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I .  Findings and Conclusions 

A .  General: 'Ihe PEI'RA Project  has now been under a c t i v e  
implementation for w e r  one year. I t  is :he view of the  
evaluation team t h a t  the learning stage has now passed, tha t  the 
PETRA Office should be operating with iacreasing eff ic iency and 
decreasing USAID involvement and tha t  the PE'STW Office and PETRA 
Comn~ittee should have by now forged an e f fec t ive  working 

\ re la t ionship ,  which p rwides  fo r  c lear  committee guidance of FETRA 
operations and c lea r  1 ines of communication between the committee 
and o f f i ce  management. , , 

L . . . '  
Overall,  the :PHRA Office!nn~;st ' im~rrue ef f ic iency i n  order t o  
be t t e r  serve the t a rge t  community. ?his Ls especia l ly  t r u e  i n  
l i g h t  of the successful marketing campaign which the o f f i c e  
undertodc. 'his campaign resul ted  i n  w e r  300 new appl ica t ions  
fo r  PETRA funding fo r  the f i r s t  quar te r  of 1988. 'Ihis is compared 

. t o  280 applications for  the previous seven months, June .- December 
1987. In other words, the application load being managed by the 
o f f i c e  has increased dramatically from an average of 40,  
appl ica t ions  per nionth fo r  1987 t o  100 applications per month 
through the f i r s t ,  quar te r  of! 1988. , 
The project  was designed t o  a s s i s t  private sector  Jordanians 
s t a r t ,  imprwe or expand t h e i r  businesses i n  Jordan. In the  
absence of a model for  the 'Venture capi ta l  type" approach 
env isioned, the PITRA Office was obliged t o  operate i n  an ad hoc 
fashion, considering each s i tua t ion ,  each proposal a s  unique. 
Where t h i s  ad hoc approach did work a t  the start, the absence of 
standard procedures and techniques for  comparing and evaluating 
proposals r,leans t h a t  the process is comparatively slow. A t  t h i s  
point i t  is 'too slow t o  cope with the volume of appl ica t ions .  

The following obstacles t o  increased eff ic iency current ly  e x i s t  i n  
the  PEI'RA Project: 

1. PETRA Off i c e  

a .  Staff ing - The PETRA Office is understaffed fo r  the 
volume of appl ica t ions  now being received during the period 
of t h i s  evaluation. ?;his is  resu l t ing  i n  slow processing 
time fo r  appl ica t ions  and allows l i t t l e  time f o r  p ro jec t  
monitoring and wa lua t ion  a c t i v i t i e s .  Any subsequent 
evaluation should take up more completely thc whole i ssue  of 
off  i c e  s t a f f i n g  including the appropriate mix of personnel 
required for  the o f f i c e  t o  function e f f i c i e n t l y  and 
effect ively .  In general, the  o f f i c e  should have monitoring 
and evaluation personnel a s  well a s  access t o  accounting and 
l ega l  services.  



b. In ternal  Office Management - Related t o  the above is 
day-to-day o f f i ce  management. PElRA is innovative and 
wide-reaching but can do l i t t le  more without established 
standards and procedures in  place t o  f a c i l i t a t e  functioning 
o f  the project o f f i ce .  I t  is the  observation o f  the 
evaluation team tha t  PE7RA s t a f f  time is not managed 
e f f i c i e n t l y  and t h a t  the PETRA s t a f f  does not always work 
ef fec t ive ly .  ' .%is is par t ly  due t o  overa l l  s t a f f i n g  l eve l s  
but a l s o  due t o  in ternal  management procedures which should 
be ref ined and sharpened t o  b e t t e r  u t i l i z e  o f f i c e  , 
resources. A t  p e s e n t  too  much USAID s t a f f  time is still 
being spent with PJ3RA s t a f f  on a day-to-day bas is  because 
adequate management systems have ye t  t o  be adopted. 
Management issues need t o  LC i den t i f i ed  by ofEice management 
and presented t o  the P1:ZRA Conunl t t e e  for resolution/app.oval . 

2.  PE'IRA Cormittee - ?he P'EIRA Cormittee should become more 
involved i n  pro ject/of f i ce  management i ssues  ; i .e. , adoption 
and approval of  subproject se l ec t ion ,  evaluation and monitoring 
c r i t e r i a ;  long range s t r a t e g i c  planning for the overa l l  
projec t ;  o f f i c e  s t a f f i n g  and t r a i n i n g ,  etc. A t  j resent  the  
committee's agenda each meeting centers  primarily on the  
a p p r o v a l / d i s a p ~ o v a l  of  subproject applicat ions.  lhe  o f f i c e  
and the  committee must forge a working re l a t ionsh ip  whereby 
management and planning issues/problems can be brought t o  the  
committee's a t t en t ion  and the  cowllittee can i n  turn give 
d i rec t ion  and guidance t o  the  o f f i ce .  I t  i s  recommended t h a t  
subcommittees be established t o  work with the o f f i c e  i n  such 
areas  a s  personnel and s t a f f i n g ,  small loans ,  f inancia l  
opera t ions ,  o f f i c e  administrat ion,  ag r i cu l tu ra l  loan reviews, 
indus t r i a l  loan reviews, e tc .  

3. C r i t e r i a  - Speci f ic  t o  the  above, the  o f f i c e  and the  
committee should agree on more s t r ingen t  c r i t e r i a  for  the  
p r e p r a t i o n  , evaluation and monitoring o f  individual subp-oject 
applicat ions.  A t  present ,  while c r i t e r i a  does e x i s t ,  it is not  
firmly imbedded i n  the system a s  yet. Each poposal  is t r ea ted  
a s  unique ra the r  than according t o  a standard p c e d u r e .  
Consequently, there  is l i t t l e  uniformity i n  p e s e n t a t i o n  which 
precludes comparisons t o  other proposals. 

4 .  USAID Role - ?he project  is still consuming too much USAID 
d i r e c t  h i r e  s t a f f  time. I t  was o r i g i n a l l y  envisioned t h a t  
USAID s t a f f  time would be fiased down a s  the  project  gained 
maturity. lhis has not  ye t  happened. 



B. Principal  Findings: I t  is the feeling of the evaluation team 
tha t  the general assumptions about the project remain correct  and 
tha t  overa l l  the project has matured and begun t o  make progress. ' 'Ihere i s  no c a l l  a t  t h i s  p i n t  for a projeci p p e r  revision. 
'Ihere should be,  however, a formal comprehensive evaluation 
scheduled for the future. Such evaluation should be deta i led  and 
cover a l l  aspects o f  project  operations. 

, t . '  

With regard t o  spec i f i c  areas of inquiry s e t  out  i n  the scope of  
work, the  .fundings o f  the  evaluation team a r e  a s  follows: 

, . .  

1. I t  is concluded tha t  the PET'RA s t a f  f qenerally conducts 
thorough investigations but t h a t  the analyses pesen ted  t o  the 
committee contain gaps i n  information. In a few cases 
proposals were submitted t o  the  comaittee without sa t i s fac to ry  
investigation.  Project  analysts  should be thorough in  t h i s  
regard and follow standardized guidelines (check l ist  ) for 
proposal evaluation. I 

2.  'Ihe average processing' time for appoved a c t i v i t i e s  is 75 
days, due t o  a combination of  fac tors  both in ternal  and 
external .  'Ihere is no d e f i n i t e  d i s t inc t ion  in  p c e s s i n g  time 
between projects  according t o  the level  of  funding o r  type o f  
financing. 'here  a r e  projects  which have been priding for more 
than one year,  and there  e x i s t s  a backlog of over 200 
applications.  Of t h i s  number 100 applicants have yet  t c  be 
interviewed. Ihe average time for the  s t a f f  t o  r e j e c t  a 
pending project is 85 days; i . e . ,  it takes 85 days t o  say %ou 
t o  bad proposals. I t  is the opinion of  the  evaluation team 
t h a t  these times a r e  long and measures should be taken t o  
expedite application processing. Suggested actions:  

A. L i m i t  the number of  new projects  t o  be submitted t o  the 
PElRA Committee t o  say 10 and ensure t h a t  these proposals 
a r e  well ~ e p a r e d .  

