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[ ABSTRACT

. Evsiuation Apgiract (Do rot_ groeed 1™ SOACR OrOviOed)

. e - .

The three-year project was aimed to develop afnd tesc a number of
approaches to AID interventions in Swazi small enterprise
development. Partnership for Productivity International (PFP)
was initially selected to implement STEP. In late 1986, PFP
failed financially and CARE took over STEP activities in May
1987. The mid-term evaluation (6/88) was conducted by a
two-person team from International Science and Technology
Institute (ISTI) and CARE International. The evaluation
reviewed the project implementation, finances, staff and the
manner in which CARE and USAID provided administrative guidance
and management oversight. The evaluation was based on
interviews with USAID and CARE staff, principals of co-operating
institutions and project beneficiaries.

Tre majc.- f£indings and conclusions were:

— Four baseline studies had been completed, two experimental
projects approved and a large amount of technical assistance had
been provided to local organizations and Swazl entrepreneurs;

- The project lacked a strategic focus and work plan, which
needed to be developed before USAID approved the portfolio of
subactivities; .

- The asset and employee criteria for defining a small business
needed to be revised to allow the project more flexibility in
working with businesses above the micro enterprise size;:

- More emphasis should be given to information gathering rather
than anecdotal experimental subprojects.

- USAID's slow approval of experimental projects affected the
project's progress;

- The system of administrative and technical oversight needed
improvement.
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A.LD. EVALUATION SUMMARY parT I

J. SUMMARY OF EVALUATION FINDINGS, CONCLUSIONS ARD RECOMMENDATIONS (Try not to exceed the 3 pagos provided)
Address the following hems:

* Pyrpose of activity(ies) evaiuaied * Principal recommendations
* Purpose of evaivation ang Methodology used . * Lassons learned .
* Finoings ano conciusions (retate to quesuons)

Mission or Otfice: Date this summary prepared:

Mid-Term Evaluation for Swaziland Training for Entrepreneurs

Title and Date of Full Evaluation Rapornt:
Project

)
The three-year project was aimed to develop and test a number of '
approaches to AID interventions in Swazi small enterprise i

development. The experiences and information gathered under STEP

were expected to assist USAID in identifying opportunities and

developing a strategy for interventions in the Swazi private

sector. Partnership for Productivity International (PFP) was ‘
initially selected to implement STEP. In late 1986, PFP failed
financially and CARE took over STEP activities in May 1987.

The purpose of the mid-term evaluation was to assess the project's
implementation, the adequacy and appropriateness of implementation
procedures and sound management practices. The evaluation (6/88)
was conducted by a two-person team from International Science and
Technology Institute (ISTI) and CARE International. The evaluation
reviewed the project implementation, finances, staff and the manner
in which CARE and USAID provided administrative guidance and
management oversight. The evaluation was based on interviews with
'USAID and CARE staff, principals of co—-operating institutions and

project beneficiaries.
The major findings and conclusions were:

- TFour baseline studies had been completed, two experimental
projects approved and a large amount of technical assistance had
been provided to local organizations and Swazi entrepreneurs; The
two experimental projects did not receive USAID approval until
December 1987, nearly 17 months after project start-up;
Furthermore, one of these projects (Sibakho) was not funded until
April 1988. ' ' '

- The project lacked a strategic focus and work plan, which needed
to be developed before USAID approved the portfolio of
subactivities; a work plan would have indicated the experimental and
baseline information gathering requirements for developing a small
enterprise support strategy for follow-on activities;

- The asset and employee criteria for defining a small business
needed to be revised to allow the project more flexibility in

working with businesses above the micro enterprise size; the

project also marginalized the utility of its research and )
information-gathering efforts by excluding non-Black Swazi .
enterprises and foreign-owned small scale enterprises:




ALD. EVALUATION SUMMARY parT I

J. SUMMARY OF EVALUATION FINDINGS, CONCLUSIONS AND RECOMMENDATIONS (Try notto exceed the 3 pages providec)
Address the following hems:

* Purpose of activity(ies) evaiuated * Principal recommendations
* Purpose of evaiuation and Methedology used * Lassons learned
* Finaings ang conciusicns (reiate 10 questions)

Mission or Oftice: Date this summary preparec:

Title and Date of Full Eveluation Raport:

- More emphasis should be given to information gathering rather
than anecdotal experimental subprojects; the work with Swazi small
business organizations to implement STEP experimental activities
were hampered by the Swazi organizations themselves needing
development support; the burden on project personnel was
substantial..

- USAID's slow approval of experimental projects affected the
project's progress: USAID should develop a review process which not
only examines subproject proposals from the perspective of AID
contracting regulations but also how the proposed activity serves to
achieve the project's purpose.

- The system of administrative and technical oversight needed

improvement; this is especially true for monitoring the subprojects.

"~ The project does not have a standardized method by which the
experiences gained from the subprojects are reduced to a useable
form for USAID's incorporation into its private sector development
strategy. ‘
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evaluation report, even If one was 'submitted eartler)

Mid=-Term Evaluation for Swaziland Training for Entrepreneurs Project

L COMMENTS BY MISSION, AID/W OFFICE AND BORROWER/GRANTEE

This project was designed as & mechanism to explore areas where
USAID might assist in developing Swaziland's small business sector.
The experimental nature of the project was interpreted differently
by various parties from the outset. This created some confusion as
to the expectations of the project. The Agency needs to develop
clear guidance on experimental projects and the need for flexibility
on the project's implementation.

