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AID~Crnt 78-63-2 to Partnership for Produtiviy/Eoswa: 

waes miade to estais.4~h an afeotive extension aervic~o that wou4ld provide~ 

fanagiTmft training to small scale entreproneurn, Another aim is to
 
strongthen existing structures 'and pz'ogramain Botwana that assist
 

Si-enterprise dovelopment.~ The firset op. tiolear of the- three'year
 
rnlwi vlae wtt~h'a view to determining th utbi r.,othe 
 - AA) 

cient selection criteria; of the trainig;to the extension officer's A 

and 	the eff'ectiveness of the methods of servicaedeliveryj;Result$ of~ 

Ah 
 first year are apparent enough to give a good ideuiof whatA factors 
ca-ncesAteqeniy 	 an-ult-7o-upt of7hs ma--nepi 

~ '>~ ~ developmentA services 
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in~ bor pefrance'rater than f'acile inreies in the nuwnberof' 4 

being prone to givete *appearance'of. achievement u~hun, In fact,4 ' 

the~~islittle or no actual substance, This I$ the rns~gr 
challenge PFP faces In deeoigtetannomnagement and 
monitoring systems of the extension service: to produce real 
tmprovomient in the performance of consultants and clients rather 

The evaluation found that three problem arr!'As need to be 
addressed more adequaely, , iratly there is the problem that at 
praeenItte supuo bette:onutn~au~ibi 
enterprise management because the majority of' the clients receiving 

2~4training are employees with no decision-msking power, rather than 
the owners thomaelves. Part of the reason for this has to do with 
cultural aspects of, Oasawano entrepreneurs, but pert has to to ith 
a challenge faced by any extension service: the need to sell the 
innovation more effectively to those wiho would benefit most by adopt­
ing it, More 3ttention must be paid to how to recruit the owner/ 

4;manager tmat this program wias meant to train, (Further discussion 
InSection 1.7),
 

A second croblem area Is the need for PFP and the BAS to 
develop as oarellel services In terms of managemeint syitems, 
consultant training, consultsnt duties end wages@ and especially, 
4uality Of' outpUt3, Different points of view ire developing In 
regard to key program isue ama It isnecessary for PFP 4md the 
MCI Commrciul Division to cc-ordinate and resolve these early Cm 
so that the two services will merge smoothly. (Further discussions 
inSections 11 end 11). 

A third Problem ares is the cummerone monitoring iysttm 
used :y consultants to report th<oir activities. The syttqn isnot 
foothadclogically :*liable# because 12 consultants make 12 different 
Judgements an vwhet constituts "client laoiiei~nt", Iftaken 
seio~ly, tole -cmitoring iyite.m recuirs too much iupervi *ory tima 
to verify Inconhistsmfi~s, Finally#, too much *treu s14pvt on 

ChakI14up 2n cwsultantl, Inc too little 4ttentlcn is :il ti h 
£smpa modc zr tte omtsertse ard thevitesr ,muntj ~ the manao­

4 ~~*r".t tr30~trl~vie (fgrtmor ilicussiom In SUctiom 22), 

44 4._2 
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;OcMnagment tj~q ;FPhc$3 osiuo 

Inthe couintry bacauu~u i i the ony ~ ~ ooi~directy 
to Oriyati sector management' training,mie ltd3tha i s on a 

,'7 tonM~io ss;.cta of the enterprise exe.nsion service., 
To mae-t'- r cost effective In the future, the evaluation 
.9C c'Mmend3 tat itt tj4:n ov r zdm4nutfat!:m of %KQo xtension 
service t MmjtYof Commerce Im~s~ n concentrate 
on orovi~ing other institution, 4th prpl' specisl4.:od kinds of 

ex-3rts 'to a cmlrt-ttlr eterprise celamep0raorlriq 
(Further discwosione InSection: 19 &20), 

