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During the five years since 1987, the Get Ahead Foundation (GAF) has built a large and 
pioneering microenterprise program centered on the Stohel Loan Program. Get Ahead was the first 
nongovernmental organization (NGO) to introduce group lending for microenterprises into the black 
townships in South Africa, which it did with fiumcial and technical support from the United States 
Agency for International Development. It was also the first NGO to carry out such a program on a 
significant scale anywhere in Sub-Saharan Africa. 

For most of its history, GAF has operated in an environment hostile to its aims. When the 
Stohel Loan Pro,pm began, many of its features, such as the interest rate, were illegal and brought 
replar harassment from government aufiorities. The black enterprises that GAF hoped to promot- were 
also largely illegal and the target of official harassment. The townships in which GAF operates were 
highly politicized, often violent settings. GAF leadership and staff showed courage and ingenuity in 
persevering to carry out the terms agreed to with USAID. 

Against this background, GAF has accomplished a great deal over the past five years. Under the 
Stokvel Loan Program, it bar disbursed 12,658 loans in 22 areas throughout South Africa with a 90 
percent recovery rate. This exceeds the performance targets established in the original grant agreement 
of 7,000 loans and an 85 percent recovery rate. The loans have contributed to improvements in the 
financial status of client enterprises and to increases in employment. Institutionally, GAF has 
strengthened its organizational structure by separating its social and commercial activities, trained staff 
in credit delivery and administration, and expanded its resource base. 

As the Wrst agreement between GAF and USAJD draws to a close, the stance of government 
toward black enterprise and blackdirected NGOs has become more positive. Moreover, there is a 
tremendous surge of interest by NCiOs, development finance institutions, and banks in providing financial 
services to the majority population. New entrants into the microenterprise finance field are appearing, 
and many of them have learned from the example of Get Ahead that group lending can succeed in South 
Africa. Similarly, Get Ahead has influenced organizations elsewhere in Africa to consider group lending. 

In the context of these changes, GAF can expect to achieve even more in the future. In doing 
so, however, it will face new organizational challenges. It will have to establish more ambitious goals 
and targets for portfolio quality, good management and, ultimately, financial independence. Now that 
the authorities are ao longer working against it, GAF has more freedom to concentrate its energies on 
improving quality. It can shift into higher gear. 

The evaluation team recorllmends that USAlD continue to fund GAF to promote its future growth, 
stability, a d  financial independence. To this end, GAF will need to introduce new performance 
indicators and aim for higher standards in critical management areas and in the quality of its loan 
porttblio to reduce the portion of loans currently at risk. The first and most important step is for GAF 
to make some immediate changes to improve loan repayment rates. The next round of funding should 
be contingent on the initial demonstration of commitment during the next few months. The new 
agreement should support GAF though a consolidation phase before substantial growth funding is made 
available. Movement from the consolidation phase to the growth phase should be based on GAF 
achievement of performance targets in management systems, financial management, and portfolio quality. 
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GAF PERFORMANCE AND CURRENT STATUS OF PROGRAMS 

The cooperative agreement between USAID ,and GAF was designed to support commercial 
sewices: the creation and implementation of the Stokvel Lorn Program, the Business Loan Program, and 
training of entrepreneurs. In addition, the agreement outlined a plan for institutional development to help 
GAP develop the capacity to manage these programs. 

The Stokvel LoPn Program 

The creation of the Stokvel Loan Program is GAF's most important accomplishment under the 
cooperative agreement with USAID. The program offers one-year loans of h m  R300 to R1,000 to 
borrowers who form into groups of five for mutual guarantee of loan repayment.' This program, which 
did not exist at pant inception, has evolved an effective methodology and achieved significant scale and 
effective outreach within the communities it ssrves. It is now well established and currently operates in 
21 townships. Most of the clients are women (91 percent). Since inception, GAF has disbursed 12,658 
loans totaling almost R6 million, exceeding significantly the 7,000 borrower target in the agreement. It 
has a portfolio of R3.6 million. 

In interviews with a sample of Stohel Loan Program clients, the evaluation team found that a 
majority of loan firnds have been invested directly in client businesses and have been used for working 
capital. These businesses have grown considerably during the loan period in sales, gross profits, and 
employment. There is less evidence that the businesses bave used credit to transform themselves into 
more formal enterprises. The data suggest that the Stokvel Loan Program has effectively reached a 
market of clients who need the service it provides, and are willing to pay for it. Even if credit alone 
cannot dramatically transform the borrower enterprises, it is clearly a valuable financial service. 

The basic program methodology appears to be sound, particularly given the familiarity of nearly 
all borrowers with informal, savings-oriented groups. However, whereas the program has met the targets 
of the original grant agreement with respect to loan recovery rates, approximately one-third of loans in 
the current porttblio are over 30 days delinquent. A substantial fraction of these loans are more than 90 
days delinquent. For future growth, stability, and sustainability, it will be crucial for GAF to reduce the 
proportion of the portfolio at risk. 

GAF can take soma specific steps to reduce delinquency rates: more timely and accurate 
information would alert program managers to problems, and more immediate supervision by GAF of 
borrowem from the date payments are missed could improve repayment patterns. GAF also needs to pace 
its expansion rate more judiciously. In 199 1, GAF tripled the size of its portfolio. This explosive growth 
had two consequences: field staff spent relatively more time on loan approval and disbursement and less 
on collection, and the flood of new loans still in their honeymoon stage in the portfolio obscured the 
worsening status of older loans. To improve the future performance of the Stohel Loan Program, the 
evaluation team recommends that GAF institute an effective management information system (MIS), 
intensify its supervision of borrowers, and ensure that its f h r e  rate of growth does not outpace its 
capacity to manage the program. 

R2.75 = USS1.OO as of February 1992. 



The Business Loan Program 

The Business Loan Program was established with support from USAID to develop and test a 
methodology for lending to higher-level small enterprises considered to have greater potential for growth 
and employment generation. The program extends loans of R1,000 to R20,000 to individual borrowers 
for up to three years. Loans are approved on the basis of client references and simple project assessment. 
No collateral is taken. Loans are made by Standard Bank, based on documentation presented by GAF 
and backed by a R600,OOO guarantee fund on deposit by GAF. GAF receives a fixed 10 percent fee for 
its services, while Standard Bank retains 22 percent in interest income. 

Although there are now 276 lorn  outstanding totalling R834,643, the Business Loan Program 
has not demonstrated that it is a viable product. Sixty percent of the portfolio is at risk (defined as the 
outstanding balance of all loans with payments more than 30 days late as a percentage of principal 
outstanding). The program has been unable to leverage bank funds as planned in the agreement because 
Standard Bank has been unwilling to put its own funds into this portfolio. Many specific problems can 
be cited, such as the inability of Standard Bank to provide timely information on loan status, and the 
inappropriate distribution of credit risk (all GAF's) and income (mostly Standard's). However, the most 
fundamental difficulty is that the methodology has not proved successful in making individual loans to 
the small business sector. 

The evaluation team recommends that GP.F wind up the Business Loan Program. To 
accommodate a substantial fraction of the kind of clients now in the Business Loan Program, GAF could 
safely raise the limit sf  the Stokvel Loan Program to R5,000, though it should consider a sgecial 
qualification process for the larger loans. This would accommodate most current Business Loan Program 
clients, as average loan size is now ??4,100. 

Closing the program means that the god of leveraging bank funds and connecting clients to 
formal financial institutions will be deferred until GAF has the staff resources to devote to further 
experimentation in developing a viable lending methodology. 

