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I. Findings and Conclusions

A. General: The PETRA Project has now been under active
implementation for over one year. It is the view of the
evaluation team that the learning stage has now passed, that the
PETRA Office should be operating with increasing efficiency and
decreasing USAID involvement and that the PETRA Office and PETRA

* Committee should have by nww forged an effective working

relationship, which provides for clear committee guidance of PETRA
operations and clear lines of commun1cat1on between the committee
and office management o
Overall, the PETRA Of£1ce must 1mprove eff1c1ency in order to
better serve the target community. This is especially true in
light of the successful marketing campaign which the office
undertook. This campaign resulted in over 300 new appllcatlons
for PETRA funding for the first quarter of 1988. This is compared

. to 280 applications for the previous seven months, June - December

1987. In other words, thé application load being managed by the
office has increased dramatically from an average of 40,
applications per month for 1987 to 100 applications per 'month
through the first quarter of, 1988.

The project was designed to assist private sector Jordanians
start, improve or expand their businesses in Jordan. In the
absence of a model for the 'veénture capital type' approach
envisioned, the PETRA Office was obliged to operate in an ad hoc
fashion, considering each situation, each proposal as unique.
Where this ad hoc approach did work at the start, the absence of
standard procedures and techniques for comparing and evaluating
proposals rieans that the process is comparatively slow. At this
point it is too slow to cope with the volume of applications.

The following obstacles to increased efficiency currently exist in
the PETRA Project:

'

1. PETRA Office

i
a. Staffing - The PEIRA Office is understaffed for the
volume of applications now being received during the period
of this evaluation. 7This is resulting in slow processing
time for applications and allows little time for project
monitoring and evaluation activities. Any subsequent
evaluation should take up more completely thc whole issue of
office staffing including the appropriate mix of personnel
required for the office to function efficiently and
effectively. In general, the office should have monitoring
and evaluation personnel as well as access to accounting and
legal services.
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b. Internal Office Management - Related to the above is

day-to-day office management. PETRA is innovative and N
wide-reaching but can do little more without established
standards and procedures in place to facilitate functioning
of the project office. It is the observation of the
evaluation team that PETRA staff time is not managed
efficiently and that the PEIRA staff does not always work
effectively. .This is partly due to overall siaffing levels
but also due to internal management procedures which should
be refined and sharpened to better utilize office
resources, At.present too much USAID staff time is still -
being spent with PETRA staff on a day-to-day basis because
adequate management systems have yet to be adopted.
Management issues need to e identified by office management
and presented to the PI{IRA Committee for resolution/approval.

2. PETRA Committee - The PETRA Conmittee should become more -
involved in project/office management issues; i.e., adoption
and approval of subproject selection, evaluation and monitoring
criteria; long range strategic planning for the overall
project; office staffing and training, etc. At present the
committec's agenda each meeting centers primarily on the
approval/disapproval of subproject applications. The office
and the committee must forge a working relationship whereby
management and planning issues/problems can be brought to the
committee's attention and the committee can in turn give .
direction and guidance to the office. It is recommended that -
subcommittees be established to work with the office in such
areas as personnel and staffing, small loans, financial
operations, office administration, agricultural loan reviews,
industrial loan reviews, etc.

3. Criteria - Specific to the above, the office and the
committee should agree on more stringent criteria for the
preparation, evaluation and monitoring of individual subproject
applications. At present, while criteria does exist, it is not
firmly imbedded in the system as yet. Each proposal is treated
as unique rather than according to a standard procedure.
Consequently, there is little uniformity in presentation which
precludes comparisons to other proposals.

4, USAID Role - The project is still consuming too much USAID
direct hire staff time. It was originally envisioned that
USAID staff time would be phased down as the prOJect gained
maturity. This has not yet happened.



B. Principal Findings: It is the feeling of the evaluation team
that the general assumptions about the project remain correct and
that overall the project has matured and begun to make progress.
There is no call at this point for a project paper revision,
There should be, however, a formal comprehensive evaluation
scheduled for the future. Such evaluation should be detailed and
cover all aspects of project operations.

With regard to specific areas of inquiry set out in the scope of
work, the fundings of the evaluation team are as follows:

1. It is concluded that the PETRA staff generally conducts
thorough investigations but that the analyses presented to the
committee contain gaps in information. In a few cases
proposals were submitted to the committee without satisfactory
investigation. Project analysts should be thorough in this
regard and follow standardized guidelines (check list) for
proposal evaluation.

'
i3l

2. The average processing time for approved activities is 75
days, due to a combination of factors both internal and
external. There is no definite distinction in processing time
between projects according to the level of funding or type of
financing. There are projects which have been pending for more
than one year, and there exists a backlog of over 200
applications. Of this number 100 applicants have yet tc be
interviewed. The average time for the staff to reject a
pending project is 85 days; i.e., it takes 85 days to say 'no"
to bad proposals, It is the opinion of the evaluation team
that these times are long and measures should be taken to
expedite application processing. Suggested actions:

A. Limit the number of new projects to be submitted to the
PETRA Committee to say 10 and ensure that these proposals
are well prepared. ~

B. Establish a small loan subcommittee with approval
authority up to $75,000 to accomodate the large number of
small projects.
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C. Applicants should be required to submit requested
materials within two weeks of PETRA Office contact
requesting such materials, If the applicant does not
respond within this timeframe the applicant should be
notified. If no response is forthcoming then the
applicantion should be rejected.

D. Establish a regular committee meeting date, say the first
Sunday of every month.

3. The PETRA applicatian is a simple ane sheet questionaire.
The application does not provide information to the applicants
on the types of projects eligible for PETRA funding. The
application should alsc include questions, in simple format, on
costs, markets, sales and profitability. This will reduce the
number of noneligible applications and avoid public
dissatisfaction,

4, The PETRA staff do not have specific guidelines to prepare
proposals for submission to the committee. It is the opinion
of the evaluation team that a standardized format for poposal
evaluation and presentation be followed. 7This should be
cleared by the committee.

5. It is the opinim of the evaluation team that a small
projects fund set aside is not needed at this stage. The type
of applicatias received by the PETRA Office is a good mix of
small, medium and large projects.

6. It is recammended that for projects of $15,000 or less that
the committee chairman be given approval authority. Projects
up to $75,000 should be reviewed and approved by a small loan
subcommittee.

Recommendation:
To manage the current workload the PETRA Office operating
procedures must be modified. Based on the testing and
experimentation conducted during the start-up phase, two
principal options have emerged as possible alternatives: (1)
turn the PETRA Office into a true intermediate credit
institution, or (2) reorganize the PEIRA Office into a
foundation which handles grants and wholesales the loan
portfolio.
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OPTION 1: Intermediate Credit Institution. The problem here

is primarily a manpower/skill mix problem. At this point, the
Project has established a pattern of demand. From this, the
Committee and Office can design a standardized set of
procedures and focus the evaluation criteria more narrowly.
However, a senior advisor with loan officer/venture capital
experience, and a monitor/evaluation officer will be required
to fully staff the operation, It is the belief of the
evaluation team that this would be sufficient to bring the
manpower ‘and skill mix in line with current project
activities. The majority of the recanmendatlons and findings
of this evaluation assume this approach.

OPTION 2: Foundatian, Establishing a foundation would

signlticantly reduce and alter the FtTRA Office work lcad. It
would transfer the loan portfolio to other institutions
currently performing credit analyses by making block grants

‘under special terms. The PETRA Office would then monitor the

loan portfolio and would continue to manage the grant portfolio
(the Office was originally intended to manage grants only).