B. Establish a small loan subcommittee with apjroval  
author i ty  u p  t o  $75,000 t o  accomodate the large  number o f  
small projects.,  



C. Applicants should be required t o  submit requested 
materials within two weeks of PETRA Office contact  
requesting such materials .  I f  the applicant  does not 
respond within t h i s  timeframe the applicant  should be 
not i f ied .  I f no respcnse is forthcoming then the 
app l i can t im should be rejected.  

D. Establish a regular canmittee meeting da te ,  say the  f i r s t  
Sunday of every month. . 

3. I h e  PETRA a p p l i c a t i m  is a simple m e  sheet  ques t imair .e .  
'Ihe application does not prwide informaticn t o  the  applicants 
on the types of projects  e l i g i b l e  for PEIRA funding. 'Ihe 
a p p l i c a t i m  shculd a l s ~  include questicns , i n  simple formal:, on 
c o s t s ,  markets, sa les  and p ro f i t ab i l i ty .  'Ihis w i l l  reduce the 
number of n m e l i g i b l e  applications and av oid p lb l i c  
d i s sa t i s fac t i cn .  

4 .  ?he PElRA s t a f f  do not have spec i f i c  guidelines t o  prepare 
proposals for submissim t o  the canmittee. I t  is the  o p i n i a ~  
of the eva lua t im team tha t  a standardized format for p.oposa1 
evaluation and ~ e s e n t a t i a n  be followed. l h i s  should be 
cleared by the canmittee. 

5. I t  is the opinicn of the  evaluaticn team t h a t  a small 
projects  fund s e t  as ide  is not needed a t  t h i s  stage.  'Ihe type 
of a p p l i c a t i m s  received by the PEIRA Office is a good mix of 
small ,  medium and large  projects. 

6. I t  is recanmended t h a t  for ~ o j e c t s  of $15,000 or l e s s  t h a t  
the committee chairman be given apprwal  authori ty.  Projects  
up t o  $75,000 should be reviewed and apprwed by a small loan 
s u b c m i  t t ee .  1 

c. Rac mmenda ti on : -- 
10 manage the current  workload the PElRA Office operating 
procedures must be modified. Based on the t e s t ing  and 
experirnentaticn cmducted during t.he s t a r t - u p  phase, two 
princi  pl o p t i m s  have emerged a s  possible a1 ternatives:  (1  ) 
turn the  PEIRA Office i n t o  a t r u e  in te ru id ia te  c r e d i t  
i n s t i t u t i o n ,  or (2)  reuiganize the PEIRA Office i n t o  a 
f m d a t i m  which handles  rants and wholesales the  loan 
portfolio. 

I 



OPTION 1: Intermediate  Credi t  I n s t i t u t i o n .  Ihe  prcblem h e r e  
is  urimari ly a  manpower/skill mix aoblem. A t  t h i s  m i n t .  t he  
p r o j e c t  ha s -e s t ab l i shed  a pa t t e rn  bf demand. From t h i s ,  t h e  
Committee and Off ice  can design a  s tandardized s e t  o f  
procedures and focus t h e  eva lua t ion  c r i t e r i a  more narrowly. 
However, a  s en io r  advisor  wi th  loan of f icer /venture  c a p i t a l  
experience,  and a m m i t o r / w a l u a t i o n  o f f i c e r  w i l l  be requi red  
t o  f u l l y  s t a f f  t he  o p e r a t i m .  I t  is t h e  b e l i e f  of t h e  
eva lua t ion  t eam t h a t  t h i s  would be s u f f i c i e n t  t o  b r ing  t h e  
manpower and s k i l l  mix i n n l i n e  wi th  cu r r en t  pro jec t  
a c t i v i t i e s .  Ihe majori ty ' of  t h e  recanmendatims and f indings 
o f ,  t h i s  e v a l u a t i m  assume t h i s  app-oach. ' 

OPTION 2: Fcundaticn. Es tab l i sh ing  a farndat ion would 
s i g n i  f i c a n t l y  reduce and a l t e r  t he  FLTRI\ Office work load. I t  
would t r a n s f e r  t h e  loan p o r t f o l i o  t o  other  i n s t i t u t i o n s  
c u r r e n t l y  performing c r e d i t  ana lyses  by making block g ran t s  
under s p e c i a l  terms. 'Ihe PE'IRA Off ice  would then monitor t h e  
loan p o r t f o l i o  and would continue t o  manage t h e  grant  p o r t f o l i o  
( t h e  Off ice  was o r i g i n a l l y  intended t o  manage g ran t s  cnly).  

E i the r  a p p o a c h  needs fur ther  examinat im , but  a  d e c i s i m  cm 
h m  t o  proceed must be made wi th in  t h e  next  month, and its 
execu t i i n  e f f ec t ed  n o  l a t e r  than October 1, 1988. 



Scope of Work-Methodology: ?F,e purpose of this evaluation is 
to exartline the progress mmie over the last year in implementinp, 
the P m A  Project throug!~ examination of the P m A  projects 
portfolio, off ice procdums a d  management, the fmctioni nfi of 
the P m A  Committee and USAID'!, role in project implemntation 
and monitoring. Ihe scope of work provides for a progress 
evaluation to be undertaken to assess crlrrent project status. 
This wi 1 1  involve examination of project files and records for 
specified areas of inquiry, examination of riranagement systems 
and interviews with individuals concerned with various aspects 
of the project. The evaluation team carried out the following 
scope of work. 

, . I . .  .. 
0. ". 

A. General Areas of Inquiry 

1. Are the general assumptions about the project still 
correct? ; t h  does the project look overall? 

2. Is there a need Zor a PP revision? 
3. Is there a need for a formal/comprehensive evaluation at a 

future date? 
4. What pol icy issues need to be addressed (interest rates, 

sustai nabil i ty of the project past PACD, e'cc. )? 
5. What day-to-day operational/office manflgement iss~lcts are 

ohserved? (For example, does the absence of an office 
vehicle impair performance and the meeting, of project 
objectives?) 

B. Client Profile 

C. Proposal Preparation and Quality: PITRA was established to 
help Jordanian businesses generate employment. earn or 
conserve foreign exchange,--and/or improvb the -way Jordan does 
husi ness by financing business proposa J s that are designed to 
develop new businesses and prcduct 1 i nes or improve existing 
products and processes. A1 though it is too early to evaluate 
actual project impact, there is a sufficiently large 
portfolio to begin to draw some conclusions ahout region~l 
di shursion of project funds, the typical bl~siness size, 
sectoral concentration, anticipated employment generation, 
etc. The following questions are addressed: 

1. Is the PEIRA Office developing and presenting high quality 
proposals to the commi ttee for considera tion? lhis 
included review of (1) the need for a standard format for 
presenting projects, (2 )  dollar/dinar thrt?sholds for 
required pieces of information (e.g., market studies, 
extent of feasibility work) suhmi tted on a given project, 
and ( 3  ) whether current levels of investigation provide 
sufficient information to the committee on which to base a 
decision. ?his 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. 



