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ABSTR~ACT 

H. Evaluation Abstract ib -_ - u . 

At the time of the evaluation, March 1988, the Project had been in operation 
for over
 

The Project has suffered continual set-backs, delays and unanticipated
two years. 

divergence of sponsor objectives.
modifications due to a lack of specificity and a 


Initial Project design indicates several areas of weakness. First, the stated
 

objectives were too ambitious. It is somewhat unrealistic to anticipate that given
 

the time and financial limitation of the Project it would be able to'make
 

inexperienced business school graduates into usmall business consulting specialists."
 

-to remove internal and external constraints to small business development, 
or to
 

create a permanent management outreach facility in the Moroccan government
 

are no clearly defined criteria to measure the relative
apparatus. Second, there 

success or lack of success of the Project. In addition, inconsistency of definition
 

has lead to some difficulty in the selection process and misunderstanding by
 

government officials of the Project's target group.
 

In spite of a host of problems, the Project has been reasonably successful in its
 

outreach activities with the participating small businesses. A ntuzber of the small
 

revenues ankd productivity, gained access to
businesses have experienced increases in 


new markets and bank credit, and have created new employment. And, as a result of
 

participation in the trade fairs, several companies are exploring export
 

From interviews with the consultants, it is clear that they have
opportunities. 

Although not
undergone a substantial learning experience over the last two years. 


yet "specialists" in small busi,.ess development and promotion, they have gained
 

knowledge in each of their subsectors that should be capitalized.
 

impact on the Moroccan economy
Unfortunately, the Project has had virtually no 


outside of the limited operating gains and modest employment increases experienced by
 
There has been a conspicuous lack
 some of the forty participating small businesses. 


of public relations and publicity-related activities undertaken by the management 
of
 

the Project. And to date, no detailed institutionalization plan has been developed
 

for the future of the Project.
 

It is reconmended that the present Project not be extended but instead that 
strong
 

consideration be given to the design and implementation of a new small business
 
the strengths of th is


project which would incorporate the lessons learned as well as 


first project.
 

co sr s
 
I. Evaluation Costs 

1. Evaluation Team Contract Number OR Contract Cost OR 

Name Affliation TDY Person Days TDY Cost (U.S. $) Source of Funds 

Oren Whyche N/A 608-0187-6-00-
5045 

$10,000 Project 

3. Borrower/Grantee Professlunal 
2. MisslonlOfflce Praessional Staff 15Staff Person-Days (Estimate)5-7
Person-Days (Estimate) 
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A.I.D. EVALUATION SUMMARY - PART U 

SUMMARY 

J.Summary of Evaluation Findings, Conoluatons and Recommendations (Try not to exceed the three (3) pages proviled) 

Address the folowing Items: 
" Purpose of evaluation and methodology used a Principal recommendations
 
" Purpose of aollty(les) evaluated a Lessons learned
 

" Findings and conclusions (relate to questions)
 

Mission or Offlice: Date This Summary Prepared: Title And Date Of full Evaluation Report:
 

The purpose of the second evaluation of the Small Scale Enterprise Development
 
Project (SSED) as defined in the USAID/CRS Grant Agreement is to "determine how well
 
the Project has achieved its goals and whether the project needs a second outside
 
evaluation upon completion." In addition to the purpose stated in the Grant
 
Agreement, the evaluation reviewed the feasibility of an extension of the Project and
 
if so, under what conditions.
 

The specific issues addressed by the evaluation are (1)whether or not the Project
 
has successfully provided management capabilities to the participating firms, (2) has
 

the Project operated as anticipated under the Grant Agreement, (3)whether there is 
a
 

plan for the institutionalization of the SSED and how feasible is the plan, and (4)
 
what extent does the future viability of the SSED depend on continued levels of
 

assistance from USAID, CRS and other donors.
 

The approach undertaken to evaluate the Project used the following techniques: (1)
 

visits to approximately half of the participating firms and interviews with the
 

owners of the firms, (2) interviews with the SSED Project management, (3) review of
 

records and documentation of the Project, (4) individual interviews with the
 

consultants, and (5) interviews with representdtives of relevant government
 
with Moroccan banks and business organizations.
ministries aod agencies as well as 


Based on this evalution, it is evident that (1) there does exist a demand for the
 

assistance that this Project has undertaken to provide, (2) Moroccan, small scale
 

business owners/managers are receptive to the type of assistance the Project has
 

provided, and (3) relatively inexperienced busness school graduatez can effectively
 

work with small business oweners/managers if given the proper training arid continued
 

guidance.
 

Because of the problems that have been found in the design, documentation end
 

implementation, it is recommnended that the present SSED Project not be extended. It 

is recommended instead that strong consideration be given to the design and 

implementation of a new small business project which would incorporate the lessons 

learned as well as the strengths of the first project. Design of the new project
 

should begin immediately and it recommended that in designing the new project the
 

following issues should be addressed.
 

1. Review, identification and concurrence among the future sponsors of the project
 

should be obtained at the onset regarding the target beneficiary group(s), the
 

specific types of and methods for delivery of the assistance to be provided, and
 

common criteria to be used in measuring the success of the project.
 

There are tws ways to approach this initial step. Either for CRS to determine
 

exactly what it wishes to do in the area of small business development - target 

group, type id level of assistance, etc. - and then with this clear project concept 

in place, identify and seek out so-sponsors who are willing and able to share and 

support the project concept. Or CRS can host one or more roundtable discussions with 

all potential sponsors. The purpose of the roundtables would be to develop a project
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9 U MM I R Y (Contine) 

concept jointly with the other sponsors. In either event, there is a need to begin 
possible
this initial step as soon as possible so as to have as little down time as 


between the ending of the pilot project and the beginning of the new project.
 

2. The establishment of the project outside of the direct control of the Moroccan
 

goversment.
 

To avoid many ofl the implmentation problems which were encountered during the SSED
 

Project as well as to be able to structure a more private sector oriented project, it
 

is recomended that the new project be'a stand alone activity receiving 
in-kind and
 

financial support from various sponsoring organizations. To the extent that some of
 

the support will be coming from government entities, an agreement should 
be sought
 

from the Moroccan government which will exclude this support from the direct 
and
 

continuous oversight and involvement of the government.
 

3. The new project should have indirect affiliation with a broad spectrum of the
 
This


Moroccan governmental, educational, professional and institutional entities. 


affiliation should be in the form of a policy body for the project made up of
 
Active participation of the members of
representatives from these various groups. 


these groups should also be sought in the seminars, forums, and other related
 

activities of the project.
 

In the initial start-up phase of the new project, the activity of the project
4. 

should be limited to the Casablanca area so as to capitalize upon the resources
 

There should be concrete plans, however, after the start-up phase
already developed. 

to expand the project's activities to one or two additional regions of the country.
 

There is a certain attraction to expanding the assistance to sectors not touched by
 

the first project. It is recommended that in the first two or three years of the
 

project, the assistance should continue to be focused on the subsectors of the 
first
 

project - textile, leather and electro-mechanical - with an increase in the number of
 

A certain knowledge base has been gained by the
small businesses that are assisted. 

a point to be fully exploited. In addition,
consultants which only now is at 


professional organizations of these sectors have been somewhat active in the first
 

project and it would appear to be moce feasible to further develop these
 
Finally, it is generally agreed that these
relationships than to begin new ones. 


as
 
sectors have significant potential for growth both in the domestic economy as well 


for export.
 

5. A high priority should be placed on maintaining the services of the 
consultants
 

of the first project in the new project so as to capitalize upon their experience and
 

knowledge base. t
 

It has been recommended earlier that the number of small businesses assisted at any
 

one time should be increased from the original 40. Ideally, this number could be
 
two new
doubled. Each of the experienced consultants could be paired with one or 


graduates or "associates under the direction and in association with the senior
 

consultants. Of course, this would not eliminate the need for the new project to
 

- Project Director and one or two Assistant
have a strong, experienced management 

Directors. The direct responsibilities of the Assistant Director(s) would be to
 

manage the documentation, internal control, logistical and personnel 
issues of the
 

The Project Director would have primary responsibility for providing
project. 

technical consulting support to the consultants and for engaging in the public
 

relations aspects of the project.
 

The creation of a new small business project within the short time frame available
 

will not be a simple matter; however, it is a feasible undertaking and certainly
 

warrants strong support.
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f lS MTpa 

Project is to promote the long-termThe goal of the SSEE 
growth of suall businesses in Morocco through the Introduction of 
better une ement skills. It Is anticipated that tihe SSED 

Project will provide assistance to the Moroccan private sector 
services provided by otherthat was complementary to being 

oroccan Institutions. Having two beneficiaries of the Project 

- the oroccan sll business and the consulting sectors, the SEE 

Project us to provide wageent extension outreach to forty 
small firms in the Casablanca area through five consultants vho 

from recent Moroccan business school graduates.will be chosen 

As planned, the Initial pase of the project wus to consist 
arnof the selection of the Project Doneger and Assistant lkmnger. 

the selection of the thrae target subsectors. The second pbase of 

the Project was to consist of the selection of Project Oversight 
anxd academicCommittee members from the buslness community 

and trainig of the manageventcommuity, and the selection 
7he third phase vould focus on the selection/analysisconsultants. 

of and assistance to the participating small businesses. 

mm of U.S. $86,99? uas designated as a Development FundThe 
whose purpose uas to provide participating sall businespe 

partial funding for access to assistance beyond that which the 

Project is able to provide directly and for which the small 
business is unable to Itself afford. 

