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I. Executive Summary
The ceoperative Development Project 1s an ACDI supported
activity funded by USAID. The CDP commenced in February 1986,
and consists of three basic elements:
1. Provision of technical assistance and training;
2. Strengthening the capability of existing cooperatives;
and
3. Assisting in the development of new cooperatives in the
West Bank and Gaza.
The implementation environment of the CDP {is unique to the
West Bark with two separate political entities having partisap
perceptions of how the CDP should be {mplemented. Earlic?
planners, while correctly ascertaining that the support and
approval was given for the CDP from these entfties,
underestimated the impact that dichotomous -~ often at odds-
procedures would have on the project implementation assumptions
and particularly the project time frame. Despfite the latter, CDP
1s functioning effectively and with a cle&ar collaborative
relationship with the Palestinian cooperative leadership and

members of of

iyatjvos.
Aftafll fﬂ?iccn months of operation 24 training courses
of shor%-a‘ | t%;ﬂnical assistance have been delivered by COP.
Verifiable economic indicators which will indicate
successful implementation in terms of production benefits,
marketing benefits, and social benefits are:

1. Incre2zsing production of perishable foods of improved
quality, including higher food value, availabdle to
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sumers leading to higher profits to cooperatives and
éir members.

2. Cooperatives ability to market increased supplies
dfrnctly will result in higher prices paid to
producers.

3. Service cooperatives ability to operate more
efficiently and to develop accurate rate structures,
will lead to better and more economic services for
member consumers. (electric, water, health insurance
cooperatives, etc.)

4. Higher prices received by the producers will enhance
incomes directly and stimulate increased consumption of
other goods and services.

5. Increased production should prevent prices from rising
over the long run.

CDP has designed a Cooperative Classification System whiéh,
when fully implemented and 1in place, will provide ihe
cooperatives with an up-to-date data base that will provide the
means for constant upgrading by individual cooperatives and can
form the basfs for unfon or federation. In a more practical
plane, it will provide project tracking baseline {indicators
against which the CDP progress and performance can be measured,
and proJect impact evaluated.

The role of women in Palestinian cooperatives 1s, as

B Mpacted upon by traditional and cultural values.

Howevc.ﬂg‘ff” spparent that there are many women taking part fin

;";1VG process either as members or as employees,

particularly amongst the dairy cooperatives where they are

playing key roles in product development, (i.e., cheese, yogurt,
etc) however these are not recognized as women specific
productive roles within the cooperative movement. In addition,

there are five women's cooperatives in existance. COP has the
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unique lﬂ‘brtﬁnity to upgrade organfzation and management fn the
five womém's cooperatives, and, to utilize members and leaders of
these cooperatives in the de. .. cpment of womens pre~
cooperatives, especially with somo of the existing womens
charitable and service organizations.

CDP should begin to focus on delivering some learning and
practical workshops to individual members of the cooperative.
One method for accomplishing this (and, to impact on cooperative
membership,) without overextending the training delfvery
capability of CDP {1s to expa2nd the current library services
activity to a larger materfals resources development usit
providing such items as posters, visual aides, technical teaching
videos, techgjca1 bulletins and other information media. These
‘tems can be distributed to mecmvers through their cooperatives
and, by méans of the nascent extension effort that CDP is
implementing. |

Activity in the Gaza Strip has been delayed pending approval
by the CIVAD authorities. HWith recent authorization provided,

COP should move quickly to develop some early deliverables

specifieggglgxhg Ghre.
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In Pesten, COP is carrying out its mandate of working to

upgradeifii¥ed: strengthen Palestinian cooperatives, and in the

process has developed an excellent collaborative rapport with the
cooperatives in the West Bank.

RECOMMENDATIONS:

1. Finalize and implement the Cooperative Classification
System, including data elements that will provide baseline
indicators for project tracking and evaluation.

.....
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Conduact a follow~up activity to develop specific training
and TA 1inputs focusing on the five women's cooperatives and
to bring other women's groups up to pre~cooperative status.

Expand library services toc a larger Materfals Resources
Development Unit capable of producing locally {fdentified
posters, technical bulletins, technical videos, etc. to
reach members of cooperatives, and to assist in cooperative
membership drives.

CDP and Follow~up Committee meet with senior staff of the
recently formed branch of the Cafro~Amman 3ank to inform
them of the CDP inftiatives, and to i1dentify specific roles
of the Bank and CDP in development of Credit facilities, and
ways of complimenting each other.

Develop a long-term, U.S., Training of Trainers program
focusing on methodology.

ACDI should seek a project and budgetary review session with
USAID leading to, among other things, an extended project
1ife to five years, budget supplements to implement other
recommendations arising from this activity, and to fix a
date for an offfcial USAID evaluation to take place f.e.,
at the end of the Second six month implementation plan.
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[I. INTRODUCTIOM
This aensultancy activity was commenced on May 19, 1987.

The final activities of the assignment were prioritized

consultation with the COP leadership team by reviewing the lLetter

af Assignment of May 1, 1987. These jointly agreed upon areas of
activity are:

1. Design or recommend a system to track project activities and
measure thelr impact so as to demonstrate economic viability
of project interventions.

2. Identify and review linkages between ACDI interventions and
enchanced economic benefits, 1ncluding producton, eupiqubnt
and foreign exchange benefits. Project economic benefitji

3. Review Cooperative Classification System and suggest
revisions, etc.

4. Review the role of women in cooperatives in relation to WID,
and make recommendations. )
These activities while not fully following the order of the
May 1, 1987 Letter of Assignment take into consideration that
other elements in the LOA not specifically mentioned above are

thq:processes requiredq to carry out the above

.i;»tvfties. (Appendix A).

