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ABSTRACT

L __H. Evaluation Abatract (Do not sscasd the snace Bovviged)

At the time of the evaluation, March 1988, the Project hed been in operation for over
two years. The Project has suffered contiaual set-backs, deleys and unanticipated
modifications due to & lack of specificity end a divergence of sponsor objectives.
Initial Project design indicates several areas of weakness. First, the stated
objectives were too ambitious. It is somewhat unrealistic to anticipste that given
the time and financial iimitation of the Project it would be able to make
inexperienced business school graduates into “small business consulting specialists,"
to remove internal and externsl constraints to small business development, or to
create a permanent management outreach facility in the Moroccan government

apparatus. Second, there are no clearly defined criteria to measure the relative
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 & host of problems, the Project has been reasonably successful in its
outreach activities with the participating small businesses. A nuaber of the small
businesses have experienced increases in revenues aud productivity, gained access to
new markets and bank credit, and have cresated new employment. And, as a result of
participation in the trade fairs, several companies are erploring export
opportunities. From interviews with the consultants, it is clear that they have
undergone a substantial learning experience over the last two years. Although not
yet “specialists" in small busi.ess development and promotion, they have gained
knowledge in each of their subsectors that should be capitalized.

Unfortunately, the Project has had virtually no impact on the Moroccan economy
outside of the limited operating gains and modest employment increases experienced by
gome of the forty participating small businesses. There has been a conspicuous lack
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 recommended that the present Project not be extended but instead that strong
consideration be given to the design and implementation of s new small business
project which would incorporate the lessons learned a8 well as the strengths of th is
first project.

COSTS
. Evaluation Costs
1. Evaluation Team Contract Number OR |Contract Cost OR
Name Atflation TDY Person Days TOY Cost (U.S. 8)| Source of Funas
Oren Whyche N/A 608-0187-6-00- | $10,000 Project
5045
2. Mission/Oftice Prolessional Staf! 3. Borrower/Grantee Professivnal
Person-Days (Estimate) 5-7 Sall Person-Days (Estimate) 1D
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A.L.D. EVALUATION SUMMARY - PART i

SUMMARY

J. summary of Evaluation Findings, Conolusions and Recommendations (Try not to sxosed the thres (3) pages provided)
Address the following items:

® Purpose of evaluation and methodology used o Principel recommendations
o Purposs of activity(les) evaluated s Lessons learned
¢ Findings and oonolusions (relate to questions)

Misslon or Oftice: 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 bas achieved its goals and whether the project needs a second outside
evalustion upon completion." In addition to the purpose ststed 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 snd documentation of the Project, (4) individusl interviews with the
consultants, and (5) interviews with representdtives of relevant government
ministries amd agencies as well as with Moroccan banks and business organizations.

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
husiness owners/managers are receptive to the type of assistance the Project has
provided, and (3) relatively inexperienced business school graduate: can effectively
work with small business oweners/managers if given the proper training and continued
gu:dance.

Because of the problems that huve been found in the design, documentation end
implementation, it is recommended 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 obtsined 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 tu do in the area of small business development - target
group, type snd 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 cen 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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concept jointly with the other sponsors. In either event, there is s need to begin
this initial step as soon as possible so as to 2ave as little down time as possible
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
govermment.

To avoid many or the implmentstion problems whicl were encountered during the SSED
Project as well as to be able to structure s more private sector oriented project, it
is recommsnded that the new project be a stand alone sctivity receiving in-kind and
financisl support from various sponsoring organizations. To the extent that some of
the support will be coming from goverament 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
Moroccan governmental, educational, professional and institutional entities. This
affiliation should be in the form of a policy body for the project made up of
representatives from these various groups. Active participation of the members of
these groups should also be sought in the seminars, forums, and other relsted
activities of the project.

4. In the initial start-up phase of the new project, the activity of the project
gshould be limited to the Cassblanca area so 8s to capitalize upon the resources
already developed. There should be concrete plans, however, after the start-up phase
to expand the project's activities to one or two additional regions of the country.

There is & 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 - text.le, leather and electro-mechanical - with an increase in the number of
small businesses that are assisted. A certain knowledge base has been gained by the
consultants which only now is at a point to be fully exploited. In addition,
professional organizations of these sectors have been somewhat active in the first
project and it would appeer to be move feasible to further develop these
relationships than to begin new ones. Finally, it is generally agreed that these
sectors have significant potential for growth both in the domestic economy as well as

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 esrlier that the number of small businesses assisted at any
one time should be increased from the original 40. Ideslly, this number could be
doubled. Each of the experienced consultants could be paired with one or two new
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
have a strong, experienced management - Project Director and one or two Assistant
Directors. The direct responsibilities of the Assistant Director(s) would be to
manage the documentation, internal control, logistical and personnel issues of the
project. The Project Director would have primary responsibility for providing
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 s simple matter; however, it is a feasible undertaking and certainly
warrants strong support.
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FXECUTIVE SUIMMARY

The goal of the SSED Project is to promote the long-tera
grovth of small businesses in Morocco through the introduction of
better management skills. It is enticipated that the SSED
Project will provide essistance to the Horoccan private sector
that was complementary to services being provided by other
Moroccan institutions. Baving two beneficieries of the Project
- the Moroccan small business and the consulting sectors, the SSED
Project was (o provide management extension outreach to forty
small firms in the Casablanca mree through five consultants vho
will be chosen from recent Moroccan business school graduates.

As planned, the initial phase of the project was to consist
of the selection of the Project Banager and Assistant Hanager, and
the selection of the thraze target subsectors. The second phase of
the Project was to consist of the selection of Project Oversight
Committee members from the business community end ecadeaic
community, and the selection and training of the managesent
consultants. The third phase would focus on the selection/analysis
of and assistance to the participating smell businesses.

The sun of U.S. $68,997 was designated a2 & Development Fund
whose purpose wes to provide participating s@all Dbusinesse?
pertial funding for access to assistance beyond that which the
Project is eble to provide directly end for which the smell
business is unable to itself afford.

CRS end ISCAE entered into an egreemsnt on October 10, 19866
stipulating the specitic responsibilities of each of the
organizations wi’h respect to the SSED. A detailed plan for the
institutionalization of the consultancy services supported under
the Project was required to be developed by ISCAE prior to the
completion of externmal donor assistance activities.

It was anticipeted companies would be removed from the ac ive
1ist 1f efter s period of perticipation, the company bhad solved
the warious msenagement problems disgnosed. Company gndmutm
required concurrence of the Project Oversight c ttee and
approvel of the Project Manager. Each graduating company would be
replaced by e nev company drawn into the active pool. In all
events, contact wes to be maintained over the life of the Project

the staff aud consultants with all companies which had
participated in the Zroject.

As of this evaluation, the Project has been in operation for
over two years. The Project has suffered continual set-backs,
delay? and wanticipated modifications due to a lack of
specificity end & divergence of sponsor objectives. Initiel
Project design indicates several areas 0f weakness. First, the



stated objectives wers too ambitious. It is somewhat unrealistic
to enticipate that given the time and financial limitation of the
Project it would be able to sake insxperienced business school
graduates into “small business consulting specialista”, to remove
internal end external constraints to small business developaent,
or to create e permanent management outreach facility in the
Horoccen government epperatus. Second, there are no clearly
defined criteria to measure the relative success Or lack of
success of the Project. In eaddition, inconsistency of definition
bas lead to some difficulty in the gelection process and
aisunderstanding by govermment officials of the Project's target

group.

The differences of opinion on both philosophical as well a=s
de2ign and operation of the project expressed by the
counterparties at the conceptual phase of the project were never
truly resolved end continued to have e significant impact on the
implementationr end management of the project. It is to these
differences and the underlying egreeaents of the project - that of
USAID/CRS and CRS/ISCAE - that much of the implementation probleas
of the Project can be traced.

In spite of e host of probleas, the Project has been
reasonably successful in its outreach ectivities with the
participating small busiresses. 4 number of the small businesses
have experienced increases in revenues end productivity. gained
access to nev markets and bank credit, end have created nev
eaployaent. And, as a result of participation in the trede feirs,
peveral companies are exploring export opportunities. From
intervievs with the consultents, it is clear that they bhave
undergone @ substantiel learning experience over the last two
years. Although not Yyet *specialists® in small business
developaent and promotion, they bhave gained knovledge in each of
their subsectors that should be capitalized.

Unfortunately, the Project has had virtually no impact on the
Moroccan economy outside of the limited operating geins and modest
employasnt  increagpes experienced Dby osome ot the forty
participating small businesses. There has been a conspicuous lack
of public relations end publicity-related activities undertaken by
the mansgement of the Project. And to date, no detailed
%na;it:timliution plen has been developed for the future of the

roject.