2. Arc: proposals being developed expeditiously? What is the 
averaue processing time for approved ~ctjvitjes by flrndinfi 
level (e.g. $0-5,000; $5,000-15,000; $15,000-30,000, 
etc. ). Are thei r any points where processing corrld be 
speeded up? Are projects held too long in pending status? 

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

4. Are guidel ines for submission of proposals bei ng €01 lowed? 
Are interested applicants being furnished guidelines? Do 
guidel i nes provide e standerdi zed format for proposals? 

5. Is a standard format needed for presenting projects? 

6. Is there a need for a small projects fund set-aside? What 
recommendations if any should be made for establishing a 
small loan window? 

7. Should there be dollar/dinar thresholds for reqllired 
pieces of information submitted on a given project? 

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

9. Ww are di sapproved applicants handled? 

D. Financial Evaluation: Will inclrlde sample audit(s) on 
specific projects to evaluate disbr~rsement mechanism(s). In 
addition, the following should be assessed: 

1. Are project files in auditable order? 

2. How does PEIRA hire consultants? 

3. What consulting rates are being charged to the PFlRA 
Off ice? 

E. PEIRA Office: 

1. Is the PEIRA Off ice becoming too bureaucratic? 7he 
relationship between the office and the clients was 
considered here in terms of requirements that may not ht! 
necessary. One problem here has been that with new types 
of applications new rules emerge. Therefore, what is the 
cl ient being asked to suhmi t? Is it all necessary? 

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

3. Docs the Executive Assistant position make sense in the 
current off ice make-up? ANE/DP/E, Chris Herman, has 
recommended that the PEI'RA Off ice hire someone with data 
management and computer ski 11s to owrate the project Is 
data bgse and i ndicator reportjnp: system. Should the 
Executive ~ss'istant position be thus modified? 



1. What effect d w s  the absence c.f a PEIR/\ 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 Saturdav through 'Ihursday, 
8:OO-2:OO. 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 pub1 ic sector one. Fl~rthermore, 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 he provided? 

F. PETRA Commi ttee: ?he evaluation of the cmni ttee's 
w r f  o r m a n c e ~ u s e s  on the deci si on-mak !:rn role of the 
kommittee. Questions addressed the following: 

1. Does the committee meet with sufficient regularity? 

2. How many activities does the committee review in a meeting? 

3. What isst~es are of most concern to the committee? 

4. How does the committee resolve prohlems on decision making? 

G. USAID's Role: USAID was expected to work with the Industrial 
bevelopment Bank to establish the PETRA Off ice, 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 analysis, 
administratjon, 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? 



11I.Project Description 

A. Evolulion of Thinking on the PETRA 'Project: P m A  was 
origjnally conceived as a granting mechanism. The office, 
committee structure and systems were a11 designed assuming 
PETRA would only grant fllnds. However, in June 1907 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 P m A  
Commi ttee st~ggested that if PETRA was to loan money, interest 
rates should be charz-I. During this time the PEfRA Off ice 
was suf Eering serious management problems that were not full y 
resolved until October.. Between October and February the new 
Ceneral Manager was becoming acclimated to the job, so 
management efforts were going into training. 

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

2 .  Workload for the PEIRA Officris si8n:ficantly different 
than that contemplated for a granting institution. In 
particular, accounting and monitoring requi rements are 
much higher. An accotmtant has already been hired and a 
fulltime monitor is now being swlght. 

2. Selection *:riteria have necessarily a1 tered to focus on 
profit genera tion and the financial so~~ndness of the 
established business. 

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

4. The sustainabi li ty of the P E m A  Off ice becomes an i s s ~ ~ c  
with the reflows of the loans. 

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

6. The PEIRA Project has developed a very real but new 
objective: :o convince the banking community, by example, 
that high collateral requirements ct~rrently in place are 
not necessary to secure a loan. PETRA is making cash flow 
loar~s wi th promissory notes as guarantee. To demonstre te 
that one can make collectible loans based on cash flow, 
the PEIW\ Project must demonstrate a sound repayment 
record. Repayments are not due to hegin until Janrlary 
1989, nine months before the end of the project. 
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B. Project Description: The PITRA Project was desi~ned by the 
Ministrv of Planning (MOP) and IJSAID/Amman as a first step 
toward addressing c&straints to private sector ~rowth nnb 
competitiveness. It provides direct assistance to Jordan's 
private sector, funding business proposals suhmi tted by 
husi nessmen and women comrni tted to he1 ping themselves 
increase their economic participation locally, regionally and 
in other world markets. 

m e  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 
PElRA 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 fllnds 
category. ?he general funds category funds, on a cost 
sharing bas is, ~ I J S ~  ness 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 
1 im{ted circumstances, some commodities. 

7he PEIW\ Project is managed by the PWRA Commi ttee 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 Credi t Corporation, City and Villages Development 
Bank, and the Amman Chamber of Industry. 'Ihe committee was 
charged with meeting monthly to review and approve or 
di sapprove hl~siness proposals which had been investigated and 
judged to meet YEIW\ selection criteria by the PEI'RA Office. 

Staff and implementation responsibilities are held by the 
P m A  Office. The 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 Coal and Purpose: The project goal is to assist the 
Sordanian 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 
effectiveness in the private sector. 



D. Project Elements 

1. S ccific Accom Iishmcnts: Thc jntcnt of PETRA is to fund 
h n i v i t l e s  which may be identified 
throughout the course of the project. Ily seeking to support 
a wide variety of activities which can be funded as necds 
arise, PJ3RA will give needed flexibility in implementing and 
supporting private sector development programs. 

2. 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 snctor. As 
categorized by size, the project targets the following. 
by tho private sector. PElRA funds may be used for a wide 
range of dcvelopment aceivi ties including feasibil i ty 
s.kudies, technical assistance, seminars, specialized trainjng 
and, in limi tcd circumstances, some commodities. 

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

Small : 4-25 employees, family owned, hired labor, low 
to medium tech, trade, services and lig5t 
manufacturing. 

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

Large : Over 100 employees, many wj th significant GOJ 
owmrship, hired labor and often professional 
managers, madern technology manufacturing and 
some services. 

Targets also include individuals, notably migrant workers 
returning from the Gulf, who are skilled but arc! lacking in 
capital to establish a small shop or company. Particular 
attention will be given to targeting enterprises or cottage 
industries owned and tun 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 Iwnefit 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. Sirni larly , increased taxes 
resulting from increased income will benefit the economy as a 
whole. 



IV. Cl ien t  P ro f i l e  

A. W t h o d o l ~ :  Ihc t ask  of t h i s  s ec t ion  was t o  examine PETRA1s 
p o r t f o l i o  t o  determine where funds were oing. To do  s o ,  a 
dota base was constructed which cmtaine! the project  t i t l e ,  
nmwnt , loan or grant  type of a s s i s t a n c e ,  sec tor  of 
a s s i s t ance  and s i z e  of business. ' h e  objec t ive  was t o  a s ses s  
dwelopnenta l  impact. Hwever ,  given t h a t  a majori ty of 
pro jec ts  a r e  m l y  ju s t  ge t t i ng  underway, t he re  i s  no way t o  
determine increases i n  p r o f i t s ,  exports  or o ther  s i m i l a r  
c r i t e r i a  based on st~ccessEu1 o p c r a t i m  of a business. 'he 
ind ica to r s  of devel opncntal i rnpc t  capable of being measured 
a t  t h i s  s t age  a r e  regional  d isburs ion ,  jx-ojects d i r e c t l y  
a s s i s t i n g  or bene f i t i ng  women, new business c r e a t i m  and/or 
empl oyment genera ti on. 