Training and Nonfinancinl Assistance 

GAF's client training funded in part under the USAID grant agreement focuses on strengthening 
basic business skills through courses on costing and pricing, business management, record keeping, 
marketing, time management, and the new value added tax. GAF has trained approximately one quarter 
of its loan clients and several hundred nonclients during the USAID grant period. Interviews with 
participants indicate that the training is well received and that it addresses basic business management 
problem experienced by most microentrepreneurs. There is less evidence that the training has 
contributed to changes in client management practices. This is probably related to the training's 
generalist orientation, the absence of specific selection criteria for screening participants, and limited 
follow-up by training staff. These issues will be addressed in a major review and evaluation of the 
business training program by another donor in March 1992, which is expected to result in a longer-term 
strategic plan for the department and the identification of staffing and funding needs. 

Given the interest and direct involvement of several other donors in supporting the business 
training, major USAID support is not required in the future. However, depending on the outcome of the 
March planning exercise, USAID could consider support for some training department staff salaries. The 
primary rationale would be to ensure that the business training complements t*e Stokvel Loan Program 
and that the time and attention of loan progriun staff are not diverted to training functions. 



The USAID prant agreement also provided partial support for GAF's marketing assistance 
program. The aim of this program is to promote general market entry by black businesses, identify and 
link clients to new market opportunitieg, and provide individual advice to clients. GAF hm carried out 
a wide range of activities under this program, such as pro~oting subcontracting relationships through 
trade and matchmaker fairs, identifying franchising opportunities through study tours and seminars, 
producing a black business directory, and participating in trade fairs and other promotional efforts. 
GAF's social services department has complemented the marketing section by sponsoring research on new 
business and employment opportunities and sponsoring several community-level business promotion and 
employment generation projects. 

The effect of these activities is uncertain. The program has suffered From lack of a strategic focus 
and staff turnover and has placed limited emphasig on monitoring the outcomes or cost effectiveness of 
its activitia. To achieve greater impact in the future, the marketing program should develop a longer- 
term strategic plan. Future USAID support could be directed to technical assistance in this area. 

GAF leadership and the original lanipage of the cooperative agreement express the intent that 
GAF's commercial programs (loans and training) should become financially self-sufficient or independent. 
Yet it is not yet clear that all parties have agreed upon either a definition of self-sufficiency or a path for 
GAF to attain it. Today, the Stokvel Loam Program covers approximately 33 percent of its costs. It will 
only reach self-sufficiency if the overhead msts are reduced and the income earned per field worker 
increases. It is incumbent upon USAID to design its frriure assistance to GAF in a way that supports the 
programs' move to self-sufficiency, such as by helping them to establish an equity base. 

CommerciaB Principles irz Management 

GAF is among the first NGOs in South Akicii to adopt a businesslike stance toward clients rather 
than dealing with them as beneficiaries. Its next challenge is to extend commercial principles more fully 
to its own operations. Areas in which OAF can improve its management include: 

Better wmmurication and information flow between the field offices and hedd office; 

@ More regular supervision of field staff by head office; 

Generation of basic financial and general management information needed to inform 
decisions; and 

Institutionalization of internal controls over transaction flows. 

Some of the problems GAF has experienced in developing sound management can be related to 
shortcomings in USAID'S original grant agreement. The agreement required low standards in loan 
repayment (85 percent recovery rate), and did not establish performance indicators to monitor other 
important aspects of portfolio perfonnance closely enough. The cooperative agreement directed GAF to 
produce large amounts of information for the benefit of USAID, most of which was not the kind of 



financial information GAF needed for managerial decisions. Technical assiutancc? in developing and using 
critical operational systems was not provided or wsrs inadequate (particularly in computer programming). 
Finally, USAID allowed GAF to be isolated from exposure to programs in other countries that had faced 
and solved many of the same operational challenges. 

Solving the problems now facing GAY: arid moving toward self-suffic;.eix,y will require the full 
energies of GAF at all levels. Specific steps that need to be taken are described in the main text. 
Because of the effort required to consolidate its current program, it may be advantageous in the long run 
for GAF to consider postponing offers from donors that involve the start-up of new operations, especially 
if such operations might overextend the lending program or fin'wcial staff. 

RECOMMENDATIONS kY)R USAID 

USAID should continue to be a partner to GAF as it seeh to attain higher professional standards 
and ultimately to grow and become finruicially independent. This process should begin now, even before 
the next cooperative agreement is negotiated, because the situation GAF faces with respect to delinquency 
is of some urgency. Therefore, during the process of planning for the next agreement and before the next 
agreement is signed, GAF should develop and implement a manual system to track delinquericy and 
should mobilize staff to engage in rigorous collection efforts. GAF should also begin to develop its own 
strategic plan for the organization for the next 3 to 5 years of operation. Disbursement of funds under 
the next agreement should be conditioned upon evidence that the manual system is being used and is 
accurate, and evidence that the institutional posture toward collections is strong. The proposed strategic 
plan should form the basis of the design of th3 next cooperative agreement between GAF md USAID. 
In the meantime, GAF should continue to lend to microenterprises to maintain its image in the community 
as a reliable source of finance. 

The next agreement should proceed in two or more phases. The first, the consolidation phase, 
should concentrate on collections, management systems, and financial management, while maintaining 
a stable portfolio size. USAID should support technical assistanca for GAF during this time. The team 
recommends that USAID finance the services of an expert in microenterprise credit operations to advise 
GAF in financial management, credit and savings methodologies, management information systems, and 
evaluation. In addition, there will be a need' for local technical assistance in areas such as 
computerization, internal financial controls, and marketing. The first phase of the agreement should also 
support significant and ongoing staff training. It is particularly important to develop internal training 
capacity for the staff itself, aimed at understanding and using GAF's own policies and procedures. 

The end of the consolidation phase should be marked by GAF achievement of specific targets in 
financial management, management systems, and collections. Conditional on achievement of such targets, 
USAID should release additional funding for growth. 

All of USAID'S funding should be guided by the principle that USAID supports the 
transfirmation of GAF into a financially self-sufficient entity, and is not committed to indefinite operating 
support. This aim translates into support for loan capital, technical assistance, and staff training, but not 
support for operating costs, which should soon be covered by operating income. 

The Get Ahead Foundation accomplished a great deal in difficult circumstances during its first 
agreement with USAID. The evaluation team wishes GAF success in meeting its next set of challenges 



with equal couragn and determination and hopes that the program outlined here will help lay the 
groundwork for its success. 



Tllis paper reports on the final evaluation of a Cooperative Agreement between the United States 
Agency for Internaticnal Development and the Get Ahead Foundation (GAF). The Agreement (No. 674- 
0303-G-SS-7080-00) spang the five-year period between September 1987 and September 1992, and 
involves total funding from USAD of $3,301,345. 

The evaluation is organized as follows: 

Section One summarizes the origins and objectives of the USAID grant to GAF; 

Section Two assesses; the performance of GAF in eirch of the three major p):ogram areas: 
Stohel Loans, Busin~ess Loans, and training; 

Section Three reports on a brief srarvey of the effect of loans on clients and their enterprises; 

Section Four discusses a range of institutional develapme~! lsues; and 

Section Five makes rt!comrnendations regarding the future of GAF's commercial activities, 
and USAID's support for them. 

THE ORIGINS OF GEI' AHEAD FOUNDATION 
AND OBJECTIVES OF THE USAPD GRANT 

The Get Ahead Fvundation was established as a blackdirected, nonprofit company in 1985 "to 
promote the communal and business interests of Blacks"' in South Africa by addressing a range of 
obstacles that have hindered the free participation of black South Africans in their nation's economy. It 
was one of the first black economic development organizations (as opposed to political or social 
organizations). Its emphasis on black enterprise, including enterprises of the poor, ivas particularly 
innovative, at a time in which such enterprises were generally prohibited by authorities and disregarded 
by m a y  reformers focused instead on formal employment. 