Evoiu~tiom M.othodaolv 

The reason for this sv~liuat~z is that f-iture r c g in 
m.1:w:tions need to ~eto rire ee om a aywt:,.ic amilys~a 
af oxosrtence to-date,' ror PFP Botuvariu, t6sisLan e4vlution to 
enable it to improve its zrocesss amloavt~pti :&thie: thasn to 
1183sur9 imact Ina fins!fo'~ PFP'e :oiat!.mshIa to othesr 
institutions such as th~e T:1's lusirell -6dv:1^rY ler-l!:20 th'e 
U3a-svaIa Uoalopwent Caraori%:an (Mc) and Vis lots~sne Etorra. 
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trol: aoorocriateneaa. 'lso# am isses~mentto vtja sc 
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following paragraphhe riafly anlz ht pogrm experience asbeen 
 '' 

todaeit 	rspctto ~Stawa enrn nes consultant manpower,
 
".-.W~L', and the aontext for commerce development, and then relate this to 

'change(oi e lajayfouut4d)aamdti.nm an prga mphases,~v 

The aeoeotype of a smal~l entreprsnours i-.n Peorita, Ilini 
'ise-that business ishis or her pimary,occupation. He waorks seriouslyt4,<, 

atmeagngthe4 enterpis becasedi a godobwill brn sau 
ers4 retract within the commwunity# as'well 83esoomipc gain*- In ' 

smiallenteproersc.noisL itPrCoelved as the main way tochieve. 
status and respect# Primrnay, h~igh~ statue ocupations'in Botswana­

44~are agricultural cattle-raising and civil service, Ono usually hasp 
4, an ntopieIn adiin unecondary to theme other Indeavours, 

Having a store isaway to diversify ones savings with limited amounts 
~ 	 of r'isk and limited dynamism as well, Epecially for a Motswena mang ~ 

buatnos3 Is'not the occupation h~e concentrates on end devotes the 
0jority of his energyl 	 Suchma 	 skil.l and ambition to, a situation. 

4 '~'Is mor'e likuly with~ Baswans w~omn, howevse p because they are
 

restricted ent~y into th ihsau ocptoso ctl-Aln
 

and commercial forming,
 

The Implications of this fcrenteprisse etension are that 
any Boatswana business persons need more then technical training- -

-it 
 will requireculturel change for them to apply themselves move 
4o seiosl imroin th neprs n managing it 	 4rstiey
 

seriouslyrm fro th Rok fle Fund 55tILV-a 


4/cswn -.-------- s:-tun scooi
 

4nta 	 am@nf the srvce lstrn andthro-n 

liminary resulta of this study for
444 4 	 -tabulated 

4,, 4 those wh~o went * more detslld desoriotiom of a 
4 ­ small enterprise in eotasn.. 
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th pro~ect proposal Saaying thi doe not iml ht "cultuJral~J4~a 

a'a~a4' t "',,cpangall is ipossible. onlly that Lwilli take nnovativerious and~ 

Obevainin a ,ml ivi a emd bu h ult
 

)4~ of mnanpower available to become extension agefntai.in thi3 program*'~'-'t 

Conre athghrlees of economi~c devel.opm~ent h~ave lbor'for as 
with ore ompetitve skll and an wor d ili . I adto a 

for________task beinq..performed, It~ Is a 

nlot ujnusual InDotswane to requir~e additional traiinn~ nds~per~ ­

viio in. some basic4 o rne aklsadwrerdsilnstae 

oswee Fo xml it cannot beasue thSatQIQlsoeneow o 

notaa seiul'eae fro sa abuse, aAtitde about asnting a 

ado a good jobs to' servetttia*'*o approA~h oes wiork as ift it were 

a~aeerg car de~velopment Instead of a temporal wa to earn a paycheck 

Boswn sta8nwlarf~dsoa So thisis an Important evVironmental~ 

acteristic which~must be tae inoecont inlookingath
 
scororitona o program emphases* aTo-slight the manpower con­

haina etnso sric that appar to noc ansraefr
 

a'?nes no r
adito ao In bein a higa 9 ocuain 

t' (an zierha twass ofe. It a sppsra'tplc nohin *utc for on 

mocilInutrialt aconsLtaro Islacin in ft;jlt~ factn* 

an of th lltisI oit-c nuty hr codn a'o 
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-~presmntpurpose 3nor esals h onaino hich th perann 
prgam(AS) is to tobaed
 