Either approach needs further examination, but a decision on
how to proceed must be made within the next month, and its
execution effected no later than October 1, 1988.
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11. Scope of Work-Methodology:

the PETRA Project through examination of the PETRA projects

portfolio, office proceduces and management, the functioning of

the PETRA Committee and USAID's, role in project implementation
and monitoring. The scope of work provides for a progress
evaluation to be undertaken to assess current project status.
This will involve examination of project files and records for
specified areas of inquiry, examination of management systems
and interviews with individuals concerned with various aspects
of the project. The evaluation team carried cut the following

The purpose of this evaluation is
to examine the progress made over the last year in implementing

scope qf work. -

A.

T TEREL

General Areas of Inquiry

1. Are the general assumptions about the project still
correct? : How does the project 1ook overall?

2. Is there a need for a PP revision?

3. Is there a need for a formal/comprehensive evaluation at a
future date?

4, What policy issues need to be addressed (interest vates,
sustainability of the project past PACD, etc.)?

5. What day-to-day operational/office management issues are
ohserved? (For example, does the absence of an office
vehicle impair performance and the meeting of project
objectives?)

Client Profile

Proposal Preparation and Quality: PETRA was estahlished to

help Jordanian husinesses generate employment, earn or
conserve foreiagn exchange, and/or improve the way Jordan does
husiness by financing business proposals that are designed to
develop new businesses and product lines or improve existing
products and processes. Although it is too early to evaluate
actual project impact, there is a sufficiently large
portfolio to begin to draw some conclusions about regional
disbursion of project funds, the typical business size,
sectoral concentration, anticipated employment generation,
etc. The following questions are addressed:

1. Is the PETRA Office developing and presenting high quality
proposals to the committee for consideration? This
included review of (1) the need for a standard format for
presenting projects, (2) dollar/dinar thresholds for
required pieces of information (e.g., market studies,
extent of feasibility work) submitted on a given project,
and (3) whether current levels of investigation provide
sufficient information to the committee on which to base a
decision. This activity included a random sample of
proposals and a review of how the office is handling the
current mass of small project proposals now being
submitted.
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Are proposals being developed expeditiously? What is the
average processing time for approved activities by funding
level (e.g. $0-5,000; $5,000-15,000; $15,000-30,000,
etc.). Are their any points where processing could be
speeded up? Are projects held too long in pending status?

Is there a need for a revamping of application procedures
to accomodate small project proposals?

Are guidelines for submission of proposals being followed?

‘Are interested applicants being furnished guidelines? Do

guidelines provide & standardized format for proposals?
Is a standard format needed for presenting projects?
Is there a need for a small projects fund set-aside? What

recommendations if any should be made for estahlishing a
small loan window?

. Should there be dollar/dinar thresholds for required

pieces of information submitted on a given project?

Do current levels of investigation provide sufficient
information to the committee on which to base a decision?

How are disapproved applicants handled?

. Financial Evaluation: Will include sample audit(s) on

specitic projects to evaluate disbursement mechanism(s). 1In
addition, the following should be assessed:

1.

1. Are project files in auditable order?
2. How does PEIRA hire consultants?

3. What consulting rates are being charged to the PETRA
Office?

. PETRA Office:

Is the PETRA Office becoming too bureaucratic? The
relationship between the office and the clients was
considered here in terms of requirements that may not be
necessary. One problem here has been that with new types
of applications new rules emerge. Therefore, what is the
client being asked to submit? 1Is it all necessary?

Does the office require more professional staff,
specifically for monitoring and evaluation work?

Does the Executive Assistant position make sense in the
current office make-up? ANE/DP/E, Chris Herman, has
recommended that the PETRA Office hire someone with data
management and computer skills to operate the project's
data base and indicator reporting system. Should the
Executive Assistant position be thus modified?
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4. What effect does the absence of a PETRA vehicle have on
office performance and meeting project objectives? What
kind of remedies might be taken?

5. Are office hours appropriate? The office is supposed to
be open for business Saturday through Thursday,
8:00-2:00. It has been pointed out that these hours
(i.e., government hours) can cause confusion in the minds
of the clientele whether this is a private sector
operation or a public sector one. Furthermore, it is
argued that these hours conflict with private sector
working hours, and that the office should reopen in the
afternoon. : : :

6. Is the office over or under staffed? Indicate any
proposed staffing changes.

7. Training recommendations: USAID is planning to host a
private sector development course in Jordan. It is
planned that the PETRA Office attend. Are there any
additional areas of training that should be provided?

PETRA Committee: The evaluation of the committee's
pertormance focuses on the decision-making role of the
committee. Questions addressed the following:

1. Does tﬁe committee meet with sufficient regularity?

2. How many activities does the committee review in a meeting?
3. What issues are of most concern to the committee?

4, How does the committee resolve problems on decision making?

USAID's Role: USAID was expected to work with the Industrial

Development Bank to establish the PETRA Office, recruit and
train staff and then step back to allow the office to operate
independently. At this point USAID was to serve as committee
member with minimal monitoring and processing of advance and
liquidation vouchers for the office.

1. How much assistance is USAID providing and in which areas
(e.g., technical appraisal, financial amalysis,
administration, management, accounting, etc.)? Are there
particular areas (e.g., financial analysis) that could use
special attention and other areas (e.g., office
administration) that could use less?

2. How much assistance are other committee member
institutions devoting to the management of the project?
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I11.Project Description

A. Evolulion of Thinking on the PETRA Project: PETRA was
originally conceived as a granting mechanism. The office,
committee structure and systems were all designed assuming

+ PETRA would only grant funds. However, in June 1987 the
PETRA Committee suggested that where there was reason to
anticipate profit generation and that applicants should be
given loans, not grants. Then in July 1987, the PETRA
Committee suggested that if PETRA was to loan money, interest
rates should be charg:4. During this time the PETRA Office
was suffering serious management problems that were not fully
resolved until October.. Between October and February the new
General Manager was becoming acclimated to the job, so
management efforts were going into training.

New issues, some cutuide the scope of this evaluation, which
were introduced into the project when the committee decided
to loan funds and then charge interest include:

1. Workload for the PETRA Offictis sign.ficantly different
than that contemplated for a granting institution. In
particular, accounting and monitoring requirements are
much higher. An accountant has already been hired and a
fulltime monitor is now being sought.

2. Selection :riteria have necessarily altered to focus on
profit generation and the financial soundness of the
established business.

3. There is no clear guideline for setting interest rates.

4, The sustainability of the PETRA Office becomes an issue
with the reflows of the loans.

5. The provision for repayment through the Cities and
Villages Development Bank (CVDB) may be inadequate.

6. The PETRA Project has developed a very real but new
objective: to convince the banking community, by example,
that high collateral requirements currently in place are
not necessary to secure a loan. PETRA is making cash flow
loans with promissory notes as guarantee. To demonstrate
that one can make collectible loans based on cash flow,
the PETRA Project must demonstrate a sound repayment
record. Repayments are not due to begin until January
1989, nine months before the end of the project.

Te
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B.

Project Description: The PETRA Project was designed by the
Ministry of Planning (MOP) and USAID/Amman as a first step
toward addressing constraints to private sector growth and
competitiveness. It provides direct assistance to Jordan's
private sector, funding business proposals submitted by
businessmen and women committed to helping themselves
increase their economic participation locally, regionally and
in other world markets,

The Project was divided into set aside funds ($3,000,000) and
general funds ($7,000,000). The set aside category, managed
jointly by USAID and the MOP, funds bilateral private sector
project design activities, administrative support of the
PETRA Office and other specific private sector activities
identified prior to project signing. (See Table 1,
Illustrative List of Activities.)

