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1. INTRODUCTION

The following iIs a statement of the principles
which guide the development assistance work of the
SCC, made through a definition of the concepts "aim
and objectives” and a description of the target
groups which are the focus of the SCC:s activities.
The aim, the activity objectives and the target
groups form the base of the assistance programmes.
Certain guidelines for selection of recipient
organisations and concentration of the assistance
are stated, as well as a description of the main
forms of i1t. Directions for preparations and
implementation of assistance programmes are given
in separate documents.

The principles were adopted by the Board of the SCC
on 13 november 1986.

2. AIM AND OBJECTIVES

The overall purpose of the development assistance
work of the SCC is indicated by the main aim as
stated below. This aim is derived from the co-
operative principles, it also demonstrates the type
of development which the member organisations of
the SCC wish to support. The main aim of the SCC
is:

To contribute towards positive changes of the
living conditions of the poorer sectors of the
people 1n developing countries, by supporting
the activities of cooperative organisations
which work for economic and social development
and 1ndependence, while emphasing popular
participation and control and adhering to the
principles of democracy.

From this i1s seen that the SCC believes that people
and their development constitute the basis for
progress in developing countries, and that the
contribution of the SCC towards this process is to
help iIn the development of cooperative organisa-
tions . The SCC further believes that cooperative
activities make an important contribution towards
the development of democracy in developing count-
ries . The main aim of the SCC is linked to the
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declared aims of Sweden®s official development
assistance programme. 1)

Activity objectives

The activity of the SCC activites are derived from
the main aim, and are means of attaining the aim.
Together with a discription of the relevant target
group, the objectives make it possible to judge
whether any proposed or ongoing project 1is 1iIn
accordance with the main aim.

The activity objectives of the SCC are, in colla-
boration with the counterparts in developing
<ountries, to:

a) promote the creation and efficient management
of cooperatives and farmers’” organisations
amongst people within the SCCs targets
groups. Particular attention must be paid to
cooperatives which through their activities
contribute to increased food production and/or
improved food distribution.

b) promote the creation and efficient management
of national cooperative organisations, the
purpose of which shall be to support local
cooperatives.

c) promote regional cooperation between national
cooperative organisations through the Interna-
tional cooperative Alliance (ICA) and other
international organisations with similar aims.

d) promote the creation of self-help organisa-
tions and associations, which although they
are not formally or conventionally coopera-
tives, are close to the cooperative ethos, and
have expressed as their aim to develop into

1 ) The aims of Sweden®s official development

assistance programme, as laid down by parliament,
are iIn brief:

a) the growth of resources

b) economic and social equality

c) economic and political independence

d) the development of a democratic society.
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pre-cooperatives, formal cooperatives or
farmers® unions.

e) promote the practice that aid to cooperatives
and to farmersTorganisations should generally
to a greater extent be more directed towards
women. Specially women’s projects shall only
be 1nitiated when called for by circumstances.

) promote cooperation between cooperatives in
developing and industrialised countries in
order to increase bilateral trade and move-
ment-to-movement assistance.

g) promote education and training for cooperative
development with particular reference to the
members.

The SCC shall also work to increase knowledge in
Sweden about cooperatives i1n developing countries,
and to promote increased aid from other organisa-
tions to cooperative development.

3. TARGET GROUPS
The SCC targets its work at two major groups:

(@) Members 1) and potential members in conven-
tional registered cooperative societies, which

display a certain level of independence in
relation to national and local authoroties
or to political organisations and other
pressure groups

apply the principle of open and voluntary
membership

are democratically controlled

are considered to have the proper financial
prerequsites to work, to survive and
eventually to develop

This category of target groups includes
organisations which have been given special
responsibilities to safeguard their members®
interests in society, e g farmers unions.

(b) Members and potential members of
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independently formed self-help groups which
have the prerequisites and expressed
intentions of developing into cooperative
societies

pre-cooperatives

Development assistance shall primarily be focused
on groups as described above, with low income
members. There must be special resons for consider-
ing aid to grups with relatively more privileged
members, such as a distinct multiplier dissemina-
tion effect.

1) The word member should not be interpreted in a
formal sense. It is used in this context to
emphasise association with an organisation of
the kind that the SCC wishes to help to
promote. In real life it refers to the people
behind the terminology, i.e. those who are
benefit from the desired positive results -

- households, families, men, women and children.
It is particularly important that the simple
human perspective should not be obscured by
the terminology used for practical purposes.

The activities of the SCC should be concentrated to
target group Category (@), In such a way that it is
above of the total annual budget should not be less
then 80%.

Women make up a natural part of this target group,
but there are still reasons for paying particular
attention to the position of women. One reson 1is
that women to a large extent are unfairly treated
even amongst neglected population groups, and that
the cooperative movement offers opportunities to
improve their situation in a number of ways.

Another reason is that if the cooperative movement
iIs to be successful it presupposes active partici-
pation and involvment by the people concerned. It
needs the participation of women, just as much as
that of men; iIn order to accelerate development
women need to be specially: singled out.

In most cases it iIs not possible to transfer aid
directly to the target group concerned, since the
SCC*s assistance is aimed at building and develoing
cooperative organisations. The target group 1is
often reached through institutions or organisations
whose activities directly or indirectly are meant
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to affect the situation of the target group. The
distance between that institution or organisation
and the target group should be as short as possible
for the aid to provide the best possible results
for the target group.

4. PROJECT OBJECTIVES AND RESULTS

Project objectives are specially formulated for
each of the SCC"s development assistance projects,
or, iIn the case of large and complex projects for
each of the component parts of a project. The
project acctivities should describe the results
proposed to be achieved for target groups and/or
organisations. The project objective should be
operational, i.e. they should be usable as direct
guidance for assistance projects; Expected results
after a ceratain period of time should be stated in
order to make it possible to measure to what extent
the objectives have been reached. The objectives
should be measurable both In terms of quantity and
quality. The quantitative objective should be
directly measurable, and the qualitive objectives
should be as precisely formulated and measurable as
possible.

The results of assistance should lead to changes
for the target group. These changes do, however,
take a long time to achieve, and are difficult to
measure. Project objectives must be so formulated
as to show a demonstrably positive connection
between .the. objectives and the main aim of the SCC.

It should be possible to prove that fulfilling
project objectives can contribute to positive
changes. Thus the project objectives must not be
restricted to a description of the results of a
project; they must also indicate the changes which
the project ultimately aims to achieve.

5*  COUNTERPARTS

By counterparts we mean the iInstitutions or organi-
sations which receive and administer the SCC"s
assistance, and ensure that it benefits the target
groups directly or indirectly. The counterpart 1is
the organisation with which the SCC enters info an
agrement.

The SCC’s counterparts must be either cooperatives
organisations or farmers” unions, or other organ-
isations closely allied to them. Most are national
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organisations which represent the target group at
national level. They should be well established
organisations, capable of receiving and administer-
ing the aid funds satisfactorily. The same applies
to counterparts which are not national organisa-
tions.

The SCC can enter into agreements with governmental
counterparts. This must only be done if there is no
national organisation, or If It is not capable of
undertaking the work outlined above. In such cases
special importance must be given to the objectives
and the ability to fulfill them. The possibility of
helping to build up a national organisation must in
such cases be considered an important feature of
the project.

6. CONCENTRATION OH THE SOTS DEVELOPMENT AID

The SCC"s resources are very slender in relation to
needs, and iIn order to achieve the best possible
effect and to build up knowledge, insight and
experience we must concentrate and limit our
projects.

Country concentration

It 1s clear from the SCC"s principal objectives
that our development assistance must be limited to
countries

which are classified by the UN as developing
countries

where the promotion of cooperatives can be
expected to contribute to the social develop-
ment of the community in the general direction
of our objectives, and

where the cooperative movement is expected to
contribute to the democratic development of
society.

Our projects shall primarily be concentrated to a
limited number of countries and regions, so as to
provide mutual support if possible. The board of
the SCC shall annually review the number of
countries or regions to which the SCC"s projects
shall be concentrated.

When project proposals are subject to prioritising
preference shall be given to project In countries
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which belong to the group of Least Developed
Countries (LDCs) according to the UN"s
classification

in which the cooperative movement or farmers®
unions do not already benefit from large-scale
aid with similar aims, from other donor
countries or organisations

whose cooperative movement is affiliated to
the ICA.

Under the following circumstandes exceptions may be
made to the above limitations and priorities:

if the project is aimed at a particularly weak
or neglected group

for projects consisting of short consultancies
financed by counterpart or by development
agencies other than the SCC

for projects which develop methodologies which
may widen the SCC"s expertise and experience.

The reasons for such exceptions must be well
substantiated and the extra pressure on the SCC"s
capacity must be very carefully considered.
Projects of this type must not be of long duration.

Concentration by type of project

The factors which are decisive in the choice of
projects to be supported are the needs of the
target group, and the capability of the Swedish
cooperative movements and farmers® union to
undertake the work. Within this given framework we
do, however, try to put the minimum of restrictions
on projects.

Over the years the major part of the SCC"s assist-
ance has been directed to cooperatives which serve
the rural community; this emphasis will be con-
tinued In future. However, we are open to providing
assistance to other activities organised as co-
operatives, provided the expertise iIn the area
exists either iIn Sweden or iIn the country con-
cerned .

IT a project is considered to be of gret import-
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ance, specialised expertise can be brought in to it
through the ICA or other agencies.

7. FORMS OF ASSISTANCE

In principle the forms of assistance used can be
divided into two categories: material support, and
transfer of knowhow, which s usually provided
through personnel assistance advisory services of
other kinds.

Large-scale material support such as the transfer
of funds or capital goods are only provided by the
SCC i1n connection with, and as a complement to
personnel asistance. Given the SCC"s slender
resources material aid must be very restricted and
will always be part of a longterm development plan
or project. Minor requests for funds, or requests
for temporary funds are considered from case to
case.

Knowhow transferred through personnel assistance
consists of professional expertise and knowledge of
cooperative organisations. When recruiting per-
sonnel these factors are always taken into con-
sideration by the SCC, as well as personal back-
ground In any of the member organisations of the
SCC. When the professional expertise cannot be
found within the Swedish cooperative movement, or
when staff with the required professional quali-
fications cannot be recruited in Sweden, the
necessary competence is found In some other way.

Within the framework of its development work the
SCC tries to establish institutional contacts
between cooperatives iIn developing countries and in
Sweden iIn order to assist in the transfer of
knowhow. Cooperative organisations iIn developing
countries can, through such institutional links,
more fully profile from appropriate expertise and
experience available iIn sister organisations 1in
Sweden. This type of collaboration is financed
through the budget of each project.

8. EVALUATION

Evaluation of all assistance projects carried out
in order to achieve a continuous assessment of all
assistance projects. In addition there is also an
evaluation at the end of each project.
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The purpose of evaluations is both to provide
continuous assessments and to add to the SCC"s
store of knowledge and information for future
decision making. All evaluations are intended to
assist in increasing knowledge about cooperatives
as i1nstitutions in developing societies, about
development processes and aid techniques. This
knowledge is then processed and documented in order
to be used In a wider context.
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2. INTRODUCTION TO THE PROJECT PLANNING METHODOLOGY
2.1. Key Features of the Project Planning Process

A project may be defined as a scheme for organizing

the use of i1dentified resources iIn order to achieve

certain objectives within a defined period. A deve-

lopment project like most other projects is commonly
Characterized by having:

a) A separate identity which allows i1t to be
distinguished from other activities or invest-
ments;

b) Well defined objectives, costs and benefits in
relation to the groups it intends to assist;

c) Full command of the resources needed to
realize the projected benefits;

d) Clearly defined institutional responsibilities
for its implementation;

e) A time-table for the implementation process;

It is possible to formulate development projects
according to a common format with essentially the same
planning steps and with a standard layout for the
presentation of the project. A common format makes the
work easier for the reviewers of the project report to
follow the reasoning that led to the project being
designed the way it is. It also makes life simpler for
the professional managers who will implement the
project. In addition, a common format facilitates
monitoring of the implementation process and evaluation
of the project’s impact by requiring the planners to
specify the goals against which progress would be
measured.

The described planning methodology aims to bring a
degree of rationality into what is usually a complex
data collection and descision-making process = Although
the design of projects should and must be influenced by
the experience and imagination of individual planners,
the process ought to be similar to the common approach
for solving problems. It should be logical and systema-
tic and make use of up-to date techniques.

The methodology i1n this manual decribes the plan-
ning process a logical sequence of interrelated
steps. Starting from the identification of existing
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problems and opportunities, these steps gradually
to the the definition of a project that is capable
of effecting change i1n the desired direction.

Most problems facing the cooperative members and
their societies are multi-dimensional iIn nature.
They may simultaneously have technical, economic
and social and political dimensions and elimination
of only one of these may not be sufficient to
resolve the problem. For instance, new farming
technologies must not only be technically feasible
but also economically satisfying and socially
acceptable among the rural community to have the
desired impact. The existence of several problem
dimensions pose particular demands on the planners
who among themselves may have to command knowledge
about technical, economic and analyses as well as
social analyses.

Project ideas may be the result of systematic re-
views of the needs or the development potential of
the cooperative sector. However, they are perhaps
more often the fruit of suggestions put forward by
members, society and union officials, political
leaders or government officers. They may also come
from external aid agencies, including SCC._Sometimes
the i1dea represents just an extension of an already
ongoing project; in other cases it may be the
result of disastrous events, such as droughts or
floods.

The project i1dea usually will be documented by the
concerned cooperative organization or by the sup-
porting government ministry before being submitted
to SCC for consideration. The length and the
quality of the first write-up may vary consider-
ably. 1In some rare cases the document is the result
of special and detailed studies and repeated con-
sultations between SCC and the local organizations.
In other cases i1t may be only one or two pages of
rather vague statements about iIntended project obj-
ectives and beneficiaries.

The Project Cycle

Within the cooperative policies, development
resources may be used in many different ways. The
process of choosing a particular combination of
activities and resources, drawing up the necessary
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plans for their utilization and then implementing
the plans is referred to as the '‘project cycle".

The SCC project cycle can be chronologically sub-
divided into four phases:

(1) ldentification - the process of establishing
the objectives of the project objectives and
defining and analyzing the effects of alter-
native resource combinations before recommen-
ding a "best option;

(@) Preparation - the detailed design of the
"best way to use the resources. It should iIn-
clude an assessment of whether the iInsti-
tutional capability in the recipient country
is sufficient for the implementation of the
project. It should also provide a detailed
plan of operations to guide the implementa-
tion;

(A Implementation - the physical execution of the
project plan. This phase may be subdivided
into the build-up period, during which the
project activities are started,followed by the
operational stage when the activities are
going ahead at their peak level.

(49 Evaluation - the process of assessing the
impact of the project, i.e. its benefits and
possible negative effects.An evaluation is
often carried out after the implementation
period has ended when i1t serves to generate
information for future planning. However, it
may also be undertaken during the implementa-
tion period as a basis for decisions on
whether the project course need to be changed.

The project cycle includes decision-making points
at the end of each phase. At the completion of the
identification phase;, the concerned agencies must
decide on whether to commit the necessary resources
for the following preparation or to disengage them-
selves from the project as i1t has been identi-
fied . After the preparation phase, they face the
even more important decision of whether to commit
the required funds and staff to implement the pro-
ject from the proposed starting date.
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This manual is concerned with project formulation
which comprises both the identification and the
preparation phases. These phases often overlap when
the project is small or fairly straightforward.

Institutional Responsibilities.

Planning and implementation of cooperative projects
typically involve external donors together with the
cooperative and governmental organizations in the
developing country. The following figure 1llu-
strates a common distribution of responsibilities:

Evaluation

Identification;
Preparation;
Supervision of
implemention

Identification;
Preparation;
implementation;

Identifi-
cation;
Monitor-
ing of
Evaluation; implem-
entation;

The ultimate objective of all cooperative projects
is to benefit the organizations®™ members by raising
their incomes through reduction of the costs for
purchases of goods and services or by iIncreasing
their capital base through savings.The cooperative
members and their elected representatives should
thus be closely involved in both the planning and
implementation processes. They should be able to
influence the design of the project and thus become
committed to its success. In cooperative projects,
perhaps more than iIn other projects, success
depends critically on the commitment of the
concerned people.
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2.2. Characteristics of Cooperative Projects

Cooperative projects usually fall within one of
three subsectors: producer cooperatives, service _
cooperatives, consumer cooperatives. This manual IS
primarly concerned with cooperative projects but
sooner of i1ts contents is also applicable to proj-
ects that are assisting consumer cooperatives.
Within each subsector, it is usually possible to
classify cooperative projects according to their
"vertical” and horizontal™ complexity. Vertical
fcomplexity refers to the number of organzational
levels - e.g. primary societies, unions or apex
organizations - at which the incremental resources
|will be deployed. Horizontal complexity refers to
the number of member services that the project
intends to support, e.g, crop purchasing, supply of
farm Inputs, credit, training or education.
Multi-level or multi-service projects are normally
more demanding from the planning point of view than
single-level or single-service projects.

