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TNS within the context of the FRINE Frogrzm and consi-
dering RPED Pro ject experience to date,

Evaluation ¥ethodology/Schedule

The Evaluation took place from 9 April through 3 Yay 1986. After
three days of initiazl briefing and documentation search at TXNS,
Inc. in Norwalk, CT, the evzluator proceeded to Rwanda where the
remainder of the effort took place. PFirst he exanined the commn-
nents of the Evaluation Score of Work and discussed Project prog-
ress with personnel from OAR/R and TNS/R.. 'When ne interviewed
representative numbers of TNS/R business advizsiry services client
Crief of the Ministry of Industry'es FiZ Studies Division (the GOR
designated Pr:ject Coordinatsr); and officialz 2t collaborat-ve
institutions such as the national trzining center for Rwandan co-
ozerztives, and the Rwandz Chamber of Commerce znt Industry,

The evaluator also reviewed pertinent background documents and
revorts at 0sR/R and ™iS/R. .Debriefing secsions were held with
eacl: of the entities; and this mvaliation Report was, written, re-
produced and submitted to OAR/R and THS/R in Kigali.
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I. EXZCUTIVE SUMMARY

PROGRESS TC DATE TOWARDS ACHIZVING PROJECT OBJECTIVES

1385

From Julv (start of the implementetion effort) through December
1985, overall RPED Pro ject development proceeded much accordlng
to that envieinned in TN S/R'q Wﬂ'f"’r{ Plan, The mmbher of short-
term Business Advisory Services (BAS) outsuts exceeded plan by
37%, witr the increases occurring in the two chro: nologically
earliest target areas of activity: "Client Contacts to Discuss
Services"{ 387 over nlan) and "Requests for Services Received by
THS/R" (1130 cver plaz). T43/R achieved T0% of target in "Ser—
vices Provided Clients." In the last category of BAS, "Assis—
tance Prozsrzme Provaided, " none were planned or completed in 1985.
The same nertained to Mana«ement Asgistance Progrem (MAP) tar-
gets, which reguire longer maturation.

N3/R's "Mraining and Institutional Develoument Component also
met 1985 Jiork Zlan targets, Tne long-term CPA training effort
got under way (occunyrns far more o the Training Snecialist's
time than anticipeted); trzining ve‘at*onsnlps with local insti.-
tutions were escvablished; and tiie Specialist evaluated IVACU's
training act:vivies aad traxners' sikills. Sre a2lso develooed the
scope of work for trhe Insvitutional iNeeds Assessnent survey.

At the 04R/R's reguest, T3 ctroduced tnat stady ir. December 19385

'Y by

and began lie Demond Anslysis study. )
All expatriate staff were present upon initiation of imnlementa-
Tion aciivities; anc 1.ree of an anticiveted five Rwandan ro-
fessionals (irsject Advisors) were enzloyed in 1989. Local pro-
fessionai 2nd zdrinisvrative stalf uaderwent 103 trairning.

1986
The 1z-n~7th 1385 Project Work Plan targets are not divided by
months or guarvers. ‘eVe*qul,ss, 1% is evident that the RPED
Progran acnieved tangible outruts during the January-ﬁarch nerind

covered by th.s revort. With a planned 1386 shift in BAS effort
from "spreadaing the news'" to work for clients, the rate of new
client éontact were tn be nalved. However, an early, but rot zr
unfruitful eifors to co“tact rural coovperatives rather than urbvain
enterrrisac bro‘”“ ne nurber of new-client first-three-montl.
visits tc 645 of tne Jear': soal.  Reauests for ZAS assistance con-
Yinued to exceed znlan. 3eventeen percent of the year's clanned

AS client interventions tocs nlace duriag tue period, in the
fora I aceoutving and managereat cystemns des_gn and rlanaing.
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ITI. PROGRESS TOWwARDS