One caveat ,  the  following analyses r e f l e c t  d i f f e r e n t  ways of 
c a n t i n g  the  apprwed jxojects .  ?h i s  s e c t i m  examines 35 
apjxwed projects .  Of those 35, t h ree  were s p l i t  funded, 
i . e .  p a r t i a l l y  g ran t  funded and p r t i a l l y  loan funded. ( I h i s  
s p l i t  r e su l t ed  f rau  the  de t e rmina t im  t h a t  c a p i t a l  
investments should be loan funded, but  t h a t  technica l  
a s s i s t a n c s  could bt: grant  funded i n  c e r t a i n  circumstances. ) 
Consequently, t he re  a r e  25 grants  and 13 loans t o t a l l i n g  38 
s e p r a t e  a c t i v i t y  eccounts. Another anomaly is the  Beni 
Hamida Rug Weaving project .  Althaugh t h i s  a c t i v i t y  is f u l l y  
grant  funded, i t  does ca r ry  a s i g n i  f icane raw mater ia l  (wool) 
and equipnent (computer and automobile) component a s  well a s  
a labor (weavers and p o j e c t  management) c a n p e n t .  
:fierefore, i n  t he  type of a s s i s t ance  assessment, t h e  Bani 
Hamida project  was brcken out accordingly which then gives a 
t o t a l  of 39 a s s i s t ance  areas.  

B. Findings: Ihe  t h i r t y  f ive  pro jec ts  t o t a l  J D  492,097 
w m a t e l y  USQ1,476,291). (See Table 2. ) Included i n  
t h i s  number a r e  f rur teen  new business s t a r t  u p .  Seventy , 

m e  p r c e n t  of t h e  funds went t o  businesses outs ide  the  
g rea t e r  Amman area.  (See Table 5.) Forty e i g h t  percent of  
t h e  pro jec ts  a r e  i n  a r eas  where t h e  p o p l a t i m  c e n t r e  is 

I 

20,000 or less. Eight women's p o j e c t s  (7 grant  and 1 loan) 
t o t a l l i n g  J D  137,153 (28% of t o t a l  funds) were financed. 
(See Table 6 . )  Ninety fcur percent of  these were i n  t he  
hand ic ra f t  f i e ld .  l h i r t e e n  j r o j e c t s  and 378 of t h e  funds ,  
went t o  micro businesses (0-5 emplcyees) which generated 18 
permanent jobs (401 of a l l  permanent jobs). ' h i r t e e n  
pro jec ts  and 26.59 of funds went t o  n c m - p o f i t s  which 
generated 10 permanent jobs (22.21 of a l l  permanent jobs). 
(See t a b l e  4 . )  (For the  p r p o s e s  of  t h i s  s e c t i m ,  l l p .o f i t l l  
ve r sus  %onp.ofi t" was determined based m the  p o j e c t  , no t  
the  appl icant .  Hence, t h e  Bani Hamida p -o j ec t ,  which is 
income generat ing and expected t o  be se l f - sus t a in ing ,  is 
counted a s  a business although the  grant  was t o  Save t h e  
Children. ) 
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Table 9 

PERMANENT & PART/TIME JOBS 
BY SlZE OF BUSINESS 

MICRO S M A U  MEDIUM 

SlZE OF BUSINESS 
V-4 PERMANENT (I-v PART/nME - 

NON-PROFIT 



TABLE 10 



Per  Tahlc 2(a) the portfolio f s s p l i t  J D  328,687 grant and JD 
165,410 loan. Of the grant portion, 401 ( J D  130,566) went t o  
non-profits. OE that JU 71,066 (545) went for  training, 
conference attendence and other %on-producti veu ac t i  vj t i e s .  
P m A  funds have f innnccd labor (d l%) ,  technical assistance 
(305), raw material old  aqalywnent purchases (271) and travel 
training (21). Sectorally, PETRA funds have financed 
projects in handicrafts (26.21). manufacturing (18. St) ,  
tourism (15.81), agriculture (13.52), training/education 
(10.81), services (3.81) and publishing (1.61). 

Only .one possible non-performing loan has been identl f ied a t  
t h i s  point, the Azraq f i sh  f a n .  Ihe cooperative has not 
fu l f i l l ed  its commitment t o  provide 501 of the cost. Ihe 
PEIW\ Office has enlisted the ass1 stance of the Jordan 
Cooperative Organization t o  a s s i s t  in mobilizing the other 
50% of the project cost t o  get the f i sh  ponds into 
operation. Ihe f i r s t  payment on the loan canes due in 
January 1989, which may need t o  be deferred unless p r d ~ ~ c t i o n  
procceds f a s t e r  than presently anticipated. 

PEIRA projects have created 45 permanent johs, 303 part time 
johs and 105 potential jobs. Sectorally, handjcraf t 
projects, representing 261 of funds, genereted 291 of the 
permanent jobs ; manufacturing representing 18.31 OF the 
funds, generated 291 of permanent jobs; aaricul ture,  
representing 13.51 of the funds, generated 17.81 of the 
permanet jobs and training programs, generated 15.61 of the 
jobs. 



V. Proposal Preparntion and Qua1 1 ty 

A. Smmar : The P m A  Office received 621 applications since it d opcrat ions 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.1 million U.S. Dollars) and 13 loans for a 
total of JD 163;410 (approximately 488,000 U.S. Dollars) to 
finance $7 projects (three projects are financed through 
loadgrant arrangement). 351 applications have been rejected 
by the PElRA Office, 207 applications are under investigation 
by the staff, and 18 projects are ready to be submitted to 
the PJTM Commi ttee. 

-. 
\, The processing procedure involves ini tiul screent ng of 

applications, client interviewing, project feasibility 
ana1ysis;and committee reviewing for final approval or 
rejection. The staff, however, may reject those projects 
which are not feasible or do not meet P E l M  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 heen 
adopted by the committee as they have developed exberience 
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 reqIlested after the first interview if the 
project has potential of being approved. 'Ihe PElRA staff 
maintains good relationships with clients and provides time 
and needed assistance in explaining the PElRA project, 
completing the application and providing guidance to prepare 
the initial investigations on individual projects. 



B. PlTRA Applications 

1. Applications Status 
I 

Table 11 provides the status of P m A  applic~tions 
dj stributed according to the month the applications were 
received by the office. The total monthly nunber of 
applications received by the P E W  off ice shows a marked 
increase in July 1.987 and in the months of January and 
February 1988. The 118 applications received in Juiy 1987 
was a response to introduction of the P E W  Project made by 
the Ministry of Planning. The high nunbcr of applications 
received in January and February 1988 was a response to the 
marketing campaign launched by PETRA comtrywide 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 forecbsted rejected applications will be 
around 73\ of total applications. 

Projects rejected by the PEIRA Office are those projects 
which do not meet PEIW\ selection criteria. Such projects as 
gasoline stations, taxi cabs, car rentals; schools, bakeries, 
barber shops and supeimarkets are immediately rejected upon 
screening. Table 14 includes a sample of 22 proposals 
rejected by the staff after preliminary investigation. l;he 
reasons for rejection, as indicated in the table, are mainly 
due to: 1) p o r  economic feasibility of project, 2) 
eligibility for ID0 or ACC financing, and 3) withdrawn1 or 
nonresponsive applicant. 