The innovative side of the project lies in the general funds
category. The general funds category funds, on a cost
sharing basis, business development proposals submitted by
the private sector. PETRA funds may be used for a wide range
of development activities including feasibility studies,
technical assistance, seminars, specialized training and, in
limited circumstances, some commodities.

The PETRA Project is managed by the PETRA Committee which is
composed of senior representatives from the Industrial
Development Bank, Ministry of Planning, USAID, Ministry of
Finance, Central Bank, Ministry of Trade and Industry,
Agriculture Credit Corporation, City and Villages Development
Bark, and the Amman Chamber of Industry. The committee was
charged with meeting monthly to review and approve or
disapprove business proposals which had been investigated and
judged to meet PETRA selection criteria by the PETRA Office.

Staff and implementation responsibilities are held by the
PETRA Office. The PETRA Office staff works directly with
applicants to develop their ideas and prepare proposals for
committee review and then is supposed to monitor and evaluate
approved projects.

Project Goal and Purpose: The project goal is to assist the
Jordanian private sector to be the driving force behind
increased income, export and employment growth. The project
purpose is to alleviate policy, industry-wide and firm
specific constraints to increasing overall productivity and
cffectiveness in the private sector.




. Project Elements

. Specific Accomplishments: The intent of PETRA is to fund

numerous individual activities which may be identified
throughout the course of the project. By seeking to support
a wide variety of activities which can be funded as necds
arise, PETRA will give needed flexibility in implementing and
supporting private sector development programs.

. Beneficiaries: Of all of the projects aimed at assisting the
private sector, PETRA is the only one which specifically

targets a broad spectrum of the private sector. As
categorized by size, the project targets the following.

by the private sector. PETRA funds may be used for a wide
range of development activities including feasibility
studies, technical assistance, seminars, specialized training
and, in limited circumstances, some commodities.

Micro: 1-3 employees, mainly family owned and operated,
informal, low tech, concentrated in trade with
some manufacturing.

Small: 4-25 employees, family owned, hired labor, low
to medium tech, trade, services and light
manufacturing.

Medium: 26-100 employees, family to public ownership,
hired labor, medium tech, services and light
manufacturing.

Large: Over 100 employees, many with significant GOJ

ownership, hired labor and often professional
managers, medern technology manufacturing and
some services.

Targets also include individuals, notably migrant workers
returning from the Gulf, who are skilled but are lacking in
capital to establish a small shop or company. Particular
attention will be given to targeting enterprises or cottage
industries owned and run by women. While these entities are
relatively few in number in comparison with other developing
countries, at least one such enterprise has already been
identified, namely, the Bedouin Women's Handicraft Center, to
which assistance could also indirectly benefit an entire

village.

Beneficiaries will also include society at large, since more
employment opportunities will be derived from growth in the

- private sector, and all consumers will benefit from improved

and less expensive products. Similarly, increased taxes
resulting from increased income will benefit the economy as a

whole.
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Client Profile

A.

Methodology: The task of this section was fto examine PEIRA's
portfolio to determine where funds were going. To do so, a
data base was constructed which containeg the project title,
amcunt, loan or grant type of assistance, sector of
assistance and size of business. 'The objective was to assess
developmental impact. However, given that a majocity of
projects are only just getting underway, there is no way to
determine increases in profits, exports or other similar
criteria based on successful operation of a business. 7The
indicators of developmental impact capable of being measured
at this stage are regional disbursion, projects directly
assisting or benefiting women, new business creation and/or
employment generation.

One caveat, the following analyses reflect different ways of
counting the approved projects. This section examines 35
appoed projects. Of those 35, three were split funded,
i.e. partially grant funded and partially loan funded. (This
split resulted from the determination that capital
investments should be loan funded, but that technical
assistance could be grant funded in certain circumstances.)
Consequently, there are 25 grants and 13 loans totalling 38
separate activity accounts. Another anomaly is the Beni
Hamida Rug Weaving project. Although this activity is fully
grant funded, it does carry a significant raw material (wool)
and equipment (computer and automobile) component as well as
a labor (weavers and project management) casponent.
Therefore, in the type of assistance assessment, thie Bani
Hamida project was broken out accordingly which then gives a
total of 39 assistance areas.

Findings: The thirty five projects total JD 492,097
(approximately USS$1,476,291). (See Table 2.) Included in
this number are fuwurteen new business start ups. Seventy
one percent of the funds went to businesses outside the
greater Amman area. (See Table 5.) Forty eight percent of
the projects are in areas where the population centre is
20,000 or less. Eight women's projects (7 grant and 1 loan)
totalling JD 137,153 (28% of total funds) were financed.
(See Table 6.) Ninety four percent of these were in the
handicraft field. Thirteen projects and 37% of the funds
went to micro businesses (0-5 emplcyees) which generated 18
permanent jobs (40% of all permanent jobs). Thirteen
projects and 26.5% of funds went to non-profits which
generated 10 permanent jobs (22.2% of all permanent jobs).
(Sce table 4,) (For the purposes of this section, “"profit"
versus '"nonprofit" was determined based on the project, not
the applicant. Hence, the Bani Hamida project, which is
income generating and expected to be self-sustaining, is
caunted as a business although the grant was to Save the
Children.)
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Table 5

DISAPSICM OF PEIRA TPANITTS

BY QVITNATE

1. Ammn Covernate 276,457 56%

Greater Amman {(141,457) (28,7)

Suh-Regions (135,000) (27.4)
2. Mlga Covenate 51,920 12.2
3. Irhid Gavermate 54,970 n.z
4. Ma'an Gwermate 47,250 9.6
5. Zarq@ Govermate 43,500 8.8
6. Other 10,000 2.0
7. Yarak, Tafila, Mhfraq ~0- -0 -

Table &
PYUITTS DIRATTIY
RUNT  ~memmmmnnem- N JOS--===mmem=
{Jn) 16 PHM P/T or
Beni Hmida Rups 1000 G 10 200 10
YA (onference 1,12 G - ~— -
Rsiness Women (onf, AV ¢ - - -
Jerash Bomen Weaving 1,680 G - ~ -
GFMW Conference 7 G - -~ -
Snhula thixlicraft 8,00 L 0 10 1
GFW Foiklore 10,000 G 3 40 1
Cancer Rahab Ty 5,840 G - -~ -
Total 137,153 7-G 13 0 10
1L
drafted hy: AVillemin/ls
Doc. nam: Govpetra/Petra disk
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280
260
240
220
200
180
160

140

MANPOWER

120
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Table 8

PERMAN'NT & P/T JOBS PER SECTOR
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Table 9 i V'C&/

PERMANENT & PART/TIME JOBS
BY SIZE OF BUSINESS 5
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Per Table 2(a) the portfolio is split JD 328,687 grant and JD
163,410 loan. Of the grant portion, 40% (JD 130,566) went to
non-profits, Of that .JD 71,066 (54%) went for training,
conference attendence 2nd other 'non-productive' activities.
PETRA funds have financed labor (41%), technical assistance
(30%), raw material and equipment purchases (27%) and travel
training (2%). Sectorally, PETRA funds have financed
projects in handicrafts (26.2%), manufacturing (18.3%),
tourism (15.8%), agriculture (13.5%), training/education
(10.8%), services (3.8%) and publishing (1.6%).

