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‘Definitions/Acronyms

Agribusiness Center
A Non-Government Organization

Assistance 4 la Dynamisation de 1’ Agribusiness au Rwanda

Association des Femmes Entrepreneurs du Rwanda

Chief of Party

Deputy Chief of Party

European Union
Rwandan Franc (440 =$1 May, 2001)
Government of Rwanda

Indefinite Quantity Contract
Intermediate Result

Metric Ton (2,200 ibs)
Ministry of Commerce
Ministry of Agriculture
Non-Government Organization

Programme d’Action Securité Ahmentalre-Rwanda
Project Intermediate Result
Collectif des Femmes Oeuvrant pour le Developpement

Rwandan Development Bank

Rwandan Private Sector Federation

Rwandan Technical Cadre

Service de Soutien 3 ’Agribusiness Rwandais
Small Medium Enterprise

Strategic Objective

United States Agency for International Development
World Bank :
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EXECUTIVE SUMMARY

This document details year one of a three-year action plan to build a foundation
for revitalizing the agribusiness sector in Rwanda. It introduces a brief review
of the context in which this project has been created, starting with USAID
Rwanda’s third Strategic Objective to improve household food security in
targeted rural communities by improving the food commeodity chains that
promote broad-based economic growth..

The agribusiness emphasis moves this project beyond immediate food security
issues. It underscores the need for improving within these commeodity chains
the quality, consistency, organization, management, etc. in the delivery of
goods to identified markets. \

Rwanda confronts many obstacles along the way. It is beyond the scope of this
project named ADAR to overcome them all in three years time. ADAR stands
for Assistance 4 la Dynamisation de I’ Agribusiness au Rwanda —-or the English
equivalent--- Agribusiness Development Assistance for Rwanda.

Rather this project attempts to inject information and technical assistance to
agribusiness operators through a coordinated and purposeful strategy designed
to foster successful and sustainable agribusiness prototypes. The private sector
will follow doing what it does best without support-—-copy the success of others.

This foundation strategy has three components

» Improve operating performance and access to information and markets
e Improve linkages in commodity chains to build greater efficiency
¢ Improve agribusiness access to finance

Clearly only the dynamic, skilled, resourceful, and (calculated) risk-taking
operators will most benefit from what ADAR offers. The project is a challenge
to them as well.

This first year work plan articulates sub-results, three defined for each of the
three components indicated above---altogether nine sub-results---, monitored
through 25 Performance Indicators of ADAR’s progress. These 25 indicators in

turn are distilled into six Impact Indicators directly linked back to the-three

components. This work plan lays the foundation because all components, sub-
results, performance and impact indicators are set for the project life.

Rwanda has a considerable way to go to catch up with some of its East African
neighbors. This project seeks to set agribusiness on the right course.  pagosof24
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ADAR YEAR 1 WORKPLAN

SECTION 1 The Context

The project Assistance @ la Dynamisation de 'Agribusiness au Rwanda (ADAR) falls under
USAID/Rwanda’s Strategic Objective number 3 (SO3) to “increase the ability of rural families in
targeted communities to improve household food security.” Within SO3, ADAR'*s mission is to fulfill
Intermediate Result 3.2 (IR. 3.2) of “creating and enhancing internal production / marketing chains

that promote broad-based economic growth.” :

USAID’s IR3.2 constitutes ADAR’s strategic objective, which seeks “to increase volume and value
of agricultural products marketed.” This broad goal entails three ADAR-level Project Intermediate
Results (PIR’s): Enhanced Performance of Agribusiness Center-assisted Firms (PIR1); Improved
Efficiency of Targeted Commodity Chains (PIR2); and Improved Access to Financing for

Agribusiness Firms (PIR3).

Figure 1, depicts the relationship between a USAID-level Strategic Objective (SO), namely SO3, and
one of SO3’s Intermediate Results (the second result, mamely IR.2), and, at the project
implementation level for which this work plan is designed, ADAR’s Project Intermediate Results
(PIR’s) that underpin realization of SO3/IR 2.

Figure 1. In Support of Improved Food Security

SO3: Increased ability of rural families in targeted
communities to improve household food security

IR3.2: Create and expand internal
production marketing chains that
promote broad-based economic growth

A
-
PIR1 - Enhance the performance ' PIR2 - Improve performance
of ABC-assisted firms of targeted commodity chains

PIR3 - Improve access to finance
for agribusiness firms
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Figure 2. Rwanda

The new ADAR project will operate in a context incorporating Rwanda’s geographical, demographic,
and ethnic background that help explain Rwanda’s economy and agribusiness prospects.

The unique but relatively tiny concentration of interlocking hills that ripple through Centrat Africa
encouraged the formation of multiple hillside communities. This facilitated close communication
within and between the communities which ail nurtured working in groups and the retention of
traditional farming skills. According to legend, Rwanda’s close-knit configuration formed a nation
state as early as the 12% century.

But the isolation -——the German’s explored the area in the 1870’s and 1880’s and discovered no cash
economy, no written alphabet, - hindered innovation. Rwanda is an enclave of landlocked hills.
Modern utilities, communications, modes of transport, etc. remain available only to a fraction of the
population, which is 91% rural.

With good rainfall, fertile land, and close community networks, Rwanda’s farmers have the necessary
basic skills and communal energy to change where incentives are clearly there. While they operate
on small plots of land that discourages industrial farming, their efforts could foster high value cash
crop production for selling into identified niche markets.

Rwanda is home traditionally to three ethnic groups: Hutu, Tutsi, and Twa. These groups are
regionally interspersed throughout the country, having no fixed ethnic boundaries To this day,
however, there remains a figurative wall between Hutu and Tutsi in general which occasionally
overflows with violence: major civil wars occurred in Rwanda in 1959 and in 1994  The
government, in power since 1962, was replaced in 1994 by a coterie of military and civilian
supporters.

The government now ir power recognizes reforms are needed to accelerate economic development
after a 40-year experiment with state-run businesses. But the leadership has little practical experience
in market economics and overlooks opportunities to catalyze agribusiness. The trend may be up, but
the pace is slow.

The following characterizes Agribusiness in Rwanda in 2001:

¢ Rwandan agriculture after seven years has failed to return to pre- civil war status: As recently as
1993, production across the board was higher in all categories, especially as regards exports:
coffee- from almost 43,000 MT (a 1985 record) to 16,000 MT in 2000; fine French beans- from
one hundred tons to practically zero today are just two simple examples. During the war factories
were smashed and farms destroyed. Capital depletion in the countryside continues to hurt
investment, incomes, and spending power. Sabena exported three times weekly in 1993. Now it
loads cargo only twice, on smaller passenger planes. Air France has yet to reinstate service since
the civil war in 1994.

» Dynamism and Direction are to be found nowhere: Markets remain inefficient due to poor price
information and unsophisticated operators. Weak local demand keeps some producer prices too
low to upgrade quality or expand output —a vicious circle. High energy, communications,
transportation, licensing, administrative and tax costs, and extraordinary, official benign neglect—
no industrial park or zone franche, crawling privatization and investment promotion programs and
so on—- breathe little new investment life in Rwanda. Agribusiness jobs and commodity sub
sector expansion need outside investment, especially in the formation of food processing units.

Page 6 of 24
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o There arc very few 3 11 initi li .
ADAR’s first attempt to compile an Agribusiness Directory produced approximately 50 entries,
many in livestock and dairy —products, all of which may satisfy import substitution needs
assuming their production level for the small local market allows breakeven. They don’t suggest
export potential early in the ADAR project, a strategic criterion for immediate ADAR support.
Production units, to include associations and cooperatives, of desirable export target products are

-riddled with problems of organization, poor or unskilled business management, spoity quality
control, directionless commercialization, and suffer from inadequate capital or external finance
sources. Export markets for such things as full washed coffee, flowers, and high value organic
cash crops remain under exploited although poor air transport options contribute to the stalemate.

o Finance is generally unavailable to support agribusiness improvement or expansion. Some banks
have offered 3-6 month working capital to established and trusted firms, which took root and

solidified under the pre-war socialist system. They also usuaily have enough of the right kind of
collateral. Newer firms beyond start up have virtually no chance for financing: they usually fail to
demonstrate to banks a favorable market, management depth, and product strategy, leaving banks
little option but to ask for collateral that is rarely available.

Medium to long-term financing is almost never available, whatever the quality of guarantee, except
through special donor-arranged, soft-term facilities which finnel money to the central bank to parcel
out through the banking system. In this case, the Central Bank awards itself a hefty 6%-8% surcharge
before passing funds through the commercial banks left to bear all the loan risk while earning a
smaller margin. The borrower /enterprise of course must pay all interest and loan costs plus provide
enough collateral to cover principal and interest. There is no (alternative) institutionally supported
scheme to foster longer-term deposits. Here again the government could, but doesn’t, intervene with
a program to promote term savings accounts.

Agribusiness, like Rwanda’s agriculture, is largely smaltholder driven. These operators, like the
farmers, tend to be ill informed, fragmented, with low skills and limited market orientation. They
service a local market for primary agricultural goods that has shrunk due to the war and its aftermath
and that demands no upscale, high quality fresh and processed commodities.

Rural wholesale markets beyond the commune level may be found in the prefecture, of which there
are only ten outside Kigali. Some areas that had a rural labor surplus before the war, now are labor
deficient. Rural transport capacity, especially via small “camionettes”, struggles below pre-war levels.