There are 207 applications pending staff approval and 
information from the applicant. Approximately 2 5 1  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 PEIRA 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. 



HbNTH 
nPPLlcaTlun 
R E C E I V E D  --------.------ 
JUNE 8 7  

JULY 8 7  

RUGUST 8 7  

SEPTEMBER 87 

OCTOhER 8 7  

IlOVEHBER El 

D E C E M E R  6 7  

J R H U ~ Y  8 a  

FEBRURRY BE 

HARCH 88 



2. Regional Distribution of P m A  Appltcations - Tuble 12 
Applications from Amman and the suburhs wcre "52 of thc total 
numhcr of appl icntjons reccj ved by the PETRA Off i ca. 
Meanwhile, applications f r m  Irbitl and Zarqa were 92 and 62 
respectively. Only 105 of the applicatjons came from the 
rest of the country. 

In view of the small percentage of applications received from 
outside of Cree ter Amman, the PElRA Office should conduct 
programs to encourage applications from other cities and 
villages. . . I  

3.  Sectoral ~istribution of PElRA Applications - Table 13 (Data 
here reperesent a profile ot all applications received and 
should not be confused with data in A r t  IV which profiles 
approved appl icat ions.) * 

I I 

Applications received by the PElW Office cover different 
sectors of the economy as well as commercial and social 
activities. 34% of applications wcre requests to fund 
manufacturing activities, 242 for ogricult~~ral and livestock 
projects, 212 for commodity procurement end general services 
projects, 82 for projects offering technical services, 71 for 
training and technical assistance requirements, 4% publishing 
and printing and 2% for social and welfare projects. 

@. A lications Processing Procadure: Ihe processing procedure 
or h au~lications is outlined in the circular issued by 
the projectehanager on January 27, 1988. The procedure was- 
developed to ensure proper documentation of the applications 
and timely entry of project data on tbc computer softw~re 
spci a1 1 y developed for PEIW operations. The procedure is 
summarized below: ; 

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

If the project cannot be funded by PEIRA, the applicatibn 
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: 

I 

e.  Letter informing the applicant that the purpose of 
his project does not fall within the objectives of 
PEIRA ; 
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TADIdE 15 RANDOM SAMPLE OP PROJECTS PENDING PETRA S T A F F  APPROVAL --- 

PROJECT ' DATE 
NUMDER PROJECT NAME SUBMITTED R E A 9 0 N  

I 

GARMENTS FACTORY 2 0 - J A N - 8 7  

UEVERAGES CO. . 2 5 - J U L - 8 7  

SHOE R E P A I R  i 15-AUG-87 
I 

LIGHT P O S T S  0 8 - S E P - 8 7  

' TELEPHONE IND.  1 3 - S E P - 8 7  

AL-WAHA DAIRY . 1 0 - O C T - 8 7  

TOURING MUSEUM 1 2 - O C T - 8 7  

PROFESSIONAL MUSEUM 15-NOV-87 

TERRY TOWELS , 

CHEDDER CHEESE , 
I 

BICYCLE 

SOAP INDUSTRY , 

SCREWS FACTORY , 

SALT TABLETS ' 

GAS STOVES 

BRAKE F L U I D  ! 
I 

MILK POWDER 

SWEETS CATALOG 

P E N C I L  FACTORY , 

PAGLNG S E R V I C E  

PROD. C O S M E T I C S ,  

ELBA HOUSE 

REQUESTED I I J F  NOT 'TTED 

WAITING RESPONSE O F  I D .  

NO RESPONSE FROM APPLICANT 

COSTS/MKT I N F O  

COST/MRKT STUDY 

F E A S I B I L I T Y  

WAITING MORE I N F O  

MARKET S U R V E Y / F E A S I B I L I T Y  

WAITING MORE I N F O  

WAITING COMPLETE STUDY 

WAITING COMPLETE STUDY 

LICENSE/MORE I N F O  

DETAILED F E A S I D I L I T Y  

HACHINERY RQMNTS 

D E T A I L S  ON C O S T S  

L I C E N S E  FROM MOI 

WAITING F E A S I B I L I T Y  

? ? I N S T I T U T E S  HAVING SUCH CAT 

WAITING UPDATED I N F O  

WAITING TCC APPROVAL 

WAITING F E A S I B I L I T Y  

WAITING M O R E , I N F O  



h .  httcr referrinn the applic~nt to thr! Ind~rstrinl 
ncwelopment I h n l c  or thr: Agricul t~ritl Cratlj t 
Corpora t I on or 

c. htter roferrin~ the applicant to the USAID 
Cornmod i ty Import Program (CIP). 

In sonic cases the Project Manager incll~des I n  his latter 
suggestions and a1 ternative ways to approach PI:TRA. 

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

1. 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. 

- 5. The recommendations are discussed in a staff meeting. 
Letters are sent to applicants whose applications arc 
rejected. In most cases, proposals are rejected for the 
f 01 lowing reasons : 

a. The proposal is not economically feasible; 
h. 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 appl ied). 

6. Accepted proposals are prepared for presentation to the 
committee. 

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

8. Projects approved by the committee are usually 
conditionally approved depending on the type of the 
project. The Project Manager informs the applicant of the 
committee decision and proceeds to prepare the loadgrant 
agreemen t . 



I'roposal Prosentat inn to the Cornmi ttco 

1. Stat~rs of Projects Submi t.tcd to the Commi ttec 

The projects suhmj tted to thc commi ttec? are sumrnarizctl In 
Table 16 nnd listed in chi-onoloflicnl ordcr based on the date 
presented lo the committee. The table also provides other 
information on type of beneficiary, commi t tee decision and 
type of financing. 

The PJTRA 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 fund in^ for 8 projects. 
Summary of Committee decisions and type of funding is listed 
be1 ow: 

16 projects approved grants 
3 projects approved mixed granthoan funding 
10 projects approved loans 
8 projects approved grants by the Committee Chairman 
8 projects re jected 
I 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: 

Meeting 
Nmber -- 

Date 
convened 

02-17-1988 
TOTAL 

Number of Projects Reviewed 
( Including Resubmitted Projects) 

1 
7 
14 
5 
8 
1 
6 
5 
(Exceeds 48 due to 
resubmi ttals) 

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 inake 
planning difficult and could cause cl ierlt disatisfactian. 



2. Content nncl Format of Proposals Suhmi tted to tho Commi t tee 

A somple of projects submitted to the commi ttce wes 
reviewed. The content of proposal analyses does not, follow a 
standard format. tlowcver, the project analysts follow 
guide-1 i n w  developed within tho PElRA off ice, These 
guidclincs nre not approved hy the PETRA Committee or even 
documntcd I)y the off ice. 

The type of information provided to the committee and the 
analvsi s conducted by the Project Lender varies from one 
project to the other depending on tho type of project being 
assessed. . 

Proposals sr~bmitted 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 PElRA objectives and selection criteria. 

The recommendations to the commfttee usually include amount 
and type of PETRA funding, applicant contribution, and 
prerequi si ts for financing. The recommendaclons in most 
cases include sug~ested interest rate, period of financing, 
and method of repayment. The presentation does not include 
method and plan for project monitoring and follow-up by the 
off ice. 