Only .one possible non-performing loan has been identified at
this point, the Azraq fish farm. The cooperative has not
fulfilled its commitment to provide 50% of the cost., The
PETRA Office has enlisted the assistance of the Jordan
Cooperative Organization to assist in mobilizing the other
50% of the project cost to get the fish ponds into

operation, The first payment on the loan comes due in
January 1989, which may need to be deferred unless production
proceeds faster than presently anticipated.

PETRA projects have created 45 permanent jobs, 303 part time
jobs and 105 potential jobs. Sectorally, handicraft
projects, representing 26% of funds, generated 29% of the
permanent jobs; manufacturing representing 18.3% of the
funds, generated 29% of permanent jobs; agriculture,
representing 13.5% of the funds, generated 17.8% of the
pe;manet jobs and training programs, generated 15.6% of the
jobs.
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V.

Proposal Preparation and Quality

A.

Summary: The PETRA Office received 621 applications since it
starteg operations on June 1, 1987, requesting project
financing for activities covering various sectors of the
economy. Applicants were from individuals, companies,
cooperatives and social groups. In its ten meetings
(including three extra sessions) so far, the PETRA Committee
has approved 27 grants for a total of JD 335,865
(approximately.l million U.S. Doilars) and 13 loans for a
total of JD 163,410 (approximately 488,000 U.S. Dollars) to
finance 37 projects (three projects are financed through
loan/grant arrangement). 351 applications have been rejected
by the PETRA Office, 207 applications are under investigation
by the staff, and 18 projects are ready to be submitted to
the PETRA Committee.

The processing procedure involves initial screening of
applications, client interviewing, project feasibility
analysis, and committee reviewing for final approval or
rejection. The staff, however, may reject those projects
which are not feasible or do not meet PETRA selection

criteria.

Projects submitted to the committee are required to 1) be
economically feasible and based on good business practices
and 2) meet PEIRA selection criteria as indicated in the
project paper. In addition, a number new criteria have been
adopted by the committee as they have developed experience
with proposal review,

The initial application available to clients is a one sheet
questionnaire requesting basic information such as name and
address of applicant, brief project description, amount of
funds needed, estimated sales and references. Detailed
information is requested after the first interview if the
project has potential of being approved. The PETRA staff
maintains good relationships with clients and provides time
and needed assistance in explaining the PETRA project,
completing the application and providing guidance to prepare
the initial investigations on individual projects.
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B. PETRA Applications

. Applications Status

Table 11 provides the status of PETRA applications
distributed according to the month the applications were
received by the office. The total monthly number of
applications received by the PETRA office shows a marked
increase in July 1987 and in the months of January and
February 1988. The 118 applications received in Juliy 1987
was a response to introduction of the PETRA Project made by
the Ministry of Planning. The high number of applications
received in January and February 1988 was a response to the
marketing campaign launched by PETRA countrywide during
January 1988,

Analysis indicates that 57% of applications are rejected upon
screening and staff review. At present a substantial number
of applications are still pending staff review and approval
many of which were received in 1987. It is anticipated that.
50% of pending applications will be rejected by the staff,
and therefore the forecasted rejected applications will be
around 73% of total applications.

Projects rejected by the PETRA Office are those projects
which do not meet PETRA selection criteria. Such projects as
gasoline stations, taxi cabs, car rentals, schools, bakeries,
barber shops and supermarkets are immediately rejected upon
screening. Table 14 includes a sample of 22 proposals
rejected by the staff after preliminary investigation. 7The
reasons for rejection, as indicated in the table, are mainly
due to: 1) poor economic feasibility of project, 2)
eligibility for IDB or ACC financing, and 3) withdrawal or
nonresponsive applicant. '

There are 207 applications pending staff approval and
information from the applicant. Approximately 25% of these
applications have been pending for more than three months. A
sample of twenty pending projects was reviewed.and the
findings related to date submitted and reasons for pending
status are summarized in Table 15. The PETRA Office should
make plans to resolve these applications and place a
timetable on the review process in order to avoid a backlog
of projects needing review.
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TABLE 11

HOKTH rEJECTED

APPLICATION By

RECEIVED SLREERING

JUNE l-i;. h

JuLy 7

AUBUST 87

SEPTEMBER 87

DCTOKER 87 1

NOVEHBER &7

DECEMDER &7

JRKUARY a3 &3

FEBRUARY B8 8o

HARCH L] 22
o

271

PENDING  KEIECTED  APFROVED  REJECTED  PREFARED

STAFF BY B By 10
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Regional Distribution of PETRA Applications - Table 12

Applications from Amman and the suburbs were 75% of the total
numher of applications recejved by the PETRA Office.
Meanwhile, applications from Irbid and Zarga were 9% and 6%
respectively. Only 10% of the applications came from the
rest of the country.

In view of the small percentage of applications received from
outside of Greater Amman, the PETRA Office should conduct
programs to encourage applications from other cities and
villages. coen

Sectoral Distribution of PETRA Applications - Table 13 (Data
here reperesent a profile of all applications received and
should not be confused with data in Part IV which profiles
approved applications) - = | .

Applications received by the PETRA Office cover different
sectors of the economy as well as commercial and socjal
activities. 34% of applications were requests to fund
manufacturing activities, 24% for agricultural and livestock
projects, 21% for commodity procurement and general services
projects, 8% for projects offering technical services, 7% for
training and technical assistance requirements, 4% publishing
and printing and 2% for social and welfare projects.

Applications Processing Procedure: The processing procedure
Tor PETRA applications 1s outlined in the circular issued by
the Project Manager on January 27, 1988. The procedure was
developed to ensure proper documentation of the applications
and timely entry of project data on thc computer softwere
specially developed for PETRA operations. The procedure is
summarized below:: . . o

1. The office Secretary assigns a reference number to the
received application and registers the number and other
related information on the PETRA log book. ' The
application is then transferred to the project analysts
for initial review (screening) to determine whether the
proposed project may be considered for PETRA funding
according to certain evaluation criteria. (See L
Application Check List, Annex 1). S

2. If the project cannot be funded by PETRA, the application
is sent to the Project Manager to endorse the analyst's
decision. The Project Manager will also give instructions
to the secretary to send one of the following pre-typed
letters to the applicant: . . . :

8. Letter iﬁformlng the applicant that the pufpose of:
his project does not fall within the objectives of
PETRA; - oo

[
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1
TABLE 15 RANDOM SAMPLE OF PROJECTS PENDING PETRA STAFF APPROVAL

PROJECT DATE
NUMBER PROJECT NAME SUBMITTED R E A 8§ O N
91 {GARMENTS FACTORY 20-JAN-87 REQUESTELD INF NOT "TTED
108 BEVERAGES CO. 25-JUL-87 WAITING RESPONSE OF 1D,
172 SHOE REPAIR an 15~AUG~87 NO RESPONSE FROM APPLICANT
186 LIGHT POSTS f 08-SEP-87 COSTS/MKT INFO
189 'TELEPHONF IND. 13-5EP-87 COST/MRKT STUDY
209 AL-WAHA DAIRY ; 10-0CT-87 FEASIBILITY
235 TOURING MUSEUM 12-0CT-87 WAITING MORE INFO
249 PROFESSIONAL MUSEUM 15-NOV-87 MARKET SURVEY/FEASIBILITY
261 . TERRY TOWELS ) 02-DEC-87 WAITING MORE INFO
271 CHEDDER CHEESE ; 19-pEC-87 WAITING COMPLETE STUDY
279 YBICYCLE : K 22fDEC-87 WAITING COMPLETE STUDY
288 S0AP INDUSTRY : Os-JAN—GB LICENSE/MORE INFO
290 SCREWS FACTORY ‘ 07-JAN-88 DETAILED FEASIBILITY
304 SALT TABLETS 17-JAN-88 MACHINERY RQMNTS
339 GAS STOVES 17-JAN-88 DETAILS ON COSTS
360 BRAKE FLUID ! 13-DEC-87 LICENSE FROM MOI
. !
362 MILK POWDER ; 02-FEB-88 WAITING FEASIBILITY
366 lSWBETS CATALOG 12-DEC~87 ??INSTITUTES HAVING SUCH CAT
373 PENCIL FACTORY 20-FEB-88 WAITI“G UPDATED INFO
515 PAGING SERVICE 30-JAN-88 WAITING TCC‘APPROVAL
564 PROD. COSMETICS b3fMAR-88 WAITIQG FEASIBILITY
610

ELBA HOUSE

B

21-MAR-88

WAITING MORE  INFO

[
’




b, Letter referring the applicant to the Industrial
Development Bank or the Agricultural Credit
Corporation or

c. Letter referring the applicant to the USAID
Commodity Import Program (CIP).

