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I. STRUCTURING METHOD     
 
1.1 PREMISE  

 
Like many other FONGS member organisations, UGPM stems from a mutual 
assistance and solidarity system and relies essentially on a social base.  It is 
therefore an organisation built around the concept of “self promotion”.  This is 
naturally reflected in its modus operandi (forms of leadership, decision-making 
procedures) as well as its multiple activities.   

 
Its development can be divided into three phases:   
 
! The first phase was an introduction to associative life, supported by 

FONGS and « SIX S » with the establishment of flexible funds to promote 
the appropriation of planning techniques.  Most of the funds were granted 
as subsidies:  some had to be redistributed as loans so as to creating 
rotating funds.  A great deal of training activities could be accomplished as  
a result (planning and production techniques) as well as a number of 
production activities:  production of forest plants, stock breeding, market 
gardening, cereal banks, small processing, craft trades.  But owing to a 
lack of competence and appropriate tool, fund management was not very 
rigorous.  The source of the deep dilemma was then the original social 
character and the rigorous market economy management.  This led to a 
certain wastage and losses.  But the social links remained strong and, from 
the initial base at the level of groups of villages, innovations and initiatives 
emerged.    
 

! The second phase consisting of defining and negotiating an agro-
ecological programme to boost the production capacity of the members 
(support from FONGS1, CEE, FDU) and the search for loans to renew the 
agricultural equipment that has already fallen into disrepair (SOS 
FAIM/CNCAS2). This entire organisational strategy was intended to 
assume the roles relinquished by the State and its supervisory companies.   
 
In spite of the consolidation of the agri-ecological programme by a biennial 
programme, the UGPM was aware that in order to survive, it had above all 
to acquire economic skills while retaining the attainments on the social 
front.   
 
But an economic role means financial resources.  The financing needs of 
agriculture are immense.   To become self-sufficient, the UGPM must be 
able to access, manage and master such resources.   
 

                                                
1 French acronym for the Federations of NGOs in Senegal : it is in fact a federation of peasant 
organisations to which UGPM belongs. 
2 National Agricultural Loan fund capital of Senegal. 
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In spite of the fact that the government and the CNCR3 have introduced 
national programmes to boost the production capacity of small farmers, the 
prime stakes of the union remain financial.  Through what channel?  How?  
Where to begin?  With whom should we join forces?   
 

1.2 WHY SUCH A STRUCTURING METHOD?  
 
To reply to this type of question, the UGPM initially tried to study its financial 
landscape and was able to see that financial activities are encountered at all levels in 
a rural setting:    

 
- From the most informal system:  tontines and various forms of mutual 

assistance, in cash or in kind, at times also the money minders or event the 
lenders, often qualified as usurers;  

 
- To the semi-formal:  the credit and savings cooperatives and their unions;   

 
- And up to the formal sector:  the banks, and in particular the CNCAS.   

 
All these existing options have not enabled the UGPM to attain its objective of 
financing its members and/or have often been sources of constraints for the 
development of the area.    

 
In a second phase, boosted by the results from the management of previous credit 
lines (from FONGS and other rotating funds managed by the groupings), and the 
difficulties of accessing loans from existing financial institutions, the UGPM decided 
to establish a self-managed financial system, supplied by the will to collect and 
manage its own resources.     

 
Discussions based on a study of existing mechanisms were conducted on how to 
implement such a system: a study visit to Benin in March 1995 to study the self-
financing mechanisms developed by the Benin Centre for the Development of Basic 
Initiatives (known by the French acronym CBDIBA) and in Mali to see the example of 
the Kafo Jiginew funds in March 1996. A coordinator participated in the seminar of 
February 1995 organised by the CNCR on how to create joint liability unions.   

 
After this seminar and these visits, meetings were organised among all the 
coordinators and for the managing bodies of the Union, and an advisory committee 
was set up to choose a system adapted to the social, cultural and economic situation 
of the UGPM area of intervention.   

 
Information meetings were organised in the different villages at the centre of the area 
to help the populations familiarise themselves with the system.    