CRS and ISCAE entered into an agreement on October 10, 1985 

stipuleting the specific responsibilities of each of the 
wi'h respect to the SEe). A detailed plan for theorganizations 

the services supported underInstitutionallzation of consultancy 
the Project as required to be developed by ISCA! prior to the 

completion of external donor assistance activities. 

It ws anticipated companles would be removed from the acpive 

list if after a period of participation, the company bad solved 
the various management problems diagnosed. Company graduatlon 

required concurrence of the Project Oversight C i ttee and 

approval of the Project Manager. Each graduating company would be 
into the active pool. In allreplaced by a new company drawn 

the Projectevents, contact as to be maintained over the life of 
by the staff ad consuY'.taivts with all companies which bad 

participated In the Project. 

has been In operation forAs of this evaluation, the Project 
Project has suffered continual set-backs,over two years. The 

delays Wn =anticipated modifications due to a lack of 
objectives. Initialspecificity and a divergence of sponsor 

Project design Indicates several areas of weakness. First, the 

I
 



posewbat unrealisticstated objectives were too ambitious. It Is 
given the time and tfiancial limitation of theto anticipate UMt 

would be able to Mike inexperienced businsss schoolProject it 
graduates into small business consultIn specalietsO, to remove 

constraints to mrll business development,internal and external 
to create a peranent management outreach facility in the 

or 
Second, there are no clearlyoroccan government apparatus. 

defined criteria to measure the relative success or lack of 

success of the Project. In addition, inconsiteny of definition 

bes lead to some difficulty in the selection process and 
the Project's targetmisunderstandling by government officials of 

group. 

The differences of opinion on both philosophical as well as 
operation of the project expressed by thedesign and 

the phnse of the project were nevercounterparties at conceptual 
continued to bave a significant impact on the

truly resolved and 
It Is to theseimplemetetion and mnagement of the project. 


differences and the underlying agreements of the project - that of
 

and CRS/ISCAE - tbat much of the imleaentation problemsUSAID/CRS 
of the Project can be traced. 

In spite of a host of problems, the Project bas been 
in Its outreach activities with the

reasonably successful 
businessesparticipeting smell businesses. A number of the small 

and productivity, gainedbave experienced increases in revenues 
and bank credit. and bave created access to new mrkets nov 

And, as a result of participation in the trade fairs,employment. 
export opportunities. Fromseveral companies are exploring 

Interviews with the consultants, it Is clear that they have 

undergone a substantial learning experience over the last two 

years. Althougb not yet specialists, in sall business 
in each ofdevelopment and promotion. they bay gained knowledge 

their subsectors that should be mpitaliled. 

Unf ortunately, the Project bas bad virtually no lmpct on the 
of the limited operating gains and modest1ioroccan economy outside 

employment increases experienced by ease of the forty 
There bas been a conspicuous lack

participating small businesses. 
byof public relations and publicity-related activities undertaken 

to date, no detailedthe ma ement of the Project. And 
institutionalization plan bas been developed for the future of the 

Project.
 

that the present SSED Project not beIt is recomaended 
extended but instead that strong consideration be given to the 

of a new mall business project which
design and impleentation 

the strengths of
would incorporate the lessons learned as well as 

this first project.
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LTnrochEvalustionfPurpose .n 

The purpose of the second interim ealuation of the Small 
Scale Enterprise Development Project (SSED) as defined In the 
USAID/CRS Grant Agreement is to 0 determine how well the Project 
bee achieved its goals and whether the project needs a second 
outside emluation upon completion. " In addition to the purpose 
stated in the Grant Agreement, the evaluation reviewed the 
feasibility of an extension of the Project and if so, under what 
conditions. 

The specific Issues addressed by the evaluation are (1) 
whether or not the Project has successfully provided management 
capbilities to the participeting firms. (2) as the Project 
operated as anticipated under the Grant Agreement, (3) whether 
there Is a plan for the lntitutioraliation of the SSED and boy 
feasible is the plan. and (4) what extent does the future 
viability of the SSED depend on continued levels of assistance 
from USAIDo CRS and other donors. 

The approach undertaker, to evaluate the Project used the 
following techniques: (1) visits to approximtely half of the 
participating firms and Interviews with the owners of the firms, 
(2) Interviews with the SSED Project m nagement. (3) review of 
records and documentation of the 2roject. (4) 1dividal 
interviews with the consultants, and (5) interviews with 

and agencies asrepresentatives of relevant government ministries 
well as with Mioroccan banks and business organizations. 
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T BIOC_ROUN-


Due to the number of social and economic probles 
and trade deficits, ruralInflation, high umeployaent. budget 

to urban areas. and continuing populatt.on pressure aigration 
that bave plagued the lioroccan economy over the last decade and 

the Increasing acknovledguent by government officials that these 
thereproblsas cannot be solely addressed by the public sector, 

support given to the development of thebas been greater focus and 
and sedium enterpriseprivate sector, in general &Md the amll 

sector specifically. 

establishmlentThe Moroccan government bas sought through the 
encourage theof small scale enterprise promotion programs to 

numbdr of progreas boveexpasion of the sall scale sector. A 
in the 21inistry of Commerce, suchbeen instituted through agencies 

as the Office for Irdu~triel Development (ODI). the Center for the 
ad the Unite d'Assiotance ?echniquePromotion of Exports (CITE). 

a la Petite et Mloyenne Industries. Initiatives also have been 

mde by fi eicial institutions and professional organi rations to 

support and provide assistance to smll aid medium businesses. 

CRS baying gained experience in providing margement 
sixilar program in Tvisia andassistance to small businesses in a 

encouraged by the Tunisian project's success, decided to study the 
in liorocco. Aviability of laumchin a small business project 

which indicated tt such afeasibility study vs conducted 
project could be successfully undertaken in the 11oroccan 

ard submitted to USID-Rabet a proposalenvironment. CRS prepared 
of a three year vilot project. The proposal vsfor the funding 

grant agreementapproved and on September 24, 1986 the USAID/CRS 
is signed. 

4
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W, KI. PRIOJ _T DE__3CIPTION - _CI_ in KEAW 

A. Prolect Ratiole am2 Objectives 

Tbe goal of the SSED Pro:lect Is to promote the long-tern 
growth of small businesses in orocco through the introduction of 
better mnagenent skills. To achieve this goal, at least four 
objectives for the Project have been specified in the grant or 
other related siuporting documentation. The first ad principal 
short-ter objective Is to provide owners of small businesses with 
better anageent capabilities to deal with both internal and 
external constraints to long-term growth. The second short-term 
objective is to develop a cadre of enagement specialists familiar 
with smll businesses. The long-term objectives of the Project 
are (1) to increase long-tern viability ald growth potential of 
small businesses by removing external and internal constraints to 
growth, and (2) the creation of a maxrge met outreach facility In 
the Moroccan government apparatus. 

B. Anticipated Project Achieveents 

It Is anticipated that the SSED Project will provide an 
assistance al service to the Moroccan private sector that is 
complementary to similar services being provided by other Moroccan 
institutions. Specifically, it is anticipated that the S5D 
Project will address the mans eaent needs of Moroccan small 
businesses in a manner which is more flexible and responsive that 
that which presently exists. 

As stated n the USAID/CRS Grant Agreeent. there are tvo 
major beneficiaries of the Project - the Moroccan small business 
and the consulting sectors. Improved mangement systems will 
provide small businesses the opportunity to become more profitable 
In the long-term by allowing then to more effectively address 
business constraints. The Moroccan consulting sector is to gain a 
now outreach center to train business ponsultants in the practical 
aspects of consulting. Both sectors ae to benefit from favorable 
pollcy modification resulting from Moroccan government observation 
of :ad Involvement in the SSED Project. 

As designed, the SSE) i to be a pilot Project to provide 
anagament extension outreach to forty firms In the Casablanca 

area thromoh five consultants chosen from Moroccan business school 
graduates. 

The SSED is jointly sponsored by the U.S. Agency for 
International Development (USAID). Catholic Relief Services USOC 
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(cRS), nzd the Institut Superieur do Comeros et d'AA-Jnitration 

des EntropreS (ISCAE). 

The SSED manageent organIcation consists (f a Project 
anager (Chef de Projet). an Assistant Project 1anager (Chef de 

Projet Adjoint), five management consultants, and a Project 
Oversight Committee (Coxite Conseil). 