In some cases the Project Manager includes in his letter
suggestions and alternative ways to approach PETRA.

Applications considered by the project analyste as having
potential of being approved are discussed in 2 staff
meeting. A Project Leader (usually one of the two
analysts) is assigned to each application.

. The Project Leader then calls the applicant for an

interview to discuss the proposal and to provide further
information needed for project assessment. Based on such
information, the Project Leader makes the necessary
investigations and analysis and reports his findings and
recommendations to the Project Manager.

The recommendations are discussed in a staff meeting.
Letters are sent to applicants whose applications are
rejected. In most cases, proposals are rejected for the
following reasons:

a. The proposal is not economically feasible;
b. Project financial requirements are beyond PETRA
scope;
c. The applicant has ability to secure financing from
: other sources or
d. The applicant fails to provide the information

requested by the Project Leader (recently applied).

Accepted proposals are prepared for presentation to the
commi ttee.

Projects requiring funding up to $5,000 are approved by
the staff and submitted to the Chairman of the committee
directly for final approval,

Projects approved by the committee are usually
conditionally approved depending on the type of the
project. The Project Manager informs the applicant of the
commi ttee decision and proceeds to prepare the loan/grant
agreement,

o
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D.

Proposal Presentation to the Committee

1,

Status of Projects Submitted to the Committee

The projects submitted to the committee are summarized in
Table 16 and listed in chironological order based on the date
presented to the committee. The table also provides other
information on type of beneficiary, committee decision and
type of financing.

The PETRA staff presented 48 projects for committee approval
since inception., In its ten meetings the committee approved
financing for 29 projects, and declined financing for 10
projects. The Chairman approved funding for 8 projects.
Summary of Committee decisions and type of funding is listed
below:

16 projects approved grants

3 projects approved mixed grant/loan funding

10 projects approved loans

8 projects approved grants by the Committece Chairman

8 projects rejected

1 project pending information requested by the
commi ttee

2 projects applicant referred for other funding
arrangements

The number of projects reviewed in each meeting varies from
one meeting to the other and does not seem to follow a
regular pattern as indicated below:

Number of Projects Reviewed

Meeting Date
(Including Resubmitted Projects)

Number convened

02-30-1987
03-15-1987
05-~10-1987
07-12-1687
09-27-1987
11-22-1987
12-01-1987
01-06-1988
02-14-1988
02-17-1988 5

TOTAL ST (Exceeds 48 due to
’ resubmjttals)

[« NN 20N We W7, I NN P X
Pt
el Y R L Y )

—

In view of the large number of projects pending for staff
approval and projects pending review by the committee, a
targeted number of new projects should be assigned to each
meeting in addition to the projects being resubmitted from
previous meetings. The committee should have regular
meetings on set dates in order to plan proposal evaluation
and inform applicants on times expected to have final
decision on their. applications. Undefined times make
planning difficult and could cause client disatisfaction,




2. Content and Format of Proposals Submitted to the Committee

A sample of projects submitted to the committee was
reviewed. The content of proposal analyses does not follow a
standard format. towever, the project analysts follow
guide-1ines developed within the PETRA office. These

» guidelines are not approved by the PETRA Committee or even
documented by the office.

The type of information provided to the committee and the
analvsis conducted by the Project Leader varies from one
project to the other depending on the type of project being
assessed., .

Proposals submitted to the board usually include the
following information and analysis:

1. Background information on the proposal and the client;

2. Project description;

3. Labour and management analysis;

4. Cost estimates;

5. Market and demand assessment;

6. Conclusions and recommendations to the committee;

7. Concurrence with PETRA objectives and selection criteria.

The recommendations to the committee usually include amount
and type of PEIRA funding, applicant contribution, and
prerequisits for financing. The recommendations in most
cases include suggested interest rate, period of financing,
and method of repayment. The presentation does not include
mezhod and plan for project monitoring and follow-up by the
office,

PETRA staff are currently reviewing the contents of proposal
presentation to the committee. Draft guidelines for proposal
presentation have been prepared for final approval. (See
Annex 2.) The future "standarized format', when revised,
should facilitate easy review by the committee members and
will serve as a check list for the project analyst.

The suggested new format for proposal presentation, however,
does not provide for interest rate assessment and evaluation,
risk analysis, and monitoring plan.

3. Quality of Proposals Submitted to the PETRA Committee

The information and analysis presented to the committee
satisfied in most cases the requirements of the committee
members. Only in five cases did the committee require
further information and subsequent resubmittal. In two other
cases the committee had specific requests pertaining to type
of beneficiary and USAID regulations on eligibility for
funding. _
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Five of the eight proposals rejected by the committec were
disapproved on the basis of new criteria developed by
committee members in addition to those indicated in the
roject paper. ‘The new criteria include: 1) project
eligibility for IDB or ACC financing, 2) non conformity to
projects encouraged by IDB or ACC and 3) capability of the
client to secure project funding from his own resources.
!

1t is concluded that the PEIRA staff generally conducts
thorough investigations but that the analyses presented to
the committee often contain gaps in information. 1In a few
cases proposals were submitted to the committee without
satisfactory investigations. The project analysts should ve
thorough and follow standarized guidelines (check list) for
proposal evaluation.

Overview of Grants and Loans Approved by the Committee

The PETRA staff has submitted a total of 48 projects to the
committee, ‘The average time for processing is approximately
75 days.

The impact of the approved jprojects were assessed in relation
to project objectives. The following specific areas were
identified. (See Table 18):

1. Development of skills;

2. Generation of employment opportunities;

3, Manufacturing import substitution products;

. Developing Jordanian exports;

. Encouragement of private enterprise;

. Encouragement of competition;

. Employment of women.

~NOoO v &

1t is concluded, as demonstrated in Table 18, that projects
funded so far by PETRA generally meet the project objectives,
Further, projects funded by loan arrangements appear to be
more in line with the criteria identified above than do grant

funded projects.




ThBEg AUTILIFATED EENZFITS OF AFFAIVED PROJECTS

...................................................

