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The RPED Project
 

Technoserve's (TNS's) Rwanda Private Enterprise Development (RPED)
Project 696-0121 is designed to promote private sector growth

through direct technical and management assistance to small and
medium enterprises (SMEs). It has three main components: (a)

management services to 
SMEs in the form of short-term business ad­visory services and longer-term management assistance programs;
(b) training and institutional development, through collaborative
activities with RwEuidan institutions, seminars and courses, and a program to train Rwandan CPAs; and (c) studies and policy analy­ses pertinent to project implementation and the growth of private
enterprise in Rwanda. 

The Project has a four-year life, currently from August 1984
through July 1988. However, it-got off to a late start and Pro-
Ject implementation commenced on 1 July 1985, nine-plus months
before the start of this evaluation. The RPED Project has a
$4million funding level,
 

Objectives of the Evaluation 

Because the Project represents a trial effort to assist a new
sector in Rwanda which may, by its nature, require a considerable
 
amount of fine-tuning to respond effectively to local needs, AID
is having it implemented through a Cooperative Agreement, to pro­vide for maximun flexibility and for substantial involvement in
project implementation by the Agency. 

The aim of the "Formative" Evaluation of TNS/R's RPED Project, of
which this is the report, is to assist OAR/R and Technoserve to
 
evaluate the first nine months of project implementation and toconduct an initial assessment of the appropriateness of Project
doeign parameters. The Evaluation Scope of Work called for exami­
nation of the following points: 
1. TNS/R's progress towards achieving Work Plan Objectives from


July-December in 1985 and January-'March 1986. 
2. Specific policy issues related to direction and orientation 

of the Projects
a) Are Project objectives appropriate, given the Rwandan
 

private enterprise environment?
 
b) Are the client selection criteria appropriate?

0) Are the staff levels appropriate?

d) How can the Project measure its impact?
e) Recommend priorities for the studies to be undertaken by 
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TNS within the context of the PRIY'E rocr _2 and consi­
dering RPED Project experience to date. 

Evaluation Methodolog v/Sche dl e 

The Evaluation took place from 9 April through 3 Yay 1986. After 
three days of initial briefing and documentation search at TWS, 
Inc. in Norwalk, CT, the evaluator proceeded to Rwanda where the
remainder of the effort took place. First he examined the compo­
nents of the Evaluation Scooe of Work and discussed Project prog­
ress with personnel from OAA/R and TNS/R., Then ne intervaewed
 
representative numbers of TNS/R business advizcry services clli_ .,
 
Chief of the Ministry of Industry's RM7IE Studies Division (the GR's
 
designated Project Coordinator); and off icial-z a' colaborat-vc
 
institutions such as the national triin[ 
 center for Rvandan co­
o-eratives, and the Rwanda GLsaber of Commerce an_ Tdustry. 

The evaluator also reviewed pertinent background documents and 
reports:; st O.xR/R and T-:S/R. Debriefing sessions were held w:th 
each of the entities; and this Eval.ation Report was, written, re­
produced and submitted to OA-R/R and T:'S/R in Kigali. 

ii
 



I. EXEC UTIVE SUMM AR Y 

PROGRESS TO DATE TOWARDS ACHIEVING PROJECT OBJECTIVES
 

1985
 

From July (start of the implementation effort) through December
 
1985, overall TPED Project development proceeded much according


t..... T/ Wo Plan. The nu:rrh of short­
ter. Business Advisory Services (BAS) outputs exceeded plan by

37%, ,rtr th increases occurring in the two chronologically
 
earliest target areas of activity: "Client Contacts to Discuss 
Services". ,8 over lan) and "Requests for Services fReceived by
T-%,S/m (113 o pla:). n_,/R. achieved 70L of target in "Ser­
vices Provided Clients." In the last category of BAS, "Assis­
tance Pro:r.= Provided," none were planned or completed in 1985. 
The sa:me Periained to hianapement Assistan-ce Program (MAP) tar­
gets, which recuire longer maturation. 

T:7S/R' s m'-raining and Institutional Develo-oment Comonent also 
met 1985 7ork -lan targets. The lon,-term CPA training effort 
go't under -;;ay (occupyng far more of the Training Secialist's 
time than antlicina-ed); ra:.n relatlonslii-s with local insti-­
tations were established; an-d the Specili_:st evaluated IWACU's 
training act'v-ies a..d trainers' skills. S11e also developed the 
scone of work for the Ins-itutional Needs Assess-ent survey. 
At the OARhR's reauest, TL1S uroduced tnal study in December 1985 
and began t.e Dea-nd Anaysis study. 

All exiatrate staffr' ",,ere present uoon initiation of L-nmlementa­
tion act:v-_ tes; and -- ree of Pan anticirated five Rwandan pro­
fessionals (Eroject Advisors) were e-nloyed in 1985. Local pro­
fess.onal and a'inis-rative staff un-erwent _., training. 

1986
 

The 1936 Prcject Work Plan targets are noL divided by 
months or quarters. .qevertrieless, it is evident that the RPIED 
Progr-. acnieved 7tanE--ble out.ruts during the January- niarchueriocd 
covered t,-th-s reTort. With a planned 1986 shift in BAS effort 
from "sore ading the news" to work for clients, the rate of new 
client contacts were to be halved. However, an early, but r,:,t er 
unfruitful effort to contact rural cooeratives rather than urbi.n: 
ener:.risos brout"-" t'e n:urber of ne''-client f.rst-three-month 

7oal.visits to 64,; of tne year's Requests for LAS assista.ce con­
tinued to exceed rlan. Seventeen uercent of the year's lnned 
BAS client interventions too:. 'lace during t..e period, in the 

-form Df acc-.-_ing and maunage.,ent sys e..s desgn a -1ar-d ­
,- o e ... a~,] l _un~ c,, 

http:assista.ce


By the end of March, a potential MAP client had been identified

andpreliminary discussions started..... (Two MAP clients are to be 
signed up in 1986; the first by mid-year.) 

Training/Institutional Development outputs also were generally
on target through March 1986, with 40% of the year's service ag­reements signed; one of an anticipated three collaborative semi­
nars was undertaken (sessions presented to development officers
 
of the Protestant Council); and requests for training services 
came in at a high rate. However, none of three TNS seminars to
be conducted during 1986, or the two 'training consulting services 
to be arranged during the year, took place during the period, asthe Training Specialist continued to spend large amounts of time 
on the CPA Training Program.
 

TNS/R's 1986 goal to complete its Rwandan professional staffing

was was set back when one of the three Project Advisors departed

to take a high-paying job for a multilateral agency -- leaving
four vacancies in that position. TNS/R continues try toto fill

the gap. It has completed its. key administrative staffing.
 

POLICY ISSUES 

Apnrovriateness of Pro.:ect ObJectives
 

Nine months of Project experience indicate that the Rwandan busi­
ness environment may be more primitive and the local small and

medium enterprise (SME) sector is far less extensive than origi­
nally anticipated. In all, 80-100 enterprises (20%-25% of which 
are public or mixed) have more than 30 employees, and employ a

total of 14,000; while small enterprise is dominated by farming,
 
commerce and service industries. 

Rwandan Drivate develovment faces basic restraints that have and 
will continue to influence implementation of the RPED Project,

including: shortage of educated personnel (only 2% of the populacehave gone beyond primary school); agriculture is primarily sub­
sistence and could not presently generate sufficient surplus for
local processing nor increased demand for industrial goods; the
small internal market and low per-capita purchasing power limit
investment opportunities; and great transportation problems.
 

TNR/R has thus far been unable to find, as a longer-term potential
MAP client the medium/large agricultural processing enterprise
that TNS programs in other developing countries have helped so 
successfully. The firms that process Rwanda's key agricultural

commodities are public or mixed. 
Although the Government of

Rwanda (GOR) is interested in privatizing many, the process almost
 
certainly will be long. 
Of 400 or so official, registered private

cooperatives in Rwanda, 80 are Banque Populaire savings and credit 
coops, and the rest are overwhelmingly marketing oriented. Al­
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though some may engage in minor artisanal sidelines, very few
 
are-believed to have allied processing enterprises,.
 

Because of the priority placed by the GOR, RBD, OAR/R and
TNS on private agri-business development, the evaluator re­
commends that TNS, Inc. recruit, on a priority basis, a
 
specialist to conduct a six-week survey of Rwandan ag­
related private enterprises and recommend those appropri­
ate for MAP intervention. 

Further to help ensure significant RPED Project impacts in the
 
BAS and training areas, it is recommended that TNS/R expand Pro­
ject assistance to not-yet exploited sectors including the
 
service industry (hotels, restaurants, banks, etc.) and quali­
fied commercial firms -- that are important to Rwanda's private
enterprise development. Indeed, the manufacturing, service and
commercial sectors often overlap (sometimes within the same firm)
and BAS and TNS training seminar activity in management & organi­
zation, marketing, financial planning and other key business func­tions can be individualized easily to meet the specific needs of
each functional beutor. 