It is recommended that the present SSED Project not be
extended but instead that strong consideration be given to the
design end implementation of e nev spall business project which
would incorporate the lsssons learned a3 well as the strengths of
this first project.



Evaluatiop Purpose and Approach

The purpose of the second interim evaluation of the Small
Scale IEnterprise Development Project (SSED) es defined in the
USAID/CRS Grant Agreement is to ° determine howv well the Project
has achieved its goals end whether the project needs e second
outside evaluation upon completion.® In addition to the purpose
stated in the Grant Agreement, the evaluation revieved the
feasibility of an extension of the Project end if so, under vhat
conditions.

The specific 1ssues addressed Dby the eveluation are (1)
whether or not the Project has successfully provided sensgement
capabilities to the participeting firms, (2) has the Project
operated as enticipeted under the Grent Agreement. (3) whether
there is & plan for the institutionsliestion of the SSED and hov
feasible is the plen, and (4) what extent does the tuture
viability of the SSED depend on continued levels of essistance
from USAID, CRS and other donors.

The approach undertaker to evaluate the Project used the
following techniques: (1) visits to approximately half of the
participating firms and intervievs with the owners of the firms,
(2) intervievs with the SSED Project management, (3) reviev of
records end documentation of the 2roject, (4) individuel
intervievs with the consultants, and (5) interviews with
representatives of relevant government ministries and agencies ap
well as with Moroccan banks and business organizations.



1._FROJECT BACKGROUND

Due to the number of social and econoaic problems -
inflation, high unemployment, budget end trade deficits, rursl
aigration to urban erees, end continuing populetion pressure -
that bave plegued the lNoroccan economy over the last decede and
the increasing acknovledgment by government officials that these
problems cennot be »solely eddressed by the public sector, there
bas been greater focus and support given to the development of the
privete sector. in general end the small end medium enterprise
sector specifically.

The Horoccan government has sought through the establishment
of small scale enterprise promotion programs to ancourage the
expansion of the small scale sector. A numbdr of programs have
been instituted through agencies in the Ministry of Commerce, such
as the Office for Industrial Development (ODI), the Center for tae
Promotion of Exports (CHPL), end the Unite d'Assistance Technique
e la Petite et Hoyenne Industries. Initietives also bhave been
made by fineucial institutions arnd professional organirations to
support and provide assistance to small and medium businesses.

CRS bhaving gained experience in providing management
essistance tc small businesses in & pimilar program in Tunisie and
encouraged by the Tunisien project's success, decided to study the
viebility of leunching e small business project in Morocco. A
feasibility study wes conducted which indicated that such e
project could Dbe successfully undertaken in the HNoroccan
environment. CRS prepared and subaitted to USAID-Rabat & proposal
for the funding of a three yeer ®milot project. The proposal was
spproved and on September 24, 1985 the USAID/CRS grant agreement

was signed.
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I1. PROJECT PESCRIPTION - USAID/CRS GRANT AGREFNENT

A._Project Rationele and Objectives

The goal of the SSED Project is to promote the long-term
grovth of small businesses in Morocco through the introduction of
better management skills. To echieve this goal, at least four
objectives for the Project bhave been specified in the grent or
other related supporting documentation. The first and principel
short-tera objective is to provide owners of small businesses with
better management ceapabilities to deal with botk intermel and
external constreints to long-tera growth. The second short-tera
objective is to develop e cadre of management specialists familiar
with small businesses. The long-tera objectives of the Project
are (1) to increase long-tera viebility end growth potential of
small businesses by removing external and internal constraints to
grovth, and (2) the creation of a management outreach facility in
the Moroccan government apparatus.

B, Anticipated Project Achievemenis

It is anticipated that the SSED Project will provide en
assistance and service to the Moroccan private sector that 1is
complementary to similar services being provided by other lNoroccan
institutions. Specitically, it is anticipated that the SSED
Project will eddress the menagement needs of Noroccan small
businesses in e manner which is more flexible and responsive that

that which presently exists.

As stated in the USAID/CRS Grant Agreement., there are two
major bemeficiaries of the Project - the Moroccan small business
end the consulting sectors. Isproved management systeas will
provide seall businesses the opportunity to become more profitable
in the long-tera by allowing them to more effectively eddress
business constraints. The Moroccen consulting sector is to gein e
nev outreach center to trein business consultants in the practical
aspects of consulting. Both sectors ete to benefit froa favorable
policy modification resulting from Moroccan government observation
of involvement in the SSED Project.

C. Project Structure

As designed, the SSED is to be a pilot Project to provide
managenent extension outreach to forty firms in the Casablenca
area through five consultants chosen froa Horoccan business school

greaduates.

The SSED is Jjointly sponsored by the U.S. Agency for
International Developaent (USAID), Catholic Reliet Services USCC



(CRS)., and the Imstitut Superieur de Commsrce et d'Aministration
des IEntreprises (ISCAL).

The SSED management orgenization consists of e Project
Manager (Chef de Projet), an Assistant Project Hanager (Chef de
Projet Adjoint), five management consultants, and @ Project

Oversight Comnittee (Comite Conseil).

D._Project Implementation Plen

The initiel phase of the Project consisted of the selection
of the Project Menager and Assistant Hanager. end the selection of

the three target subsectors.

The second phase of the Project was to consist of the
pelection of the Project Oversight Committee aembers, and the
pelection and training of the management consultants. The Project
Oversight Committee weas to be composed of four professors frox
ISCAE, end e professiomal from each of the following: Office de
Developpement  Industriel (ODI). the Banque Netional de
Developperent Economique (BNDE), and the Confederation Generale
Econonique Marocaine (CGEl).

Tha selection of the tive ISCAE graduates who ultimately were
to be the SSID management consultants was to be made Dby the
Project Manmager, the Assistant Project Hanager, and the Directors
of ISCAZ end CRS. The consultants were te be trained for period
0?2 three months. The training was to consist of lectures and
peninars s well es trips to interviev and recruit enterprises tor
the Project. ‘The curriculum of the training progrem was to be
divided into three broad categories: (1) analysis of amall
business problems, (2) the paychology of the smnll business owner,
end (3) the institutiomal constraints and 1incentives to small
business in Horocco. 4 small business simulation game also was to

be used in the training process.

The third phase planned was the selection/analysis of end
assistence to the participating small businesses incorporating the
use of the Development Fund.

Yorty small business participants in the Project are to be
selected using the folloving criterie:

4. The willingness of the small business owner/manager to
participate in the Project.

2. The mumber of permanent employees of the business (ranging
between @ ainimum of 7 ax! @ maximum of 20).

9. The level of the small business ovner/manager's forma)
education.



4. The mmber of employees involved in the small business'
adaninistration.

6. The amount of capital in the amall business.
6. The number of yeara of operation of the small business.
7. The level of annual sales.

8. At the time of selection, the amall businesses wvere to be
required to legally register if they have not already done so.

The grant outlined the following time achedule for Project
implenentation:

Honths ot
detivity Project
Phase 1 - Project Startup 1 -3
Phase II - Consultant selection 3-6
and Training
Phase III
Selection of firms 4 - 14
Firm Analysis 4 - 16
Assistance efforts 6 - 36
Use of the Developaent Fund 9 - 36
Phase IV - Institutionalization
Plan subaission 24

E. The Development Fund

The sumn of U.5. $68,997 was designated as a Development Fund
for the SSED Project. ‘The purpose of the Fund was to provide
rrucipatinq small businesses in obtaining necessary assistance
eyond that which the Project is eble to provide directly and for
wvhich the small business is unable to itself afford. The
identified uses iu the Grant for the Development Fund were the

followving:

- seninars given to whole sectors

- speciiic interventions in companies

- the transport (costi) of @ company oOwner/manager to e
location outside of Casablanca where he aight observe nev

techniques.

The criteria to be used to determine eligibility of the
Development Fund for specific interventions in or by companies wes
the folloving:

¢ - @ cost-benefit ratio emalysis of the intervention in the
i



- the tirn's active level of participation in the Project eas
represented by its successful impleasntation of consultant edvice

- the Fund 1s to be used only in cases the firm itself is
willing to contribute @ portion of the cost for the proposed
intervention but is realistically umable to provide it sll.

The Fund wes to be distributed every six montha of the
project. It was designated the responsibility of the Project
Hanager, the CRS Econcmist, the CRS Director, end the ISCAE
Director to approve disbursements of the Fund end to fix the level
of the firm's financial participation in the intervention.