Lfil, tie review of the prolect design elements, fits
goals and the tracking of these goals coupled with an evaluation
of performance problems to-date arise 7rom a sound decision on
the part of ACDI to conduct an internal evaluation of project

progress and performance after almost fourteen months of

1
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operatto#y Further, because of the dichotomous environment
within which the CDP must operate, and 1in recognitibn of the
inherent danger of contradicting either one or the other of
partisan perceptions, the need for an {mpartial, objective,
internal review was essential.
IIT. BACKGROUMD

The purpose of the Cooperative Development Project 1s to
help strengthen and expand the Palestinfan Cooperative Movement
in the West Bank and Gaza to better serve {its membership. To
this end, the CDP represents one of the better organized and
potentfally effective channels in the West Bank and Gaza~lcad?ng
to increased participation of cocperatives and small to lediun
farmers in the area's market economy. -

At present the cooperative movement consists of 176 active
primary cooperatives in the West Bank, and 8 1in Gaza, comprised
of agricultural, non-agricultural and service cooperatives with
approximately 31,000 members.

Unique to the project environment in the West Bank and Gaza
is the CDP role of having to work wiihin, and address legal and

yve and programmatic {ssues that emanate from dual

f entities, the Israeli Civil Administration and the
flhratfve Organization. Aside from the encumbrances

imposed, relatively few cooperatives have thus far become

sucessfully fnvolved in the West Bank and Gaza marketing

economies because of the following constraints:



1. Wweak financial and managerial skills at the Primary
Society Cooperative level.

2. Lack of medium and long term credit to cooperatives and
their member producers who are normally 1ineligible for
alternative financing.

3. Weak marketing skills at the cooperative level and a

lack of marketing credit and secure marketing outlets.

CDP was quick to recognize that these constraints impact on
both the organizational effictency of the cooperatives and the
productive capacity of its members, and inftiated a strategy to
address the organizational needs at the cooperative level throﬁgh
a series of finance and management trafning courses for
cooperative directors, board members, and supervisory staff.
This strategy is built on the premise that in order to
strengthen the cooperative movement in the West Bank and Gaza,
the immediate need is to strengthen cooperative leadership.
Leadership will provide the foundation for the sound business
practices and efficient organizational administration that will
be necessary for developing the much needed credit resources,
marketiage sktils and their related infrastructures, and to make
max imam: ¢ffective use of the technical assistance that will be
provided through the CDP. .

In support of the above approach, and paralleling the
finance and management training courses that were being provided

to the cooperative Ieadership, technical assistance was provided

3



K’

in several dreas, among them a marketing needs assessment
consultancy and a follow~on marketing consultancy.

In addition the CDP professional staff and cooperative
leaders have been involved in the development of a credit
strategy to be carried out by a long term senfor credit expert
assigned to CDP.

To date, the ACDI assistance through CDP has resulted in a
cavefully nurtured and well established counterpart role with the
cooperatives, and the supervisory programmatic elements dealing
with these cooperatives. All consuitations, planning and design
and delivery have been conducted in the collaborative style with
Palestinians with the constant objective of teaching and
developing a permanent technical capability and business
mentality of cooperative development.

IV. FINDINGS & RECOMMENDATIONS

COP functions as an organization consclious of {ts
performance and oriented toward results. It functions as an open
system in dynamic interaction with its environment composed of
PV0's, public organizations, cooperatives and political entities.

It is clear given the circumstances under which CDP works,
that projeet administration operates as a “contingency theory";
the concept that organizational functioning, behavior and
effectiveness are contingent upon their surroundings, both
internal and external.

It must constantly be kept in mind, that given the action

agents within the CDP environment and the interactive processes

4



1nvolvu‘¢'crganizationa1 progress and performance constitute a
multidiméwsfonal aggregate and any attempt at revision and up

grading of cooperative performance is a complicated operation.

A. ECONOMIC AMALYSIS/VERIFIABLE ECONOMIC INDICATORS
1-  West Bank/Gaza Economies

The geography and history of the West Bank and Gaza is 1in
itself symbolic of the restrictions and difficulties that
currently affect the economies of the two areas.

The West Bank is some 5700 sq km and borders Israel on the
North, Hgst and South and the Kingdom of Jordan on the East. The
Gaza strip 1s an area of less chan 400 sq km separated from ihe
West Bank by-~Israeli territory, has a common border with Israel
on the North and East, and with Egypt on the South. The West
Bankmis entirely landlocked and dependant on trade routes which
pass through neighboring territories, while Gaza {is simply a
narrow area on the southéast coast of the Mediterranean.

These complex geographical factors are further compounded by
the following circumstances of history:

a- ;ggct; The partition of Palestine and creation of

TY¥PPanl, with the West Bank and Gaza remaining the only

iﬁiﬁiﬁitories of British Mandated Palestine still in Arab

hands although their respective economies were in
shambles.

b- 1948-1967. The West Bank and the East Bank of Jordan

form economic & political 1inks and the West Bank re-
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orfents 1ts economic ties.
1948-1967. Gaza falls under Egyptian administration as
a separate & distinct entity outside of the Egyptian

economy.

1967. War with Israel leaves the West Bank & Gaza in
the hands of Israeli occupational forces.

1967-19856. Economic performance in the West Bark and
Gaza are dominated by the policies and decisions of the
occupying power-Israel. Economic relations with
Jordan, other Arab countries and the rest of the world
are efther scaled down considerably or severed. fha
economies of the~two territories once again require re-
orientation.

Present. The economies of the two territories have no
pIanning-body:capaDIe of administering economic growth
and are limited to 1inkages serving the more developed
and dominant Israeli economy.

current circumstances aré such that the economic

uncertaintiee associated with occupation status make investment

in the vﬂm sectors unattractive and risky, further hindering

the revi®e® &f the economies of the West Bank and Gaza.
2~ THE CDP ROLE

The above concisely sets the economic backdrop against and

within which CDP must carry out its activities to strengthen the

cooperative movement in WB/G and assist in its expansion. This
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must be accomplished given that the situational environment
includes a system that imposes restrictions which' retard
realization of agricultural potential and self-sufficiency.
Further, absorption of the local economies into the more dominant
market economies of Israel is a political reality. A1l this is to
say, it 1s no simple task to scientifically and statistically lay
out the economic benefits of the COP-WB/G cooperative 1inkages 1in
strictly West Bank and Gaza terms.