B. Prolect Iien entation hflf 

The initial phase of the Project consisted of the selection 
of the Project Manager and Assistant Mlnager, and the selection of 

the three target subsectors. 

secozd phase of the Project was to consist of theThe 
selection of the Project Oversight Committee members. and the 

consultants. The Projectselection and training of the mnagement 
was be professorsOversight Comittee to composed of four from 

ISCAE, and a professional from each of the following: Office de 
the Banque National deDeveloppement Industriel (ODI), 

GeneraleDeveloppex.ent Econonique (BE), and the Confederation 
Econoxique barocaine (CQGI). 

who ultizately wereT'J%selection of the five ISCAE graduates 
to be the SSED manageaent consultants was to be made by the 

Project anager. and the DirectorsProject 1knager, the Assistant 
of ISUE and CRS. The consultants were to be trained for period 

The wes consist lectureso. three months. traini to of and 
trips to Interview and recruit enterprises for semnars as well as 

the Project. The curriculum of the training program was to be 

divided into three broad categories: (1) analysis of mall 

business problems. (2) the psychology of the mall business owner, 

ad (3) the institutional constraints and incentives to smll 

business in Miorocco. A sall business simulation game also was to 

be used In the trelnir process. 

The third phase planned was the selection/analysti of and 

assistance to the participating small businesses incorporating the 

use of the Development Fund. 

forty smll business participants in the Project are to be 

selected using the folloving criteria: 

1. The willingness of the smail business ovner/manager to 

participate In the Project. 

2. The number of permanent employees of the business (raving 
between a adinimu of 7 aW a mxlnum of 20). 

3. The level of the smll business ovner/manager'e form). 

education. 
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4. fte muber of employees Involved in the =ail busineso' 

edunnstration. 

6. The amount of capital in the wall business. 

6. The number of yeara of operation of the small business. 

7. The level of annual sales. 

S. At the time of selection, the small businesses were to be 
required to legally register if they have not already done so. 

The grant outlined the following time schedule for Project 
implementation: 

11onths of
ACtiV1Ytroec
 

Pbese I - Project Startup I - 3 
Pbse II - Consultant selection 3 - 6 

and Train'
 
Phase XII 

Selection of firms 4 - 14 
Firm Analysis 4 - 16 
Assistance efforts 6 - 36 
Use of the Development Fund 9 - 36 

Phase IV - Institutionmlization 
Plan submission 24 

R, Th D&TeloiPet iund 

The sum of U.S. $88.99? was designated as a Development. Fund 
for the SSEID Project. The purpose of the Fund was to provide 

In obtainin' necessary as,'Jistancerticipating small businesses 
eyond that which the Project is able to provide directly anx for 

which the small business is unable to itself affori. The 
Identified uses iiL the Grant for the Development Fund were the 
following: 

- mei izrs given to whole sectors 
- mpec1l.c interventions in companies 
- the transport (costL) of a company owner/mager to a 

location outside of Casablanca where he might observe new 
tecbniques. 

The criteria to be used to determine eligibility of the 
Development Fund for specific Interventions In or by companies us 
the following: 

- a cost-beneflt ratio analysis of the intervention in the 
firm 
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- the rtim' active level of participation In the Project as 
represented by its Successful Iplementation of consultant advice 

M the Fund is to be used only in cases the fIrm Itself is 
willing to contribute a portion of the cost for the proposed 
intervention but is realistically Unable to provide it all. 

The Fund was to be distributed every six month3 of the 
project. It was designated the responsibility of the Project 
Mmger, the CR5 Econ=4it, the CRS Director. and the ISCAE 
Director to approve disbursements of the Fund and to fix the level 
of the fim's financial participation in the Intervention. 

F. Coga& Graduation 

If a company solved the various management problems diagnosed 
andad with the concurrence of the Project Oversight Committee 

the approval of the Project nanger, it was anticipated the 
from the active list ad a nev companycoipany would be removed 

drawn into the active pool. In all events, contact ws to be 

mintained over the life of the Project by the staff and
 

consultants with all copaes which bad participated in the 
Project.
 

G. Project - t .e .Zitori 

he Project Manager is responsible for the day-to-day Project 

within the framework of IMCA. CRS employees will be inmanagement 
nlaeger daily ad with the Director ofcontact with the Project 

ISCIE as necessary. Financial monitoring will be the 
a CRSresponsibility of the auditor. who will be employee. 

The role of the CRS Economist should be that of recommending 
In-depth analyses ofappropriate selt-tion crt.teria, undertaking 

togenerated through the activities of the Project determinedata 
of the Project. working with Projectthe progress and direction 

management in the formulation of the initial consulting 
throughout themethodology. and providing continual feedback 

to both the Project management on appropriate methodologyProject 
modification based on continual analysis of the Project. The CRS 

CRS and the nanagementEconomst is the principal liaison between 
of the Proje-t thus assuring continuous and complete two-Vey 
lnforatix flow. 

The Project us housed at I9M In a business outreach center 

named the " Centre de la Promotion de I& Cretion d'kntreprioe 

(CPCZ) . According to the Grant agreement. IS= agrees to 
after the three yar pilot if it provescontinue with the Project 

successful.
 

$
 



A detailed plan for the entitutIonaliration of the 
consiltancy services rwiported =der the Project we required to 
be developed prior to the completion of external donor assistance 
activities. 
I. Prolect Planned doet 

The contributions 
SSED Project Is as tollovs: 

of the three sponsoring institutions of the 

USM 
CRS 
ISC= 

Total 

$300.000 
133.900 

-. 16.900 
$620,00 
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CRS and I9M entered into an agreement on October 10. 1905 
stipulating the specific responsibilities of each of the 

organiatlons with respect to the SSE. 

A. Repanibilities of ISCAE 

1. 	 To provide a mi7Nimux of 160 hours of training to the five 
to be consultants.consultants chosen the management 

2. To provide classrooms for the training as veil as for 

periodic meetings held on behalf of the SSED. 
furnished 	 offices for the administration of3. Tv provide tvo 

the Sm). 
4. To assure the composition of the Project Oversight 

Comittee Vhich will be ccmposed of professors from ISC. and 

representatives of ODI. BNDE and CGE. 
S. To assure that the Project Oversight Committee meets 

a 	 ofwhenever necessary and at least one time month once selection 
the firms bas begun. 

6. To provide all the necessary support to assure that the 
soactivity of the Project Oversight Committee for the duration 

the Project. 
7. To assume the prinary responsibility for the public 

relations aspects of the Project - specifically, to publicize and 

explain the activities of the SSE) to businesses, the aedia and 

governmental organization. 
S. To do its best to promote the development of sall and 

a via themedium business based on the results of the SSED vi 
Noroccan government. 

9. To assure the continuity of the activities of the SSED 
the Project and to presentProject beyond the three year period of 

a detailed plan for the continuity before the 24th month of the 
Project. 

3. Renonibil.Ui_.d, CMS I" 

of the personnel of the1. To ndertake the salary expenses 
Project - specifically, the Project l.zager. the Assistant Project 

a secretary, the five sanagementManager. an accomtant, 

consultants. and a part-time economist.
 

2. 	 To put In place a Development Fund in an amount of 
that $80,000 wbich will be available to thesoneftat ore 

participating firm based an a pro-established set of criteria. 

3. To assure 	 the Project-related costs of transportation of 

the Project linuger. the Arsistant Project knagor, and the 

mmgeaent consultants. 
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C. &areeoemt Budaet 

Contributions 
tollovs: 

met out in the CISISCI agreenent are as 

CRS 
USAID 

Total 

1162,900 
_300.0oo 
$452,900 
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I. -lO-KC NP-LKALXI 

As of this evaluation, the Project be been in operation for 
over two years - approzimately, two-thirds of the Grant life. 
Fro the Initial discussions a mgotiations among the varlou 
coumterparties through the implementation pheses, the Project bas 
rffeted continual set-backs, delays and uanticipated 

modifiations due to a lack of specificity and a divergence of 
sponsor objectives. The fact that a Project which se conceived 
to provide consulting assistance to already existing small scale 

be named the Center to Promote the Creationbusinesses should 
Small Dusinesses" is an Indication of the divergent objectives and 
perceptions operating from the beginning of the Project. A5 a 
result of these di.fering views, the SSED Project has never 
closely tracked the Implementation schedule set forth In the 
USAID/CRS Grant agreement. Appendix I presents a graphic 
comparison of the planned Implementation schedule and the actual 
Implementation progress of the Project. 

A. VnderlyiN Prolect DesonU Issues 

Review of the Initial Project design indicates several areas 
of weakness. First, as a pilot Project, the stated objectives 
were too ambitious. In the USAID/CRS grant agreement and other 
related reports, it is stated that the Project would (i) provide 
owners of mall businesses with better masagement capabilities to 
deal with both internml and external const4aints to long-term 
growth, (2) develop a cadre of management specialists familiar 

growthwith small businesses, (3) Increase long-tern viability and 
potential of small businesses by removing external and Internal 

and (4) create a permanent mnmngementconstraints to growth, 
outreach facility In the Noroccan government apparatus'. A pilot 
Project of three years staffed with Inexperienced consultants 
certainly could assist owners/managers of mall businesses In 

with some of the internal (is..better understanding and coping 
accoiting systems, personel management, Inventory control, etc. ) 
and external (is., usqplier relations, banking relations, 
simplistic marketing technliques, etc.) constraints as well as 
developing a cadre of consultants Who would bave gained a certain 

of malllevel of experience In dealing with some of the problems 
businesses. The techniques developed and used in the Project to 

to assist the mall businesses couldtrain the consultants and 
to determinethen be evaluated in the latter part of the Project 

how effective these processes bad been, where there could be 
such an activity most appropriately fitsImprovement, and where 

somewbat unrealistic toInto the Moroccan economy. It is 
of theanticipate that given the tme and financial limitation 

Project it would be able to make Inexperienced business school 
graduates into Osmall business comnltlng specialists', to remove 

constraints roll business development,Internal and external to 
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or to create a permanent mamgeent outreach facility in the 
1!oroccan goverment apparatus. 