I._Company Greduation

If e company solved the various management probleas diagnosed
and with the concurrence of the Project Oversight Committee and
the eapproval of the Project MNamager, 1t wes anticipated the
company would be removed from the ective list end & nev company
drewvn into the active pool. In ell events, contact was to be
mainteined over the 1life of the Project by the staft end
;on;ulmta wvith ell companies which had participated in the
roject.

G. Project NManagement end Nonitoring

The Project Mananer is responsible for the day-to-dey Project
mansgenent within the framework of ISCAE. CRS employeses will be in
contact with the Project Manager daily and with the Director of
ISCAE es necessary. Financiel monitoring will De the
responsibility of the euditor. who vill be a CRS employee.

The role of the CRS Economist should be that of reconnend ing
eppropriste selcction criterie, undertaking in-depth analyses of
dets generated through the activities of the Project to determine
the progress and direction of the Project, working with Project
managenent in the foraulation of the initiel . consulting
methodology, end providing continual feedback throughout the
Project to both the Project management on eppropriate methodology
modifications based on continual eanalysis of the Project. The CRS
Econonist is the principel liaison between CRS and the panagement
of the Proje:t thus essuring continuous and complete two-way
information fiow.

B._Institutiopalization

The Project was housed at ISCAE in e business outreach center
paned the ° Centre de la Promotion de la Craation d'Intreprice
(CPCE)". According to the Grant egreement, ISCAE eagrees to
contm:ulvith the Project after the three ysar pilot if it proves
successful.



A detailed plan for the institutiomalization of the
consultancy services supported under the Project wes required to
be developed prior to the completion of external donor assistence

activities.

The contributions of the three sponsoring institutions of the
SSED Project is as follovws: :

USAID $300, 000
CRS 133,900
ISCAE -.06,900

Totel $620, 600



II1. PROJECT DPESCRIPTION - THX CRS/ISCAX AGRKEMENT

CRS exd ISCAE entered into an agreeaent on October 10, 1986
stipulating the specific yesponsibilities of each of the
organizations with respect to the SSED.

A._Repponaibilities of JSCAE

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

2. To provide classrooms for the training as well es for
periodic meetings held on behalf of the SSED.
th Sgﬁbh provide tvo furnished offices for the edministration of

] .

4. To essure the composition of the Project Oversight

Committee which will be composed of professuvrs froa ISCAE, end

representatives of ODI, BNDE and OGEM.
6. To essure that the Project Oversight Committee neets

whenever necessary end et least one time & month once selection of
the firms has begun.

6. To provide all the necessary support to assure that the
activity of the Project Oversight Comnittee for the duration so
the Project. ‘

7. T0 essume the prinary responsibility for the public
relations espects of the Project - specifically. to publicire and
explein the activities of the SSED to businesses, the nedia and
governnental orgenizations.

8. To do its best to promote the development of small and
msedium business based on the results of the SSED vis a vis the
Noroccan government.

9. To essure the continuity of the ectivities of the SSED
Project beyond the three year period of the Project and to present
e deteiled plen for the continuity before the 24th month of the

Project.

— ’

.-//\'Jv'lj)'\\:.'\
B. Responsidilities of CRS Ui/

1. To undertake the selary sxpenses of the personnel of the
Project - specifically, the Project Mamager, the Assistant Project
Manager. an accountant, a secretary, the tive manageament

consultants, and a part-time economist.
2. To put in plece @ Deovelopaent Fund in an emount of

scmevhat more that $80,000 which will be available to the
participating tirms based on & pre-established set of criteria.

S. To essure the Project-related costs of transportation of
the Project HMamager, the Acsistant Project Mamager, and the
sanageaent consultants.

40



C. Agreeaent Pudget

Contridbutions set out in the CRS/ISCAE agreement ere as
follovs:

CRS $162, 900
USAID .300,000
Total $462, 900
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IY. PROJECT IMPLEMENTATION

As of this ewveluaticn, the Project heas been in operation for
over two years - epproximately, two-thirds of the Grant life.
From the initial discussions eand negotiastions emony the wvarious
counterparties through the implementation pheses, the Project has
gsuffered continual set-backs, delays and unanticipated
modifications due to & lack of specificity and & divergence of
sponsor objectives. The fact that e Project which was conceived
to provide consulting assistance to elready existing small scale
businesses should be named the “Center to Promote the Creation
Saall Businesses” is ean indication of the divergent objectives and
percepticns operating from the begimning of the Project. As e
result of these diifering vievs, the SSED Project has mnever
closely tracked the implementation schedule set forth in the
USAID/CRS Grant aegreement. Appendix 41 presents e graphic
comperison of the planned implementation schedule and the ectual

implementation progress of the Project.

A._Underlying Project Deaign Issues

Reviev of the initial Project design indicates several areas
of weakness. First, es e pilot Project, the stated objectives
were too ambitious. In the USAID/CRS grant egreement and other
related reports, it is stated that the Project would ° (1) provide
owners of smell businesses with better manmagement capabilities to
deal with both intermal end extermal constdaints to long-tera
growth, (2) develop e cadre of manageaent specialists familiar
with small businesses, (3) increase long-ters viability and growth
potential of small businssses Dby reaoving extermal and intermal
constraints to growth, end (4) create @& permanent managenent
outreach facility in the MNoroccan government apparatus®. A pilot
Project of three years staffed with inexperienced consultants
certainly could essist owners/menagers of saall businesses in
better understanding and coping with some of the intermal (ie.,
accounting systems, persomnel management, inventory control, etc.)
end extermal (ie., supplier relations, benking relatioms,
simplistic marketing techniques, eotc.) constraints as wvell as
developing & cadre of consultants who would have gained & certain
level of experience in dealing with some of the problems of small
businesses. The techniques developed and used in the Project to
trein the consultants and to aessist the small businesses could
then be evaluated in the latter part ot the Project to determine
hov effective these processes had been, where there could be
improveasnt, and where such an activity most eppropriately tits
into the loroccan economy. It is osomevhat unrealistic to
anticipate that given the tim¢ and financisl limitation of the
Project it would be eble to make inexperienced business school

uates into "small business consulting specialists®, to remove
internmal and extermal comstraints to small business developaent,
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or to create & permanent management outreach facility in the
NMoroccan government apparatus.

Examples of more reasomable objectives for this three yeer
pilot Project would have been one or more of the following:

1. To identify and eveluate appropriate methodology for
providing sanagement assistance to loroccan small scale
enterprises through a pilot Project activity involving forty or
more small scale enterprises.

2. To identify end evaluate whether recent business school
graduates given a specific treining and under the supervision of
one or more experienced managers can sffectively assist end affect
en improvement in the operations of small businesses.

3. To evaluate end determine the appiopriate structure and
placement wvithin the Moroccan economy of such en ectivity on en on-
going basis.

4. To determine what level of fees would be eppropriate for
Swall businesses to pay for such assistance.

The second area of design weakness of the Project is thet
here are mo clearly defined mor reasonably measurable criteries to
measure the relative success or leck of success of the Project.
Understandably, nut @all criteria to @measure asuccess are
quantitative. The Project, however, has virtually no quantitative
targeis or goals. The only defined meausure cited in the USAID/CRS
Grant agreeaent is that at least forty samall businesses should
participste in the Project. Clmarly. using this measure, the
Project has been guccessful.

To determine how effective the Project has been in assisting
small businesses and contributing to their improved operations, it
would have been desirable for some Quantitative criterie to have
been agresd to and set out in the Grant egreement. Examples of
such criteria would have been: ¢

i. A specified increase to be achieved in the revenues and/or
protits of the participating businesses over the average increase
in the sector or subsector during the same period.

2. A specified increase in eaployaent nnf!lor wages over the
sector or subsector industry nora during the same period.

Such criteria would have permitted e more accurate assessaent
of the Praject's effectiveness.

The third eree of weakness is the fact that although the
Project wms created as e small scele enterprise Project, the
criteria sf 7 to 20 permanent employees used for enterprise
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selection does mot reflect the INorocoan governasnt's enploymernt
definition for small businesses (20 to 60 employees). This
inconsistency of definit_on bas lead to some difticulty in the
selection process snd .isunderstanding by government officials of

the Project's target group.

B. Underlying Documentation Ispues

A* indicated in the (tirst SSED Progress Report dated
September 11, 1685, there were significant differences on both
philosophicel es well as deaign and operation of the Project
expressed by the counterparties. :

USAID reised concerns eabout the Developeent Fund, the
feasibility of institutionalization of the Project at the
termination of outside funding, the ISCAE contribution end the
presence of the necessary professional depth to ensure edequate
implementation of the Project. ISCAE focused more on the approach
to be undertaken for the management of the Project, lobbying for e
centralized top-Odowvn strategy rather than the more decentralired,
interactive approach fevored by CRS. Although formel egreement
was reachsd through e series of compromises, the fundamental
1psues/differences reaised at the conceptual phase of the project
were never truly rssolved and would continue to have @ significent
%nz:;ctt on the ongoing implementation and sanagement of the
roject.