L - e

ACHIZVING PROJECT 0 3JECTIVES

II-A. TNS PROGRESS IN 1285 (JULY-DECEWEER): FLANNZD VS ACTUAL

IT-A-1. OVZRALL PROGRAM DEVELOPMENT

To 211 intents and purvoses, RPED Project opverations began in
July 1355, some six months behind schedule. Although the Action
NMemo and accompanyineg Project Autihorizavion iemo had been signed
by the Director, 04R R in ovember 1984 and tle GOR/T0S Coovera~
tive Agreement (Accord de Proth) was signed by both pariies the
following month, the Asree:zent was not ratified by the Conseil
Nationale de Développement until mid-June 1385. (The T3 rro ject
Team had arrived at Xigali the previou nonth, with srecial per-
mission of tne OAR Director, An initicsl lzck of in-country of-
fice facilities angd housing forced the team to deiay proiect im-
lemantation efforts untal JUuly.*

from July tnrough December 1385, oversil program develoomant pro-
ceeded much according to tie first six monihs! activity foreseen
in TL3/R's 1385 RFZED Project Flan. .5/ developed its policies
and rrocedures and became rezistered with the Caisse 3Sociale du

Rwanda. Program promosion was extensive, through handouts, radio

and press coverage, and initial contact visits to potential e¢li-
ents, External Prsgram reports (Financial, "1388 Work Plan" and
"1985 Semi-Annual Report (July-Decenber)") were submitted to the
OaR/R == tre lszst in darch 1985. Stasdard and internal reports
were sucnitted to TN3, 'Inc. on a timely tasis. No meeting with
tne signatorzes of tiae Cooverat-ve Agreenent was held in 1985;
tre first took place in January 1986.

II-A-2. PROGRAN CONPO!ENT DEVELOPMEL

Pursuant to trhe Work Plan, implementation of the three Program
Comnonents got under way during the last half of 1986: (a) Nanage-

¥ Therein 11
of the R-ZD T "
of mcst IVU proarams the evaluator hnc acs2ssed -- and refliectis
bota overoptimism by the PVO and AID and 2 failure to scnedule
sufficient time for processing finzal anprovels inrough the host-
government and for the PVO to cet its "sea legs.™

es a lescon for TNC and 03R/R. The delayed start
rs)e 5 otyrreal of the behind-schedule commercement
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ment Services, (b) Training/Institutional vevelopment, and (c)
Stgdies/Policy Anelyses, ot under wey during the last half of
1985.

II-A-2(a) Management Services Comvonent

As enticipated, the Management Services Component formed the core
of the RFZD Program effort, with (1) short-term Business Advisory
Services (BA5) getting off %o a fast start and (2) the longer-
term Management Assistance Frogram (NAP) effort in an initial
stage of development, preparatory to provision of T/A (scheduled
to start wn 1986) to the first AP clients.

(1) Business Advisory Services (345)

The 1955 Vicrk Plan wzs fellowed through snecialist

Drisec a2nc conperatives after initial coordinaiion witi. MITIVART
Sinistry of Industry/Artisons), wainiztry of Coope ives and tThe
CCI, Chzmber oi Commerce and Industry. Planned vs actual BAS out-—
Duis are comrzared below:

visits to erter-

1985 ZUSINESS ADVISORY SIRVICIS OUTPITS Jork | Actual
| S oo Flan 1985
Tarcet Catesory
0 Client Contacts tc Discuss Services 50 639
0 Rejucests for Services Recexrved 3 17
0 osServices Provided to GClients
—-—- Proiect Analyses 4 4
-— Project Planming 2 0
-- Project Systems Desim 4 3
0 Asslistance Prosrams rProvided
-— Project Implermentation Assistaonce 0 0
-- Project Participant Troining 0 0
-— Yroiect Ferformance Monitorines 0 0
Totzl Qutnuts 68 93

ir 1989 exceeded Flaa by 37%#
ccurred in the two chronolo-
ivity: "Client Contacts to
vs 50); and “Heguests for
). In the third cate-
" TNS attained 704 of target,
In that category, four