It 1s perfectly clear however, that the activities which the
COP (and other PV0's) implement, force a continual examination of
the policies that impact on the macro-economy of the area. More
1mportantiy. these activities strengthen and upgrade the vit;l
micro-economies that form the basis of economic structure, and
which have provided the impetus time and again for a revitalfzed
economy of the two territories. Because development of rural
micro~economies is so:- firmly embedded in the cooperative
foundation, it is critical that the cooperatives continue to
develop as an over-all West Bank and Gazda movement. Vital to
this 1s the CDP linkage with {ts f&cus on strengthening the
organizesstonal environment. A stronger, more united
1nst1t¢i§i¥tl entity can guarantee individual cooperative
ownershff.&f the economic and social tool; that fashion
development and make economic institutions.

Continuance of the CDP-WBG cooperative linkages will:

a- Assure cooperative members more leverage in the market
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plaée;
b~ Keep the economic proceeds of a regfon {invested
locally;
c~ Provide experience in management and democratic
decision making; and
d- Motivate and provide incentives fer farmers to develop
and remain on thefr land
COP interventions are directed by an overall strategy that
ensures the entire movement develops, and not jJust selected
individual cooperatives. Invariably, in the latter case,some
PVO's rely on project-holder pre-~selection which simply ensures
that the stronger, more organized cooperatives continu&;to
develop -~ the weak, disorganized and most in need of assistance
are passed up - pafticularly when assistance is 1in the form of
funds. The WB/G circumstances mandate that not a single
cooperative should be lost, rather, that assistance—in the form
of financial and managerial traifning, organfzational
development,and technical assistance flow down through the
movement to those most in need thereby strengthening the concept
of unton .apd/or federation.
3 - CQ’”I'EITIOIS & LINKAGES, ECONOMIC INDICATORS
TktfliDIICOoperative Development Project consists of three
basfc elements (1) provisfon of technical assistance and
training; (2) strengthening the capability of existing
cooperatives; and (3) assisting in the development of new

cooperatives in WB/G.



The projéct's main elements were first analyzed separately,
and then as a group to ensure that each was properly designed and
could be jJjusti'ied on its own merit as well as to capture and
Justify the interrelationships of all three components.

Technical assistance and training services have been
provided by CDP over the past 14 months to assist cooperatives 1in
upgrading business and financial management practices. Over time
the monetary impact of the improved management skills fs expected
to result from cash savings realized from such improvements as
better inventory controls, operations and maintenance of
equipment and machinery, more accurate, up-~to-date record keeping
used in setting prices, more accurate rate setting (electric,
water coops), and from increased staff technical skills (tractor
operations, well head equipment operation & maintenance, etc.)

Through CDP the cooperatives will acquire and/or upgrade
capabilities of conducting market research and analysis which
will be used to: |

a- help {identify, analyze and prepare financial proposals

for viable marketing activ ~ies

b- facilitate l1oan & credit packaging, development of

credit workshops and process {instruction to fund
marketing activities

c~ devélop of marketing logistic sub-systems {.e. cold

storage, processing, packaging and transportation of
commodities

d- establish marketing information systems and networks,

9



d/or access existing networks
e~ fdentify and develop new markets and products to serve
new markets
Up to now two marketing consultancies have been carried out
through ACDI as part of the TA {inputs. While a marketing
strategy (fes) 1s stil1 evolving and under discussfon with
cooperative leadership and members, because of previous
consultancies there is da growing awareness of the need for
marketing assistance at the indfividual cooperative lével. Two
specific examples of this are:. |
* The Beit Sahqur Consumer Coop (with 250 members). The
manager pointed out that as a result of narketfng
information made avaflable to him the cooperative is ;ow
aware of the need to maintain better {inventory records and
to hold more fnventory in stoﬁage to take advantage of
increased sales volume. The way to maintain more accurate
inventory records }s to install a micro computer at the main
coop outlet'and procedures have been set in motion to
receive training for such a move. Current annual sales

velypg: s M1S 80,000 ($51,613) with projections of up to 20

| , under the new proposed system.

» .‘”v.fukiu-ngricultural Cooperative (87 members). The
secrét;fy pointed out that they became aware of better
methods of marketing their produce }POI the CDP consultant.
'Becausé éhe éooperative'was implementing a drip-irrigation

scheme, there was expectatfon that increased productivity

10



wc.!lwrtiult and that traditional markets might not be able

to absordb {increased produce, although middlemeh normally

make the marketing decisions.

In such cases where middlemen or brokers serve as the
marketing agent, a direct project benefit would be derived from
transfer or redistribution of 1income from middlemen to the
cooperative and their small farmer members. As marketing
expertise is gained and market structures developed, this shift
of profits will be a positive economic development for individual
cooperatives and their members.

Logistically, those activities which include some forlgof
processing, handling or storage (CDP training in daéry
cooperative operations, and maintenance and operation of dairy
and processing equipment) will lead to an increase in the amount
of primary_production for sale through reduction in losses fron
dam;ge and spoilage. This in turn can lead to increased primary
production as cooperative members realize that output losses are
minimized.

COP technical trafning courses projected for the 2nd ACTION
PLAN PERngﬁgilhr ~-Bec 1987) are focused on quality, 1increased

i)

oy

product® technical and managerfal efficiency. Increased

quality - 'ﬁffg with guaranteed supply, are expected to increase
sales, creafing additional demand in specialty markets such as
restaurants and other institutions.

In summary, COP technical assistance and trainipg should

lead to production benefits, marketing benefits, and social

11
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benefits accrding to cooperatives and members (and non-members)

in the following manner:

(1) 1increased production of perishable foods of {improved
quality, including higher food value, available to consumers
and higher profits to cooperatives and members, food
wholesalers and retailers.