Rwanda’s comparatively low fertilizer consumption pre-war has declined even further. In 1991,
fertilizer import volume and value was estimated at 7,490MT and costing FRW 389 millions. By
1996, imports had dropped over 80% compared to the pre war level, down to 1, 172 MT. Fertilizer
use in Rwanda is estimated at 1 kilogram per hectare compared to sub-Sahara Affica use of 15
kilograms per hectare It is difficult to know which crops justify the input costs given the current low
producer prices hurting the return.

Low return to farm labor and inputs on coffee and tea has stunted otherwise promising export sub
sectors. Government mismanagement in the tea sector during 1997 for example turned over only 12%
of world price to the producer versus 31% in 1987. The 1997 coffee price of FRW 350/kg stood
above 1990’s price in nominal terms but 4% below in real terms. Since 1997, intetnational prices
have eroded further. The predictable response of farmers, cutting where possible, has resulted in
poorer quality, which firther reduces returns and offers no incentive to invest and upgrade to fully
washed coffee for the high end, more stable market. Yet this market offers the best price to growers.

Commodity price swings have scared off agribusiness investment, even at modest levels, In 1986, a
survey focusing on the SME agribusiness sector identified fewer than 10 firms. The same survey
suggested that 13 possible agribusiness investment opportunities existed, with varying degrees of
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appeal and risk. A 1999 UNIDO study identificd 20 possible agribusiness investments in such things
as juice, jams, dehydrated fruits, honey, essential oils, flour, animal feed, mineral water, etc. All 20
had some local market appeal, and eight of these were cited to have potential to sell abroad as well.
But this artisan-like agribusiness evolution won’t ignite sustainable economic growth in a country
whose population increases 3.25% annually.

The self-proclaimed largest fruit processing enterprise in Rwanda consists of two approximately 50
gallon vats and a small wooden press. There is one flower exporter, who started off well, but suffers
client relation and cash flow problems due to unreliable or inadequate airfreight capacity.

The agribusiness service support base is virtually non-existent: private consultants can prepare
feasibility studies and loan requests, but they are not experienced in agribusiness and do not typically
know how to prepare business plans that can appeal to lenders. Associations are abundant, but
informal, commercially weak, and lacking focus and organization.

At least three organizations of female entrepreneurs are active. The “Association des Femmes
Entrepreneurs au Rwanda,” PRO-FEMME, claims about 100 members, some of whom operate their
own businesses as well. The Rwandan Women Community Development Network counted about
1,000 members and made small loans to individuals and cooperatives to start small agricultural
businesses. The “Association pour I’ Appui a I'Entreprenariat Feminin” had 2,500 members, nearly all
at the micro level.

The Rwanda agribusiness entrepreneur remains extremely risk averse. His low managerial skills,
short-term outlook, and horizon on import substifution rather than export penetration suggest a slow
and difficult climb to sustainability. Some returnees post civil war, however, have brought a different
outlook, investment capital, and often some management skills if not necessarily in agribusiness.
Perhaps most importantly, they benefit from having lived and worked abroad in different commercial
environments and can communicate in English.

A varying but virtually insignificant amount of financing is offered to agribusiness operators---

between 1-5% of outstanding loans are reportedly in the agricultural sector. Reasons for this low

interest by lenders generally in agribusiness would include the following:

Inadequate lender agribusiness appraisal skills;

Perceived high risk of the sector based on bad experience on previous loans

Desire by many entrepreneurs to pass all business risk on to the bank; and

Mismatch between the borrower’s long-term loan needs and bank’s short term resources.

Even the Banques Populaires, which suppbsedly is the people’s bank situated in over 140 locations in
the interior, extends only 8 % of loan portfolio to agribusiness.

B. The Project

With the 1994 genocide and subsequent return of refugees, the agricultural and agribusiness sectors in
Rwanda experienced, first, catastrophic destruction, and now, rebuilding and restructuring. Given
these massive changes in the agricultural and agribusiness sectors, USAID embarked on an extensive
and careful effort to develop a program to support Agribusiness, seeking first to update its information
base to determine what problems an Agribusiness project should address. The effort took three
phases. The first phase was the identification of commodity chains. The second phase consisted of a
series of crosscutting and in-depth sub-sector studies. Finally, the third phase synthesized the

information learned from these studics and prepared a project design document.
Page 8 of 24
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In August 2000, USAID released a SOW under the RAISE 1QC to implement an Agribusiness project
in Rwanda - ADAR. The Chemonics RAISE consortium responded to this request with a detailed
proposal. In November 2000 USAID awarded the contract to Chemonics. The contract was signed in
January 2001. A team of three expatriates was in Kigali by the end of January to begin project
implementation.

The professional members of the team include Joel Antal (Chief of Party), Maurice Wiener (Deputy,
Chief of Party), Joseph Le Clair (Field Project Administrator), Anastase Murekezi {Senior Technical
Cadre), Josee Nyirabazayire (Office Manager, in training), and two to-be-hired local professionals as
commodity specialists and finance specialists respectively. Functionally, overall project responsibility
rests with Joel Antal as the COP. He will also initiate all technical implementation for PIR3 ---
Improving Access to Financing —for our agribusiness clients. One technical cadre to be identified
will undertake the day-to-day responsibilities with COP guidance and direct input as required.

Maurice Wiener as DCOP will oversee activities of the ABC, or Agribusiness Center. It is through
this Center that training, seminars, etc and access to reference and price information will be offered
under PIR1—Enhance Performance of ABC-assisted firms. Mr. Antal {strategy) and Mr. Wiener
(implementation/coordination) will address PIR2 — Commodity Chain Efficiency — by in conjunction
with a technical cadre already identified.

Anastase Murekezi, as the senior technical advisor will coordinate through Joel Antal and Maurice
Wiener, initiatives undertaken for all three PIR’s, but primarily PIR’s 1 and 2.

Figure 2 on page 11 illustrates the delivery of ABC services within two reference posts: ABC client
on the one side and and the project’s institutional liaisons, ranging from donors, government cadre
right through private sector business service providers, on the other. A third dimension called “policy
constraints” is omitted in part because this is not a policy project. We will however feature as
warranted policy/ regulatory constraints that impact ADAR’s clients in other reports.

C. Collaborators/Partners

ADAR’s streamlined technical teamn will, in keeping with its broad mandate, seek out partner allies
with which to share strategy formation and resources towards realization of common interests and
goals. Examples of potential donor partners with whom we have had contact include the World Bank
and CARE. We discuss on the following page these and others with whom we have already met or
will soon meet in the upcoming weeks, providing a brief sketch of possible avenues for collaboration
not only in the first year, but hopefully throughout the life of the project. .

e CARE. CARE has experience in Rwanda organizing producers operating in loose association
status. Among its portfolio of activities are initiatives in potatoes and fruits. Both are targeted
ADAR commodities in the first year, First area of collaboration might be Ruhengeri (potatoes).

e World Bank. Ft recently approved a massive 14-year $140 million facility for Rwanda to be made
available in three phases. The first goes out to December 2004. The program offers a significant
amount of funds to agriculture and agribusiness, primarily for small producers, though some
funds may be accessible to agribusiness SMEs. The size of assisted loans is $500,000. Also
offered by the WB is a facility that could grant funds to subsidize business support services for
agribusiness operators needing professional support—accounting system, business plan, etc—in
the preparation phase for a business loan.

e European Union. Operates a project known as PASAR, which is helping to rebuild the Ministry of

Agriculture. Also the EU maintains information on European markets for some of Rwanda’s
agricultural products, plus considerable data on market prices of domestic crops.
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United Nations Industrial Development Organization. Operates a program entitled, “Petites ¢t Moyenncs
Industries et Artisanat.” This includes the establishment of three or more Community Industrial Production
and Training Centers, whose work will include food processing. UNIDO has an excellent training manual
for food processing, which is being translated for use in a project to help female entreprencurs in Rwanda.

International Fund for Agricultural Development. This project is entitled, “Promotion of Rural
Micro and Small Enterprises.” It is working in 15 communes in three areas including Ruhengeri,
Byumba, and Umutara and helps with organizing associations, management training, project
development, and obtaining and managing credit. Its programs cover pre and post-harvest
business issues. :

Kigali_Institute of Science and Technology. This Institution may be able to provide trainers for
technical modules starting as early as the fourth quarter of 2001.

ACDI/VOCA. This organization is seeking to upgrade coffee production and to support value
adding steps such as coffee washing along the Lake Kivu area, which remains the primary quality
coffee producing area. Many areas of collaboration exist: ADAR can focus on the processing
and marketing end while the former on producer level technicai training and possible financing,

IITA/PRAPACE/Food-Net. We are looking at sharing the cost of a potato study focusing on how
to expand production for external markets. Potatoes were sighted in the design phase of ADAR as
the only staple capable of establishing a broader export market. We seek to incorporate an
Agribusiness agenda in the study priorities.

PEARL. ADAR wishes to cooperate through the PEARL Project in Butare exposition of
improved coffee processing technique and potentially a satellite or partner coordinator for ABC
services.

WOCCU/BANQUE POPULAIRE. The World Council of Credit Unions in coordinating through
the Banques Populaires on internal reorganization designed in part to make the BP more
responsive to the needs of rural and grower entrepreneurs. The ADAR Project hopes to import
technical expertise and training to facilitate this. .