The Mission agreed with the evaluation's findings. The
recommendations guided the refocusing of the project in its final
year. Among the areas improved as a result of the evaluation were

project staffing, the Mission review process for approving

~ experiments, project reporting and the project's staff's authority.
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1. Executive summary:

This mid term avaluation was conducted in May 1988 following
" interviews with USAID Swaziland personnel, STEP Project
par-onnel and Project peneficiaries. The preliminary indings of
the Evaluation Team were presented to the Mission on May 26, 1988
prior to the Team's departure'rrom swaziland.

gumnarized belov are the key findings and recommendations of the
Evaluation:

1, The Project has proceeded with implementing @& number ©of
subproject activities without - peneflt ©of @& defined gstrategic
focus ©r even 2 work plan. The Project has not adopted any
gpecific learning objectives or working Bypotheses. After almost
half of the project's 1life has elapsed, there remains 8ORE
confusion among principals 28 to. the meaning of the Project's
purpose gtatement.

The Evaluation Team recor tends that & gtrategic focus and project
work plan keyed to that focus e developed before the proposed
porttolio of subprojact'activitiee currently being developed by
gTEP is approved by AID., As {t is now being.implementad, the
pProject 1s following an"opportunistic path rather than & path
determined by learning objectives. 1t would be useful to key the
Project's strategic focus and work plan to satisty specific
analytical ocbjectives that would provide the Migsion with useful
inforﬁition ‘concerning, {nter alia, cultural, political,
econonic, demographic, and jnatitutional gactors that impinge on
the development potential of the swazl gmall business segment of
the private sector.

2. By virtue of its galection of subproject activities, the
project has marginalized the utility of its experimental and
information-qathe%inq efforts by excluding the vast majority of
gwazi small businesses. All of the Project's experimental

e

¢
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activities currently underway or planned £foF implamentation
involve working only with either self employed jndividuals oI
- micro aenterprises owned and operated by black gwazis.

The Evaluation Tean suggéats that (1) the Mission revige the
asset and employeée criteria given in the cooperative agreement to
allow the.Project o wock with gwazl small pusinesses above the
geale of micro enterprises and (2) the pProject ghould make &
cencerted effort to work with all swazi-based businesses ahove
the 8cale of the micro enterprise ragardless of racial or
national origin..

3, For a variety of reasons both within and peyond of its
control, the project is very nuch peliind what night be considered
a raasonaﬁle- schedule for expenditures and subproject
img}ementation. with J%s current focus on anecdotal,
experimental activities requiring'intansive +echnical agsistance
efforts, the project will not be aple £o achleve jes learnind
objectlives pefore PACD (September 31, 1989).

The Evaluation Teanm recommnends that the Mission raconsider the
division of activities given in the cooperative agresment with an
aye to increasing {nformation qathering activities and decreasing
rhe emphasis on anecdotal whands on' experimonﬁal gubprojects to
rhe minimum necessary %o achieve project objectives.

4, ‘wWith the-qxcegtion of the project pDirector, STEP personnel
may not meet what might be considered reasonable minimum graining.
and experience qualitications or experience for the tasks to
which they ars assigned.

The Evaluation meanm recommends that minimum training and
experience criteria for STEP'S profeusional porsonnol should be
developed kY CARE, approved by AID and applied ro all future
hires - especially the proposed Assistant project pirector.

(O
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5. For a numper of possible regsons, CARE has provided 1ittle
in <the Wway of program-lavel oversight gince assuming
tesponsibility for the project from PLP. supporting gervices
have been 1imited to technical advice on specific gubprojecte and
adaninistrative gystens.

We suqqest that CARE raview its process of projeect management
oversight with an eye o establishing an effective oversight
gunction for STEP. CARE ghould develop 3 protocel sor providing
technical and administrative support and oversight. One element
of that protecol would be the determination o2 which wanagement
unit within CARE s rasponsible for 6STEP'S achieving its
objectives. '

6, We see'twd-problems with the Mission's gubproject approval
prqteas; it is slow and is not very useful for supportinq the
process ot project nanagement. STEP'S subproject proposals

appear to Dbhe reviewed ¢rom the perspective of thelr
acceptability in the context of AID's contracting regulations
without regard €O how each activity will contribute to achieving
the Project's purpose.

The Mission ghould develop 2 procedure for reviewing subproject
proposalse which will nelp it in evaluating both how the propesal
will contribute to achieving STEP'S overall purpose as well as
ite acceptability under AID contracting regulations. peveloping
guch—#8& procedurse _should pe given high priority pacause the
project will e generating ag many as twalve subproject proposalse
within the next six months!

7, We raconmnend “that the Misgion amend tne cooperative
agreement to remove the continuing obligation.of STEP to provide
technical asgistance to BMEP.
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11, Intreduction/Asknoyladsenentii

_puring the periocd May 16 - May 27 1988, an evaluation team
conposed of Dawn Wadlow (Deputy Director of Small Enterprise
pevelopment fgor CARE) and Robart otto (8enior Assoclate with the
Internaticnal gcience and Technology Institute inc.) prepared
this midterm avaluation report of the experience to date with
implementation of CARE'S cooperative agreement with USAID

gwaziland's §EB1ilAnd_EIALnln9,12x_En1IQEISBQEI&.EEQJQQS_LQIBEL;

The Mission's charge to the gyvaluation Team was to examine and,
where appropriate, make recommendetione concarning the following:

1. The course gTEP has taken during implementation, including
jts general approach and scope ©of activities and how they
night affect the achievement of the project's purposé

2, The adequacy and appropriateness of implamentation
procedures vis a vis applicable AID regulations, provisions
of the cooperative agreement and sound managenent practices;

3. The adedquacy of project reaources including funds available
gor subprojects, project gtaff/manpower and time remaining
' ,

20y prolect implementetion: and,

4. The manner in which the Migsion and CARE provide
,gdminist;ative guidance and management oversight for STEP.

puring ths course of lta jnvestigations, the Evaluation Team met
with USAID gwaziland personnel, CARE staff members, principals of
cooperating jnstitutions and project peneficiaries. Following
consultations and field visits, the Tean preeented jeg findings
and an initial draft of its report to a panel of Mission
personnel on May 26, 1988. The final araft of the report,
{ncorporating Mission comments, was prepared {n Washington at the
offices of IsTI Inc.