There was epparent difficulty in coordinating the efforts of
CRS enmd ISCAE in the early stages of the Project due in soame
degree to the fact that the CRS/ISCAE egresment was not
suificiently comprehensive Or deteiled in the delegation of
responsibilities for the Project. As an example, in no document
related to the Project 1s there a specific process or is specific
responsibility given for the hiring of the Project Mamager. It 1s
explicitly stated that CRS 1»s responsible for the salaery of the
tProject Hanager; hovever, mowhere 1is there explicitly stated
exactly hov the Project Hamager would be selected and who 13 to
participate in the selection process. It i» essumed that there
was mutusl understanding emong the {rdividuals who were handling
the negotiations and dnitiel implenentation. of the Project.
Unfortunately, given the differences that had arisen among the
counterparties at the beginning of the Project, it could be
enticipated that once the formal aegreements wvere signed all
implicit egreements were open to change based on the changing self-
interests of the warious counterparties and their relative
positions of strength.

In eddition to @ lack of spociticity es to the roles of the
counterparties in the policy aspects of the Project. the roles and

4



responsibilities of the Project management also were mot cleerly
defined. In the USAID/CRS agreement, the specific responsibilities
of the Project lMemager are (1) the *...daily oversight of the
consultants...”, (2) g¢grenting epproval of Developasnt Fund
disburseaents in conjunction with the CRS Economist, the CRS
Director, and the Director of ISCAE, and (3) grenting approval of
companies to be graduated from direct participation in the Project
vith the concurrence of the Project Oversight Committee. There is
no mention made of the responsibility of the Project mamageaent in
the CRS/ISCAE egreement nor any reference sade to those outlined
in the USAID/CRS egreeament.

Finally, there is no specific reference made in either
egreement concerning the process for oversll Project policy review
and decision making during the life of the Project. Deily guidance
of the comnsulting activities is the responsibility of the Project
Hanager; the Project Oversight Committee is responsible solely for
providing advice and guidance vith respect to the diagnoses of and
recommendations for the individual companies; ISCAE is to provide
facilities, assure the creation and continuity of the Project
Oversight Committee, end engage in public relations activities
related to the Project. There is no process specitied in either
egreement to accommodate policy reviev and modification during tb:
lite of the Project. Not having such & process has resulted in
sither (1) modifications being made to the Project on an ad hoc
basis - without eadeguate discussion. clear-cut decision making,
and direct communication of the modifications among the warious
perties imvolved in the Project or (2) ection not being teaken
until e crisis type situation occurs. Ideally. e policy committee
composed not only o0f representatives of the three sponsoring
institutions but also of the MNoroccan government and private
sector should have been @stablished.

It 18 to the twvo underlying agreements of the Project - that
of USAID/CRS and CRS/ISCAE - as well as to weakness in design that
much of the implementation probleas of the Project can be traced.

C. Iapleamtation of Pbase I t

The Project start-up phase was to take place during the
period of October to December 1965. Zzhibit 1 compares the
planned timing of the project with the .actusl tining of
implementation of the project, to date. As seen in Exhibit 1,
only two of the activities plenned in Phase 1 were completed
before ths end o0f December 1985 - the signing of the USAID/CRS
grant and the CRS/ISCAE egreement. In this phase, the Project
sanagenent was to have been recruited, the administrative support
statf put in plece, the physioal fecilities of the Project set up.
end the three small Dbusiness subsectors selected by the Project
Menager., the Assistant Project Mamager, and the CRS Econoaist.
Although m0 explicitly stated in the grant agresment, it would
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have besn desirsble for any Morocoan govermment epprowals of the
Project and its budgst to have taken place during this period.

Significant implementation inconsistencies plagued the
Project during the first phase. An example of these
inconsistencies is the fact that the official opening ceremony of
the Project took place in March 1986 however, final approvel by
the Ninistry of Finmence of the Project's operating budget did not
occur until July 49686. The resulting delay of necessary Project
disburseasnts had an obvious megative impact on the implementation
of the Project and was in large part due to inadequate evaluation
ot ths implications of placing the Project under the umbrells of
the ISCAE during the design of the Project. Significeant elements
of the Project were umable to be implemented which bad been
budgeted for (ie., the plamned salary levels of the consultants
and Project management, the purchase of three vehicles for Project
tignap::dutim. etc.) and for which funds already had Dbeen
allocated.

In an attempt to sort out some of the probleas bogging down
the first phase, the Project Hamager of the CRS Tunisian Small
Enterprise Project was called upon in November 1985 to come to
Morocco end make an assessment of the situation enmd to reconmend
steps to facilitate project coordination. Initial problems wvere
resolved. Completion of most of the activities in Phase 1 had

occurred by Hay 1986.

D. Implenentation of Phase II

The finsl selection end the commencement of consultant
training began in March 1986, epproximately three months behind
the Project Implementation Pien. Revieving the documentation as
well as interviews with the consultants and the professors
indicates that the training conformed. in general, with that
specified in the USAID/CR3 and CRS/ISCAE agreements. According to
the consultants, much of the 450 hours of cleassroom activity
consisted of reviewing business management techniques that were
studied wers studied as students at ISCAE. Although most of the
progessors who participsted 4n the consultant training bave
experience in the private sector, fev bave had direct oxgorience
wvith small businesses of the sire participating in the Project.
A @ result., much of the materiel studied did mot creatively focus
on small business concerns. ‘There was general egreeaent among the
consultants that the training which focused on the psychology of
the saall Dbusiness owner/mansger as well as the role playing
simulation game gave the most relevant preparation for working
vith the small businesses.
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L._Ispleasntation of Phase III

Selection of participating firms coincided with end was
incorporated as part of the consultant training process. (See
Exhibit 1). The principal methods used for searching end
identifying tirms consisted of door-to-door canvassing and word-of-
south referrals. Business owners/mamagers interested in
participating ir the Project were required to respond to
questionmaires which used e scoring system to deteraine the
candidate's qualifications. In eddition, the Project Hensger and
the CRS Economist wvisited each of the applicants on Bseveral
occasiocns before a final determination was made as to whether or
not the epplicant was accepted in the Project.

The criteria for firm selection developed by the Project
Nenager and the CRS Economist did ettempt to reflect the broed
categories set forth in the USAID/CRS agreement as well as CRS'
underlying mandate to help the poorest of the poor.

The ability of e small business owner/mansger to acquire
better mamagement capabilities implies at least two elements.
First, that the small business owner/menager has to have & modicum
of education necessary for understanding end applying the skills
being taught in & reasomable timeframe. Second, that there is e
sufficient operational base in the small business to allov high
marginal return fros the nev management cepabilities. The more
pregmatic objective of identifying firms which though small were
of sufficient sizre and foundation so as to be able to
pignificantly benefit from the assistence given doe» not seea to
have been & mejor factor in firm selection.

To determine the eppropriateness of the cricveria used in the
polection questiomnmaires, it is necessary to reviev and assist one
of the Project's objectives. The objective 41s to provide
owners/mamagers of small businesses with Dbetter management
capabilities to deal with both intermal end external constraints
to long-tera growth. ,

From interviews with representatives of the three sponsoring
institutioms, it is evident that there wasz not a clear, shared
understending of the how the Project was to work. ISCAE end CRS
sav the Project more from the perspective of & laboratory workshop
- following end anmalyzing the experiences. of the same 40
businesses over the life of the Project. USAID put more weight ou
the °"compsny graduation® espect of Project ment oned in the grant
egrecmont and anticipated that there would be at least one
turnover ef the participating companies during the life of the
Project. USAID foresav & minimum of 80 small businesases being
effected by tha Project.

The criteria used in the questionnaires were designed in such
e way that although not e designmated target group of the Project,
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quite & fev micro enterprises were selected eas participants.
These aicro enterprises proved to be too small to advantage of

such of the essistance provided.

Also, although firms selected were to be legelly registered

at the time of selection, the criteria also biased the selection
process so that over one-fourth of the participants chosen has
aust. started up aeand/or were not legally registered entities.
orking with these firms proved imappropriate in the context of
this Project es much time ( to four months) was spent Just
getting the companies legally registered. Pure sanageaent
assistance was often delayed for es long as & half year Or more
after the initial selection.

The questionnaires used in the selection process did not take
into account any subsectoral charecteristics which might bave been
useful factors in determining the appropriateness of participation
of particuler firms.