Cooperative development frequently implies staff
development through training In conjunction with
upgrading of the managerial and administrative
procedures. These activities might be called the
“software’ components of a project . However,
strengthening or expansion of service activities is
often accompanied by investments in "hardware3
components - buildingo, vohiolco and othof equip
ment - as necessary complements to realize the full
benefits of the training efforts and the management
developments.

Is thus difficult to make a clear distinction be-
tween ""technical assistance' projects and "invest-
ment"” projects for the cooperative sector as Iis
commonly done for agricultural projects and area-
based rural development projects.

2.3, Contents- and Use of the Guidelines

The following guidelines iInclude separate chapters
for the i1dentification and the preparation process-
es. The description of the formulation process
combines a sequential and a methodological app-
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roach. Most of the description follows the order in
which the planning takes.

Preparatory Activities

In the following chapter, the preparatory activi-
ties for the planning work are described. The writ-
ing of the Terms of Reference for the assignment
and the formulation of a work programme for the
planning mission are the two most important tasks.
The chapter also gives practical guidance on the
field work and how the planning mission should be
conducted.

The Ildentification Process

This chapter contains five sections. In Section 1,
the problems, the development opportunities and the
project goals are identified and reviewed against
the background of national, cooperative policies and
priorities. The same issues are reviewed In Section
2 but this time the perspective is from below, 1.e.
from the point of view of the beneficiaries and the
concerned cooperative organizations.

The project objectives and the expected effects of
the project on the beneficiaries and the concerned
agencies need to be viewed in the context of what
would happen If there were no project - the "with-
out-project” case - In order to assess its real
contribution to development. The without-project
situation is described in Section 3, where techni-
ques for projecting supply, demand and prices of
commodities are given special attention.

At this point, the planners should have outlined a
hierarchy of goals, constraints and opportunities
with critical problems identified and broad courses
of action sketched out. In Section 4, all features
of the project come together. The description of
the project should include certain ''standard"
ingredients, of which the most important are the
objectives, the main components and activities, the
proposed organization and management system
together with rough estimates of the costs and an
assessment of 1ts financial and economic viability.

The Preparation Process

This chapter contains two sections. In Section 1,
the major differences between project preparation
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and identification are pointed out. In Section 2,

the main contents of the preparation report, or the

T[ngct Document as it is often called,are out-
ined.

Other Information

The guidelines also include a list of common plann-
ing terms and concepts (App-1), a checklist for the
preparation of Terms of Reference (App.-2), an ex-
ample on a Plan of Operations (App-3) and a set of
suggestions on data collection (App.4).

The guidelines are compiled to apply to many diff-
erent types of agricultural cooperative projects.
Far from all of them are applicable to any single
project. The user should regard the guidelines as
an extensive '‘checklist" from which he or she
should adopt what is suitable at the various stages
of the planning process. However, it is advisable
that the planner adheres to the outlined path of
stages and steps to ensume that no important points
are overlooked.

Page 7
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3« PREPARATION FOR THE PLANNING WORK
3.1. Introduction

A typical assignment would start with a brief per-
iod of preparations iIn Sweden, followed by two to
three weeks i1n-country work.

Three tasks would dominate the work in-country.
Most of the time would be spent on collecting data
on Important project aspects together with the as-
signed officers from the counterpart cooperative
organizations. In parallel with this work, the
implications of the teamls findings would be ex-
plained and discussed with the concerned decision
makers iIn the cooperative organizations and in
Government iInstitutions. At the end of the iIn-
country phase, a winding-up meeting would be arr-
anged during which the project features would be
discussed at length. This discussion would be based
on a project brief or, i1f time permits, a draft pro-
ject report.

Upon return to Sweden, the team leader would brief
the responsible SCC officer on the planning pro-
gress (if he or she has not been able to partici-
pate in the winding-up meeting). The team would
then proceed to prepare the final report version.
This work would be coordinated by the team leader
or any other member appointed by him. The writing
period In Sweden may be anything from one to four
weeks depending on the complexity of the project
and the preparations done beforehand in-country.

The whole assignment would be guided by Terms of
Reference (ToR) prepared by SCC. The ToR would
specify the overall objectives of the project as
well as the purpose and the main activities during
the TfTormulation assignment.

The activities specified In the Terms of Reference
would also determine the composition of the plan-
ning team. Each team would have a leader appointed
by SCC who would lead and coordinate its work and
be the chief spokesmean for the team. The team
leader may be an SCC officer but may also be a
senior consultant.

The number of team members from Sweden may vary
from one person for smaller assignments to up to
six - seven persons for large assignments. The
local team members would be added to this figure.
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The aim of the preparatory phase is to make the necess-
ary arrangements - institutional, administrative and
logistic - to ensure that the best use is made of time
and resources during the projet formulation.

The purpose of the preparatory activities is to:

a) Tentatively define development priorities and
the key project features together with i1ts
geographical, sectoral and instritutional
boundaries;

b) Appoint the planning team and make the neces-
sary logistic arrangements for i1ts travel and
VISItS;

c) Prepare the Terms of Reference for the formu-
lation assignment;

d) Prepare a Work Plan for the assignment;

This chapter also includes some advice on how the
field phase should be concluded and what actions
should be taken upon the team®s return to Sweden.
The individual activities are desribed the follow-
ing sections.

3.2. Drafting of Project Outline and Terms of
“Reference

The first elaboration of the project idea is
usually the result of formal or informal dis-
cussions between SCC staff and various co-
operatives officers in the recipient country.
During these discussions, which are a prelude
to the formal project formulation, the
original project i1dea is usually expanded and
firmed up with regard to:

a) the nature of the perceived problems and
the priorities attached to their
solutions;

b) the broad project objectives and their

relations to the country"s national and
cooperative strategies;

C) the most iImportant project components;

d) the sectors, institutions and target groups
that would be affected by the project.
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Where should the project be located and what cri-
teria should guide the definition of its boundar-
ies? The Bositive selection of one sub-sector or
area may be seen as negative discrimination against
other alternatives. A rational allocation of re-
sources is rarely possible without the intervening
of regional political considerations.

Also, the geographical determination very often
decides the nature of the project components -
their size, the types of services to be provided
and which target groups that will benefit. There-
fore, the first definition of the project boundar-
ies has to be done with great care and with

options for future re-drawing should i1t be required

The preliminary project outline will be the basis
for deciding on what expertise is required for the
team and for identifying and selecting the team
members.

The preliminary Terms of Reference should pinpoint
the expertise required, the approximate numbers of
manweeks needed on each subject, the timing of the
visit to the recipient country and any administra-
tive deadlines.

The timing of the mission would have to satisfy the
demands of the institutions in the recipient
country and SCC"s internal work schedule as well as
match the availability of external consultants. The
time spent In-country may encompass two to four
weeks whille the writing assignment periods may vary
for individual team members. As a rule, the report
writing should be carried out iIn-country concurren-
tly with the fact-finding work but usually additio-
nal time would be required iIn Sweden.

3.3. Establishing the Planning Team

The main advantage of the team approach In project
planning s that i1t allows specialists to be In-
volved 1n the planning exercise at an early stage
and gets them to think about their work in relation
to that of other members the team. It also ensures
that individual views are being heard by and con-
sidered by all team members.

The establishment of a Project Ildentification Team
or a Project Preparation Team means providing
answers to the following five questions:

a) Which officer within SCC will be responsible
for coordinating the project formulation?
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b) Who will be the leader of the formulation
team?

c) Who are to be the other team members?

d) When should the planning take place and how
should the time be allocated between in-
country work and reportwriting.

e) Which are to be sources of administrative
support?

The team leader may be an SCC officer or a consul-
tant with wide technical knowledge who is also fam-
iliar with SCC policies and operational procedures.

Commonly, a team may comprise members who among
themselves i1nclude technical specialists on agri-
culture, Tishing and other cooperative occupations,
institutional specialists on training, education,
management, credit or trade together with econom-
iIsts and sociologists. Preferably, the majority of
the technical specialists should be drawn from the
Cooperative member organizations in Sweden.

For many assignments, 1t is desirable to include
women specialists on socio-economic matters who can
more easily establisha relationship with the female
members of the cooperative organizations.

In some countries, the consultants, would have to
be formally approved by the Government before the
appointment can be confirmed.

Those responsible for implementation should be iIn-
volved as far as practicable i1n the planning proc-
cess. This implies that the team should formally
include representatives from the cooperarive
institutions in the recipient country both during
the i1dentification and preparation phases. This may
present practical problem with regard to the pre-
paratory activities since many of these , due to
time constraints, will have to take place in Sweden
prior to the team"s departure. However, con-
sultations may be conducted place through letters,
telex communication and telephone conversations
during this stage.

3.4. Finalizing the Terms of Reference.
Formal Terms of Reference should ideally be worked

out through discussions among SCC staff, the plan-
ning team and the“officials®of the iInstitutions 1in
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the recipient country. The Terms of Reference, once

prepared, should be officially approved by SCC and
the concerned local institutions and then serve

as the chief guidelines for the team throughout the
planning exercise. A checklist on points to be cov-
ered In the TOR is provided in Appendix 2.

3.5. Preparing the Work Plan

Project planning is an exercise with limited time
and resources. It must be carefully scheduled to
make sure that the proposal is produced on time and
contains all the information required according to
the Terms of Reference. It iIs important that all
the members of the planning team are clear about
the methodological procedures to be followed and
that they can influence the planning work.

An informal meeting of all team members prior to
departure iIs a common way to ensure that the above
conditions are fulfilled. The meeting may be a com-
bination of iIntroductory reading on the project
concepts, discussion of the basic steps in the
planning process and presentation of simple illua-
strations on technical issues.The team should also
make i1tself familiar with ongoing projects in
related sectors wich may have bearing on the new
projects. In addition, individual team members
should contact Swedish Cooperative Organisations
with particular competence in their field for
briefing on technical manisal or commercial aspects

It is the duty of the team leader to ensure that
all planning tasks are identified and allocated
among the mission members. He or she should, as far
as possible, i1nvolve the team members iIn the pre-
paration of the Work Plan. Their engagement will
ensure that all views are being represented and
E?at each member feels committed to following the
an.

A schedule of activities is required to indicate
the starting and completion times of the planning
activities - meetings, fTield trips and writing
assignments - and to facilitate monitoring of how
the planning work is processing. This schedule
should be agreed upon by all team members and
clearly indicate who is responsible for individual
activities.

Frequently, the work plan has to be prepared iIn
Sweden prior to the team’s departure. Upon arrival
in the country, the first contacts should be with

Page 5
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the local team members and their superiors to dis-
cuss the project outline, the Terms of Reference
and the draft Work Plan.

A preliminary rough draft should be made at an
early stage of the outline of the report so that
the analysis and designs can be prepared in a form
that accords with the format of the report. The
team leader and the members should agree on the
format of the individual contributions and deter-
mine whether they will become annexes or be in-
corporated in the main report. Such early organi-
zation of the material can save much re-working
time later on.

3.6. The In-Country Assignment Phase

The allocation of time iIn-country depends on the
nature of the assignment. Typically, the first days
would be spent In meetings iIn the national or re-
gional capital before proceeding to the field. The
last days of the stay would usually be devoted to
round-up meetings and to last-minute gathering of
information.

Frequently, the team must split up into smaller
groups so as to be able to complete all its tasks.
Ideally, a minimum of two members should attend
each discussion to facilitate effective questioning
and information collection. The people who will be
interviewed need to be notified well iIn advance to
minimize the disruption in their work schedule. If
no written project ouline has been prepared, each
initial discussion ought to be preceded by a brief-
ing on the aims and the rationale of the project.

The work of the planning team is complex and will
always tend to expand beyond the limits of time and
money allowed. Careful early phasing and estimation
can save the agony of last-minute struggles to meet
deadlines.

3.7. The Winding-up Meeting

As a basis for the round-up discussions with the coop-
rative organizations, a draft report or an Aide-Me-
moire should be prepared to outline the team"s find-
ings and advance the definition of the project with
regard to Its objectives, target groups, components and
major activities. The team may also disclose any fund-
ing ceilings 1f these have been cleared iIn advance with
SCC. However, 1if there is no SCC representative present
at the round up meet-ing, all iInformation in principle
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reflects the views of the planning team. This should be
made clear to the participants in the meeting.

3.8. Back-to-Office Activities

Upon arrival in Sweden, the team leader would re-port

to the SCC officers on the missions®s find-ings. This
verbal briefing would expand on the draft report or the
Aide-Memoire. 1t should also include a clear account of

any deviations from the Terms of Reference or the Work-Plan.
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4. PROJECT IDENTIFICATION
4.1 Review of Sector, Commodities and Services,
Activities
4.1.1 Introduction

The 1dentification process iIs subdivided into four
stages, with each stage broken down into steps. In
Stage 1,2 and 3, the prospects for realizing the pro-
ject objectives, as given iIn the Terms of Reference
for the identification mission, are assessed from
three different perspectives: from the national coope-
rative level through sector reviews (“'looking down™);
from the local members” and concerned organizations®
point of view ("looking up'); and from the viewpoint
of the expected future situation ('looking forward™).

Throughout these stages, the identification team will
systematically generate ideas about possible courses
of action to fulfil the project objectives. These
ideas are compared with each other iIn Stage 4 and the
"best” components combined to form the structure of
the proposed project.

The review of the cooperative sector and the rele-
vant subsectors has three purposes:

a) To make the mission members familiar with and
policies and with official and infomal devel-
opment strategies and priorities;

b) To start accumulating a data bank on key plan-
ning issues for use during identification and
preparation;

C) To generate the first ideas about what kind of
project interventions are desirable and feasible.

Two activities need to be undertaken by the idenfi-
cation team to achieve these purposes:

a) Review of available literature, including
official and internal plans and reports
prepared by the cooperative movement and
within Goverment and donor organizations;

b) Discussions with;
i) policy makers within cooperative organiz-
ations, Government and donor agencies;

4.1
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i1) cooperative managers an administrators;

111) technical specialists (e.g. on agri-
culture, transport and storage);

The expected output of these activities is prelimi-
nary answers to the questions where the project in-
tervention should be located and what kind of iIn-
terventions that ought to be considered.

New cooperative projects will be influenced by the
existing policies for the cooperative sector and
most projects with also be affected “by the policies
of related sectors such as agriculture and manu-
facturing. Since new projects would be implemented
largely by the existing cooperative institutions
they also need to take account of policies and
priorities of other, ongoing cooperative programmes
and projects.

The following figure illustrates the internal re-
relationships among sectors, sub-sectors, services
and projects:

Sector
level
sector

Sub-sectoi
level

Function
service
level

A sector may be divided into sub-sectors in differ-
ent ways. For the cooperative sector, the most com-
mon sub-division may be into producer, service and
consumer sub-sectors but i1t is not unusual to break
it down into single-purpose cooperatives and multi-
purpose cooperatives. It iIs also possible to make a
sub-division according to organizational structure
with apex organizations, unions and primary soci-
eties.
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Some services form "natural' functions such as the
collection, transportation, storage and selling
services which combine to constitute the marketing
function.

Projects or programmes 1) may be instituted to
bolster one or several services or function.

The services are coordinated to promote a specific
commodity.

The planning sequence of Stage 1 is subdivided into
the following three steps:

4.1.2 Review of the cooperative sector and
relevant subsectors;

4.1.3 Reviews of the relevant commoditie and
services;
4.1.4 Identification of possible courses of

project action.

The steps are described sequentially in the follow-
ing sections.

4.1.2 Review of the Cooperative Sector.

The review of the cooperative sector and subsectors
should focus on three areas: the guiding policies,
the involved institutions and the related programm-
es.

1) The programme concept in this context may
have either of two connotations: i1t may mean a long
term project without a fixed termination date -
this is probably the most common application; - but
it may also refer to a certain componenet of a
project, often but not always of longer term
duration.

4.1
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Policies

Cooperative activities, which sometimes are subsid-
i1zed by Government, are often guided by explicit
guidelines in conformity with other development
efforts.Cooperative development is also directed by
policies generated and adopted by the cooperative
movement 1tself. In addition, cooperative develop-
ment 1In many countries is also influenced by the
policies of the supporting external donor agencies.
Below are listed some examples on cooperative
policies:

a) Policies of Government origin:

Priorities for development (sub-sectors, com-
modities and services);

Role of cooperatives in supplying farm in-puts
providing credit and procuring agricultural produce
and other products; Role of consumer cooperatives;
Government investments in the cooperative sector;

Subsidized fee rates for certain technical social
and services provided by the cooperative movement;

Overall degree of Government supervision and con-
rol;

Specific restrictions on local projects;
b) Policies of cooperative origin:

Development priorities among sub-sectors,
commodities and sevices;

C) Common donor priorities:
Training activities;
Investments iIn stores and vehicles;
Credit (rather than grants).
Institutions

This part of the review would normally cover the
following areas:

a) The cooperative organizational structure,
including number of members and staff;

4.1
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b) Government support organization for the
cooperative sector;

c) Responsibilities for important cooperative
functions, 1.e. iInput supply, credit,, crop
procurement, transportation, storage, process-
ing, staff and member training,accounting and
auditing, with emphasis on gaps and overlaps.