Promotion of black enterprises at all levels, including the informal sector, was a top objective for 
J 

USAID when it first began to work in South Africa. USAID selected GAF as a grantee under its Black 
Private Enterprise Development Project because of several of GAF's programmatic accomplishments, and 
because of its potential as an organization. These accomplishments, as describwi in the Cooperative 
Agreement, were as fc:iows. OAF was (and is) led by a highly regarded Board of Directors, including 
Ntatho Motlana, its chairman, and Archbishop Desrnond Tutu. The staff had demonstrated the ability 
to gain trust in black communities and to deliver services in townships across the country. GAF had a 
proven capacity to raise funds from diverse South African and foreign sources. Finally, it was one of 
the only organizations with a track record, though brief, in enterprise development. 

' GAF Annual Report, 1990-91, facing p. 1, March 199 1. 



During its early years, OAF engaged in enterprise development activities (credit, training, and 
so on) and community development activities (running high school equivalency courses, building 
community facilities, and providing legal assistance). The USAID grant represented a major expansion 
of GAF's budget ,md activities. It also launched a shift in GAF's orientation, which liencefortli would 
be directed mainly toward commercial activities. 

Some important problems facing GAF at the beginning of the grant included underdeveloped 
organizational structure, insufficieni: delineation of GAF activities, lack of a stable resource base, and 
inadequate performance of lending programs. 

In response to these problems, the Cooperative Agreement, which embodies the gods and targets 
of the grant, provided support to GAF in three related areas: (1) institutional strengthening, (2) 
expansion of lending and training services, and (3) leveraging of funds from commercial banks for 
lending to black enterprises (see Cooperative Agreement, Attachment 2, Sections IV and V). 

InstiYutional Development 

Organizational Restructuring 

The, Cooperative Agreement required GAF to transform its staff from a loose, icformal 
organization, to a formal organization with clearly delineated responsibilities and procedures, in order 
to support a major expansion in its services. The first action was the separation of the staff of Get 
Ahead Limited, which promoted the purchase by black of stock in traded companies, from that of the 
Get Ahead Foundation. These two related orga,,rizations were sharing staff though their functions were 
quite different. 

A more far-reaching change required was the separation of GAF's social or community 
development services from its commercial services. The Agreement expressed the hope that such a 
separation would be the first step toward bhging the commercial services towzd self-sufficiency. 
Specific requirements were adopting a tlew organizational chart set out in the agreement, ap-poisting a 
Deputy Managing Director to lead the commercial activities, and establishing direct reporting from the 

- field workers and credit officers involved in the lending programs to loan program managers in the head 
office. Previously, field operations had been managed by regional managers responsible for the entire 
range of programs. The underlying purpose of the changes was to create an appropriate structure for 
management of the credit operations, including lines of authority between the headquarters and the field 
that would support the commercial orientation of t le program. 

Management Information 

A management information system (MIS) was requited that would track the finances and 
performance of the grant for reparting to USAID as well as become the operating management tool for 
internal GAF purposes. This system was to operate manually at first, and then to be computerized as 
the program volume increased. The system was intended to do the following: 

Budgeting. At the time of the grant, GAF had no formal budgeting process; 



Financial management. Development of income and expense statements, balance sheets, and 
cost center accounting; 

Quarterly reporting on items requested by USAID including loan volume, client information, 
and recovery rates; and 

Tracking staff performance for the purpose of implementing an incentive pay system. 

S @ M  Training 

USAID also .required staff training, aimed primarily at increasing the ability of credit program 
staff to analyze and assist client enterprises. Much of the training, especially for senior staff, was to be 
overseas. At home, GAF was directed to develop in house training on GAF policies and procedures. 

Credit and Training 

The agreement mandated the creation of what is now GAF's centerpiece activiiy, the Stokvel 
Loan Program (SLP). Prior to the USAID grant, GAF had made oldy 210 enterprise loans, and had 
experienced very low repayment. The grant agreement spelled out in detail a group-based credit 
methodology that was expected to reach at least 7,000 borrowers during the grant period, with a recovery 
rate of more than 85 percent. Interest rates were established above commercial lendhg rates at levels 
expected to yield eventual financial self-sufficiency for the program. The agreement cdied for loans in 
the range of R300 to R1,000 fbr one-year t e rns2  It also specified an incentive scheme for field workers 
based on loan volume and recovery rates. 

The agreement spelled out the mechanics of an individual Business Loan Program (BLP) that 
would reach the tier of enterprises between the Stohel Loan Program and formal finance. These loans 
would be baaed on loan appraisal rather than group guarantees. Loans would be fiom R1,000 to R20,000 
ibr up to five years. This program was also expected to become self-sustaining, while disbursing a total 
of R2.5 million and maintaining a recovery level of more than 85 percent. 

Tnining and Nonflnurdal Asaiatance 

The agreement provided funding for tra inq and other nonfinancial services for entrepreneurs, 
though it set no specific tarzets in this area. 



Bnnk Leveraging 

The bank leveraging component required GAF to use USAID loan capital as a guarantee fund for 
loans made by commercial banks to business loan clients. In fact, USAID and GAF planned to use this 
mechanism for the entire business loan program, but could not specify so in the cooperative agreement 
because GAF had not yet negotiated an agreement with a bank. The targeted leverage factor was two 
to one or more (in other words, a R1.5 million guarantee fund would l e d  to R3 million in loans 
outstanding). The agreement anticipated that the bank would extend loans to borrowers upon 
recommendation by GAF after a loan approval process. GAF would receive a fce for its services, while 
the bank would keep the interest income. 

Additional Concerns 

USAID required that GAF address several other issues, which were incorporated as covenants 
in the agreement: 

To fill staff pasitions at id1 levels with blacb wherever possible: 

To promote the participation of women in (iAF activities; 

To continue to seek funding from a broad base of sources; and 

To move its commercial activities as close to financial self-sufficiency as possible. 

Funding 

To carry out these tasks, US AID granted GAF $1.8 million in loan capital; $1.4 mill ion to cover 
staff salaries, training, and expenses; and $0.2 million in equipment. 



SfOKVEL LDAN PROGRAM 

OAF has achieved its most important rtsults through the Stohel Loan Program and, in the 
future, this program should constitute GAF's primary activity in the commercial area. Fllack communities 
currently need this service and all indications are that the informal lector will corutinul: to grow as black 
business are ownership is no longer officially discouraged. As blacks increase their participation in the 
economic life of South Africa, microentrepreneurs will be the first to jump in and provide many 
necessary services. 

GAF has overcome many unusual hardships uncommon to microenterpriae programs in other 
countries because of apartheid and its legacy. Blacks have been systematically barred from obtaining 
technical or management skills, owning property, participation in civic life, and even an adequate 
education. This discrimination has reduced the reserves of human capital and skills #available to GAF and 
directly affected the potential of the program to perform. Under these conditions, it is clearly more 
difficult to achieve high performance levels. 

 g gain st this background, SLP has accomplished a great deal. Staff and manageinent have 
responded to the directives received from USAID in the grant agreement and to n~mmmendations of 
visiting international consultants. The progiam has far exceeded the targets established in the grant 
agreement. Nonetheless, GAP has remained isolated from world experience in microenterprise credit 
management, much of which has in the last few years established performance parameters and 
professional program management tools that improve on those laid out in the original LrSAID agreement. 
This isolation may be partly responsible for some of the weaknesses in the program discussed below. 
Greater exposure in the future to successfbl microenterprise programs in Latin America and Asia could 
help GAF address some of its current shoctcomhgs, set more ambitious goals ;u?d targets, and establish 
more appropriate performance standards. 