Overall, the number of BAS cutputic
(93 vs 66 pianmed). The increasecs o
gircally carliest target arecac »f act
Discuss Services," 385 over vlon (62
Services Received," 113% over plan (
g ry, "services Provided to Clients,
with seven interventions vo ¢ nne
"Froject Analyses" were made vo four tlonned: taree "Froject Sys—
tems" were designed vs four planned; 2and no "troject Plans" were
develoved for clients, vs tws nilanned. Ac for tne last target
catescry, "acsushonce lrarrass DProviied, " none were either planned
or comrletea 1 1 Indivaidunl 240 assiganents averaged 195-23
person-days of T vecialist activity,

s EG )



(2) Management Assistance Programs (1:AP)

THS's MAPs provide longer term, often wide-ranging management as-—
Sistance to selected pnterbrlses/lnSuwtutlons Before initiatin
MAP efforts, TNS/R must first have an adequate nuwnber of Rwandan

staff specialists (Project Advisors) trained and available for

long—term full-time assignment of six months or more. Such as—
signment uoualWJ involves the person's TDY relocation on-site,

MA?P efforts, therefore, take far longer to crystallize than do

BAS efforts. For those reasons, no MAP cutruts were planned for

1985:

1985 MANAGEENT ASSISTANCE PROGRAM OUT:UTS | YoTk | Actual
Plan 1985

Tzrzet Catecorv

0 Project Agrecments 31gned for Services 0 0

2 Servicees Frovided to Enterprises
-— Project Anolyses 0 0
-= Feaszibilisy 3Studies 0 0
—~— Business vlans 0 0

o sumber of Active Projects O 0

II-A-2(%) Training a2nd Institutional Develooment Comvonent

r trhe Traini:y

The 85 Work Fl czalled o ing EClall°t to concern
trate 1nitial efforts on tae formal, long—terv {three-years pLus)
Cr4 (Accountant) Tralnins rrogram; prep JETLNT trhe scone of work
for an Instritutional ¢rvu/ regarding T.3's training ectivivy; and
develo ing collaborzi:ve relationshins with local organizations,
These were ucc'w"w*llsi'.ed, with the first activity —— CPA Training
Frograrn occupying a larger proportion of the Specialist's time
thian originally conten lwted

The Swmeciuligst'c collaborniive training activities included con-
tacts witn several entities including: IwACU, the training center
Ior coonerntives; Chomber of Commerce and Industry (CCI), Rwandan

Development Bank (BRD); Bangues Populaires; and others. In Decem-
ber, Ti3/R completed 1i5 farst collaborative training assignment
wiien the Training Speclelizst devoted 11 days GValuat*ng INVACU's
vraining activities and developing recomnmendations to strensthen

the vprosran and freainers' scoallc As a result, THNJ may conducst
Two "Iraining of Traznorgs® cFo*‘t pDrosrams 1n 1386,

ployment of initial RHwandan professional staff members,
v e conuucued training for the new employees in
1l opelloseny, and in the use of microcomputers,

II-a-2(c) oiudies 2 0i Folicv Aroivrsis Jomvonent

This activity iz int

:nded to produce studies and analyses of the
Rwandan orivate en ry ve

rprice ervironment and development of an












Ti'S/R to undertake a detailed analysis for the client; and (b)
development of a comprehensive Agreenent Zor Services specifying
in detail the tasks and resvonsibilities of each party."

By Mzrch 1986, TiNS/R had identified one potential MAP client,
SOCORWA, a Kigali-based coowverative of the handicapped that manu-
factures and markets men's clothing =2nd uniforms for institution—
al and commercial clients, aad curtvains for commercial clients.
SOCORNA has been a TNS/R BAS client; it received a plan for reha-
bilitation of the Cooperative on 17 Aprril 1986. If its Board of
Directors accepts, SOCORWYA will beccme TI3/R's initial MAP client,
and one of the Program Advisors will be assigned full-time to the
undertaking for aporoximately siy manths,