(L
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The Teal receive,‘guidance fyom Deputy Director HarryY Johnson
and Progranm officer Joan Johnson. It was materially agsisted in
its research DBY Leticia Diaz (Director of the Miseion's Ggeneral
pavelopment oftics) and pavid Martella, 2 USAID contractor acting
ag project monitor. 1n addition, CARE project pirector Alex
prown and nis statf provided valuable insights into the
operations of the prodect oftice.

The evaluation was tinanoced in part by funds provided under the
project and Ly AFR/MDI under {tg Afrlcan pusiness and T{nvestment
pevelopment project.
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on May 19, 1987, CARE gigned an Amendment o the Cooperative
Agreement (No. §45-0227-A~00-6002-00) with UsaIp/swaziland to
assume responsibility for the axecution of the swaziland fraining-
for Entrepreneurs Project (STEP) (645-0227). This amendment was
one of several nistorical events which has contributed €0 the
evolution of g7Ep. The original cooperative Agreemsnt undar the
auspices of partnexship for Productivity/International (PLP), 23
private voluntary organization, was dasignad to carry out &
numper of activities which, collectively, Wwere {ntended to
provide the Misslon with insight into and experience with the
emall business gector in swaziland. it was axpected tnat the
experience gained under this project weculd asaist the Mission in
identifying opportunities and devaloping 2 strategy for
interventions into the sector. A total of $750,000 in 80A and
EER funds werse committed to STEP 0 carry out experimental
projects, paseline data collection, technical assistance and
documentation ot results and findings.

mo understand the course STEP has chartered since August, 1986
(i.0. choice of project\ﬁctivities, target population and scope),
it is important to rake into account how several past cccurrences
affected Projectvmanaqeﬁent decisions and Projoct performance to
date. The following discussion jliustrates the serles of avents
which significantly affacted STEl'a djrection and panagement:
the jaitial phase of project development; the period of
imploiohtatioh of the Projsct under a cooperative agreement with
P£P; an interin period following the termination of pfp's actlve
involvenment in implementing sTEP; and subsequent assumption of
project panagement by CARE International. Taken collectively,
the events in srEP's history provide the pasis from which this
report's recommendations are drawn.
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A. Initial E:Qj‘g'g'g, conceph

Tn August 1985, USAID Swaziland approved 2 project 1dentification
document /PID) for the mem_zmw .
The PID jdentified unemployment as a major development problen in
gyaziland and reflacted the Migsion's then-current tninking that
atimulating growth in the small enterprise gector would genarate
enough Jobs for the anticipated number of school leavers.
conseqiently, the PID's goal and purposse gtatements wers given as
follows:

wrne goal of the proposed project ig to increase employment

in Swaziland. The purpose of the project is %o identify
potentially guccessful means of prometing employment through
indigenous small-scale anterprises.”

After PID approval, the Misslon reconsidered the approach it
would take toward implementation of the Project and split SESP
into two gomewhat independent activities. First, ¢the Mission
signed an opG with the Manzini Industrial Training Centre's
pusinees Management -@gtension Progranne. (BMEP) for the
construction of physicalwplant and provision of services for 2
gheltered workshop schene for swazi tradesmen, who werse recent
graduates of the Manzinin Tndustrial Training tentre. Then the
Mission preparsd an RFA for a project, entitled the swaziland
Training for Entreprensurs Project (STEP), ©0 pe implemented
under - & cooperative agreement with a U.S. private voluntary
organization (pvo). The RFA called for PVOs to offer & design
for a project, to pe implemented over 2 three year period, which
would develop and test 2 nunper of approaches to AID
{nterventions {in the small enterprises segment of the Swazl
private sector. A number of PVOS responded to +he Mission's
golicitation and, after dus cengideration, USAID galected
partnership for productivity International (PEP) tO implement
STEP., A cooperaﬁive agreament was awarded in August, 1986, )

.
o
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pfP's project design for STEP included a number of activities
which were designed to gain, through primary data collection and
pilot aubprojects, information 1esading to .the jdentification of
appropriate means ¢or AID to intervens in support of development
of Swazi small enterprisas; pfP was to work with Howard
University o implement certain portions of +the Projsct.
Although somewhat peripheral to the Project's main thrust, an
additional requirement to provide up ro 50% of the project
Director's time for technical amsistance to BMEP was added as a
key project element.,

The cooperative agreement provided for the following:

* A budget of $750,000 to be used %o finance PfP's project
operations and subproject activities. (Approximately 52% of
the budget was to be used for funding research and
experimentation gubprojects.

* The project was to be implemented over a three year peried,
culminating in a report %o AID summarizing p#p's f£indings
concerning its experience vwith the small enterprise sector.

. ;‘ .

* Twelve months of %the Project pirector's time was to e

dedicated to providing technical support to the BMEP.

* substantial Mission {nvolvement in project decision-making
{ncluding budget allocations and approval cf subprojects.

prior to project startup, saeveral Swazi pusiness organizations
raceived commitments from the Mission concerning access to AID
funds from Step. These commitments were not stated explicitly in
the cooperative agreement.

’



The PfP proposal:suggested a framework of research themes and
hypotheses basedlbn ¢our assumptions which provided a degrea of
guidance ¢or selection of experimental projects and research
activities loosely keyedluﬁé_-thé learning objectives of the
Project. unfortunately, these assumptiocns ard bypotheses were.
not incorporated into the cooperative agreenent either directly
or by reference. consequently, implementation of the Project
pegan with a budget allecation but with little else in the way
of a strateglic focus or a gubstantive work plan to be used to
guide project implementation.