One a 	to ccnsa.;or the PFP pattern ofrsource allocation 
- "~'3 ~i1 views of four' fat'ors,' Frs~to ther~e have been ropoal..d attempts
 

since the~ eal 1970's to .etblishthis sm".4terspxse extension 
 "' 

seraqcta 	 none of wichwee successful. - Seond' this o-a educatinal' 
sevinlsslernngoupushave a cetain l.evel of quality,~.
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nohig il be gained indivlual or inaRocilCUCJb pr~c 
-them,-~ Third, tenature -of cIantrIa -­manpofwhr Intsand the fact that 
90ota~nz 	trsditioally.has not had.~~h*o 3-o,, of 2-orcil.,velopment 22-23 
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There areseveral inds of inturmdiate oupusthat cn
 
trbue oth qalt of the final output -which isto upgrade the 

manageme.nt and comme~rcial deveopment of small enterpries., Both 
these intermediate and, final output4 will be apprased in terms of": 
the progress being made toward project benchmarks$, and see whathar 
their subetance~i edoV opmTentally1,Ippropiateli.~994 

~ benchmnarks 

adequiately trained in 4 6 weeks and a client insimot.
 
49~4 , 'The OPO assumed that a consultant j~ould be 

Twenty-five to twentynn :consulante would be'placed in thea 


C0Ml9X 3Y~eM of reporting uGas set up for grading whe~ther the-
-cliant was Improving end/or had achieved proficiency i-n several
 
business management skills. Ifso, the consultant would record
 

"I (for improvement) inthe monthly progress reports 3ubmitted 
to headquarters* Original thoughts Uore that counting the number 
of "I'c reported every month would be an efficient way to fial.ce 
cost/benefit ratios and keep track or the impact the extension service 
Was making. Other benchmiarks for impact iere a 28,0 increase !n 
average net client profit and a 25% increase inaverage net profit 
rsinvetm~ento as well as the. creatton of 131 new jobs. 

The CPC tanchmark3 have proven optimistic for the context of 
Botsatna and for what the extension service can perform with a 
sufficient level or quality. The Initial training courses have been 
increased from 4 to 10 week,, and even with this increase they are 
turning out consultants who function w~ith rudimentary buuiness manage-
~mnt trining skills and jho barely grasp the point of the program; 
wehicw Is to show uslm'ssnen how they can improve their entarprise by 
m m mor effiien and creative use of the resources they aosee 9 

As noted# almost moms of the consultants cameo from backgrounds with 
business or oow~rrial educati ons and problem-solving concepts like 
"managoemt" :nd "efficient" are not inherently familiar to them. 

.9<:>2 

~, 

9 

-

V 
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Itwudb osbet ldilt8ie oswmna. ccoutants.to4
 
m!eet the benchmarkal but the real impact would be 'nil. Or imple 
 ' 

mentation could b,3 sped-up-by importing :killed expatriates or using -

foreign volunteeors, BuVt then, when the4 foreign personne'l went awayt 
the program Wruld go with them, 'This evaluator sees localization 
ow one of-the positivo outpu'ts of the PFP program, but localization 
has its price in terms of cost-intensive Initial training, inservice
 

4 . training and field supervision requirements
 

-*r-----The OG benchmarks, *epeially the one of 975 clients
 

tra.iedp suggests 1that there are a large number of businessmen who
 

to insure that the extension officers are competently trained, 
This does not seem to ben the case. Inthe entire country there are 
only approximately 1100 commercial licenses that have been issued to 
African entrepreneurs, Ad Also, a Motowens business person often 
has multiple licences. Ifthe enkerprIs*extension service graduates 
150 Botswana owners during the grant period (in addition to the much 
larger rmumber of employees), that will be a significant accomplish­
ment. (rurther discussion inSection 18)0 

rmihauis Is placed on the word "Owner" because the majority 
of clients receiving training today are not proprietors of the 
business, but rather a relative or clerk who works there. This is 
partly e cultural phenomenon whersb7 those wealthy enough to own a 
small trade or bottle store also' have other occuostions of higher 
status (cattle, land&, civil service) that they tend to. Tt would be 
'ami.stake to use this cultural factor as an excuse for the small enter­
prise exteruion service mot to be working with the Intended target 
group. Goth PFP and tlie SAS noed to do nore to educate owners scout 
the availability of this sqrvice; and about the gemeral concept of 
using uansgemomt to Improve coes business, The SAS Is alrescdy 