[ 1] X SRR AL R LK L 2 1)

FRLJECT THIV ORENL OV EM Il EX EN EN WD
NU¥3ZR  FROJECT NAKE oD TYPE PROJELT FURPOSE BENEF ICIARY TYFE Sk GP SE LV PE CH ENP
706002 BANT NARIDA RUSS 103,864 6 OPERATIGNAL EXFENSED SAVE THE CHILDREK FED, WP X ¥ I i

18007 SALT DEV,CORF, 49,300 6 COZT CF CONSULTANTS SALT OEV, CORP, heoxoy f

706009 UNITED WAY IWTH'L 2,070 B 4 10 ATTEND CONFERENCE BUvS NE ) X

105012 BANE Tiz G 4 PARTICIPANTS/BPWUC WORLD RTE  DUSINESS PROFESSINAL WOMEN NP )

704006 VYHLA i)132 6 4 FARTICIPANTS/YWCA KOALD M6 YWCA WX

Tob014 JERASH FESTIVAL 18,000 6 COST OF HOBILE BTAZE JERASH FESTIVAL N

7¢5013 JOR, HOTEL AES, 3,926 G CONSULTANT T0 RESTAUCTURE JOR, HOTEL A5S0C, [/

705017 FINANCIAL TRAINING 10,030 G FINANCIAL/SECONDARY REXT TRNG  ASSICIATION OF BAMNKS WX

707114 TOURISH INFORMATION 52,300 6 [IHFL TOURISH/ANTIGUITIES INFG AL KUTEA PUBLIEHERS PE X A X S

Tubbad TVARADIO REFALR TRG 27,520 G ESTAELIEH WORKSHOF FOR VRNG HUSSEIN SOC-KEKAB.OF H'CAP NP ) X {

707121 HYDROGEDLDGY BUDK 1,100 B PUBLYSH BODK ON HYDROGECLOGY  KHALIFEH DARADKEH Fa X

T07125 FLUNTNIDY NGRESHOP 3,420 G WORKING CAPITA. FOK WORKEHOP  GAKEB VOLUNTARY SOC PS X L

708173 JUBILEE SCHOOL 3,00 6 STUDY/SCL FOK GIFTED STULENTS  KOUR AL HUSSEIN FOUNLATION KP 1

109190 TANG COURSES/GUVS 5,842 6 2 TRAINEES FOR CANCER CENTRE  6UYS N X -

19205 hAIDR BLADES 4,000 6 COMSULTANT T0 INVSTGTE OFRTN  KAS INDLSTRIES s X 5 1)

712278 SCOUTING GROUP 10,420 B EOLAR HEATERS WCKKSHIF FITIAN AL RASDUL SCOUTS WX L3

712265 BIOKE ON BIRJE 3,090 6 PUBLISH BOOK *BIRDS OF JORDAN" ARELAN RAWARDAN BAKJ P5 X

799225 HANGY FOLKLORE PROD. 10,009 G FROD., CARDS,CUSHIONS,WALL PCE  GEN., FED. OF JOK. WUNEM NP X B boX 1

JuT145 REFUSE RECYCLING 7,326 6 1ESC COMSULTANT FOR THE STUJY  KCHAKHAD DABE4S PSOX 3

872764 1'GARDEN TRRG E5¢ B+ ORGANIZE TRATNING COURSE RYNAN NATIOHRL SCHODL ER !

708135 COMPUTER BODK PUB, 6,28¢  G¥ FUB, CONFUTER TEXT BOOK SA{ED COOFERATIVE 50C. MY % T

V2529 SHEARING EMES 1,832 G¢ EXFERT (N SHEARING EWES JORDAN LIVESTOCK DEV. L3, PS5 ) 1

707081 BEE RIVES FROD,TRNG 463 be VISIT 10 BEE FARMS In THE U.S. ' BR. WAJIH LAQUR 7S X L}

712260 NEORDLCBICAL CONS. 40¢  Ge EXCHAMGE OF EYFERIENCA WITH UAE SGC, FOR CARE OF NEORLLG'L MNF X

707045 JOR, RDAD 832, 1,475 G% LECTURECN ROAD SAFETY 40k, RDAL SOCIETY NFOX

TiSE07 BEN, FED, CF WGMER 795 B+ TRAVEL 7D COKF/ADULT EDUCATICN GEN. FED. OF NONER NE X

199187 JERASH ®DEN £,650  Gv LOOXS & HANDICRAFTS JERASH WOMEN ASSDL. N o i

TUBL0G AIRAD FISH FARN 25,000 L CONSYRUCTION CF FISH PONDS SGUTH AZReQ CGOF L B S '

707063 LIGYID FERTILIZERS 30,600 L STUDIES b TELW ASSISTANCE JOR.KUHRITT AB, CO. FS » %X » 4 )

704533 SHOE FOLISH G,600 L HACHINERY-RAK MAT'LS-PACKAGING ANARD IKDUSTRIAL ESS. PS ¥ x 3 1 41

707125 ALUNINIUN WGRrSHDR 2,Et8 L NACHINERY FOR NORKSHO? SAREB VOLUNTARY BOC T S [

TOELST TV PRODLCTION 18,0 L FILMINE PUPPET SHOW HCKAMKAD ATILIEH FS X X 4 X & X

TUTLL4 TOUAISH INFOSMATION 2,800 L COMPUTER FOR TOURIGM INFD SYS AL KUTBA PUBLISHERS FSoX X H

107120 TAIBER FISH FrfRM 20,00 L ELILDING ADDITIONAL FONDS ARKEF KURAAN & CARTNERS 5 Xk LI

707124 HYDROUGELL.GGY EOCK 2,000 L PUBLISH BOOK ON H(DRCBEBLOBY  XWALIFEH DARADKER F5 3

708176 STRAKBERY PROD, 9,069 L FLANT k STRANZERY FRODUCTS NAUAF ANIRI-FARMER F§5 ¥ £ 4 XX

107074 EOPMNT & TRNE 10,000 L TECH, ASS3T.% TRNG/ARPE PHARNC  ARAE PHARMACEUTICAL CENTER F5 X & » X

709197 SHAWABNEH LIVESTOCK 12,000 . ESTABLISHING SHEEF FERH SHARARL KASSAE-FARKER PS £ 4 8 X

709215 JOR. BLASS IND 17,25) L FILOT FLANT/PROD. FELDSPAR SOR. GLASS IND, PS X %

709211 SUNBULA FROJELT B,000 L FRODUCE EXROIJERED GARMENTS SUNBULA CUTREACH PROJECT P3 X & LS H
+  FUND TYPE: b = GRANY L = LOAN

3+ DROANIZATION. TYPE:

#+ DV,5K. = DEVELOPHENT OF SKILLS

“++ EN,OP,
++ IM.5B, = [HPORT SUBSTITUTION
++ EX,DV, = EXPDRT DEVELOPMENT

NP = NON PROFIT

PS = FRIVATE SECTDR

= GENERATION UF EMPLOYMENT DPFORTUNITIES

++ EN.FE, = ENCOURABEMENT

OF PRIVATE ENTERFRISE

++ EN.CH. = ENCOURAGEMENT OF COMFETITION

++ UD.ENP.= ENPLOYMENT OF

WOMEN




VI. Financial Evaluation: The ohjective of the financial evaluation

was to determine the reliability of the accounting system with
special emphasis on the auditability of the organization and its
cash management practices.

The system was documented and evaluated using the 'walk thru"
transaction approach; observation, verification and discussions
with Petra Office personnel; examination of invoices and
vouchers; and review of bank statements and files and other
relevant documents.

A. Findings and Recommendations: In reviewing the accounting

system the tollowing weaknesses were noted in the data hase

accounting system.

1.

5.

The data base accounting system was not documented, nor
was a user guide provided. Thus, it is recommended that
the programmer be required to provide a source code, as
it is necessary to maintain (e.g., make enhancements,
aceesk data, etc.) the system, as well as a users manual

to facilitate use.