 
Coordinators organised themselves into sub-groups to provide advice and support for 
the emergence of the first joint liability unions (50 unions).   A team composed 
members of the groupings accompanied by the coordinators went to Bargny to study 
how joint liability unions operated in practice.   
                                                
3 National Council of Cooperation and Coordination of Rural Areas:  umbrella organisation of 11 
peasant federations created in 1993. 
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A promotion strategy was promptly deployed and today, there are 72 basic credit 
unions in the area, with 4,373 members, of whom 1,633 men, 2,720 women, and 47 
village banks, that enjoy legal recognition (FONGS support).  

 
Since 1997, the idea of creating a rural credit and savings cooperation alongside the 
Association had been germinating and in December 1999 the Constitute General 
Meeting of the Cayor Rural Credit and Savings Cooperative (known by the French 
acronym CREC) was held at the registered office, the main role of which is to 
mobilise savings (at times free) and to negotiate other refinancing funds that can 
subsequently be redistributed to the members via their basic village bank.   

 
Presentation of the basic village bank system  

 
The bank is divided into three safes identified by three different colours so that the 
members (who are often illiterate) do not confuse the resources and the intended use 
thereof:   

 
• One green safe, to create an internal loan fund capital from 

recoverable contributions from the members (savings), a short-term 
loan fund capital;  

 
• A blue  safe to receive external funds that can boost the loan 

capacity of the green fund to grant medium- and long-term loans;  
 

• A red safe to create an emergency fund from non-recoverable 
contributions from members;  it can support members when in need 
(illness, fire, death, etc.).  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

It is administered by : 
 

• A 6-member Executive Board; 

 MUTUAL CREDIT UNION 

      Recoverable contribution 
THE GROUPING OR THE VILLAGE 

CREDITUNION 
      Short-term loans 

               Medium-term loans 

repayments 
Individual aid 
(up to a limit) 
In case of difficulties 

REFINANCING       Definitive  
      contribution 

LENT BY THE  
OTHERS OF THE VILLAGE 
OR BY THE LOCAL UNION 
OR BY A BANK 
OR BY A FISHERIES PROJECT  

EMERGENCY FUND 
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• A Credit Committee ; 
• A Supervisory Committee. 

 
It is managed on the basis of documents designed by the team of coordinators 

1.2.1 EXTERNAL CONSTRAINTS  
 

All the structuring is based on independent, village banks alongside the groupings.   
 

These basic village banks were turned into cooperatives in a second level.  
Nevertheless, external constraints are identified:   

 
• The level of illiteracy in the area; 
• The insufficiency of the financial resources to support this structure;  
• The existence of other decentralised institutions and numbers lines of 

credit in the area;   
• The low income of the population in the area which affects their capacity to 

save;  
• The effects of previous loan policies of the government and other support 

structures;  
• The reticence of part of the population that is too used to the social 

character of the union (flexible funds and grants);   
• Islamic law which prohibits certain forms of interest;   
• The unpredictable weather conditions which do not much foster profitable 

activities;  
• The difficulty to access refinancing funds.   

 

1.2.2 THE CHOICE OF THE POPULATIONS  
 

The demand for financing by agriculture and agricultural trades is immense, so the 
rural populations of the Union have always opted for an adapted loan and proximity, 
which the initiatives in the area did not offer.    

 
As of the meeting of the Advisory Committee, all the participants had appreciated the 
simplicity of the selected system, its participatory and democratic teaching method, 
its proximity (managed in the village by the villagers), its transparency and above all 
its flexibility (management of the social dimension with the red fund).    
 
1.3 THE TRAINING PROCESS (STEPS AND LESSONS/STEPS)  
 
A training programme was offered from the outside to provide advice and support at 
each step of the promotion plan:   

 
• Training for  the team of coordinators which resulted in the production of a 

coordination guide, showed the instructional character and the ease with 
which the tool can be appropriated;   
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• Awareness raising at the villages (2 months) made us understand that the 
system was well adapted to the rural situation, albeit with modifications of 
certain aspects;    

 
• Training of 30 village bank managers (50 planned).   