The Rwandan Development Bank: This Institution is very keen on building the Agribusiness
sector and may become a partner in supporting longer term financing needs. RDB has also
independently of ADAR contemplated entering leasing (another, more secure form of medium
term lending) but would need considerable technical guidance which ADAR may be able to offer

The Rwandan Private Sector Federation: The RPSF has collaborated with ADAR through investor
focus group and work plan focus group meetings and we are discussing undertaking jointly a
census of agribusiness operators currently in the prefectures (baseline).

Privatization Board: This unit plans to privatize two tea operations during 2001 and another seven
during 2002/3. It is interested in reviewing with ADAR the privatization strategy for tea and in
referring to us for technical support other agribusiness units to be privatized. Another area of
collaboration is the 400-ton coffee washing station in Gisenyi.

Page 10 of 24
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Figure 2. ABC Functions
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ADAR YEAR 1 WORKPLAN

SECTION Il The Work Plan Overview

The first year work plan builds a foundation for the entire project. The ADAR team strategy is to
conduct two parallel initiatives focusing (1) on prospects most likely to conduct transactions early on,
especially exports, to demonstrate the potential and attract interest in the ABC, and (2) to empower
over the longer-term agribusiness operators in strategic commodity groups to replicate the success of
others. This foundation consists of basic information services, training and workshops, and of
broadening access to new markets and alternative sources of financing,.

This work plan overview restates ADAR’s Project Intermediate Results { PIR’s ) in the same order of
the Context discussion , adding a fourth element concerning management activities. In addition this
section details outputs expected from identified project inputs , and for each the expected indicators,
during this first (11-month) project year ending 31 December 2001. Finally, the plan highlights
expected inputs for years two and three designed in effect to reinforce the foundation started this year.

A. PIR1 — Enhanced Performance of ABC-Assisted Firms

This PIR works off these key assumptions:

Information exchange is the basis for transactions.

Sharing a common dialogue (language) is critical, especially on the international stage
Knowledge/information builds risk taker’s confidence

Positioning targeted products in front of buyers will eventually result in business transactions
There is limited business management culture in Rwanda -
Management weaknesses lie in poor diagnostic, market analysis, and cash management habits.
Price information can stimulate the necessary resource mobilization by profit-secking operators

e & & & &+ & @

The project will form an. Agribusiness Centre (ABC) to serve as “information central” for Rwanda’s
agribusiness community offering product information, current market prices and trends, expanded
commercial contacts, possible financing sources and technical assistance. In addition, the Center will
offer training, workshops, and focused seminars to help agribusiness operators improve performance
and become financially sustainable. ABC clients most likely to benefit from the program will have the
following profile:

e The client will provide its own resources or otherwise demonstrate its commitment to
productively use resources and services provided by the ABC. Self-selection by the clients
themselves will underscore the demand-driven nature of service delivery.

e The client will specialize in a product or process in the agribusiness chain that contributes directly
to achieving ADAR project goals set forth above. Examples in the first year of the project
include:

-~ Products:
« New and existing high value horticultural exports and their by-products, e.g., flowers,

fruits and vegetables, high-value coffee, spices, etc.
Page 12 of 24
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= Staples that would promote higher employment, out-grower schemes, etc., leading to
broad-based economic growth in Rwanda, e.g., potatoes, etc.

~  Processes:
*  Value-adding processing steps that overcome the weaker links in the commodity chain,

e.g., storage, conservation, sorting, packaging and labeling, transformation,
commercialization, and so on. . .

A PIR specifies individual goals for the duration of the project. Each goal, however, consists of
individual accomplishments targeted for any designated year (work plan accomplishment) and these
are highlighted in this Section I discussion. Specific activities and underlying tasks to bring about
these accomplishments are detailed in Annex Three.

PIR1/Sub-Resuit 1 ;-> Increased Access to Information and Improved
Information Exchange among Agribusiness Stakeholders

Presently, Rwanda has no regular or institutional business news forum. There is no business press in
local newspapers. Regional publications offer market prices, but what is happening, who is doing
what in discussions with whom, where and why are subjects not routinely covered. Nor is there
analysis of the broader or long-term impact of business issues especially as regards product

development, competition, private investment, and financing.
We have identified four accomplishments that will mark our progress attaining Sub-Result 1.

Inaugurate the Agribusiness Center

Establish and update a client directory

Establish a library of appropriate references documents
Establish an investor’s roundtable

Years two and three will develop a program of workshops and seminars for information exchange
(year two) and seek to formalize the investor roundtable into a legal association and lobbying
organization for favorable policies and legisiation (year three).

Indicators: We will track these indicators to measure effectiveness

e Number/gender of visitors using ABC facilities {(source: ABC records)
e Number/gender of registered ABC clients (source: ABC records)
¢ Number/gender of participant-sessions at ABC-sponsored workshops, and information forums

PIR1/Sub-Result 2 —> Expanded Access to Markets and Increased Client
Sales

One of the consequences of poor information is ignorance and disinterest in other markets, and of the
potential to build a business around a solid product, marketing strategy, a financial base, and so on,
Without such motivations the leverage of self-interest, so critical in inducing operators to take

calculated risks, is never exploited.

We list four accomplishments that we consider key to expanding access to markets and increasing
client sales (supporting activitics and tasks are detailed in Annex Three.)

Page 13 of 24
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Develop a directory of regional/international agricultural wholesale brokers
Create an agribusiness market newsletter

Develop a project web site to promote Rwandan agribusiness

Promote new producer-buyer contacts in selected commodities

The web site is crucial to raise Rwanda’s image, still depicted by the media in unflattering terms, to
suggest that the ABC is a useful crossroads to potential investors abroad. In subsequent years, we will
expand the web site applications to promote individual sector and investment opportunities,
participation in appropriate regional and international trade fairs (year two), and to expand the overall
level of dialogue and market access (year three).

Already we have begun to work with the Private Sector Federation on promoting an Agribusiness
stand at the August 2001 Kigali fair. If the response is promising this early in the project we may
have a basis to support Rwanda participation in similar annual fairs to occur later in the first year in
Uganda, Kenya, and Tanzania.

Indicators : We will track these indicators to measure effectiveness

Number of firms using ABC to get direct access to new markets (source: ABC records)
Number of clients paying for training in internet access to markets (source: ABC records)
Number/degree of successes in establishing new contacts (source: ABC survey)
Percentage sales increase in ABC-targeted commodities/markets (source: client data)

e o 0 ¢

PIR 1/ Sub-Result 3 — Improved Agribusiness Management Skills

However inviting the market or impressive the quality of product, poor management will inexorably
outweigh advantages and lead a firm into financial difficulty. This is the best scenario (good product
and market). Where neither is apparent, the end comes more swiftly. Most agribusiness operators in
Rwanda have had minimal to no formal management training in business management themes.

We have identified three accomplishments that contribute to this Sub-Result:

e Create a training center as part of the ABC
e Develop a training plan
o Commence training of ABC Clients using at least four basic modules

In the second year we will add up to four more business modules and develop selected technical
modules, training 150 — 180 participants, and we will create a systematic follow up program to
measure training impact. During the third year we will continue the more popular modules and lock
for niche training activities so as to reach by project end at least 500 total training participant

trainings. A participant/ module is a person attending during a training module
Indicators: Key indicators to monitor will be the following:

o WNumber of person/modules successfully completing training (source: ABC records)
o Number of operators applying training to business practice (source: follow up surveys years 2.,3)

The one critical indicator of the success of the above activities to contribute to enhance firm-level
performance is the increased value and volume of goods marketed by ABC-assisted
firms/cooperatives. We will track this through surveys of ABC-assisted clients, Ministry of Finance,

Ministry of Commerce data and the Rwandan Private Sector Federation.
Page 14 of' 24
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Information resources will be developed during the second quarters. Human resources available are
the long-term professional team and short-term LOE. We will take advantage of, where possible, local
institutions and local individual talent to assist in developing training programs. We will look to train
others in adult learning methodologies so as to establish a cadre of local business training talent. Our
program to expand client markets and increase sales will rely in part on short-term LOE coordinated
through the project team.

B. PIR2 Improved Performance of Targeted Commodity Chains

ADAR’s approach will be to target specific commodity chains. A commodity chain as the linkage of
individual businesses or cooperatives conducting transactions that move a given commodity or crop
from its farm or household production to its final consumption.

Selecting targeted commodity chains for the project has been an intensive and rigorous exercise. It
began in October 1999 with the Committee of Experis (ten international and local experts) who
assessed the potential in approximately 100 different commodities. They selected 10 priority and 10
promising commodities for further study in the context.of a project design that concluded with two
stakeholder meetings involving participation of over 80 enterprises, associations, government
agencies, local consultants, etc. who reviewed and advised on commodity selection.

The Committee of Experts design process, which resulted in the ADAR project, sought two key
characteristics in a selected commodity:

o comsistent with project goals and objectives, and
« achievable within project resources.

There are two components to IR3.2: (1) economic growth and (2) growth that is as broad-based as
possible. The core, underlying objective is clearly economic growth. Economic growth, which would
emanate from expanded production and processing of a given commodity, depends entirely on market
demand. Studies during the design phase demonstrated that within Rwanda there is limited buying
power and inadequate demand for most commodities. For that reason, ADAR sought evidence of
proven demand from regional and international markets for products that Rwanda is currently
exporting in limited quantity, but may under much improve circumstances export in economically
significant quantity. .