The evaluation team examined the Stokvel Loan Program's accomplishments and performance 
in several areas: loan activity, promotion, disbursements, follow through and collection procedures, loan 
administration and reporting, sustainability of the loan activity, technical assistance provided to GAF, and 
the strengtb of GAF's relationships with financial institutions. Finally, the evaluation team addressed the 
extent to wbich GAF has responded to the recommendations contained in the 1989 Intermediate 
Assessment. 

Accomplishments to Date 

GAF, through its Stokvel Loan Program, has provided over 10,000 black entrepreneurs with 
financial services and a sense of belonging to a support organization. These entrepreneurs, many of them 
with newly established businesses, represent a core of important private sector initiatives witlrin the black 
community and will be key in the empowerment of black in the future. GAF has already made a 
substantial contribution to b k k  South African economic development under very difficult circumst;urces 
and general conditions of isolation from the world experience in related matters. It has successfully built 



upon a pre-en:isting informal financial mechanism (stokuel savings schemes) to channel credit to 
microenterprism and has y t  together a dedicated black management staff to direct the, program. It has 
laid the basis for a far larger program in the future. 

SLP has far exceeded original expectations with respect to the number of businesses reached. 
It has advalcetl 12,658 loans totalling almost R6 million in four years, compared to the 7,000 loans 
projected in the original project agreement with USAID. It extended 727 loans in 1988, 1,909 in 1989, 
and 2,309 in 1!M. It experienced dramatic growth in 1991 with 7,717 loans to borrowers. CAF has 
expanded its presence to 22 black townships located in and around most of the major urban centers of 
South Africa. All field offices report great unmet demand and have s~ybstantial numban of loan 
applicatiow pending (Table Cl).' 

Most of' the loans have gone to retail activities. Hawkers make up 51 percent of the borrowers 
while other retailers make up another 20 percent. Tiny manufacturing firms received 21 percent of the 
loam and service providers received about 7 percent (Table C2). These percentages approximate the 
composition of the informal sector and do not reveal any strong bias oE the program to assist one group 
over another. Over time, GAF should expect the service sector to grow relative to the commercial sector 
as more black businesses become estihiished in the townships. 

The field workers interviewed expressed a clear bias in favor of assisting women because they 
viewed 'hem to be more responsible with their credit obligations. Ninety- four percent of the businesses 
financed. by SLP existed prior to the loan while 6 percent were for business start-up. This again reflects 
GAF's credit policy. Borrowers generally fall into the 30-49 year age bracket (64 percent). They 
employ 8,733 full-time and 5,294 part-time workers (Table C3). 

By December 1991, GAF had a current portfolio (loans outstanding) of R3,618,820, more than 
tripling its 1990 year-end balance of P11,060,609 (Table C4). During 1990, GAF doubled the size of its 
portfolio, growing from RS54,000 in December of 1989 to R1,060,609 at the sane point in 1990. This 
expansion, especially during 1991, was achieved by opening up new areas of operation. Sixty percent 
of GAF's current portfolio is located in new areas or in areas where the rate of portfolio growth in 1991 
was explosive (ranging from 445 percent to 2,387 percent). Eighty-three percent is located in both the 
explosive and high-growth areas (72 percent to 115 percent), leaving only 17 percent in the slow growth 
areas (14 tc. 23 percent). In fact, a substantial portion of the current portfolio was generated in areas 
opened or expanded between March and September of 1991 (Table C4). 

Most borrowers in GAF are in their first loans. GAF has made only 1,834 repeat loans for a 
total of R1,273,700 since the program's inception in 1988 out of a total of 12,658 loans for R6,000,C;100 
(Table C5). We could not separate the amount represented by repeat loans in the current portfolio, but 
it is probably not more than RSQ0,000, extrapolating from the quarterly disbursement tables provided by 
GAF. 

Tables are found in the annexes; the letter prefixed to the number of the table indicates which 
annex the table is in. In this case, this Table 1 is in Amex C. 



Current status of the Stokvel h n  Portfolio 

Recovery Rates 

GAF has performed within the recovery rate parameters indicated in the Project Agreement with 
USAID. The agreement set as a goal an 85 percent recovery rate for the SLP. Through December GAF 
reports a rwvery rate of 90 percent (Table C6). Closer scrutiny reveals that rhe recovery gap between 
amounts due for recovery on a quarterly basis was greater than that reported on the "since inception" 
portion of the report. Adding up all of the quarterly differences produces an additional "loss" of 
R155,000, which if included in the recovery rate would decrease it to 86 percent. However, this is still 
above the target rate established in the initial agreement. 

Future Challenges 

Given the improved environment for black enterprise development, GAF can now set higher 
standards for its future program. It can establish more ambitious goals and targets to ensure that it 
achieves the all-important goal of sustainability. The very best programs in Asia and Latin America have 
recovery rates approaching 100 percent and most good programs exceed the 95 percent level. These 
levels are essential for programs to attain financial self-sufficiency in their credit operations. 

Recovery rates are only one measure of the quality of the lending activity. Over- reliance on this 
measure, in the absence of other loan portfolio quality indicators, can mask the actual position of a loan 
portfolio. As GAF works toward the goal of sostainability, it will be important to introduce new, sharper 
measures of performance. 

To demonstrate the importance of such performance measures in understanding the true situation 
of the SLP at any one point in time, the evaluation team carried out a standard analysis of portfolio 
quality. Analysis of delinquency rates suggests that rapid growth has disguised a substantial deterioration 
in the quality of the loan portfolio. Delinquent payments now represent almost 20 psrcent of the current 
balance outstanding (current portfolio) flable C7). Seventy percent of the borrowers are late with their 
payments and the outstanding balance of their loans makes up 60 percent of the total loan portfolio. Even 
if we adjust for payments deposited in the bank but not posted to individual accounts, and for theft of loan 
payments that were not able to be credited to clients accounts, more than half of the SLP loans have some 
repayment problems. Around one-third are already two payments behind (loans over 30 days late) (Table 
C7). This is particularly worrisome in a program depending on a group methodology and not on real 
collateral guarantees, because once the group mechanism fails, chances for loan recovery fall off 
dramatically. 



Stokvel Loan Program Summary 
(GAF data as per Ikamber 1991) 

1 Total loans made 1 12.658 

Total amount disbursed 
,- 

R6,000,000 

Current value of luans outstanding R3,618,820 

Payments 30+ days late R 481,238 (13 percent 
of total 
payments due) 

Balance of loans with payments 30+ days late R1,288,W (36 percent 
of total 
outstanding 
loans) 

The data on SLP show considerable variability among townships in performance, especially in 
relation to delinquency V l e  C7). Analyzing the proportion of the portfolio at risk across townships 
shows: 

The total at risk portfolio (over one day) ranges from 7 to 95 percent; 

The over-30-day at risk portfolio ranges tiom 0 to 77 percent; and 

The over-May at risk portfolio ranges from 0 to more than 50 percent. 

Some tcwnships have a relatively recent problem, with high total at risk portfolios but very little 
over 90 days: Bushbuckridge, Umlazi, Mambisa, Walmer, Soweto, Zwide, and Mothewell. Others 
appear to have developed problems early on and are in jeopardy: Tembisa, Mamelodi, Acornhoek, 
Thulamahashe, Mdantsane, and Kwamashu. Only Katlehong, Sebokeng, and Monti are performing at 
a high standard of loan quality. Kwazakhele, Atteridgeville, Uitenhage, Evaton, and Garadruwa could 
be brought quickly to this standard. This means that only R1,064,561 of the current portfolio of R3.6 
million is (or could be) performing up to high quality international standards. The remaining portion is 
performing poorly, with at risk amounts for over 30 days exceeding 30 percent (Table C9). 