TNS/R Work Plans for 1985 and 1986 have undervalued the potential

impact of TNS training courses conducted for the fwandan business
 
community. 
A sizeable increase in their number (and a broadening

of their audience base) is called for duri.ng the rest of Project
activity -- through occasional use of TNS/Rts long-term expat­
riate specialists, new medium-term Management/Organization and

Marketing Specialists discussed below; short-term specialists re­
cruited for specific sessions; and Rwandan Project Advisors. 

Aoropriateness of Client Selection Criteria
 

Current TNS/R client selection criteria are appropriate end flex­
ible; they will not hinder or limit the omployme.t incidence call­
ed for in the Project design, or by the expansion of TNS/R assis­
tance to the new, not-yet exploited private sector areas recom­
mended above. The criteria, therefore, do not require adjustment.
 

ProleotStafC 

Position descriptionv for expatriate staff are short and general;
they should be expanded into fully detailed job descriptions, in
view of potential gaps of responsibility and the contemplated en­
largement oC expatriate staff. Adjustments need not be made in
their job qualificatlone summaries. Expatriate staff levels are 
sufficient for current Project concentration on financial/account­
ing assl.stance. 

However, there is general agreement that the Project should expand
its areas of expatriate expertise as soon as possible into two 
others cited in the Project Paper and aubstantiated in the recent 
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Demand Analyisis study: Marketing and Management/Organization.

Analysis of Project Budget vs actuals indicates there is suffi­
.ient underspending in the Expatriate Specialist line items to

finance fully the two additional specialists for 2-21 years eauh.
As for other expertise that may be needed: a Production Technolo­
gies Specialist'might be assigned on a short-term basis, after
receiDt of a substantial MAP assignment; and procurement services
eiszstan.ce normally can best be provirded through backstopping
services from TNS/Kenya and/or TNS, Inc. 

Currently, with two Rwandan Project Advisors on staff and a third
 
-- an Agronomist/Agriculturalist -- scheduled to 
join the begin­
ning of May, TNS/R is only half-way to its goal of six local pro­fessionals. The current Project Advisors are rated highly in
ability, motivation and effort; some of the Advisors to be re­cruited should possess other functional areas of expertise. Pay
soiles are being adjusted upwards to better retain local staff.
 

Measariing Project Impact 

For micro-economic interventiono of individual RPED Project as­
sistance--small-scale, practical measurements are most appropriate.
Section III-D of the report recommends and details three such sur­
veys: (a) Impact Survey of BAS clients; (b) Impact Survey of MAP
clients; and (c) questionnaires to be completed by participants atT.S training seminars and courses. 
The first two would be conduct­
ed as part of the Project's formal mid-term and end-of-project

evaluations, and separately as OAR/R and TNS desire. 
The last
 
woul be distributed at the end of each seminar/training course.
 

Priorf'ties for the Studies
 

The subject areas of studies to be undertaken under the T/A compo­
nent of the naW PRIME private enterprise project potentially may
overlap 'some cited in the RPED Project Paper. For that reason,
boh.OAR/R and T,%S/R are aware of the need for changes in RPED
study approach and priorities. The evaluator acrees with TNS/R
that the study component of RP3D activity should henceforth focus
 on "applied" reports and manuals that will help prepare the ground
directly for the more effective accomplishment of specific planned
Project outputs. The TINS/R list has been expanded sli htly by the
evaluator (see report Section III-E for details). TNS/R and OAR/R
should meet in the near fature to review, prioritize and time­
sedule ti components of the list. 

4
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II. PROGRESS TO 7ARDS
 
A C H I E V I N G P R 0 J E C T OB J E C T I VE S
 

11-A. TNS PROGRESS IN 1985 (J-JLY-DEC_:BER): PLANNED VS ACTUAL 

II-A-l. OVERALL PROGRAM DEVELOPIENT
 

To 
all intents and purposes, RPED Project operations began in
 
July 1985, some six months behind 
 schedule. Although the ActionMdemo and accompanying Project Authorization MIemo had been sinedby the Director, O.,_R,R in ::ovember 1984 and t1e GOR/T-;- Coorera­
tive Agreement (Accord de Projt) was sigEned by both parties the
following month, tne A ree-ent was not ratified by the Conseil:;ationale de Developpement until mid-June 1985. 
 (The TU3 Project 
team had arrived at Kigali the previous month, with s,ecial per­
mission of the OAR D_rector. An initial lack of in-country of­
fice facilities a'nd housng forced the tearn to delay pro.:ect im­
zlementation efforts until July.*
 

From July throu~- December 1385, overall! program develo-pment pro­
ceeded much accordin7 to th.e 
frst six months' activity foreseen

in :Ls/R's 1985 RFED Project Plan. T7"S/R developed its policies

and procedures and beca-e registered with the Caisse Sociale du
 
Rwanda. Pror=a: promotion was extensive, throughl handouts, radio
and pjress coverge, and initial contact visits to sotential cli­
ents. External Program reports (Financial, "1988 liork Plan" and
"1985 Semi-Annual Report <Iuly-December)") were submitted 
 to the
O.2/? -- the last in :uiarci: 1986. Standard and internal reportswere su 'itted TNS, a timely Noto 'Inc. on basis. meeting with
the signatories of the Coorcrative Agree-ene was held in 1985; 
tne first took place in January 1986. 

CO1,IPO 'II-A- 2. PROGR.AM X4X- ' . 2 DEVaOPME!1T 

Pursuanz to the Work Plpn, imclementation of the three Program
Comonents got uLnder war during the last half of 1986: (a) Manage­

* T herein lies a lesson for 1-1N, and OAR/R. The delayed start 
of the R9ED Fro jec; i: tynica l of the behi-nd-schedule comme=nce-2n 
of moSt 1PVt) Orram'Ts the evalsator has assoosd -- and reflectsbotn overoptimism by the PVO and A.) and . failure to scedule 
sufficient time for processing final approvals through the host­
governnent n.d for the PVO to -et its "osea legs." 
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ment Services, (b) Training/Institutional Development, and (c)

Studies/Policy Analyses, got under way during the last half of 
1985.
 

II-A-2(a) !V-anaemrent Services Comronent 

As anticipated, the Management Services Component formed the 
core

of the RPED Progra-m effort, with (1) short-term Business Advisory

Services (BAS) getting off to 
a 	fast start and (2) the longer­
term Management Assistance Program (MAP) effort in an 
initial
 
stage of development, preparatory to 
provision of T/A (scheduled

7 1986) to IAPto start .- the first clients.
 

(1) Business Advisory Services (BAS)
 

The 1985 icrk Plan was followedthrough s'eciaiist visits to 
enter­
prises an,-, coooeratives after initial coord"ninat
u ,on_t." rI:TIART

(::inistr:....f"Inrus~ry/Arti~ itry of Cooperatives a-d the
..... 

CCI, Chamber of Com-erce and Industry. Planned vs actual BAS out­
puss are comared below:
 

1985 U ADVI33RY SERVICES OUTPUTS -York Actual
---- _ Plan 1985
 

Tar,-et Catecor r
 
o Client Contacts to Dzscuss Services 
 50 69
 
o 	Rez.eszs for Services Received 
 8 17
 
o Service: Pro vide to lie"Its
 

-- Project AnaiIyses 4 4 
-- Project Planin2 2 0
Pro-iect Systezs Desiji: 4 3 

o 	 Ass±szance Pro,ras Provided
 
-- Project Imrnle-en-nation Assistoance 
 0 
-- Project ParzicipPnt Trazning 	 0 

0
0-- 'r~o ect " n nerfor.ance,torin-	 0 0 

Total Outhuts 	 68 93 

Overall, the numbcr of BAS outrputs in 1985 exceeded Flan by 37/a
(93 vs 68 planned). The increases occurred in the two chronolo­
gically earliest target areas of nctovity: "Cliunt Contacts toDiscuss Services," 38- over -i,-n (69 vs 50) ; and "ieuests forService.- Received, 	 ....


Servces ecei e 113'- ovrpn (17 vs In tiie8). 	 thiri cate­g~ry*,,, 1"Serv-_ces Provided to 
 ltaine 70 of taig
with seven interventions s - la nned J0. In that category, four
"Project Analyses" were made vs four :lnnred; trhree "Project Sys­
tems" were desigruned vs four l:r!:Laed; and no "Project Plans" were
developed for clients, tw;aDvs As for tne last targetl
cateo-:: ry, "n......snce I rr -s 'rov-, " none were either ulanned 
or c-M-leted in 15j5. In/vid YA.- -g'ments
person-days of Ti'3 s-,ecialist ac 

'--_ l averaged 15-2;
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(2) Mana-zement Assistance Programs (i!AP) 

T-NS's rIIAPs provide longer term, often wide-ranging management as­
sistance to selected enterorises/institutions. Before initiating

MAP efforts, T%S/R must first have adequatean 	 number of Rwandan 
staff specialists (Project Advisors) trained and available for
 
long-term full-time assigrunent of six months or more. Such as­
signiment usually involves the person's TDY relocation on-site.
 