This description need to present only the overall
picture while the detailed iInstitutional reviews
would be undertaken during Stage 2 {below).
Present and Planned Development Efforts

Projects which are formulated without cognizance of
related development efforts are likely to prove
poor projects. Ildeally, a new project should rein-
force the linkages between diffeent economic activ-
ities. The review of related development efforts
would normally cover the following 1tems:

a) Trend in Government resource allocations to
the cooperative sector;

b) Present programmes and projects in the coop-
erative sector and in related sectors purpose,
components, phasing and resource allocations;

c) Planned programmes and projects.

It should also be noted if any of the present or
planned projects form part of a larger development
strategy.

4.1.3 Review of Commodities and Service

After reviewing the cooperative sector in Step 1.1
and 1ts links with other sectors, the "field of
vision”™ now narrows to concentrate on the parti-
cular sub-sector, commodity or services with which
the projects will be concerned.

Common commodities produced or handled by coopera-
tives include crops, livestock products, fish, pro-
cessed foods and agricultural inputs such as ferti-
lizer, seeds, feeds and chemicals.

Services provided by cooperative organizations to
their members may encompass distribution of farm
inputs, tractor hire,production credit, procurement
of produce and local processing.

4.1

Page 5



PLANNING OF COOPERATIVE PROJECTS
Project identification

Review of sectors.

1987-11-24

At this stage, the review process should become
more analytical and begin to employ descriptive
categories such as "‘development potential and opp-
ortunities” and "‘problems and constraints'. These
terms must be defined in the context of the pro-
jects objectives - a development opportunity iIn one
project may be a "problem” in another project with
different objectives.

Specific policies for commodities and services that
were not reviewed iIn Step 1.1. should be noted
here. In the case of most projects, national poli-
cies have to be accepted as given, as external
parameters, since the project as a "unit of
development™ is usually too small compared to the
total national development effort to have any
influence on government policies.

The review process during this step would normally
focus on strategies and the basic aspects of the
commodity or services.

Development Strategy

IT a development strategy exists for the commodity
or service - comprising goals, activities for
attaining the goals and specified resources
allocated for undertaking the activities -it should
be summarized here and its implications for the
project explained to the reader. However, In many
cases development intentions are only formulated at
the policy level and not operationalized further.

Basic Commodity Data

Important data on the relevant commodity(ies)
include:

a) Production:

Total production quantity (past and present);
Producer - local production and world market;
Cultivated area (past and present);

Location of cultivation; enterprise sizes;
Input supplies; credit;

b) Collection and processing:
Collection mode;
Transportation;
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Processing technology;
Plant ownership size, condition; workforce.

C) Marketing:
Formal and.informal markets;
Prices;
Official iIntervention;
Infrastructure and facilities;
Market information system;

d) Development projects.

Data on Services

Basic data on cooperative services may include:
Organizations; relationships;

Beneficiaries;

Important-facilities;

Development projects.

4.1.4 Identification of Possible Course of
Action

At this point, it iIs appropriate to summarize the con-
clusions of the reviews to i1dentify development possi-
bilities in relation to the existing ideas before the
detailed study of the agents commences. Development
opportunities may take the form of:

a) Exploitation of new technology - e.g introduc-
tion of new production or processing thechno-

logy.

b) Conection of organitional deficiencies, e.g
filling gaps among services;

C) Exploitation of market potential by expanding
the production or by strengtheing the market-
ing system.

The mission’s findings would form the basis for de-
ciding on which agents to study during Stage 2.

4.1
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4.2 REVIEW OF THE MAIN PROJECT AGENTS
4.2.1. Introduction

After the "wide-angle”™ view taken during the prev-
ious reviews, the attention will now focus on the
main agents who are likely to be involved in or
affected by the project. The purpose of the first
step, 2.1, i1s to determine who the key actors are,
what they are doing, what techniques and methods
they employ and which inputs and outputs they use
and produce.

The agents should not be studied in isolation but
with their linkages and inter-dependencies with
other agents as a network of cause-and-effeet rela-
tionship. In Step 4.2.3, a '"telescopic"” view Iis
taken of the structures, processes and relation-
ships that are deemed to be particularly important
to the project, i1n order to understand how they are
combined and the rationale for their relationships.

The acquired knowledge is then used for the last
step,4.2.4, to further refine the preliminary
definition of project options made during Step
4.1.4.

The main output of this stage should be descrip-
tion of the sub-system relevant to the envisaged
project with emphasis on problem areas and on pos-
sible ways of eliminating or reducing their nega-
tive impact. As far as data and time permit,the
main elements of the system should be quantified at
this stage.

4.2.2. Broad Description of Beneficiaries and
Concerned Organizations

The project agents may be individual society memb-
ers, member groups, whole cooperatives, institu-
tions or commercial Ffirms. The agents may be sub-
divided into three sub-groups:

a) Agents engaged in production and distribution
activities:

(1) Up-stream agents, ( e.g-input suppliers,
extension officers and credit organiza-
tions);

(1) Members/fTarmers undertaking primary pro-
duction;

4.2
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(ifi)Down-stream agents ( e.g.transporters,
processors, storage and marketing agents).

b) Important disadvantaged groups who may be
affected by the project, e.g. landless house-
holds who earn their living as seasonal labou-
rers, women head of households or petty haw-
kers of agricultural produce.

c) Agents who influence the activities and wel-
fare of the first two categories. Among these
are cooperative and Government policy-making
bodies and landlords, elected board members
and village elders at the local level.

All three sub-groups have to be studied to ensure
that the relevant constraints have been i1dentified.

There i1s no particular procedure to be follwed for
identifying the main agents and the key activities
and relationships. Much useful information will
already have been generated during Stage 1 but this
needs to be supplemented with detailed information
from interviews, special studies or in-depth
surveys in the field. Field trips are particularly
important to survey FTirst-hand the resource base,
infrastructure and employed technologies.

A good strategy is to begin by preparing a sketch
of the major agents:

It may be useful to let each member of the identi-
fication team prepare his/her own version of this
sketch by defining the main activities together
with the related i1nputs and outputs. These versions
would then form the structure of "working
hypotheses™ with different aspects - technical,
financial, socio-economic, institutional and
commercial- emphasized at various points during
Step 4.2.3.

4.2.3. Detailed Study of the Main Agents

The particular characteristics that will be
investigated will depend both on the category of
agents and on the particular activities with which
they are concerned.

4.2.3.1 The Target Group

The target group, which the project ultimately aims
to assist, is usually members/farmers of cooper-

4.2

Page 2



PLANNING OF COOPERATIVE PROJECTS
Project identification

Re. main project, agent
1987-11-24

atives. The following figures attempt to provide a
framework for describing and understanding the mem-
bers* situation and their relationships with the
cooperatives and other support organizations.

Traditional agriculture. Subsistence-oriented
farmers rely mainly on their own production
resources, occasionally supplemented with support
from neighbours and relatives.

Household objectives in traditional agriculture
reveal a preference for production of food, most of
which 1s consumedon the farm by the members.

The household objectives are affected by the
members® values and attitudes. These In turn re-
flect social, religious and cultural influences.
The distribution of wealth, power andobligations
are important aspects of the social structure.
Together, social and religious and cultural influ-
ences have bearings on the household members*
attitudes towards iIncentives to iIncrease agricul-
tural production.

The household objectives, are also influenced by
the standards of health, nutrition and education.

Farm resources. The resources commanded by the
household typically include land, labour management
and technological knowhow, material iInputs such as
seeds, different kinds of livestock and perhaps
some permanent crops:

4.2
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Farm resources Agri-
1 2 3 4 5 cultur-
al
Land Labour Manage- Material Farm Pro-
ment Inputs Investments  duction
Techno- Perm.crops Process
locical Livestock
Knowhow

Adoption of new or improved agricultural technology
increases the demand on farm resources. New techno-
logy may be introduced in the form of previously
unfamiltar farm enterprises or as technological
developments for ongoing enterprises. The technolo-
gical development may affect one enterprise (e.g.
improved planting material), a group of enterprises
(e.g. Tfertilizer) or the whole farm (e.g. soil
conservation).

The components of production technologies are inter-
linked. A change in one component has often direct
bearings on one or several other components and their
demands on the farm resources. For instance, improved
seed is commonly part of a package that includes fer-
tilizer and better husbandry practices. The demand on
farm .resources by new or improved technologies need to
be compatible with the demands by other enterprises.

The adoption of improved technology does not need
to entail iIncreased expenditure. Technological
improvements may be confined to cost neutral
measures such as more careful selection of planting
material, better timeliness in farm operations and
optimal planting practises with regard to density
and depth.

The beneficial effects of technology development
may not be confined to the farming community but
may also include creation of secondary employment
in rural and urban areas, enhanced food security
and lower produce price for the urban populations.

External support. As a result of the increased
demand on farm resources, more extensive external
support is usually required, as illustrated by the
following figure.

4.2
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Local Coop- Govern- Available Production
Conunu- era- ment Agricultural Conditions
nity tives Technologies
- Crops
- Livestock
- Soils
- Mechanization
Farm Resources Agricultural Produce
Production Output
Process

Household Objectives

Apart from helping the farmers®™ to adopt improved
technology, the external support also serves to reduce
the risks associated with the technology. It is there-
fore important that the external support is reliable;
the farmer should be able to count on cooperative ser-
vices to be available from one year to another.

Some farmers are more vulnerable to risks than others.
The most vulnerable group are probably the farmers who
are taking the first steps away from the pure subsis-
tence production ('emerging- fTarmers').Small-holders
holders who have been semi-commercial producers for some
time have usually managed to iIncrease the value of their
farm resources so as to create a safety margin against
unforeseen risks.

4.2.3.2 Support Organizations

Support to agriculture may be aimed at supplementing
deficient or lacking farm resources or It may aim to
expand the resource base outside the farms by improving
roads, stores and processing facilities so as to acco-
modate increased input and output volumes of commodi-
ties. The support provided by the farmers-‘cooperative
organizations commonly intends to help members to obtain
material i1nputs such as seeds, fertilizer and animal
feeds and to assist them iIn disposing of their produce.
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It may also include labour supplementing services such

as tractor hire and small mills for processing of the
household food.

Direct Government support to agricultural production
typically includes extension service (management), land
adjudication services and construction and maintenance
of irrigation facilities. Indirect Government support is
often concentrated to the construction of secondary
roads and to the establishment of strategic stores for
important food crops. Government support also includes
development of new production technology through
research and field trials.

Some Government services may be fully or partly subsidi-
sed while other services may be paid for indirectly by
farmers through taxes and cesses.

In reviewing a cooperative organization or a Gover-
mental body, the identification team should think as
much as possible In terms of strengths and weaknesses so
as to avoid that the review becomes merely descriptive.
The i1ntention is to identify the weaknesses that could
be remedied by the project while giving due credit tc
the organizations’” stronger characteristics.

Sometimes It iIs appropriate to start the descrip-

tion by reviewing the strengths and then continue

to focus on the weaker aspects. On other occasions
it may be appropriate to let the assessment, follow
this format:

a) Main organizational responsibilities;

b) Organizational structure; legal status;

membership;
c) Staff
) Education/training

i1) Know-how; technical skills;
ii1) Motivation

d) Facilities and assets:
)) Buildings;
i) Plant, machinery and equipment;
i11) Vechicles;
iv) Funds and other assets;
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e) Modus operé&ndi and performance:
i) Procurement;
in) Sales;
111) Stock management;
iv) Processing;
V) Financial performance;

4.2.3.3 Inter-relationships Among the Agents

Once 1t has sufficient information on the main
agents and their activities, the identification
team will need to do three things:

() analyse causes and effects and their
relationship with each other (iden-
tification of constraints);

(i) rank the causes and effects accord-
ing to their likely importance for
project.

(i) explore the impact of project inter-
vention.

Identification of Constraints

Constraints to rural development have certain char-
acteristics. One obvious feature.is that the const-
raints are hierarchial in nature, i1.e. a constraint
at the macro-level 1is usually the function of defi-
ciencies or shortcomings at lower levels. The hier-
archial structure of iInter- relationships must be

satisfactorily mapped before i1t can be decided at

what level the intervention should be concentrated.

Second, most constraints have several dimensions
simultaneously of the types indicated above. The
technical dimension, as represented for instance by
limited farm resources or poorly developed infrast-
ructure, 1is likely to be parallelled by economic
and social dimensions. These may reveal aversion to
production risks or resistance to measures that
widen income disparities among the local community.

Third, the distribution of power and influence

4.2
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within a cooperative society affects the way in

which individual members get access to services
intended to alleviate production constraints among
their farm resources, such as credit and marke-
ting services.

Finally, not only agents are interlinked with each
other but also the constraints. For instance,
efforts to expand an insufficient crop area by
introducing oxen for land preparation may be
counter-productive since the oxen may require more
land for grazing than they can plough.

The flow diagram is often used to illustrate casues
and effects. The following is an example of a
possible portion of such a diagram for agricultural
produce.

Inputs COOPERATIVE To consumers and
SOCIETY export sales
FARMING
HOUSEHOLD MILLER
TRADER
LANDLESS
HOUSEHOLD

The study of inter-relationships among agents must
not be limited to the macro-level but should also
encompass the micro-level, i.e. the interplay be-
ween the individual household and the work of indi-
vidual cooperative staff and officials and govern-
ment officers. In fact, i1t is often only by focus-
ing on the situation of individual households that
the team can hope to reveal the real underlying
reasons for development constraints.

Identification of constraints at the micro-level
calls for close contact with individual households.
A methodology for identifying and structuring prob-
lems in rural societies through probing interviews
with a limited number of respondents has been
developed by Lantbruksuniversitetet (L-E Birkegé&rd)

Thinking iIn a systematic way about what actually
causes things to happen at the macro-level and micro-
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level, helps the team to identify the major limiting

factors, particularly those among the target groups of

beneficiaries. Typical limiting factors include:

a) negative impacts of general policies (e.g.
controlled prices and marketing margins,
restrictions on ownership of land and capital,

excessive public sector intervention, wage and a

salary levels for skilled persons);

b) restrictions of a social nature (e.g. resist-
ance to new ideas and institutional change,
unhelpful attitudes of dominant interest

groups);

C) low performance technology (e.g. unimproved
genetic material, lack of basic inputs and
wasteful work practices);

d) physical resource deficiencies causing low
agricultural productivity or limiting the
production base (e.g. poor soils, unsuitable
climate, unreliable water supplies or
broken terrain);

e) shortages of an economic nature (e.g. locally-

generated finance, foreign exchange, skilled
manpower or limited supply of raw materials);

) institutional constraints (i.e. i1nadequate
agricultural support services, inappropriate
organizational structures, poor management,

inhibiting land tenure arrangements,privileged

access to resources and services);

g) 1nadequacies in the existing iInfrastructure
(roads or power supplies) or facilities (e.g.
stores and processing plants);

As far as possible, a complete description of the
elements that make up the system’s problems and
opportunities should be drawn up. 1T the develop-
ment situation is complex, it may be helpful to
assign working groups within the team to consider
different aspects.

Ranking of Constraints

Ranking of the constraints identified by the team
in order of importance is largely a matter of

4.2
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judgement. Little quantitative information is

likely to be available given the limited time
allocated for the exercise.

IT the constraints hierarchy is constructed with
the target group iIn focus, as should be the case,
there may be several problems that directly affect
the farmers/members, each of which representing the
apex of a hierchary. Interviews conducted with
farmers will provide some guidance on which
problems the majority of farmers consider most
serious. However, frequently fairly large miniori-
ties possess their own particular constraints that
cannot be i1gnored. In other cases, farmers may be
unable to decide on which problems are most
pressing. In such cases, the i1dentification team
should take note of all the major constraints
without necessarily assigning them an order of
importance.

Similar ranking problems may also exist lower down

in the constraint hierarchy. Hoever, here the task

of the team is simplified by the fact that not all

upstream and downstream organizational deficiencies
have to be assessed but primarly those within the

cooperative institutions.

The ranking,of constraints at lower levels is also
influenced by the the team®s thinking on what can

be done to remedy them. For instance, although lack
of cool storage facilities may have been i1dentified
by vegetable farmers as one of their most serious
constraints, their local cooperative society may be
prevented from installing cold stores by the ab-
sence of electricity and would instead have to
concentrate on speeding up Its collection procedures.

