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Country: Romania Project title: Improvement of Farm Management by
Developing Agricultural Cooperatives
Issue/Sector: Agriculture Development Cooperation scheme: Technical Cooperation

Division in charge: Field Crop Based Farming Area  |Total cost: 130million yen
Division Il, Field Crop Based Farming Area Group,
Rural Development Department

(R/D): 26 June 2006 to 31 December |[Partner Country’s Implementing Organization:
Period of 2008 National Agency for Agricultural Consulting (ANCA)
Cooperation  |(Extension): Supporting Organization in Japan:
(F/U) . The Institute for the Development of Agricultural
(E/N) (GrantAid) Cooperation in Asia (IDACA)

Related Cooperation:

1. Background of the Project
In Romania, agriculture is the one of the major branches of the economy, accounting for 13% of GDP and
approximately 36% of the population is engaged in the sector. “National Agriculture and Rural Development
Plan 2000-2006” is aiming to improve the income imbalance between urban area and rural area through
improvement of production technique, and consolidating the system of agricultural market and land use
efficiency.
After the revolution in 1989, the Production Agricultural Cooperative (CAP) has been disorganized and
privatization of farmland ownership was promoted. As the result, it created over 4 million of small landowner
producers holding 2.3ha farmland in average. However, many producers have not found the proper access to
the agricultural market and their financial situation has been getting worse.
To address these issues, the Government of Romania (GOR) requested support of the Government of Japan
(GOJ) under the form of technical cooperation. Responding to the request, JICA dispatched a long-term expert
and short-term experts to National Agency for Agricultural Consulting (ANCA) to improve farm management
through developing the agricultural cooperative system by conducting seminar and technical trainings since
2001 to 2004. In addition, the country-focused training course on “Organization and Business of Agricultural
Cooperative” was conducted from 2002 to 2004 for the participants from Ministry of Agriculture and Rural
Development (MARD), ANCA and County Office for Agriculture Consulting (OJCA). With such a series of
cooperation, the foundation for promotion of agricultural cooperatives in Romania was established.
GOR enacted Agricultural Cooperative Law on 22 January 2005, supporting to establish agricultural
cooperatives operated democratically, which is broadly perceived as a fruit from Japanese cooperation. GOR
further requested GOJ a technical cooperation project to improve farm management through developing
agricultural cooperatives and training instructors necessary to strengthen them.
The Record of Discussion of the Project was signed on 23 May 2006 and the Project which is for two and a half
years commenced in June 2006.

2. Project Overview
(1) Overall Goal
Agricultural income of farmers belonging to model type agricultural cooperative increases through appropriate
services.
(2) Project Purpose
Agricultural activities in model type agricultural cooperatives are rationalized.
(3) Outputs
Output 1: The personnel for the establishment and management of agricultural cooperatives are improved in
their capacity.
Output 2: The policy and rules for the establishment and management of agricultural cooperatives are made.
Output 3: The services of agricultural cooperatives are established.
(4) Inputs
Japanese side:
Dispatch of Experts: a long-term expert (agricultural cooperative management), two short-term experts
(financial management of agricultural cooperatives, and business planning)
Equipment: 16 laptop computers, 11 printers, and 5 multimedia projectors
Local cost: around 13 million yen (by the end of August 2008)
Trainings in Japan: 17 trainees in 5 training courses in Japan

Total Cost ~ 130million yen




Romanian side:
Appointment of counterparts: 10 persons in total
Provision of office space for the Project in ANCA office
Local cost : around 15,700 US dollar (by the end of July 2008)

Members of  |Mr. Yukio YOKOI, Leader, Deputy Director General, Rural Development Department, Japan

Evaluation International Cooperation Agency (JICA)

Team Mr. Yukio ABE, Advisor on Agricultural Cooperatives, Manager, Training Department, The
Institute for the Development of Agricultural Cooperation in Asia (IDACA)

Mr. Hiroyuki TANAKA, Evaluation Management, Senior Program Officer, Field Crop Based
Farming Area Group, Rural Development Department, JICA

Ms. Junko Saikawa, Evaluation Analysis, Consultant, KRI International Corp.