. The Project Oversight Committee

The composition of the Project was specified in the USAID/CRS
grant egreemsnt - four ISCAE professors, end @& professional froms
ODI, BNDE AND CGEN. The Project Oversight Committee has never
fully operated with the specified composition. Participation has
relied more on individual interest than on en institutional
comnitaent end has not been limited to the institutions cited in
the grant egreement. MNembers' attendance has been dictated by the
particuler problems of a enterprise being discussed at e
particuler meeting. With the wexception of certain ISCAE
professors, most members of the Comnittee sav themselves as
*consultants to the consultants® and weroc mot aware nor thought it
their responsibility to kmov the oversll structure of functioning
of the Project. The members mnever discussed among themselves the
overall strategy. progress or future of the Project or their role
in the Project.

Despite the domewvhat fluid mature, the Project Oversight
Comaittee bas to a large moe fulfilled the role envisioned in
the grant; that is, to pr e advice and recommendations to the
consultants regarding the diagnoses of the firms.

Over the course of the Project. the active participation of
meabers bas waned. In interviews with the Committee members, it
was found that a great deal of the lack of interest in the Project
over the Mst nine months 1s in fact due to poor coordimation and
commmication. The two most voiced compleints by the Committee
nembers were (i) that they were never givem any follow-up
informatiom on the progress of the firms they bhad met with &=l
given advice to erd, (2) that Committee meeting scheduling was
often @ priblea - short edvance notice of the meetings, that the
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msetings were alweys held et ISCAE which often proved to be
inconvenient due to its distance from the center of the city,
irregular sesting days and times. Several ways to offset this lack
of interest in the project has been suggested by the staff of the
Project amd the Director of ISCAE. All of the suggestions made
revolve around the need for the members to be remumerated in some
financial manner for their participation. Although receiving some
financial renumeration could have made participation more
interesting, it i1s quite possible that attendance by Comnittee
masabers could have been significantly stimulated by increased
commumication with the members on the progress of the project, in
general and of the companies they had reviewed, specifically.

The decline in the attendance of members of the Project
Oversight Committee has been evidenced particulerly emong the
representatives of the private sector. ‘The meeting over the last
nine months have been dominated by professors of the ISCAE who
feel more en allegiance to the Project as it is a part of ISCAL
and beceuse there ere opportunities available to engege in
research work based on the findings/date accumulated froz the

Project.

G. The Development Fund

It was» enticipated in the USAID/CRS grant agreemsnt that the
Developaent Fund would be distributed every six months once the
firms bad been selected and consulting ectivity bad begun.
Unfortunately, there has been a significant under-utilization of
the Developaent Furd. ‘The reasons for the under-utilieation ere:
(1) & lack of a clear understanding of the purpose and criteria
for the Fumd by the Project's management, and especially by the
consultants - they were therefore umable to didentify eligible
opportunities for the Fund, (2) e philosophical difference on the
use of the Development Fund by the Director of ISCAE (in the
meeting with the Director during this ewveluation, he indicated
that he felt the Fund should be used to fund project enalysis and
research work to be perforaned by ISCAE professors, to renumerate
the members of the Project Oversight Committee e»s wvell es to
partially finance direct interventions with the smanll businesses),
(3) the lack of sophisticated technical essistance requirements of
the micro enterprises, (4) e perception by the consultants that
use of the Fund required & lomg buresucratic epproval process, and
(5) & somevhat ecosdeaic Dbias in behavior on the part of the
aeabers of the Project Oversight Committse which ected a2 an

obstacle in getting epproval.

‘In en interview with one of the ISCAE Ccumittee aenbers
during which the purpose of the Development Fund was explained, it
was indicated the ‘"yes, I do rocell there being one or tvo
requests made for getting specialints under the Development Fund.
I guess we (the Project Oversight Committee) were @ 1ittle tough
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on the oomsultants. Ve felt the information was awveilable, aend
with e little time and effort the comsultants could do the
nscessary research and find the answvers for thsmselves.® A
reasonable attitude in @ university setting; not sc in & project
which is trying to maximize effectiveness eud efficiency. It 1»
clear that it was difficult for the professors to disassociate
themselves from their academic beshavior, especially when working

wvith former students.

Pecause of the above reasons, the first distribution of the
Fund for direct essistance - the financing of the participation
coot of several of the small businesses in e trade feir - occurred
epproximately six months after that scheduled in the Project
Iaplenentation Plan. There bhave been four edditiomal
distributions of the Fund principally for the services of IESC
volunteers. A request for funding perticipation in e second trade
fair wes considered, but after initisl negative feedback from CRS.
the 1des was dropped. Although other proposals ere pending
epproval, there is reticence on the part of the Director of ISCAE
to ellov further use of the Fund until it is clear exactly what is
or vill be allowed. Among the pending proposels is one for e
seainar for the small business pearticipants and another for
supplemente]l training for the consultants. Seninars were cited
the USAID/CRS grant agreement es one of the eligible types of
activities under the Development Fund, and it is unclear why no
seminars were plenned and undertaken much earlier in the project.
The need for suppleasntal training of the consultants should be
considered in the context of the future strategy of the Project
and what will be the required skills base of the consultants.

Indesd. the Director of ISCAE recently expressed the view
that he would prefer that the Developaent Fund not be used rather
than use it wastefully. The question that begs to be ansvered is
whet does he consider & waste use of the Fund? Overall, there has
been significant confusion concerning the desirable and eligible
uses of the Development Fund which neither ISCAL, CRS or USAID
bavs effectively resolved to date.

t
H._Project lanagement

) The Project has suffered foram & lack of overall eftective
sanagenent in the person of the Project Hamager. The first
Project Mmmager, Nr. Mamou, came to the Project with & very strong
marketing background, end was quite etffective in the initiel
ses of the Project working with the consultants end the CRS
conomist in recruiting firms. His style of managsment was based
on the team aepproech, and he developed strong vorking
relationships with the consultants and the owners/managers of the
saell bustaesses. His Bajor weakness as ¢ manmager, vhich became
more apperent as the Project progressed, was in the area of
internal msnagement systeas and controls. As e result, all
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aspects of documentation were slov in developing. Looking et
5 it 4, it is shown that all companies had been selected prior
to the devslopaent end documentation of a consistent consulting
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 &
certain emount of redundancy and wasted time by the consultante.
In eddition, the data gathered by the consultants were not
standardized and therefore in the first year and & half of the
Project, wvery little comparative statistical enmalysis could be
underteken. The shortcomings of the Project NMenmager as well es
the perceived role of the Director of ISCAL as being the fimal
authority on ell aspects of the Project resulted in gradually
increasing conflict betveen the two and finally the resigmation of
the Project Manager.

The present Assistant Project Manager bad been a consultent
et the beginning of the Project. It was the decision of the
mansgenent that his skills as a consultant were not sufticiently
developed to be effective in the field. As an altermative to
possible termination, he was switched with the then Assistant
Project Manmager who became a full-time consultant. So. in effect.
an individual who did not have the necessary skills to be e
consultant was °“promoted” to the position of Assistant Project
Menager. In addition to the less th~n positive impact this act
bad on the morale of the other consultants, the nev Assistant
Project Manager wes also put in a position where after the
departure of Hr. Hamou in July 19687, there was a period of three
aonths during which he took over es Acting Project Mamager. It
was during this period that the Director of ISCAE cunsolideted his
de facto role of Project Manager.

The selection end hiring of the present Project Manager was
undertaken by the Director of ISCAE with the concurrence of the
Director of CRS. The new Project Mamager's strengths lie in
intornal menagement end controls. The documentation requirements
of the Project bhave undergone substantiesl improvement since
November 1987 when the Project Manager took over. Informstion
gethered from the partitipating small businesses over the course
of the essistance period has been consolidated and put into e
uniform fermat end presentation by all of the consultants. The
timeliness of project and financial reporting to CRS end USAID bhas

improved signifiocantly.

The interview with ths Project Mamager revealed that (1) she
sav the &1!17 reason for being hired was to put °“the house in
order"; t i3, to get the intermal mamagement and reporting of
the Project in order, (2) to facilitate the directives of the
Director of ISCAE who is responsible fc¢r all decisions eand policy
regarding the Project, (3) to fucilitate contact with relevant
outside erganizations based on her special entree in that
comaunity (her husband is an elected official of one of the
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private esector associations) and, (4) to provide when possible
technical support to the consultants. ‘The consultants, however,
do mot lock to the Project Mamager for technicel support mor for
any initiatives regerding the Project.