MAP efforts, therefore, take far longer to crystallize than do
 
BAS efforts. For those reasons, no IdAP cutous were planed for 
1985: 

1985 MA.;'AGE.:NT ASSISTANCE PROGiAIr OUTPUTS Work Actup!
F I!an !985 

T-ret Categorv 
o Project AgCreements Signed for Services 0 0 
o 	Servces Provded to Enterorises
 

Project Analyses 
 0 0 
- Feasibili-y S tudies 0 0 

-- Business ).lans 0 0 
o i'iUmber of Active Projects 	 0 0 

Il-A-2(b) Traloin- and Institutional Develooment Comoonent 

The 1985 ,;ork Plan called for the Trainin Secialist to concen­
_or-strate :.ni; ia -- onta'nor longter (ree-years C-Ius)

CA (Acco.tant) iranin Progran; prenarinr the scorne of work
for an !nstuiiona17 3urey regarding TiS' s..raining activity; and
developin g col!aborat-ve re2ationshzns lvath1 ocal organizations.
These were _th the first activity -- CPA Trainingaccom!ised, .­
P-rogram: occupying a larger proportion of the Specialist's time 
than ori.ginally contemolated. 

e 7,rc t " t ive ic vitt es included con­

tacts vn severs.. entties inciudin' ,: I,,ACU, the training center 
'o coo-erat:.ves; C....er of Commerce and !nd'zstrI (CCI),

Develoomnen Bank (BRHD); Bansues Populaires; and others. In Decem­
ber, T-I'3/R comleted 1us first collaborative training assi ment 
when the Training Speclist devoted II days evaluating I,','ACU's
training activities and devcloninC, recommendations to strengthen
the orrm and tra.ners' s,,-ils. As a res;ult, TIN miy conduct 
,v.'o ":..Ting- of Trainers" short nrora-ns un 1,86. 

With 	 the em']loy-ent of initial iRwanrjan crofessional staff members,TS/{' s r3xIotriate2 conducted trainng for t.e eo 
T,S methodology ani :.os:-:y, and in the use of rnicrocornuter s. 

I-A- 2( c) ,Jtu _C ' , :-o. •, . om en 

Thisn',-acti.vity i- intended tn ,.r)d-uce studies andI 'nr iva t-C, 2--er,]±r a-nalyses of the 
R...... Iand e en.vurorent development of an 
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information database concerning such enterprises, and guides to
Program implementation and modification,
as the basis for a policy

dialogue between OAR/R, TNS/R and the GOR. 

1985 activity in the component was planned at a low level, with
 
only one study to be completed. The study, Institutional Needs
Assessment, evaluated opportunities for TNS/R collaborative
 
training activities with Rwandan institutions; prepared by a
Rwandan consultant, it was published in French by TNS in December
 
1985. At OAR/R's request, TNS/R rushed to completion a Demand
 
Analysis study prepared by a consultant from TNS/Kenya thatexa­mined specific needs for the services offered by the Program.

That report was published in English in January 1986.
 

I-A-3. PROGRAM PERSONNL
 

TNS/R accomplished its 1985 personnel goal by establishing a core
 
group of qualified, professional staff members to implement plans
of the RPED Program. 
The Work Plan called for an active, on-site
TNS/R 	complement of three expatriates and six local nationals.
 

As noted earlier, the three expatriates: Program Director, Busi­
ness Advisor ad Training Specialist, arrived in Kigali in May
1985. With Program operations beginning in July, three Rwandan

professional staff were employed during the remainder of 1985;
 
an Accounting Advisor in September, and two Project Advisors in
December -- all with educational backgrounds in accounting and

finance and previous private sector experience. TNS/R was unable
 
to fill an Agricultural/Agronomy Advisor staff vacancy during

the period. Two administrative positions were filled in September
 
-- a Secretary-Receptionist and Planton.
 

I-B. 	TNS/R PROGRESS DURING TH3 FIRST QUARTER OF 1986:
 
PLAMNED VS ACTUAL
 

According to TNS/R's "1986 Work Plan" (dated December 1985), 
the
12 months are to witness finalization of a fully operational RPED

Program; "This will involve the employment of a full complement

of.appropriately qualified staff, the establishment and furnishing

of office premises, the fall development of office procedures and
the acquisition of required Program equipment. 
By the end of the
 
Plan period, it is expected that the office will be in full opera­
tion and there will be six Rwandan professional staff members

working alongside the three expatriate staff members." The Work
 
Plan also calls for TNS/R to work closely with OAR/R's PRIME
 
Program, thus avoiding duplication of efforts and ensuring coordi­
nation of the two private enterprise initiatives.
 

The "Formative" Evaluation of which this is the report was con­
ducted in April-May 1986, a time when monthly RPSD Project data
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were available through March. 
Thus, this section of thereport

is limited to 
assessing three months of actual performance vs a
 
12-month 1986 Work Plan that seldom quantifies a-nticipated efforts
and results into monthly, quarterly or semi-annual targets. As a

result, the 
evalua~or generally lacked specific three-month bench­
marks for measuring planned-vs-actual performance. 
 It is clear,

however, that, in terms of activity and outputs, the Program has

made a good start towards meeting its 1986 goals. 

II-B-1. PROGRAM OOMPONMIT DEVEOPMENT
 

II-B-l(a) Management Services Comnonent
 

(1) Business Advisory Services 

The Program Plam for BAS activity calls for a 1986 shift from
 
"spreading the news" to 
a more focused effort -- providing advi­
sory services to potential clients identified through contacts
 
uide with vuiuus Rwedand institutions during 1985. For that
 
reason, the Plan set 
a 1986 target of only 50 initial client con­
tacts to discuss services -- the same number as planned for the
 
last six months of 1985. The Plan anticipates a significant in­
crease in requests for BAS services during 1986 from enterprises

contacted in 1985 and from new contacts. 
And, based on 1985 ex­
perience (and staffing pattern), it anticipates that accounting

systems would constitute a prime area of demand. 
Therefore,

TNS/R's Plan focuses its 1986 professional staff recruitment
 
in accounting and general management. Finally, services provided

to BAS clients during the year are to increase at an accelerated
 
rate and provision of "Assistance Programs" (see chart below) to 
clients is to commence. 

BUSI'N.ESS ADVISORY SERVICES OUTFUTS, Paork Jtal 
January-March 1986 1986 March 

o Client Contacts to Discuss Services 50 32
 
o Requests for Services Received 20 10
 
o Services Provided to Clients
 

-- Project Analyses 8 
 0 
-- Project Planning 6 2 
-- Project Systems Design 10 3 

o Assistance Programs Provided
 
-- Project Implementation Assistance 1 0
 
-- Project Participant Training 3 
 0 
-- Project Performsnce Monitoring 2 0 

Total Outtuts 100 d7
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The 47 BAS outputs'during the first three months of 1986 consisted 
primarily of 32 "Client Contacts" -- almost two-thirds of the 50 
such contacts targeted for the entire year-- and 10 "Requests for .. 

~ 6f~th~year' sgol 

Seventy-two percent of the "Client Contacts, some 23 visits, were
 
made to rural cooperatives during the first six weeks of the year,
 
as TNS/R's efforts to contact new enterprises shifted from the
 
urban centers of the prefectures to the communes, with a main
 
focus on cooperatives, particularly those with potential for heal­
thy growth. The process was difficult and disappointing in terms
 
of results and in light of the BRD and TNS, Inc.'s interest in
 
promoting agriculture-related enterprises in rural areas. TNS/R
 
specialists discovered that many on the list of cooperatives had
 
gone out of business or were virtually impossible to find; that
 
few had tangible assets; and that their activities usually were
 
limited to marketing members' products.
 

During the three months, under the category of "Services Provided 
to Clients," five interventions,- or 210 of the year's goal of 24 
interventions, took place: three of the 10 planned "Project Systems 
Designs;" two of six "Project Planning" interventions; and none of
 
eight planned "Project Analyses." Under the "Assistance Programs

Provided" category, none of the six interventions planned to be ac­
complished during the year took place from January through March.
 

Pursaa.t to terns of the Cooperative Agreement, BAS clients have
 
begun to pay symbolic suns to be turned over by TNS/R to the "As­
sistance Fund for Rwandan Small and M'edium Enterprises." 

(2) Management Assistance Programs 

The 1986 Work Plan calls for TNS/R to identify and sign an Agree­
ment of Services with a first MAP enterprise by mid-year and to 
bring a second MAP client "on board" during the second or third 
quarter of 1986: 

1966 Actual 
MANAGEMENT ASSISTANCE PROGRAM OUTPUTS Work Jan­

January-March 1986 Plan March 

o Project Agreements Signed for Services 2 0
 
o Services Provided to Enterprises
 

-- Project Analyses 0 0 
-- Feasibility,Studies 0 0 
-- Business Plans 2 0 

o Number of Active Projects 2 0 

The Pan notes that "I,AP output targets are projected at a low
 
level because of the effort required to identify clients and the
 
need to carefully analyze the needs of the enterprise. This nor­
mally requires a two step approach: (a) a'short teri: agreement for
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TlUS/R to Undertake a detailed analysis for the client; and (b)
development of a comprehensive Agreement for Services specifying
in detail the tasks and responsibilities of each party."
 