Period of 22 September to 3 October 2008 Type of Evaluation: terminal evaluation
Evaluation

1. Summary of Achievements
(1) Achievement of Output 1
1) Guidelines/Manuals
Following guidelines and manuals were prepared, utilized at seminars/trainings, and distributed to OJCAs
(County Office for Agriculture Consulting) and agricultural cooperatives: i) Guideline on Establishment and
Management of Agricultural Cooperatives (Nov. 2006); ii) Video on Agricultural Cooperatives in Japan (Nov.
2006); iii) Textbook of Financial Management of Agricultural Cooperatives and Accounting System (Apr.
2007); iv) Manual on Accounting for Business of Agricultural Cooperative (Aug. 2007); and v) Profile on
success cases of agricultural cooperatives (Jun. 2008). Manual for directors of agricultural cooperatives and
textbook of farmers’ bookkeeping will be published shortly.
2) Seminars/Trainings
Series of seminars and trainings were undertaken for OJCA staff and producers (potential initiators/core
members of agricultural cooperatives) as follows: i) Seminars on Establishment and Management of
Agricultural Cooperatives (Nov.- Dec. 2006, 4 sites); ii) Seminars on Financial Management and Accounting
of Agricultural Cooperatives (Oct. 2007, 4 sites); iii) Seminar on marketing of fruits/vegetable and livestock
products and food safety (Feb. 2008, 3 sites), and iv) Seminar on current situation of agricultural
cooperatives in Romania and relevant issues (Jun.- Jul. 2008, 4 sites). In order to assure the proper
understanding of financial statements for core members of agricultural cooperatives, seminars are to be held
at 3 local sites by the end of the Project.

(2) Achievement of Output 2

1) Support for registration process
Preparation of profile as well as by-law is required for registration of an agricultural cooperative.
Guidance/supports for registration have been provided to initiators through manuals/guidelines,
seminars/trainings, and actual visits. The number of times of these visits is 109 in total.

2) Support for preparation of business and management plans
Japanese experts and ANCA counterparts, together with respective OJCA staff have visited agricultural
cooperatives, mainly pilot cooperatives to help preparation of their business and management plans through
discussion and provision of comments on draft ones if any.

(3) Achievement of Qutput 3

1) Inventory of service needs for farmers and cooperatives
Proper occasions for market issues including new business ideas have been provided to agricultural
cooperatives through seminars/trainings (e.g. seminars on marketing of fruits/vegetable and livestock
products and food safety) and actual visits to them.

2) Support for implementation of business and management plans
The Project have supported directors of agricultural cooperatives to prepare their internal regulations on joint
activities of marketing, purchasing, and facility use, through seminars/trainings (e.g. seminar on current
situation of agricultural cooperatives in Romania and relevant issues) and provision of advices at the time of
their visits to the cooperatives. ANCA itself has conducted seminars for OJCA staff on procedures of
applying for NRDP fund, and OJCA staff have provided the corresponding agricultural cooperatives with the
relevant information and advices on how to apply for those funds.

3) Provision of information of market channel, suppliers of input and services
As their regular activities, respective OJCAs provide information on market channel and suppliers of
inputs/services to agricultural cooperatives on request basis. Some occasions have been provided by Japanese




experts to arrange the visits of foreign companies (Japanese and European) to Romanian agricultural
cooperatives.

4) Monitoring of agricultural cooperatives
The monthly monitoring by respective OJCAs on agricultural cooperatives has started in response to the
recommendations by the Mid-term Evaluation, the system has not yet properly functioned. Also, the
information obtained from actual visits to the cooperatives have not been systematically compiled and shared
among the personnel concerned.

5) Meetings for promoting agricultural cooperative activities: i) National Conference of Agricultural
Cooperatives (26-28 June 2008 at Sibiu); and ii) Advisory Meeting for Promotion of Agricultural
Cooperatives (13-14 July 2008 at Constanta) were held.

(4) Achievement of the Project Purpose
The pilot agricultural cooperatives have prepared and implemented business and management plans, and
started providing several services to their members. Their activities on joint purchasing/marketing seem to
have contributed to ensuring access to suppliers as well as markets, improving purchasing/marketing prices,
increasing sales volumes, and obtaining profits. It could be said that services/activities of the pilot agricultural
cooperatives have contributed to rationalizing farm and business activities of their member farmers, thus it is
highly expected that the project purpose will be achieved by the end of the project period.