Becaw.2 0f the nev Project Mamager's understanding of her
role end of & redicelly different management style, the vorking
environment of the Project has not improved. At e particularly
lov point, a meeting requested by the consultants with the
Director of ISCAE resulted in an ultimatum - “either she goes Or
we go." The Director of ISCAZ was able to diffuse the situation.
hovcve{, the feelings which brought about the meeting ere still
evident.

It is clear that it is the Director of ISCAE who is presently
running the Project directly. Thet fact i»s and of itself is not &
sajor concern e&s long e@s he bas sufficient time to give to the
Project and that he shares a common viev of the Project with that
of the other sponsors -USAID and CRS. Unfortumately, thet is not
the case. As the Director of ISCAE, the preeaminent business
school in Morocco, he is umable to devote the required time to
manage the Project full-time. Indeed, during the course of this
evaluntion and due to @& prior commitment requiring & three week
trip abroad, there was only one opportunity for e brief meeting of
e little over an hour between the evaluator end the Director.

During that meeting which occurred at the beginning of the
evaluation period, it was learned that there are significant
differences in the objectives for the Project held by the Director
of ISCAE ard that of CRS end USAID. The Director sees the
training of the consultants eas heving at least equal if mnot
greater priority than the assistance being given to the amall
businesses. Through this training end c¢xperience, he foresees the
consultants gaining the expertise necess..y to start their own
businesses. Going forward, he looks more to the Project to assist
in the creation of small businesses than to provide assistance to
businesses already in existence. He also sess the Project as @
mechanism for encouraging participating ISCAE greduates to
eventuslly bave access to another avenue of eaployaent - with the
participating firms that who recognize the need because of their
g:wth to hire "cedres® or management statf. All of the above are

udable cbjectives, but were rot cited within the scope of the
present Project. ‘These differences are not new and ocan be traced
back to the formative discussions of the Project.

1._Other Ispuss

There has been disruption and deleys in the payment of the
salaries of the personnel of the Project. The reasons cited for
thie sitwation has besn the burdensome, time-consuming process of
getting approvals through the Ministry of Pinance, USAID's refusal



to fund the increasss until the MNMinistry epprovels have been
obteined, and CRS' hesitation to pay directly es it is seen 83
pzeferable to pay through the special project account. It 1is
understandeble that @ll perties prefer to handle such yaents
through the designated account, howvever, under the S/ISCAE
reement CRS is directly respomsible for paying the salaries of
Project persomnel. As such, and in an effort to improve the
asorale of the personnel of the Project, CRS 1s legally within its
rights under the egresaent and should iznediately pay the
increases directly.

The CRS Economist has acted principally es a liaison between
the Project staff and CRS. The Econonist bas often times gotten
too involved in the deily operational aspects of the Projoct. The
analyticel work anticipated for the most part has been done by the
consultants themselves with the CRS Economist acting more in o
consultative cepacity making suggestions end recommendations to
the consultants as to the type of emalysis that they should
undertaken. 4lso, there bas been an erosion of the importance of
the position due to the CRS Economist opting in what is indeed o
rather difficult environment to work directly with and through the
consultants rather than with the mapagement structure of the

Project.
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Y. BROJECT IMPACT DISCUSSION
A._Impact on the Participeting Smell Enterprises

From the perspective of the small business owners end

mensgers, the Project bas been successful.

intervieved,

0f the companies

e significant mumber of the suall businesses bad
experienced some sort of improvement in their operations.

IMPACT OF PROJFCT PARTICIPATION
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0f the eigthteen companies interviewed, the preceding graph

showvs the percentage ©

their operations.

The succeeding graph indica
the interviewed companies exper

participetion in the project.

f companies that experienced improvenencs in

tes the changes in employment that
ienced over the course of their
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And, @2 @ result of participation in the trade fairs. several
companies are exploring export opportunities. Although it 1i»s
difficult to svaluate the sffectiveness of the Project in the aree
of revenus? and eaployment without meking e comparison with
subsector statistics over the psame period, it is safe to state
that based on the interviews held with the owners/managers, the
majority of the participants are pleased with the assistance they
have received and the improvements they have noticed in the

conpanies' operations.

Zqually es important as the qmntidtivo isprovements, most
of the owners/managers interviewed indicated that they telt that e
significant benefit of the assistance Was the change they bave
experienced in hov they look at their businesses. As one
intervieves stated. °I nov can look imto the futurs and fesl more
confortable about my ability to deal with it.°

For owners/managers Of businesses that had resolved most of
their problems diagnosed at the beginning of their participation.
the moral support provided by the consultants wes & continuing
benefit of the Project. Indeed, it was cisar dusing the couree, of
interviews vith the business owners/mamagers that the consultants
had established strong working reletionships with thea. Indeed,
the success of the Project is oved in large measure to the
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consultants who in epite of rather difficult working conditions
(1e., dimadequate transportation, significent salary problems,
inconsistencies in mansgement, etc.) perseversd in their efforts
to help the small businesses. The relationships established were
so strong end individually based that some of the owners/managers
were not even clearly aware of the existence of the CPCE. The fev
who had the clearest ideas of the Project sev the affiliation of
the Project with ISCAE es being generally a negative aspect. One
owner indicated that "the poor consultants want to do so such and
the (ISCAZ) hold them back.” The youth of the consultants daid not
at this stage of the Project appear to present & major problea for
the small business owners/managers. Although the age and
inexperience of the consultants must have posed somevhat of a
problem in initielly geining the confidence of the business
owners/managers, the majority of the owners/managers indicated
that the inexperience that accompanies youth had been more than
offset by the high level of energy. enthusiasm ard perseverance
with which the consultants did their work.

B. Inpact on the Consultante

From interviews with consultants, it is clear that they bave

undergone @ substantial learning experience over the last two
years. Although mnot yet “specialists® in small business

developaent and promotion, they have gained knovledge in each of
their subsectors that should be capitalized.

Several of the consultants voluntarily expanded their
involvemsnt in the Project beyond that of Jjust consultant. The
public relations materisls that have been prepared for the Project
a® well as the development of e plan for the institutiomalization
of the Project which was presented to the Director of ISCAE were
the results of the consultant, Mr. El1 Ghazi. ‘The consolidation
end codificetion of the consulting methodology used by the
consultents is the effort of the consultant, lr. Bousemar.

The difficulties experienced in the lementation of the
Project have had e negative impact on e morale of the
consultants. In spite of the problems they have had to overcoae,
the consultants have contributed in large measure to any success
the Project has had.

C. Iapact in the Moroccan Environment

Due to e comspicuous lack of public relations and publicity-
related activities by the management of the Project, the Project
has had virtually no impact on the lorocoan econoay outside of the
some opemting geins and modest empl ent increases experienced
by some of the forty participating ema 1 businesses. ‘There i» noO
evidence that the Project management has attempted to have mor has
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the Project made eny 1impact on HNoroccan government policy
improving the smsll business environment.

Asked about this 1lack of interface with the HNoroccan
environaent. the Director of ISCAL indicated that it waes the
direct result of his decision to hold off on any type of publicity
about the Project. He felt that it would be premature to
publicize the activities of the Project before the final results
had been gatherad and enalyzed. Understandably, publicizing false
claims about the Project would have been unvise; however, keeping
the outside community eware of end informed about the activities
and progress of the Project would have been desirable. Such
activity would have assisted the Froject management in laying e
foundation for end aessessing the viability and structure of the

institutionalization of the Project.
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YII. INSTITUTIONALIRATION: FINDINGS AND ANALYSIS

The language O0f the USAID/CRS g:nt cgruunt states that
*ISCAZ bas agreed to ccatinus with Project after the three
year pilot period of it proves successful. And that & detailed
plan for the dinstitutiomalisstion of consultency services .
suwported under the Project will be developed prior to the
completion of extermsl donor essistance activities.® The
CRS/ISCAZ agresmsnt states that ISCAE egress °“to essure the
continuity of the activities of the SSED Project beyond the three
your period of the Project end to present & fetailed plan for the
continuity before the 24th month of ths Project.® Under the
USATD/CRS grant agresment, ISCAY agrees to comtimue the project if
it proves successful. As msntioned earlier in this paper, there
is no pre-established criteria to measure the success of the
Project. It 4is left to ISCAL to determine based on its owmn
criteria whether or mot the Project has been successful. To date,
no detailed plan of institutiomalization bas been presented to by
ISCAY to either CRS or USAID.

Institutionalization depends upon several factors: (1) that
the ectivities of the Project have become known and understood by
e brosd spectrum of the economy, (2) that the Moroccan government
end other institutions see the wiability of the .project and
express interest in taking on more significant roles (including e
financial role) in the Project's future, (3) through the
activities of the Project, & demand for the services provided by
the Project develops among the small business comuunity, end (4)
that ell of the above mentioned participants end sponsors will
provide s stable future finmancial base for the Project.