The second criterion requires that the project, operating within project resources, target commodity
chains that optimally blend geographical concentration features and technical assistance requirements
with the critical mass needed to improve economic growth. In addition, the economic gains must be
apparent in a relatively short period of time (1-3 years). Thus the initial selection went to products
with potential to offer better results in relatively less time.

A third component is implied, if not overtly stated, that is care for the environmental sustainability of
the commodities selected. Growth, broad-based or not, can not be sustained if the environment is
degraded. Moreover, increasingly consumers are asking about the environmental conditions in which
a product is produced. Therefore, it will be important that the enterprises with which we work are
practicing proper husbandry and handling techniques.

Informed by the project design, ADAR has selected three initial commodity chains: (1) high-value
horticultural export crops, (2) high-value, full-washed coffee, and (3} potatoes.
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High-value horticultural exports: Horticultural exports continue to assist significantly a number
of Central and South American countries. Horticuitural exports are now the leading source of
forcign exchange in Kenya. They also contribute consistently to Uganda’s impressive economic
growth. High value horticultural exports could boost economic growth rather directly in Rwanda.
Production, packing and processing of horticultural exports is labor intensive and can create
considerable employment. Out grower schemes and contract farming that purchase from growers
could put cash immediately into rural production areas.

Studies during the design of the ADAR project strongly suggested good potential for high-value
horticultural exports. These horticultural crops consist of flowers, ornamentals, fruits, vegetables,
and spices. Rwanda enjoys important comparative advantage over its neighbors Kenya and
Uganda in the production of high-value horticuitural exports for reasons of climate, soils,
workforce, and available water. However, significant constraints to expansion of high-value
horticultural exports exist, including limited technical expertise, investment resources, and
ultimately air transportation. Moreover, at the present time, Rwanda has few processors and
exporters of horticultural products. ADAR, collaborating with interested partners, will strive to
overcome some of these constraints within the resources of the project.

High-valae fall washed coffee: Coffee has traditionally been Rwanda’s principal source of
foreign exchange. Its climates and soils can, with proper husbandry, produce excellent quality
coffee. Unfortunately, much of Rwanda’s Arabica coffee is sold as low-grade, “ordinary” coffee,
for which the long-term price prospects are poor. Large producers such as Brazil continue to
expand production, while at the same time worldwide demand for ordinary coffee has stagnated.

Coffee’s growth path in international markets is clearly for quality Arabica coffee. While Rwanda
is capable of producing high-quality coffee, it will require changes in market structures,
processing and packing along with greater care and management of coffee trees. These changes
are beginning to take place on a small scale in Rwanda and therefore warrant early ADAR
intervention.

Since coffee is grown widely in the country, expanded growth of revenue from the coffee crop
could have eventua! broad-based impact on the economy. In addition, there is excellent potential
for synergistic linkages between ADAR and other projects and NGO’s, thus supporting growers
bargaining position vis & vis processors in addition to improving coffee tree husbandry. There are
only a small number of full-washed high quality coffee processors currently operating in Rwanda.

Potatoes: Rwanda has the soiis and climate to produce excellent quality potatoes. Unfortunately,
inefficient markets and limited domestic demand have curtailed returns. There is some evidence
that there may be strong regional demand for potatoes in Uganda, Kenya and Tanzania. (Market
analysis will be carried out in collaboration with IITA/PAPACE/Food Net.)

There are also strong possibilities for value added in the potato commodity chain. This could be
simply cleaning, grading and properly packaging the potatoes for more up-scale markets. In
addition, various forms of processing potatoes have been discussed but these processing efforts
will require more detailed examination of potential demand. Such market surveys are activities
the project could assist processor and buyers to undertake.

The production of potatoes is widespread in the Northwest of the country and any growth in
revenue from this sector will have broad-based economic impact. At the same time, the potato
sector, particularly for an up-scale product amenable for regional export, is limited in scope and

size and could be responsive to project resources,
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While the project will focus on the three noted targeted commodity chains, it does not mean that
access to project resources are limited only to those agribusiness working with these three
commodities. The information resources of the ABC and access to the training modules are open to all
agribusiness people in Rwanda, Over time, it is probable that with improving economic conditions
other commodity chains can become fruitful targets for ADAR intervention,

A few popular commodities are considered here. In many cases, the extent of work required, vis-2-vis
project resources, or the limited market argues against their immediate inclusion and warrants a
cautious approach.

o Tea: Tea is second only to coffee as a generator of foreign exchange in Rwanda. The tea sector
was badly damage during the 1994 civil war and major efforts are now underway to rebuild it.
Rwandan tea is already considered to be among some of the worlds best and there is limited
opportunity for increased returns from quality improvement. As opposed to the coffee sector
which is highly decentralized, the tea sector is centralized around large tea factories. The
problems of the tea sector are generally outside the mandate and resources of the project. These
include rehabilitation and privatization of the tea factories and the distribution of returns in the tea
sector between processors and growers.

o Dairy: Rwanda has good production possibilities in dairy. Dairy herds are relatively widespread
in certain areas of the country and several milk and cheese processing plants have been
established. The problem in the dairy sector is the limited demand at this time for dairy products
resulting from limited purchasing power of consumers. This limited demand restricts future
expansion of the sector. Eventual demand may be possible from Congo and Burundi but that
remains some time off, This sector appears to offer little short term potential unless affordable
milk can be provided locally in Rwanda in sufficient quantity to yield attractive returns to
domestic producers of milk and milk by-products.

e Meat: The formal meat industry is just beginning in Rwanda. Demand for meat is limited
domestically but there may be some demand for Rwandan meat products in such places as the
Middle East. Limited purchasing power discourages meat production at commercially feasible
levels. In addition, meat production requires much land to feed animals, which raises a number of
environmental concermns.

o Beans: Beans are one of the staple foods in Rwanda and are widely grown in the country. For this
reason there is little demand for commercially produced beans intended for market outlets.
Sporadic regional demand occurs for beans depending on the weather and political situation in
neighboring countries. The prospects for major economic growth from the bean sector are low at
this time. In addition, the bean sector is so wide spread and decentralized throughout the country
that it surpasses project resources.

e Maize: Maize is an emerging crop in Rwanda and is extremely important to the livestock sector
in the country. Prospects for growth in the maize sector is closely linked to the meat and dairy
industry. Maize is generally grown in selected areas in the country but the crop is expanding into
new regions. With its present low return and low consumption levels, maize remains a crop in
search of a market. This may emerge over time, however.

ADAR’s Project [ntermediate Result 2 (PIR2) seeks to increase the efficiency of targeted commodity
chains. The discussion immediate following highlights the major accomplishments this 11-month
work plan will achieve pursuant to each major goal of PIR2. Individual underlying activities and
detailed tasks leading to these accomplishments are given in Annex B. First, we summarize below
our key assumptions underlying PIR2.
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Market price discrepancies exist due in part to poor price information.

Improved price information will motivate parties to move good to higher price locales.
Price model wil! attract motivated stakcholders.

Basic coffee husbandry skills exist.

Coffee farmers will respond to increased prices with improved husbandry.

Air transport capacity will respond to increases in available airfreight volume.

PIR2/ Sub-Result 1 —» Expanded Volume of Goods Marketed within the
Targeted Commodity Chains

Food security gives to individual households a means to acquire greater quantity and better quality of
food products. By inducing Rwandan markets to expand the volume of goods marketed we enable
commodity chains to service a larger population group: not only are the goods where they should be,
they become more affordable. To this end price communication must improve to arbitrage out price
disparity resulting from price misinformation

We have identified three accomplishments for the next 11 months, which can lead to achieving the
stated 3-year Sub-Result to expand the volume of goods marketed within targeted commodity chains:

e  Assist full-washed high value coffee

e Increase Export volume of horticultural crops

+ Improve access to transportation

In year two, we will expand the available information and contacts for use by high value coffee
processors with international coffee buyers and, pending feedback from the first year, we will
continue supporting participation in the international specialty coffee conference. If the market
analysis points to a viable consumer market in the region, we will further develop with interested
growers associations, processors, and transporters a strategy to penetrate this market. In year three, we

will encourage the development of a high-value coffee processors association and continue, as
warranted, the development and expansion of potato exports to neighboring countries.

Indicators: We will track the following indicators in order to determine impact and effectiveness:

» Tonnage increase in ABC client full-washed coffee in the premium market. (source : ABC clients)
e Percentage change in sales volume of selected commodities (source: ABC clients)

o Airfreight capacity, measured by volume and frequency, available to Rwandan exporters. (source:
public records, ABC clients, airport officials)

PIR2 Sub-Result 2 — Upgraded Quality and Standards of Targeted
Commodity Chain Products '

The entire commodity chain suffers when critical links operate badly or don’t even exist..
Recognizing the need to establish a widely recognized product standard and then maintaining this
standard is a precondition to successful marketing. All inputs in the commedity chain leading up to
the processing and presentation of the product are wasted when quality is not maintained. Therefore
this is an integral component of a broader initiative to build efficiency in targeted commodity chains

(PIR2) by delivering at the end a quality product that buyers want and can afford.
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ADAR will focus on three accomplishments during year one to mark our progress towards this goal:

¢ Collect pertinent documentation on international grades, standards and packaging practices for
horticultural crops and high value coffee including organic certification.

e  Arrange test of grades of primary producers,

o Determine steps required at enterprise level to upgrade quality and maintain marketable grades of
product in the three-targeted sub sectors as a prelude to working with selected clients

Later during year one and into year two we will develop two training themes in training module and
workshop format on quality standards, packaging and certifications for selected operators and, where
appropriate, their produce providers. Year three will prioritize company-wide quality awareness
among processors and exporters while promoting closer, routine collaboration from a fully
functioning National Bureau of Standards.