Simulation of Project Actions

When the team is satisfied with the identification of
constraints, i1t will atttempt to assess the effects of
different kinds of cooperative interventions to
alleviate the constraints. It does so by assuming a
change i1n one of the services provided by the
cooperatives and then tracing the impact of this
change.

For instance, local stocking of fertilizer at

society stores close to the farmers iIncreases the
availability of an important farm input which may
have a ensuing significant effect on crop yields.

4.2
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However, 1t is not certain that poor farmers would
take advantage of this service since they lack
access to both institutional and informal credit.
Further, local fertilizer stocking implies higher
storage costs and trading risks which may increase
the price of an already expensive commodity. Per-
haps the intervention iInstead should encompass
improved transport services for inputs in conjunc-
tion with introduction of cooperative production
credit to all members who deliver their crop to the
society.

By simulating changes in this way the team will be
able to consider development constraints in a
dynamic context and perceive more clearly how .
interventions inter-relat with each other. The team
may also be able to identify new factors which

are likely to limit the system performance once a
particular constraint has been relaxed.

4.2
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4.2_.4 ldentification of Possible Courses of Action

With the agents and their main activities mapped
and analyzed, new ideas should emerge about the
kind of i1ntervention that could produce beneficial
results. Some of these thoughts are likely to be
elaborations of the ideas generated during Step
1.3 while others may have just emerged during this
stage.

The i1dentification team should by now be thinking
about which member should be primary target group
or beneficiaries, what kinds of services they
require and which support organizations that should
receive the project assistance.

The team would naturally be concerned with gaps
between services that could be filled by coopera-
tive organizations.Equally important are existing
services that need to be strengthened. These may
include the supply of farm inputs, credit, crop
collection, processing and marketing and training
of members in managerial and technical skills.
Frequently, weak organizational performance can be
traced to defiencies iIn general management and in
administrative procedures.

The members of the formulation team should discuss
the iIntervention ideas among themselves and try to
rank them in order of Importance as regards their
impact on the target groups. They should also try
their ideas on people outside the team who may have
contributions to make on their relevance to

the target group and on the feasibility of their
implementation/

At first glance there appears to be little diffe-
rence between Step 1.3 and Step 2.3. However, 1t is
useful to think about the first formulation of
project ideas as being primarily concerned with
material and material and material things while
this step iIs focussing on people, both as bene-
ficiaries and as staff who will provide the support
services.

It Is apt to come back to this concept occasionally -

that projects are both things and people. There is

little point, for example, 1n trying to strengthen pro-
ducer cooperatives so as to allow them to lower the cost
of farm inputs if the available production technology

4.2
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cannot guarantee the farmers reliable and remunerative
yields. Conversely, proposals to introduce new cropping
patterns may be resisted by the farmers if the change
would affects the labour distribution or the cash ear-
nings between the male and female household members.

Practical Recommendations

a) All team members should be familiar with the avai-
lable information about the sub-sector or geogra-
phical area and individual team members should be
well briefed on the situation within their area of
speciality;

b) Interviews should be properly prepared through
notes specifying the major topics to be covered.lt
is often advisable to leave behind a well written
request for information that could not be be prov-
ided during the interview but would be collected
later. Just a verbal request may not produce the
right information.
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4.3 FORECAST FUTURE DEVELOPMENT
4.3.1 Introduction

At this point, the identification team should have
a good understanding of the current development
situation in the sub-sector or the particular geog-
raphical area where the project is going to be 1mp-
lemented. It should also have some notions of what
could be done to improve the present situation.

However, before proceeding to finally define the
project elements i1n Stage 4, the identification
team needs to make cetaln assumptions about what
may happen without the project. It is likely that
changes i1n population, markets, production pro-
cessing technologies, infrastructure and support
services provided by other institutions will have
bearings on the possible actions identified during
Stage 1 and 2.

A systematic review of the future situation without
the project also provides a good opportunity to
generate more ideas about different uses of
resources as alternatives to the ideas that have
become increasingly dominant in the planners® mind
during the preceding steps. In addition, a clearly
defined without-project situation provides a more
valid basis for financial and economic analysis
than the present situation.

It is particularly important for the planners to be
aware of other projects relevant to their parti-
cular sub-sector or geographical area that are
under implementation or at an advanced stage of
planning. Other projects may have a bearing on
prices via incremental agricultural production or
aim to improve infrastructure such as roads or
stores. They may also help to develop institutions
through improvements or additions to the existing
support services.

4.3.2 Projecting Demographic Change

Although the natural increase in population may not
be significant enough to influence the design of
cooperative projects, iIn-migration and out-migra-
tion may influence the coverage and role of coop-
eratives as well as the markets for produce sold by
cooperative organizations.

The easiest way to do a population projection is to
adapt an existing forecast from a demographic study
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or from an earlier planning exercise. However,the
underlying assumptions may need to be updated and
new factors relevant to the project area may need
to be taken into account.

A major advantage of using existing projections,
apart from the time saved, is that they ought to be
consistent with the national population projec-
tions.

It may happen that the identification team will
have to do some projection of Its own since goegra-
phical areas may not coincide or the level of
details of the projec- tions may differ. The
following points are then useful to bear in mind:

a) As mentioned above, pay careful attention to
migration -seasonal, rural-urban,occupational,
planned or spontaneous settlement - which
cause great differences to the size, struc-
ture and ethnic composition of populations in
small areas within a short period of time;

b) IT required, allow for two project variants,
e.g- "with" and "without™ urban development,
to test the sensitivity of other planning
parameters and to cover the full range of
possible outcomes;

c) The techniques for doing the population pro-
Jjections depend very much on what can be done
with the available data within the time the
team has at i1ts disposal. In many cases,
fairly crude estimates have to be accepted.

It is often important to form a view of how the
employment situation, particularly for women, may
change through the interaction of demographic and
economic factors. The basic method of projecting
the future structure of the work force is to apply
sex-specific labour participation rates, as derived
for example from crop production budgets, to the
population projections.

New agricultural technology that reduces the labour
input by substituting it with herbicides or pestic-
ides is likely to alter the proportions between
male and female labour inputs. However, unless the
technology has already been introduced iIn areas
with similar social and economic conditions, it is
often difficult to determine if female labour will
be released for child Care and other domestic tasks

4.3
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of whether it will be transferred to other agricul-
tural activities.

4.3.3 Market Projections

Cooperative projects iIn the agricultural sector
frequently aim to support members” production of
specific commodities through supply of farm inputs
and through services for collection, processing and
marketing of the harvested produce.

Demand Forecasts

It is important to predict demand among the members
for the particular services the project intends to
promote; there is little point in installing coop-
erative processing capacity for crops that farmers
are beginning to finding unprofitable.

Changes in production profitability are to a large
extent functions of changes In producer prices
while changes In farm input prices generally are
more neutral to specific commodities. Lower prices
on farm inputs like fertilizer through subsidies or
reduced costs for raw materials do not normally
have the same positive impact on production as pro-
ducer price incentives. Many farmers tend to reduce
production costs instead of increasing input appli-
cation rates and a large portion of small-scale
farmers rarely or never use fertilizer.

The market projection techniques differ depending
on whether the commodity is subject to Government
price control or whether the producer price is det-
ermined by market forces, 1.e.supply and demand.
The most common techniques are summarized below.

Controlled commodities. Government price controls
normally apply to non-perishable staple commodities
like grains and beef. Although they are not vari-
ables but parameters, Government controlled prices
are difficult to predict. In fact, they often tend
to oscillate between extremes due to incomplete
knowledge among the planners and the decision-
makers of important factors, including price and
income elasticities.They are also frequently
influenced by political considerations. Cautiously
set producer prices may be succeeded by dramatic-
ally raises to stimulate sluggish production, only
to be drastically reduced as surpluses begin to
accumulate beyond the available storage capacity.

4.3
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It may be possible to gain an understanding of the
pricing rationale by studying the underlying pro-
uction projections. If the production is projected
to increase faster than the national iIncrease iIn
population, 1t can be expected that Government will
offer attractive price incentives to the producers
to stimulate incremental production. 1f,on the
other hand, production is projected to decrease it
may be expected that no particular promotion
efforts will be introduced and that farmers will
gradually switch to more profitable alternatives.

Free market commodities. The balance between the
future demand and supply determines the price to be
paid for commodities that are traded freely. This
price in turn influences farmers® decisions on what
commodity to produce and thus the i1ncome that would
accrue to the cooperative society.

In contrast to domestic prices, few commodity
prices on the export markets are fixed through
institutional decrees but are allowed to fluctuate
according to supply and demand.

For most commodities, it is very difficult to
predict with any degree of accuracy what the world
market prices are going to be iIn the medium term
future since the supply is affected by variations
in weather and by pests and diseases. A common
practice is to use projections of international
trade prepared by specialist bodies such as the
World Bank, UNCTAD or FAO, which usually provides
annual prices expressed iIn both constant and
current monetary terms.

Supply Forecasts

Generally, supply is even more difficult to predict
than demand since it is subject to more dramatic
changes. In the short term, farm production varies
according to weather conditions and incidence of
pests and diseases; in the longer run it is
influenced by technological advances and infraT
structural developments such as irrigation con-
structions and drainage developments.

A common projection method is to decompose prod-
uction into yield and area components(or herd size
in the case of livestock). Production areas may be
subdivided geographically according to yield leve-
Is, e.g. high, medium and low potential areas, with
any known new areas specifically demarcated.

4.3
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Past yield trends are then extrapolated into the
future,taking into account what i1s known about how
the various factors that affect yield are going to
change, e.g.irrigation facilities and improved
planting material. It is not likely that the
average yield increase for a food crop iIs going to
be more than 2-3 % per annum for any sustained
period of time unless there is a major shift in
production technology such as replacement of
rainfed agriculture by an irrigated regime.

Price Projections

The main purpose of the demand and supply pro-
jections 1Is to provide an indication of the direct-
1on and magnitude, of change in market prices.
However, even i1f future demand and supply

can be projected with confidence, the derivation of
the price cannot be done without knowledge about
the relevant price elasticities. The basic equation
is:

Price= e (demand - supply);

where e is the price elasticity of demand and
price, and demand and supply are expressed as %
change between the base year and the projection
year .

However, reliable estimates of price elasticities
are usually more hard to come by than income elast-
icities. A possible starting point is to assume
that prices will remain constant in real

terms, thus assuming that demand and supply will
increase at the same rate.

4.3.4 Technology Developments

Technological changes have in the past had the most imp-
act on agricultural production and processing of agri-

cultural produce of all external factors.

A review by the planning team of the production technol-
ogy that is being developed by the researchers stage may
produce insights in what developments may be expected 1in

coming years. Improved crop seeds are of particular

interest, as are new pest-icides and herbicides.Mechani-
cal cultivation techniques are also iImportant,particula-
rly where they aim to reduce the human power required

for land preparation and weeding.

4.3
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Processing of agricultural produce has advanced in re-
cent ycaro through introduction of inexpensive small-
scale technology for milling of grains and extraction of
oil seeds.It is likely that these developments will con-
tinue, thus facilitating a decentralization of milling
capacity from national and regional plants to Village-
based units.

4.3.5 Infrastructural Developments

Delivery of commercial farm inputs and collection
of agricultural produce iIs dependent on properly
maintained roads and on adequate and well located
storese

Feeder roads and secondary roads that are under
construction or being planned may offer new oppor-
tunities for agricultural production and marketing.
Similarly, expansion of the regional storage
capacity may simplify transport logistics and
reduce collection charges and thus induce farmers
to market a larger proportion of their crop. By
contrast, poorly maintained stores may present a
constraint to expanded commodity volumes and

thus force the identification team to decide
whether the project ought to intervene to remedy
the situation.

4.3.6 Institutional Changes

Thes?e ra a difference beiweel™ Li*e ngtal Tuj. o
service and the demand for 1t. Need means re-
quirements determinded according to some none -
market critp.rla, R.g. thp mImmum food energy
intake necessary for healthy nutrition. Demand, on
the other hand, refers to the amount of the service
or commodity which consumers are willing to acquire
at the particular price which is offered, 1.e.
demand 1s market-determined.

Most cooperative projects intend to lend assistance
to services for which the members pay to theilr soc-
iety, e.g. credit services {financed through the
interest payments) or the delivery of farm inputs.
However, there are also some services that are pro-
vided without charge according to the estimated
need among the cooperative members, such as coop-
erative education or training in technical skills.

The demand for a market-determined labour-
substitutinrr service like tractor hire or
mechanized grain milling is related to the value of
Ithe manual labour 1L lii yoiny to mplmrfi.



PLANNING OF COOPERATIVE PROJECTS
Project identification

Forecast future developments
1987-11-24

IT the released labour can be gainfully employed,
there i1s likely to be a demand for the service when
the charged rate is below the opportunity cost.

The demand for the service in the with-out-project
situation is thus likely to expand with increased
incomes or employment opportunities which tend to
raise the value of labour.

For cooperative services that intend to supplement
the three other basic farm resources - land, water
and capital investments - iIncome trends also a
good approximation of the future demand for the
services. Real iIncomes per capita may be forecasted
with the help of official data which often include
estimates of the expected increase In GNP. Such
projections are then combined with the population
projection to yield the required estimate of
Incomes per capita.

A systematic review of government and private
sector plans offers a rewarding ground for iden-
tifying developments that may influence the project
features as they have gradually been forming the
planners® mind. It also offers an opportunity for
critically examining some of these features by sub-
stituting the previous assumptions with fresh
ideas. Strengthening of complementary agricultural
services such as extension, commercial credit or
land adjudication often provide significant
opportunities for cooperative expansion.

Changes iIn the processsing capacity for agri-
cultural produce brought about by other projects
may have bearings on on the project by releasing
constraints or creating new bottlenecks. It is
always advisable to contact existing processors to
enquire about their plans; through such contacts it
is also possible to find out about new processors
entering the iIndustry.

IT reductions or shut-downs are being contemplated,
information about the project under planning may
induce the processor to defer the decision on the
contraction of his activities, ITf the plant is
owned by another cooperative organization, the
project may even consider whether support to the
processor should be included as one of the project

components.

The impact of an individual service is difficult to
isolate from the impact of other cooperative activ-
ties or from the influence of external factors. How-

4.3
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ever, fTor some projects promoting services that have
not been iIntroduced earlier, it Is Important to deter-
mine whether the utilization of these services IS pro-
fitable to the farmers by comparing the cost paid for
the service with 1ts financial effect on production.
For this assessment, however, there is usually no need
to make a projection of the without-project situation
since the present situation at the farm level can be
regarded as a satisfactory approximation.

4.3.7 Summary of the Without-Project Situation

During this stage, the planning team is attempting
to buirld up a picture of how the sub-sector or rel-
evant geographical area may look in the future if
no new inttiatives are taken in the meantime. This
exercise has two objectives: first, to identify
important developments that may influence the
design of the project as it has been conceived
through the two preceding steps, either as oppor-
tunities or as constraints that need to be addre-
ssed through some kind of iIntervention; and
second, to provide the basis for alternative
designs of the project through the assessments of
future changes in demography, markets, technology,
infrastructure and support services.

An additional objective may be to provide the basis
for costbenefit analysis of the effects of the pro-
ject. Although this objective iIs of secondary impo-
rtance for most cooperative projects since these
are largely concerned with the develop-

ment of services, the specific effects of services
are difficult to separate from those of other, ext-
ernally initiated activities.

The collected information on the future should be
combined with the data on the present situation to
form a coherent and structured exposition, emphasi-
zing contraints and problems as well as deve-
lopment potential and opportunities. It is use-

ful to arrange the iInformation as a brief in point
form to be made available to all members of the
identification tean. Based on this brief, the team
should together critically examine the possible
courses of actions as defined during the previous
two stages to determine how these would be affected
by the expected future developments.

The examination of the without-project situation
often takes place at a critical stage of the formu-
lation process when the members of the team feel

4.3
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that they, after perhaps several false starts and

assumptions, finally are getting a hold on what
the project should aim for and what activities

should receive priority. To add more complications
in the form of possible future constraints may be
viewed by the members so as to create a situation
that is too complex to handle. However, it usually
turns out that the ideas that emerged during Stage

1 and 2 are basically sound but may need to
modified in light of the assessment of future

trends. The projections may have shed new lights on
inconsistencies among the project objectives and on

gaps among the identified activities.

In fact, it i1s not unusual that this stage is con-
cluded by the team having identified a larger pro-

gramme of which the project under consideration
will constitute the first element.