To mobilize the Dbroad support needed to assure
institutionalization, there is @ need to engage in 1lic
relations/publicity activities that will bring the roject to the
attention of the wvarious potential support gro\ﬁ‘ According to
the Director of ISCAE, it will mot be known what inpact of the
Project will mave been umti] the end of ths project. This indeed
bas Desn his ressoning undertaking 1ittle or no public
relations activities on behalf of the Project. The small business
round table that was hosted by ISCAE over & year ago end in which
ssveral of the small Dbusinsss owners/mamagers attended and
presented their products was received and perceived differently by
the warious perticipants. For many ©of the small Dusiness
owvners/samagers it was more of a showoass for ISCAE to show off
Defore ths MNinister of Commerce. Several of the OWners/mangers
stated that they felt ‘they were just part of a shov where the only
Deneficiaries were ISCAE, in gensral and the Director of ISCAE,
specifically. The Director of CRS also folt that the roumdtadle
was organiced Ennctpny to promote ths dimportance of the
Director of I , mot the Project. Mot surprisingly. the Director
of ISCAE felt that the roundtable had besn & success.



There were oteps incorporated 4in the USAID/CRS grant
egrasasnt which were taken at the onset of the Project to promote
the ultimste institutiomalication of the Project. These steps
included ISCAE agreeing to comsider hiring the Project er and
the Assistant Project lemager es permanent employees. It is elso
aentionsd in mmt egreenent that the inclusion of members Of
ODI end BDEX represent edditional slements that should lead
to ensuring the institutiopaliz=tion of the Project.
Unfortumtely. the participation of ODI end BMDZ in the Project
Oversight Committee has been particularly minimal and no strong
institutional ties with thks Project have been fostered.

In response to the requirement statad in both the USAID/CRS
and the CRS/ITCAY egreements for the presentation of e detailed
institutionali_ation plan by the 24th month of the project, ISCAE
has recently submitted & five page concept paper, °“Avant Projet
d'Extension des Activities du CPCE", (furnishing possible
institutionalization scenmarios for the Project incorporated in the
overall future of the CPCE. The main points of the paper are the

fol.owing:

- ths CPCZ will continue to provide assistance for manageaent
consulting services for existing busineases (Module 1) end also
provide workshops for the creation of small scale enterprises

(Hodule 2).

- the CPCZ will expand 1its aectivities regionally end
sectorally '

- NModule 1 will assist small businesses having & marximum of
60 eaployses and at least © ysars of operations. There vill 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 pericu of two years. Cost per Module 1: 348,000 DH.

- Module 2 will consist of identifying and selecting 15
entreprensurs to be trained and assisted over a period of one year
in developing and implementing plans for mev businesses. Cost per
Module 2: 377,000 DH.

- sourcos of fimancing for the activities under the twe
modules are to come from: (1) the Morocoan government's continued
support through ISCAE, (2) intermatiomal orgamisations such CRS,
USAID., TP, and other Dbilatersl and multilateral donors, (3)
patiom] erganizations such es banks, professiocmal associaticns,
communes, chambers of commerce and industry, etc., and, (1) fees
to be sseessed from the small business beneficiaries of the

sorvices.

The paper presented by ISCAL was not written specifically for
CRS end USAID: it is & document that is to be used in discussions
wvith any Milateral or multilateral donor interested in small
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business developasnt in Morocoo. It makes mo specifio references
to the capitalizaticn of knoviedge and experisnce geined from the
pilot project. There i1e DO ence given in the rpor ot any
ressarch done in assessing the actual interest to participate that
exists emong the institutions and orgenizations cited. Nor has
there been detailed assessaent of the ability and willingness
of the smll insss ownsrs/mamagers or entreprensurs to pay for
the services. The document is not e detailed institutionalimstion
plan for the SSED Project and as such, can not be considered @s @
fulfiliment by ISCAZ of the requirement under the two agreements.
There is. therefore, no deteiled institutiomaligation plan for the
future of the Project.



YII. CONCLUSIONS AND RECOIMENDATIOND

Pased on this evaluation, it is evident that (1) there does
oxist a demand for the assistance that this Project has undertaken
to provide, (2) Moroccan, small scale business owners/ ers are
receptive to the type of assistance the Project w2 pr ed, and
(3) relatively imexperienced Dusiness schcol graduates can
offeotively work with emsll business ownsres/msmagers if given the

proper training and continued guidance.

Because of the problems that have been found in the design,
documentation and dimplementation, it 1is recommended that e
present SSED Project not be extended. It is recommended instead
that sstrong consideration be given to thr design and
implenentation of e nev small business project which would
incorporate the lessons learnsd as well as the stremgths of the
girst project. Des of the nev project should begin immediately
and it recommsnded t in designing the new project the following
issues should be addressed:

1. BPeviev. 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 two n{e to epproach this initial step. Either for
CRS to deternine exactly what it wishes to do in the ares of small
business development - target group. type and level of assistance,
otc. - and then with this clear project concept in place, idsxtily
and seek out so-sponsors who are willing end able to share amd
support the project concept. Or CRS ocan host one oOr more
roundtable discussions with all potential spomsors. The purpose 0f
the roundtables would be to develop a project comcept jointly with
the other sponsors. In either event, there 1s a need to begin this
initial step as soon as possible so as to have as little down time
e possible betwesn the ending of tpo pilot project and the
beginning of the nev project.

2. The nmiimmt of ths project outside of the direct
control of the Moroccan government.

To evoid many of the inplementation problems which were
sncountersd during the SSED Project as well as to be able to
structure & more priwate sector oriented project, it is
recomnsnded that the nev project be a stand alone activity
receiving in-kird and financial support from warious sponsoring
organizations. To ths extent that some of the support will be
c fron government entities, an agreeament should bs sought
froa Noroccan government which will exclude this support from
the direct and continuous oversight aend involveaent of the
governaent.

in



3. The mev project should have indireot affiliation with e
brosd spectnum of the lMorocoan g@overnmsntal, educatiomal,
grotnnnl and institutiomal entities. This affiliation should

e in the fora Of & policy body for the fcmi,”t sade W of
zepresentatives from these warious groups. tive participation
of the amsmbers 0Of these Qgrouwps also de souwht in the
seninars, foruns, and other related activities of the project.

4. In the initial start phase of the nev project, the
activity of the project should be limited to the Casablanca arees
80 @8 to capitalize upon the resources already developed. There
should be concrete plans, however, after the steart-up phase to
expand the project's activities to ons or two edditional regions
of the cowmtry.

There is a certain attraction to erpanding the assistance to
sectors not touched by the first project. It is recommended that
in the first twvo or three years of the project, ‘.o assistance
should continue to be focused on the subsectors of the first
project - textile, leather and electro-mechanical - with an
increase in the mumber of small businesses that are essisted. A
certain xnovliedge base has been gained by the consultants which
only nov is at @ point to be fully exploited. In eddition,
professiomal organizations of these sectors have been soaevhat
active in the first project and it would eppesar. to be more
teasible to turther develop these relationships than to begin nev
onss. Fimlly, it 1s gensrally agreed that these sectors have
[ ticent potential for growth both 4irn the domestic econoay as

well es for export.

6. 4 high priority should be placed on maintaining the
services of the consultants of the first project in the nev
project so as to cepitalize upon their experience and knovledge

base.

It bas been recommended earlier that the number of small
businesses assisted et any one time should be increased froa the
original 40. Ideally, mmber could be doubled. Each of the
experienced consultants could be paired with one or two nev
gnmntos or "essociates.” 1IMuch of the initial grouni work could
o done by the associates umder the direction and in association
with the senior consultants. Of course, this would not elimimate
the need for the mev project to have a strong. experienced
saragenent - Project Director and one or two Assistant Directors.
The direct resporaibilities of the As: stant Director(s) would be
to manage the documentation, intermal control, 1logistical aend
personnsl issuss of the project. The Project Director would have
rimery responsibility for providing technical consulting ort
o the osnsultents and for engaging in the public relations
aspects of the project.

The creation of @ nev saall business project within the ahort



Ptine frens available will not be e sinple matter; however, it is
e feasible undertaking and ceriainly warrants strong support.



Appendix I

EYALUATION OF SHALL SCALY PRIVATE ENTERPRISE PROJECT
SCOPEZ OY WORK

The purpose of this contrect is to provide the services of an
individual to evaluate the Small Scale Private Enterprise Project
(606-0187), and determine hov well it has achieved its goals end

assess its future viability.