From August to pDecember 1986, STEP engaged in a number of startup
activities including leasing office space in Manzini, procuring
office equipment and furnishings and hiring a gecratary. It also
negotiated an agreement with tha Goverﬁhent of swaziland (GO8)
for PEP to operate lagally in the country. The agreement was
signed on November 3, 1986. Following completion of these
actions in early December, the project Directer 1eft country for
a delayed PP home lsave.

C. 1n:§:im_zszigg
' S

Tn mid-December 1986, PLP ceased Project operations entirely due
to its financial failure. It had peen found td. have abused its
avthority to draw gunds from ite Fedaral Reserve Letter of
cradit. AID/Washington ‘arranged for CARE International to
temporarily manage the PEP portfolio until such time as a
resoluilbn could bhe made concerning guccession of management for
the STEP project. CARE began negotiations with usAID/Swaziland
{n February, 1987 for transfer of the Cooperative Agreement. An
anendment €O the cooperative - agreement naning CARE a8 the

nraciplent! was signed on May 19, 1987.
puring <this peried, STEP progran activities came to a virtual

standatill. No experimental projects, rasearch activities or
substantial tachnical agaistance were undertaken. The STEP

U
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Project Director vyas on home leave from December ‘1986 until mid-
February 1987. }'Upon nis vyveturn, he pegan the process of
aggisting in the transition of STEP +to CARE ausplces. puring
this period, a nurber of changes were mada to adjust to the new
circumstances aurrounding the Project: l ’

* pudget: The project lost 8125,806 of its original project
funding for ite pro-rata share of tha PfP Letter of Ccredit. As
a result, the Research Component was decreased from $138,000 to
$30,000, and tne Experimental Project Grart/Loan Fund was
decreasaed DBY $15,000. (See Table 1, STEP Summary Budget, £for
details.) A portion of this money is still expacted to be
restored once AID/W has determined this figure. A8 of May 1988,
AID/Washington has not provided usAaID S8waziland with this
tigure. - -

* Proiect | Wz With the reduction
in the overall pudget and the need to install CARE's financial
gystem, the Project Director Wwas forced to reexanine the

Project's budgset. Nearly two months Wwas spent in budget
redesign, jnstallation of CARE's financial management system and
1earning how to oporate\"‘\it. An unanticipated demand on the

Project pirector's time (without: a co;responding increase in
parsonnel), has been installation of CARE's administrative and
reporting gystams required from itg overseas nmissions.
(Although CARE had not formally opened A& countxy mission in
swaziland, project reporting requirements wexrs the same as 1f it
were a CARE migsion).

* Ing;LSQ;;gngl__angngz;: As the implementing agency, CARE
expanded STEP's access to outside small anterprise development

(SED) tachnical expertise. CARE's Regional rTechnical Adviser
for SED, based in Nairobi, has provided som2 {nput, as has the
SED support Unit in CARE/New york.

Y
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Amendmant #1 €O the Cooperative Agreement (May, 1987) naming
CARE as the implementing agency, incorporated additional'
modifications pased on STEP'S girat nine months of experience in
gwaziland. Thess included:

* Budggt: The Project's budget was reduced by $135,806 due to
a combination of pfp's losses under the Fedaral Reserve Letter of
credit episode and an additional loss of $10,000 for unallowable
expenditures undex the PfP Cooperative Agreement. This left
$565,049 to accomplish the project's objectives. (No ongoing
experimental pr9jects or research activities were directly
affected as nons nhad been begun at that time.}

* MMLYJ&BB: The brunt of the pudget cuts were
abgorbed in the area of research activities. The number of

studies was reduced from 4 to 3 and the naneé of the nResearch”
activity category was ¢hanged to ngageline" to reflect the type
of information to be gat\bered as a necessary atarting point for
understanding Swaziland's ‘SED environment. Ffurthermore, since no
formal agreement was signed between Howard Uni;rarsity and PfP,
this line item had been eliminated. ;

* amnz.lsshnigzl_ﬁﬁgigngngs: STEP and BMEP agreed that an
allocation of .50% of the Project Director's time for direct
technical assistance to BMEP was probably axcessive. This

requirement was changed to 1imit his obligation to "up to 20%" of
his time for consultancy services over the life of the USAID
funded BMEP (645-0222) project.

* Wml_?:ﬂﬂﬂ: The cooperative agreement with CARE
contained an additional set of selection criteria for daciding on
the accsptability'of proposed subprojects: "The gmall enterpriée
sactor being ';:unsidered consists of those #£irms owned and

[
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operated Dby indlgenous swazis with asgets under Emalangeni
100,000 and less than 25 employees.” The amendment reiterated
the requirement that propesed subprojects forwarded to AID for
approval of funding should clearly state the learning objectives’
to be achieved by the subproject.

Neither the original cooperative agreement nor subsequent
amendments contain any dafinition of the universe of issues to be
investigated DY the Project. Furthermore, Wwe found no
aescription of the Mission's subprajact approval process with the
axception of a raference to an nadq hoc Project committee". The
lack of definition of this process has peen a source of much
distress to the project Director. —

Two further amendments have paen approved gince May 1987.
Anendment #2, dated September 30, 1987, obligated an additional
§240,000 covering the previous 4125,806 loss and increasing the
project's monitoring and decumentation capability through
procurement of a computer and other equipment. This brought tha
rotal obligated amount for STEP to $990,000. No change was made
in the Project's implemantation schedula with PACD remaining
septenber 31, 1989, Tables 1 und 2 provide further detalls.