 
The first lesson was that it was difficult for the Union (promoting structure) to support 
everything at the short- and medium-term.   In putting together a financial tool, all the 
actors involved had to participate in all the operations from the outset.   
 
The second lesson is that illiteracy really is an impediment to development:   
 

• The training of basic village bank managers as well as those of the 
cooperative showed that all could be members of the promotion team and 
that the majority of the managers (120 per group of 30 for basic village 
banks and 29 for the Cooperative)  regrouped, constituted a favourable 
framework for fruitful exchanges and an excellent tool for boosting mutual 
assistance and solidarity, but also that everyone must jealously preserve 
his power base in the interest of the institution;   

 
• The development of a management chart for the periodic gathering of 

information on the basic village banks required a good translation of the 
technical terms in the local languages and it was necessary to get ready to 
deal with management documents kept in a local language and even in the 
Arabic alphabet, so as to facilitate is appropriation from the bottom up and 
thus become a good self-evaluation tool.    

 
1.4 ADVANTAGES AND DISADVANTAGES OF THIS STRUCTURING MODE  
 

01.4.1 ADVANTAGES 
 
The structuring method has the following advantages:   

 
• UGPM members are today aware that they are capable of collecting equity 

capital to self-finance some of their activities;   
 
• Behaviour has changed toward the note of credit which is now appreciated;  

 
• The system stimulates initiatives and helps diversity activities (taste of 

risk);   
 

• The populations have appropriated the system;  
 

• Solidarity and mutual assistance have been strengthened;  
 

• The meeting of the basic village banks constitutes a tool for observing the 
local market.   
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1.4.2. DISADVANTAGES  
 
The only inconvenience we noted is that the growth in the number of members in the 
Union favours more and more the individual over the community.   
 
1.5 COSTS OF THIS STRUCTURING METHOD  
 
Structuring costs  
 

 CFA  Fr US $ 
Study visits 4 090 000 5 843 
Feedback meeting 975 000 1 393 
System choice summary 
meeting 

 
2 200 000 

 
3 143 

  - 
Training of coordinators 1 275 000 1 821 
Grassroots awareness-raising 2 925 000 4 179 
Experience sharing workshop  - 
Training 1 910 000 2 729 
   
Development of management 
and monitoring tools 

 
825 000 

 
1 179 

Legal recognition of basic 
village banks 

 
700 000 

 
1 000 

CREC Constitutive General 
Meeting 

 
1 200 000 

 
1 714 

Monitoring tour 1 800 000 2 571 
Total 17 900 000 25 571 

 
 
 

• Not including the purchase of the 3 blue, red and green safes for each 
MUSO (≅  FRF 250FF per batch?). 
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UGPM IN (SOME) FIGURES 
 
 

Number of members Beneficiaries 
Year Total Men Women Mobilised Savings Other financing Loans 

outstanding Men Women 

Number of 
village 
banks 

May 98 3537 1523 2014 9 789 305,00 8 030 750,00 11 166 920,00 0 0 60 
May 99 3888 1578 2310 18 863 160,00 3 750 000,00 14 917 810,00 172 436 63 
May 00 4353 1633 2720 22 264 680,00 4 950 000,00 22 608 925,00 322 1030 72 

 
 
 
Figures in the past 
 

Number of 
village banks NUMBER OF MEMBERS FINANCIAL SITUATION USE 

 M W T Green safe Red safe Blue safe Loans 
outstanding Support 

Number of 
loans 

51 1 361 1 725 3 086 6 025 700  8 030 750 11 956 450   
72 1 633 2 720 4 353 22 620 680 1 530 730 4 950 000 22 608 925 387 400 1 352 

TOTAL    32 315 2 187  32 298   
 
 
 
Projected figures (for 2000-2002) 
 

Number of 
village banks NUMBER OF MEMBERS FINANCIAL SITUATION USE 

 M W T Green safe Red safe Blue safe Loan size Support 
Persons 
affected 

100 2 000 3 720 5 720 60 000 000 3 000 000 100 000 000 150 000 000 1 800 000 4 500 
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