By rarch 1986, T.,s/R had identified one sotentia.l YiAP client,
SOCOR;A, a Kigali-based cooperative of the handicapped that manu­
factures an-d markets men's clothing Pnd uniforms for institution­
all and commercial clients, and curtains for commercial clients. 
SOCORNA has been a TNS/R BAS client; it received a plan for reha­
bilitation of the Coooerative on 17 Arril 1986. 
 If its Board of
 
Directors accepts, SOCOR,A will become T3S/R's initial MAP client,
and one of the Program Advisors will be assigned full-time -o the 
undertasking for approximately six mconths. 

II-B-l(b) Training and Institutional Develooment Comsonent 

Under the *,orkPlan, the primary ac-iviy to be taken by this com­
ponent early during 1986 is the CPA Training Program, with expec­
tation thst the trainees and subcontractor would be qPt,In 
a contract signed with the -atter by tho end of 1arch. The selec­
tion procedures for both trainees and subcontractor have ;.roven 
more comolex and zime-consumng than orirnally ticirated and 
t n e rM]arch target date was not met. At mid-Aril, neither OAR/; 
nor THS/R anmici-ao-ed start of the CIA. raining Program until 
the su ner. Hence, significrnt inrts of the Training Snecialist'S 
time wi, cont_nue to be requred for thiat task through the next 
several months. 

The 1936 Work Plan also calls on TUS/? to further plan and develop
it inittrtional relationsi...s and collaborative training activi­
ties during the 12 months; and provide management services and 
staff tranin /development assistance to at least f-ve institu­
tions. ndcer the Plan, T"<S/- also ,,:ill begin conductinr seminars 
and short courses. 

TRAIII- /I;STiTUTIO :AL DEVELOPFrT o986 Ac Juai
 
SERVICE OUTPUTS, January-March 1986 Plan March
 

External Training Activoties 
o Reouests 1?for Services Receivt6 4 
o .erv, cc Arreementc Sirnc5 2 
o Collabo rnt _ve Courses and Seminars 3 1 
o Consulting Services Arranqed 2 0 
o T'TS Seminars and Courses 3 0 

3'n Trai'nin, 15 8
 
O Sa f -ing Prov: ded 15 I
Tr- Seosions 8
 
r Trainin , Documents Devel od 0
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During the first three months of 1986, TNS/R recorded seven out­
put, 28% of the 25 planned for the year. It achieved outputs in

threc "External Training Activities:" received four "Requests for

.Services, otaantisipatedwo..
,,a-third-o-f the year's ed 

"Scrvice Agreements," 4CO of anticipated 12-month total; and cre­
ated and participated in delivery of one series of "Collaborative
 
Seminar" sessions, vs three planned for the year. The seminars
 
occupied six days of the Training Specialist's time; they were

conducted for 25 representatives of local church development offi­
ces of the Protestant Council of Rwanda.
 

During the period, the Training Specialist maintained contact
 
with and discussed provision of MUS services to rXACU, the BRD
 
and Banques Populaires, and the Chamber of Commerce and Industry.

However, TNS/R did not become active in bwo areas of external
 
training: providing "1TNS Seminars and Courses," and arranging
OConsulting Services in Training."
 

During January-March, eight training sessions were conducted for
 
TNS/R local staff -- old as well as new employees.
 

II-B-l(c) Studies and Policy Analysis Comonent
 

As noted earlier, the English version of the Demand Analysis study

was issued by TNS/R in January 1986. Thie draft scope of work for
 
a third study, covering the Special Guaranty Fund of the Ministry

of Finance and Economy was approved by OAR/R during the period.

TNS, Inc. has identified a consultant to start the study in May.

A related study of the Equity Participation Fund, originally con­
ceived by OAR/R as a TNS/R initiative, now is to be done under 
the new PRI'VIE Project. 

II-B-2. PROGRA,: PR SON:EL 

TNS/R's overall personnel goal for 1986 is completion of its
 
Rwandan professional and administrative staffing. For the profes­
sional staff this originally meant a rise from three Project Ad,­
visors at the start of the year to six by mid-1986. As of now,
with departure of the Accounting Advisor early in 1986, TNS/R's

professional staff is down to two Project Advisors, with a third
 
Rwandan professional -- an Agronomist/Agriculturalist -- scheduled
 
to join the Project in May. TNS/R actively continues search and

interview activities to fill the vacancies.
 

Concerning administrative staff, TNS/R filled the key position
of Aministrative Assistant on March 1. 

12
 



II-C. RELATIONS VTTI. OAR/iiNANDA AXD THE GOR 

Because the 1PED .roject is a Cooerative Agreement, not the nor­
mal OPG that a PVO like T D, Inc. concludes with AID, the OAR/R
has played an unuually close collaborative role throughout Pro­-ject desig, an.d t!ie first nine months of implementation. Such
collaboration has been continuing, positive and frank; and over­
all relation, between T S/R and the OAR/R are quite good. 

Under ter::.s of the Cooperat-Lve Agreement, the GOR has design-ated 
a reiresetat.ve to work closely in liaison with TXS/R during
project rnpp! ent tion. The official, Chief of MINI IART's PRivE
Studies Division, meets eriodically with T. 1

1 H personnel and
particiates in pertinent decisions. 
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TI-_L APPROPRIATE"NESS OF PROJECT OBJECTIVES
 

III-A-1. 
MANAGEENT SERVICES TO ENTERPRISES AND COOPERATIVES
 

(a) Background: Size and Comvosition
of Rwandanu %rise
 

The Purpose of the RPED Project, as defined by the Project Paper,

is "To promote private enterprise, especially agri-industry
,
initiatives." 


The basic Project design assumptions of the RPED Project have
 
proven essentially correct during the first nine months of TNS/R's

assignment, i.e., (1) private.enterprise will help serve the needs

of Rwanda's poor; (2) Rwanda continues toHe poiitical stability

and a strong currency; and (3) the GOR continues to accord priv,'ate

enterprise priority in development. Further, development of the

PRIME Project corroborates AID and GOR strong interest in creating

a policy climate that encourages private initiative.
 

However, nine months of on-site TNS/R experience indicates that,

in many respects, the Rwandan business environment appears to be
 
more primitive and localprivate operation of important Rwandan
enterprises far less extensive than originally anticipated --and

that promotion of private agri-industry initiatives may be more
 
difficult. The differences between initial perception and appar­
ent actuality reflect internal as well as external factors.
 

The July 1985 World Bank report No. 5302-R, Rwanda, the Manufac­
turine Sector: Performance and Policy.Issues, upon which much of

tbe enterprise data cited below are- based, notes that the size and

depth of private enterprise are limited. 
Only about 14,000 per­
sons are 
employed in Rwandan medium and large enterprises, and an

additional 25,000 industrial artisans and others work in small­
scalc. enterprises (brick and tile-making, grain milling, bakeries,

garment-making, wood and metal products, etc.)* 
Further, small-


The recent BRD/Ministry of Finance and Economy study of PMEs 
uses the following breakdown of Rwandan enterprises: Small Enter­
prises---30 employees, net assets of 0.5-15 million FR 
 and sales
from 0. 3-12 million.RV; Medium Enterprises--30-100 employees, net 
assets of 15-75 million FRVI and sales from 12-50 million FRVI; and
Large Enterprises--l00+ employees, net assets of 75+ million ?RW
 
and sales of 50 million FR' and more.
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scale industries represent only a small proportion of small-scale
enterprises in Rwanda, probably not more than 25% 
-- with agri­culture, commerce-andservice industries remaining the dominant­
activities for small enterprise.
 

In all, only'some 80-100 enterprises (including 20 public andmixed enterprises) have over 36 employees. 
With the exception of
food processing (done mainly through publicly controlled enter­prises), modern manufacturing relies mainly on imported inputs.A high Percentage of modern firms are controlled by foreiga and/
r.locally based expatriate interests; and newer firms often are
joint ventures between foreign and Rwandan entrepreneurs. 

The World Bank renort lists four basic restraints to Rwandan in­
dustria- development:
 

o 
Acute shortage of educated personnel -- only 2% have gone

beyond primary school;
 

o Agriculture is primarily subsistence and notcould presently
generate sufficient surplus for local processing, nor
 
rapidly growing rural incomes requisite for increased
 
for increased demand for industrial goods;
o The small internal market and low purchasing power of the
population limit investment opportunities; and
 

o Great transportation problems. 

The size, complexion and restraints of Rwandan small, medium end
large industry, summarized above, have and will continue to influ­ence implementation of the RPED Project in ways discussed below.
 