(2) cooperatives ability to market fncreased supplies directly
will result 1n higher prices paid to producers

(3) higher prices received by the producers will enhance incomes
directly and stimulate increased consumption of other goods
and services.

(4) 1increased production should prevent prices from rising over

time.

For almost twenty years now the WB/G have been cut off from
traditional sources of credit. Despite the availability of
Israeli loans for agriFultural purposes, few if any Palestinian
farmers would put up their laﬁd or holdings for prohibitively
expensive credit or loans for fear of having their lands taken.
For the cooperatives, starting in the mid 1970s, some modest
amounts of loans and grants commenced to flow from the Jordan
Cooperattve Organizatfon (JCO) and some of the PVOs (subject to
approval of Civil Administration Authorities). From 1979 to
1985, 13.0 million JDs ($38.2 mi1lion) have been earmarked and/or
channelled though the JCO to cooperatives on the West Bank for.
investment in agriculture, housing, and services either on a loan

or grant basis, with the major share going to agricultural

12
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cooperatives. (NOTE: some portions of these appropriations may
have been prohibited for transfer by the Israelf authorities if
they believed any portion of funds to have been coming solely ot
Jointly from PLO sources).

Because of the virtual non-existance of a traditional credit
tnstitution over the past twenty years, the majority of the local
populace and organizations are unfamfliar with the institutional
processes and the rigorous requirements necessary for the
accessing of credit., With the recent authorization for a branch
of the CAIRO/AMMAN Bank to establ{ish 1tself {in Nablus, the first
Arab crédit institution {s available to cooperatives, members and
non~members.

Understandably the bank 1s proceeding in a cautious manner,
having yet to make specific credit/loan progams available. |
Re-ifntroduction of credit/l1oan facilities though localiy
acceptable institutions 1is ;—vital 1ink ia the further
development and the strengthening of the cooperative wovement.
Piece-meal credit projects are seldom helpful in the long run.
One PVO has ccmmenced initial activities towards the eventual
establishment of a revolving type loan fund utilizing selected
cooperatives as the networking structure.(Appendix B). This fis
an activity that the proposed CDP credit advisor could be
inputting into particularly at the planning levels, and is in my
view precisely the reason why a PV0 Coordinating Committee was
recommended. A1l of the PV0Os have complementary resources and

expertise that can lead to a well orchestrated approach to the

13
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.problﬂﬂnii. In the case of this revolving loar fund it s
particutarly disturbing to note that once again the focus 1s on
productfon 1inputs at the Primary Producer Sub-system level.
Further, these intended 1oan funds are earmarked for agricultural
production only. Once again development of the critically
needed Logistic Sub~system {s neglected. CDP, in its capacity as
advisor to the cooperative leadership, should offer some form of
critique of the proposed activity, particularly in 1{ght of {its
mandate to develop an overall credit strategy for the‘cooperative
movement. Assuming AID provides funding for the position, CDP
should move quickly .to have {ts lone term credit speciaHsig fn
place. The technical assistance and the training capabilit?es
which CDP provides can assist the cooperatives to plan and
fmplement an over-all strategy that lays the foundation faor 2
sound credit program. At this point however, CDP ana the JCO
Follow-up Committee members should meet with t£§41eadersh1p of
the CAIRC/AMMAN Bank to determine credit policy of the bank.
Zqually inportantﬁx they should determine how the cooperative
movement can facilitate credit/loan programs through the bank on
behalf gﬁa@!@rcocn‘rttive movement utilizing the credit technical
4*“. t¥e¢ training capabilities and extension efforts of
ii!happlied while taking into consideration credit

assisid
coe

policies and impact. In addition to accessible credit

faciiities, there are sufficifent private monetary reserves from
savings and/or repatriated earnings. There 1s however a lack of

investor confidence.

14
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It fs interesting to note that disposable income from all
sources has risen 1n the West Bank and Gaza in both current and
real terms. Over the perfod 1968 to 1986 there has been a
considerable accumulation of monetary reserves and'potentiaI

investment capftal in the West Bank and Gaza,(Table 1).

15



TABLE 1

SAVINGS AND INViSTMENT

Gross disposable private income, private consumption, and savings, the West
Bank and the Gaza Strip, 1968-1982(current prices,IL Million).

a.Gross Disposable Income
b. Privage Consumption Expenditure

¢. Private Savings

West Bank ' Gaza Strip
Year G.D.I.8 P.C.E.b  p.s.c G.D.I.a P.C.E.b P.S.C
1968 400 354 46 167 142 25
1969 493 452 41 198 174 24 -
1970 570 496 74 262 . 205 57
1971 776 635 141 352 270 82
1972 1,161 908 253 539 405 134
1973 1,368 _ 1,144 224 789 547 242
1974 2,351 . . 1,808 543 1,072 802 270
1975 3,353 2,857 -496 1,612 1,285 327
, 1976 4,854 ~ 4,006 848 2,281 1,642 639
1977 6,408 5,655 753 3,349 2,714 635
1978 11,831 8,912 2,919 5,333 3,952 1,381
1979 20,366 17,012 3,354 10,155 6,943 3,212
1980 51,077 40,990 10,087 23,631 16,385 7,246
1981 102,449 90,155 12,294 56,805 36,609 20,196
1982 237,112 192,631 44,481 }24.646 80,540 44,105
Source: Central Bureau of Statistics, Statistical Abstract Of Israel (variou:

From the above table, one can note that disposable income

from all Sources has risen in the West Bank and Gaza 1in both

current and real terms.

With the increase in income however,

16



there has been a concomitant increase in private consumption
although at a lower rate than that of 1increase 1n {ncome.
Private savings as a percent of disposable income have grown; in
the West Bank it rose from 12% in 1968 to about 21% in 1986, 1n
the Gaza Strip for the same period the increase was from 15 & to
37.5%. (note: on the average annual 1increase of 0.5%, an
extropolation has been made from 1982-1986 of 0.5% growth per
year).