Practical Recommendations

a) \Whenever possible, use official data or

information from the most authoritative source

rather than try to generate separate pro-
jections; the latter exercise can be time-

consuming and may cause problems of consist-
ency with planning assumptions used for other

projects;

ITf new projections have to be made, explain
why this i1s necessary (e.g. lack of relevant
existing data or available projections out of

date).

b) If making new projections, start with the sim-
plest, plausible model which ought to give the

degree of precision and detail required;

c) Be realistic in defining the without-project
situation - i1t is unlikely that things will
continue in exactly the same state as iIn the

pre-project situation - but be careful of

assuming that things will go on deteriorating

indefinitely;

d) Seek official guidance on what to assume about
the likely status of other projects which are
planned or are in the process of being imple-
mented and which will have an impact on the
project sub-sector or area under consideration

when they are completed;

4.3
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e) Examination of the documents for other new or
planned projects can often save the team cons-
iderable time by eliminating some of the need
for primary data collection.

4.3
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4 DEFINITION OF THE PROJECT
4.4.1 Introduction

ne amount of planning that has preceded the formal
identification process varies greatly from one pro-
ject situation to another. In some cases, very few
;irectives are given in the Terms of Reference and
,4te identification team may even be asked to put
forward several project proposals. In other cases,
fangthy discussions may have taken place between
zc and the concerned organizations iIn the recipie-
nt country and the objectives as well as the main
r ~tivities and the timing and organization of the
Staject have already been outlined.

The review of the present situation and the pro-
actions of future trends without the project have
served to i1dentify constraints and development
opportunities at both the macro-level and the
icro-level. The classification of information into
~Dsitive and negative categories has helped the
team to i1dentify possible intervention actions.
"hese actions form the possible features of a
roject that would satisfy the objectives of the
Terms of Reference and which conforms with the
iimitations imposed by policies, production
~sources, technology, socio-cultural factors,
markets, infrastructure and institutional capabili-
ties.

gwever, these interventions do not necessarily

represent the best options among the various deve-

fDpment opportunities that have emerged. Before
roceeding to the final design stage, the team

needs to systematically review all the development

poportunities to decide on which ones should

I Ltimately be pursued by the project.

4.4.2 The Key Project Variables

* complete project design at the identification stage
should encompass the following specifications:

a) Specific objectives and their rationale;
b) Project boundaries;

c) Main beneficiaries (target group);

d) Activities;

e) Phasing;
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The detailed features of these elements are described in
the following sections.

a) Specific Objectives and Rationale

Project objectives. The objectives and the means
to fulfil them form hierarchial structures. The
overall objectives may have a development strategy
as the corresponding means. The specific object-
Ives, objectives, the operational derivates from
the overall objectives, usually correspond to a
combination of several activities.

Rationale. The term rationale applies to two
relationships:the relation between the overall and
specific objectives and the relation between the
specific objectives and the main project activit-
ies.

The objectives rationale implies a logical and a
well reasoned derivation of the specific objectives
from the overall objective and of the potential and
constraints. This reasoning normally place emphasis
on the situation of the target group social

aspects, production conditions and the available
farm resources. The rationale for the specific
objectives, which should precede the presentation
of the objectives themselves, ought to be a well
arranged summary of the constraints and potential
from which the specific objectives appearas logical
and realistic development aspirations.

Similarly, the rationale for the main activities, which
have their roots iIn the preceding assessment of the
external factors that affect the target group particula-
rly the institutional, technological and market situati-
ons - should confirm the selection of the main activiti-
es as the best possible means for achieving the specific
objectives.

It may be argued that the elements of the rationale
are already imbedded in the reviews of potential
and constraints and do not need to be repeated.
However, their coherent arrangement as links in a
logical reasoning may often reveals flaws and gaps
to the planners and helps to convince the reviewers
of the project document that the proposed activit-
ies represent the "best” development option.

4.4
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b) Project Boundaries

Services or commodity projects, the two perhaps
most common types of cooperative projects, may be
demarcated by geographical, sectoral or institutio-
nal boundaries. By nature, both services and
commodity projects tend to be pan-regional iIn the
sense that sucessful developments iIn one area may
spread to other areas where there exist a similar
conditions.

As regards geographical coverage, it may be possi-
ble to make a distinction by stating that services
that support production activities, e.g. credit,
training and mechanization services, have a wider
national appeal while commodity-specific are
attractive only to cooperative members in areas
with the right production conditions.

c) Target Group

Most cooperative services are available to all mem-
bers . However, it is common that cooperative pro-
jects aim to support groups of particularly dis-
advantaged members, e.g. women,landless households
or members in remote locations.

Although it i1s not possible to exclude other soc-
iety members from access to cooperative services,
the choice of the services to be promoted by the
project may define the main beneficiaries. Thus,
development of tractor hire services or milling
services may benefit female members more than male
members; production credit may be of particular
advantage to landless families who lack access to
other institutional credit; and geographical de-
centralization of processing capacity for agri-
cultural produce may benefit areas which are
distant from central processing plants.

Similarly, training activities can be geared to
satisfy the needs of disadvantaged groups by focus-
ing ﬁn the subject matters that are most relevant
to them.

d) Project Activities

Cooperative projects intend to support the members*®
production or processing of crop, livestock or
aquacultural products.Typically, a cooperative
project is concerned with strengthening o intro-

4.4
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ducing new services to the members. These services
may be classified in relation to_ the members® pro-
duction resources, as supplementing:

1) [labour - e.g. tractor hire; grain milling;
i1) management skill - e.g. training;
ii1) capital - e.g. credit;

They may also be categorized in relation to the
commodities produced by the members, e.g. supply of
farm inputs or selling of produce in regional and
national markets.

Other support services pertaining to production re-
sources, such as land alienation, extension and
irrigation are usually regarded as Government res-
ponsibilities as i1s the developmentof the market
infrastructure, 1.e. roads and railways. A streng-
thening of cooperative services should be coordi-
nated with any simultaneous strengthening of Gover-
ment service or infrastrucuture in order to attain
the fullest iImpact.

The cooperative support services also need to be
given dimensions, relating to their expected effect
and the required inputs. If the number of member
beneficiaries has been quantified, it is usually
relatively easy to quantify the demand for services
or goods via standard ratios per household. The
service outputs can then be translated into incre-
mental iInputs by separating the existing resources
from the total required resources.

e) Project Phasing

Most projects supported by SCC have an implementa-
tion period of three years. Within this period, the
achievement targets should be attained following a
certain build-up period. The activities to be
undertaken by the cooperative organizations during
the build-up period need to be carefully scheduled
in time to show that the planning is realistic.
There 1s no need to do this for all activities
during the identification phase but the scheduling
should include the most crucial activities.

In many cases, it is also important to project how
SCC finance should be replaced by local funds after
the end of the project period, so as to ensure that
there will be no discontinuity in the regular
service activities. -
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) Organization and Management

Cooperative development projects would usually be
implemented by the existing societies, unions or
apex organizations. It is less common that new
units are created to undertake the implementation
as 1s often the case with projects implemented by
Government agencies. After all, the ultimate res-
ponsibility for the direction of the desired deve-
lopment and the responsibility for maintaining its
momentum will always rest with the cooperative
members and their elected representatives.

Many cooperative projects have a distinctive ele-
ment of institution-building, since most of the
services to be supported by the project are expect-
ed to continue after the end of the support period
through the efforts of the cooperative organiza-
tions themselves.

The institution building efforts are typically
manifested by a high proportion of staff training,
either i1n-service or during formal workshops, semi-
nars, courses or study tours.

An important aspect of cooperative project planning
iIs to assess the managerial capability of the
existing organizations so as to determine what
needs to be done to strengthen them. One iImportant
assessment concerns the organizations capability to
monitor the implementation progress through the
existing accounting and reporting procedures. Quite
often these routines need to be upgraded through
more detailed or more frequent reporting to ensure
that the management receives prompt and accurate
inormation on deviations from the implementation-r
plan.

4.4.3 Selection Among Different Project
Options

During Stages 1 and 2, the planning team assembled
ideas about possible courses of actions, based on
systematic reviews of constraints and development
opportunities. During Stage 3, the development
perspective was widened through projections of what
may happen in the future through events that will
take place independent of the intended project.
These projections,and the analytical work that
preceded them, may have cast doubts on some of the
interventions contemplated by the identification

4.4
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tgam while simulaneously producing certain fresh
ideas.

The next step for the team is to critically review
the generated options for iIntervention and decide
which ones should be included among the project
activities. This process is intellectually perhaps
the most taxying of the whole identification phase.
Few project options come easily and i1t is often
disheartening to temporarily abandon activities
that have been i1dentified with great effort and
start considering alternatives. This iIs parti-
cularly true if the alternatives conflict with the
original ideas by making claims on the same scarce
development resources.

A deliberate attempt to formulate an alternative
project proposal with perhaps different specific
objectives and components may, however, sometimes
be experienced as a relief In that it helps to
release i1deas that have not fitted into the
original structure. It may also help to bring out
misgivings among the members about certain project
design features.

In order to select the 'best” combination of pro-
ject activities, the team needs to establish clear
criteria for which activities should be accepted or
rejected. These criteria would not usually be
specified in the Terms of Reference for the iden-
tification assignment but would have to be formu-
lated by the team itself. If only an overall proj-
ect objective 1s given in the Terms of Reference,
this objective may be operationalized in several
different ways. For instance, a common cooperative
project goal iIs to "increase members® incomes™.

This can be operationalized into specific object-
ives either as'more cash earned by the member
household” or as a" greater proportion of subsist-
ence production'.

Even within the specific objectives there may be
several alternatives open on how to achieve them.
Cash incomes may thus be increased from higher
selling prices through more efficient cooperative
procurement and transportation arrangements. The
may also be iIncreased through reduced costs for
cooperative support services such as delivery of
farm inputs or mechanization services for land
preparation and weeding.
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Within the limits set by the geographical, sectoral
and socio-economic boundaries, the task for the
planning team is to decide on which services should
be supported. The selected services ought to corre-
spond to the aspirations of a large portion of mem-
bers, be fully backed by the elected officials and
the cooperative staff and be viable from the econo-
mic, technical and managerial viewpoints.

The tentative project options ought to be scruti-
nized according to five criteria:

a) Acceptability among members;

b) Financial and economic viability;
C) Managerial feasibility;

d) Internal consistency with objectives and
activities;

e) Completeness with respect to the project
objectives.

The above criteria and how they should be applied
are described in the following sections.

a) Demand Among Recipients

This crucial test concerns the acceptability of a
service or support activity among the intended
recipients on the terms proposed by the identifica-
tion team. This acceptability has two aspects.
First, when identifying the support needs among the
cooperative membership i1t is not unusual that the
members express needs for strenghtening of more
services than can be undertaken by their organiza-
tions. It i1s thus important for the planning team
to obtain a clear idea of the aspirations of the
majority of the members, not just the most.promi-
nent land-owners or the elected officials.

Second, although services like tractor hire may be
desired by many members, the planning team must
ascertain that they enjoy sufficient demand at
their estimated cost (which may be too high for
many members).

The standard manner in which to assess the demand
for services with a charge attached to them is to
prepare a production budget which shows the incre-
mental cost of the services in relation to the
incremental benefits. If the incremental benefits
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exceed the incremental costs by a factor greater
than 2 or 3,1t can normally be assumed that the
typical farmer would take advantage the service.
However, if the ratio is below 2 many farmers may
consider the risks associated with the new servicem
or input to be greater than the value of the ex-
pected net benefits.

b) Financial and Economic Viability

Apart from being financially acceptable to the mem-
bers, any new or altered service must be financially
viable for the delivering organization. This viabil-
ity may be of two kinds.For non-commercial services
that are provided without charge,such as training
courses, the planners must ascertain that it is
feasible to provide such services on a sustained
basis with funds obtained from surpluses from other
activities. This may imply calculating the associa-
ted costs on an annual basis and identifying the
corresponding sources of revenue.

For commercial services which command a fee from
the user, the necessary charge needs to be calcula-
ted and compared with current commercial rates or
the ability of the users to pay.lf the calculated
cost exceeds the going market rate, the service may
have to be left out of the project or subsidized by
other activities.

Commodity - oriented services also need to be
tested for economic viability to ascertain that
they will make a positive contribution to the
national economy. Certain commodities may require
such high proportions of imported farm inputs that
they become more expen-sive than direct imports of
the end products, when the transport cost is taken
into consideration.

For commodities intended for export, an overvalued
local currency may obscure profitable trade
opportunities which would be revealed through an
economic analysis with a premium on foreign
exchange earnings.

In most cases, commodity supporting cooperative
projects will only generate marginal incremental
outputs iIn comparison with the size of the total
market and it can be assumed that the presence or
absence of the project will have no discernable
effect on price. However, 1in this context it may be
worth mentioning that the size of the market can be
a critical factor if there is a risk that the

4.4
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market cannot absorb the incremental project output
without a substantial fall iIn price. This may apply
to minor industrial crops or to perishable produce
or 1T the market is not large enough to fully
utilize installed or planned processing capacities.

c) Managerial Feasibility

Services to be supported by the project must also
be viable from a managerial point of view. This
criterion usually implies two things. First, the
undertaking of the service must befeasible within
the capability normally associated with cooperative
organizations. For instance, processing of complex
end products like spray-dried milk powder would
usually be beyond the capability of small coopera-
tives since the technology demands both sophistica-
ted equipment and supervision.

Second, the perceived priority of a service should
be shared by the cooperative staff who will
implement a strengthening of the organization or
perhaps introduce a service that did not exist
previously. Preferably, the staff should feel that
the initiative at least partly emanates from them
instead of being imposed by outside expertise. The
span between indifference and enthusiastic commit-
ment among the cooperative staff often correspond
to the difference between failure and success of
the project.

d) Internal Consistency Among Objectives and
Activities.

The consistency criterion is difficult to define 1in
precise terms. At a general level, i1t implies that
any activity to be promoted by the project should
contribute to fulfilling i1ts specific objectives,
directly or in an indirect way. Thus, a project
that essentially aims to strengthen cooperative
production credit may also include support to
services that are complementary to the credit
function, such as supply of agricultural inputs,
but should refrain from promoting investments in,
say, market structures.

However, at a lower level it may be difficult to
discuss the internal relations of activities. The
planning may be helped by fitting a contemplated
activity into the hierarchial meansend structure
created In Stage 2, which derives the main activit-
ies from the specific objectives and where the

4.4
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secondary and tertiary activites form the pattern
of a triangle with a gradually widening base. In
principle, any additional activity should fit iInto
this structure to be acceptable but "isolated
branches™ are questionable from the point of
complementarity.

Institutionally, cooperative projects may lend to

support to only one level in the multier organiza-
tional structure - national, regional and local -

but 1t iIs more common that assistance is required

at several organizational levels.

For instance, strengthening of the capability of a
primary society to supply timely agricultural to
the members iInputs, such as seeds or fertilizers,
to the members may require development of improved
ordering procedures at the regional union with an
ensuing needs for staff training. Similarly,
efforts to build up the staff capability at the
level of the regional union for training of members
in, say, managing group credit schemes may require
training inputs from the cooperative bank or from
the apex organization as well as means to supervise
the credit operations.

For each of the member services to be supported by
the project, it is advisable to assess what back-up
assistance may be required from the organizations
higher up iIn the hierarchy or from parallel organi-
zations in order to determine whether the required
rescources for this assistance already exist or
may have to be provided by the project. The back-up
support typically encompasses development of Im-
proved management procedures, staff training and
perhaps training of trainers. May also indude
vehicles other equipment to facilitate close
contact between the "providing” and "recipient”
organizational levels.

In fact, it is possible to discuss as a special
category of cooperative projects those that
primarly intend to strengthen the institutional
capability at the higher echelons of the cooperat-
Ive structure. Such projects may focus on manager-
1al development through improved management
procedures and in-service training of staff or, iIn
the case of apex organizations, on the build-up of
particular services for the member unions.Such
services iInclude clearing and forwarding of
imported goods, assistance iIn designing common
types of stores and office buildings, monitoring of
commodity prices and legal advisory services.
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Although i1t may be difficult to assess the financ-
1al and economic returns of such activities, they
should still be subjected to the same tests
regarding acceptability by the benefitting
organizations as a project which is designed to
have amore direct impact on the members®™ Incomes.
In the case of services that are paid for by the
recipient organization, e.g. building design
services for regional unions or primary societies,
the required level of the charges needs to be
calculated and assessed in relation to the demand
for the services.

e) Completeness of Activities and Resources

The completeness criterion is perhaps the most
difficult of all to apply since i1t has horizontal
as well as vertical dimensions. However, it IS one
of the most important of the project criteria.

*The vertical dimension infers that all the required
back-upsupport for the building up of a service
must be made available. Such back-up often includes
resources for development of improved procedures
and training of trainers at the higher levels of
the cooperative structure. It may also infer that
institution-building at a higer level should be
accompanied by a simultaneous strengthening of the
mechanisms through which this eventually would
reach cooperative members through regional unions
and primary societies.