Exmles of sore reasonable objectives for this three year 
pilot Project would have been one or sore of the following: 

1. Ta identity and evaluate appropriate methodology for 
providing maagement assistance to loroccan small scale 
enterprises through a pilot Project activity Involving forty or 
sore rull scale enterprises.
 

2. To Identity and evaluate whether recent business school 
graduates given a specific tralning and under the supervision of 
one or more erperienced mantgers can effectively assist aid affect 
an improvement in the operations of sll businesses. 

3. To evaluate and determine the appzcopriate structure ar 
placeaent within the Mioroccan economy of sucb an activity on an on
going basis. 

4. Tv detersine wtt level of fees would be appropriate for 
cll businesses to pay for such assistance. 

The second area of design weakness of the Project is thet 
here are no clearly defined nor reasonably measurable criteria to 
measure the relative success or lack of success of the Project. 

success
Understadbly, nut all criteria to measure are 
quantltatIve. The Project, however. bas virtually no quantitative 
targets or goals. The only defined measure cited in the USLD/CRS 
Grant agreement is that at least forty small businesses should 
participate in the Project. Clearly. using this neasure, the 
Project bas been successful. 

To deteraine how effective the Project bas been In assisting 
small businesses and contributing to their Improved operations. It 
would bays been desirable for some quant.tative criteria to have 
been agreed to and set out in the Grant agreement. Examples of 
such criteria would bay been: t 

1. A specified Increase to be achieved In the revenues and/or 
profits of the participating businesses over the average increase 
in the sector or subsector during the ease period. 

2. A specified Increase In eployment and/or wages over the 
sector or subsector industry nor&during the sme period. 

Such criteria would bays permitted a sore accurate assessment 
of the Project's effectiveness. 

third area of weakness is the fact tiat although theThe 
enterprise Project. theProject ws created as a suall scale 

criteria of 7 to 20 permanent eployees used for enterprise 
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not the government a employmentselection does reflect norocoan 
smll buflebesB (20 to 50 eaployees). This

definition for 
has lead to some difficulty in the

inconsistency of detinit.n 
selection process s .1ounderstanding by government officials ofand 
the Project's target group. 

B. Thderlvng Docusentatiot Issues 

Progress Report datedJO Indicated in the first USED 
September 11, 1985, there were significant ditterences on both 

as design and operation of the Projectphilosophical as well 
expressed by the counterparties. 

concerns about the Developzent Fund, theUSALI) raised 
of the Project at the

feasibility of institutionaliation 
contribution and the

termimtion of outside tunding, the ISCAE 
adequate

presence of the necessary professional depth to ensure 
ISCA! focused more on the approachimplementation of the Project. 

the Project, lobbying for a 
to be undertaken for the sanageaent of 

decentralized,centralized top-Odown strategy rather tan the more 
favored by CRS. Although foral agreementInteractive approach 

us reached through a series of comprosisee, the fundamental 
at conceptual phase of the project

issues/differencez raised the 
a significant

were never truly resolved and would continue to have 

Impact on the ongoing Implementation and mnagement of the 

Project.
 

There was apparent difficulty in coordinating the efforts of 

CR! and ISCAE in the early stages of the Project due in sooe 
CRS/ISCAE agreement was not

degree to the tact that the 
or detailed in the delegation of

sifficlently comprohensove 
As an example, in no document

responsibilities for the Project. 
related to the Project is there a specific process or Is specific 

the hiring of the Project 11anager. It is
responsibility given for 
explicitly stated that CRS is responsible for the ealary of the 

Is there explicitly stated
Vproject Manager; however, nowhere 
exactly how the Project Rbrager would be selected and who is to 

process. It Is assmed that there 
participate in the selection 
uts autual understanding among the individuals who were Raridling 

of the Project.and implementati.the negotiations initial 
asmoug the

1Wlortuately, given the differences that bad arisen 
beginni of the Project, It could be

courterparties at the 
once foral agreements were signed all

anticipated that the 
on the changing self-

Implicit agreements were open to cbae e based 
interests of the varlous counterpartles aid their relative 

positions of strength. 

In addition to a lack of spocificity as to the roles of the 

the policy aspects of the Project. the roles aWdcounterparties in 
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responsbilities of the Project management also were not clearly 
defined. In the USAID/CRS agreement, the specific responsibllities 
of the Project Rma ger are (1) the "...daily overight of the 
consultants... . (2) granting approval of Developsent rumK 
disbursements in conjumction with the CIRS Economist, the CR5 
Director. ad the Director of IS=, and (3) grantingapproval of 
companies to be graduated fro direct participation In the Project 
with the concurrence of the Project Oversight Comalttee. There is 
no mention made of the responsibility of the Project mnaagement In 
the CRS/I19 agreement nor any reference made to those outlined 
In the USAID/CRS agreement. 

Finally, there Is no specific reference made in either 
agreement concerning the process for overall Project policy reviev 
and decision making during the life of the Project. Daily guidance 
of the consulting activities is the responsibility of the Project 
Manager; the Project Oversight Committee is responsible solely for 

providing advice and guidance with respect to the diagnoses of and 
recommendations for the individual companies; IS=.& Is to provide 
facilities. assure the creation ad continuity of the Project 
Oversight Committee. and engage in public relations activities 
related to the Project. There Is no process specified In either 
agreement to accommodate policy reviev and modification during tk,, 
life of the Project. Not having such a process bas resulted In 
either (1) odifications being made to the Project on an ad hoc 
basis - without adequate discussion, clear-cut decision mking, 
and direct communication of the odifioations among the various 
parties Involved in the Project or (2) action not being taken 
until a crisis type situation occurs. Ideally, a policy committee 
composed not only of representatives of the three sponsoring 
institutions but also of the Moroccan government and private 
sector smild have been established. 

It is to the tvo underlying agreements of the Project - that 
of USAID/CRS and CRS/I19C. - as well as to weekness in design that 
much of the impleentatlon problems of the Project can be traced. 

Phave.I
C. plmmtati_,_o 

The Project start-up pbase ws to take place during the 
period of October to December i9e. zxhibit 1 coares the 
planned timing of the project with the -actual ting of 
Implemantatlon of the project. to date. As seen in Exhibit i. 
only two of the activities planned In Phase 1 were completed 
before the and of December 1905 - the signng of the USAID/CRS 
grant and the CRS/ISCAE agreement. In this pbase, the Project 
magement vas to bae been recruited. the administrative empport 
staff put In place, the physical facilities of the Project set v. 
an the three small business subsectors selected by the Project 
iager. the Assistant Project Elanager. aW the CRS Economist. 

Although = eplicitly stated in the grant agreement, It would 
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hays been desirable for any Moroccan government approvals of the 
taken place during this period.Project and Its bMgnt to have 

Siglficant lmplementatlon incnsistencles. plagued the 
An oxample of theseProject during the first phase. 

that the official opo ceremony ofinconsistencies is the fact 
the Project took place In 15arch 1986; however, final approval by 

did notthe 11inistry of Yinance of the Project's operating budget 
The resulting delay of necessary Projectoccur umtil July 1986. 

bed an obvious negative Imnact on the iuplementationdisburseents 
to idequte evaluationof the Project and vs in large part due 

of placing the Project under the uwbrelle ofof tL ilications 
the ISC=E during the design of the Project. Significant elements 
of the Project were unable to be Implemented which bad been 

(is., the planned salary levels of the consultantsbudgeted for 
asd Project mnagement, the purchase of three vehicles for Project 

for which funds already Wed beentrensportation, etc. ) and 

allocated.
 

In an attempt to sort out some of the probleas bogging dovn 
first phase, the Project Hanager of the CRS Tumisian Smallthe 

Enterprise Project vas called upon in November 1985 to cone to 

Morocco aW make an assessment of the situation and to recommend 
weresteps to facilitate project coordination. Initial problems 

resolved. Completion of most of the activities in Phase I had 

occurred by nay 1986. 

LI leactotio of Pke II 

The final selection and the commencement of consultant 
training began n h1arch 1986, approximately three months behind 

asthe Project Implementation Plan. Reviewing the documentation 
well as interviews with the consultants and the professors 

indicates that the traini conformed, in general. with that 

In the USAID/CR3 and CRS/ISAE agreements. According tospecified 
hours of classroom activitythe consultants, much of the 160 

business Management tecniques th t wereconsisted of reviewing 
t studied veri studied as students at ISC=E. Althouh most of the 

professors who participated In the consultant tra nng have 

the private sector, few bave bad direct eperienceexperience In 
with rmUl businesses of the ale participating In the roject. 
As a result, much of the material studied did not creatively focus 

theen roml business concerns. There was general agreement among 
on the psychology ofconsultants that the trainin which focused 

as well as the role playingthe m2 business oner/manager 
sJJulation game gave the most relevant preparation for working 
with the M11 businesses. 
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I. !3plmtation of Pmae I! 