PEIRA 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 f~rmat'~, 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 PElRA Committee 

The information and analysis presented to the committee 
satisfied in most cases the reqrlirements 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 beneficislry and USAID regulations on eligibility for 
funding. 



Five of thc e igh t  p rvpsa l s  rejected by the committee wcre 
disapproved on the basis of new c r i t c r i a  developed by 
ctrmmittec members in  addition t o  those indicatcd in tho 
project paper. Ihe new c r i t c r i a  include: I )  project 
e l i g i b i l i t y  for IDD or ACC financing, 2 )  nor1 conformity t o  
projects encouraged by IDU or ACC and 3 )  c a p b i l i t y  of the 
c l i en t  t o  secure project funding from h i s  own resources. 

I 

I t  i s  concluded tha t  the PETRI s t a f f  generally conducts 
thorough i r~vest igat ions but tha t  the analyses presented t o  
the committee of ten contain g a p  i n  information. In a few 
cases p ropsa l s  were submitted t o  the committee without 
sa t i s fac tory  investigations. 'Ihe p o j e c t  analysts  should be 
thorough and follow standarized guidelines (check l i s t )  for 
proposal evaluation. 

4 .  Overview of Grants and Loans Apjroved by the Committee 

'Ihe P E W  s t a f f  has submitted a t o t a l  of 48 projects t o  the 
committee. lhe average time for processing is approximately 
75 days. 

Ihe impc t  of the approved projects were assessed in  re la t ion  
t o  project objectives. The following spec i f ic  areas  were 
ident i f ied.  (See Table 18): 
1. Developnent of s k i l l s ;  
2. Generation of employment opportunities ; 
3. Manufacturing imprt subst i tut ion products; 
4 .  Developing Jordanian e x p r t s  ; 
5 .  Encouragement of private en te rpr i se ;  
6. Encouragement of compet i t ion ; 
7 .  Employment of women. 

I t  i s  concluded, as  demonstrated in  Tabla 18,  tha t  projects 
funded so  far by P E W  generally meet the p o j e c t  objectives. 
Further, projects funded by loan arrangements appear t o  be 
more i n  l i ne  with the c r i t e r i a  ident i f ied above than do grant 
funded projects.  
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V I ,  Financial Evaluation: The ohjcctive of the flnoncial evaluation 
was to  dctc?rmine the r e l i ah i l i  ty  of the accounting system rrith 
special emphasis on thc audi tab i l i ty  of the organization and i t s  
cash management practices.  

Ths system was documented and evaluated using the "walk thrW 
transaction approach; observation, ver if icat ion and discussions 
with Petra Office personnel ; examination of invoices and 
vouchers; and review of bank statements and f i l e s  and other  
relevant documents. 

A. Find !nus and Recommendations: In reviewing the accounting 
system the following weaknesses were noted in the data base 
accounting system. 

1. The data base accounting system was not doa~mented , nor 
was a user guide provided. Thus, i t  is recommended tha t  
the programmer be required t o  provide a source code, as  
i t  i s  necessary t o  maintain (e.g., make enhancements, 
amwe data,  e tc . )  the system, a s  well a s  a users manual 
t o  f a c i l i t a t e  use. 

2 .  The in t eg r i t y  of the two systems (financial accounting 
and management information) a r e  not enhanced with 
securi ty  locks, passwords and the l ike .  A t  present,  both 
systems a r e  inputted by one employee. However, a l l  
employees have access t o  both systems. This adversely 
a f f ec t s  the in tegr i ty  of the accounting system. I t  is 
recommended tha t  securi ty  be intrcduced programmati c a l l  y 
or  tha t  access t o  the two systems be limited t o  selected 
employees. (No employee should have access t o  both 
sytems. ) 

3. The automated accounting system does not generate any of 
the standard f inancial  statements. They a r e  presently 
generated on a separate spread-sheet program. I t  i s  
recommended tha t  a cos thenef  i t analysis  be done t o  
determine i f  the data base program should be modified. 

4 .  There a r e  no procedures established t o  administer the 
automated accounting and management systems. I t  is 
recommended tha t  procedures be promugulated addressing 
back-up, archiving and storage. 

5. As segregation of du t ies  is not possible due t o  the s i z e  
of the organization, the system of internal  control i s  
dependent on a few key employees. Given the above, it is  
recommended tha t  these employees be bonded. 



6 .  Two slgnlficnnt trnnsactions, USAIDts $7.0 million 
commitment and PlTRA commitmant approval of projects, are 
not given recognition In the accounting system. These 
are essentlnl for the proper presentation of f inancinl 
statements and funds control. It is recommended that 
they he 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 tho t 
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. Theye are no procedl~res for the recording of principal 
and interest to be collected on loans to sub-arantees. 
It is recommended that procedures he established wi th 
special emphasis given to the calculation and treatment 
of grace period interest. 

9. The bank reconci 1 iation is performed manually. We 
recommend that the automated system be used, that the 
date the check was made and name of payee he identified 
and that the bank reconciliation be ~pproved by the 
Director. 

10. Lqal Entity: Six above also brings into question the 
legal status of the PElRA Office. We recommend that 
action he taken to establish the PJTRA Office as a legal 
entity within Jordan. 

B. Financial and Management Accounti ng System Profile: The P m A  
bffice Financial Accounting and Management Information System 
was designed by USAID staff in coordination with PElRA 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 Informat ion 
Systems were established as two separate independent 
systems. A hasic description of the two systems follows, as 
well as a transacting flow chart which follows: 

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

Ledger Maintenance 
Voucher Issue 
Show Ledger 
Cleared Voucher 
Statement of Account 
Ledger Trial Balance 
List of Un-cleared Vouchers 
Bank Reconc i 1 i a ti on 



nl is  systcm also provldas for sector assi~nment, staff 
coding by project nnd a u t i l i ty  function for month and 
year-end closing. 

2.  Cianagtment Informntion System: nl is  section deals with 
the dif feront stanes of onv nronosal to finnnce a 
nroiect. The n r o k t  admlni8trhtion monu i s  divided into 
k s h  menus, ehchVof thcm handles one stage of tho 
project process. 'the 8 sub menus are: 

a. Project Submission: Record and account for any 
proposal suhmi tted to PElRA Off ice. 

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

c. Budget Def ini tfon: Def in! t e  budget for approved 
projects. , 

d. Activities Definition: Definition of specific 
project activit ies.  

e. Open Project Account: Maintenance of project ledger 
accounts 

f . Amount Reques ted/Received: Handle funds requested 
and received from AID for project. 

g. Liquidation of amount requested. 