The horizontal dimension concerns the complementar-
ity among activities in relation to the project
objectives. For instance, introduction of mechani-
zed land preparation through cooperatively operated
tractors may only be a partial success iIf the
farmers are requested to pay cash for the service.
However, by linking the tractor hire service to a
scheme for production credit, the number of users
may be significantly expanded since they would be
able to repay the credit with the incremental
revenue generated from crop sales. Similarly, the
supply of novel agricultural inputs such as
pesticides ought to be accompanied by an intensif-
ied effort to advise and train farmers in how to
handle such chemicals iIn a safe manner.

In fact, the particular skills required to derive
alternative specific objectives from the overall
objective and then to determine which of the
accumulated project options to leave into the final
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design and which new ones need to add are perhaps
the most difficult to acquire. They conjecture a
good understanding of socio-cultural, economic,
technical and managerial aspects as well as a good
jJudgement. There are often complex trade-offs among
these factors and their combined effects cannot be
expressed as a simple iIndex.

Practical Recommendations

a) Do not be overly preoccupied with Ffinding
"new" or "original' ideas for the project;
good projects are often developed as exten-
sions of existing ones or by providing the
necessary resources for realizing a proposal
which has been around for some time;

b) Be wary of thinking that the solution to a

problem is very simple; if it is easy it
wogld most likely already have been implemen-
ted;

c) Attempt to visit many primary societies to
talk toa large number of ordinary members,
preferably without continued presence by the
officials to avoid basing project ideas too
closely on the particular circumstances of
certain localities;

d) Team discussions should continue until
agreement iIs reached on the project design.
Everyone should be clear about what the
chosen design implies and why i1t was chosen.
This point In the project formulation cycle
represents the last opportunity for major
revision of the project design.

4.4
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4.5 THE PROJECT IDENTIFICATION REPORT

The Identification Report would typically include the follo-
wing headings:

l. MAIN REPORT
Summary (1-3 pages)
1. Introduction (1-2 pages)
2 Background (4-6 pages)
3. The Target group
4

Project Objectives, Rationale and
Main Components (2-3 pages)

Detailed Project Description (5-25 pages)

Organization and Management (5-25 pages)

5

6

7. Projected Costs, Benefits andlmpact (2- 4 pages)
8 Outstanding Issues and Required Actions (1-3 pages)
d

I1.  SUPPORTING ANNEXES
I11. WORKING PAPERS

The report layout may vary slightly according to
the type of project. Since members of primary soc-
ieties would be the ultimate project beneficiaries
it is advantageous to give prominence to the des-
cription of their situation In a separate chapter,
instead of including i1t in Chapter 2. Background.

Similarily, it may be Io%ical to highlight the
background description of the particular service or
function which the project aims to support by
giving it its own heading. This way the reader, by
looking at the Table of Contents of the report,
would get a preliminary i1dea of what the project is
concerned with. Further information about the
nature of the project would be given iIn the
detailed layout of Chapter 4. Detailed Description,
through sub-headings such as Credit, Buildings

and Constructions, Equipment, Training and Techni-
cal Assistance.
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The “"standard®™ headings make it easier for the busy
reviewer to find his/her way through the report.
Some readers may only have time to read the Summary
whille the majority will probably attempt to read
through the Summary, Chapter 3, 4, 6 and 7.

Only the most affected reviewers are likely to have
time to read the complete report.

The MAIN REPORT should not exceed 50 pages while
the SUPPORTING ANNEXES may be more voluminous if
necessary. Some of the annexed information is
collected not only for the benefit of the reviewers
of the ldentification Report but also to assist a
subsequent preparation mission.

The essential contents of each chapter of the
Identification Report are outlined in the following
sections.

Summary

The purpose of the Summary is to provide a brief
review of the main conclusions and recommendations
of the project. It is usually the first part of the
project report to be read and is often the last and
most difficult to write. The more clearly and
systematically the report is composed, the easier
it will be to write the Summary.

The Summary should tell the reader what the project
aim to do, how, where and when, with quantified
costs and benefits (if possible). It should tell
how 1t relates to national priorities and those of
SCC and co-financers and it should draw attention
to major issues, controversial implications and
important aspects of follow-up.

The essential elements that should be included iIn
the Summary are the following:

a) Rationale: relationship of project with
national and institutional priorities;

b) Overall objectives and priority ranking
of specific objectives;

(o)) Location, target group and institutional
beneficiaries;

4.5
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d) Main components;
e) Costs and benefits;

) Major issues relating to policy, strategy
or technology;

Q) Follow-up activities;

IT space permits, the summary might also touch on
the following issues:

h) Review of project alternatives

) Other impact dimensions: environmental,
health, nutrition and demographic

J) Organization, management and staffing

The Summary should not exceed two to three pages in
length. Cross-references to the main text should
not be included in the Summary; the Table of Con-
tents gives guidance on where to find further
details.

Ch.1. Introduction

a) Origin of the project idea; justification for
Identification Mission from the viewpoints of
the recipient country and SCC

b) Information on the ldentification Mission:

(i) Highlights of the Terms of Reference
(the complet ToR should be included among
the appendices).

(i1) Highlights of the mission itinerary,
important meetings and major accomplished
tasks. The names of the mission members
should be mentioned in a footnote
together with their designation. A
complete itirary and a list of the senior
officials met by the
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mission should be included among the

appendices.

Background

a) The national economy and cooperative sector

(1-2
@
)

pages)

Level of national development;
recent economic performance _
National development priorities

(sectors/regions)

b) The cooperative sector

@
(D)
Giib)

Important cooperative policies and

guidelines

Cooperative organizational structure

Past and present SCC support; other

donor support

C) Description of the specific function, service
or commodity that the project aims to develop:

Function/service

Q)

@)

~
-
-
-
\

@v)

Policies;
Organizational
responsibilities

Major activities;
Target group;
Affected farm
enterprises, effect
on members® incomes

Organization and
management

Staff; facilities
(offices, stores,
equipment, credit
funds;annual budget

Important working
procedures;

Commodity (Input
or Produce)

Q)

@)

Policies;
Organizational;
responsibilities

Quantities; qualities;
prices (past and present)

(i1 1)Production areas;

av)

™

Hectarages

Financial returns

users/producers

Important activities

(distribution/collection
processing/marketing)

4.5
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Relationship to_
other organizations

i) Training activities
(vii) Summary of strengths (vi) Summary of constraints
and weaknesses and potential
Ch. 3 The Target Group
a) Population; categories
b) Incidence of poverty
c) Malnutrition
d) Morbidity and mortality
e) Particularly disadvantaged groups (e.g.
women, landless, squatters, migrants)
) Land holdings and landtenure
g) Employment opportunities and incomes
h) Access to cooperative services
1) Constraints to increased cooperative
activities
Ch.4. Project Objectives, Rationale and Main
Components
This chapter should bring together the preceding
background
description with the subsequent detailed project
description
(Chapter 4). It should attempt to answer three
questions:
a) Why is the project required?
b) What i1s the project attempting to do?
C) How are the project objectives going to

be achieved?

Why? The justification of the project is usually
derivedfrom a need to alleviate certain problems
or constraints and a desire to exploit particular
development opportunities.
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For projects concerned with development of func-
tions or services, the release of institutional
constraints may be most important task while the
planning of commodity projects often is triggered
by a freshly emerged potential such as an upward
shift in world market prices or the release of
improved, high yielding planting material.

This chapter should begin with a brief summary of
the national, sectoral, or regional development
priorities described in Chapter 2. Background. This
summary should be linked to the subsequent review
of the function/service or the commodity in the
same chapter through an analysis of how the release
of the revealed problems or the exploitation of the
development opportunities would help to achieve the
overall objective of the project. The analysis,
which should be brief but well reasoned, 1is the
foundation for the formulation of the specific
project objectives.

What? The specific project objective should
describe what the project intends to do In as
precise terms as possible. It is not sufficient to
restate common development goals such as "develop-
ment of cooperative movement' or '‘increasing
members®“incomes' . The overall objective, formulated
as part of the initial project idea In the Terms of
Reference, should be sharpened as a result of the
asessments in Chapter 2. It is advisable to state
how the specific project objectives coincide with
SCC"s policies and priorities.

How? This chapter should give a summary of how the
specific objectives are to be achieved by listing
the main project activities and their relation to
the objectives. Here should also be discussed any
alternative means of attaining the objectives
together with an explanation why the particular
course of action was chosen in preference of the
others.

The project activities are frequently grouped to
form "components' that will become the denominators
for the subsequent costing exercise. Common project
components are 'Constructions' or "Buildings",
"Procurement of machinery and equipment', "Credit'-
,'Supply of i1nputs™, "Training"” and "‘Technical
assistance™.

It is useful to conclude this chapter by listing
the components iIn the order in which they will
appear In the subsequent detailed project descrip-
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tion In Chapter 4. The listing may be done in a
"logical”™ sequence or by estimated costs 1In
declining order. Alternatively, it may begin with
material items and end with management and institu-
tional support.

Ch.5 Detailed Project Description

In this chapter, the activities constituting the
project components are described. The description
should include the most important activities, how
they are expected to contribute to the achievement
of the objectives and by whom they would be under-
taken. Finally, the types of resources required for
implementing the activities would be indicated (the
costings are deferred to Chapter 5).

It is neither possible nor desirable to describe
each component or activity at the same level of
detail. However, the description should give extra
exposure to activities that are crucial for the
success of the project or activities to which

the reviewer may be critically disposed. The
description may be characterized as being made up
by a series of photographs, some of which would be
close-up pictures of particularly important parts
of the project structure while the majority

would constitute "aerial™ views.

The description of each component should follow a
common format with the following content:

a) Targets/expected outputs; beneficiaries
(target group);implementation area.

b) Sub-components/activities; required inputs.

C) Institutional responsibilities for implementa-
tion.

Ch.6. Organization and Management

The project organization and the management
procedures for its implementation usually apply to
all components and would typically include three
items:

a) Organization - executive and coordinating
functions.(steering committee, project
manager/coordinators; technical
and supporting units).
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b) Rough implementation phasing.

c) Important management procedures - e.g.
procurement of goods and services; disburse-
ment of funds; monitoring of
key activities.

Ch.7 Projected Costs, Benefits and Impact

This chapter summarizes the project "inputs' and
"outputs - the costs, the benefits to the coopera-
tive members and other groups and their impact on
institutions, infrastructure and the physical
enviroment.

The projected costs should be detailed for each
component. ldeally, they should be broken down on
an annual basis but this is not always possible at
this stage of the planning. However, the foreign
exchange portion of the costs should be estimated,
if only as an aggregate figure. There is no need to
separate "investment costs" from '‘operating costs"
at this stage but there should be contingencies
included for items like constructions, machinery
and equipment. The contingencies may be of two
kinds - price contingencies and physical con-
tingencies - but are often aggregated at this
stage. Contingencies typically amount to 15-40 per
cent of the pre-contingency cost.

The benefits accruing from individual project
components should be summarized, including non-
qualifiable benefits such as better living condi-
tions, improved nutritional standards and

lower production losses. The purpose iIs to give the
reader a succinct and comprehensive picture of all
benefits to be used for a rough comparison with the
total project costs.

At the identification stage, it is usually too
early to carry out a quantified cost-benefit
analysis since many costs and benefits are still to
be calculated. However, i1t may be feasible to work-
out simple cost-benefit comparison for certain
important components to show that they are viable.
Thus, the incremental production income from use of
additional fertilizers may be compared with the
incremental cost on a per hectare basis and the
operating costs for processing plants compared

with the expected sales revenue.

4.5
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Impact has a wider meaning than benefits in the
sense that i1t i1t can be negative as well as
positive. The impact of project actions may be
difficult to predict with certainty but iIs assoc-
iated with various degrees of risk. In the context
of cooperative projects, risks may be grouped into
four types: social,technical ,commercial, Institu-
tional, and occationally, political risks.

It is important that all kinds of foreseeable
impacts are thruthfully presented, also the
negative aspects. Although it is the responsibility
of the identification team to guard against
negative impact on environment and people through
sound project design, the ToR may have imposed such
restrictions that certain negative aspects will
prevail in spite of these efforts.

Ch.8 Outstanding Issues and Required Actions
The description of issues should include:

a) Specification of kinds of issues: policy—
derived; market-related; socio-cultural;
technical and institutional.

b) Ways of resolving the issues.

The required actions are primarily concerned with
arrangements for project preparation - the main
planning effort together with special studies and
surveys. They may also include suggestions for
resolving complex issues.

The plan for project preparation should incorpo-
rate:

a) Draft ToRs

b) Suggestions on mission responsibilities
c) Timetable for the work

d) Required resources
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5*  PROJECT PREPARATION
5.1. Detailed Design of the Project

While the identification process served to identify
several project alternatives so as to make a choice
between them, the preparation phase serves to
prepare the chosen design for implementation. It
should thus involve the potential implementors

as much as possible to make sure that they agree
with the project design. ITf the implementors do not
believe iIn the design of a project, not even the
most detailed preparation plans will be sufficient
to get the project implemented the way the plan-
ners intended.

Whille 1t iIs important that the project does not
deviate from i1ts objectives and implementation
strategy unless there are very good reasons for it,
the preparatoion document must not specify every
little activity that the planners feel should be
undertaken. A good preparation report should give
the implementors a clear sense of the project”s
aims and thrust but it should also convey the
impression that they are being trusted by the
planners to bring their experience and management
expertise into play.

It is likely that certain measures would have been
taken between identification and preparation to
generate additional, information on the environment
within which the project iIs going to operate. There
may, Tfor instance, have been new surveys among the
target group to find out more about their prefe-
rences. There may also have been detailed studies
of the concerned cooperative organizations,
including surveys of staff training needs, iInven-
tories of equipment and vehicles and reviews of
financial and managerial procedures.

The i1nformation conveyed by these surveys ought to
be carefully studied by the preparation team with
pre-conceived ideas. It is quite plausible that the
information available to the i1dentification team
disguised some facts that may affect the project
design. For iInstance, the target group may not be
ready to start using commercial inputs on their
land without extensive training in spite of Insist-
ence on their distribution. Similary, closer
contacts with the target group may have revealed
that there is a lack of trust between the coope-

5.1
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rative members and their officials which has to be
removed before the members start making use of the
project services.

After reviewing the new iInformation, the
preparation team should take a close look at the
project objectives as stated iIn the ldentification
Report to determine whether these need to be
changed. IT it is so, it should be clearly stated
in the pre-paration document why the change was
made and how It may affect the implementation
strategy and the individual project components.

During identification, the team members made effor-
ts to deliberately share work responsibilities to
ensure that no options were missed. The preparation
phase allows the members to work more individually
within theilr respective speicalities. However, a
change of project objectives or components would
make 1t necessary to discuss with all members of
the team before the modifications are made.

The project components, as defined during the
identification phase, were characterized mainly as
resource categories. However, the preparation
process must give them more clear contours by
specifiying the main activities that need to be
undertaken - content and timing - and who is going
to be responsible for their execution. Also, their
impact on the target group and other concerned
parties should receive more attention than during
the i1dentification phase.

It 1s particularly important to involve the future
implementors iIn the discussions regarding the
organizational and managerial aspects of the pro-
ject. The implementors must see eye to eye with the
planners on what should be the priorities for
institutional improvement. Often the cooperative
staff tend to underestimate the need for reforms
since they already are operating within the new
system without perhaps recognizing its short-
comings . It may take some time to convince the
management that their way of operating can be
improved and it may take even longer for them to
accept that i1t will not do to leave the specifica-
tions until the implementation start. At that
stage, the implementors will have their hands full
with getting the project off the ground and cannot
devote time to the design of better management

procedures.

5.1
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The demand by the preparation process for more
detailed design of the project components also
calls for more detailed analyses and costings. The
project document must show that new coopeative
services are going to be profitable to the
members/users and that the cooperative organi-
zations will generate enough income to sustain new
services even after the external project support
has been withdrawn.

5.2. The Project Preparation Report

The content of the preparation report are In many
ways similar to those of the identification report.
They cover the same topics and most of the chapter
headings are identical. The difference lie pri-
marily in the extent of coverage of the target
group and the organizational and managerial
arrangements and in the depth of the analysis.

The difference between the two reports is, put very
simply, that the identification report covers the
ground at a more aggregated level with occasional
detailed analyses or descriptions of areas that are
important for the justification or design of the
project. The identification report may be likened
to the blue-print of a building which provides a
picture of the whole structure but does not dis-
close all details.

The preparation report, on the other hand, adopts a
closer and more uniform perspectives of the project.
One i1mportant purpose of the preparation is to make
sure that nothing has been forgotten or overlooked
before implementation. Thus, even seemingly straight-
forward project aspects should get a careful scrut-

iny.