Selection of participating firms coincided with and was 
Incorporated a part of the consultant train'ng process. (See 
Exhibit 1). 7be principal methos used for searchin and 
identifying firs consisted of door-to-door canvassing and word-of
mouth referrals. Business ovners/nanagere interested in 
participating in the Project were required to respod to 
questionnaires which used a scoring system to determine the 
candidate's qualifications. In addition, the Project D1amger and 
the CRS Economist visited each of the applicants on several 
occasics before a final determination was made as to whether or 
not the applicant was a•cepted in the Project. 

The criteria for firm selection developed by the Project 
1enager and the CRS Econoist did attempt to reflect the broad 
categories set forth in the USAID/CRS agreement as well as CRS' 
underlying mandate to help the poorest of the poor. 

The ability of a mall business oner/maonger to acquire 
better mement capabilities implies at least two elements. 
First, tat the nll business owner/sanager bas to have a modlcun 
of education necessary for understanding and applying the skills 
being taught in a reasonable tiaeframe. Second, that there is a 
sufficient operational base in the all business to allow high 
marginal return from the new manogement capabilities. The more 
pragmtic objective of identifying firms which though small were 
of sufficient size ad foundation so as to be able to 
significantly benefit from the assistance given does not seen to 
base been a eajor factor in firn selection. 

To determine the appropriateness of the criteria used n the 
selection questionnaires, it is necessary to review and assist one 
of the Project's objectives. The objective is to provide 
owners/sanagets of small businesses with better management 

deal with both nternal and external constraintscapabilities to 
to long-ter growth. 

From interviews with representatives of the three sponsoring 
that there ws not a clear. sharedinstitutims it Is evident 

nderstandig of the how the Project was to work. ISCAE and CRS 
saw the Project more from the perspective of a laboratory workshop 
- rollowlag and analyzing the experiences. of the same 40 

USLID put sore weight oabusinesses over the life of the Project. 
the 6compoy graduation' aspect of Project mentioned n the grant 
agreement and anticipated that there would be at least one 
turnover of the participating companies during the life of the 
Project. USh foresw a minima of 00 snail businesses being 
affected by th Project.
 

The criteria used n the questionnaires were designed in such 
a way that although not a designated target group of the Project. 
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quits a few m cro enterprises yore selected as participants. 
Mese aicro enterprises proved to be too small to advantage of 
much of the assistance provided. 

Also, although firms selected were to be legally registered 
at the time of selection, the criteria also biased the selection 
process so that over one-fourth of the participants chosen has 
lust started up and/or were not legally registered entities. 

orking with these firms proved inappropriate in the context of 
this Project as rch time (up to four months) ws spent just 
getting the companies legally registered. Pure management 
assistance van often delayed for as long as a belf year or sore 
after the initial selection. 

The qpestionneires used in the selection process did not take 
Into accoimt any subsectoral clbarecteristics which might have been 
useful factors in determining the appropriateness of participation 
of particular firms. 

Ir. The Project ernightgCst ee 

The composition of the Project was specified in the USAID/CPS 
grant agreement - four IS=&Z professors, emd a professional from 
ODI. BDDE AND CGM. The Project Oversight Comittee has never 
fully operated with the specified composition. Participation bas 
relied more on individual interest than on an intitutimzl 
comltment and bas not been limited to the Institutions cited in 
the grant agreement. lambers' attendance has been dictated by the 
particular problems of a enterprise being discussed at a 
particular meeting. With the exception of certain ISCAI 
professors, ost members of the Committee sav themselves as 
•consultants to the consultants" and vero not aware nor thought it 
their responsibility to knov the overall structure of functioning 
of the Project. The mmbers never discussed among themselves the 
overall strategy, progress or future of the Project or their role 
in the Project. 

Despite the doamnbat fluid nature, the Project Oversight 
Committee has to a large degree fulfilled the role envisioned in 
the grant; that is. to provide advice and recommendations to the 
consultants regarding the diagnoses of the firm. 

Over the course of the Project. the active participation of 
embers has vaned. In Interviews with the Committee mmbers, it 

vs found tat a great deal of the lack of interest In the Project 
over the hat nine months is in fact due to poor coordination and 
commication. ' two voiced by ConitteeThe most complaints the 
members wre (i) tkat they were never given any follow-up 
informatim on the progress of the fira they lad met with a= 
given advice to arid. (2) that Conittee meeting scheduling uas 
often a preles - short advnce notice of the meetings, thit the 
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proved to besestings were alvyp held at IS= which often 
the 	 theInconvenient due to its distance from center of city, 

irregular seting days and times. Several mys to offset this lack 
of Interest In the project beg been suggested by the staff of the 
Project amd the [irector of ISM. All of the suggestions made 

need for the members to be rendieted in somerevolve around the 
finAncial manner for their participation. Although receiving se 
fimancial remmeraties could have made participation sore 
interesting. It Is quite possible that atteance by Committee 
members could have been significantly stimlsted by Increased 

the progress of the project, inconmincation with the members on 
general and of the companies they bad reviewed, specifically. 

The decline in the attendance of members of the Project 
Oversight Committee bee been evidenced particularly among the 

over the lestrepresentetives of the private sector. The 	meeting 
nine months have been domnated by professors of the ISCA! who 
feel more an allegiance to the Project as It is a pert of ISCLE 
and because there are opportunities available to engage in 
research work based on the fileings/datae accmulated froa the 
Project. 

G. The Developent Fund 

It was anticipated in the USAID/CRS grant agreement that the 
Development Fund would be distributed every six months once the 
firms bad been selected and consulting activity had begun. 

a significant under-utilization ofUnfortuwtely. there bee been 
the Derelopment Fund. he reasons for the under-utilization are: 
(1) a lack of a clear understanding of the purpose and criteria 
for 	 the Fund by the Project's management. and especially by the 

to identify eligibleconsultants - they were therefore unable 
opportunities for the Fund. (2) a philosophical difference on the 
use of the Developsent Fund by the Director of ISC (in the 
meeting with the Director during this evaluation, he indicated 
that he felt the Fund should be used to fund project analysis and 

to be perforsed by ISCW professors. to renumerateresearch work 
the members of the Project Oversight ConmaLttee as well as to 
partially finance direct interventions with the smll businesses), 
(3) the lack of sophisticated technical assistance requirements of 

the micro enterprises, (4) a perception by the consultants tiat 
use of the Fund required a long bureaucratic approval process, and 

(5) a somewbat academic bias in behavior on the part of the 

members of the Project Oversityht Comittee which acted as an 

obstacle in getting approval. 

•In an interview with one of the ISCAE Ccqmittee aembers 

during 1hich the purpose of the Development Fund was explained, it 

ws indicated the Oyes. I do racall there being me or two 

requests made for getting specialists under 	 the Development Fund. 
were littleI guess we (the Project Oversight CauLttee) a tough 
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an the ousultants. To felt tho at ormaton se s yllablo, snd 
with a little time amd effort the consultants could do the 

and find the answers for thmselves. " Anecesnry research 
reasoable attitude in a university setting; not so in a project 
which is trying to maxizi e effectiveness aud efficiency. It is 

clear thit it was difficult for the professors to disassociate 
themselves from their scademic behavior, especially when working 
with former students. 

Decause of the above reasons, the first distribution of the 
Fund for direct assistance - the firancng of the participation 
coot of several of the small businesses In a trade, fair - occurred 

the Projectapproximtely six months after that scheduled in 
Plan. There lave been four additionalIWplezentation 

the services of IESCdistributions of the Fund principally for 
volumteers. A request for funding participation in a second trade 
fair was considered, but after initial negative feedback from CRS. 
the idea ws dropped. Although other proposals are pending 

on the part of the Director of ISMAapproval, there is reticence 
to allow further use of the Fund until It Is clear exactly what Is 
or will be allowed. Among the pending proposals is one for a 
salnar for the sull business participants and another for 

weresupplemental traiing for the consultants. Semirmrs cited 
the USAIDICS grant agreement as one of the eligible types of 
activities under the Development Fund. and it is unclear why no 

seminars were planned and undertaken much earlier in the project. 
The need for supplemental traini of the consultants should be 

future strategy of the Projectconsidered in the context of the 
and what will be the required skills base of the consultants. 