(b) Business Advisory Services
 

The tiechnical assistance that TNS/R's BAS Component has begun
providing to Rwandan private enterprises largely has been to 
ex­isting firms in the PME category and to existing cooperatives.
Unlike TUS, Inc 's experience in some other countries, all BAS
clients in Rwanda to date have been private businesses with the
larger among them in the medium enterprise category. (voki, an
 
agri-based sole proprietorship; 
SOCORVA, a garment manufacturing
cooperative of A.ndicapped workers; and COCIIABRICORU, a lime­processing cooperative--all in the' 30-45 employee/member category.) 

it is logical that initial TNS/R BAS efforts concentrate on ex­isting firms, rather than devote significane effort to assisting

in the formation of new firms. 
 BAS assistance is, by definition,
short-term; and BAS clients often can, by absorbing and applyingthe techniques taught them, improve operat-ions significantly andgenerate new employment rather quickly. On the other hand, help.­ing in the formation of new firms is a far longer and more uncer­tain process; one that produces few if any Jobs in the short term,(And few relevant new businesses are being formed in Rwanda at
this time.) 
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One lesson that the BAS Component has learned about its Rwandan
clients is that it can provide T/A most effectively and efficient­ly and generate outputs more quickly through a consecutive ef­

--fort - requiring -15days -or-so-of LOCentrated work,achronogicaily
rather than the periodic provision of inputs at the rate of a
relatively few per month --	 itdays 	 a technique originally 
employed.
 

TNS/R has begun charging BAS clients a nominal fee, generally

1% of monthly sales. 

(c) 	 Management Assistance Programs and
Agr:culTural Processing CooDerati.ves 

Although it has identified one potential MAP client, SOCORWA,

TNS/R is finding it difficult to locate the medium-to-large ae­
riculturally related KAP client with which TNS, Inc. has worked 
so successfully elsewhere in Africa and 	in Latin America. In­
deed, based on experience to date, it appears quite uncertain
 
whether the Project Paper's "Purpose" stress on agri-business

enterprises as prime MAP targets in Rwanda is practical within
 
the 	 life of the Project. 

Some medium and large-scale agri-business enterprises include
foreign participation. Others are large undertakings financedby bilateral aid. But generally, the most important are GOR
controlled -- especially the companies that process the nation's
key 	agricultural commodities, often for export. Tae GOR fully
owns large coffee and tea processing enerpr.-ies, sugar refining

and 	banana juice processers, and fruit juic? and pyrethrum pro­
cessers. 
 (It also fully owns sizeable printing, paper products
and match manufacturing enterprises.) Publicly controlled en­
terprises generate about one-third of the modern manufacturing 
sector's value added.
 

Many of the GOR processing enterprises have component coopera­
tives, but half of their Board members generally are GOR offi­
cials and their Directors are Government appointees. The GOR
reportedly assumed control over these enterprises to save them 
from failing; because they are faring poorly financially, it might
gladly relinquish control to private investors. 

Privatization of at least one Government enterprise-- OVIBAR, a
large banana Juice processor -- is now undergoing szudy, with theblessings of the GOR. Since its creation in 1977, OVIBAR has
been in deficit because of technical problems and managerial dif­f:culties. T.N1S/R conceivably could find tho task of transforming 
a privatized OVIBAR into a successful operation; it is a taskthat fits well within TNS, Inc. 'a experiential background of suc­cess. However privatization of an 0VIBAR promises to be a long­
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term process, one that may take up to two years or so from fea­sibility study to GOR decision and action to proceed. 

During-the a of 19860,first month. and -a NS/R' aanaoement Ser­vices component, as noted on page 10 of this report, concentratedoverwhelmingly on a search in the communes for private rural'pro­cessAng enterprises that could become MAP clients. 
The search
produced disappointingly few tangible results. 
It found numbersof small, primitive cooperatives, but they lacked buildings and
full-time staff, and almost all had been formed to market members'output. The few processing cooperatives identified were disorgas­ized and generally artisanal in size and character. They proveddifficult to 
contact (almost all lacked on-site telephones)
most recuired sizeable expenditures 
and 

of'time to roai~h - when they
could be located. Few if any had assets. Those reached to date
are not cost-effective targets for MAP services, and few appearcost-effective candidates for BAS assistance. 

There is also the complicating matter of competition. IWACU, the
national training center for Rwandan cooperatives has an AID-sup­ported Tec.hnical Assistance Bdreau with on-site expertise providedby expatriate personnel. The Bureau reportedly provides Rwandan
cooperative memoers with much the same type of financial manage­ment assistance as that provided by TN;S/i's BAS; and s concernedabout duplication of approach to the same coops. TNSJR and r.,AcM'sT/A Bureau meet periodically to eliminate "poaching" on the other'sterritories, but the overlapping function restricts TIS/R 's acti­vi,.y in the small and medium processing cooperative area. 

Inquiry at IWACU, MINIMART and other knowledgeable sources reveals;hat it is not yet known whether Rwanda has a prototypically me­dii/.warge, priqrately owned cooperative that processes a key aWri­cutu-al commodity. There is general agreement that Rwanda hassome 400 officially registered "private" ooo~erativea, 80 of whichare savings and credit cooperatives of Banques Populaires. Theove'wnelminc nUmber of registered cooperatives ars known to bemarketing cooperttives. Although some may engage in "inor arti­sanal sidelines, very few are believed to have allied procesir4enterp.rises. 
 And, as noted earlier# th* largest, which supply
key agriculzural commodities for processing# generally are in thepublic sector, are mixed, or have expatriate ownership/control. 

Reca...ndation: The OOR, MpD, OA.RA and UNS rightly agreetna; zae grzwth of priva:e agri-buuiness is a priority ecz­nomic development objective for Rwa.nda. 
 However available
in.ormation and TWS/R activity to date make it uncl'ear whe­ther such enterprises exist. In order to better determine 
the na:ure and scale of potential RPZD Project activity inth L'ea, ans spark Project outputs the-- evaluator re­
commends that T./R have T:.,o, Inc. speedily recruit and "4*ld 
a short-;erm (six weeks or to) specilist to survey existine
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agriculture related private enterprises and recommend those 
appropriate for MAP intervention. The matter should be set­
tledoneway. of the other,- ,and- quick-y.-

Initial research for the survey could be accomplished in
 
advance of the specialist's arrival by the Rwandan Agricul­
tural Advisor sc.heduled to join TI1S/R in May. The Advisor
 
also might be assig.nnd to assist the specialist during the
 
survey. 

(d) Extension of Bu!3iness Advisory Services and
 
TrainingActiviv-to kHizherzo Untouched 
Areas of rivate Business Entermrise 

With current prospects uncertain for sig.ificant REED Project ac­
titity in the medium/large-scale key commodity agri-business area
 
-- and given initial indications of the primitive nature and high
cost of servicing small rural cooperatives -- TNS/R may have dif­ficulty achieving the cumulative impact on Rwandan private enter­prise anticipated by the Project Paper, unless it expands its BAS
and training assistance to not-yet exploited areas.
 

Th© Project Paper is quite general in setting the parameters for

T:S/R intervention in private enterprise. Although some phraso­
logy indicates that training seminars and courses 
may cover a
subject such as Production Pla ning and Control, the Project Paper

nowhere rules out sectors of Rwandan small and medium private en­terprise such as service or commercial enterprises. Target

olients are invariably referred to globally as "enterprises,"

"private enterprises,, "institutions" and "projects" ­ never
functionally, such as "manufacturers," "processors" or "industry/

Mndustrialists.,, 
Indeed, the Project title, "Rwanda Private En­terprise Development is all-encompassing in implication.
 

Given T.NS, Inc.'s traditional concentration on assistance to 
manu­faoturing firms and processing cooperatives, TNS/R's initial focus
 
on those areas of activity is natural and logical. They represent

the PVO's historic areas of greatest strength.
 

However, other THS, Inc. project initiatives, often sizeable, have
 
or have had major components that focus on other areas, including:

non-proesaing/manufactwuring cooperatives (e.g., 
production/mar­
keting cooperatives in Latin America and Africa); service industry
institutions (e.s.. aavings and credit cooperatives in Kenya.andLatin Aerica); and BAS assistance to PVOs in Ghana and Kenya). 

The evaluator recommends that TNS/R BAS efforte continue to 
em­
phasize traditional-to-TNS functional areas, but that it supple­
ment such activity as needed to ensure maximum Project impact,
through aIudicious lovel of small an4 medium enterprises in the
 
service and commercial sectors.
 



It is not surprising that KINIMART, the GOR's coordinating agency

for TNS/R, and at least two of TNS/R'S most important collabora­.. tive Dartners-,in the- RPED-Pro ject ,-the--Rwand Develonment7Barr......-- e(RD) and Chamber of Commerce and Industry (CCI) deal with dif­
ferent types of businesses:
 

o 	MINIMART has jurisdiction over small and medium private en­terprises in Rwanda. It has identified 247, of which 207
 
are manufacturing/processing enterprises and 40 
are service
 
enterprises.* 

o 	 The .-RD's loan portfolio includes both small and medium sized
manufacturin/processing industry clients and service indus­
try clients (hotels, garages, restaurants, etc.). The RBD

clients appear, generally, to be those over which MINIMART
 
has jurisdiction.
 

o 	The CCI's membership also is heterogeneous. Its Director
 
estimates that 90% of members are retailers- 6% are distri­
butors/jobbers/importers-exporters; and 4% 
some 200 firzs)

represent small and medium enterprise. 