Amendment #3, dated May 20, 1988, made a budget iine item
adjustment to approve an inureass in the amount of tunds which
could be used for project statf. This change was necessitated by
an anticipated gharp increase in personnel needed to menitor some
twelve subprojects including an lnhouse weredit training
subproject deaigned to provide the project with axperience in
managing a nretall" 1ldan facility. Consequently, the budget's
personnel line item was increased by 890,000 while Baseline
gtudies decreased proportionately. '
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Table 3, W.mwm, provides 2
gnapshot view of preoject acco:plishments to date. Table 4, BTEP

o , deacribes project activities under-
develcpment but not Yyet appr:oved by USAID. In general terms,
however, four pageline gtudies have been completed, two
experimental projects have ‘seen approved, and a gresat deal of
technical assistance have been provided to BMEP, local
organizationa, and swazl en.repreneurs. It should e noted that
the two experimental projects approved o date did not raceive
AID approval until December 1987, nearly 17 months after project
gtart-up. Furthermore, onu of these projects (SIBAKHO) was neot
funded until April, 1988.

-

—

An important Project activity not reflected in the Tables of
currint or Proposed Activities which ghould involve a gupstantial
portion of the Project's resources and the Project Director's
time is the matter of project documentation. T7e date, the
Projact has not adopted a methodology OF gtandardized means by
which the experience ganed from the subprojects will be reduced
to a useable form for \-the Mission's incorperatien into its
private gector development strategy. In the original PfP
proposal, documentation and dissemination were considered crucial
to ensure that the lessons learnad from subproject activities
would bhe captured in a manner and form which would ke useful for
USAID and future SED interventions. A few reports have emarged
rrom the Project Office thus far including the following:

* January=-June, 1987 gemi~Annual Report: particularly gection
111, mwwmamﬂm

* M.
paper presented to +hae Econcmics Asaociation of gwaziland,
February 26, 1988. -

r)
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* Small Econom}c Activity Devalopment workshop, Trin Reporf,
March, 1988.

* various technical agsistance materials for BMEP including
business management £raining curriculum, pusiness monitoring
tools, and loan policies .and procedures.

In terms of the devalopment of appropriate administrative and
monitoring systens te manage the project, STEP nas made some
notable prograess. The financial systens and contreols brought
online under CARE appear to be effective management tools aiding
resource allocation. Monthly budget controls tracking guarterly
expenditures are produced regularly. A daetailed record of the
various grants and loans recorded bY disbursement date is also
available. CARE “administrative procedures and policies have been
also established. Individual subproject monitoring systems have
been less effective. 1t would appear that the Project Director
has not given adequate attention to desigring and overseeing the
monitoring systens for the various subprojects.
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Iv;,; Findings of the Evaluation:

The Team's findings are organized into three sactions. The first
gection addresses lasues of project strategy. The second saction
deals with problems of an administrative nature which have arisen
during proiect {mplementation. The last section ¢xanines the
resources available to the Project and whether they are adequate
to achieve the objectives of the Project.

A, Strateqy Jlssuegi We have found that STEP's strategioc
framework has certain problems. Key among these are the
following:

1. The Target Group: The griteria used to define the business
segment with which STEP is to work (less than E100,000 in assets
and 25 or fewer employees) actually W&M

huginess segments - (a) the lower end of sSwazi small gcale
pusinesses, (b) the micro enterprise segment and (¢) self

employed individuals. This presents three problems!

A. If BSTEP fails to recognize the substantive difference
petween the Two seqments\hnd mixes the results of experimental
project and information gathering activities deve?oped under this
project, it will gain a highly misleading perception of how best
te support 8wazl small enterprise development. In practice,
development assistance programs that provide technical and
financial assistance and training for small and micro enterprise
segments have differing emphases, require different gupport
dalivery mechanisms, and even varying forms of assistance.

or all intents and purposes, the Project has marginalized

- o)

B.

acH Sya . L -L-1- RIS foreldr o) de(z]e u;
agglg_gn;g:nxiggg<from its exper#mental and research progranms.
Since non-Black Swazis own and operate the overwhelming majority

of businesses in tha small business segment, the results of

-B
S 4 .. .. '.

=31 _‘.
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STEP'S experimezyal and research activities nust be considered
_uaeful as help ng to define design parameters for follow=on
activities only with the plack Swazi-owned micro. _enterprise
segment of the nation's business community. T1¢ the Mission'a
chosen target groups are restricted to hlack gwazl micro
enterprises and black Swazl self employed individuala, we can say
that STEP is working with the chosen population. If the Mission
actually intended for STEP to work with small scale enterprises
(not Jjust micro enterprises and self enployed individuals) of
whatever racial perauasion, it ghould advise the Project
accordingly.

c. Agget and employee criteria set in the cocperative agreement
are too low to include a representative gample of the gwazl small
enterprise community. The asset criterion should be raised to at
least E250,000 and possibly higher. The employee criterion might
be raised to include firms with up ¢to 50 fulltime and
intermittent workers.