Indicators: we will track the following indicators to measure effectiveness:

Number of operators assisted by ADAR to upgrade standards. (source: ABC)

Number of operators who have improved standards through ADAR initiatives. (source: ABC)
Number of ADAR-assisted operators meeting buyer mandated standards (source: ABC)
Number of operators adopting quality control methods to maintain standards (source: survey)

PIR2 / Sub-Result 3— Improved Price Information in Targeted
Commodity Chains

This goal is predicated primarily on the assumption that poor price information leads to price
disparities for the same commodity in different markets that are not attributable to transportation and
financing costs (cost of capital). The model depends on identifying stakeholders who have a
commercial interest in participating in a scheme to diffuse price information more efficiently and who
also have the resources needed to respond to price inducements

This activity will look to develop a model, initially for potatoes if warranted by the market survey,
that is replicable to other commodities and supported by the private sector, and in this manner self-
sustaining. The model, as we see it, has to be accurate, timely and site specific so as to allow
producers, traders, transporters, wholesalers, and processors to select a course of action.

We have identified three accomplishments in year one contributing to PIR2 / Sub-Result 3.

e Provide a consultant to develop price information model with stakeholders.
e Facilitate implementation of model.
o Monitor efficacy gains resulting from use of the model system.

During year two we anticipate monitoring and improving the model, monitoring its impact on the
potato market and ascertaining its effectiveness as a tool for improved market efficiencies. In year
three we will look to replicate the model to another commodity and develop a training module on
price analysis, reduction of transportation costs and other skills to fully use available price
information to increase operation efficiency.
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Indicators: The relevant indicators we plan to track are as follows:

o Number of stakeholders using price information from ABC operating model (source: ABC)
¢ Changes in volumes and prices of selected commodity in primary domestic markets (source:
ABC survey)

We have selected several indicators of success. We will track these through client monitoring, ADV
surveys, EU/PASAR, Ministry of Finance, Ministry of Commerce and OCIR Cafe,

o Reduction of marketing transaction cost in selected commodity chain.
o Increased volume of goods benefiting from quality control and improvement within targeted
commodity chains

Resources available are the long-term professional team and short-term LOE. Short-term LOE key
input will be specific action plans in selected commodities that promote sales. We will also take
advantage of, where possible, local associations and institutional cadre to assist in developing training
programs, especially in technical and quality control areas in later years. Other donor-supported
organizations sharing similar goals will prove another valuable resource.

C. PIR 3 —Improved Access to Financing for Agribusiness Firms

It is already abundantly clear that the most popular feature in the design of the ADAR project to the
Rwandan stakeholder is the Loan Guarantee Fund. Since completion of the design phase, however, a
number of new donor and Government of Rwanda (GOR)initiated programs offering financing or
guarantee features appeared. ADAR will prioritize in the first year finding out how such financial
assistance can complement ADAR’s technical focus with a view towards preconditioning prospective
borrower candidates to tap into such financial resources and to repay lenders.

In addition, during the first year, ADAR will probe the feasibility of establishing a guarantee fund or,
in light of what others are doing, different financial services, constituting the project’s financial
component, offering complementary financing assistance to promising projects and entrepreneurs.
This may include researching and structuring a cost-sharing grant fund to subsidize business services,
facilitating creation of an equipment leasing company; in later years a listing arrangement with
regional stock exchanges, etc. :

What ADAR seeks to avoid is to distupt its own carefully orchestrated process designed to build
sustainability through Rwandan institutions working directly with agribusiness clients by introducing
artificial stimulants (loan: guarantees) from a non-recurring donor source.

Company operating sustainability is impossible without having a means to finance growth. In turn,
financing cannot be sustainable if it is available only through donor intervention. Building access to

. long-term institutional sources, and thereby creating a permanent access to financing, involves a

partnership between enterprise, business service provider, and lender where each can act in his own
interest and to his own financial gain.
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A number of key assumptions underscore ADAR's initiatives under PIR 3.

Rwandan operators have little information on financing sources.
Rwandan agribusiness operators are misinformed as to what banks require and why.
Rwandan borrowers will benefit from a financial reference handbook.

Lenders will take greater interest in ADAR’s clients when they agree interests coincide
Professional business support services for agribusiness in Rwanda is extremely limited
Absence of a support service link hinders access to finance.

LA AR A

PIR3 / Sub-Result 1->Expanded Options Available to Agribusiness Firms
for Financing

Three basic accomplishments during the first 11 months will contribute to achieving the stated
objective of expanding the financing options available to agribusiness firms
o Identify and diffuse sources capable of financing agribusiness in Rwanda.

e Prepare a “Borrower’s Handbook™ on good practices and procedures to adopt in order to assist
preparing a business plan and eventual loan application

| ~ Propose ADAR’s financing options, “ the Financial Component”

In year two and three, ADAR will pursue approved Financial Component options and continue
training for our clients, business service cadre and banks. Sound financial management is critical to
enterprise sustainability. Enterprises naturally’cite money shortage rather than mismanagement as
their principal problem. Reorienting management to view money as a tool (with definite costs) and
to use it under self-imposed, strict accounting and budgeting constraints remains an important
challenge of the training process.

The indicators that we will track in order to determine impact and effectiveness are:

o Number of agribusiness firms purchasing directory and handbook. (source: distribution lists)
¢ Number of finance seminars sponsored by ABC (source: ABC records)

PIR 3 / Sub-Result 2 —-Improved Receptivity of Banking Communrity to
Agribusiness Borrowers

Banks logically seek maximum return with minimum risk. They have historically avoided
agribusiness lending because they have seen this sector presenting more likelihood of loss than gain.
While general lack of borrower sophistication explains a great deal of their aversion to agribusiness
lending, the fact remains that banks know very little about the elements of risk in agribusiness, market
dynamics, commodity chain linkage, etc, rendering them ill equipped to operate comfortably in this

sector.

Enabling banks to feel that they are in “control” of the situation will enable them to engage in
purposeful dialogue with operators rather than resort to stereotypes and dismiss prospects altogether.
This is clearly not an overnight conversion and may well require two years to get any resuits. But the
impact is sustainable because it involves a mutation in the lending culture.
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To get this process started ADAR secks to accomplish in the first 11 months the following

» Assess lender capabilitics, interests, and sensitivities.

e Promote dialogue and outreach to banks centering on ABC events and agribusiness issues.

o Prepare training program for banking staff in evaluation and monitoring agribusiness loan
applications and portfolio.

In year two we will extend the training program developed during the first year. We will also seek to
establish an active dialogue, through the ABC seminar/workshop program, between banking sector
and principal agribusiness investors on their respective needs and requirements. By the third year, we
would seek to develop a lender’s forum of senior bank loan policy makers to review agribusiness-
lending opportunities in Rwanda.

“The indicators that we will track in order to determine impact and effectiveness are:

e Number of bank agribusiness clients assisted by ADAR. (source: ABC)
e Number of bank / participants trained through ADAR (source: participation lists)

PIR 3 / Sub-Result 3—> Enhanced and Integrated Agribusiness Professional
Support Services

ADAR may strengthen management at the enterprise level. It may convince banks to view the
agribusiness sector in a more informed and favorable light. But this does not go far enough: better
enterprise management that evolves needs to be documented and developed as accounting and
budgeting systems, procedure manuals, cash management studies, business plans, etc. This brings to
bankers or investors credible testimony of capable management stewardship. Engaging the
professional business support service network to offer services directly to agribusiness clients on a
continuing basis improves the chances of making motivated enterprises bankable.

Three accomplishments will contribute to achieving this goal during the first year:

e Evaluate service providers and carry out training needs assessment
e Extend outreach to service providers of ABC activities, including training
s Develop orientation and training to improve service provider-ABC client contact

In the following year we will encourage service providers to participate in the training module
designed to improve their capacity to service agribusiness. We will develop a cost-sharing program
that encourages local businesses to use local firms, Support Services to Agribusiness in Rwanda
(SSAR) and sponsor 10 support service activities. Year three will see a continuation of year two’s
activities in training ancl the SSAR.

The indicators that we will track in order to determine impact and effectiveness are:

¢ Number of Service Providers assisted By ADAR
e Number of service provider training programs conducted
+ Number of ABC client and service provider linkages establish

Indicators: We hold to one overriding indicator of success, the number of ADAR-influenced
agribusiness proposals being prepared, submitted, and also under consideration by financial
institutions. We will also track the number of discussions for services going on between agribusiness
entrepreneur and service provider, which often precedes loan applications: private sector chemistry

must evolve in its own course. :
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Actual financing raised is important, but not nearly as important as the number of new loans actually
authorized by lenders, Size of ioan is a proxy for a transaction’s economic appeal and borrower’s
resources, a variable beyond the scope of ADAR. Number of new loan proposals accepted by banks
for serious evaluation, however, reflects the level and frequency of contact needed to encourage more
loans. We will track results through surveys of ABC clients, direct involvement in authorizing cost
sharing of business support services, and bank records and reports. ,

Resources required, in addition to ADAR’s actions to realize this strategic PIR3, will include LOE
of trainers, training support matertals, and a grant capability within the ADAR program to enable
subsidization via cost sharing of business support services, which ADAR would authorize for clients.
We hope to also recruit participation from lenders to help guide the business services community in
the technical aspects involved in the preparation of loan applications.