1. Stateasnt of Vork

The evelwator will amalyze and reach conclusions concerning the
folloving key issues:

Ha» the project Dbeen successful in providing management
capabilities to tiras? Can these improvements be

(Continued on folloving page)
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Contract No. 408-0187-6-00-5045-00

1. STATEMENT OF WORK (CONT'D)

documented, and have they been?

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
assiztance from AID, CRS, or other donors?

How much should firms receiving assistance be realistically expected to
contribute?

1s 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:

To what extent has the project been guccessful in providing owners of
businesses asgisted better management capabilities? How has the
overall performance of firme been improved?

How are project personnel "seasuring” firm's performance? 1Is it
adecvate? Have they correctly defined "better management

capabilities?”

What specific types of improvesents have taken place (e.g., improvec
record keeping, legal registration of firme, financial managenment,
success in obtaining financing, improved marketing, increased
production, employment, sales, profits, etc.) and how did the
consultant help to bring about those improvements?

To what extent has the project been successful in tracking
improvements and documenting thea?

To date, no firme have been "graduated.” Should some of the firms
receiving assistance be graduated, as envisioned in the Crant? How
is the process of graduation viewed by the consultants and other
project officials?
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2. ggglitz of Consultants:

Are young, recently graduated students appropriate for providing
assistance? Is this method (1.e., using relatively inexperienced
{ndividuals) appropriste and effective?

How well has the training received by the consultants at the start of
the project served them in providing assistance to small businesses?

How could this training be modified to better suit the needs of snall
busipesses? What types of additional training should the consultants

receive?

Institutionalization:

What is the CPCE's plan for future financial independepce? 1Is this
nlan for an extension of the project realistic? Are firms currently
enrolled in the project prepared to pay for assistance? What other
sources of financing are planned?

The Grant states that ISCAE would hire the Chef du Projet and
Asgistant au Chef du Projet as permanent enployees during the first
stages of the project. To date this has not taken place; the project
continues to pay salaries. What steps are being taken to make these
two employees permanent GOM personnel?

What support does ISCAE or other GOM institutions provide to the CPCE
pov and what additional support are they prepared to provide?

Is ISCAE, a government entity, the proper location for the Centre?
What are the benefits and dravbacks to such an association? What
other institutions say be a more appropriate base for the CPCE?

To what extent is the CPCE known in the Moroccan governament
apparatus, particularly in the Ministry of Industry, and how is it
viewed? Have the activities of the CPCE had any ‘effect on GOM pclicy

twith respect small enterprises?

To what extent is it known in the Cassblanca business coamunity and
how is it viewed?
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7. Other:

. What methods were vsed for searching aud selecting firms for the
project? Were the criterla used in firms selection appropriate?
To what extent have the recommendations made by the previous
evaluation been adopted and how successful have project officials
been in implementing theae changes?

. Evaluate CRS's role in the project. How important has it been in the
project'e development and implesentation? What would be the
advantages and disadvantages of continuing the project without CRS
assistance?

1I. METHODS AND PROCEDURES:

The evaluator's efforts should be principally concentrated on visits to the
firms, an assessnent of the management of the CPCE, including analysis of
records and docunentation, and analysis of the knowledge and capability of the
consultants. The evaluator should prepare & standard questionnaire tfor
distribution to all forty firms receiving assistance under the project.
Interviews should be held with at least half of those firms. A minimum of 4
firme from each sector should be visited and & maximum effort should be made
to interview firms who have been receiving assistance the longest in order to
better assess the benefits. In additionm to interviewing firm officials, the
evaluator should, in addition to the questionnaires, seek objective and
verifisble data from firm records to support or demonstrate the benefits
received by the firms. The results obtained from the firms should be compared
and analyzed with the information saintained at the CPCE.

The evaluator should examine the plan for institutionslization and assess its

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

officials of institutions who are included in the financial plan. Examination
of alternative methods of inmstitutionalization should be included.

The evaluator will reviev the training received by the cocsultants at the t
start of the project to determine the value of the training. The evaluator
should discuss with the consultants their iapressions of the training and how
1t sight be improved. What types of subsequent training would best serve the
peeds of the consultants in advising small businesses, and which entities or
individeals could best provide this training.

The evaluator should interview the project officials to assess their vicws of
the project. In the course of these interviews, officials should describe
what, i their viev, are the major accosplishments of the project, the
principal probleas or disappointments, and the major impediments to &
continuation of the project and how best to overcome the impedisents.

,b/\
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APPENDIX 11

I. 0.S. Agency for Intermatiopal Developaent

George Callen, Consultant en Commerce Intermational

II. Catholic Relief Services USCC

II1I.

Daly Belgasmi, Country Representative
Bark Smith, Economist/Small Business

SSED Project Staff

Dr.A.E.X1 Alami, Director of ISCAE
Nrs.Fadela Lahbabi, Project Namager
Nr.Jouti, Assistant Project NManmager
Nr.El Ghazi, Consultant

Nr.El Oari, Consultant
Nr.Bounesmar, Consuitant
NMrs.Bouabdillah, Consultant

nr.EZl1 Bakkouri, Consultant

IV. Project Overaight Comnittee

Hr.Abderrahman Atfi,
Secretary ral
Association Marocaine des Industries Textiles

Nr.Abdelaziz Al Mechatt
Accountant
Coopers ¢ Lybrand

Nr.Majid Layachi
Chief - Agribusiness Departasnt
Centre Marocaine de Promotion des Exportations

Mr.Rachid N'Rabet
Protessor ot ¥inance
ISCA

Y



Mr.Qareidbi
Professor of Marketing
ICAE

Mr.Mohaned Berrada
Repreaentative
) g1 4

Hr.M'Barekx Pouidri
President Del

Tederation of Construction Industry
Caseblanca Chamber of Commerce

Mr.Dar Alkhedbir
Protessor of Accounting
I9CAE

Mr.El Otaani
Protessor of Fimance
ISCAY

¥Mr.Bachir E1 Boubali
Chief - PI Technical Assistance Department
Office pour le Developpement Industriel

Mr.Bassan Ben Bachir
Director of Emterprise Development
Bangue Centrale Populaire

III. Participating Smal) Businesp Owners/Mauagers

NMr.Bouciane Marzouk
Director
HAROC ORIENT

Mr.Mohaned Chraibi
Majitro Artisan

Hrs.hahdia Chadi

Ownesz

ATELIER MECANO

Mr.Sekri

Pirector

FERROMERIEZ DE SIDI MOMMEN II
Hr.lMestapha Bouzianse
AMaixistrator

RESIIOR

Hr.Machid Soxdo
Technical Director



L'ELECTRICIEM, S.A.

fir.Adaed Brahmi
Muinistretor
MIREL

Mr.Mekki E1 OuazEani
Director
STE. JAXITIX

Hr.Marhoun
Director
RABIL CONFECTION

Hr.Mohamed Afifi
Owner
WORLDY CUIR

Hr.Jemal Perrade
Owner
CHAUSSURES FITINY

NMr.Fethallah Bouchaib
Director

IooTEx

Mr.Babbal Bachir
Owner

CADET ROUSSEL

lir. Said Pen Chekroum
Director

SOCIETE AVERTY
Hr.Ebalfi

Owner

ETS. KBALF]
Hr.Mstapha Zaid
Owner

FOMDERIE ZAID
Hr.Amed Matlaya
Owner

ETS. HATLAYA
HAROQUIIRERIE MAROSAC
Nr.XM'Barek Lamdani

Hr.Marsouk

IV. Othaxs
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Nr.Abe Veiner
Yolumteer Consultant
IESC

Nr.Chakidb Zerhouni
Representative
Chanbre de Comnerce

ot @'Industrie du Grand Casablance
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dated December 1, 1967.

*Proposition d'Accord Le Catholic Relief Services - USCC et
L' Tnstitut Superieur de Commerce et d'Adninistration des
Entreprises”, dated October 198%.

Sxall Scale Interprise Development lanmagement Outreach Progrea
(CRS-Morocco), Progress Reports 4 through 6. (Covering the period
from September 1986 through December 31, 1987).

smell Scele Enterprise Developaent IManageaent Outreach Progrea
Ivaluation Report by NMr. Ahmed Gdoura, dated December 1966.

CRS Morocco 3Small Scale Enterprise % Outreach Program,
First Interia Evaluation by Hr. Lavrence tch, dated February

1907.

Saall Scale Interprise Developasnt lhngmt Outreach Program
Iveluation Report by Nir. Salem Mekki, dat My 1907.

Avant Projet d'Extension des Activites du CPCE subaitted by the
Institut Superieur de Commerce ot d‘'Adainistration des
Intreprises, presented in Progress Report 6, dated March 1988.
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