2, MWM The ALD/CARE
cooperative agreenent stipulatos that STEP is to concentrate its
afforts on working with ‘swazi small pusiness organizations to
implement its experimental and researcn aqenda.i;ather than work
with individual pusinesses. The logic of this approach seens
gound. For any follow-on project, the Migaion will have to work
through sSwazi organizations (or sponsor the creation of new swazli
private-- gector  organigzations) to implement small enterprise
development activities. '

waor. STER!S nctivitiu to dats_have oxposed a problem which
oallq 1nt6“”3uution the™ £ouibility“‘"b’! 8'1‘3?'. tocuuinq 1tl

sibproject ;iactivities ltrictly throuqn 'swaai nnnll bulin.-.
orqanizationl. 'rhc"‘ problam il that AP '

e R LT RE R
'9" v-_

Bégore .ihoy Toan: fu sunction: as ot!octivo :._,i;.intormdiary outroach

= "'rlmt

mohahlml. 'm.? havo vary, lin!.tod capnci'ciu ta &dolivor'

<]



technical or financial assistance to their members and are often
torn between poliyical and technical agendas which are not likely
to be Eggq}yggwgg_the type an¢ limited amount of financial and
technical assistance provided zhrough STEP. Hence, the Project
office is required to provide oxtensive financial and technical-
agsistance (and a great deal of nhand holding") to the typical
"gwazi small business organization even baefore collaborative

activities can be launched.

PACD, The experimental subprojects we sea& under development with
swazi business organizations require that STEP provide a Business
Extension Officer to be attached to each organization

-

3. ari g a a t H

The cooperative agreenent gtipulates the methods by which the
project 1is to gather information concerning Swazi small
enterprise support raquiremants. The division of activities
petween experiments and baseline informatien gathering appear to
be somewhat arbitrarily d:gwn paged less upon an understanding of
their actual relationship to achieving the purpose of the Project
than to a rough estimate of feasibility under th¢ Project's time
and funding constraints.,

At first blush it seems reagscnable for the Project to initiate a
number —of small scala experimental projects to identify,
formulate and test 2 variety of approaches to providing
assistance to small businesses prior to launching a small
enterprise suppert progran. With.the aid of hind sight, & mighk

NS
H red®
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We make this tin:?ng for three reagons: (a) céncentration on
information gathering and experiential learning through
aexperimentation appears to require more staff time and attention
than is currently available under the Projecti by it dis——
difficult to juatify indepth exparimcntation‘in a few areas given'
the broad gaps in our understanding of what factors (cultural,
#inancial, political, legal, regulatory, manpover, etc) most
1mpinqe upon the development of gwazi small business; and, (e)
participating swazl business organizations neither understand nor
accept their role as test subjects in what they view as a "U.8.
Government sponsored" assistance (versus experimental) program.,

B. operational lgsueg

This section deals with concerns identified during review of the
pProject office's portfolio of subprojects and operating
proceadures.

1. w__g_ﬂ_qxx_mm Thae Project has proceeded to
develop a very full agenda of activities (including some twelve
subprojects) on what would appear to be an opportunistic rather
than a planned basis., The scope of STEP's preogran as 1t now
gstands is so broad, complex and lakor intensive that it is ;axinq
the capacity of available gtaff to provide! technical and
adninistrative oversight. The Project plans to Dbe B8O fully
engaged in implementing "exporimental",subprojects that it will
have to dramatically increase jtg staff to acope with 1its
palleoning portfolia. -

However, neither the requiring agency nor the implementing
organization has developed a work plan for the Project. Having

,luch;a,yorkuﬁlaq_;p.plgcQ “g9n_proj¢¢t1!;i;tu§ would have helped

‘EO id‘ntify .th. 'kﬂy 1l'u..fthata!:.ct \mall .nt.rpril.‘
development .in gwaziland,

requirements for

‘developing s’ wmall’ enterprise  support strategy for follow-on

2l
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funding. We feel that it is unLiXe ha =p can_achig

2. CARE Program Support: Since taking over implementation of
STEP from P£P, CARE has conme through with adninistrative support

gservices 'such as financial econtrol and reporting systems,
personnel policy quidelines, filing systenms and other supporting
services important to STEP's operation. It has also provided
technical oversight on subproject issue; through a visit by its
regicnal technical advisor. 1In addition, it has provided (at no
cost to STEP) inservice training for the Project Director during
the life of the Project.

However, CARE has provided minimal overall program gnidance to
STEP. One might speculate that had CARE been mors closely
engaged in monitoring tﬁé‘"‘ progress of STEP, we might not have
sound the Project some half way to DPACD with no work plan in
place and little 1ikelihocod of achieving its objehtives.

We can not be certain of the reason or reasons for CARE's lack of
oversight of the Project from a programmatic perspective. It
might bé any one or all of the following things which explain the
ourrent situation:

-=- When CARE assuned yesponsibility for STEP from PLF it also
took on responsibility for some thirty other PfP projects that,
along with_ {ts existing worldwide ‘pé'z"ifolio of small enterprise
projects p:,sq_ntod a huge burden on CARE's project management
capabilities.? The :

‘ . The .inorcased ralponaiﬁiii‘;y’_to_:' the new projects
math. “overwhelmed the jcapaait_y.’___’_?_fj CARE's. support staff to

3\

~



follow up with effective program monitoring. Furthermore, as it
was only recently/ that CARE recieved any funds to pay for its
costs of project implementation (CARE'S Federal Reserve Letter of
credit was funded in April 1988), one night assufie “that CARE
could not p-ovide much in the way of program oversight from its -
own limited resources.

-- It isn't entirely clear which managenmant unit within CARE is
responsible for progranm oversight of STEP. The Project falls
under the regional authority of the CARE Mozambique country
nission while the regional tachnical advisor for small enterprise
program issues (located in Nairobi) and the fmall Enterprise
Devalopment Office at CARE New York have some backstopping
responsibilities. None of these unita appear to have actually
assumed the role of project monltor. STEP may simply have fallen
between stools.

-- TPossibly because of his unfamiliarity with CARE's capacity
for supporting fleld projects, wa do not Xnow of any call from
STEP's Project Director for agsistance in resolving problems he
may have had (or nas) with STEP's progran design or
implementation plan. 1f no program issues wers brought to their
attention, CARE's practice ‘of allowing a high degraee of local
autonomy for '"country prograns! would laft STEP'H.managar to his
own deslgns.