The integrity of the two systems (financial accounting
and management information) are not enhanced with
security locks, passwords and the like. At present, both
systems are inputted by one employee. However, all
employees have access to both systems. This adversely
affects the integrity of the accounting system. It is
recommended that security be intreduced programmatically
or that access to the two systems be limited to selected
employees, (No employee should have access to both
sytems.) .

The automated accounting system does not generate any of
the standard financial statements. They are presently
generated on a separate spread-sheet program. It is
recommended that a cost/benefit analysis be done to
determine if the data base program should be modified.

There are no procedures established to administer the
automated accounting and management systems. It is
recommended that procedures be promugulated addressing
back-up, archiving and storage.

As segregation of duties is not possible due to the size
of the organization, the system of internal control is
dependent on a few key employees. Given the above, it is
recommended that these employees be bonded.

[ T



6. Two significant transactions, USAID's $7.0 million
commitment and PETRA commitment approval of projects, are
not given recognition in the accounting system. These
are essential for the proper presentation of financial
statements and funds control. It is recommended that
they be recorded in the books of accounts. A set of
sample entries are provided in Section C below.

7. A review of sub-projects expenditures indicated that
advances provided grantees were reported as expenditures
to USAID. It is recommended that they not be recognized
as expenditures until appropriately liquidated by the
grantee.

8. Theve are no procedures for the recording of principal
and interest to be collected on loans to sub-grantees,
It is recommended that procedures be established with
special emphasis given to the calculation and treatment
of grace period interest,

9. The bank reconciliation is performed manually. We
recommend that the automated system be used, that the
date the check was made and name of payee be identified
and that the bank reconciliation be approved by the
Director.

10. Legal Entity: Six above also brings into question the
legal status of the PETRA Office. We recommend that
action be taken to establish the PETRA Office as a legal
entity within Jordan.

B. Financial and Management Accounting System Profile: The PETRA
Office Financial Accounting and Management Intormation System
was designed by USAID staff in coordination with PETRA Office
staff. This system was automated by an outside consultant
using a D-Base software program. In the automation process
the Financial Accounting and the Management Information
Systems were established as two separate independent
systems. A basic description of the two systems follows, as
well as a transacting flow chart which follows:

1. Financial Accounting System: The financial accounting
system under the D-Base program is menu {riven. The menu
consists of:

a. Ledger Maintenance

b Voucher Issue

¢. Show Ledger

d. Cleared Voucher

e. Statement of Account

f. Ledger Trial Balance

g. List of Un~cleared Vouchers
h. Bank Reconciliation




This system also provides for sector assignment, staff
coding by project and a utility function for month and
year-end closing.

Management Information System: This section deals with

the different stages ol any proposal to finance a
project. The project administration menu is divided into
8 sub menus, each of them handles one stage of the
project process. The 8 sub menus are:

a. Project Submission: Record and account for any
proposal submitted to PETRA Office.

b. Project Status Change: Account for any changes in
the project status,

c. Budget Definition: Definite budget for approved
projects., .

d. Activities Definition: Definition of specifi
project activities, ‘

e. Open Project Account: Maintenance of project ledger
accounts

f. Amount Requested/Received: Handle funds requested
and received from AID for project,

g. Liquidation of amount requested.

C. Accounting Entries: At present the accounting system entries
Tor PEIRA activities can be summarized as follows:

1.

Upon appraval of’projects (1ocan or grant) no entry is
made,

Upon receiving funds from USAID, as advance to PETRA for
projects, the following entry is made:
TR Cash

CR  Advance from AID

Upon disbursing funds to recipient the following entry is
made:
DR Project (Loan or Grant)

CR Cash

a



“he general fund of $7,000,000 has boen assignod for projects
te be financed by the PETRA Office. Based upon USAID
Controller's and Project Officer approval, AID earmarked and
comnitted $7,000,000, In other words, USAID made a
commitment to PETRA for the total amount of $7,000,000. This
fact should be accounted for in both USAID and the PEIRA
Office. USAID has accounted for the $7,000,000 based on an
anticipated PIL. The PETRA Office has not, Therefore, the
following entry should be made in the PETRA Office books:

DR Accounts Receivable - AID
CR  AID Contribution Account

Also when the PETRA Office approves any project (loans or
grant), it should recognize the liability of such commitment
as a contingent liability on the PETRA Project. The
accounting entries for loans and grants should be as follows:

1. Upon approval of a project (loan or grant), the following
entry should be made:

IR AID Contribution .
CR  AID Contribution Loans
CR  AID Contribution Grants

2, Upon receiving the advance, the following entry should be
made:
DR Cash
CR  Advance

3. Upon disbursing to clients, the following entry should be
made:

IR Loans
DR Grants
CR Cash

9

At the end of the project the PETRA Office balance sheet
should show the following:

ASSETS:
A/R - USAID $ 7,000,000
Project~Loans

Grants $ 7,000,000
Total $14,000,000
LIABILITIES:
AID Contribution $ 7,000,000
Advance $ 7,000,000

Total $14,000,000
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Accounts receivable - USAID of $7,000,000 will be closed

with advance from USAID of $7,000,000 and project grants

total can be closed with USAID contribution A/C, while the

project loans total will be outstanding together with

equal amount in the USAID Contribution Account and can be _
used in PETRA 2 (IF ANY).

D. Hiring of Consultants: The PETRA Office has no procedures for

selecting consultants, Statements of work, budgets, etc. are
not prepared, positions are not advertised and rates are not
negotiated based on prior salary history.




VI1. PEIRA Office: The PETRA Office is an independent office

stalfed Dy a Manager, Engineer, Anmalyst, Accountant, Executive
Secretary and Secretary, Project Implementation lotter No, )
calls for staff specializations in finance, marketing, business
operations, engineering, etc. The Manager and all staff are
selected by the PETRA Committee, which is also responsible for
developing the yearly office administrative budget which is
approved by the Ministry of Planning and USAID. The Manager
reports directly to the PETRA Committee Chairman and is
responsible for supervising the routine and daily duties of the
staff. The PETRA Office is responsible for receiving clients,
investigating proposals and presenting high quality proposals
from the business community to the committee for decision.
Overall it is envisioned as a dynamic, independent body capable
of culling good proposal ideas from bad, negotiating cost
sharing, monitoring and evaluating projects, assisting grantees
with proposal preparation and management systems for proposed
projects, maintaining documentation and processing proposals
within four weeks.

Specific areas investigated included the following:

A. ls the PETRA Office becoming too bureaucratic? With limited
statf the office nevertheless attempts to work with clients
to submit quality applications meeting project criteria.
There is a problem with criteria, however, and the .
imposition of new criteria as certain types of applications
are submitted., To remedy this sjtuation the PETRA Office,
working with the committee, should devise set criteria for
selection and evaluation of the various categories of
applications received by the office. The criteria should be
formally approved by the committee so that each committee
member will be apprised of the types of information that
will be provided for a given application category. This
will also insure that only necessary information is
submitted by applicants.

B. Does the office require more professional staff? It is the
opinion of the evaluation team that project monitoring and
evaluation are critical to the long term success and
sustainability of the project. 1In this light the project
should consider additional staff to undertake these
functions as well as assisting in the receipt and review of
applications and in providing technical assistance to
applicants. A qualified person could be hired or a contract
with a qualified firm could be executed to undertake PETRA

monitoring.




C.

Should the Executive Assistant be changed to a data
management slot to operate the project's data bhase and
indicator reporting system? The evaluation team concurs with
the findings detailed in the Herman study on the need for an
individual to carry out the above job., 1In light of the need
for detailed data on all aspects of project operations and
the need to monitor achievement of project goals, the change
of the Executive Assistant position to fulfill this need
should be considered.