D. Project Manﬁgement

Beyond the obvious technical work as outlined above , there is a whole range of project start up
administrative results crucial to a varying degree for project success, such as

Project officially launched

Project procedures and manual in place
Local staffed hired, professional and support
Project Steering Committee selected
Baseline survey completed

M&E system installed and functioning
ADAR office furnished and functioning
Expatriate field team housed
Communications plan developed

Quarterly reports submitted

Annual report and second annual work plan submitted.

Each serves as its own indicator. That is to say, the activity is either completed or not.
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ADAR YEAR 1 WORKPLAN

SECTION Ill The Challenges

For the first (1 I-month) work plan period we have identified four major challenges which ADAR
must deal with almost continuously ;

*

Managing client demands. Once established and known, the ABC may be flooded with client
“wannabes.” We can publicize our requirements and our commodity interests, but we cannot
really know whether a candidate can become a client untii they demonstrate a level of
commitment and energy not typically found in most of his competitors. This testing time will
take time away from other, always pressing, activities. Determining efficiently likely clients to
work with while appealing openly and convincingly to agribusiness operators to improve will bea
challenge. This project must keep the doots open. Enterprises don’t evolve at the same rate.
Selection will remain an enterprise decision. It we do not choose clients well we risk wasting
time on non-performers while not capitalizing on clients with real potential.

Managing Priorities. This project is extremely ambitious, even for more advanced developing
countries. Moreover, what began as a Loan Guarantee Program is now transformed into an entire
program initiative to create sustainable access to financing from local sources: there is little
point to ADAR if enterprises have no workable approach to finance growth. Because indeed,
each of ADAR’s three PIR’s can be a project in itself, movement in one PIR can quickly draw in
all the attention and resources of ADAR without vigilant stewardship. Harmonizing efforts
consistent with achieving all the Activities and Tasks outlined in Annex B while preparing the
way for future Project inputs in years two and three will remain an incessant challenge.

AID tarmover. Inevitably, some momentum dissipates with every changing of the guard. ADAR
will seek to minimize disruption by concentrating on its goals and keeping open all channels of
communication.

Rwandan history: The relatively recent turmoil in Rwanda is well known, so well known (and
retained) in fact that businessmen operating in the region worry first about civil sfrife and
security. Questions to the Investment Promotion Authority from business abroad, for example,
center around survival-is there safety, electricity and telecommunications, qualified staff,
transportation, etc-- and not around success — availability of financing and profit repatriation--—.
Capital remains fre¢ to move to more appealing sites. In light of this ADAR must concentrate on
promoting select enterprises capable of attracting outside investors on their own merits, which
offset impressions ftom the difficult past.

Tribal Tensions: Agribusiness growth in Rwanda will require full participation of all tribal
groups. Making the prospect of improving one’s livelihood the driving factor would decrease
tribal tension once interdependence is recognized. Getting all groups to work together out of pure
self-interest is a constant challenge.

Stakeholder Interest: This project demands eager participation of operators who are willing and
able to commit resources to improve their business. To avoid disappointing them, especially
given Rwanda’s weak starting point—transportation availability, utility reliability, government
indifference and /for bad policy, lackadaisical and unchallenged financial institutions, weak
technical and management cadre skill base, legal and commercial precedents, etc. ---will demand
keen, persistent support, and effective remedies where ADAR can intervene, to sustain
stakeholder commitment.
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ADAR FIRST YEAR WORK PLAN
Calendar Year 2001

PIR 1. ENHANCED PERFORMANCE OF ABC-ASSISTED FIRMS

Sub-Result 1------INCREASED ACCESS TO INFORMATION
Sub-Result 2 —-—--EXPANDED ACCESS TO MARKETS; MORE SALES

Sub-Result 3 ~--IMPROVED AGRIBUSINESS MANAGEMENT SKILLS

Hypotheses Underlying PIR1 and related Objectives, Activities, a_nd Tasks

Information exchange is the basis for transactions.

No alternative forum exists in Rwanda.

A Project newsletter to the “agribusiness community” at large can create a common dialogue and reference point
Knowledge / Information builds risk taker ---investor or lender--- confidence

Broader markets expose product demands as well as potential for greater commercial activity

Reference materials at the ABC and interactive communication through the internet build this access
Positioning targeted products in front of potential buyers abroad will eventually result in new deals

Price information can stimulate the necessary resource mobilization by profit-seeking operators

Management of resources help ensure continuity of operation

There is no business management culture in Rwanda.

To train busy, adult entrepreneurs one must include their experiences into training themes, directly and quickly
Trainers must be trained in the “cycle experientiel” methodology capable to have such direct impact
Management weakness lie in poor diagnostic, market analysis, and cash management habits.

il

ADAR Project Work Plan as Finalized in March 2001, Kigali, Rwanda
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ADAR FIRST YEAR WORK PLAN
Calendar Year 2001

PIR 2. IMPROVED PERFORMANCE OF COMMODITY CHAINS

Sub-Result 1 «==-~- EXPANDED VOLUME OF GOODS MARKETED

Sub-Result 2 ——-—--UPGRADED QUALITY AND STANDARDS

Sub-Result 3 —— IMPROVED PRICE INFORI\&ATION

Hyvpotheses Underlying PIR 2 and related Objectives, Activities, and Tasks

Poor price information has permitted market price discrepancies between principal Rwandan centers
Improved price information will motivate interested parties to move goods where prices are higher
Selecting one product—potato—for the model test will enable clear results attributable to it alone
Lessons learned can be integrated in other commodity / product tests.

The price model cannot work if the process fails to identify motivated stakeholders

Rwanda’s coffee-growing culture and climate assures skills essential for the premium coffee trade

High value coffee exports offer the potential for a sustainable impact and higher income to farmers
Better coordination of resources could enable Rwanda to increase its export of ornamental flowers
Better organization of post harvest handling would improve potato sales to outside regional markets
Targeted fruit products need specific production, packaging, and marketing help to build exports
Rwanda can improve air transportation options if it generates sufficient and consistent volume to export
Product standards and quality control must be established to assure access to markets

Product tests will enable ADAR to identify remedial steps to implement among motivated entrepreneurs

ADAR Project Work Plan as Finalized in March 2001, Kigali, Rwanda
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ADAR FIRST YEAR WORK PLAN
Calendar Year 2001

PIR 3. IMPROVED AGRIBUSINESS ACCESS TO FINANCING

Sub-Result 1 ----- EXPANDED FINANCING OPTIONS FOR AGRIBUSINESS

Sub-Result 2 —- IMPROVED RECEPTIVITY OF LENDERS TO AGRIBUSINESS

Sub-Result 3 ——-ENHANCED AND INTEGRATED SUPPORT SERVICES

Hypotheses underlying PIR 3 and related Objectives, Activities, and Tasks

Rwandan operators have little information on financing sources

Rwandan operators have mistaken notions on what banks require in order to make a loan
International institutions are viable sources to finance agribusiness in Rwanda

Rwandan borrowers need a reference handbook to guide in how to prepare for a loan

-Lenders require specific inputs to facilitate a loan decision

Lenders need assurance that ADAR’s interests coincide with their interests---better clients
Rr;hg;ng }\nnqu ;nin fl’\P gg{';hne;ﬂnee nnmmnn;f\l f!;ﬂlr\ﬂllﬂ \ll’;ll nraata o 1!1’;{"1‘31‘ ag‘;h‘l!ﬂ;ﬂﬂﬂﬂ rrmtart »
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Training for banks in project analysis and monitoring, using Agribusiness themes, is essential

Rwanda has no business support service capability available for agribusiness operators

Absence of a support service link retards progression of agribusiness to becoming bankable

Service providers need to improve their skills in Business Plan Preparation and Cash Flow Analysis

A service cost sharing program will accelerate dialogue between operators and service providers

Quality of Services is improved through monitoring by ADAR

ADAR Project Work Plan as Finalized in March 2001, Kigali, Rwanda
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 ANNEX TWO

RESULTS INDICATORS:
FRAMEWORK AND SUMMARY
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Figure 1. ADAR Resilts Framework
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Baseline | Target | Target | Target

Indicators Unit 2000 | 2001 | 2002 | 2003
PIR 1. Enhanced Performance of ABC-Assisted Firms
1.1, Value of goods markated by ABC-assisted firms and cooperatives FRW/year 8D
1.2, _Volme of goods marketed by ABC-assisted firms and cooperatives MT/year TBD
SR 1.1. Increased Access to Information and improved Information Exchange
1.1.1. Number of viskors using ABC faciities; by gender Number 0
1.1.2. Number of registered ABC clients Number 0
1.1.3. Number of participant-sessions at ABC-sponsored workshops, seminars, and forums; by gender Number 0
SR 1.2. Expanded Access to Markets and Increased Client Sales
1.2.1. Number of frm-commodty sectors using ABC diect assistance to access markets Number 0
1.2.2. Number of chents paying for ABC training 1o use the internet to access market; by gender Number 0