Given the issues which have surfaced during this evaluation, it
would seem appropriate that CARE increase its support for STEP.
This support would be moat useful in two areas: delivery of a
fully qualitied project assistant to provide administrative
support to the Project Director and specialized assistance (to be
provided immediately) to aid in the development of STEP'S
strategic and work plans.
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3. a;n_Annzgxgﬁzgz_auhn:giggggi The STEP cooperative agresusiiv
stipulates that AID "will review and must approve each project
~ funded grant and research proposal', By and larga, CARE has
compliaed with this provision BQ preparing  subproject proposals
for Misaion review. However, one subproject, the CARE-managed

credit Training activity, had been in operation for some four
menths before its recent submission to AID for approval. 1Ihe

The Mission should be prepared for a sharp increase in subproject
approval applications. STEP will be sending forward as pany 29

u The
gheer number of proposals will likely ‘dverwhelm the Mission's
capacity to provide due diligence to their review.

The Mission should develop a review procass which not only
examines subproject proposals from the perspective of AID
contracting regulations but also how tha proposed activity serves
to achieve the Project's purpose. '

Parso . From the beginning, the Project's staffing
requirementa have remained‘quawhat unclear. _8tertly after the
Project Director returned ¢rom home leave in February 1987, he
hired a secretary. A local hire extension agent was retained for
an unbudgeted position in April 1587 and a more senior Project
Specialist has hired .in November 1987 (then dismissed for cause
in March of 1%88). A U.S8. cxpafriatc (resident in Swaziland) was
hired as Data Manager in February of 1988. Two other employees,
hired to work as a marketing spacialist and an extensicn ofticer,
have since left for other employment, i

Tn recent months, tha Project office has made plans for a
substantial increase in the number of full time staff members. A
£igth person (a U.8. expatriate resident in swaziland) is being
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nired this month to serve as a business extension agent. A sixth
employee (anothe ' resident U.S. expatriate) will be added in
July along with four swazi business extension agents, The
Project Director plans ¢to. hirs two other professionals this,
gummer te f£ill assistant project director and project accountant
positions.

In September of 1988, with about twelve montns remaining in the
cooperative agreement, gTEP will be operating with a complement
a - ()

months experience with the Pxojectl It would seem that the
Project Dirsctor is faced with the almost superhuman task of
familiarizing new staff members with the Project, training them
in their duties and supervising their work = work which 1is
somatimes carried out in remote sites with institutions and
activities needing a great deal of technical and administrative
oversight. With the prospect that STEP personnel will all be
dismizsed in twelve months from the date of a full complement
(PACD is August 1989), e 8 r

will be able %o first train, suparvise, and then retain anp
e::gggigg j;ggm ;m;gugb comple;ign g: ;hg g}mn:gjgg;s nng

Tt smeems to us that proféssional personnel sefvinq' with STEP
ghould have at least one of the following minimum qualifications:

- Private sector expsrlence.
- Fully successful professional experience in the
#iald of small enterprise davelopment.

- A high level of attainment in a relevant discipline
such as anthropology, soclelogy or business
administration.
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MWIWMWMM
MML&GMM with the
exception of the Project Director and the four yet-to-be-hired
small enterprise extension officers.

our cursory appraisal of Project gtaff does not allow us to nake
an informed judgement as to thelr capabilities and level of
performance nor do we wish anything said here to be considered
derogatory of their efforts, commitment or capabilities. We are
concerned, however, that the proposed candidates for the new
position of Froject Assistant do not appear to meet the minimum
qualifications listed above.

5. Technical Assistance fox MITC/EMEP: -Under the terms of the
original cooperative agreement, STEP was obliged to provide up to

tifty percent of the project Director's time for technical
advisory services to the Manzini Tndustrial Training Centre's
(MITC) Business Management Extension Program (BMEP), (STEP was
required  to provide this agsistance in lieu of arrangements for
the same which might bhetter have been made within the AID-
funded BMEP (645-0222) project). During the early days of STEP,
the Project Director spentwi great deal of his time with BMEP in
an attempt to develop a workable _operating p}an for their
program., H 8 an £ o]

by helping the grantees to think through their operating scheme
for a sheltersd workshop/training center and suggesting
ravisions to various aspects of the progran which we consider to
be major‘énhanceﬁenta.' ' '

Wnile his efforts were described in quite laudatory terms by the
SMEP administrative officer, it seems unlikely to us that iha

' .
wegknesses of the progran's design. Consultation saervices from
STEP did help tc "save" the project during its first year but can -

have little effect on project viability over tha long term. The
unfortunate salection of the facilitiy's site and the tailure of



the grantees to davelcp a workable plan for its use presents STEP
with basically /-insumountable obstacles to solving BMEP's
problems.

c. adeguacy of Resources: It is very aifficult to provide a
rationale for recommending increasing, decreasing, or holding the
current level of funding, utaffing or time allocated for project
implementation. The Project, as it is ocurrently designed, has
gufficient funds to implement its proposed portfolio of
activities. If the Mission feels that the experimental agenda
and the plans for baseline information gathering will aid them
in their .efforts to determine how best to intervens in the small
business segment of the Swaz! private sector, the ourrent lavel
of funding is sufficient. We believe that the proposed Project
agenda does not allow sufficlent. time for careful documentation
of the results of experimental and baselina information
gathering. The Mission should censider an extansion of time of
up to six months bayond the ourrent PACD to allow for
compilation of <the results of the Projact's experimental
activitias and preparation of a detailed report.