Aside from the traditional and informal method§ of handling
savings, ({.e., some money changers have taken on some banking
“depository” functions) there is no proper financtial system for
the channeling of savings into investments. It was noted during
visits to several individual cooperatives that the pace”of
construction particularly 1in private homes at the viilage level
was rather hibh. On "further investigation, 1t was learned that a
goodly amount of the savings are sunk into construction at the
lTocal tlevel, producing‘tangible assets and a sense of guarantee
of ownership. It was further pointed out that sometimes
investments are made in small scale local projects on family
businesses, farms, etc. This is a particulary good sign, since,
with the strengthening of the cooperative movement with CDP
assistanece and the attendant strengthening of rural micro-
economies, coupled with inputs into development of the logistic
sub-system, some confidence can be restored leading to fnvestment
in small-scale {industrial activities and infrastructure

development having some impact on the very narrow industrial base

17
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currently exising (10% of GDP).

4- CURRENT STATUS & PRINCIPLE CONSTRAINTS

The economfes of the WBG are small, un-organized,
predominantly agricultural and operate at low levels of
technology. Taking 1nto consideration workings of the three
major sub~systems within the Agricultural Sector, one finds that:

The Primary: Producer Sub. System appears to be developing

very well given the restrictive cirumstances under which it
labors. Assistance to the primary producer appears to be
available 1in good supply. Such assistance in production inputs
provided by PVOs, the JCO and CDP in the form of either funds,
equipment or training and technical assistance is rapidly paying
off, perhaps too rapidI;.with over-production of certain
vegetable crops. The N

Consumer:- Sub~System is strong and, given the lack of

sophisticated marketing; surprisingly, continues to make room for
an increased fiow of quality produce and services to the
consumer. It is obvious this same sub-system 1s expected to meet
the rising expectations of the primary producer as production
increases until such tiﬁe as new external markets are developed.
How long this absorption process can continue 1s questionable
given the concern for {incremental cutbacks of imports from the
Jordanian side and pressure from the Israeli side to absorb more

of their products. The

Logistic Sub-System atet is lagging, falling is more

18



appropriate, behind. There 1s a distinct lack of logistic
élements, such as transport, collection facilities, cold storage,
warehousing, processing, packaging, etc. If the market econcomies
are going to respond with price benefits, market benefits and
social benefits that should normally accrue to the cooperatives.
Then the development of the Logistic Sub-System will have to be
given high priority. CDP technical assfistance in marketing and
credit and related training will be vital to this development
process. The majority of the PVO programs up to now appear to be
primarily focused on increased production methods (1.e.
agricultural mechanization, drip {irrigation, milk production,
cheese production, etc.).

The CDP attempt to bring about a coordinated_effort with
PV0s has met with a mixed response which 1s not un-expected given
the identity problem innate to many PVOs. This 1s a project
deliverable that ACDI must review with USAID, particularly in
relation to the finput-output casual 11nk¢éges. COP has been
succef?ul in establishing a committee but, until objectives and
goals are established for such a Coordinating Committee it will
function solely as an ad-hoc, informatfonal group. ACDI/CDP has
neither the right nor the desire to dictate procedure to other
PV0s, each of whom are concerned with implementing their specific
programs {in their own way. These specific programs,
particularly 1in relation to credit schemes and revolving funds
will provide temporary respite to certain recipients but do

Tittle to help establish an economic structure associated with
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and administered through the cooperative movement over-all. Much
can be done by CDP to bridge the current gap which exists
between the Primary Producer Sub-System and the Consumer sub-~
System, This gap 1s caused by an undeveloped, unorganized
Logistic Sub~System. The continued development of rural markat
economies and the growth of the cooperative movement in the West
Bank and Gaza call for the full focus of CDOP on this area of
need.

In the area of housing and construction, i1t 1s important to
note that the labor force in the WB/G 1s unorganized and readily
takes~-up ventures serving the more dominant Israeli economy.

One of the practices has been for Israeli firms to enter fnto

sub-contractual relationships with some WB/G entrepreneurs in the _

manufacture and production of construction materials. These
materials are produced in the WB up to a semi-processed state-
mainly by manual labour with raw materials that are prov?ded by
Israel. These are then finished in Israel and eifther sent back to
the WB/G as imports or exported to other countries as Israelf
made goods. At the same time, electrical cooperatives and water
cooperatives are running into restrictive problems that are
having a serious economic impact on their ability to function
efficiently. In the case of the electrical cooperatives, up to
" 1967 each municipality in the WBG had 1ts own electrical
generation units. Since ocqupation, the occupation authorities
have continuously attempted (and have partially succeeded) in

bringing about a dependency of electrical units on to the Israelf
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grid. At the same time, and with similar impact on the water
cooperatives, restrictions have been imposed on utilization of
water sources, and restrictive measures have been {imposed that
prioritize utilization of water resources. These measures have
made 1t extremely difficult for local service cooperatives to
expand their productive capacity or, for the registration of new
and independent electricity or water cooperativess in rural
areas.

Economic growth {1s greatly impeded by the scarcity of
electric and water resources.. Up to now, the JCO has granted
more than JD 150,000 ($447,000) in loans to the West Bank
cooperatives for development of water and electric services and
to upgrade existing services. The CDP has been of some
assistance in this area providing much needed technical
assistance and training for upgrading the existing electric
cooperatives so that more efficient management and operations and
maintenance can reduée this {impedance to the growth of the
cooperative and economic growth overall. CDP should continue to
provide assistance to these cooperatives especially 1in view of
occupation authority policy not to provide any investment in
existing or new water and electric services and resources.

B. COOPERATIVE DATA BASE, PROJECT TRACKING SYSTEM

COP has an excellent system that, once in place, will form a
decisfon~-support-system for the cooperatives, and an excellent
baseline for project tracking and evaluation.