(N.B., it is interesting that information from the 
ree above sources indicate a Rwandan PIME sector 

size of some 200-250, includingservice enterprises 
--	 surely a modest target group for RPED Project
activity.)
 

in 	private enterprise development assistance, it often is impos­
sible or undesirable to wholly confine efforts to 
a single func­
tional area of business activity. Manufacturers sometimes whole­
sale and retail some of their own products; retailers may manu­
facture/process some of the products they sell; 
and so on.
 

With many of TNS/R's clients also BRD clients, it might be con­
sidered arbitrary to 
distinguish between BRD manufacturing

clients and BRD service clients who need BAS assistance, by ac­
centing the former a.nd rejecting the latter. And, as TNS/R-

CCI collaboration in training develops and the new medium-term
expatriate snecialists arrive to expand TNS/R's arsenal of exper­
rise (see 
 Section III-C of the report) -- TNS/R can multiply the

impact of seminars conducted for CCI members in basic accounting,

management and organization, marketing, and other business sub-
Jects by conducting appropriate numbers of sessions for service,
wholesale and retail enterprises, in addition to ma.nufacturers.
 

Successful financial, management/organization and marketing

techniques and tools vary little from 
functional sector to sec­

" 	MINIMART also has jurisdiction over artisanal enterprises,
 

of 	which it has identified 291. 
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tor of the private enterprise spectrum. 
All nrivate enterprises
must produce and/or sell products and/or services, and all must
be-,e-f ectively-and, efioientl-oerated--i.they are togrow.

Lnd all ligitimate firms satisfying customers' needs contribute
 
in their own ways to private economic development.
 

III-A-2. TRAINING .D 
 INSTITUTIONAL DEVELOPMENT COMPONENT
 

Project Paper objectives for TNS/R's Training and Institutional
 
Development Component are diverse. 
 They include (a) provision
of coliaborative training assistance and the conduct of short­term, in-countr-j training courses and management skills,*

formal CPA training for 9-12 Rwandans; and (c) training and

(b)
 

skills upgrading of Rwandan TNS/R staff. 
The three objectives
appear appropriate for Rwanda's business environment and needs
with the shift of implementation emphasis noted below. 
Con­
siderable training also is to be provided to 
clients by TNS/R

specialists, on-site, through practical application of new

techniques in the enterprises being assisted.
 

The training/institutional development outputs assessed in Chap­ter II of the report indicate progress in areas (b) and (c) above,

and some progress under objective (a) -- especially in collabo­rative courses and seminars. However, TNS/R's Work Plans -­ espe­
cially for 1986 -- appear to have undervalued the potential im­
pact of'.,T 
 seminars end courses conducted for businessmen.
 

The "1985 Program Component Development Schedule" does not call

for TNS seminar/course activity --
probably correctly, given the
need to 
 concentrate on organizational and client/collaborative­
entity contact visits during the earliest months of Program im­
plementation. 
But the 1986 Work Plan calls for only three TNS
seminars/courses to be conducted during that 12-month period


far too modest a goal, given the salutory impact such sessions
 can have, both on business practices among large numbers of Rwan­dan enterprises, and in further expanding businessmen's knowledge
of TNS/R and its areas of expertise and potential assistance.
 

Recommendation: A sizeable increase in the number of TNS­
conducted.seminars and short courses is called for during
 

N 
The Project Paper lists illustrative examples of the subjects
to be offered: Finance and Accounting; Production Planning and
 
Control; Supervisor's Role in Management; Export/Import Documen­
tation; Marketing; and Stock Control and Stores Management.

These are seminars that can be tailored easily to meet audien­ces with different types of business activity, and different
 
levels of business expertise and education.
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iii-3. APPROPRI. ESS 02' I ET SELECTION ',ilTERI A 

Current TNS/R client selection criteria are appropriate and quite
flexible. 
They will not hinder or limit the employment genera­tion and benefit incidence called for in the Project design,
Changes in the criteria, therefore, are not recommended.
 

The TNS "Project Rating Sheet" enables TNS/R to accept for as­sistance a wide variety of private sector applicants, whether
community-based enterprises or institutions seeking TNS/R tech­
nical support.
 

Although the narrative of the Project Paper's Annex J, whichdeals rilih TNS/R's project selection criteria, stresses the vitalimporta-nce of improving the lot of low-income people (a stressthat reflects TNS, Inc.'s typical project activity of assistanceto rural cooperatives and agriculture-related enterprises) -­the "W'S Project Rating Sheet" allocates 70% of rated value"Business Viability" and "TNS toProgram Goaels/Corporate Responsi­bility" factors (40; and 307, respectively). The remaining 30%of rated value is allocatod to "Social Benefit" factors -- atleast half of which can be satisfied by Job-;' neration aspeotsof the potential project being assessed.
 

Since TNS/R reports that acceptable projects must score in the
30%,and over range, it would appear that almost any viable, RPEDgoal-relevant Rwandan ov'ed/operated private enterprise or inci­pient enterprise with employment-generating potential would

qualify under current client selection criteria.
 

TNS/R's client-selection "Project Rating

Sheet" appears on the following page.
 



PROJECT RATING SHEET
 

Project Names 

Projt----------------------------------- ProjecN
 
Project stage$
------ aters
 

. -.--- ------ - at--
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II-C-1. CURRENT STAFF OFTNS/R 

(a) E atriate Staff 

Position Descrittions/Job Qualifications: 
 The three expatriate

Position Descriptions outlined on pages 1 and 2 of Annex G of theProject Paper fit the specialists' past and current efforts well.
However, the Descriptions are quite short and general. 
It is

apvroxriate that fully detailed Job Descriptions be developed for
VtS/R s expatriate staff in light of (a) potential gaps in spe­cialist responsibilities as Program activity continues to expand;
and (b) the contemplated enlargement of Project expatriate staff.
 

No adjustments -are 
needed to the Expatriate Qualifications

summaries 
on pages 3 and 4 of Annex G of the Project Paper.
 

Short-Term Consultant qualifications, outlined on vage 4 of Annex
G, ara adequately defined. 
The words "preferably French speaking"might be added. (N.B.,.the desirability of Prench language capa­bility is not mentioned in either the Position Descriptions orJob Qualifications for current long-term expatriate staff.)
 

Staff Levels: At 
current RPED Project levels of implementation,

and for current Project concentration on financial/accounting

technical assistance, the three-person, long-term exatriate staff
 can satisfactorily meet their responsibilities. An exception 
-expected to end by summer --
is the Training Specialist,s exces­sive involvement in the CPA Training Program, which reportedly

has occupied half of her Project effort to date and may have
been one of the factors behind the slow start 
in TNS/R seminar
 
activity.
 

However, as noted elsewhere in this report, the level of
expatriate staff is too low, and additional expatriate spe­
cialists and areas of expertise are required, for the Pro­ject to achieve maximum impact. Section 111-C-2, following,reviews the rationale behind the addition of a medium-term 
Management and Organization Specialist and a Marketing andDistribution Specialist to 
the expatriate team in the near
future. 
 Section 111-C-2 also reviews the cost implications

of the additional expatriates. 

(b) RwandanProfessional Staff
 

Annex G of the Project Paper calls for a six-persorRtwandan pro­fessional staff with backgrounds in business management, account­
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ang, agriculture or relateda field -- sipulatizig that one isto be an Arn c ltural2st!Agricultural Advisor with Rwazndan agextension or productioz experience, and that the rest are to be
"?roject Advsors" with "good knowledge of bookkeeping, basicaccounting and business education, or experience to enable themto provide business extension services to enterorises, ori7ap 

cn TNS/R's 1986 Work Plan furtherthe area of account-ng." 
fines the discilines desired; it for 

re­
calls zhree Accounutants,two Mianagement Generalists and the Agrononi/Ai..s_ .uprisz.
 

The two currnt Project Advisors are secondary school graduates
(irom Grouoe Scholairo de Eatar6), have wor.:ed for 1-2 years f-rthe B-RD with client enterprises, and earlier had been employedby a private printer as accountants. TNS/R's e.:patrates rate

them iilyn __ motivation, i-- - - e andn effort.
abity,a inteUlignce -""oTh'- evaluator's interviews with the Project Advisors reenforce 
tose jud.ementus. (N.B., it is appropriate here to note the ex­cta" tioearam- so - finea.nd woriLn, relan*-:-i s that a-,- ar
to exist bet,7een and among members of TNS' s e-oatriate and
wandan aTNS is a well-mana, --l functionin

opermtion.); 

As re-ort-ed eIseh-ere in the report, the conceln,.ration of Projectprolessioa-_L effort n nance and accounting, although mandatedto some degree by the Prolecr Paper, should be broadened to i-n­clude exoertise in oher ke functional areas of -rivate enter­prse develonment and operation, for o--numuz iact. 7hen the
medlu.o-term Ynagnnt an: : exoar-ate szec7alists are

Sde ...wandamn yo eventually can jrovide those types of tech­nical 
services should be recruited as their counterparts. 