Tlie largest end nost dynamic busimesses inlotavans
 
0re usually owneod and ooersted by expatriates. The largtt

traditional kinds ot entaerriss (general trade stores),


iolsala .ntaritss it%food and household ;gods) irs 
i'suelly owmed Ard oerited ty tbusiness ivrins i-f Aisa 
Origin,
 



moin in thi diecio by hayn it commeca ofie an i 

asusistant make speacheas'to groups -of buineasman sotthe sorvica, 

The BAB plan sin th'future to hove an education afficer who would h 
use radio ond, other mass madis techniques to educate the ,public, 

Gie AS's difficulties with obtaining pronnel itprobablyi4ll 

be some time before this position Isstaffedg and filling it should be 
alasser priority to obtaining a field supervisor. Evnwihu this 

pubica~dcaion specialists PFP and the OAS can do more to .advertiae 
their service and cultivate a demand for itamong owners. Talk's to 

proprietors; a discussion or slide-show of how businessmen elsewhere 

approached and solved problems; posters or handbills; pens or penojle -- ,­

with a PFP/BAS advertisement prin~ted on the side - these and others may 
be methods of identifying the service and educating the target group to 

5..544Us it. 

Getting clients with real decision-making power to train with~ 
extension officers is Important in order to hove an impact on enter­

prise management. Inimterviews,with clients (several summaries nre 

-- -reproduced Jr. Appendix ICI) itwas apparent that where the owner 

successfully :eceived training, results showed in the improved appear­
once of the store; improved display of stocki increased profitability; 

and increased ruinvestment* Where the daughter of the owner or a 
clark woe being trained, the stock may have boem placed more meatly on 
the shelf and Perhaps term1 Wsa8 slight increase insales because of 

this. But the practice zontinued whereby the owner or his family 

woult come, in, take stock or cash from the till, and thereby consume 
both the enterprioe's profits and Its operetim; capital* Inthis 

respect the business not only failed to yield 3nything for the pro­

pristor, but was absolut~il', stati!' In torms of providing the tommunity 
adcitional goods or service. 

To produce a cuaiit/ output it Is necessary to have a vision 
of managing -resources more offectively in order to creats a more, dynmmic 

-- enterprise -one that offers a greater, better variety of goods and 

services to the publ~c at lower ;rice per unit. Such a vision which 
seeks to promote a nov broed of Africhl ertreorenhur - one .wn@Is 

serious about his busineOs 9MfCIOto Creative, ima incecendent of 

M li 



hihrgovernment officials-deling with cofmmarce are aele to unlder- ~ z~;: 

Sstand. Right now, how..verf th13 vicon of wh~st an enterprise devol­
opment servicaegeekstoocreate, isO~oudy at beat, and may even be,
 
missing altogether,' As noted earlier, the bulk of the MM~ Commercial
 
Qivipiont.dmsi aoti ity consists of the ,iost traditional functions
 

bureaucracy administseai enforcing legislation,. Even in the SAB,
 
the attitude'is for the extension off ,:er to do everythinq the entre­
preneur needs. The chief constraint isnot sean as the entrepreneur's
 
lack of knowledge about how to manage his resource, but rather the
 

lac of capital* So one of the dwties of SAS extension officers is
 
to___do loan o3sesoment analyses for the National Development Bank.
 

Allowing SAS officers to funiti'~n to NOB loan analysts may
 
be counter-productive to what the program isattempting to v'hiavo.
 
SAS officers have received only the most rudimentary education in
 

* business management and very little of thid an the subject of' loan 
amnlysis. Ifan entropreneur. has p~'obloms# tht reaon for the 
'extension service is to teach him better management Practices he 
can use to solve them. Should einancial aninlys.13 show that the 
entrepreneur needs credit above and beyond correcting certain 
busineso practices, what are the options for obtaining it? Can he 
get credit at no cost from the supplier?. Can he got credit at lou cost 
with, say over-draft protection from ,scormercial bank? The final 
altarnative isa 110B loan that. takes nonths to process, whose cost 
has to to paid for ore way or another, and which may mot solve the 
root of the entrepreneur's problem inthe first place. Giving OAS 

-officers' reosmiility for N06 loan analysis may not only to adverse
 
for the client, but coumter-croductive to the officer me well. it
 
takes away from the time hie or she has to perform training, and it
 
could be Psyct~olo;1cally disturbing to the ex'tonsicm officer being
 
asked to porform duties he its not reoponsibly tr~lnad for.
 