The cooperative classification system designed by CDP is a
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well planned system that may require a few additfonal data
elements to expand the utility of the resultant data base
(Appendix C). The key to the efficient implementation of this
all-important activity rests with its being identified as and
carried out as a joint cooperative~CDP endeavor implemented by a
locally identifiable cooperative leader, with guidance,
monitoring and technical assistance from CDP.
The classification system will serve to:
1- Form the basis of objective, in-depth needs analyses
firstly at the individual cooperative and secondly the
cooperative movement over all. f{ft will provide

cooperative leaders and CDP with the information needed

— to identify training needs organizationally, to

identify technical assistance needs, and to prioritize
these needs on a cooperative by cooperative basis.

2~ Provide an updated, more accurate baseline against
which project progress can be measured and impact
evaluatfons carried-out. (the basis for objectively
verifiable indicators, and means of verification).

3- Form the basis for self evaluation by individual
cooperative leadership and members, {identifying—
organfzatfonal short-comings and the means to up-grade
their cooperative.

4- Allow CDP to prioritize activities, i.e., decide where
to apply limited resources and time.

5~ Provide the basis for evaluation of sectoral-oriented
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coops (fe. agricultural coops, service coops, etc) and
classification of needs within these groups, and wil)
strangthen affilfation potential.

Move 1n the direction of institutionalization of
standard processes (training, reporting, etc.)

As a "project tracking" system providing information
related to:

~ Number poorly classified or unclassified coops at
start

~ needs of these cooperatives to up-grade

-~ type of courses provided by CDP. -~ impact of these
courses (fe; reclassification upwards) |

~ impact op- members (fe increased productivity)

- type of_TA.needed by cooperative & type & amount
provided by COP

- ]mpact of TA on cooperatives & on members (number &
kind of credit/loan packaging, increased membefship
etc)

-~ financial improvement of {individual coops directly
attributable to COP training and TA, etc.

- Financial status of individual cooperatives as a

baseline,etc.

Since 1t is considered one of the key deliverables of the CDP, it

ifs {mportant that this activity be implemented as a cooperative

endeavor, 1.e.,

COP should move to approve or recommend for appofntment
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a senfor cooperative person with the proper background
as director of the cooperative classification sub-
activity

the draft cooperative classification categories &
criteria should be reviewed with this person for {nputs
a Cooperative Classification Committee (C3) should be
formed comprised of:

- regional directo:s

~ CDP members (2)

~ cooperative members (3)

- other

with the Director, Coop Classification Sub-Activity,
CCSA as Chairman. This committee would act in the role
of an ombudsman and also monitor implementation and
progress of the claggification.

the appoint;d Director of this classification sub-
activity (CCSA) should be asked to draw up a budget to
cost out the activity as a full time implementation and
the Level of Effort required. This should be reviewed
and monitored by CDP.

the Director, CCSA and CDP would design
instrumentalities to carry out the data collection.
these data collection instruments would be tested in a
pilot data collection exercise by selected individuals

who would then

i- feedback on needed revision of the instruments
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11~ design a workshop to train the data collectors
who will carry~-out the main activity.

CCSA commences cooperative classification data
collection exercise
from time to time the C3 will meet to evaluate progress
of the activity and if required in {its ombudsman role,
initiate solutions and arbitrate
COP reviews data for selected information on special
training needs indicators for individual cooperatives,
or technical assistance requirements, particularly
those where.data collectors indicate poor records or no
records & no capabilities etc.
€3 meets to conduct analysis and establish
classification efther on a district or regifonal basis
€3 allows specific time frame & fndicates a ﬁrocess for
appeal of classification _
¢ designs a process for periodic updating of
cooperatives and re-classification after established
criteria have been met (inftial data collection tools
can have selected weighted criteria that are those
critical elements required for good coop managment. In

this manner classification can be judged on a numerical

basis of these selected weighted criteria.

ROLE OF WOMEN IN COOPERATIVES, WEST BANK

After visits to representative cooperatives and 1in

discussion with some cooperative leaders,it appears that while
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women to a large extent play operative roles in the cooperatives,
from employed to non-employed producers, processors, and
marketing agents, that these roles are not given due weight in
the cooperative processes. More readily apparent was the need,
more accurate data on the Palestinian women's economic
contribution at both the micro and macro economic levels.

As 1in many other countries, there 1s no system of national
accounts, (SNA) methodology to measure the economic contribution
of women in the informal sector of the economy. Where methods
have been applied, they are the traditional narrow, highly
focused ones excluding many traditional activities which are
unfortunately classified as "non-productive". This latter view
points up a major problem affecting the quaiity of data, fe. the
lack of well developed concepts and definitions which reflect

women's special role in the {informal or non-monetised sector of

the economy.

The opportunity presents {tself for COP to sefze upon the
potentfal expertise and avaflable resources to move from a more
passive investigative phase to an action phase. The following
activity is presented as a follow-on to the evaluation process.
As part of that process, the evaluation included an finterview
with Ms., Ismatt Atteerah, author of a WID survey (APPENDIX D)
recently concluded on the West Bank. While Ms. Atteerah's survey
is very general and conducted by interview, it 1s focused on the
role of women in cooperatives and service organizations, and as

such forms the basis for fdentifying a more substantive role for
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women {n thevcooperative movement, and the role of women's
cooperatives in the movement. Ms Atteerah visited women's
cooperatives, interviewed some of the members and leadership.
She visited dairy and 1ivestock cooperatives which have a higher
percentage of women as employees, processors and users than any
other group. This survey, however unscientific, {fdentifies
women's cooperatives in need of training and service and
charitable organizations desirous of exploring cooperative
status.