Compared to the identification report, there are
particularly three topics that are subject to a
more detailed description in the preparation docu-
ment: the organizational aspects, the project costs
and the expected benefits. The costs and benefits
should be quantified as much as possible; this,
however, 1is easier to do for the costs than for the
benefits.

The preparation report often has a second purpose

in addition to rendering the final analysis of the
project. It is iIn most cases also the main document
to guide the implementation. It iIs rare that there
will be time and funds for preparing special imple--
mentation plans. For this purpose, i1t has become

5.2
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increasingly common to prepare a Plan of Opera-
tions, 1.e. a detailed implementation guide as part
of the preparation report. The preparation report,
with the Plan of Operations included, is then often
called the Project Document. The Tirst part

of the Project Document, the Project Description,
contains a general presentation of the project and
the second part contains the practically oriented
Plan of Operations.

Like the identification report, the layout of the
preparation report has a 'standard" format with
main headings that usually do not change from one
report to another. However, the headings may be
modified to reflect the particular nature of the
project.

5.2.1. Part I: Project Description

The Project Description part would typically have
the following headings:

Summary

1. Introduction

2 Background

3. The Target Group
4

Project Objectives, Rationale and Main
Componments

5. Detailed Description of the Project
Components

6. Organization and Management
7. Project Costs, Benefits and Risks
8. Preconditions for Implementation
Appendices
Annexes
The same guidelines for writing the Summary and the
Introduction applies to the Project Description as

to the Ildentification Report (see PROJECT IDENTIFI-
CATION: 4.5. The Project ldentification Report).

5.2
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The background chapter would, if the project is
concerned with a particular geographical area,In-
clude a detailed description of the implementation
area In addition to the descriptions of the rele-
vant services of commodities. The review of the
geographical area may have the following headings:

1) Physical Features
i11) Social and Demographic Apsects
111) Production and Economic Base

1Iv) Cooperative Organizations and Other
Insitutions

There 1s no particular need to repeat background
information already provided in the ldentification
Report; 1t is quite appropriate to summarize this
information with a reference to the ldentification
Report while only including updated information or
additional details iIn the Project Description.

One topic that usually requires more attention in the
Project Description than in the ldentification Report
Is organizational aspects of the cooperative insti-
tutions. Their present capabilities need to be care-
fully reviewed as a basis for comparisons with the
demands that are going to be posed by the implemen-
tation process.

The target group for the project efforts may have
merited additional studies as part of the preparation
process and should In such cases be covered accord-
ingly in the preparation report. If no further infor-
mation is available i1t may be sufficient to summarize
the presentation In the Ildentification Report.

The project objectives may have changed or become more
detailed since the identification and should be stated
in full here. However, the operationalization of the
project objectives into practical implementation
targets need to be done here but should be left to the
Plan of Operations.

The description of the project components does only
need to include references to ther most important
implementation activities since the detailed des-
cription of the activities would be left to the Plan
of Operations. However, there may be a need here to
clarify how the activities are going to contribute to
the fulfilment of the project objectives.
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The component inputs would be described primarily
according to resource categories - buildings, equip-
ment, supplies, technical assistance (personnel),
training, studies and surveys. The costings would be
left to the Plan of Operations, as would the respons-
ibilities for the implementation.

The organizational and managerial aspects of project
implementation would be covered here iIn the Project
Description as regards executive and coordinating
functions. Other 1mportant internal management
procedures would also be described here. However,

the relations to external agencies like SCC-including
disbursement procedures, annual planning,coordination,
external monitoring and supervision - should be
covered under the relevant headings in the Plan of
Operations.

The costs for implementing the project need only be
shown here on a component basis for the whole pro-
ject period while a break-down per annum and main act-
ivity would be provided in the Plan of Operations.
However, in this chapter there should be an estimate
of the foreign exchange content of the major compo-
nents .

The benefits accruing from the project should be
quantified, i1f possible. Preferably, these should be
shown both for typical individual cooperative mem-
bers as well as for the whole target group. The
benefits for the cooperative institutions should
also be stated since many SCC projects have a prom-
inent insitution-building element.

The risks associated with cooperative projects may be
subdivided into production risks, institutional risk
and marketing risks. Production risks refer usually to
the technological aspects of agricultural production
in connection with Introduction of new crops or
improved technology through use of fertilizer or
chemicals.

Institutional risk refer to the possibility that the
supporting cooperative organizations may occasionally
fail to deliver the required assistance or may not be
able to deliver it at the anticipated level.

Marketing risks indicate that the prices projected for
commodities may not prevail throughout the implementa-
tion period but may drop below the projected levels.

5.2
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The preconditons for implementation denote actions or
decisions that need to be initiated before the whole
project or comprienb of the project can be iInstituted.

5.2.2. Part I1lI; Plan of Operations

The plan of Operations is the main document for guid-
ing the implementation of the project. It will be used
by the project management and the SCC staff and by any
other local organizations that is going to particip at
in the implementation. It is also the chief yard-stick
for measuring the implementation progress.

While the first part of the Project Document, the
Project Description, gives answers to the question
"why'?, the Plan of Operations goes further to pro-
vide answers to "how", "when"?and '‘byn whom"? In
practical terms, this means taht the Plan of Opera-
tions should specify the main activities under each
project component, their starting and completion
dates as well as who is going to be responsible for
their execution. The Plan of Operation would also
identify the sources for the project funding and
the amounts coming from each source (in cases where
there are other donors involved apart from SCC). It
should also specify what funds should be provided
as grants and what should come on credit terms.

Another way to express the difference between the
Project Description and the Plan of Operations 1is
to say that the Plan of Operations attempts to des-
cribe the implementation in a dynamic way while the
Project Description adopts a static perspective,
being mainly concerned with the desired situation
at the end of the project period.

Since the Plan of Operations will be used together
with the Project Description - often they are
printed as one volume - there is no need to repeat
any of the information of the first part. The Plan
of Operations should be kept as brief as possible
and should not exceed 25 pages, excluding appen-
dices.

While providing firm directives for the implemen-
tors, the Plan of Operations.must not be a straight-
Jacket that rules out alternative actions. It
should include a certain flexibility to give the
implementors freedom to respond to external chang-
es . It should specify the main implementation
activities under each component but need not go
much further down in the activities hierarchy.
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A Plan_of Operations would normally have the
following '"standard” headings:
1. Implementation Targets
. Detail of Project Activities

Phasing of Activities

. Staff Requirements

O'I-bIOOI\)

. Financing Arrangements

5.1 Annual Requirements of Funds
5.2 Financing Plan

5.3 Financial Planning and Management

6. Annual Planning, Monitoring and Project

Reviews
7. Evaluation of Project Impact
Appendices

In the following sections, the contents of each
chapter of the Plan of Operations are briefly out-
lined.

As an introduction, it iIs appropriate to state the
main content of the Plan of Operations. It may also be
worth mentioning explicity that the Plan of Operations
is a blue-print for the implementation and not a
legally binding document and can thus be modified

to take account of events that could no have been
foreseen by the project planners. The Plan may also be
changed to reflect experience gained during the first
stages of the implementation period.

Implementation Targets

The implementation targets should be derived from the
project objectives and be specified for each year of
implementaiton. The target express the project aspira-
tions iIn quantitative, physical terms while the

while the project objectives in the Project Description
are qualitative statements.
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How should the targets be expressed? It depends on
what is possible with regard to the nature of the com-
ponents and activities. For instance, it may only be
possible to specify targets for some activities or
components and not for all of them. The "denomination®
also varies from one activity to another. It may for
example be easier to state targets for construction
activities than to quantify how many cooperative mem-
bers will benefit from an educational campaign.

The 1mplementation targets are often synonymous to
output targets, i.e. they specify the expected effects
of the project inputs. In some cases, they may be ex-
pressed as impact targets, specifying the effects also
on the target group. However, the targets may also
have to be limited to stating the input quantities
that are going to be financed by the propject.

Details of Project Activities

In project jargon, components may be broken down
into activities. However, components and activities
are not always compatiable. While some components
may be defined as a set of activities, others may
have been defined according to how the project
funds are going to be used. More specifically,
components may defined as either '‘grant’” components
or ‘‘credt” components. Credit funds may be used for
purchases or "‘credit” components. Credit funds may
be used for purchases or constructions while the
grant funds may be spent on training or technical
assistance (i1.e. contract staff or consultants).
None of these components may be readily broken down
into clear-cut activities.

"True” implementation activities on the other hand,
represent actions that will be initiated and exe-
cuted by the project. Typical project activities
are purchasing, storing, distributing and selling
(goods) or surveying, designing, building and
equipping (structures). The activities of a
training component may be broken down into design
of the training curriculum, production of training
material, training of trainers and conduction of
the actual training.

Each component or activity section under this
heading would have an identical format: the object-
tive, derived from the project objectives but

5.2
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unique for this particular component or activity:
possible sub-activities; and responsibilities for
the implementation of the activities. The implemen-
tion targets would already have been specified in
the preceding chapter and do not need to be repated
here. It may also be relevant to mention which
segments of the target group that would benefit
from the activity. The costs for carrying out the
activities should not be included here but there
ought to be a reference to "Annual Requirements of
Funds™ (below).

Phasing of Activities

The phasing of the project activities is best illu-
strated through a bar chart. The chart should show
the activities on a monthly or quarterly basis for
the whole project period.

Staff Requirements

Under this heading, the incremental staff that is
be required by the project should be detailed,
broken down per organization or organizational
level.

- Financing Arrangments

This chapter is concerned with three subjects: how
much funds would be required per annum and
component/activity; the sources of funds for each
component; and the procedures of budgeting and for
disbursing of the funds.

Annual requirements of funds.
In this section, the financial requirements per

component, activity and year will be stated In
local currency. The detailed cost calculations do

not have to be iIncluded here but may be referred to
a separate appendix. To the total costs shouldbe
added physical and price contingencies. The latter

may vary for individual years depending on howthe

planning team forecasts the inflation rate.

Financing plan.

In this section, the project costs are aggregated
per source of funds and expressed in Swedish
currency. It is often sufficient to state the costs
on a component basis (as mentioned above, the defi-
nition of the project components sometimes reflects
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the origin of funds). Thus, the technical
assistance and training components may be financed
with SCC funds while co-financiers may be requested
to fund procurements and constructions. The
financial requirements should iIncorportate the
contingencies for the individual cost items.

Financial planning and management.

This section outlines the budgeting procedures and
the detailed disbursement procedures for the
different types of finance.

Annual Planning, Monitoring and Project Reviews
Annual planning.

While the Plan of Operations is the overall guide
for the project implementation, its target and
activities will be subject to annual assessemnts
reflecting the experience gained during the pre-
ceding year. This annual planning exercise also
serves the purpose of defining the coming activi-
ties In greater detail. The review of the past
project progress is usually formalized in an Annual
Progress Report while the nect year®s budget and
p:an of activities are consolidated into an Annual
Plan.

The Plan of Operations should specify when the
annual review/planning excercise will take place,
who would participate and which institutions should
receive the progress reports and the annual plans.

Monitoring.

Monitoring should be regarded as a tool for the
project management to measure the implementation
progress and is not primarily intended to serve the
information needs of the donors. The monitoring
system iIs concerned with measuring key aspects of
the implementation process and should not attempt
to describe the status of all activities.

Efficient monitoring is dependend on the existence
of clear implementation targets for the main
activities against which the implementation
progress can be measured. If there are no measur-
able targets, there is no way of telling whether
the project”s progress is satisfactory or not
(hence the importance of the implementation targets
and the detailed description of the activities iIn
the Plan of Operations).

Page
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The Plan of Operations should state who will be
responsible for the project monitoring. Ideally, it
should also outline the key features of the moni-
toring system but this is not always possible to
do. The planners of the project usually have to de-
vote all their time to the design aspects and have
seldom sufficient time to think about how the
success of their design should be measured. Second,
even there were enough time available to detail the
monitoring activities it may well be better to
refrain from doing so since the project management,
who are going to be responsible for the implementa-
tion of the project, may have different ideas on
how management does not believe in would not fulfil
its primary objective of being a tool for detecting
implementation defience and thus institute the
necessary remedial actions.

However, this being said, it must also be admitted
that there often exists a dilemma In this respect.
While most project managers recognize and support
the need for an efficient monitoring system, few of
them are given sufficient time to develop i1t once
they become appointed or secondd to the project.
They have their hand full of trying to get the
project moving and all too often the monitoring
procedures are not being attended to until their
absence has already made itself felt.

Project reviews.

SCC, as the executing agency for cooperative
projects, 1Is requested to closely follow the
progress of the implementation of i1ts projects and
their impact on the target group. This supervision
responsibility is exercised by participation in the
annual reviews and planning exercises but this may
have to be supplemented by intermediate, often
half-yearly, 'supervision” visits. The Plan of
Operations should specify how the supervision
responsibility would be exercised, who should
participate and when the supervision or review
visits should take place.

Evaluation of Project Impact

Most SCC projects will be evaluated with regard to
their impact on the target group at least once,
normally at the end of the project period when the
project has run its full course. This ex-post
evaluation may be supplemented with iIntermediate
evaluations of particularly important aspects of
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the project activities. In both cases, It is
necessary to have accepted and reliable indicators
data against which the impact can be measured.

The Plan of Operations should state the main
objectives of both the baseline and evaluation
surveys, their timing and who should be responsible
for conducting them. Ideally, it should also
provide guidelines for how the surveys should be
undertaken. In the case of the baseline survey, it
Is desirable to draft Terms of Reference for its
execution.

Appendices
Typical appendices to the Plan of Operations are:

a) Job Descriptions for project staff
and consultants;

b) Terms of References for studies and
surveys;

c) Detailed cost specifications.
The appendices may also inculde specimen layouts
for progress reports and annual and quarterly
plans, 1f such are considered appropriate.

A practical example on a Plan of Operations is
provided in Appendix 3 to these guidelines.

5.2
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Sector

Sub-sector

Service

Project
Programme

Target group

Overall objective

Specific objective

Activities

Components

Identification

Preparation

Formulation
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DEFINITION OF PLANNING TERMS

Definitions of Planning Terms
E.gQ. agricultural sec-

cooperative sector,
tor or industrial

sector

E.g. producer cooperative sub-sector; con-
sumer sub-sector; processing sub-sector

A service can be defined as a coordinated
set of activities which may or may not have
a specified beginning or end: the service
usually has specified objectives but

often lacks operational targets for achie-
vement; I1ts resource requirements are
usually quantified on an annual basis.

definition in INTRODUCTION
IDENTIFICATION

See

See definition in PROJECT
The primary group that will benefit from
the project (e.g. cooperative members in
general; rural women; power; poorer society
members)

income;

E.g. iIncrease members* improve nut-

rition

Increase frequency of produce collection;
expand stocking of farm inputs to society
stores

Project initiated actions to attain speci-
fic objectives. Activities usually have
beginnings and ends but may be difficult to
cost since each requires several resource
inputs

activities that are functio-
often defined as support
credit, tech-

Set of several
nally related,
categories (e.g. procurement,
nical assistance)

The first formal phase of the planning pro-
cess

The last phase of the planning process
before implementation

Identification together with preparation
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Plan of Operations

Review

Baseline study
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Preparation report that includes a Plan of
Operations

Guidelines for project implementation
prepared according to a prescribed format

Internal SCC scutiny of identification
and preparation reports

Study to collect data on present situation
of target group (e.g soclio-economic condi-
tions, production resources, and access to
cooperative services,)
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6.2

b)

)

g)

h)

APPENDIX - CHECKLIST FOR PREPARING TERMS OF REFERENCE
Checklist for preparing terms of reference

Which is the main recipient agency? What are
the relationships with other agencies?
(Provide an organization chart if complex).

Which are the broad problems to be addressed?

What i1s the basic nature of the project?

Specify the key elements e.g:

) planning and adminstration of
coooperative services;

(i1) infrastructural development

(i11) institutional development

(iv) improvement of production

~) conservation and environmental control

Who are the target groups for the project?
Quantify numbers where possible, and provide
indication of location.

What is the overall objective of the project?
Specify in qualitative terms.

What is the time frame for the achievement of
the objective?

() Project period

(i1) Starting date

What are the resources required for planning

) Internally provided

(i1) Externally provided

(i11) Constraints on funds, manpower and time

(v) Administrative deadlines and travel
constraints

What specific outputs are required from the
planning team?

What special areas should be covered by the

planning report?:

) Work plans

(i1) Budgets

(i111) Inventory of project outputs

(iv) Job description for technical
assistance personnel

V) Maps ) )
vi) Information on related projects
vil) Reporting and monitoring

(viin) Evaluation and follow-up
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6.3 APPENDIX - EXAMPLE ON PLAN OF OPERATIONS

The purpose of the Plan of Operations is to serve
as the basic steering document for project
implementation together with detailed workplans and
annual and short term budgets.