The best way to have quality output is not to I*several­
things poorly, but to have 3 systst"etic saroach to %itad object­
ives (with organized rolat~onships among inputs, processes and out­
outs) and to do itwell. itis true that zerforming one or t-ao
 

http:aninlys.13


--

4a
up orablc program to do Oo or two thin93 well, and then
 
divecred f;om that core of competence. 
 A 

SAnother factor that canl improve outpvt isto have better
 

~price then those which exiat at present,, Both PFP and the SAS are
 
currently tuing a cumbersome monitoring system which requires the

consultant1 to list, thi work h~e 13 doing with t~e olient and the 

progress the :client ismiaking in larning business management skills, 
'I'___ BeOcausethere are fo'jr different reports# cross verif'ication of them 

7_1 7 1 - - - .-- " - -7 " -- - - -- - , , , , - - - - - - - , ­creveal when a consul ant is Inconsisent n hi reotngadi 

fact may not be doing w~hat isclaimed. But that is311 Itcan do.
 
The curren~t reporting system isnot reliahle methodologically because
 

sach consultant views "improvement" in ditferint terms, Italso doe3-

not give the kind ot Feedbs~k needed an how appropriate the consultant,
 
training, curriculum. materials, etc. are, Both PFP and the SAS have 
personnel that go out periodically and talk to clients -about Impact, 
This analysis is not done Inany systematic way, however, so that 
when the person oing such verification,changes# all consistency is I 

14lost. 
 Ii: isalso not formally recorded so that even Ifthe extension 
systm Isproducing successful results, there is no way to document 

that or measure in any way the degree of results. 

For the sake of insuring a reasonable standard of productivity 
4
 

U ,or-on; 
 the vorkere and impact vi3-a-vie enterprises, itIsimportant to 
-have 
 a tore workable system~ for impact -evaluation. It Isalso imoort-

U ant for all Involved inthe program - fLaldworkers,and managers - to 
-­

understand that with an educational service, the only way to insure 
cuality Ia to do evaluation, to look at what is bein~g produced. Mlort 
ofter than mat# workers are not accustomed to evaluation i-n Dotswane 
or, if enything, are u2ed to It toing performed In the moat perfumtfry 
Wese Beas they are not well prvp~ared for itculturellj# they 
either :99orl It as someone snooping over theilr stoullor (and oeaas 
17ouning their honor) co tmay Neet a compulsion for everythinj to 



apa-"Perfect", For both PF <and SAS pereonnel t~he monitoring an 

e~~4valuationf~unctions6 that are going onl have to be dsperanali--, Th 

axoflSionfOficers need~ to be helped toundertafld-that. the ma iitoring 
ijut ai muchi an important~part of the, program as,,the consult~ants7 

thmele, andthat without it;;ns whole~system would function'muon 

-. , 

Insummnary$ the evalu~ation finds that given the mature of' 

the constrainta, reasonable progressi en;aenstigu 

.systemis for consultant truiningf consultant supervision, and client/ 

impact monitoring. Cvon for PF huse systems are fledgling$ however, 
BAti-o w th- ha 6a w&arP- b a 

and or~AS even rors t-o,-­

trained to manage 'and operate the extension service - that is the kind. 
of "output" that 'will best serve Botswana in the long run. flonetheloss, 
th qult f:upt emains the most serious question about the 

3:­

program at this point. Although this evaluation has no authority to 

compell any party:(not PFP SAS, higher officers of the MCI Coumercial 

Diviuion) to take any actions against their will# Itdoes nonetheless 

recommvend the followiing throe policies to Increase the cuslity of 

outputst 

*----

it 

- -

Consultants should be given adequate training fzr the 
- duties they art %sssinad,plus their tasks should be 
sufficiently well-defined and focussed in nature that 
rosponsibilities can oe handled competently. The fal­
lacy that "consultants should be prepared to respond 
to 'whatever a-tisintessmsm asks them to do" mot only 
fails to create any rosconsibility for self-reliance 

-amcng theclientsg but runs the riski of performemce 
broakdavt among the extoansaon of fierse and subsesquent 
program failure. 

-

2, PFP/9AS should rogularly assess sociel lmoa:t. (NO­
ore @2-tets applying th'eir learning to imorovirg 
mnterorise? What bene fits does th'is hive for the 
coetwjnity? o$cw ceoomm'unity benefit3 to Increesod?) 