Ms. Atteerah has expressed the desire to work with a short-
term U.S. CDP consultant to develop a specific proposal that
would identify women's organizations desirous of achieving pre-
cooperative status, identify the {input-output linkages involved,
and the specific role of the COP. This would undoubtedly call
for training and additional TA 1inputs by CDP for these groups,
with some priority being given to innovative training methods
(i{.e., mixing women cooperative members with service/charitable
organization members), and specfal techniques to work with non-
cooperative groups interested in pre;cooperative status. It
would require, obviously, an increase in CDP inputs, fe.
technical assistance, training and advisory services. [t could
lead to a very exciting CDP output. (recomendation # 2 section
V).

An output of this activity is the incremental achievement of
two of the three basic elements of the CDP:

i~ strengthen existing cooperatives; and,
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ii- assist in the development of new cooperatives

1~ This activity would strengthen existing cooperatives by
working directly with the five women's cooperatives to
upgrade organizational administration and to utilize members
and leaders in these cooperatives to assist in training and
erganizing activities with women's service and charitable
organizations desirous of forming cooperatives.

11~ It would also address the goal of developing new
cooperatives, while expanding the role of women in the

cooperative movement.

D. INFORMATION RESOURCES DEVELOPMENT

Thg current activity of developing a cooperative reference
library (which has limited utilfization focus) should be
‘}ncorporated into an expanded activity, the development of a

Materials Resources ‘Unit. The MRU would proceed with the

development of traditional and {innovative training materials,
informational items and multi-medfa trainfng-cum-informational
modules. (Of all of the cooperatives, meeting places, cooperative
HQs visited, not one displayed any posters, informational
leaflets or technfcal bulletins for either public informational
purposes or member education).

A consistent theme which came up time and again at all
levels was the need to focus more attention on member training

and education. Requests were made for:
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1. more practfical and basic training

2. more training at site. 1t was pointed out that
occasionally cooperatives try to send members to the
site of a successful farmer 1in another cooperative.
Frequently only a few cap go because of time and
transport limitations

3. less lecturing more hands-on or visual learning.

4. more technical applications, etc.

A MRU can assist in producing modules or resources that can
heﬁp meet difficult training needs (ie. the demand for more
member focus among 184 cooperatives will grow ~ delivery
capabilities will not be able to cope). In addition, with the

development of locally {dentifiable resources such as:

Posters - teaching step-by-step, or technical pictorial
aides, or increased membership focus etc.

Technical Information Bulletins ~ dinformation on VAT,

pesticides/insecticides, etc.

Teaching Hand-outs - drip irrigation methods, storage,

milk collection, etc. |

Videos - bring a particularly good farmers field practices

to the cooperative members, etc.

These resources would supplement the planned extension
program and can be distributed through field officers, CODP staff,
cooperative leadership, etc. |

The production of these modules and resources include field

testing, monitoring for the continuous upgrading of earlier
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modules as well as impact evaluation and distribution.

CDP has had prelimirary experience 1n production of a video
utflising a local graphics firm. CDP could work with such a
group on an end-~product basis to turn out a series of complete
modules for the WB cooperative movement.

Display of posters, use of technical and informational
bulletins would be a constant visual reminder to cooperative
members of services being rendered and could also influence

membership.

E. RECOMMENDATIONS: -

1- CDP should review-its current cooperative
classification system draft design with the intent of
1dentify1ng additional key data elements. Review the
final design of these tpofs with the selected
implementing staff.

2- CDP should consider provision of TA as a follow-up to
the WID survey which would result in the design of a
specific strategy for the development of pre-~
cooperatives, upgrading existing women's cooperatives,
and the formation of new cooperatives. This can be

accomplished jointly with existing women's cooperatives
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(5) who are in need of training and which can form a
support network for the potential women's pre-
cooperatives until cooperative status is achieved.
CDP should considerably expand the development of 1ts
cooperative 1ibrary to include a full Materfals
Resources Unit (MRU). This unit would focus on
development of posters and other visual aids for
individual cooperatives to display including teaching
bulletins focused on technical advice and teaching
videos ~ all based on local identification. This would
help meet the demand by members for more technical, on-
site training, and would also serve to assist in local
membership drives. .
COP and the Follow~up Committee should meet with the
relevent staff of the newly instituted CAIRO/AMMAN BANK
to: , )
a- appraise the bank of its position vis-a-vis
cooperatives development
b~ make known {its Technical Assistance and training
capabflities in areas that will facilitate credit
programs for cooperatives. (fe. assignmént of a
long term credit spectalist who can work with the
bank to develop specific cooperative credit
programs, capability of COP to develop and deliver

credit workshops, training courses, development of

an extension arm that concefvably can be utilized
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to aid in loan packaging and credit application
for cooperatives and members, etc)
Such discussfons should not be put off until the long-
term credit specialist arrives but should be carried
out now in order to 1dentify potential bank-
cooperative credit deliverables which can be part of
the advisor's scope of work. Such a meeting wouid also

allow CDP to identify basic data elements for inclusion

into the classification survey and elements that can

facilitate loan packaging or aid in identifying
cooperatives.that require basic training on credit and
loan packaging.

CDP should develop a long term (4 week) TOT program for
selected cooperative individuals concefvably
individuals who can be designated as regional fraining
officers. Thi} TOT should not be technically oriented
(ie. cooperative specific) but should focus on
methodology eg.

a~ Adult Learning Methodologies

b~ 5 Teaching/Learning Principals

¢~ Setting Behavioral Objectives

d~ Needs Assessment

e~ Curriculum Development

f- Lesson Planning

g~ Small Group Decision-making

h~ Workshop Planning & Management
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i- Situation Learning and Role Playing
J- Case Studies Development
k- Communicating and Listening
1- Evaluation Techniques, etc.
The TOT program must be a full-time (at least 4 weeks)
course that provides the participant with fn-depth
learning experiences. Aside from achieving the
behavioral objectives established for the course, an
additional deliverable will be to provide each
participant with a complete training manual, with
guidelines, exercises, hand-outs and lesson plans to
assist the pakticipants in applying their newly learned
expertise.
ACDI should seek a projJect/budgeting revicw with USAID
with a view to increasing project 1ife to five years
and to:
a~ Amend the LOE to include a full time marketing
aralyst expert, and additional local professional
staff particularly an additional Tratning
Assistant
b~ Amend the budget to expand the training complement
of COP to include
- a full time training assistant
- a materials (graphing arts)development
specialist, etc. or in place of latter

- provide additional funding to allow CDP to sub
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éontract graphic arts development (posters,
technical bulletins, etc.) to local firms.