(5) Achievement of the Overall Goal
Pilot agricultural cooperatives have formulated their business/management plans, and started providing their
members with such services as joint purchasing/marketing/facility use. The actual increase in total sales
volume is observed in some of them. It is highly expected that these services could contribute to improvement
of business activities of member farmers and increase in their income, thus achievement of the overall goal is
in sight.

2. Summary of Evaluation Results

(1) Relevance
The Project is relevant to Romanian policies (National Rural Development Program 2007-2013) and Japanese
ODA policies (JICA Country Program for Romania, Dec. 2005). Pilot agricultural cooperatives were
appropriately selected on a basis of several criteria. As these cooperatives play leading roles in establishing
unions, their selection could be regarded as reasonable.

(2) Effectiveness
Achievement of the Project Purpose
The pilot agricultural cooperatives have prepared and implemented business and management plans, and
started providing several services to their members. Their activities on joint purchasing/marketing seem to
have contributed to ensuring access to suppliers as well as markets, improving purchasing/marketing prices,
increasing sales volumes, and obtaining profits. It could be said that services/activities of the pilot
agricultural cooperatives have contributed to rationalizing farm and business activities of their member
farmers, thus it is highly expected that the project purpose will be achieved by the end of the project period.

(3) Efficiency

Achievement of the Outputs
Output 1: Several manuals/guidelines covering important issues were prepared/distributed and series of
seminars/trainings were provided to ANCA C/Ps, OJCA staff, and core members of agricultural cooperatives.
According to interviews/questionnaire survey with them, most of them responded that they were satisfied
with these activities, and obtained new knowledge which have been utilized for their work. It could be
thought that the capacity of the personnel concerned have been enhanced, thus this output has been achieved.
Output 2: 173 agricultural cooperatives have prepared their by-laws and been registered, 124 out of which
have been received some guidance by respective OJCAs. 86 cooperatives have prepared their business and
management plans. Level of understanding by directors of the cooperatives on financial statements seems to
have been enhanced through the Project activities, according to their self-evaluation and comments from a
Japanese experts and ANCA C/Ps. It could be said that the rules for establishing and managing agricultural
cooperatives have been nearly established.
Output 3: 75 agricultural cooperatives have already started implementing their business and management
plans. 6 pilot cooperatives have formulated their internal regulations, and started providing services such as
joint purchasing/marketing/facility use. It could be though that the services of agricultural cooperatives,
especially of the pilot ones, have been established to certain degree, thus this output has been achieved.

Efficiency of Inputs: Inputs from Japanese side (e.g. Japanese experts, trainings in Japan, and equipments)




have generally been utilized for undertaking project activities for achieving the outputs. Although some
factors relating to ANCA C/Ps (less professional experiences of younger staff, vague demarcation of
responsibilities, and leaves/changes of some staff in early stage) hampered the smooth management of the
Project, the situation has been improved by increase in number of full-time C/Ps, and clarification of their
roles/responsibilities.

Efficiency of Activities: The Project have provided several activities such as preparation of several
manuals/guidelines, series of seminars/trainings, and actual visits to the agricultural cooperatives, mainly to
the pilot ones to provide guidance. Since these activities cover important subjects/issues necessary for
developing/managing agricultural cooperatives and the concerned personnel highly evaluated these activities,
they could be thought sufficient and appropriate for achieving the outputs.

(4) Impacts

Pilot agricultural cooperatives have formulated their business/management plans, and started providing their
members with such services as joint purchasing/marketing/facility use. The actual increase in total sales
volume is observed in some of them. It is highly expected that these services could contribute to improvement
of business activities of member farmers and increase in their income, thus achievement of the overall goal is
in sight. In addition, these pilot cooperatives have taken initiatives in establishing branch unions which are
expected to practice their bargaining power in marketing to increase farmers’ income. Collaborations with
agricultural cooperatives in other countries are also observed.

(5) Sustainability

Policy support as well as allocation of necessary budget for developing agricultural cooperative can be highly
expected, since National Rural Development Plan (2007-2013) aims to increase producers’ income by
collaborative works through producer group including agricultural cooperative and development of these
groups is clearly stipulated as one of ANCA’s major activities. Enhancement in capacity of staff of ANCA and
OJCA by the Project activities was observed. It is necessary to keep and develop those capable personnel for
continuing supports for establishment/ management of agricultural cooperatives. It was also observed that
some agricultural cooperatives (especially pilot ones) have started their business and developed certain level of
the capacity to provide services to their members for improving their farm business activities and enhancing
their incomes. Thus, organizational sustainability at the field level could be though high.