Irndeed, the Director of ISCAZ recently expressed the viev 

tiat he would prefer that the Development Fund not be used rather 
than use it astefully. The question that begs to be answered is 

whet does he consider a waste use of the Fund? Overall, there has 
and eligiblebeen signlficant confusion concerning the desirable 

uses of the Development Fund which neither ISA. CRS or USAD 
bay effectively resolved to date. 

t 
H. Prolect Imament 

The Project as suffered form a lack of overall effective 
person of the Project 21aager. The first'management In the 

Project Mmager, 1r. lnou, came to the Project with a very strong 

marketing background, aid was quite effective In the initial 
Pases of the Project vorking with the consultants and the CRS 

Economist In recruiting firm. io style of management was based 
on the tea approach, and he developed strong workiW 
relation ps with the consultants aid the oners/saagers of the 

mall bualmessos. io major weakness as a manager. which became 
appaxent as the Project progressed, was in the area ofmore 


internal nmagesent system and controls. As a result, all
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ataspects of documentation were slow in developing. LookIng 
Exhibit 1. It is shmwn that all coponies ad been selected prior 
to the development and documentation of a consistent consmlting 
methodology. Prior' to development of the consulting methodology, 
consultants were left to their own devices in terms of how they 
approached their work withe sach of their companies. This led to a 
certain smount of redundancy and wasted time by the consultants. 
In addition, the data gathered by the consultants were not 
standardized and therefore in the first year and a balf of the 
Project, very little coparative statistical analysis could be 
undertaken. The shortcomngs of the Project 1knager as well as 
the perceived role of the Director of IS=AE as being the final 
authority on all aspects of the Project resulted in gradually 
increasing conflict between the two and finally the resignation of 
the Project Mnager. 

The present Assistant Project Manager bad been a consultant 
at the beinnin of the Project. It vas the decision of the 
management that his skills as a consultant were not sufficiently 
developed to be effective in the field. As an alternative to 
possible teraimtion, he ws switched with the then Assistent 
Project lrager who became a full-time consultant. So, in effect. 
an individual who did not have the necessary skills to be a 
consultant uas "promoted" to the position of Assistant Project 
R1anager. In addition to the less tWn positive impact this act 
bad on the morale of the other consultants, the new Asistant 
Project hkager ws also put in a position where after the 
departure of 1ir. lMou in July 1987. there uas a period of three 
months during which he took over as Acting Project Nanager. It 
us during this period that the Director of ISAC consolidated his 
de facto role of Project lhnager. 

Tbe selection and hiring of the present Project Mmager us 
undertaken by the Director of IS=E with the concurrence of the 
Director of CRS. The now Project lknager' a strengths lie in 
internal unragement and controls. The documentation requirements 
of the Project have undergone substantial Improvement since 
November 1987 when the npw Project kzager took over. Informtion 
gathered from the partibipating smll buninesses over the course 
of the assistance period bas been consolidated and put into a 
uniform fer et and presentation by all of the consultants. The 
timellnes of project and financial reporting to CRS and USAID bas 
Improved signi ficantly. 

The Interview with tbn Project hrager revealed that (1) she 
saw the pimry reason for being hired uas to put Othe house in 
order':t t is, to get the internal anagement and reporting of 
the Project in order, (2) to facilitate the directives of the 
Director of ISCAE who is responsible fur all decieions and policy 
regarding the Project, (3) to facilitate contact with relevant 
outside erganizations based on her special entree n that 
comamunity (her husband is an elected official of one of the 
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(4) to proves shen possibleprivte sector associations) and, 

technical suport to the consultants. The consultants, however,
 
do not lovk to the Project mmger for technical support nor for 
any initiatives regarding the Project. 

Becau.. of the now Project hanager's understanding ot her 
role and of a radically different management style, the working 

bas not improved. At a particularlyenvironment of the Project 
low point, a meeting requested by the consultants with the 
Director of IS= resulted In an ultimtum - "either she goes or 

of ISCA was able to diffuse the situation;we go. The Director 
however, the feelings hich brought about the meeting are still 
evident.
 

tbat it is the Director of IS=of who is presentlyIt is clear 
runing the Project directly. ftht fact is an ofi Itself Is not a 

major concern as long as he has sufficient tine to give to the 
and that he shares a common view of the Project with thatProject 

of the other sponsors -USAID end CRS. Unfortunately, that is not 
the case. As the Director of ISCE. the preeminent business 
school in Morocco, he is unable to devote the required time to 
manage the Project full-tine. Indeed. during the course of this 

requiring a three weekevaluation and due to a prior comnitment 
trip abroad, there g only one opportunity for a brief meeting of 
a little over an hour between the evaluator and the Director. 

During that seting which occurred at the begiri of the 
evaluation period, it was learned that there are significant 
differences in the objectives for the Project held by the Director 

n that CRS USAk. The Director sees theof ISCA ard of and 
training of the consultants as baying at least eqmal If not 

greater priority than the assistance being given to the small 
businesses. Through this training ead?xperience, he foresees the 

start their ownconsultants gaining the expertise nocessi.y to 
businesses. Going forward, he looks more to the Project to assist 
in the creation of small businesses than to provide assistance to 

also sees the Project as abusinesses already in existence. He 
mechaniam for encouraging participating ISCAZ graduates to 

-eventually have access to another avenue of eployaont with the 
participating firms that who recognize the need because of their 

growth to hire OcadresO or mnagement staff. All of the above are 

udable objectives, but were rat cited within the scope of the 
present Project. These differences are not now and can be traced 
back to the formative discussions of the Project. 

I. Other Issues 

There as been disruption ard delays in the payment of the 
ealarie. of the personnel of the Project. The reasons cited for 
this situation has been the burdensome, time-consimi process of 

getting apromals through the nLnistry of Finance. USID's refusal 
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to fund the Increases until the Ministry approvals have been 
obtalUM, aW CRS' hesitation to pay directly as It is seen as 

accomt. It i spreferable to pay through the special project
prefer to bnle such paymentsumderstaidale that all parties 

account, however. under the ORS/ISCAEthrough the designated 
of

Tgrenent CRS Is directly responsble for paying the salaries 
an effort to Improve thete Project personnel. A such. and in 

morale of the personnel of the Project, CRS is legally vithin Its 
the agreement and should immediately pay therights under 

Increases directly. 

The CRS Economist bas acted principally as a liaison between 

the Project staff and CRS. The Economist has often times gotten 

too Involved in the daily operational aspects of the Project. The 

analytical work anticipated for the most part has been done by the 
with the CR5 Economist acting more in aconsultants themselves 

capacity making suggestions and recommendations toconsultative 
that they shouldthe consultants as to the type of amlysis 

bas been an erosion of the importance ofundertaken. Also, there 
athe position due to the CRS Econoaist opting in whet Is indeed 

ead through therather difficult environment to work directly with 
the vaxagesent structure of theconsultants rather then with 

Project.
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Lt on the ParticiuetlJ hell zaterrisea 

ownersIrroa the perspective of the mall business 	 Wr 
nmgers, the Project bas been succossful. Of the companies 
Lntervieved, a significant number of the emll businesses bed 
experienced some sort of improvement in their operations. 

IMPACT OF PROJFCT PARTICIPATION 

0 	 Increac In revcnuc= or protIL5 22.2%; 
Access to new markets 17.0% 

* 	 Acceb to batik cr edit I I.1 
Increacd number or empioyec! 24.4%'0 

• 	 Increased Productivity 13.3% 
* No change 	 11.1R 

Of the eigthtoen companies interviewed, the preceding graph 
shows the percentage of compenies that experienced iprovements ln 
their operations. 

indicates the chnges, in employment thatThe succeedig graph 
the Lntervieed companes experienced over the course of their 
participetion in the project. 
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CHANGE IN EMPLOYMENT 

A." " 
0 Decreasie 5.3% 
I0O - 40% 57.9X 
* -11% 75S 26.39 
V 76% - 1509 10.5% 

And. as a result of participation In the trade fairs. several 
compaones are exploring export opportunities. Although It is 
difficult to evaluate the offectiveness of the Project in the area 

aof revens and suployment vithiout taking comparison with 
subsector statistics over the ese period, it Is oafe to state 
that based on the Interyievs held with the owners/sanagers. the 
sajority of the participants are pleased with the assistance they 
have received and the improvements they have noticed In the 
copanies' operations. 

Equally as important as the quantititive improvonts, most 
of the owers/Mn1ogers Interviewed Indicated tht they felt that a 
significant benefit of the assistance ias the oange they have 

their businesses. As one
experienced In how they look at 
'1 now can look into the future and feel noreIntervieoo stated. 

coa ortable about my ability to deal with it." 

ror soners/sanagers of businesses that lad resolved sost of 
their problems diagnosed at the beginnin of their participation. 
the soral support provided by the consultants vs a continuing 

was coar duag the courts.ofbenefit of the Project. Indeed, it 
Interviews with the business oners/managers that the consultants 
bad established strong working relationships with them. Indeed. 
the success of the Project is owed in large measure to the 
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ho In Spite of rather difficult working conditionConsutMnto 
(is.. Iadequate trmasportatlon. significant salary problems, 

in their of tortsnconslstencies In swagement, etc.) persevered 
to help the Mll businesses. The relationships established were 
so strong and ilividually based that some of the owners/amagere 
were not even clearly aware of the existence of the CPCE. The fev 

ideas of the Project nw the affiliation ofwho bad the clearest 
the Project with IBM as being generally a negative aspect. One 
owner indicated that "the poor consultants want to do so such and 
the (l1CAE) hold them beck." The youth of the consultants did not 
at this stage of the Project appear to present a major problem for 
the m business owners/semagers. Although the age and 
Inexperience of the consultants must have posed sonestat of a 
problem In Initially gaining the confidence of the busineso 
owners/magers, the ajority of the ovners/nezagers Indicated 
that the inexperience that accompanies youth had been sore then 

level of energy, enthusiasm arnd perseveranceoffset by the high 

with which the consultants did their work.
 

and promotion, they bave gained knowledge in each of 

B. Impact on the Consultants 

From interviews with consultants, it is 
undergone a substantial learning experience 
years. Although not yet "specialitsto 

clear that 
over the 

in smeall 

they bave 
last two 
business 

developamt 

their subectors that should be capitalized.
 