1 1.2.3. Number and degree of success in establishing new market contacts by selected ABC cliants Survey -
1.2.4. Percent change in sales of targeted commodities by ABC clients Percent TBD -
SR 1.3. improved Agribusiness Management Skills
1.3.1. Number of person-modules of ABC training courses completed; by gender Number 4]
1.3.2. Number of clients applying ABC training In business practice Survey -
PIR 2. improved Performance of Targeted Commodity Chains
21. Marketing fransaction cost in selected commodity chains FRW 18D
2.2.  Vclume of marketed products mesting and maintaining International standards MT/year 18D
SR 2.1. Expanded Volume of Goods Marketed within the Targeted Commodity Chalns
2.1.1. Tonnage of full.washed coffee available to the premium market by ABC clients MT T8D
2.1.2. Percent change in sales volumes of selected commodity chains products Percent T8D
2.1.3. Capacity of eirfreight avaiable to Rwandan exporters Ko 17240
SR 2.2. Upgraded Quality and Standards of Targeted Commodity Chalns Products
2.2.1. Numnber of operators assisted by ADAR to upgrade standards - Number 0
2.2.2 Number of operators who have improved standards through ADAR initiatives Number 0
2.2.3. Number of operators meeting buyer-mandated standards Number 8D
2.2.4. Number of operators adopting quality control to maintain standard Survey -
SR 2.3. Improved Price Information within Selected Commodity Chains
2.3.1. Number of stakeholders participating in ABC-sponsored price models Number V]
2.3.2. Change in volumes and prices of selected commodities in primary domestic markets Survey -
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‘Baseline | Target | Target | Target

Indicators Unit 2000 | 2001 | 2002 | 2003
PIR 3. Improved access to Financing for Agribusiness Firms
3.1, No. of agrbusiness proposals with business pians prepared / submitied to finandial instiutions Number TBD
3.2 Numberofa i loans approved by financial institutions through ADAR catalysts Number 0
SR 3.1. Expanded Options Available to Agribusiness Firms for Financing
3.1.1. Number of frms purchasing directories of financing sources and borrower's handbooks Number 0
3.1.2. Number of finance seminars sponsored by ADAR Number 0
SR 3.2. Improved Receptivity of Banking Community to Agribusiness Borrowers L
3.2.1. Number of bank agribusiness clients assisted by ADAR Number o
3.2.2. Number of bank participants trained through ADAR, by gender Number 0
SR 3.3. Enhanced and Integrated Agribusiness Professional Support Services
3.3.1. Number of service providers assisted by ADAR Number 1}
3.3.2. Number of service provider training programs conducted Number 0
3.3.3. Number of ABC cfient-service provider inkages established with ADAR assistance Number 0
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ANNEX THREE

WORKPLAN TIMELINE:
ACTIVITIES AND TASKS
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o FO

o HO

a TT

o DTL

a STC

a TC2

a TC3

a TAV

o TAL

a DPC

a TM

AlLa legendedoc

La Légende

ADAR Field Office, Rwanda
ADAR Home Office. Washington
Technical Team of FO

Team Leader

Deputy Team Leder

Senior Techxﬁcal Cadre

Technical Cadre — Commodity Chains
Technical Cadre — Financial Access
Field Office Administration
Technical Assistance — Visitor
Technical Assistance — Local
Donor / Partner Collaborator

Training — Management




PROJET ADAR---Agribusiness Center Work Plan YEAR 2001

il

PIR1: Enhanced Performance of ABC
of ABC Assisted Firms

Trim.1 31March

Trim 2 30-Jun

Trim.3 308ept

Trim.4 31 Dec

Sub Result 1:

Increased Access to Information and improved Information
exchange among Agribusiness Stakeholder

A. inaugurate the ABC

1. Preparation

-Furniture and Supply Equipment
-Testing Equipment

2. Open to Public

- Advertising
- Invitation and orientation sessions
- Opening Ceremony

B. Create and Update a Client Directory

1.Prepare Questionnaire

- Selection of Potential, Agrib Client
- Explanation and completion of Questionnaire

T

T

2. Publication

e | A R e

- Organize Format
- Print the Directory
- Send

DTL/ADM

ADM

3. Update

- Verfication every six months
- Printing/Send if necessary

Page 1 of 11
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'PROJET ADAR---Agribusiness Center Work Plan YEAR 2001

C. Establish a Library of Appropriate
Reference Documents

Trim.A 31-March |Trim.2 30-Jun

Trim.3 30-Bept | Trim.4 31 Dac

D. Establish an Investment Round Table

1. Establish Physical Library E ] e
- Purchase of Material/Fumiture TT/ADM TT/ADM
- Physical Organization TT/ADM
2. Set up Computer BRI R b e
- Purchase of Material DTL/ADM DTL/ADM
- Test of Materiat ADM
3. Collect Reference Documents | R i | e
- Kentification of major categories TTISTC TTISTC
- Selection of Resource Materials Tr
- Subscription and Organization at ABC ADM
4. Subscribe to Internet, Price/Market Data Base e e E
- identification of Sources TTIDTLIBTC TT/DTLISTC
- Selection of Commodities 17T T
* - Subscription ADM ADM
§. Collect Documents on Grades and Standards il R e e
- Selection of Commodities TTISTCITC2 TTISTCITGC2
- identification of Sources TTISTCTC2  |TT/STCITC2
- Publication DTL/ADM

1, Organize meetings to discuss creation/innovation

- Target agribusiness (ABC) clients

- Invitation/Prepare Agenda
2. Meeﬂﬂg_ 7 it TR
- Organize Agenda, Invitations TTITL TTTL TTTL TTTL
- Follow up TTTUDTL TUOTUTT
Fage 2 of 11
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PROJET ADAR---Agribusiness Center Work Plan YEAR 2001

Sub-Result 3: Enhanced and Integrated Agribusiness

Support Services

A. Evaluate Service Providers and Carry out
Training needs assessments

Teim.1 31-March

Trim. 2 30~Jun

Trim.3 30-Sept

Trim.4 31 Dec

1. Inventory of Service Providers

TT/TLISTC

—FITLsTe

“Buid ADAR Data Base T L
- Contact and Meetings TUSTC TUSTC
2. Assess Training 5 e e ] s
- Invite Servica Providers B 7T
- Identification of needs TL TUSTC

B. Extend Outreach to Service Providers

1. Orlentation to ABC Events 2k R
- Advertize ABC Events __ DTUADM:Tca
- Newsletter DTUADMITT __ |DTUADMITT DT
2. identify mutual Cilents T | e
~ Conduct Focus Group TTTC3
- Assess client Capacities TUTT
C. Develop Training Modul mprove Service
Drnx'ndere'c to suppnrt _A_gg!l_n_n_!__ggs_;

1. Prepare Training Module

- identification of Module
- kdentification of Consultant
- Draft of Treining Program

2. Conduct Tralning Module

- Organize Training, Evaluation

- Follow-up
3. SSAR‘Prggm-Buslnm Searvices D ki
- Hoid Onentation rmcarm"c"'
- Regster Program Mermbers TCHBTCIDIL
Page 11 of 11
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PROJET ADAR---Agribusiness Center Work Plan YEAR 2001

Sub-Result 2: Improved Receptivity of Agribusiness lenders

A. Assess Lender Capabilities Interests and Sensitivities

Trim.1 31-March | Trim. 2 30-Jun | Trim.3 30-Sept | Trim.4 31 Dac

1. Direct Contact

B e R

e

SR R At A

TUSTC

TLISTCITC3

- Visit TLISTCITC3
- Follow-up Discussions TLDTL TUDTUTC?  [TLUDTLTCA
2. Questionnalire
- Elaboration
- Distribution TL/ADM
- Evaluation TL TUTC3 TC3
B. Promote Regular Dialogue
1. Participate in ABC Events 2% Bt Bl B
- Identify borrower prospects TTTC3 TTTC3
- Inciude banks in ABC Workshops TTITC3 TT/ITC3
2. Focus Group and Training Assessments B R e e
- Selection of Enterprises and Lenders TL/DTL TUTCIDTL  {TCITUDTL
- {dentification of Training needs TL TLDTL DTL/TC3
C. DevelopTraining Program for Banking Staff in
Evaluation Monitoring Agribusiness Loan Applications
1.Prepare for training Program = BT R R R
- ldentification of Modules TLTC3 TLITC3
- ldentification of Consultants TUDTLHO TUDTLHO
- Draft of Training Program TUTAVITC3
2. Conduct Training Program i g
- Select Participants TTITC3 TTITC3
- Organize training DTLTC3 DTLTC3
- Evaluation DTLITC3 DTUTC3
- Follow-up TLITC3 TLITC3
Page 10 of 11
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PROJET ADAR---Agribusiness Center Work Plan YEAR 2001

PIR 3 : Improved Access to financing for
Agribusiness Firms

Sub-Result 1: Expanded options available
to Agribusiness Finms for Financing

A. Create Financing Sources Directory

Trim.4 31-March

Trim. 2 30-Jun

Trim.3 30-Sept

Trim.4 31 Dec

1. identity Local Sources

- Gather Information

TUTC3

2. ldentiy International Sources

Ry

- Print and distribute Directory

B. Prepare Borrower's Manuel

DTLTCIADM

DTLTCIADM

1. Qutline Basic Application Steps

TLTC3 )