C. Accounting Entries: A t  present the accounting system entries 
-as can be summarized as follows: 

1. Upon approval of projects (loan or grant) no entry i s  
made. 4 

2. Upon receiving funds from USAID, as advance to PETRA for 
projects, the following entry i s  made: 
DR Cash 

CR Advance from AID 

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

(3 Cash 



illc gonarnl fund of $7,000,000 has boon a ~ s l ~ n o t l  fa r  projccts  
t o  bc finnnccd by r.hc PETnA Officc. hsctl upon USA111 
Co~l t ro l lo r ' s  nntl J1rojcct OEflccr approval, AID carmarkctl and 
com~si t tcd $7,000,000. In otlior words, USAID madc a 
commltrrrcnt t o  P m A  fo r  tho tot01 amount of $7,000,000. Thl9 
fac t  shoultl be nccountcd for in both USAID and the PBRA 

\ 

Office. USAID hns accountetl for  the $7,000,000 hascd on an 
en t ic i l~o ted  PIL. The PITRA Off ice  has not. Theroforer, tho 
f o l l o w i ~ g  cntry should be made in tho I'13XA Off ico hooks: 

DR Accounts Rcceivahlc - AID 
CR A1 D Contribution Account 

Also when tt!c PElM Office approves any project (loans o r  
grant) ,  i t should recogni ze the I iabi 1 i ty of such commitment 
a s  a contingent l i a b i l i t y  on the PEJ'RA Project. The 
accounting en t r ics  for  loans and grants  should he as  follows: 

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

DR AID Contribution 
CR AID Contribution Loans 
CR AID Contribution Grants 

2.  Upon receiving the ~dvance ,  the following entry should he 
made: 
DR Cash 

CR Advance 

3. Upon disbursing to  c l i en t s ,  the following entry should be 
made : 
DR Loans 
DR Grants 

CR Cash 
1 

A t  the end of the project thn PETRA Office balance sheet 
should show the following: 

A/R - USAID 
Project-Loans 

Grants 

Total $14,000,000 

LIABILITIES: 

AID Contribution 
Advance 

Total $14,0OL1,000 







Acco~mts recclvablo - USAIJ) of $7,000,000 will ho closc0 
with atlvanco from USAID of $7,000,000 and project grants 
totol con he closotl with IJSAID contribution A l C ,  wl~i lc  the 
projoct loans total  w i l l  be outstnndjng together wl t h  
equal amount in thc USAID Contril)trtion Account arrtl can Im 
used in PElRl 2 (11; AM). 

D. t l lrin of  consultant^: The PL.;TRI\ Off icc  has no procedurcs lfor 
sc lec t  ng c o ~ l s .  Statorncnts of work, budgets, c tc .  lrro --5- 
not prcparcd, positions a r c  not adverliscd and r a t c s  a r e  not 
negotiated bascd on prior  sa la ry  his tory.  



VII, YEl'RA Office: '11m PlTlM OCfjcc is all Indopcnrlcnt off ice 
stnlfctl by a hbna~er, Fflginoer, Analyst, Accountnnt, Executjvc 
Sccrctnry and Secrctc~ry, Projcct Implomcntation !,otter No. 1 
calls for staff spccinlizatlons in finance, mnrkcting, business 
oporotions, enginocrinn, ctc. Thc Mana~er and nll staff arc 
sclcctctl by the PEmA Committee, which is also responsible lor 
dcvcloping thc yearly offjce administrntive budget which is 
approvccl by the Ministry of Planning and USAID. The Mana~cr 
reports dlroctly to the PEIRA Commi ttae Chairman and is 
rcsponsible for s~rprvising the routine and daily duties of the 
staff. The PEIRA Office is rcsponsible for receiving clients, 
invcst igat lng proposals and presenting high qua1 i ty proposals 
from the business comm~mity to the committce for decision. 
Overall it is envisioned as a dynamic, independent body capablo 
of culling good proposal Itleas from bad, negotiating cost 
sharing, monitoring and evaluating projects, assisting grantees 
w i t h  proposal preparation and management systems for proposed 
projects, maintaining documentation and processing proposals 
within four weeks. 

Specific areas investigated included the following: 

A. k t h e  PETRI\ Office becoming too bureaucratic? With limited 
staff the oEfice nevertheless attemnts to work with clients 
to submit quality applications meeting project crl teria. 
There i s a problem with crj teria, however, and the . 
impsi t ion of new criteria as certain types of applications 
are! submitted. To remedy this situation the PETRA Office, 
working with the committee, should devise set cri teria for 
selection and eval~~ation of the various cate~ories of 
applications received by the office. The criteria should he 
formally approved by the committee so that each commi ttee 
member will he 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 +he office requiremore professional staff? It is the 
o~ini on of the evaluation team that ~roiect monitorinn and 
eialuation are critical to the long ieri success and " 
sustainability of the, project. In 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 Exccut.l vc Assi s tnnt  he chnnplcd t o  n tlntn 
ni:~nnpcn~r?nt s l o t  to  opera tc! the p ro j ec t ' s  data base and 
m c a t o r  r c p o r t i n ~  systcm? lho cvaluat ion team concllrs with 
the findings dctai lcd in the llormnn study on the need for  an 
indivitlual'to carry o r ~ t  the above job. In l i gh t  of the need 
for  detailed data on a11 aspects of project opcrations and 
the need t o  monitor achicvcmcnt of project goals,  the chongc 
of the Executive Assistant position t o  f u l f i l l  t h i s  need 
shol~ld be cons ideretl. 

n. What e f f ec t  docs the absence of an of f ice  vehicle have on 
s t a f f  performance? Interviews with the o f f i ce  indicates 
clear ly the need t o  procure an of f icc  vehiclc,  ospocially t o  
f u l f i l l  the outreach requirements tha t  a r c  v i t a l  t o  the 
success of the project.  Project s ta f f  should not be required 
t o  undertake outreach in t he i r  own vehicles. This matter 
should be taken up hy the committee for  resolution and a 
vehicle procured. 

E. Are o f f i ce  hours appropriate? In Jordan the pr iva te  sector 
work day i s  divided in to  two senments: 0900 - 1400 and 
1600-1900 hours, s i x  days per week. PlT!U Off ice  hours a r e  
current ly from 0800-1400 hours, Saturday thror~gh Thursday. 
I t  i s  the opinion of the evaluation team that  these hours 
shor~ltl conform more t o  pr ivate  sector  hours. This would more 
closely ident i fy PETRA with the business community and also 
allow time in the afternoon for  business persons t o  v i s i t  and 
in te rac t  with the PETRA Office. 

F. I s  the o f f i ce  over-or understaffed? In l i gh t  of D and C 
above there i s  a need fo r  more ~ r o f e s s i o n a l  s t a f f .  I t  i s  
recommended tha t  the committee take a look a t  the long term 
s ta f f ing  needs of the o f f i ce  especial ly  in :,&ht of the 
inclusion of applicant loans and anticipated fu ture  project 
growth. 

G. Training recommendations: In l i g h t  of D ,  C and F above 
consideration should a l so  be given to development of a long 
range t raining plan for  off i ce  s t a f f  t o  fur ther  develop and 
adapt s k i l l s  t o  the needs of the program. Any such plan 
should be authorized and approved by the committee. 



VI I I .  I't'lRA Comnli t tcc: Ihc IJ13S1W Colnmi t l c c  ovcrsocs implcmcntalion 
of tllc IJli'l'lbl Pro jcct ,  lho commit tec i s  suppscd t o  mcct on a 
monthly basis t o  rcvlcw spccj Eic funding p ropsa l s  submitted 
by a ppl icants through the ITI'IW O I f i  co. lllo PHRA Commit tcc 
includes tlic following members: 

Secretary Gcneral of the Ministry o r  Planning 
Undcrsccretary of thc Ministry of lritlustry and Trade 
Undersecretary of thc Ministry o r  Finance 
Depty  Governor of the Central Ilank 
General Manager of the Industr ia l  Developncrlt Bank 
Director General of the Agricultural Credit Corporation 
Director General of the Cit ies  and Villages Developent Bank 
Director of the U.S. Agency for International Dovelopnent 
One representative from the private sector  nominated i n  
coordination by the Ministry of Planning and the President 
of the Amman Chamber of Industry. 