The Plan sets out the annual physical and financial
targets for the implementation process, describes
the activities to be undertaken to achieve the
targets, 1identifies the responsibilities for
initiating and executing the individual activities
and defines the required resources iIn terms of
funds and personnel and funds.

In addition, the Plan of Operations includes a
description of the organizational framework for
project implementation and outlines the principles
for financial management. It also details evalua-
tion activities to be executed during and after the
implementation period.

The Plan of Operations does not, however,
constitute a final blue-print for the
implementation process. The details of the Plan
will have to be adjusted to changes iIn external and
internal conditions that may take place after the
Plan was prepared. It would also need to be
modified to reflect experience gained during the
first stages of implementation.

6.3
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6.3.1. Implementation Targets

The project objectives are described in qualitative terms in Part |
Chapter X, and specified for individual activities in Chapter 2 iIn

Part Il (below). Quantitative targets for the implementation activ-
ies are given in the following table:

Activity unit Project PY2 PY3 Total
Year 1

Overall Cooperative Coverage
Rural villages Number 300 350 400
Rural households Number 140,000 160,000 180,000

Transportation and Storage of Produce

Cotton Tonnes 9,000 11,000 13,000
Maize Tonnes 1,000 1,200 1,400
Paddy Tonnes 800 1,000 1,200

Provision of Agricultural Inputs & Services

Fertilizers Tonnes 2,500 3,000 3,500
Tractor ploughing Acres - 1,600 4,800

Procurement of Machinery and Equipment

Transport vehicles Number 5 10 10
Personnel vehicles Number 6

Motorcycles Number 4 8 8
Tractors Number 4 4 4
Grain mills Number 4 4 4
Training and Education

Male farmers Number 10,000 20,000 40.000

Female farmers Number 12,000 24,000 48.000



/D CO

PLANNING OF COOPERATIVE PROJECTS

Appendix 3

Implementation targets

-1987-11-24
Technical Support
Long-term consultancies Manmonths 17 24
Short-term " Manweeks a1 20
Studies and Surveys
Baseline evaluation Manweeks 39
Evaluation StUdy Manweeks 40

6.3 1

page 2
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30

65
65
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6.3.2. Details of Project Activities

This chapter contains a description of the individual project
activities, including objectives, contents and implementation
responsibilities. These plans would be updated and further
detailed through the Annual Work Plans and the Annual Budgets to
be prepared each year (see Chapter 6.3.6: Annual Planning,
Monitoring project and Review below.)

Processing of Agricultural Produce

Finance would be provided for rehabilitating the existing
deficient machinery and equipment of the six cotton ginneries and
the one kapok ginnery owned and operated by the regional
cooperative union.

Objective The objective of this activity Is to iIncrease the
total capacity of the union ginneries to a level
commensurate with the projected regional
production of cotton and kapok.

Activity 1 Survey of the existing equipment by a specialist
consultant to determine extent, location and
phasing of rehabilitation needs based on an
assessment of future production volumes;

Activity 2 Provision of equipment (gins, power plants and
spaae parts) to fill the identified processing
needs.

Implementation Responsibility

The Production and Planning Manager at the regional union
together with

the Industrial Manager would have overall responsibility for this
activity. The survey would be undertaken by consultant x.
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6.3.3 Phasing of Activities

The phasing of the implementation activities is detailed iIn the
following schedule:

ACTIVITIES PY 1 PY~2 PY 3

Vehicle Procurement
Store Rehabilitation /Construction
Importation of Farm Inputs

Processing of agricultural produce

a) Study of cotton processing

b) Preparation of rehabilitation plan
c) Procurement of equipment
d) Training of technical staff
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6.3.4. Staff Requirements

The managers for most functional departments at the head office
have been appointed and recruitment of the internal auditor
commenced. The responsible managers for the training department
and the farm inputs department would be recruited before the end

of Project Year( PY) 1.

Branch Offices

The society inspection function is to be established within the
accounting and finance section of the branch office. One society
inspector iIn each branch is expected to be recruited by the third

quarter in PY 1.
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6.3.5 FINANCING ARRANGEMENTS

The projected requirements of funds, the financing
responsibilities and the guidelines for management of the
project funds are detailed in the following chapter.

6.3.5.1 Annual Requirements of Funds

The external financial requirements for PY 1 - PY 3 are detailed
in the following table (the specifications of individual cost
iItems are referred to Appendix X. These may be adjusted during
the Annual Reviews scheduled to take place iIn February/March each

year .
Table: Annual requirements of funds

(Shs *000)

Component/Item PY1l PY2 PY3 Tota

Procurement of Machinery
and Equipment
a) Transport vehicles

(incl. spares & tyres) 11,000 6,000 5,000 22,0

b) Personnel vehicles
(incl. spares & tyres) 5,500 - - 5,5

c) Motorcycles

- (incl. spares & tyres) 160 100 50 3

d) Ginnery and oil mill
equipment 1,000 5,000 500 6,5
Sub-total 24,460 11,100 5,550 33,8

Training and Education
a) Consultancies 1,095 2,285 240 3,6
b) Member education 4,900 1,000 1,500 7,4

c) Staff training
(in-service & local

institutions) 250 200 500 1,2
d) Study tours 1,200 1,500 1,500 4,2
Sub-total ""7,445 5,285 3,740 16,4
Studies & Surveys
a) Baseline survey 1,150 - - 1,1
b) Other studies
& surveys - 1,000

c) Ex-post evaluation - 1,000 1,0

Sub-total 1,150 1,000 2,000 4,1
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Total 26 ,255 11,385 10,790 54,4
Contingencies (1 1,315 2,610 1, 620 5,5
Grand Total 27 ,570 19,995 12,410 59,9
Notes: 1) Price + physical contingencies for PY1l are determined at

5% and for PY2 and PY 3 at 15%, respectively.

6.3.5.2 Financing Plan

Funding responsibilities would be shared between SCC and SIDA
according to the following plan:

(Mill. SEK)

Donor/Component PY1 PY2 PY3

ScC

Training and education 1.3 1.1 0.7

Studies and surveys 0.2 0.2 0.4
Sub-total 1.5 1.3 1.1

SIDA

Procurement of machinery

& equipment 3.1 2.1 1.0

Total SCC and SIDA 4.6 3.4 2.1

The contributions by the regional union and the primary
societies, which are not specified in the above table, include
funding of operating costs for union vehicles and equipment and
local building materials for stores and offices. In addition, the
union would bear the personal remuneration, travelling and
transport costs for the incremental staff to be recruited.
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6.3.5.3 Financial Planning and Management
SCC Financed Components

SCC contributions would be grant financing to the recipient
regional union and societies, which do not have to repay the
financed services or equipment. SCC financing for the
project would be utilized for the following i1tems:

(€)) Consultancy services. Expenses for Swedish consultancy
services would be paid by SCC, Stockholm, directly.
Expenses for local consultancy services would be paid
th{ough a joint regiona union/SCC account iIn Dar es
Salaam.

(b) Training for society members and union staff training.
Expenses would be met by disbursements by SCC through
the regional union/SCC account.

© Study tours to cooperative organizations in Sweden and
the neighbouring countries in East Africa as well as
local institutiona training. Expenses in foreign
currency would be paid directly by SCC, Stockholm, and
expenses payable in local currency would be disbursed
through the regional union/SCC account.

d) Facilities and equipment bought by SCC for the project
implementation such as housing, vehicles and other
equipment for the work of the consultants would become
the property of the regional union after the expiry of
the programme.

SIDA Financed Components

All equipment and material required by the project which has
not been included in the SCC financing would be funded by
the SIDA import support programme.

SIDA/ Tanzanian Treasury would approve the budget at the
beginning of the financial year and make funds available for
SCC, Stockholm, for procurements according to the budget.
After approval of the budget, the regional union would make
financing arrangements through the Cooperative Bank.

An individual procurement order from the union would be
approved by the Project Officer. The procurement order would
be accompanied by a cheque for the calculated shilling value
of the order, which would be deposited In a separate account
with the Cooperative Bank and the order would be processed
through SCC.
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On arrival of the shipment to Tanzania, a final calculation
of the exact counter value in local currency of the
procurement would be

made and the deposit of the union would be adjusted
accordingly. Thereafter,payment of the exact countervalue
would be effected from the special import support account
with Cooperative Bank to Treasury.
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6.3.6 Annual Planning, Minitoring and Project Reviews

Annual Planning

¥he Plan of Operations will form the overall implementation plan
or

the pgoject for the coming three years. The budget frame for the
secon

year will be agreed upon during the Annual Consultations
scheduled to be held annually iIn September/October. Semi-annual
consultations, Annual Reviews, will be held iIn February/March.

The regional union would be responsible for the annual planning
to-

gether with the project staff. The annual plan will be submitted
to SCC, SIDA/Treasury and the Ministry of Co-operative
Development.

The annual plan would become an iIntegrated part of the union
budget to be approved by the members as well as the Registrar of
Co-operatives.

SIDA/Ireasury will approve the import support component in the
annua

plgns whille SCC will approve the plans for consultancy services
an

other grant financing.

All consultants will prepare detailed and activity plans for
their individual consultancy areas for the entire implementation
period, which would be utilized in the annual planning of the
project.

Monitoring

Project implementation progress would be monitored through

continuous o
data collection. Criteria for progress measurement and procedures

for

data collection would be designed by the regional cooperative
union

together with the consultants for the various activities. The
monitoring system would be a part of the regular management
information system of the union.

Progress review meetings would be held at the regional union
quarterly

together with the managers responsible for implementation. The
regio-

nal union will prepare a Quarterly Progress Report which would be
submitted to SCC, SIDA/Treasury, Ministry of Co-operative
Development and other relevant authorities.
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6.3.7 Evaluation of Project Impact

The evaluation programme would assess the effects of the project
and its impact on the target group. The evaluation aims at
determining whether project objectives as regards expected
outputs, effects and impact are being, or will be, met. It will
lead to an assessment of results achieved and provide would
lessons for future improvements.

The evaluation programme would commence at the beginning of the
project period through baseline surveys and continue past the
Begiod ofimplementation. It would be conducted by an independent
ody .

The main evaluation activities would be as follows:
a) Baseline survey;
b) Ex-post evaluation atproject completion;

c) Ad-hoc evaluations as the programme proceeds.

Baseline Survey

Time-series data for the ex-post evaluation would be available at
the completion stage through a baseline survey. The purpose of
the survey, outlined in more detail iIn Appendix, iIs to assess the
existing conditions at the onset of the cooperative project in
selected priority areas.

Ex-post Evaluation

A comprehensive evaluation would be undertaken at the completion
of the project. This evaluation would serve as an important guide
for decisions about the future project direction. In particular,
it would be concerned with its effects on women participation iIn
cooperative affairs.

Ad-hoc Evaluation Surveys
The evaluation programme may be complemented with ad-hoc surveys.

Some of them may be identified during project inception and
others as the need arises.
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6.3.8 Terms of Reference for Commodity Logistics

Consultant

Duration 10 manweeks.

Starting Date November, 1986.

Assignment Tasks During the assignment, the consultant will be
responsible for:

@

®)

©)

@)

Improving the logistical network for
collection and transportation of produce
and for distribution of farm inputs.
This shall include institutional
responsibilities, management procedures
and physical facilities for
transportation and storage.
Specifically,the consultant shall:

(i) assess the demand for transport
capacity and design criteria
(cost/benefit ratios) for uti-
lization of the union vehicle fleet
as compared to hiring of contract
transport services;

(i1) review present storage capacities
at the primary societies and at the
union to determine incremental
requirements (additions, consoli-
dations and upgradings).

Improving the present procedures for
monitoring and managing the transport
vehicle fleet, i1ncluding recurrent
assessments of transport needs, planning
of vehicle deployment, maintenace
schedules, spares inventories, transfers
and sales;

Identifying training needs at different
organizational levels in relation to the
improved logistical procedures and, in
conjunction with the Training and
Education Officer, design training
workshops and in-service programmes;

Design an efficient and responsive
system for monitoring the flows of
produce and farm inputs at key distri-
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Qualifications At least ten years experience in commodity

logistics, transport vehicle management and
storage planning and management with
cooperative unions In Sweden. Experience of
developing countries is desirable.
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6.3.9 Job Description for Project Officer

Duty Station

Duration
Starting Date

Duties

Dar-es-Salaam, with extensive work in Morogoro
Region during PY1-PY2.

Two years, with possibility of extension.
1st July, 1986.

The Project Officer shall work closely with the
regional union staff and the Secretary General
of the Cooperative Union of Tanzania (CUT).
Functional counterparts in CUT involve Heads of
Departments as well as the Head of Agriculture
and Village Development Section. Particular
responsibilities include:

Internal Functions

@ Overall coordination of the implementation o
the project in Morogoro and subsequent
regions;

b) Preparation of annual work programmes in con
junction with concerned staff;

© Detailed design and introduction of an
effective system for monitoring of imple-
mentation progress;

d) Coordination of member-oriented training and
education programmes;

(e Monitoring of staff training programmes and
activities;

External Functions

@) Administrative coordination of local and
extenal short term consultancies;

(9) Liaison with donor agencies and concerned
local institutions iIn Dar-es-Salaam;

) Reporting on project progress and financial
matters. Quarterly Reports shall be submitte
to CUT, the Commissioner of Co- operative
Development, and the Project Monitoring Unit
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University degree In economics, business administr-
ation or similar education. A minimum of five years
participation in development projects, preferably
within the cooperative sector. Experience of projec
administration, especially accounting and monitorin
procedures.
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6.3.10 Terms of Reference for Baseline Survey
Survey Objectives

Coverage Indicators

Draft Questionnaire

Sources of Data

Sampling

Field Supervision and Training
Data Processing and Analysis

Survey Presentation and Reporting

© © N o o & B DR

Time Plan

=
O

Budget
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APPENDIX - SUGGESTIONS ON DATA COLLECTION
6.4 Suggestions on data collection

The common situation for the identification team is
to have too little time to collect and analyze all
data and information particularly on the
cooperative members and their situation. Because of
this, the team’s time in-country will often be
limited to data collection and perhaps some preli-
minary analyses while the detailed analysis may
have to be left after the return to Sweden.

Different data sources require varying collection
and processing time. In principle, collection
should begin at the most accessible source, i.e.
the source that require least "extraction™ time,
before continuing, If necessary, to the more
demanding sources.

Ideally, the team should be familiar with all major
written sources of information prior to its arrival
in the country or make a determined effort to
review the most important document before moving on
interviewing officials and farmers. By doing this,
the team will be able to focus on the most relevant
issues at the outset of the interviews to start
asking poignant and probing questions. A subsidiary
effect of being well familiarized with the
pertinent issues is that the

respondents are likely to give more open and direct
answers i1f they know that the iInterviewers know
theilr subject.

Written sources are particularly relevant for
macro-data on farm resources and on agricultural
production conditions. Institutional reports, e.g.
annual progress reports are valuable sources on the
strength of the support services.

However, for other categories of information such
as members” objectives and attitudes and their
utilization of resources and support services, the
team would have to conduct interviews to obtain the
information i1t requires. Commonly, the iInterviews
would begin with the officers in the coope-

rative and Government organizations and then
proceed to the members before being corroborated by
the organizational staff.

6.4

Page 1(2)
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Interviews with cooperative staff usually yield
little quantitative data but largely qualitative
information, frequently reflecting the subjective
view of the concerned officer. It iIs important to
identify the most knowledgeable officers on a
particular subject at an early stage and spend
extra time with them rather than being diverted to
lengthy discussions with the less involved staff.

A good approach is to limit the initial discussions
to brief courtesy-like calls to identify the offi-
cers with most local or subsector experience.

It is useful to always have the most iImportant
questions written down before the interview begins.
It iIs easy to get diverted and engrossed iIn
subjects of particular interest to the respondent.
A prepared set of questions helps to achieve

the proper allocation of time among the major
topics.

Interviewing members is a science as well as an
art. Usually, there is not sufficient time to
interview enough members to create a statistically
valid sample of respondents. The village visits may
have to be limited to 5-15 households._Conequently,
the interviewer time should be spent on topics and
information that cannot be obtained from other
sources and ocus on iIssues that the members them-
selves consider most important. It is not advisable
to use a structured questionnaire where the quest-
tions follow iIn a predetermined order. The inter-
viewer must be prepared to probe along crooked
hierarchial paths from the openings suggested by
the farmers/-members.

SLU has designed tree-structured questionnaire
format for household iInterviews that covers the
most common problem hierarchies. By using this
format, which somewhat resembles a "mindmap', the
interwiever 1is provided with several question
options at each problem level. At the same time,
the interviewer knows exactly where in the
hierarchy he or she is and is thus able to jump to
another problem "branch™ once the current path is
fully explored.