What effect does the absence of an office vehicle have on
statf performance? Interviews with the office indicates
clearly the need to procure an office vehicle, especially to
fulfill the outreach requirements that are vital to the
success of the project. Project staff should not be required
to undertake outreach in their own vehicles. This matter
should be taken up by the committee for resolution and a
vehicle procured.

Are office hours appropriate? In Jordan the private sector
work day is divided into two segments: 0900 - 1400 and
1600-1900 hours, six days per week. PETRA Office hours are
currently from 0800-1400 hours, Saturday through Thursday.

It is the opinion of the evaluation team that these hours
should conform more to private sector hours. This would more
closely identify PETRA with the business community and also
allow time in the afternoon for business persons to visit and
interact with the PETRA Office,

Is the office over-or understaffed? In light of B and C

above there 1s a need tor more professional staff. It is
recommended that the committee take a look at the long term
staffing needs of the office especially in l.gxht of the
inclusion of applicant loans and anticipated future project
growth,

. Training recommendations: In light of B, C and F above

consideration should also be given to development of a long
range training plan for office staff to further develop and
adapt skills to the needs of the program. Any such plan
should be authorized and approved by the committee.




VI,

v

PEIRA Committee: ‘The PEIRA Committee oversces implementation

of the PETRA Project. 'The committee i1s supposed to meet on a
monthly basis to review specific funding proposals submitted
by applicants through the PEIRA Office. ‘The PEIRA Committee
includes the following members:

Secretary General of the Ministry of Planning
Undersecretary of the Ministry of Industry and ‘Trade
Undersecretary of the Ministry of Finance

Deputy Governor of the Central Bank

General Manager of the Industrial Development Bank
Director General of the Agricultural Credit Corporation
Director General of the Cities and Villages Development Bank
Director of the U.S. Agency for International Development
One representative from the private sector nominated in
coordination by the Ministry of Planning and the President
of the Amman Chamber of Industry.

The evaluation found that the committee does not exactly adhere
to a monthly meeting schedule as provided for by project
guidelines. Scheduled monthly meetings will sometimes ''slip"
because of the extra time needed to prepare projects for a
given agenda. MHowever, if necessary the committee will convene
for extra sessions to make final disposition of projects before
it. The committee is viewed to be composed of well-qualified,
capable members. One problem cited, however, is that often
these members do not regularly attend, electing instead to

send alternates who are not as adept at reviewing and passing
on the merits of individual project proposals and who do not
have an overall understanding of the PETRA concept. The
committee currently reviews approximately 5-6 project
applications per meeting. .

Overall, the committee should ensure that it not only is
giving proper attention and review to project applications but
also to the long range direction of the project and to the
giving of proper guidance to the PETRA Office. The committee
should undertake strategic project planning in order to develop
long range project goals. The committee should also translate
these into operational guidance for the project office. The
committee should take up immediately such items as securing a
project office vehicle, staffing, training, revision in office
nours, and establishment with the office of an agreed set of
subproject selection and evaluation criteria to alleviate any
misunderstanding among committee members, office staff and
clients as to what is exactly required for submission and
review of subproject applications., Majcr concerns of the
committee at present are project activity monitoring and

. outside audit.




IX.

USAID ROLE: It was originally envisioned that neither USAID
nor the Industrial Development Bank (IDB) would fnvest much
time in office functions, Instead USAID and IDB were to be
involved at certain points in the prozess to monitor progress
and identify potential problems. However, twelve months into
the project, USAID continues to have a significant level of
input into the daily functioning of the PETRA Office. 1In
addition to Project Officer, Controller, and Voucher Examiner
time, Mr. Fred Jeroy, USAID Senior Private Sector Advisor,
spends close to 20 hours/week working with the PETRA staff€,

In light of this, the USAID relationship with the PETRA Office
requires clarification and a more definitive relationship
established. Specific USAID concerns should be worked out with
the office so that USAID can begin to act in a more advisory
role at some point and the number of hours per week spent by
USAID personnel working with PETRA staff reduced to a minimum.

One particular problem area cited was that USAID staff will
make contacts/commitments to potential clients without prior
knowledge of the office or the committee. Further, USAID staff
will at times order a piece of work from one of the office
staff without first clearing such request with the manager,

In order for USAID to assume a more advisory position, however,
requires adequate staffing, proper training and guidance from
the PETRA Committee,
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No
Name
Prepared By

10

ANNEX 1
APPLICATION CHECKLIST

CRITERIA WEIGHT RATING
Increage Employment 20

Foster Export or Import Substitution 18
Use Local Rew Materisls 16
Encourage Competition 12

Has Previous Experience But
Needs Training and Technical

Assistance 9
New Product 7
Minority Investor 6
High / Group or Low Priority 5
Improvement of Jordanian Quality 4
Alleviates Constraints 3
TOTAL SCORE 100_
\




ANNEX 2
PROPOSAL PRESENTATION TO TIUE COMMITTEE

FPRIVATE ENTERPRISE TECHNICAL RESOURCES ASSISTANCE

PROJECT SUMMARY

FROJECT NO. :
PROJECT TITLE :
APPLICANT :
PROJECT LLEADER . :

" PROPOSED ACTIVITY :

BoARD STATUS

TOTAL COST{(JD)
PETRA %
PROPOSER %

LOAN AMOUNT
GRANT AMOUNT

ee o=

TERMS :
INTEREST
GRACE PERIOD
REPAY PERIOD

GRttPiR, :
TYPE 06 GuMMGE L
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II.
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IV,

V.
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REPAYMENT ©# koA "
PROFIT / LOSS s
PENDING Lokis CwisT w6 oA § OBUGAT
JUSTIFICATION
' in
PETRA oBJECTIvEs [ CR{TERE
BENEFITS
CHECKLIST SCORE
SR e S e L R L i A R R L

INTRODUCTION

BACKGROUND
PURPOSE AND NEEDS
TYPE OF COMPANY
CAPITAL

YEAR ESTABLISHED
TECHNOLOGY INVOLVED
APPLICANT BACKGROUND

THE PROJECT

DESCRIPTION

LOCATION

AREA

BUILDING

MANAGEMENT

LABOR

EQUIPMENT

RAW MATERIALS
TECHNOLOGY & KNOWHOW
IMPLEMENTATION PLAN

MARKET

COMPETITION

VOLUME (IMPORTS, EXPORTS, LOCAL PRODUCTION)
POSSIBLE MARKET SHARE

MARKETING PLAN

FINANCIAL SUMMARY

CASH FLOW ANALYSIS (ANNEX I)

PRO-FORMA PROFIT AND LOSS STATEMENT (ANNEX 11)
PRO-FORMA BALANCE SHEET (ANNEX I11)

COST ESTIMATES

STATEMENT OF FINANCIAL RESOURCES

RATIO ANALYSIS
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Private EnterpriseTechnical Resources Assistance
QUESTIONNATRE

Date: w U Re!. [ S

Name ¢

Address 1

Telephone @

Company Name, Address and Telephone:

Company(s) Location and Business Activity s

Product Description and how Assistence to be Used 3

Estimate of Assistance (JD) needed 3 \
Actual / Estimate Yearly Net Sales: Local | Export
Loans Dutstending @

Refrences in 1DB, USAID, PETRA and/or Pe;sonal :

How Did You Hear of PLTRA?

(Use Additional Sheets snd Attech Pertinent Informetion if Needed).

L)
Signature
) REDEY, [\ = AL RECETIVIN L TR B RN 2

TEL.647601- 674802 P.O.80X 1982 AMMAN_JORDAN
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