To attempt to understand the differences among townships the evaluation team grouped them by 
different variables. First, we tried to see if the first townships to participate in the program performed 
better or worse than the later entries (Table C8). We found that the oldest branches performed slightly 
worse than average (39 percent at risk over 30 days) and the newest performed better than average (20 
percent). The worst performers were those formed in the third year (49 percent). 

Townships were also ranked by region. Since each region is generally supervised by a midlevel 
manager of some sort, this is a proxy for measuring management effectiveness. The only two regions 
where performance varied substantially were Port Elizabeth, which had an at risk portfolio over 30 days 
of about 22 percent (average is 36 percent), and the East LondonINatal regions, which had 47 and 44 
percent respectively. 



No matter how the townships were grouped, they showed performance variability within each 
group. The conclusion is that the performance in each township depends almost exclusively on the field 
worker assigned to that township, especially when we observe that field workers are assigned one 
township each. Only Port Elizabeth showcd better than average performance and smaller variability 
among townships in the region. This suggests that Port Elizabeth is better managed as a unit and that 
in the other regions field worker supervisors do not impose sufficient quality control on field worker 
performance. This will be discusced in a later section on credit administration. 

The experience of microenterprise programs in other regions suggests future performance 
parameters for GAF with respect to delinquency rates. Highquality microenterprise credit programs 
using the solidarity group methodology elsewhere run delinquency rates (1 day or more) of less than 5 
percent. At risk portfolio (1 day or more) does not normally exceed 10 to 15 percent, even in the 
difficult month of December. At risk portfolio of 30 days or over would not normally exceed 5 to 7 
percent. The best programs perform even better. 

Currently, GAF has suspended all new loans until they improve their recovery rates. Although 
GAF should be commended for recognizing its problem and taking some action to bring it under control, 
this particular response could be counterproductive and actually worsen the situation if continued. For 
example, when clients with a good repayment record do not receive a renewed and larger loan as 
promised when they entered the program, the program runs the risk of discrediting itself and revealing 
that it is in trouble. Word gets out, and other borrowers may decide not to repay since they believe the 
program will pot keep its promise of another loan. Delays in disbursements to clients whose applications 
have been approved can also lead to perceptions and circumstances that lead to eventual repayment 
problems. Either way, suspending disbursements wholesale as a response to delinquency should only be 
aa unannounced and temporary policy accompanied by an aggressive campaign by the organization to 
correct defects quickly. GAF should pursue this strategy. 

Outreach Systems, Promotion, Appraisal, Selection, Disbursement, and Collection 

Outreach and Promotion 

GAF manages its group lending methodology well. It has good relations at the community level, 
although earlier problems that arose with the dismissal of the regional managers could indicate an 
overdependence on key field workers for these relationships. GAF has more demand for its services than 
it can effectively handle, evidenced by the piles of pending applications in the field offices. 

Appraisal and Selection 

It was not possible to determine whether field workers actually visit potential clients to verify 
pertinent data on their businesses since GAF has temporarily suspended disbursements. All field workers 
interviewed said that they visit clients in this verification process, but it appears that little data collection 
or analysis occurs in these visits. 

To enhance the impact of its Stokvel loans in the future, GAF might consider introducing some 
business analysis in the SLP and tying loan amounts more directly to a perceived capacity to repay. At 
the moment, most Stokvel loans are very small and increases for repeat borrowers are based on 
semiautomatic criteria. We observed cases where businesses could have absorbd considerably larger 



loans from the beginning without significant risk. The problem for GAF is that it should not raise initial 
loan amounts until its staff is better trained in basic loan analysis. Marry successful microenterprise 
programs do minimal loan analysis with each operation. In Section Two on the Business Loan Program, 
we discuss the possibility of raising the Stokvel Loan Program ceiling. 

Another future alternative would be to have the Stokvel Loan Program groups save during a 
period of three to six months prior to receipt of the credit both to establish a savings fund to cover 
emergencies during the loan to maintain a perfect repayment history, and as a demonstration of the 
payment level they can safely afford. The loan payments could be based on the savings rate. This would 
also have the effect of delaying entry into the program and testing the groups before they actually receive 
credit. Given the history of stokvels in Socth Africa, this suggestion might provide an important 
alternative strategy to increased field worker credit analysis training. 

Disbursement 

Tho disbursement method currently used by GAF's Stokvel Loan Program is adequate. One 
suggestion would be for the program to bring groups of groups together in activities such as loan 
disbursements to create more of a sense of belonging on the part sf the borrowers. Ultimately, this could 
improve repayment performance. 

Collection 

The recent decision to ask borrowers to repay through the bank branch offrces will take payment 
receipts out of the hands of individual field workers and reduce the possibility of mismanagement. Up 
to this point, GAF has paid a high price for directly handling payments. Although this decision has 
clearly been taken by the head office, not all field offices have implemented this change. The evaluation 
team observed considerable payment activity in many branches. The head office should insist on 
implementing of this policy. 

One difficulty is that in some cases the branch office of the bank is not located near a GAF office. 
Given the importance of transaction costs, GAF should make a concerted attempt either to locate its 
branch offices closer to the cooperating bank's branch offices, or to change to a bank whose branch office 
is closer to GAF's branch office. For example, the GAF branch office in Port Elizabeth is 17 kilometers 
from the bank branch where they would have borrowers repay. That will potentially harm payment 
perfonname because borrowers will not wish to go to both the bank and to GAF with the receipt. 
Similar, thou* less difficult situations were found in other branches. Ideally, the bank branch should 
be located near the GAF branch. 

Credit Administration 

Tbe evaluation team found shortcomings in GAF's credit administration both in the field and at 
the home office. As discussed above, portfolio performance varies greatly by area, basically as a function 
of the field worker in charge of that area. The team's visits to field offices revealed an inadequate credit 
administration system accompanied by a passive attitude about loan collections. Significant exceptions 
were found in field offices with far better than average performance (Port Elizabeth, Garankuwa), 
reconfirming the basic conclusion. Better systems and attitudes were found in offices that had higher than 
average performance. 



Garanhwa, for example, has an-up -todate regivier that tracks precisely the ammnts due on a 
daily basis, records the paymenu actually received, and could serve as the basis for calculating recovery 
rates instantaneously. Only one other branch ofice visited by the evaluation team had such a system. 
In Port Eluabeth and Garanhwa, the evalllation team found an aggressive posture on loan colYections 
by some field staff, which was absent in other field offices. Some field workers suggested that they did 
not worry about collections until they were tdd to do so by the head office or until the lorn was 120 days 
overdue. 

The evaluation t m  did not find consistent credit admiruistr&nr procedures, actively enforced 
and accurately reported. Such procedures did exist earlier, but they appea to have been abandoned 
during the recent rapid expansbn. Interviews with field workers revealed that some are not fully aware 
of their role and responsibility with respect to credit administration. Similarly, some supervisory staff 
are not aware of the overall quality of their lportfolio or their responsibilily in obtaining those results. 

The key to good performance in effective credit programs is a highly motivated staff, with an 
aggressive collections posture and immediate access to loan performance information. These ingredients 
are obtained primarily through effective and intense training processes, creation of internal competitive 
spirit among productive units, effective support and supervision of field staff and a strong institutional 
commitment to information systems (not na:essarily computerized). GAF must seek to develop and 
maintain these systems *nd to keep staff with these attributes. 

Currently, GAF lacks adequate internal controls to detect theft and fraud. Considerable amounts 
have already been lost because of this shortcoming. Effective credit administration would reduce these 
opportunities. ClAF seems understaffed in the admiristrative area in tasks related to portfolio 
management. A misunderstanding about where to cut costs may have led to this situation. At the end 
of the day, +m little administrative control leads to other types of losses that may be greater than the cost 
of the controls. 

