-
worker training

-- IDsign required modifications in CONAIJEC ' ; accolinting and
budgeting. systems and inntruct accountant in their isoe

-- Test ;killn of coordinator in relation to all activities pro-
proned in this project and deniq:s training for coordinator to
anhance his skills. Training implementation will continuo
throughout thu lifn of th, projoct.



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 union 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 8

-- Evaluate train'ing program.

-- Review progress of accounting and budget system implementation.

Month Q - 11

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

-- Plan next phase of fieldwcrker training program and develop
trainin4 materials.

Month 12

Conduct three-week course for promotion agents that includes:

-- Revision of bookkeeping idnd ins.pection .;y;te!m.

-- Bud(eting and planning; breakeven ana l y; in

-- Savings: ind m,.m erb!hip prom otJo n ;t rant(.,Ji,.!; an, I projrams
(Includes service center development and merrger of credit
unions) .

-- Introduction to crodit policy d,.v,.l'ol,mvnt.

-- Training mothcAol;ljitin and technlique,.;

-- Plan rec;ional training courses for credit union 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 develop

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, budcleting and

planning, promotion strategies, and training techniques.

-- Advanced work in credit policy development.

-- Internal auditing - role of supervisory committee.

-- External auditing - role of CONJAUDEC.

-- Develop training plans for short-term regional training

courses for credit union officials.

Month 6 - 12

-- Visit all fieldworkers to evaluate th(-ir work.

-- Provide technical assi.stance to fieldworkers is required.

-- Begin propp ration of miterial art ,afa (-() 11, ,t ion for a

national asso ciation int;titutional. dv,-,lopment Ian.

-- Attend rrI;jonal train- nq programs; conducted by f leidworkors

for credit union official-s.

"I
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Month 1 -6 
-

Prpr-n-ipe~tt~ifgfrCNUE' leaders'in all
phases Of institutionaldevlopmet ncludng selfffuufficiency
aialysis breakeven analysis, feasibility studies, budget pre-
paration, eta.

-Develop with the CONAUDEC leadership a long-term institutional
development plan for the Togo credit union ulovcuent.

-- Participate in joint evaluation of project with WOCCU GlobalProjects, AID, ACOSCA, and other COt4AUDEC staff.

D. Evaluation

1. A joint ov 'a-luation by the above mentioned parties shall, be conductedduring the lat six months of the project. The purposes, of theproposed evaluation are: (1) to assess progress made toward achioveumentof project objectives and outputs; (2) to identify fnrtors related toachievemant and non-achiovement of objeactives and outputsi; (3) assessImplications of achievement, non-achievemait, and problems oil futuredevelopment of the Togolese cjuidtt union mo~vement; and (4) If appropriate,prepare a new project for the movement's next stage of development,including objectives, strategies, and required resourcuk.

2. An earlier interim evaluation may be scheduled as is deemid
necessary.

*3. The following quantative measures will be used in any evaluation.
INDICATOR PROJECT START END OF YEAR 1 END OF YEAR 2 END OF PROJECT

Credit Unions 85 90 100 105

Members 3,000 4,000 5,000 6,000

Total Savings $140,000 $230,000 $300,000 $400,000
Total Loans $ 90,000 *$170,000 $240,000 $300,000

Ef "Reports,

is. The Orantee shall submit five copies of a bimonthly progressreport to USAZD/Togo and to AID/WAFR/DR.
2.' The ftintseeshall submit a final report thirty days prior to

istho espirationof the $rant. This report shnil provide a'comprations We discussion of the Oriantoe's sitecods in, Accomplishing
Sthe, itatomant of Work. Ton, copias of this reoport 'Will -60 providedt 0 I1HAAW/Tosto and to A f/W/AFwlDR. ~ ;V~
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Al' -fl)IX 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. Traininq of CONAUDEC Field Promotion Agents.
The N|visor will. in collaboration with the CONAUDEC Coordinator,
develop, docurront, and train CONAUDEC's field promotion agents
in tho following systems.