TNS/R is adjuszino upwards the pay scales for Project Advisors. 

III-C-2. STAFFI:'G E'c's FORi-- FORIJrEA:SI0_± 
!J Tu O ... . GE S - z)1 TZ 

TNS/I's initialI activities have concentrated on satisfying a pri­ma-ry ex-zressed need of Rwandan prvate enter-rise: assistance inin fifL-nce and -ccountng. ThWs onmative Ealn:tion, conductedso ear-:r _n zne 'i =- o' ne RED Project, aTo-oars fort-itousiy
t:3 -- Ti:-1"? and OAR,"'R accertance end seoeedv inclementation 
of i recornmend.'itzon that TN"S/ augo.e-_t its current areas ofexoar2te' exsert:.se -- and hUus cover addi ­ iona areas of RW­

'a:-i enter-=_3e need -- to si:n-f:ca-n-y increase ou-6,u­
c.., re n~nr of the Froject and, frti ensure its 

.nh- R-p'D Project's Log:cal ?r-amewor:c Desi-n ,arix (Logframe)itse_ 
envisions a d _vers-ty of function_-area tec nnical sunport
,o Rwanda,n zrivate eliterorse. The fir t,-,o End-of-Project _ 
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dicators signifying successful accomplishment of Project Purpose

("To promote private enterprise... through direct technical as­
sstance to enternrisers... ) are:- L
 

I'. Enterprene.irit1 skills in finance, management and
 
marketing (have been) strengthened; (and)
 

1"2. 	 Management techniques and innovations appropriate 
to Rwandan business con&.itions (have been) trans­
ferred and "applied." 

TNS/R's recent Demand Analysis study (prepared when all BAS Pro­
ject assistance was finance/accounting oriented), corroborates
 
the need for a multi-dimensional approach to meeting Rwanda's
 
private enterprise development needs. The first 52 firms con­
tacted concentrated on three prime areas of management services
 
need (many gave multiple answers):
 

-- 25 cited Accounting;
 
-- 24 cited Management; and
 
-- 24 cited Marketing.
 

The August 1984 Project Paper had foreseen the potential need 
for additional specialists, although in retrospect it forecast 
the need too late in the life of the Project. Page 53 of the 
Project Paper states that the "desirability of the addition of 
a marketing and production technologies specialist to the project­
implementation team" should be investigated during the beginning­
of-the-final-year Impact Evaluation. 

Recommendation: Based on analysis of nine months of project
implementation, the evaluator recommends that both a General 
Management Secialet and a Marketing Specialist be recut­
ed by TNS-Inc. anE_ fielded, on a priority basis, to the 
RPED Project for medium-term (i.e., two to two-and-&-half 
year) service. 

The two medium-termspecialists would be knowledgeable and be
 
able to provide technical and training assistance in their area
 
of specialty, including:
 

Management Marketing
and Organization and Discribution 

o Planning and decision making o Research to define the market 
o Organizing for action o Organizing for increased sales
 
o Supervisor's management role o Setting sales goals 
o Developing leadership skills o Pricing and merchandising
 
o Controlling the enterprise o Channels of distribution
 
o Communicating effectively o Advertising and promotion
 
o Motivating employees 	 o Incentives to increase sales
 

Both of the new specialists, for example, could make an initial
 
demand analysis study to define their areas of activity (a first

task after arrival); co.nduct pre-feasibilt, analyses; provide
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BAS and limited MAP technical assistance to enterprisesy and train
 
Project Advisors to do the same, in their areas of expertise;_pre­

fine oinar-ly-deneeded-. -ort-term forparameters-of exertise 
MAP assignments; conduct seminars and courses collaborat­through
ing entities (e.g., the Chamber of Commerce and Industry) and for 
individual enterprises, and so forth.
 

The new medium-term specialists migh be recent retirees
 
(eager to become active again) from medium to large U.S.

firms, with overseas business experience and French lan­guage capability, who are knowledgeable and can teach 
others in key areas encompassed by their specialties.
They would be perceptive individuals with a-desire to 
assist developiig nations in their private enterprise
development efforts.
 

Cost Considerations 

The Long-Term Technical Assistance Line Items (numbers 1-3) ofthe "SPED Project Budget" contain sufficient unused funding to 
cover the costs of the new Management/Organization azd Marketing/
Distribution Specialists: 

o The cost of the current, three-person TNS/R expatriate teamannualizes at the rate of about $150,000 -- some $107,000, 
or 41+0 under the $257,000 projected as the annual cost in
the Budget for Year One of implementation. 

o 
Line Items 1-3 in the Project Budget fail to incorporate
the 5% annual increase anticipated for the Year One totals to
compensate for anticipated inflation and an equal annual­
percentage increase in anticipated salary adjustments (omis­sions that are compensated for elsewhere in .the Project Bud­
get, i.o., Line Items 23, "Inflation" and 25, "Contingency!).
By compounding the S107,000 Yesr One cost differential an­nually by 10% for Project Years Tro through Pour, the over­
all, four-year difference between Budget and actual for the 
expatriateteam line items becomes $496,600.
 

o 
If we take the Project Budget's overestimated $83,250 annual

Year One salary and support cost for a Line Item 2 or 3 long­
term specialist as a base for the initial-year expense of

"each of the new medium-term specialists*(the evaluator uses
the figure for purposes of magnitude only), and compounds
it by 10% annually thereafter -- it appears that the laed 
vs actual differential could pay for at least five person­

~*r' 'fradTtt-3oa4. Tx~aTr~a~e'9enr~iie -­

-- Two specialists for two-and-a-half years each(July 1986 - December 1988) might cost $450,400; and 
-- Two specialists for two-years each (July 1986-June 

19i8) woul cost $349,70O. 
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Addi-tiona,-l Co~ent's 

A r-P.r ec'--oloz _s Specia-lis-, migt most effec-z:ve--y beass :, -ed. zo -e RED -Dro ec~ucn ;m rk'-ter~z, ba-sis.1 Prere-.u:--.si:e to ' hIe SToecialislu- s recriuiL -,eL;., .Wo,-,Id be a subs'u'artjaI-L-
MAP ass'--rimerc, or a con-uracz to -prJvitve a large aicr-i-relate. 
ent er )r:SE!sucn as OVT3!R. 

P'ro cu-ement e-rces Assistance -jrozab,y c oud bestC be urovidedto .~anda~. r:msesen on a backstoppj,,- ba.sis -from TiS/enao
TXIS, Inc. 
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III-D. MASURING PROiCT iPACT 

For the micro-economic interventions and imoacts of individual 
RPED Projecz assista-nce, small-sca-le, client-specific meast,-ements 
of imDact are most appropriate. This sub-section discusse. seve­
ral measures/techniques for measuring the imtact of TNS/R assis­
t.i_:Ce to Drime zarget grouIs. 

The Project Pa.er calls ;or two formal eval ations of the 
RPED 
Project: 

1.An "Exernal Threshold Evaluation," to take place during 
he second year of the Project; and
 

2. A.n "I._oac Evaluha-on, to be conducted at zhe bei r-nini ofz

the final year of the Pro'ject, wnlc-':Dcus, a-on other
 

-
th .ngs, on "the imuact of the Proect on enLerorises and 
_nsall-ions wnicn .. been and or . beznr SSistgd by,
and/or . . orthe oro ecz. " 

The imuact suevs of"' SAS and 'P c..ents, discussed below, snould 
be of '',n-l eart .rsho and "ITmact Evluations. 

.5 "-ua,::n o-u.'. c e do not have to be ' acr_ surve-3 
corfned to the c rmal7. ze Thfo0'_1e ,vaa:ions , .-c-n be conducted sepa­

-r.to.y, u-on mutual agree ent6 of , S/R a.d- OA_/R, wnenevor such 
measuremen. is .e.me. The ndeuendent BAS/YAP impactimporzant. 
surveys might be undertaken by a Prench-fluent Project Advisor 
rom a-nother TS Afrcan -program o, on one-to-two-wee-s TDY,would survey reciplents of T.S/ management assistance during 
:: aucro0riate period. (Recen-t assistrance, i.e., that provided
wiht-n 'the Oreviou-s SLx months, ,i_= have been too close, in most 
ca s es, fo measurabIi ac -,Zc-uo app ear. 

* 	I: view of this ?ormative Enalusation, nine months into Project 
-ime-leentation,-he earlr-corse mon::lcazions _t recorrmends,and 

-the 	 "'._-'_.the form eva uat ions tak1-ce ulace vizhof two l should 
co.meW.at ...e . -- :tom sugges-ed by t: e r - c; I-c:7h-

o h tYId- ( e. F er--_71 Threh.•d) EvLia.. o -Im,§7 be 
conduct ed in July I~97 2- monthns after start or pro ,ect 

naend-of-Pro ',ct (ipe ,. ... . ". ")_cn icv r J'u : n ! : b e c o n­
ducted, 3-3/ . r.. a:er s-,ar' *o: 1:: .emen aU . 