GAF has moved to correct these deficiencies by asking borrowers to pay in the bank, 
reorganizing the filing systems, adding one more position in the accounting department for SLP, and 
closing down areas that perform badly. The evaluation process itself spurred GAF to review its 
performance in administration and undertake immediate steps to remedy its deficiencies. The program 
manager, who has formal accounting training, understands and shares the evaluation team concerns and 
had already undertaken to improve performance in this area. The evaluation team can only commend 
GAF for its openness to these important issues and its aggressive posture towards improving its systems. 
This bodes well. 

At the same time, current program management will need considerable support from the Board, 
international microenterprise credit management experience, and local consultants to turn the present 
situation around. With its current staff, GAF can start reinstating many of the procedurm with which 
it started three years ago. It should go back to the basics. 

Personnel and StaMng Structure 

The staff stmctute of SLP is in transition. GAF is experimenting with a structure that more 
closely resembles a traditional branch office in Port Elizabeth. The team hopes that the approach of 
creating productive units whose results can be objectively measured and compared to other units will 
proceed with maximum speed and serve as the basis for reorganizing GAF's field staff. Currently, there 
is disarray due to the firing of corrupt field workers, promotions of credit officers, and other 



administrative changes and four or five supervisory arrangements for field workers. GAF realizes the 
n d  for one system and is in the pl.ocess of making this important change. 

The evaluation team found staff appropriate for the task assigned. They seemed to have the basic 
human relations skills necessary to the SLP. There appears to be an adequate number of field workers 
for the current number of active groups. The average number of groups per field worker (71) falls 
comfortably within the range observed internationally (50 to 120). 

The weaknesses in credit administration are related to inadequate training of field workers, 
supervisors, and managers in portfolio management. Better staff training in credit analysis, loan 
performance and tracking, collections, and basic adrr~inistrative procedures could help to improve 
performance considerably. 

Relationships with Iilnandal Institutions 

Unlike the Business Loan Program, the Stolcvel Loan Program does not depend on sophisticated 
relations with financial institutions. It disburses funds through banks and has begun requiring payments 
to be made through banks. Neither of these operations require more than an administrative relationship 
between the local CiAF branch and the local bank branch. No funds are leveraged in SLP. 

Through SLP, GAF may be missing an opportunity to take full advantage of the savings base of 
the traditional stokvel concept. Although the program requires (with varying degrees) Stohel members 
to save regularly, there has been limited effort to enforce the requirement that these funds be saved in 
the bank. Borrowers seemed quite willing to voluntarily save, even beyond the program's requirements. 
In the future, GAF could develop a considerable savings program that would provide GAF greater 
security for its own loan portfolio and ensure better borrower selection. It could provide borrowers with 
an emergency fund and leverage with banks. 

GAF should define more clearly the role of savings in SLP and maximize the impact of this 
component given the active involvement of its clients in informal savings systems. Many borrowers 
interviewed currently participate in other stokvels or burial clubs. 

Technical Assistance Rovided to Program 

International consultants have been active in advising GAF on program design, implementation, 
and management issues. GAF has responded to their advice, which has contributed to the development 
of an effective methodology for delivering group credit. Written consultant reports pointed to many of 
GAF's strengths and weaknesses. However, they did not place GAF in the context of performance 
standards fbr these types of programs worldwide. Recommendations, while appropriate in most cases, 
did not address key needs such as manual inhrmation systems, accountability of field staff, and analysis 
of and attitudes about loan recovery. Most importantly, the international consultants did not successfully 
break GAF's isolation from the international experience in microenterprise credit management. 

Local consultants have worked primarily in the management and information systems areas and 
have undoubtedly contributed to an improvement in GAF's administration. Nonetheless, basic systems 
remain weak, both conceptually and practically. A review of documentation on the consultancy process 
indicates initial success at the design stage but less success with implementation. This is particularly true 
fbr the loan tracking computer program that seems to have failed in the programming phase, 



Input by someone who could recommend systems design based on the international microcredit 
management experience could have saved a reinvention of tlie wheel. In any case, based on the limited 
documentation available, it is particularly difficult two or three years after the fact to determine the exact 
causm of shortcomings in the management and information systems area and to what extent the local 
consultants were part of the solution or part of the problem (see Scction Four). 

GAPS Raaponm to the Midterm Evaluation 

The recommendations of the midterm evaluation had three major thrusts. Ihc first was that GAF 
needed to strengthen and clarify the organizational structure implementing the SLP. Although GAF has 
taken several steps to respond to this recommendation, the program continua to suffer from supervision 
problems and lack of clarity cf supervisov,y staff about their roles. The evaluation team found a wide 
variety of supervisory arrangements in operation, but only one of them was particularly effective. 

A second thrust was the need for SLP to grow to reach financial self-sufficiency. The program 
grew and exceeded the necessary break-even levels. However, partly because of loan delinquencies, the 
program has not achieved self-sufficiency. 

The third thrust related to strengtheni~a the natural complementarity of the Stokvel and Business 
Loan Programs by promoting the graduation of SLP clients to BLP. Shortcomings in the overall 
performance of the Business Loan Program (discussed below) led to a natural and appropriate reluctance 
of GAF to do so. 

In general, GAF tried, but not entirely successfully, to respond to the recommendations contained 
in the midterm evaluation. Problems identified in 1989 related to organization, administration, and 
supervision remained in 1992. 

BUSINESS LOMU PROGRAM 

The Business Loans Program began in January 1989 with the signing of an agreement between 
GAF and Standard Bank of South Africa (SBSA). This agreement was radical when initiated and both 
GAF and SBSA deserve to be commended for the good faith and gocd intentions it emWies. GAF has 
given BLP its best efforts but, unfortunately, it has not been wholly successful. GAF has managed to 
disburse a significant number of loans in a very difficult market during the past three years, but the cost 
and quality of this lending indicate that the program should not be continued. In the view of the 
evaluation team, GAF should consider winding up BLP and concentrating its efirts on the Stokvel Loan 
Program wbere the characteristics of the market are more clearly understood and where a more workable 
methodology bas been developed. 

Under the original target, BLP was to have disbursed R4,000,000 by September 1992. However, 
since BLP did not start until almost a year and a half after the USAID agreement was signed, 
achievement of this target was considered unrealistic and it was revised downward to R3,000,000 (based 
on a 4: 1 leverage of the R600,000 collateral). Even so, the results of the BLP program have been less 
than expected: 



Business h n  Program Summury 
(GAF December 1991 auerterly report) 

Although the results have been disa?pointing, this is not to say thal the BLP has had no impact 
on the black business community. A total of 373 borrowers have received loans since the inception of 
BLP and most, if not all, lack affordable options for credit. 