a. Credit 'Jnion Marnagement
(1) Bookeeping
(2) Pirparation and analysis of financial statements
(3) Pudq, tinq
(4) Savinqs i(]nd Membership 'promot ion
(5) Credit policies and procedures
(6) Int!rnal auditinq (Supervisory Committee duties)
(7) Office management

b. Sup,!-" r i ;ory 'n t| ,:

(1) In:;p,'ction routines and tests
(2) Monitorinq
(3) Po',ort ing
(4) Auditing

2. Planntni
In collatoration with COUAUDEC'-.. Coordinator and Board of Directors,
the advi -or will ,], 'i;Jn and assure complotiot of i survey of all
Togo t - cr,dit unionsV it-atun and noedi , and tran:;l,,,tion of thene
noedli int, I lonq-t: .rl CONAUI4C Institutional Dov, lopment Plan,
Includinq, -; a mimlmunm.

a. All iilnil i, vio, it l a n p d for A.ithli: hu,,nt . do,( d|,ve, lomo ,nt of ia
niti,)i.al crI-lit u li on dSSOC i cit I

b. l',ers.,on ,'! l roj,.'t Jio -'a, 34i'i,., o , ',i 'h, in iti.al 'a1v,.y an'
in.st Iti~t ui I a n ofs (7CO!Ai[I:

C. A dOwtu4'I ,n'.t., t :tr, lt ,,ty I,.vi ,||ig L'; filllo: ial '1, l -. 0u711 i:il,.:cy
of C(.2'Atlbl:C or it -s ::tic.centor n,,t.Airal s.-lociat. ioli , within

.1 re-e:()i.ilt, ntmLrh r of /,'.ir'l; .in
d . Ann | I inl hi-monthly work 1)1anti C, r th,, re.ninl tag

1.rojoet
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3. 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 zesults 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

c. Assignment of promotion responsibilities based on the strategy.

4. Accounting and Budgeting Systems
In collanoration with CONAUDEC's promotion agents and Coordinator,
the advisor will design, document, and assure implementation
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.

5. Liaison, Reporting and Administrative Procedures
The advisor will terve as the primary liaisca agent between
ACOSCA/WOCCU, USAID/TOGO, the Government of Toq3, and other
interested organizations in Tog& and will regularly evaluate
these liaison efforts and take any corrective -top; required to
assure effective communication between ACOSCA/WOCCU and these
organizations. In particular, he will:

1. Determine the information requirements of USAID/TOGO and AID/
Washington in respect to Pro3ect.

2. Ass;ure! mutual aejreemnt on the obj,,ctivo-, of t:he pro ject and
ACOSCA/W.CCJ'! role in achievin,; th,,,;,' and (:!early identify
any lack of consfensun on thie;, ;ubjct:; wliich ,,ists ii Togo.

3. As it in definirq and in.:;urinq mul.Ut 1 ,.i j re.,nt on thi, project
respon-Abiliti,!!e and ohliqatictv; of ,,icth oi' ,, pro t,'.'3
principal organizations, i.#!. U.;AI/T(d;(), AC(4,CA/W()CCU, GOT.

4. Provid., UgAID/'r, ;o with ,1,),'z tn,nf ,t i,,n w iih ,,,)r) ,..1.** i* h ,sh :;
AC !;CA/WO('('i r,:;p1on.:i il Ii tAi.:I .1i p1 .1111 With 1.4qf,[ t I I Ip-
(1,tin whih wi 11 al low fo- proper 1!;AI11) rionitori n; (f the
work done by the advisor.

5. Pr, ~ar,, anl for ard ,ro,;r,.s, r j,,ort:., III -III Ig;,.- II , orrmat,
pin:' any thier ;pecinl report:;.-i .aiiil t A( '(A, .,1(&iil

Pt.ojec t '/Wa.hiinr ton, CONAUI)C, USAI D/T(;O, ,ind ,thir pa:;ttifi
a4u ri.qaIred.
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6. 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.

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

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

9. Monitor project expenditure financial reports and assure
that these reports contain all of the information required
for effective monitoring of expenditures.

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

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