Ihe evaluation found tha t  the committee does not exact ly adhere 
to a monthly meeting schedule as  jrovided for by project 
guidelines. Scheduled monthly meetings w i l l  sometimes I1slip1l 
because of the extra  time needed t o  p r e p r e  projects for a 
given agenda. I.lowever, i f  necessary the committee w i l l  convene 
for extra sessions t o  make f ina l  disposition of projects before 
i t .  'Jhe committee i s  viewed t o  be compsed of w e l l q u a l i f i e d ,  
c a p b l e  members. One problem c i t e d ,  however, is tha t  often 
these members do not regular ly at tend,  e lec t ing  instead t o  
send a l te rna tes  who a r e  not as  adept a t  reviewing and passing 
on the merits of individual project p ropsa l s  and who do not 
have an overal l  understanding of the PETRA concept. Ihe 
committee current ly reviews approximately 5-6 ~ o j e c t  
applications per meeting. 

Overall ,  the committee should ensure tha t  it not only is 
giving p r o p s  at tent ion and review t o  project appl icat ions but 
a lso t o  the long range direct ion of the project and t o  the 
giving of proper guidance t o  the PE'IRA Office. ?he committee 
should undertake s t r a t eg i c  project planning i n  order t o  develop 
long range project goals. ?he committee should a l so  t r ans l a t e  
these in to  operational guidance for the project off ice.  Ihe 
committee should take up immediately such items as securing a 
project o f f i c e  vehicle ,  s t a f f i ng ,  t ra in ing ,  revision i n  o f f i c e  
hours, and establishment with the  o f f i ce  of an agreed s e t  of 
subproject select ion and evaluation c r i t e r i a  t o  a l l e v i a t e  any 
misunderstanding among committee members, o f f i c e  s t a f f  and 
c l i en t s  a s  t o  what i s  exact ly required for submission and 
review of subproject applications. Ma jcr concerns of the  
committee a t  present a r e  project a c t i v i t y  monitoring and 

. outside audit.  



1X. USAID ROLE: I t  was originnl l y  env!sloncd that  neithor USAID 
nor the Inrlustriol Dovelopmant Dank (IDU) would invest much 
time i n  o f f i c e  fllnctiorrs. Inslcatl USAID and IDD wcre t o  be 
involved a t  ce r ta in  points \n  the process t o  monitor progross 
and ident i fy potentiill problems. tlowever, twelve months in to  
the pro jec t ,  USAID continues t o  hove a s i ~ n i f i c a n t  level of 
input in to  the da i ly  functioning of the PEIRA OEfice. In 
addi t ion t o  Project Off i c e r ,  Controller,  and Voucher Examiner 
time, Mr. Fred Jeroy, USAID Senior Private Sector Advisor, 
spends close to  20 hours/week working with the PJTRA s t a f f ,  

In l i gh t  of t h i s ,  the USAID relat ionship with the PET'IIA Office 
requires c l a r i f i c a t i on  and a more de f in i t i ve  r e l a t i ons l~ ip  
established. S p c i f i c  USAID concerns should be worked out with 
the o f f i ce  so that  USAID can begin t o  a c t  In a more advisory 
ro le  a t  some point and the n~lmber of hours per week spent by 
USAID personnel working with PETRA s t a f f  reduced t o  a minimum. 

One par t icu la r  problem area c i ted  was tha t  USAID s t a f f  w i l l  
make contacts/commitments t o  potential c l i e n t s  without p r ior  
knowledge of the o f f i ce  o r  the committee. Further, USAID s t a f f  
wil l  a t  times order a piece of work from one of the o f f i ce  
s t a f f  without f i r s t  clearing such request with tho manager. 

In order for  USAID t o  assume a more advisory position, however, 
requires adequate s ta f f ing ,  proper t ra ining and guidance from 
the PEIRA Committee. 
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ANNJN 3. 

APPLICAT ION CI.ICCKI.1 ST 

No. - 
1 

2  

3 

CRITERIA 

Increace Employment 

WEIGHT RATING 

2 0  

Foster Export or  Import Subst i tu t ion 18 

Use Local Raw M a t e r i o l ~  16 

Encourage Competition 12 

Has Previous Experience But 
Needs Tra in ing and Technic01 
Assistance 

New Product 7 

M inor i t y  Investor  6 

High / Group o r  Low P r i o r i t y  5 

Improvement o f  Jordanian Qual i ty  4 

A l l ev ia tes  Constraints 3 
- 

TOTAL SCORE ---- 100 ---- 



ANNEX 2 

PROPOSAL PRESENTATION TO TiIE COMMZTTEE 

P R I V A T E  ENTEIIPRJSE TECHNICAL RESOURCES ASSISTANCE 

PROJECT SUP1PIARP ....................................................... 
PROJECT N O .  
PROJECT T I T L E  
APPLICANT 
P1:OJECT IrEADER 

\ PIiOPOSED ACTIVITY : 
&or+RD m A m s  : 
TOTAL COST( JD ) 

PETRA % 
PROPOSER % 

LOAK AMOUNT 
GRANT AFIOUNT 

TERMS 
INTEREST 
GRACE PERIOD : 
REPAY PERIOD : 
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I. INTRODUCTION 

\ 

I1 TIIE 

BACKGROUND 
PURPOSE AND NEEDS 
TYPZ OF COMPANY 
CAPITAL 
YEAR ESTABLISHED 
TECHNOLOGY INVOLVED 
APPLICANT BACKOROUND 

PROJECT 

DESCRI PTIOh' 
LOCATION 
AREA 
BUILDING 
MANAGEMENT 
LABOR 
EQUIPMENT 
RAW MATERIALS 
TECHNOLOGY C KNOWHOW 
IMPLEMENTATION PLAN 

111. MARKET 

COMPETITION 
VOLUME (IEIPORI'S, EXPORTS, LOCAL PRODUCTION) 
POSSIBLE MARKET SHARE 
MARKETING PLAN 

I FINANCIAL SUMMARY 

CASH FLOW ANALYSIS (ANNEX I) 
PRO-FORMA PROFIT AND LOSS STATEMENT (ANNEX 11) 
PRO-FORKA BALANCE SHEET (ANNEX 111) 
COST ESTIMATES 
STATEMENT OF FINANCIAL RESOURCES 
RATIO ANALYSIS 
RBPAYMENT 0 f bRN* 
PROFIT / LOSS &7,sL(S-nd6 L O M I  $ ~ B L ' G ~ ~ ~ ~  

PETRA OBJECTIVES / cR'TwiA 
BENEFITS 

CHECKLIST SCORE 
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QUES1 I DNNAl RC 

Name r 
Address r 
Telephone r 
Company Name, Address end Telephoner 

Company ( 6 )  L o c a t i o n  and Businees A c t i v i t y  a 

Product D e s c r i p t i o n  end hou Assistance t o  be Used a 

Est imate  of '  A s s i s t a n c e  (30) needed r \ 

Ac tua l  / E s t i m a t e  Yea r l y  Net Selesr Loca l  E x p o r t  

Loans Ou ts tand ing  r 

Refrences i n  IDB, USAID, PCTRA and/or Persona l  a 

How Did You Hear o r  PCTRA? 

(Use A d d i t i o n a l  Sheets mnd Attoch P e r t i n e n t  I n f o r m s t i o n  i f  Needed). 

S igna tu re  

. : 
; d&~u.w +.- ,L",,t .?LV\.) -4,At 

' .. 
~ ~ ~ . S 4 7 6 0 1 -  67460s C.O.BOX 998) AMMAN. JORDAN . s 

( 8 . .  
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