Loans made 

Total amount disbursed 

USAID funds advanced to guarantee 
lending 

Current number of borrowers 

Current 4 u e  of 
outstanding loan portfolio 

Current status of the Business Loan Portfolio 

Based on several objective measures, the quality of lending under BLP has been pot.  According 
to SBSA data as of January 1992, 60 percent of the amount owed to GAF is delinquent (defined as 
amount owed to GAF that is more than 30 days late as a propoition of total amount owed) flable Dl). 
By the Bank's count, 192 (70 percent) of the current 276 clients are in arrears more than 30 days: 

373 

R1 ,504,560 

R 600,000 

Cumnt status of Business Lonn Program Portfolio 

I 

 standard Bank data t~ of January 13.19921' 

Current number of borrowers 1 276 1 

308 

R 977,473 

Current value of outstandin~g R788,356 
loan portfolio 

Number of current borrowers 30+ days 192 (70 % of current borrowers) 
in arrears 

L 

Value of outstanding loan portfolio at risk R473,014 (60% of outstanding loan 
(30+ days in arrears) I portfolio) I 
To date, 3BSA has called on GAF's guarantee to the extent of R269,640 in payment of bad loans, 

all within the k t  year. GAF has been able to pay thare calls on their guarantee from interest earned on 
the R600,000 pledged as collateral. The Bank also believes that at Ip-t another R95,000 of the existing 
loan portfolio is bad. The sum of the loans paid out by GAF to date and the amount that SBSA still thinks 

' The discrepancy in the data on the number of current borrowers and the value of outstanding loans 
is explained by different sources and dates of information. Unfortunately, the evaluation team was unable 
to determine which, if either, of the figures were correct. 



should bc written off equals R365,W or almost 25 percent of the funds advanced to date. The poor 
repayment is likely to continue. Once loans are 30 or 60 days latc it is very hard to get them back on 
track. Fully 40 percent of the loans outstanding arc more than 60 days in arrears. 

The evaluation team recognizes several problems with respect to the accuracy of the Bank's 
records on BLP. However, the Bank's records are still better than GAF's. The fact that GAF does not 
have its own method of keeping track of the principal amounts outstanding and the degree of latc 
payments is a symptom of the lending problem within GAF. There can be no doubt that the loan 
portfolio is not good and getting worse. 

Further analysis shows that the larger the loan portfolio and the longer the program has been 
operating in an area, the poorer the quality of the loans outstanding. New loans tend to repay well at 
first, but deteriorate over time. This same phenomenon is observed in the Stokvel Loan Program, but 
to a lesser degree. 

Quality of Business h n  Portfolio 

Area 

Sebokeng 

, 

The BLF Is still far from covering its costs and it is unlikely to do so without further increasinn 
the already unacceptably high delinquency rate. This is discussed further in Sedion Four. 

Years of 
operation 

- 
3 years 

Uitenhage 

Tembisa 

The BLP has been unable to leverage its collateral past the 1:l level. SBSA has indicated that 
is not interested in increasing its exposure to this type of lending. Considering the losses to date and the 
poor quality of the existing loan portfolio, this is not surprising. Through BLP, GAF has been unable 
to convince SBSA or other South African formal sector banks that black-owned small businesses are good 
credit risks. By running a credit program with poor repayment performance, GAF may even be running 
the risk of confirming the biases of the formal financial sector toward these borrowers. 

Mamelodi 

Current value of 
outstanding loans 
(Rand) 

199,887 

Garankuwa 

P. Elizabeth , 
i Soweto 

1 Year 

1 year 

Portion of outstanding 
!cans at risk (30+ 
days in arrears) 

64% 

3 years 

3 years 

2 years 

2 years 

57,441 

18,609 

156,868 

52 % 

26% 

48 % 

131,997 

129,258 

94,296 

73 % 

69 % 

55 % 



Reamns for Pwr Performence of the Bwinea b a n  Progsum 

Lack of good dcta hindered the evaluation team's effort3 to analyze the performance of BLP. The 
following comments, therefore, are not the result of rigorous analysis, but rather a summary of 
conclusions baud on inteeviews with staff and clients a d  team members' own experiences with the 
practical operation of small- and micro-scale credit programs. 

Tke first issue with respect to the low volume of lending in the BLP relates to the demand for 
the product offered. It is not obvious that term loans are the kind of loans that bblck small businesses 
need. Term loans are most often used by the manufacturing sector to purchase fixed assets. However, 
only a small portion of black businesses are in manufacturing. Many of the clients interviewed during 
the evaluation were using their BLP loans to purchase inventory and they shotlld have been able to 
manage a much shorter repayment schedule. Three quarters of the BLP borrowers were engaged in retail 
businesses, hawking, and service enterprises. Their inventory typically turns over two or three times a L 
year and their margins should have been adequate to service the debt over a shorter term. 

The second issue with respect to the BLP's low volumes is that there may be a shortage of viable 
lending opportunities. Whereas a large number of businesses may need a loan, many may need other 
basic inputs even more. Considering the short time period that most blacks have been allowed to operate* 
businesses, future research might show that the real demand for credit at the BLP level is lower than 
commonly assumed. 

Poor Laan Quality 

There is usually more than one reason for the poor performance of a loan. The following factors 
have contributed to the high volume of BLP loans at risk. 

Lack of rigorous credit assessment. Peer group lending is a distinct methodology that banks 
know little about, but individual lending is something that banks have been doing for 
centuri~ and some basic skills have been accumulated in the process. The type of lending 
that BLP has carried out is much closer to standard banking than GAF might admit. 
Unfortunately, GAF staff members were not adequately trained as credit officers in the 
standard sense of lending. Assessing the credit worthiness of a client has been described as 
a process of evaluating four Cs: character; capacity (the range of skills, assets, plans, staff, 
id so forth in the business); capital (2- amount of the client's money at risk); and 
collateral. In the absence of collateral, which the &? lid not require (probably a mistake 
in itself), GAF should have analyzed the remaining three Cs more rigorously. This was not 
done. The analysis of borrowers was often light and involved simple guesswork with respect 
to important issues such as future sales. 

Too little client contact. Once a loan was made, there seems to have been little follow -up 
until the loan was in arrears. As a result the BLP credit o'ificers did not get to know the 
businesses very well nor were they able to see problems coming before they became serious. 

Inadequate monitoring of the loan repayments. Boch GAF and SBSA share the blame for the 
poor quality of information provided to the field staff. SBSA did not consistently provide 



summary re,wrts on the payments mads by BLP clients, although it did provide daily 
summaries of dl loan account trmsaction~. GAF could have used this information ito follow 
up the day after a payment was reported as missuJ to determine what acmnlly happened. 
Field officers loolr#l t41 OAF headquarter# for information but did not receive it in a timely 
fashion (delays of over a month were found). SBSA and GAP shodd have addressed the 
issues with rapect to loan portfolio monitoring fmly on. 

Poor quality control. GAP staff appeared to consider late paynmts acceptable. One client 
said that QAF did not pressure him to pay arul was more undersknding than another 
development bmk. Although borrowers were paying directly to the Standard Bank, they 
never saw tho banker responsible. When the loans became deliquent it was GAF, not bank 
staff, that visited the client. Nor did Standard Bank send out overdua payment notices, as 
required. The clients, therefore, viewed the program as an initiative of GAF,, which they 
may have considered to be a "soft lender." 

Poor quality control also resulted from GAF's tendency to blame the bank for its problems 
rather than taking steps within its power to solve them, and from the limited inlvolvement of 
the Bank's senior management in controlling the program. This limited invo'lvement may 
have been due to the relatively low risk of the activity for Standard Bank and to the 
undefined management responsibility within the Bank for the product. 

In spite of the genuins effotts by everyone involved in BLP, GAF has not developed a strategic 
advantage in leading to the small businem sector. To ~iurvive in this business, GAF would have to figure 
out either how to oftkt its risks or wver its costs, preferably both. 

An example of a strategy l t o  offset risk is the peer group lending nrethodology that has proved 
to be appropriate for lending small amounts of mone,y without collateral in many contexts. There is 
nothing that suggests that GAF has nude a similar ~m&hodological breakthrough for its larger loan 
product. 

Other examples of strategies to offset risk are found in South Africa with the Mependent 
Businsas Enrichment Center (IBEC) in East London and Standard Bank in Cape Town which lend or plan 
to lend to black entrepreneurs who have pariicipated in a strong general business course or a particular 
skill training. Client training will be used to preselect businasses for viability. These strategies may or 
may not work, but the organizations involved realize thl: they must do something to improve the chances 
of leading to businesses that will survive and prosper. ?he desire to lend to a targst group that does not 
have access to credit is mt  enough 10 ensure success. 