To review project documentatifon in 11ght of
fourteen months experience, and, amend project
deliverables more in 11ne with realistic
implementation assumptions (Appendix E).

Amend Project commodities 1npu£s to fnclude at
least 5§ micro-computers and related equipment for
eventual placement at Regional Cooperatives for a
parallel automated cooperative classification
system data base to be installed along with
development of the manual data base.

Amend training budget to provide for a 4-5 week
‘TOT course for eight people to be held in the U.S.
to include development of training manuals.

Amend project budget to include additional funds
for development training for highly motivated
service organfizations apd charitable groups,
particularly women's organizations desirous of
attaining pre-cooperative status through specific

training offered by COP.

PROJECT EVALUATION SUMMARY
Methodology: The underiying assumption of this project is
that the specific human resource and institutional

improvements 1.e., up-graded administrative and management
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practices, strengthened and expanded marketing services, and

provision of credit technical assistance will result fin

increased production, more efficient delivery of services,

added marketing opportunities, and raised incomes for small

to medium sized cooperatives and their members. It 1s

further assumed that these improvements will become

institutionalized, thereby strengthening the position of

individual cooperatives and the cooperative movement over-~

all.

This review constitutes an {internal process evaluation

undertaken at month fourteen. The purpose of this

evaluation is to obtain an independent appraisal of the

project's progress and continued validity at a time when

sufficient activity has beeq concluded to measure, as well

as sufficient time remaining to effect any course

corrections. "

This process evaluation approach will:

a- assess and analyze actual progress made in achieving
planned outputs and objectives;

b- examine the timeliness and quality of inputs provided
by participating elements;

c~ assess the project's original design in light of the
above factors to determine if it conforms to realistic
needs or requires some alterations; and,

d- recommend actions for future action.

This interactive process evaluation involving all interested
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parties 1s consfdered essentifal for reaching the best
evaluative conclusions, and for determining future actions.
In carrying out this consultancy, the focus was on causative
linkages between fnputs, outputs, purpose and goal, re-
exmination of the original design of the project, the
performance of {input factors (planning, management,
training) and Action Agents (ACDI, COP, Coops, CIVAD, PVO's,
U.$. Consulate, JCO).

External Factors: There are no major changes in the project
setting. CDP has estabiished {itself with Palestinfan
cooperatives on the West Bank including officifals and
managers. Partisén governmental entities were supportive in
principle of the purpose of the COP. The complexities of
dealing with a host of factors that are either inherent in
the occupation status or have been created by deliberate
[svaeli policifes however have been underestimated causing
some implementation assumptions to change (see item V D
E.0.P.S Progress) and, perhaps review of certafn input-
output causal linkages. An added éxternaI factor which
impacts on both impilementation assumptions and project
strategy (credit strategy) is the recent approval of a
branch of the CAIRO/AMMAN BANK to operate in the WB.
Validity of Basic Assumptions (LOG FRAME) is not called into
question, as these are still project relevant and

continuing, f.e.,
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IIl.

INPUTS: Assunptions

a. Staff design and deliver effective and acceptable
cooperative systems and training 1n management and
operations, accounting & MIS, marketing, credit
administration, and cooperative educatfon.

b. Qualified Palestinians are avajlable and can be
employed as Project staff.

c. Funding is available at projected levels and provides
adequate physical and human resources.

d. Palestinian cooperators can and will attend training
and other Project activities in the West Bank, Gaza,
and elsewhere.

e. Authorities continue to permit Project to carry out
planned activities.

f. Credit component: A1l concerned parties reach
agreement on sound credit approach and credit syslem
specialist 1s employed.

OUTPUTS: Assumptions

a. New systems for management, accountfng, MIS, marketing,
cooperative education, and credit administration
improve performance of cooperatives.

b. Cooperatives follow open membership policy

c. Improved perrormance of cooperatives will attract new

members
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IIT. GOALS/SUB~GOALS: Assumptions

Iv.

No adverse political changes occur 1n the region

a.

PURPOSE: Assumptions

a. Successful cooperatives 1increase income and economic
and socfal well-befng of members.

b. Overall economic sftuation 1in region does not
deteriorate.

c. Authorities encourage cooperative development.
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C. PROJECT INPUT - OUTPUT PROGRESS

CDP INPUT-QUTPUT PROGRESS

TABLE 2
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End of Project status (£.0.P.S.) Progress

The project purpose, goal and sub-goals are not affected by

any new external factors or causal elements. However,

earlier assessments on impact of restrictive policies

(CIVAD) were too lenfent. E.0.P.S. condftions are still

considered a good description of what will exfist but

achievement of E.0.P.S. should be reconsidered in terms of

Project 1ife (1.e. § year project 1ife span). This 1ife

fncrease is considered a realistic time frame for

achievement of E.0.P.S. conditions given the following:

a- Approval by Israeli authorities for CDP activities in
Gaza was -received on Jan 20, 1987, almost one year
after project start-up (APPENDIX F).

b~ Implementation assumptions related to the start of a
pilot marketing activity have changed ~ despite two
marketing consultancies, individual cooperatives are
proceeding cautiously so as not to sharply disrupt
traditional middleman/brokér infrastructure for an
unknown, albeit seemingly sound approach.

c~ Initiation of the cooperative classification system.

This output is upgraded in status as a key deliverable

of the 