Several of the consultants voluntarily expanded their 
lnvolveumt In the Project beyon that of just consultant. The 
public relations materials that bave been prepared for the Project 

well as the development of a plan for the Institutionalizationas 
of the PLoject which us presented to the Director of ISC=E were 
the results of the consultant, 3Mr. E1 Gbazl. The consolidation 
and codification of the consulting methodology used by the 
consultants is the effort of the consultant, M1r. Bousemar. 

The difficulties experienced In the implementation of the 
Project ave had a negative Impact on the morale of the 

In spite of the problems they have bad to overcome,consultants. 

the consultants ave contributed In large measure to any success
 
the Project has bad.
 

C. Isnact In _tE Noncoan nvironamt 

Due to a conspicuous lack of public relations and publicity
related activities by the management of the Project. the Project 
has ad virtually no Impact an the Moroccan economy outside of the 

ome operting gals am most employment increases experienced 
by some ef the forty participating am businesses. There Is no 
evidence that the Project anagement has attempted to have nor has 
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the Project mde sny Impact on oroccan goverment policy 
Improving the mll business environment. 

Asked about this lack of Interface with the ]oroccan 
enviroment, the Director of ISCAE Indicated that At was the 
direct result of his decision to hold off on any type of publicity 
about the Project. B felt that it would be premature to 
publicize the activities of the Project before the fial res'ults 
had been gathered and analyzed. Understdably, publicizing false 
clalas about the Project would have been wwise; however, keeping 
the outside comamunity awre of and Informed about the activities 
and progress of the Project would have been desirable. Such 

heve assisted the Project maxagesent in laying aactivity would 
of thefoundation for and assessIn the viability and structure 

Institutioaliation of the Project.
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TolSIeai1nvwr rYz. 5 yr ylu.m MM 

The langage of the UAD/CtS grant reet states thit 
19CAE bia agreed to continue with &;;Projectafter the three 
par pilot peod of It proves successful. And tint a detailed 

for th ntitutiomlimaUtion of oonmltnoyc services 
supported wader the Project will be developed prior to the 
completion of external donor assistance activities.- The 
CRS/XSCZ agreement states that 19CAE agrees "to assure the 

ontlinity of the activities of the 8lED Project beyad the three 
yokr period of the Project and to present a Aetalled plan for the 
continuity before the 24th mnth of the Project." fnder the 
USAIZ/CRS grant agreement, 1SCAE agrees to continue the project It 
it proves successful. As sentioned earlier in this paper, there 
is no pro-established criteria to easure the success of the 
Project. It is left to ISCAE to determine based on its own 
criteria whether or not the Project bas been ruccessful. To date, 
no detailed plan of institutionlization be been presented to by 
ISCW to either CR5 or USAMh. 

Institutionalit&tion depends upon several factors: (1) that 
have become known and understood bythe activities of the Project 

a broad spectrum of the economy. (2) that the Nlorocoan government 
and other Institutions see the viability of the project and 
express Interest In taking on sore significant roles (Includin a 
fimncial role) In the Project's future. (3) through the 

the a services provied byactivities of Project, demand for the 
the Project develops anm the mll business community. and (4) 
that all of the above mentioned participants and sponsors will 
provide a stable future financial base for the Project. 

To obilize the broad support needed to easure 
to ogage in publicInstitutiomliation, there Is a need 

relations/publicity activities that will bring the Project to the 
attention of the vrious potential suport groups. According to 

thethe Director of ISC. it will not be known dat the Isect of 
Project will bas been unti, the enM of the project. ie Indeed 
bag been his reasonig lh undertaking little or no public 
relations activities on bebalf of the Project. The mall business 
round table thet as hosted by 1CM over a year ago an in ubich 
several of the mll business o ralmnagers attoMed and 

and perceived differently bypresented their products us received 
For mnm of the mall businessthe warious participants. 


owmnrs/snagers It wae more of a showase for 19C= to shw of f
 
Minster of Comerce. Several of the o~ors/nangersbefore the 

a show where the onlystated that they felt 'they were just part of 

beneficiaries were 19CZ, In general ad the Director of ISCIE.
 

felt that the roundtablespeciflally. The Director of BS also 
we organized principally to promote the Importance of the 
Director of 9CAE, not the Project. Not surprisingly. the Director 
of ICUE felt that the roundtable ad been a success. 
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There were steps Incorporated in the UAID/CS grant 
were taken at the onset of the Project to promoteagreemont wbich 

the ultinte Instittutimalletion of the Project. Those steps 
Included 19M agreelg to consider hiring the Project nonger and 
the Assistant Project Mhnager as persanent employees.. It li also 
mentioned in the rant agreement that the Inclusion of members of 
ODI and IDE would represent additional elements that should load 
to murng the Ins.tiutioDali tIn of the Project. 
UDnfortunately. the participation of ODI and ME in the Project 
Oversight Comnittee bag been particularly mini al and no strong 
intitutinml ties with the Project have been fostered. 

In response to the requirement stated in both the USA=h/CRS 
and the CS/IVCAE agreements for the presentation of a detailed 
Institutimoali.*tion plan by the 24th month of the project, IS=A 
baa recently submitted a five page concept paper. 'Avant Projet

possibled'Extensian des Activities du CPCE. furnishing 
insttutioaliation scenarios for the Project Incorporated in the 
overall future of the Ca. The main points of the paper are the 
foliyng: 

- the CPa will continue to provide assistance for mnagement 
consulting services for existing businesses (liodule 1) and also 
provide workshops for the creation of mall scele enterprises 
(Nodule 2). 

- the CPC will expand Its actlvitl.oe regionally and 
Sectorelly 

- Hodule 1 will assist small businesses baving a Saximau of 
60 employees and at least 6 years of operations. There will be one 
consultant for either 10 businesses in the same sector or for 6 
businesses in varying sectors. The period of assistance would be 
for a perl of two years. Cost per Nodule 1: 348.000 DR. 

- odule 2 will consist of Identifying and selecting 16 
oneentreprenmurs to be trained and assisted ovr a period of year 

in developng and implementing plans for new businesses. Cost per 
Module 2: 377.000 DE. 

saes of flnencing for the activities uder the two 
modules are to come from: (1) the Moroccan government's continued 

-

mport through ISCA, (2) intornatieal orgamiLatinms such CRS. 
USLID. O, and other bilateral and mltilateral donors. (3) 
natioaml organimations such as banks. professional associations. 
cammes. clanbers of comrce and Industry, etc. , and. (4) fees 
to be assessed from the mll business beneficiaries of the 

oservices. 

The paper presented by ISCAE ws not written specifically for 
CRS anid USID; it Is a document that is to be used in discussions 
with any bilateral or multilateral donor interested in mll 

29
 

http:actlvitl.oe


Xt mn oe so specific reftermoesbusiness devslopmmnt in orooo. 
to the pItallintion of XWFIVo and experience glzud from the 
pilot project. There Is SO_ MgiD v IS the popr of any 

the actual InteroSt to participate th tresearch done in sosseg 
exists em the institutoma and orgoenmations Cited. Nor ha 
there bee any detailed assessmet of the ability and vll -neOn 

of the mil uai ness ownro/amgers or entrepremeurs to pay for 
The doc mnt it not a detailed Insttutloaliztilonthe services. 

plan for the 50 Project and as malh, can sot be considered as a 
fulfillment by 1SCAW of the requirement mnder the two agroements. 
There is, therefore, no detailed Institutionalization plan for the 
future of the Project. 
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T1Zar IL Ol~Ol Aw ATvam_ 

fased em this evaluation, it 1L evident that al) there does 
oxist a demnd for the assistance that this Projecthas undertaken 
to provide, (2) oroccan, small scale business owmero/ amngers are 
receptive to the type of assist&=ce the Project haa provided, and 
(3) relatively Inexperienced business school graduates can 
effectively work with mil business ownrs/maagers if given the 
proper train'ng and continued guidance. 

Because of the probless thit have been found in the design, 
docmmentation and iVloeentation, it Is recomended that the 
present SSD Project not be extended. It i reconnended instead 
that strong consideration be given to the design and 
Implezentation of a new small business project which would 
Incorporate the lessons learned as well as the strengths of the 
first project. Design of the new project should begin imediately 
ad it rocouended tht in designing the new project the following 
Issues should be addressed: 

1. Review, Identification ad concurrence asong the future 
sponsors of the project should be obtained at the onset regarding 
the target beneficiary group(s), tha specific types of and sethods 
for delivery of the assistance to be provided, and common criteria 
to be used in easuring the success of the project. 

There are two ways to approach this initial step. Either for 
CRS to determins exactly what it wishes to do in the area of mail 
business developament - target group, type and lml of assistance. 
etc. - an then with this clear project concept in place, idseity 
and seek out so-spongsors who are willing and able to share and 
support the project concept. Or CRS can host me or sore 
roundtable discusslon with all potential sponsors. The purpose of 
the roundtables would be to develop a project concept jointly with 
the other sponsors. In either event, there Is a need to begin this 
Initial step as soon as possible so as to have as little down time 
as possible between the ending of tqe pilot project and the 
beginning of the new project. 