The 
nor 

'imuact" E-i,-luatoau obvlously is 
O.A/R s .ould w"t until The last 

a m:snomer; neither Ti''S/R 
Pro ect yeir to start 

m2asur n -:.:n-c t. 
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III7)~,IM~PACT SURVEY OF BAS CLIENTS 

*TNS/R' SiBAS management Information System measures outputs in ser­* 	 vices provided to clients (e.gp the numbers and names of fis
that received Project Services -_ Project Analyses, project plan,.ning and Project Systems Design help; and Projict Assistance -Project Implem-entation Assistance, Participan; Training and Pro­
ject Performance Monitoring). 
Based upon the number of BAS clients to be measured in the impact
survey, the surveyer would take either a representative random
sample or a full sample of clients for the survey -- visiting eachin turn, after having obtained MIS data covering Services/Assis.
tanice rendered. The survey questionnaire, prepared in advance of
the impact assessment, would:
 

Corroborate that the 1IS-indicated work was actually done;

Ask client management what was the measurable impact of the


work in terms of:,
 
o Cost savings;
 
o Increased sales/production;
 
o 
Added ewployment generated; etc.
 

-- Ask the client's estimate of:
 
o Overall success of the TNS effort;
 
o The most successful aspect of the work;o The least successful aspect'of the work;
 

-- Ask for recommendations and/or comments regrding future T'?S
 
ef'forts of the kind provided the client.
 
The investigator would tabulate and analyze the results of the

impact survey, and prepare a short report containing findings,

conclusions and recommendations for more ,effective assistance toBAS clients.
 

(N.B.: To ensure/prepare for client recectivity to, and
 
cooperation with a post-assistance impact-survey visit,
the TS Service Agreemenr should have a sentence added under
 
the "Client Obligations Section,, stating that the client
 
agrees to provide TNS/R information concerning results ofwork done, at TN/R's request, after the BAS services have 
been provided.)
 

III-D-2. IMPACT sURV3YS OP MYPOLINTS 

On-site impact surveys of M1AP clients would be handled on much
the same basis as that described above for BAS clients. 
 Indeed,

they can and s1hould be done concurrently by t~he same person, uninGthe same general type of questionnaire. The main differences
would be the far smaller number of MAP clients and the longer time
it 	would take to conduct an 
impact survey of such longer-tern

client~s.
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II -D-3. RARTICIPAliTS AT UTKSR IN-ooUNTjRy
TRAIiiI-N 50411VARIS AD 00U RS~r 

vious reason that participants scatter afterwards and theof 	 qualtytheir post-nssOn performlance normally depends on 	meny otherfactors in addition to the knowledge ganad at TXSthe seminai 
or 	training course. 
However, short exit questionnaires, distributed to and filled outby 	seminar/oourse participants, can roveal valumble information.to NS/R concerning impact of the session(s) and improvementsthat'can/should be made in seminar/course content and methodology.
The answers to questions such as the following provide valuable

insights:
 

o Will your performance at the enterpr.se/institution be im­proved by what you heard at 	the session(s)? 
o 	 In wAt way?o 	 What are the most impozr a.t new ideas/ccncepts you heard 

at 	the session? 
o 	 What ape 
o 	

the least important n ideas/concepts you heard?What important ideas/conceptis you already knew did the

session refresh your mind about?o 	 What may hinder or pre;ent you from applying the ideas/
concepts heard at the session? 

o Other coemmenze and recommendations. 

Collaborating insttutions with which the sessions were organizedare, of coursep ideal subjects for impact questioraires of thekind discussed above for BAS and MAP clients, 
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PRIORITIES RTS
E4 nIII STiiS
 

The Project Paper states that 
a major output of RPED Project ini­
tiative is to be "field investigations to guide on-going imne­
meatation and to support a policy dialogue with the GOR on'major 
issues affecting private enterprise in Rwanda." At the time of 
its completion and its acceptance by AID in Au st 1984, the Paper
envisaged at least four studies, including: (a) a credit survey; 
(b) an institutional needs assessment; 
(c) an economic analysis;
and (d) a study of the'market for RPED Project services.
 

The Project Agreement, dated November 1985 cited two additional
 
studies: (e) a credit study, to be conducted midway in the project;
 
and (f) an analysis of the development potential of agro­
industries.
 

T!;S/Rls initial studies under the Project, on Demand Analysis for 
TNS services, and Institutional Needs,- produced respectively in 
January 1984 and December 1965, were primarily intended for inter­
nal use in guiding the development and direction of Project acti­
vities, and in getting TNS/R's potential services and its exper­
rise kniown by relevant banks, business and training institutions,
 
and potential clients. Because of mutual interest by OAR/R

end TNS/R in speeding the accomplishment of RPED Project outputs,

the studies were completed sooner than originally had been
 
anticipated.
 

A third report, a study of the Ministry of Finance and Economy's

Special Guaranty Fund for PMEs, reportedly is scheduled to startby

June. It will investigate whether variable rates can make it
 
more attractive to banks and more accessible to target clients of

the RPED Project. An anticipated by-product: the study should
 
further intensify TNS/R's relations with the Rwandan banking

community.
 

The Project Paper was developed before a second OAR/R private en­
terprise initiative -- the PRIME Project -- was conceived.
 
PRIME's purpose is to assist the GOR in making necessa.- struc­
'tural"adjustment and policy changes, in order to stimulate pro­
duction and employment in the manufacturing sector, particularly

in the PME sub-sector. Specifically, it aims to help the GOR im­
prove economic performance by reevaluating the existence of a
 
dozen subsidized, inefficient parastatals; tax, credit and tariff
 
policies discriminating against SE's; burdensome price controls;
 
import restrictions; and fiscal deficits.
 

It ia PRIME's technical assistance component -- which allocates 
82 million for five studies/activities in 'support of the reformi 
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Program -- that mlgh overlap Dor ions c- TXR/R's Project-Pnper
mandate to prepare scud:es "'o suopor_ a policy diplogue wiih the 
GOR o n major issues afft nrivate enterprise., PRIME studles 
may -cue_ severa o-ed in its Pro ran Assista-nce Approval Docu­
ment (Se--ember -1-985) (a) an u-rial incen:ives st_.; (t)
policy refor/divestu_) s u__U"; (c) analyss of housc. o ld bud­
get survey daza; and (d) staf- supor7 for -he BRD. 

OAR/R, conscious of the poten;:aj. :or Dverla::-ng efforts, already
has moved Theaqui y Par c~ss::on Fund Stu-ty, 1orig_ __, schedul­
ed to be performed by TNS/R -incon~junc-on wizh the Special G'ua­
ranty Fund Study, over to Uhe PRIME Pro ject. 

T.S/R, consc' of,:he- o-ent2-a2 crobI em, wisely has de­
cided to fo-us -, Studzes/Poli:cv A-nalysis Corn:onenc of its Pro-
Ject ac-v:_,y on "a_ : lied" reoorus and manuals willzha7 helO 
prepare- the- ­

of -_l.ze outc ve/.1.cien.
 
For that crr._tlS"conum-_a:.ng- szudies and
reason, is 	 L:5/i 

m-nuaIs from a=,on, the fo 1i1 n zossibi - - -e : ­

o 	 arke i n- Ac- v iztes anad eeas in_-hRied. a [_: be done 
as an in--ti;a Pro .ec- effort by the new, :edcim'-term ar 

---. i.r. s .ion Specialist) ; 
o 	 C" -:a "zation and !anaIeent J11 Rwanda __ ( argain, as a pjossibl-
,~r -new,, 	 S'ec_,a_.. efor; by- zhe -ealuT--:er ",a ~ement 1 ist 

iroooin 	 Sectin i!!-C of this re-ort) 
o 	 Develornmenp Poten Iza! fo-'ro-lndustr.es in_ wanda (by an 

"ouZs.ide" short-term, consult.ant) ; 

o 	 F for Mrs and/or Couperatves; 
o 	Harlketirng~u_ f'or F 'Es-/Coozera-,ves; and 
o 	 ManuaI oi' 7"'fec-ive 3usiness .ina.men-and OrEg~-n'zation

(uhe 4 manualS co U out :rovrtls of tfeh new Soecia2­

o 	 Guide .... O . sto r ninr r-e 

o 	 Mnual on, Establsn:ng a New Business; 
o 	 Standard Boon -e. Y anual; and 
o 	 OrefiL: 'Thit .rn -ow to ?:_nance. 

r>5/7U short-t? 
prior:tize ::e co-nonenzs : e IIst, and establish an "nleme__­tat ion t aebIe for thse, accorde d top_ r-or-, 

Dur~r tn, 	 fu;'re, and OAR/'R should meet to 
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