- Rosult3 should be fad mocki to improve indiviluel oor­
formance and vystoms sppropr-istemeew. 

PFP end BAS moed !lore effective public outreach 
o.weri of lats~oopo gmterar~ios. 

to 
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one benothmicist to 
imprtatfr tis 

oorue 975 clients by Octob~o 9. Whti 
rogam : oo ervli'antp bt to train OWNR-~ ~ 

'cli~ents. The OPO sets up an arilsyaten foirmeasrn ,cin 

udrthe present sysem&to judge and report "iprovements', air they
U1h A much9 better benchm~rkl both fo vlainproe and for' 
the good of the program, is ooperiodic evalustion- survey of ~ 
clients and Nprogram graduates whc'h oslat ~;%le do not 
enumeriat, 
not proven 

The OPG benchmark ofusixmonth$ trairnn 
to be realisii sqq T1~ 

per, irent ha 
---

4numbear 

important becmr ht h F/A proram 
of ucinn orrices sod cosutats 

wo'a udedby -h 

-~Isnt even mentionedr 
In the OPG,.-I 

(4elaborate 

~ V 

- - BeOcause bne uP i.ndicators of program achievement requi~re 
record keeping and ponderouse computations to produce results 

of' questionable relevance, but baeau ;e it is important to have realistic 
programtagtst aim -for# thseautri rpoigamr prp 
riste set of'bnhmr indicators w~hich# if he aegaccmlrsed byo--~ 
the end of the grant in1981# would represent significant progress# 

-

VV 

- -

-

-

.-F 

2. 

- -- -of 

-

and1thie OAS have 20 consultants trained-­
andfunct og in t... field by September#

1981. I; 
PVP and 9AS have trained and gradustoo at 
least 150 our'mr-olients, and that the ratio 

otwer-cients trained to total clients---­
trained be no higher them lt4. Agenuine
sign of achievemnt for 1this program v~ill -

be to reduce that ratio to 103,50 1:3f ae.,/ 

Dug to saef turmovert it Isnecessary to train two­
candidates for'every oea ho stays In tho field. tis also posbefor P to train personnel other. 
then those of the PrP/BAS etninservice. Tu 
total numbers of personnel trained Imbusiness ismnago
"msnt eiay exzeed 50. 
Rcmnngto teratio of owne to *waloyeas t-o 

redu~ed among -F/A let cl a..*%kma 
-­

:1ho 

Om~ the comtrary, sop. of them do Mvo 141sutno tpion;omor 
rocm~~~~~ aind for ztaejs~ thL bina~nJra # pol 

to Itavt~%teir ownlo 1*teraris 



.:havephadoea vlainsre f 5cins,~ 

surv1~~.netdof nd tent {nd current cl 50 grduts,
 

- The OAS wil have~ done an evlaion of 25 clint
 

- ,Qandj~
25 graduate*. 
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k,=r@odIdsroThssrie Ill at id-poimt In ItsInstittional -­,­

development end the, possibit.tiouare reasonhbly good thaet by 1991 thie 
gol031 ivn Oltsan a gniecapSQiy-m this oresI&uwill. be met. 

;M~ssveej~hwevrl that Botswana stillhas many other mooeds In 
ter# o'otiopr44alaolomet' hatill not -be e b y this sytonsLon 

$§"VCOSoP~o-om to paol Cs tsow delopment -

..w~here iLtisinterested In-taking concete steps to meet some 
goolsotlimed above 'i a-t~n to i"lmm~gtesalatrrs 

of the 

-,rng 

Fo Y MO6 PFP wil ontinue to, concentrate thi .uIorit 
of7*7iteefforts r~n developing a smal onterprtse xteme-ton services 

the-Ccooingart ouaverf proksty20%of' Its resources 

en .oativitZs wLU - bofomusd on Mow it should .@otfy .nd eoasm 
IL'a ,orogron to "..t. ths lage gol# siofV" ' y ir­

orsctu~Jro fasnion progusi orLvttlip t~at ItVl4Untrtal, 

- ' 
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dutieu, and without mnyone who.'chckvto ue t~he, 4ppoprLatefl!VR
 
of. what is being done an thzbc toipoe rcdrs 'alo;; 