2. -Se establisoment of the project outside of the direct 
control of the M1oroccan governaent. 

To avold m of the imploeentatlon problems which were 
encoumtered during the SSED Project as well as to be able to 
structure a more privte sector oriented project, It is 
recommeded tat the new project be a stand alone activity 
receiving in-ki! and finaial support from various sponsoring 
organimatiens. To the extent that sme of the mport will be 
Coming frem goverment entities. an agreement should be sought 
from the oroccan goverment which will exclude this support frea 
the direct and continuous oversight and involvement of the 
government. 
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3. 1e now project should bave SdIreot aft illation with a 
broad spectrm of the Noroccan govereauntal. ducational. 

Srofeoiml and Institutional entities. tle aftiliation Should 
oe n the torn of a policy body for the project made up of 

representatives from these various groups. Active participation 
of the mabers of these groupS should also be sougbt In the 
seaimars, forum. and other related activities of the project. 

4. In the Initial start-up plase of the now project, the 
actiyvty of the project hoidd be l1aited to the Casablanca area 
so as To capitalize upon the resources already developed. There 
should be concrete plans, however, after the otart-up pbase to 
expnad the project's activities to me or tvo additional regions 
of the country. 

There Is a certain attraction to expading the assistance to 
sectors not touched by the first project. It is recomaended that 
in the first two or three years of the project, $,%e assistance 
should cmtinue to be focused on the subsectors of the first 
project - textile, leather aW electro-secha ical - with an 
Increase in the number of mll businesses that are assisted. A 
certain knowvledge base bas been gained by the consultants which 
only nov is at a point to be fully exploited. In addition, 
professional organizations of these sectors bavs been sonewbat 
active in the first project and it would appear. to be more 
feasible to further develop these relationships than to begin nev 
ones. 1inally, it Is generally agreed that these sectors have 
signifioant potential for growth both 1L the domestic economy as 
wll as for export. 

6. A high priority should be placed on maintaining the 
services of the consultants of the first project In the ne 
project so as to capitalize upon their experience and knowledge 
base. 

It has been recommended earlier that the umber of amll 
businesses assisted at any one time should be increased from the 
origil 40. Ideally, umber could be doubled. Each of the 
experienced consultants could be paired with one or two now 
gradustes or assoclates. 0 uch of the initial grouni work could 

o done by the associates under the direction and in association 
with the senior consultants. Of course, this would not elimlnate 
the need for the now project to bave a string. experienced 
nenagment - Project Director and one or two Assistant Directors. 
The direct respocalbilities of the As,, itant Director(s) would be 
to aM gI the documentatioa, interral control, logistical and 
persoel iesues of the project. The Project Director would bave 
priwry responsibility for providing tecbnical consulting support 

o the esmultanti and for nagpig In the public relations 
aspects of the project. 

The creation of a new mall business project within the short 
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PtU.. fma available will not be a s1ile mtter; bowmro it is 
a feasible ndertaXIng anW certainly arrant* strng inqiort. 
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Appendix I 

KYALUATIOn OF S SCALE PIIYT ETyPRIS nRjCT
5COfl OF DoH 

The purpose of this contract is to provide the services of en 
Small Scale Private Enterprise ProjectIdlildual to evaluate the 

how veil it bee achieved its goals and
(606-0i0?), and determine 
assess its future viability. 

1. StatemVt of Work 

will analyze ad reach conclusions concerning the
7be mlmator 
folloving key Issues: 

Ha the project been successful in providing managesent 
to firm? Can these improvements becapabilities 

(Cont4med on follovwing page) 
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Contract No. 608-0187-G-O0-5045-OO 

I. 	 STATEDIT OF WOR (CONT'D) 

they been?documented, and have 

Does the CPCE or ISCAE have a clear vision of CPCE's future?
* 

To what extent does the 	viability of the CPCE depend 
on continued levels of
 

* 

assistance from AID, CRS, or other donors?
 

How much should firms receiving assistance be realistically 
expected to
 

* 

contribute?
 

Is the method of using relatively inexperienced consultants to 
provide


* 

assistance an appropriate means of accomplishing 

project objectives?
 

In addressing those issues, the evaluation should answer the following
 

questions:
 

1. 	 Management Capabilities: 

has the project been successful in providing owners of 
* To what extent 


businesses assisted better management capabilities? 
How has the
 

overall performance of firms been improved?
 

How are project personnel "measuring" firm's performance? Is it 

Have they correctly d~fined "better managementadouAte?

C-Apabiltties?"
 

What specific types of 	improvements have taken 
place (e.g., improvee
 

of firms, financial management,
record keeping, legal registration 

success in obtaining financing, improved marketing, 
increased
 
did the
 

production, employment, 	sales, profits, etc.) 
and bow 

consultant help to bring 	about those improvements?
 

To what extent has the project been successful 
in tracking
 

improvements and documenting them?
 

of the firms
 
To date, no firms have 	been "graduated." Should some 

in the Grant? How 
receiving assistance be &raduated, an envisioned 

by the consultants and other is the process of graduation viewed 


project officials?
 



Pate 3 of 7 pages 

Contract No. 608-01876-OO-5045-DO 

2. 	 Quality of Consultants: 

recently graduated students appropriate for providing
* 	 Are young, 

(i.e., using relatively inexperiencedthis 	methodassistance? Is 
individuals) appropriate and effective?
 

of 
the 	training received by the consultants 

at the start 
How well has 
the project served 	them in providing assistance to small businesses? 

How could this training be modified to 
better suit the needs of sinall
 

the consultants 
What types of additional training should 

businesses? 

receive?
 

3. Ins titutionalizat ion:
 

for future financial independepce? Is this 
What is the CPCE's 	 plan 

realistic? Are firms currently
plan 	for an extension of the project 

to pay for assistance? What other 
enrolled in the project prepared 


sources of financing are planned?
 

hire 	the Chef du Projet and 
The Grant states that ISCAE would 

Chef du Projet as permanent employees during 
the first
 

Assistant au 
To date this has not taken place; the project
 

stages of the project. 

What steps are being taken to make these
 continues to pay salaries. 


COM personnel?
two employees permanent 

ISCAE or other GOM 	 institutions provide to the CPCE 
What support does 

now and what additional support are they 

prepared to provide?
 

location for the Centre? 
Is ISCAE, a government entity, the proper 	

What " 
to such an association?benefits and drawbacksWhat 	are the 

base for the CPCE?
be a more appropriateother institutions may 

the CPCE known in the Moroccan government
" To what extent 	is 

the 	 inistry of Industry, and bow is it 
apparatus, particularly in 

on COM pclicybad any 'effect 
Have the activities 	of the CPCE 

tviewed? 
with respect small 	enterprises? 

is it known 'inthe 	Casablanca business community and 
" 	 To what extent 


bow is it viewed?
 



Page 5 of ? pages 

Contract No. 608-0187-G-O0-5045-00 

7. Other: 

" What methods were used for searching and selecting fi'rms for the 
criter.a used in firm selection appropriate?project? Were the 

To what extent have the recomendations made by the previous" 
evaluation been adopted and how successful have project officials
 

been in Implementing these changes? 

Evaluate CRS's role in the project. How important has it been In the 
theproject's development and Implementation? What would be 

advantages and disadvantages of continuing the project 
without CRS
 

assistance?
 

II. METHODS AND PROCEDURES: 

evaluator's efforts should be principally concentrated on visits to the 
ofThe 

of the management of the CICE, including analysis
firms, an assessment 

analysis of the knowledge and capability of the 
records and documentation, and 

The evaluator should prepare a standard questionnaire for
consultants. 

firms receiving assistance under the project.
distribution to all forty 

those firms. A minimum of 4 
Interviews should be held with at least half of 

should be visited and a maximum effort should be made 
firms from each sector 

have been receiving assistance the longest in order to 
to interview firms who 

In addition to interviewing firm officials, the 
better asess the benefits. 
evaluator should, in addition to the questionnaires, seek objective and 

firm records to support or demonstrate the benefits 
verifiable data from 

from the firms should be comparedThe results obtainedreceived by the firms. 

and analyzed with the information maintained at the CPCE.
 

and assess its
should examine the plan for institutionalizationThe evaluator 

This should include meeting with 
viability, particularly the financial plan. 

financial plan. Examination 
officials of institutions who are included in the 

should be included.institutionalizationof alternative methods of 

the received by the consultants at the t
The evaluator will review training 
start of the project to determine the value of the training. The evaluator 

should discuss with the consultants their impressions of the training and how 
serve the 

it might be Improved. What types of subsequent training would best 

needs of the consultants In advising small businesses, and which entitles or 

could best provide this training.individuals 

the project officials to assess their views of 
The evaluator should interview 

should describe course of these interviews, officialsthe project. In the 
are the major accomplislments of the project, the 

what, Im their view, to aand the major Impediments
principal problems or disappointments, 

to overcome the mpediments.
continuation of the project and bow best 
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