3. Factors that promoted realization of effects
(1) Factors concerning to Planning
None.

(2) Factors concerning to the Implementation Process
The pilot agricultural cooperatives were appropriately selected based on several criteria, meaning that the
necessary basis for undertaking project activities was established.
Certain improvement has been made in involvements of ANCA C/Ps with the project activities through the
increase in their number, specification of their responsibilities, and establishment of regular meeting in
ANCA.

4, Factors that impeded realization of effects
(1) Factors concerning to Planning
None.

(2) Factors concerning to the Implementation Process
Plans/schedules of the project activities and their achievements are not sufficiently documented and shared
among the concerned personnel.
Information sharing among related entities (MARD, OJCA, agricultural cooperatives) on their
roles/responsibilities as well as decision making is yet to be improved, especially in a written form.

5. Conclusion
The project is consistent with the national policy of the GoR and Japanese ODA policy, and sufficiently
reflects the needs of the target group. Inputs of the Project have been efficiently utilized for the activities
(preparation of manuals/guidelines, implementation of a series of seminars/trainings, and actual visits to
agricultural cooperatives), leading to sufficient amount of accomplishment in the outputs and the project
purpose, thus, effectiveness and efficiency of the Project could be thought high. Impacts of the Project could
also be thought high since the overall goal is highly prospected to be achieved and other positive unexpected
impacts (e.g. progress in establishing domain unions) have been generated by the Project. Sustainability after




the Project completion could be ensured to certain extent in terms of policy, financial, organizational, and
technical aspects, though certain actions recommended later should be taken. Judging for these results, it could
be concluded that the Project could be terminated in December 2008 as initially agreed in the R/D.

6. Recommendations
It is recommended to work on these actions by ANCA on the remaining period as well as to undertake
measures which could ensure the future directions.

(1) Roles of the pilot agricultural cooperatives
It is required to clarify policy and directions on what activities the pilot cooperatives should undertake.
Analysis on activities and experiences of the pilot cooperatives as well as preparation of the guideline
describing this analysis by issue should be considered.

(2) Establishment of specific strategy and action plans
Strategy and action plans of ANCA should be formulated, with embodying the concrete and clear idea of
targeted situation after the Project completion.
Consideration should be taken how to share strategy and action plans of OJCA, the pilot cooperatives, and
unions.

(3) Establishment of continuing regular meetings
Regular meetings among concerned people and institutions should be maintained and  strengthened to
assure appropriate planning, implementation, and monitoring.

(4) Sharing of the core concepts such as advantages of agricultural cooperatives
They should be documented and shared among the concerned people, based on discussion with them.

(5) Information sharing for transparency
The web page of ANCA should be improved for providing the relevant information in a more efficient
and user-friendly manner. It is required to improve understanding of the concerned people on what
information ANCA should provide.

(6) Improvement of monitoring system
Improved system should be established for efficient and effective monitoring, through ANCA’s  sufficient
discussion on what issues to be monitored, forms and procedure of monitoring.

(7) Conclusive seminar with wide participation
It is required to clarify future directions by showing specific strategy and action plans at the
conclusive seminar.
It is recommended to ask the relevant university for its involvement in organizing the seminar.

(8) Clear policy directions for farmers associative forms
It is important to have clear overall directions for the farmers association issues including various
associative forms other than agricultural cooperative, with proper consideration of the supports related to
the EU agricultural policies.

(9) Further promotion of agricultural cooperatives
The award of good practices for concerned institutions/people (agricultural cooperatives, their leaders,
OJCA, the local branch of MARD, etc.) on a regular basis should be considered.
It is necessary to prepare the explanatory guides on the agricultural cooperative law and the related
laws/regulations should be considered.
Collaboration with the relevant university should be considered to promote theoretical and analytical
works.

7. Lessons Learned

* It is important to clearly define the core concept, strategy and action plans, and share them among the
concerned people, especially for the projects with a short implementation period like this Project.

= Strong commitment and full involvement as an institution not relying only on individual persons are
significant to maximize the effects of transferred expertise and know-how and to accumulate in the
institution.

- When the series of official development assistances close for certain countries, some ideas for next stage
should be considered sufficiently in advance.

8. Follow-up Situation
(Not applicable)
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