Itakes tLime to esablish load systems ithoe areas,~ ,Extension, 
~s:~ ofticqr3 myrao adac tene o triig 'but It is~a ore 

difi-dult jab to got them wood to tho ste'modto supervise and 

co-ordinate thi-ciitis'swl as mnioroutputs.E stbihn 

ters for. wokeroductvty: the exteni~eon oficr mutnoli what 
he issuppoedtodo tt heathe capacit to do Ltt and that he 
roolizes tht his work 4ail2l be 'verified, This isthe minimu buuasis 
fo a extenuion service -not to put a lot of workers Into the fi*eld# 

uoset) up good sytm for producing an ou-tputp and to hove exto#fl40 
officr whofeel. ro.s0onsble for producing results, 

At early pogromln stagest, overaJ, factors can either enhance 
or weaken the productivity of the extension service. Oebilitating
f~ctors ar* politicians wh~o-want the extension service to immediatel.y 

be on all-purpose problem-solvIng agency. Other debilitators are 
"best scenario" planners waho make the most optimistic estimates of 
oti4sn happen rte andicnrealistic anaelyses of w.hat isliely 
to ,appom and establishing benchm~ark Indicators, Input estimates, etc. 
Inu.ev of the more orobable events, 

A$'actor that :an enhance productivity Is clearly defined 
anld 1if~tted qoods, at leatt in the early states Of esalihn th -

aervice. - An -enterprise jevolopment service can conceivabl.y do 
J .. +5+ .... 

-­

+++++ ;++ ;+; 

start mew varieties of ante.-rlest promote more balanced regional 
many thitngs, 1$mravaexaisting++++++++ 4<?; create eamploytent;I*'!:&fr businesses; i 

-

9rovUoth affect IMCOMe dist-ribution, The exteann service mas a ;:##*or
:hanC, Of :Uccos If Itchoceoe ;o2ali'n the beginil and them estoollifs~e 
a fey focussed sub-goals an'd indic stors to measure progreuss, 

flonLto rinq~4m evsluetiom of moot igriculturel *etanslom 
servicos is do In tort,- of numbers - numbers of' viitts, of looms '30 



ijl reamna finvtosaotd of producti. With devel op­

reflect the impact the extention servics~ ishav'nq on the business
 
ZeL'e the commIuity/.Soro ie 


- One indicator that is'universally accepted to measure
 

In thowes*iei uorlde A'>­iprofitability. 


diffticulty wthtthis Indicatoris that Most small 8stawonea entre­
preneur. don't havesany idea of wahat kind of profit they are making
 

(and, Infact, amost do'not separate the finances of their business
 

fom cther Income mining activities), So instead of profitability
 
_ *iffq.availab1l~aAafL-fdicatcnr of-n re~gressaAkA.Andau d-~na~o 

.3comlsm#nt to move the entrepreneur to a level where any figures 
are produced on this .subjoct at all (leaving aside the Issue of their 
gonuins reliability), 

Itis not surprising, Oo'n# that "impact" and "progress" 
must be measeured In terms of simple qulitative indicators and field 
observationr' eports, Twao things are important, frsnt there has .to, 
be "baseline data"#~ which is nothing iwore sophisticated than a seimple 
zhecklist about the appearance and state of the business, and the level 
of business mngement skills when the client firct starts working with 
the extension service, The soand recquiremmnt is that wjhen field 
momitorim7 and client observation occurs, that It also be dome with a 
*sirvle otecklist. In t*his iu*y there isnot' only docu'ientation about 
iwoacto but the same recodseist'for each cliont so that 'they can be 

leceuis the Pro enterprise extension service ins a foreign aid 
Project, there w~a A~tention :igftt from the start to to'ltor output, 
The ettontlon uas$ Coesandable,' but the actual moitoring system turned 
&-it to yiela few useful results. This. Is because~the monitorin 
%yotom -.me brought Intact fromn Kenya ivhet! they onjoyod m~ore Sy 
trosned extension personnel and .ahi;her level oft comercal develop­
seont song t"e clients. The Xonya reporting system was not atdjust:d 
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APPENDIX 1C1~~. 