II-B-1(b) DIrainins and Institutional Development Component

e

Under the Work Plan, the primary activity to be taken by this com-
ronent early during 1986 is the CPA Training Program, with expec-
tation that the trainees azd subcontractor would be wrlarterd and

a contract signed with the latter bty the end of MNarch. The selec—
tion vrocedures for bcth trainees and subcontractor have proven
more complex and time-consuming than originally aniticivated and
the Narch target date was not met., At z1 X

nor THS/R articipated start of the CTA Training Program uatil

the summer, Hence, sigrif:icant innuts of tie Trzining Specialist's
time will continue 1o be reguired for tnal task throush the nex
several months.

o R
adA

The 1356 Work Plan also czlls on TIH3S/R to further plan and develop
its instztutional relationshics and collaborative training activi-
ties during the 12 montihs; and provide management services and
staff training/development assistance to at least five institu-
tions. Under the Plan, TW3/R also will begin conducting seminars

and short courses.

[ e]

TRAINING/ISSTITUTIONAL DEVELOPL 7T .3‘595_3 AC;?‘?

SERVICZ OUTPUTS, January-HMarch 138¢ | Ror:* | —Jai-
! Plan |March

mxternal Training Actaiv:ties

0 RHeguests for 3ervices Received 12 4

0 3ervice Afreementc 31i.ned g 2

0o Collaborative Courses and Seminars 3 1

o Conculiing Jervices Arranged 2 0

o TS Seminars and Courses 3 0

Internal Training Activitioce

5 3taff Training 3ecsions Provided 15 8

o Iraining Documents Developed i 0

11






II-C. RZILATIONS WITH QAR/HVANDA AND THE GOR

Because the APED Froject is a Coorerative Agreement, not the nor-
mal OPG that a PVO like TN3, Inc. concludes with AID the 0AR/R
has played an wiusually close collzborative role throughout Pro-
Ject design and tne first nine mowth of implementation, Such
collaboration has been continuing ocrtive and frank; and over-
2ll relations between THI/R and tnc UAR/Q are guite good.

r tor"“ of the Cooperative Agreement, the GOR has designated
vresentative to work closely in 1131gon with TiS/R during
project meW ementation. The official, Chief of MINIMART's PyE
Studies Division, meets periodically w1t“ TN5/R personnel and
participates 1n pertinent decisions

13
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+ - o : ; . : b
¢ile rest oI APID Froject activity. Through occasionzl use
of TNS/R's long-tern eXpatrizies; ithe new medium—term Na-
nagenent/Crganicatisn and dlarketing Specialists Lo Pe
fi21d2d in the oncomin~ montns; snori-Term speciallztz rao
cruitas oy S2E520S o gpecililc suDjects; and RAwandan Pro-
Ject Advicors —— B53/2's seniner and course activity could
Provide a dramatic impeius To private enterarige devel o p-
dent n hwanda.

IZI-A-3. STh797 4ND FOLICY AVATY/ITS CONTONENT

See Section 11i-L, "Prigrisiz, faor MNE Studies," Tor details

0L modificoiionez inm Tle Project Parer aroroach To Tthiz Component

llecessivaten ©y chinged cond-iioneg and project experience

To data,












ing, agriculture or a related fielg —- stipulating that one is
to be an Agriculiuralist/Agriculiural Advisor with Rwandan ag
extension or »roductior. exverience, and that the resi are to be
"Project Advisors" with "good knowledge of bookkeeping, basic
accounting and business education, or exnerizice to ensble hepn
Lo provide business extension services to enterprises, primerily
%p the area of accounting. " TNs/R's 198¢ Work Plen furiher ra—
iines the dlSClpllnes_deslred; it calls {or three Accountansys,
LWo dManagement Generalistis and the Agronomist/Asriculsuralist,
The two current Project Advisors are secondary sohool gradusase
(fronm Groupe Schnolaire de Bataré), have worxed Tor 1-2 years T
the BRD with client enterprises, and eariier had been eénloyed
by a private printer us accountants. THNS/R's exvatriztes rate
them highiy in 2 , motivation, int nce znd effort.
views with the P Advisors reenforce
here
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TNS/R is adjusting unwards the pay scales for Prcject Advisors.