- Hire Consuttant to draft
- Prepare draft 'ru1'c3:s1'c TLITCUSTC

2. Present outline of Business Plan 2 D p e )
- Review Draft TL/TC3

- Organize Borrower Workshop
- Print and Distribute Hand books

C. Propose ADAR's Financing Options

TUSTCTCS

DTLTCUADM

1. Review Options

TLTCS

TUTC3

- Identify optionnal sources
- Determine banking sources and investors sources TTAC3 TTTC3 TTITC3
2. Conduct seminars hlgglg__ng Financing sources and londlng criteria - R
- Select clients, - Organize seminar {Invitations) etc TTITC3 TT/TC3
- Omanize Financing Seminars TT/TCIADM  |TT/TCIADM
Page 0 of 11
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PROJET ADAR---Agribusiness Center Work Plan YEAR 2001
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Sub-Restult 3: Inproved Price Information

A. Introduce Test Price Information Model/Potato

Trim.1 31-March | Trim. 230-Jun | Trim.3 30-Sept | Trim.4 31 Dec

1. Select Consultant and Stakeholders

AT

- Identify Procuders TUSTC 8TC/TC2 8TCTC2
- Identify Wholesalers STCITC2 STCITC2
- Recruit Consultant TUDTL TUDTL
2. Develop Price Mode! : B i
- Communicate plan TLISTC STCITC2 STCTC2
- Diffuse Resuits TT/ADM/TC2
B. Facilitate Implementation of Model
1. Agree on responsabilities of Parteners st A e s D
- Contact Participants stakeholders TLISTC TLISTC
- Identify Responsabilities STC/TC2 STCITC2
- Facilitate stakeholders activities TTITC2 TTIIC2

C. Monitor Results of Model

P e

1. Deterviine Price infonmation How |71
- Prepare Monitoring Plan
- Undertake Monitoring

2. Diffuse Price Information
- Accumulation of Prices Data
- Diffusion of Prices (Radio, etc)

- Contact clients

- Measurement of Volume Change

TLSTCC2  [TUSTCITC2

TC2 TC2

TC2 TC2 TC2

TCASTC/OTL |TC2STC/DTL

Page 8 of 11
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PROJET ADAR---Agribusiness Center Work Plan YEAR 2001

Sub-Result 2: Upgraded Quality and Standards
A. Collect Product Grades/Standards Data

Trim.1 34-March | Trim. 230-Jun | Trim.3 30-Sept| Trim.4 31 Dec

1. Determine Targeted Commoditles

- Explore Commodity Priorities
- Tanget Cormmodities for direct assistance

2. Collect Documentation on International Grades over standards

- Explore IDEA Database DTL.
- Develop working relationship National Bureau of Standards
- Expiore Intemet
3. Asslist in Packaging and Labelling T e PR D o
- Collect Documentation on Packaging practices for targeted Commodities TC2 TC2
B. Facilitate Testing of Processors
1. Prepare festing process ik
- Contact Participant Stakeholders 87CfTC2 8TCITC2
- Identify Testing Process STCTC2 STCTCZ
2. Arrange test of grades and standards SRS B
_- Identify Sources on national standards STCITC2 STCIC2
- Facilitate Testing TC2
- Diffusion of resultat TTC2 TTITC2
C. Determine Steps to Upgrade Quality
1, Select Clients
- Identify client candidates
- Coordinate client Assistance
2. Propose Program Standards Upgrade
- Identify Standards priorities TC2 TC2
- Set-up and Conduct Program DTLSTCMDPC
- Follow up by ADAR TC2
Page 7 of 11
E | 1 3 3 3 1 1 3 3 k| k- k-

okl



PROJET ADAR---Agribusiness Center Work Plan YEAR 2001

PIR 2: Improved Performance of
Targeted Commodity Chains

Sub-Resuit 1: Expanded Volume of Sales
A. Assist Production for full-washed High Value Coffee

Trim,1 31-March l Trim. 2 30-Jun | Trim.3 30-80pt| Trim.4 31 Dec

1. identify Particlpant Stakeholders

SoeEbnE st P e

TTISTC TTISTC TT/STC

B. Increase Export Volume of horticultural crops

- Explore ADD Dala Base
- Meeling with Stakeholders TTIDTL TT/DTL THDTL
2. Facliitate Contacts with new buyers AR R R | RR e | e T
- Initiate Diglogue with buyers DTL/HO TTIDTL TT/DTL TT/IDTL
- Organize trip to SCAA Miaml HO/DTL DTLJADMIHO

1. Examine Reglonal Potato Market

C. Improve Access to Transportation

- Contact ITA/PAPACE/Food Net study TL TL
- Prepare SOW for study : TL
- Follow-up 8TCTC2 STCITC2 8TCITC2
2. Assist Hortlculture Export R e s e R ot TR
- identification of Exporters TTITAV TT/OTUTAV  |TTIOTUTAV
- Technical Assistant for Exporter TTDTIITAV  [ITIOTL/TAV  1TTAOTL

1. ldentify reliable export providers

R R | Wi

- Evaluation of Air Cargo Capacity leaving Kigali
- Quantify Exporters Volume/Commitment

TLUDTL

TUTT TTISCT TYSTC

2. Promote Exporters, Transporters

- Initiate Contact with Carriers
- Promote Volume increase

Page 8 of 11
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PROJET ADAR---Agribusiness Center Work Plan YEAR 2001

Sub Result 3: improved Agribusiness Management Skills

Create a Training Center as a part of the ABC

Trim.4 31-March | Trim. 230-Jun | Trim.3 30Sept| Trim.4 31 Dec

1. Physical Preparation

- Purchase of Material
- Testing of Material

DTL/ADM

ADM

2. Lauching the 1st Training

- Advertising: Training

B. Develop a Training Plan

1. Commence Training of Trainers

- Identification/Selection of Trainers
- [dentification/Selection of Facilitators

DTL/STC

DTLSTC

TLDTUSTC

TL/ETLISTC

2, Assess Training needs

R e B

it S o

- Identification - Priorization of needs

T

3. Develop 4 core modules of Management Training

PR e

- Contact Facilitators
- Choice of Modules

_ Cantant NMiante
s

TILCIL WP IRG T TS

- Schedule
C. Commence Training of Agribusiness Operators

DTLSTCITC2
TLIDTLISTC
STCIADM STC/ADM
DTUSTC

|oTusTe

1. Conduct Training for the Agr. Operators

e

- Conduct 4 to 5 Sessions TAUDTLUTM __ ITALIDTUTM
- [dentification of Participants TT/ADM TTIADM
2. Conduct Training for Associations/Farmers i T R Rl R
- Identification of Associations T I8TCITC2 STCITC2 STCITC2
- Conduct 4 to 5 Sessions |pTLSCT STC/TCZTM  [STC/TC2TM
Page 5¢f 11
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PROJET ADAR---Agribusiness Center Work Plan YEAR 2001

C. Develop a Website Projet and Internet Access Trim.1 31-March | Trim. 230-Jun | Trim.3 30-8ept| Trim.4 31-Dec
1. Establish Design e
- ldentification TTTLDTL
- Contact with Consultant DTLIADM
2. Build menu content B P e
- General Survey on Rwandan Sites . |rTIoTL TT/IDTL
- Selection of Agribusiness Sites TTIDTL TTIDTL
- Organize menu with Consultant TTL TTTL
3. Training to ABC Clients B e e s
- Identification/Selection of Consultant DYL/STC DTUSTC
- Selection of Group ' ' DTUSTC/TC2 | DTUBTCITC2
- Training TTIOTL TALDTL/ATC
- Follow-up DTL
D. Promote New Producer Buyer Contacts Trim.1 31-March | Trim. 230-Jun | Trim.3 30-Sept | Trim.4 31 Dec

in Selected Commodities

1. Select appropriate market for Rwandan goods | i k
- identification of Goods LL) L}

- Data Base for Markets STCITC2 STCITC2
- Selection

- Participation in national and regional fairs

2. Establish a Program for cost sharing of due dillgence
buyers trips to Rwanda
- Identification of buyers
- Elaborate the Program
- Cost Evaluation

Page 4 of 11
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PROJET ADAR---Agribusiness Center Work Plan YEAR 2001

il
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Sub Result 2: Expanded Access to Markets and
Increased Clients Sales

A. Develop Directory of Reglonal/International
Wholesalers and Brokers

Trim.1 31-March |Trim.2 30-Jun | Trim.3 30-Sept I Trim.4 31-Dec

1. Coliect Market Information | PR AN | D Pt e s
- Identification DTL/TC2 DTL/TC2

- Selection TLDTL TLDTL .

2. Preparation of Wholesale Directory e S P

- Data Base TTISTC TTI8TC

- Printing |oTi/ADM

- Distribution |aDM ADM

B. Create a Newsletter on Rwandan Agribusiness
and ABC activitles

1. Establish editor 2 ;_ 2 e
- dentification of Format TTIDTL TT/OTL
- Delegation of Editor TTITL
2. Coltect material for bulletin ko :
- Identification of source TTITL TTTL TTITL
- Selection of tems TTITL TYITL TTTL
3. Preparation of Publication T B e e
- Editing TLDTL
- Printing/Distributing ADM ADM
Page 3 of 11 i
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