The: interviewed during the course of
>;Tfollowing9 persons consented to be 

thi eval~huationl and are thanked very much for their co-opera'tion~ anld 

Dube, OfficeV in chargeof usiness AdvisoryMrg. Ualteu Commrial 1 Bh 
Service, Ministry-of~q Commuerce and nuty
 

Mr.. C*. Eger arclay's Sank of Botsamna,
RurlDveopmntOfficer of-I 

Member of',the Board of Directors,' PVP/Botswanal
 

-.Mr. Oohn GrAersant General Manager$,-PFP/Botowane. 

ftr -au .. inhey t rcf-ha-B ta&"- a e.10mffn-Corratior-andDre 
Iof the So1 rd of .Directore; of PFP/0otsanna.- 4Membr 

3ohn Hunterp Staff Member of the InstitUtgefor Development tlnmgsmont
 
of' Botswana$ Lesotho and Swazilomd, and Miember of the
 
Board of Directors, PFP/Botswane,
 

Mir. Maclean Latshwiti, Field Supervisor, PFP/Botowens.
 

Mrs odii 


~ - -Mrs 

MbakayoDirector of Botsana Enterprisus Development Unit, 
and Member of the Board of Directors, PFP/Botswena. 

Mr. K.S. Moloi# Assistant General Manager# PFP/gotowes.
 

Mrs Chris Ngununu, Senior PFP Consultant# Xenye Office.,
 

Mir. Mae O'Dell, Rural Sociologist, Ministry of Agricultur.
 

Mr.. Oohn Plelenieierl Program and Evaluation Officers USAI/otswsna. 

Mlrs ~Oachim 5mct~ah, Senior Planning Officer, Ministry of Commerce 
and Industry. 

fir. Ozzie Schmidt, Technical Officer# Rtural Industries Innovation
firs.Deauty Kenya,-Conter, 

MrsBeutySolsbe, Pormonent.Commegcit Officer, MinistryofC rc 
and Industry# 

Mir. 3meo Stanford, Financial Cantrollero tIIAIO/3otswons. 

Special tthania ore,due to Na.Seheila Lotshvdtl iho asisted Cheryl* Lessen in tho fields 
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PP Trai~ning has Had
Efec 	 Ther Businesmn 

Intervew It irs, £.,Aphiri, Arrow RGstsyrant/Gaere aclr

Mlochudi. (M'rs. Aphiri is the proprietor) e2r,-

Theiclient rootdthat tomost iportantt thngs she )Iegrnod 
frmhrPF coCrs wore howLto keep track of stcad o ott her 

prices inacodac w0th reloss _ government price controls,,She 
aeos ash book and 	other basic records and Produces periodie ProfIt/­

r osseetotomenti. She recort a th't sh nw Wann._1o~Qr i. 
she "kow .hatimovesn. Asked to etimt prfitsbiitj~t &t*.e 

couldnot give that information; -butste estimated that her iles 
before the course weeabout 150 Pl da#ndher sales now about 225, 
The client sold that she used same ofhrprofits to restructure the-

­

store by adding more counter speco, -buying a cooling refrigerator# and 
purchasing more stock. Sh~e addedp however# that 09 ws cur:omfly 

­

4using her earnings mainly to build a house, The client uses comino~cil3 
banking f cilitlog.- ---

Inzoasrvations after the Interview# the fl"P fie4d swoorylor 
who iwonitored her case, mated that ha had seen steady imorovement In the 

-entrorise. There was more stock~, and It was better arranged* T4e 
countors, uhich before were sall hbyadavknhdbe 
The Aohiri tamily *uns two tusinesses. Waort,, husband ind jifo imcyel 
Interchangeably between the two, without any cler delegation of 
tent respnLbility. t4ov Mrs. Aphiri has olostly emerged as V14e 
dectloln-iaker of the Arrow Restaurant and Start#----------­

Intet'viei 2. 	 Leav Resteurert. 0AR -Chibene, Proprietor.
(The Ofterviou uee 'with Pro Chibana's dougntor 

-

U* n@ormally tends the star*.) 

C. Lessens 	 "Doc you receive trainlai; for PI'p?" 

Molint I 	 "lYe." 

C.-Lsoon "0o you ever uise your PFP tmos or tiemlw %sn-torli*'---
Via," trs taoulteh Laot wthYogr-------------

Cligmt I l4o
 
C, Leu~s1Path~7" 
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