If we are c¢orrect in our inderstanding that the unstated goal ot
the Project is the formulation of a small enterprise strategy,
the Migsion may not be satisfied that the Project's proposed
activities will, by September 31, 15883, produce the information
it needs to formulate that strategy. with the Project in the
early stages of implementation (alkelt half way to PACD), the
Mission has an opportunity to reevaluate the course that STEP has
taken, decide what activities should be supplemented or replaced
to produce the necessary {nformation, then determine what, it
any, additional resources should be provided.

26



Table 13 STEP SUMMARY BUDGETS

PFP CARE

~ AMEND'T #1  AMEND'T 42
LINE ITEM (8/5/86) (5/19/87) .LE.ZJ.QL%J_). {5/20/88)
Parsonnel §191,457 $178,575 8178,5758 $468,8575
Consultants 12,300 - - -
Travel/ParDien 16,5230 27,670 27,670 31,670
Materials/Serv. 55,056 41,246 58,246 58,346
Communications 3,780 - ——- ——
Evaluation | m—— 5,000 5,000 5,000
Reoruit/Relec. 5,946 - ——— -
overhead (PL£P) 76,961 - - ——=
Subcontr=-58RU 120,000 - - -
Subcontr-Howard 18,000 - T caa -
Bagaline ——— 30,000 218,000 124,000
Grant/Loan Fund 250,000 235,000 . 2%0,000 250,000
Overhead (CARE) —— 47,558 59,046 67,558
SUBTOTALS 750,000 $865,049 $6805,049 £805,049
P£P-12/29/88 59,145 59,145 59,145
Share Pf£P LOC Y. 125,806 128,806 128,806
TOTAL 8750, 000 $990,000"  $990,000
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Agreement
No. 045-0227-a-00-6002-00
STEP (645-0227). USAID/Swaziland
and Partmership for Productivity/
International .

CHECRCLOGY
EFFECIIVE
DATE TYPE OF AGREEXMENT PURPOSE RESULT
Axgust 5, 1986 Cooperative PFP, in cooperation with USATD, Gbligation of ?)50,000 over

and research. PFP signs
Operational Agreement
with G0S an November 3, 1986.

Daoabgr29,1986

wmsigmm
AID/W, CABE and FFP.

e
CARE conducts financial and

appro—
priate amendment to STEP
Project for transfer to CARE.
STEP loss of $125,000 faor
pro rata share of PFP I0C
advanoce.

D0 NOLOWNIHSBEM I.1S1 2o:41 €8,

May 19, 1987

Septesber 30, 1987

Amendment No. 2

Obligation of additional $240,000
to reinstate previous $125,000
loss, and increase capacity of
tion.

May 20, 1988

Aoendwer®t: No. 3

Adjust line item budget to increase
CARE capacity to effectively
implement: STREP.

(1=



S1P Olidad) A Cuea’liivnl) ACCIVILLES

(May 26, 1988)

BASELINE RESEARCH

EXPERIMERTAL PROJECES

1.%Suaziland Goverrment Folicy Towards
The Ssall Entreprencur: Practice
and Effects.® S§SHIJ, Novenber 1987
» B 16,500 grant
- Final Document pending editorial

1. S 2 vi Toan

- Delay in disbursement,

- E115,000 Grant, December 9, 1987
Iupliednn:pose Deta:-melt
business
aamrabelymmers
c:editnegﬂmtsefﬁectlvely
administer a self-sustaining
loan fund.

Jd NOLSNIHSHM ILSI €B:41 88. EB NOL

Reseaypch
- E 120,000 In-house Ioam Fund
. Three month *Feasibility'Phase’
(Jan-March, 1968) — 8 loans,
5000

1e°d



Draft — December 31, 1987

Sl Altaaavl AnD QUePLEscEd ACPIVITLIES LADLLS 3
(May 26, 1988) '
BASELINE RESEARCH EXFPERIMENTAL PROJECTS TRECHNICAL ASSISTANCE
4. "OConsulting Sexvices Survey™

€@ NAr

5.

'&aulardlhﬂrelmgmfmntnm
Survey.™ Jdn Bento.
Draft — Pebruary 20, 1988

wState of the Industry Reports® (4)

(March 9, 1968)
« Welding-in progress (My, 1988)
- Sheet

Hd:alnxt!n;
« Soft Goods (sewing)

(Y

O0 NOLONIHSHM I1SI EB:LT BB,
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ST1P PrROPss) ACLIVICLES YARCE, 4

BASELINE RESEARCH

EXPERIMENTAL, PROJECTS

1. Census of Swall-scale enterprises
in swaziland. Phase ITY of IIT
* Letters sent to potential bidders

- Rural/Urban Linkages (E 3,500 Loan) ’
Purpose: Dimjnoamrtedsthgsysbemsofharbaraxﬂexdmge

2. Raral SED Projects (2) (E35,000 each)
Rnpose: Gain first-hand knowledge of needs in rnural Swaziland to :
stimlatem]_lsca]eem:ermsedeye]mnat and test various projects

palmmlmmsmruralamasilblblﬂngsm.

- Rotary Shopspace ( E 50,000~60,000 grant)
RAurpose: Document high demand for affardable, available shop space. °

4. mmmmmmm,MM)
m Assess&mmalhmdarh'sacthmesanitedmimlassistzxne

= needs.

P

"S.Wﬁas]mmmﬁmmmmﬂmilhmm' to gain broader

knowledge of tecmical, finmancial and management needs of Swaziland's
small enmterprise sector.

&allnimpnsenwelqnattard
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STEP Project Dirsctor, CARE
STEP Data Manager
STEP Extension Officer

General Daevelopment Officer
Deputy Mission Director
Program Officer )
Contracts Officer
Mission Contractor- STEP Monitor

Dusinass Managemant IOxtansisn [Mregranm

C.R. Pemberton-Pigott New Dawn Industries
Membars & Executive Comn. SIBAKHO