ITI~C-2. STAFFING RIHUIRTIZNTS FOR Z(PAUSIOH

LATU OT= X TARGST 23545 OF S0aCiiLiZilrow
TNG/R's initial activities have concentrated on setisfying a pri-
mary exzressed ne2d of Rwandan vrivaete enterprise: assistence in
in finence and accouniing.,  This Forumative mvaluztion, conducted
S0 20rly 1n une I:72 of tne RrID Project, anpears fortuzitously
timed, Dor THI'R and 0AR/R accertance and gneedy iztlementation
ol 1%3 recommendnition taat TNS/R augrent 13s current areas of
expatriate expertise -- and thuc cover add:istional areas of Rwan—
aan privaie entarprise need -- tp sifnilicantly increase outnuTs
QuIin; Tae remcinder of tne Froject and furtier ensure its
suceceLs,
The RPID Project's Logical Frameworx Deslen MNasrix (Logframe)
1vs5ell envigions a diversity of fuactional-aren technical supzort
w0 Qwandon private enterprise. The firss Two Znd-of-Projecs La-
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A Prodiction Technologies Svecialist might zost effecsively bve
23signed o The RPED Project cn 2 ~hori-term pasis. Preregui-
sise to The sveciralist's recrui werv wolld be a subshantial

MAP assignment, or a contract %o prléttlge a large agri-related
enterprise such azs OVIZAR., )

Procurement Services 455istance Drodably could bpest b provided
To Rwandan entvarsrises sn = tackstoupins basis Trom Tii3/Xenya or

T¥s, Inc. '
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program -~ vhat might overlap porvions of TXR/R's Project-Faper
mandase to premare studiss "Io susport = policy dizlogue with ihe
GOR on major issues affeciing vrivate enterorise." DPRIME siudases
may include several nosad in its Pro raw issistance Approval Docu-
ment (3eptember 198%): (2) an 1nducirial incentives study; (n)
policy reform/divestiiturs siudies:; (c) analysis of nhousencld bud-
get survey data; and (4) sta? suvvors For tne 33D,

OAR/R, conscious of the povenvial for overlarping effsrts, alrezdy
has moved tre Nguity Participetion Fund 3tudy, originelly schedul-
ed to be periormed by TNS/R 1n conjunciron with the Spvecial (Fua-
ranty Fund Study, over to the PRIMXY Prosect.
TNS/R, 20ua_ly conscious of Ine poTtential ctroblen, Wisely has de-
cided %o Zocus whe 3tudies/Pol:icy Analysis Component of its Pro-
Jeet activity on "aprlred" rerorts and manuals that will nelp
prepare tne ground cirecily for the more efactive/2 ficiert ac—
complishiment o specilic tlanmed outpuss.
e e o . - -

for taat reascn, TW3/R currenlly 1o contemplating studies and
Canuals Ivom among the following noscitilities:

0 KMarketing Activitizs and leeds in Rwanda (13 T.z2T be done

S an 1niilal Froject eflort by the new, redium-‘term Novr-
ketins/Distrivusion Svecialict);

0 Crzzntzation and Management in 3wznda (2g2in, zs 2 possible
init:al elfort by tha new, medium-lerm Vaszcament Sneciapliet
Tropesad 1n Section ITI-C of tThis renori);

o Develozment Potential for Agro-Industries in Rwenda (by an
"outz:ide" shori-term consultant);

0 Feasitility Study ¥aznual for T duperatives;
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0 HMarkeiing iianual for FiEs/Cocperatives: a

0 Manual of Effective Bucinsss lanagement and Orgznization
(theze two manuaiz coulﬁ DT ouvIrowins of the new Special-—
1535 imitial sualtec);
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During thoe shori-tern fuzsure, TN3/2 and 0AR/ should meet to
priorztize ine comnonents oI tne 1ist, 2nd establish an implemen-
Tation timetable for those accordad top oriority,
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