With r a p s t  to a strategy fbr covering costs, GAF followed advice offered by the midterm 
evaluation hat suggested that larger loans with leas aa~alysis and less follow-up would improve the 
prospects tbr self-sufficiency within BLP by reducing administrative expenses. Unfortunately, this 
strategy contributed to a decline in the quality of the loan portfolio because it exposed GAF to riskier 
loans even while it relaxed the controls needed to maintain good client performance. GAF did not test 
any other strategy fbr covering it!: BLP lending costs. 

BLP is actually somewhat closer to paying its operating costs than the Stokvel Loan Program: 
38 perceru'of the costs of the Businas Loan Program are covered by cash income compared to 30 percent 



of the costs of the Stokvel Lorn Program (Table Fl). It is unlikely, howover, that GAP'S income from 
the Business Loan Program can be increased significantly without a further deterioration in portfolio 
quality. Thus, it is a long way from becoming self-sufficient. 

The evaluation team recommends that GAF wind up the Business Loan Program, but that it do 
so in a careful arid controlled way. Key considerations for GAF in ending up the program include: 

How can GAP recover finds now outstanding if they do not make any more loans? One of 
the strongest reasons for a borrower to repay is that he or she will likely need another loan 
in the future. If the lender is going out of business there is no incentive to complete 
payments on an existing loan; 

What can GAF do for its good clients who may be depending on them? GAF has some good 
clients who would still have difficulty going to a bank for a loan; 

What can GAF provide to clients whose loan requirements exceed the amounts available from 
the Stokvel Loan program? One of the theories of BLP was that these larger loans would 
be available for Stokvel clients who graduate beyond the group lending program; and 

What will happen to the credit officers now responsible for BLP? 

GAF should not let anyone realize that the F-,? is being discontinued. All clients should be 
pressured to repay. Those who repay well over the rt,naining loan term could be offered the incentive 
of becoming eligible for a new loan from GAF if they form a stokvel. This would require an increase 
in the Stokvel Loan Program limit to perhaps IP5,OOO. This new Stokvel program limit ~.vould 
accommodate a good portion of the existing BLP borrowers, because the average BLP loan is R4,100. 
Raising the loan size ceiling of the Stohel Loan Program is also discussed in the later section on 
sustainability. 

Good borrowers with larger loan requirements could be introduced to SBSA or other formal 
leaders with the BLP repayment record as a credit reference. SBSA has discussed this form of 
introduction and may be amenable to such an arrangement. But to prove the credit worthiness of its BLP 
borrowers, GAF will have to improve its record keeping for remaining payments. Similarly, the SBSA 
will have to improve its monitoring and administration for this level of loan if it wants to take over 
GAF's graduate clients (bank management has expressed a commitment to this kind of system redesign). 
Credit references are not a sure thing, but banks generally look more favorably at a potential client who 
has a proven loan repayment record. There may be a real opportunity to get some of GAF's clients into 
the banks via this transfer concept. 

If GAF recovers all or any of the R600,000 on deposit with SBSA, then these funds should be 
made available for loan capital under the Stokvel Loan Program, not for operating costs. 



TRAINING AND MARKETING ASSIWANCE 

The original grant agreement provided $288,500 for client and staff training and $1 15,000 for 
marketing activities. Training funds included $86,500 for the training manager's salary, $142,000 for 
other program implementation costs, and $60,000 for staff study tours and trave:. Marketing support 

1 included $75,000 for' staff salaries and $40,000 for program support. 

Client training and marketing activities initially were carried out by two separate departments. 
These departments have now been consolidated into one unit, which is staffed by a manager, a training 
assistant, a technical skills trainer, and a training and donor liaison officer. The staff position for 
marketing currently is vacant. The training department initially had responsibility for staff training, but 
individual department heads now assume primary responsibility for this function. 

Client Training 

GAF's client training activities focus on three areas: business skills, technical skills, and 
institutional development. 

GAF's business skills training focuses on strengthening basic skills through courses on costing 
and pricing, business management, record keeping, marketing, and time management. During the past 
year, GAF also conducted courses on the new value added tax. GAF also has a mentoring program that 
links small business owners with large business operators who provide advice in areas such as record 

- keeping, identifying customers, quality control, and problem solving. 

The technical skills division started in January 1992. Its first activity will be a course in auto 
mechanics, which will be tested on a pilot basis in Atteridgeville. Future expansion into other sectors 
and geographic areas will be based on the experience of this course. 

The training department also offers training to other organizations as part of GAF's institutional 
development program, which aims to strengthen the capacity of other community-based organizations 
to initiate stokvel-l ike programs. 

USAID funds have supported the business skills training. The grant agreement does not specify 
any objectives or program activities for this activity, so the evaluation team did not have express targets 
or expected outcomes against which to assess the program. Nonetheless, the following sections review 
the accomplishments of business skills training and identify issues for GAF to consider in the context of 
future program development. It should be noted that the evaluation team gave somewhat less priority to 
the training component than to credit activities because GAF has planned a major review of the business 
training program in collaboration with the Konrad Adenauer Shifhmg in March 1992. 

Accomplishments of Business Skills Training 

Between 1988 and 1991, GAF provided business skills training to 3,672 clients (a majority of 
whom are credit clients) through seminars in the 22 geographic areas where GAF provides loans. This 
comprises roughly one quarter of all loan clients. Training is based on modules and materials developed 
specifically by GAF's training department. One example is a high-quality video tape and accompanying 
workbooks on costing and pricing produced by GAF in cooperation with the Pretoria Rotary Club. This 



type of innovation has been well received by seminar participan's. GAF has also organized one-to-one 
mentoring for a smaller number of clients. 

The business traini~~g is valued by the. clients who have participated. It addresses fundamental 
management problems of microentrepreneurs and its approach is appropriate to the experience and 
knowledge of the participants. Although the evaluation team was not able to attend any training courses 
during the review (as none was scheduled), other GAF program staff have praised the qudity of the 
training and enthusiasm of participants. The training manager and other training staff clearly exhibit a 
high degree of commitment to their work. 

Assessment 

Some current issues related to business training identified by the evaluation team are listed below. 

Effects: Although training participants interviewed by the evaluation team viewed the 
training positively, GAF does not have baseline data on its clients, nor a system to monitor 
and evaluate the quality or effectiveness of its business skills training or mentoring. In a 
client survey conducted by the evaluatio!: team, we interviewed 32 GAF borrowers who had 
participated in the business skills training and 85 borrowers who had not. The findings did 
not reveal any mzjor difference in skill levels or changes in management practices between 
the two groups. Nor was there any noticeable difference in change in business performance. 
However, in the absence of systematic evaluation dau on training impacts, it is not possible 
to generalize these findings. The 1989 USAID internwliate assessment recommended that 
GAF develop a follow-up evaluation system for the training, but this has not been done. To 
improve the effectiveness of the training in the future, GAF should design and implement an 
evaluation system for assessing training needs, impacts, and cost effectiveness as part of its 
planning process. 

Program focus: The business training addresses basic management problems common to 
microenterprises (such as bookkeeping, costing, and pricing). However, participants operate 
various types of businesses and have different skill levels. Thus, while the training they 
receive appears to be useful and competently delivered, its focus may be too general to solve 
problems particular to certain types of businesses. GAF should consider complementing its 
basic business training with more specific training courses that address the express problems 
of particular client groups. 

Selection criteria: GAF clients (and nonclients) self-select themselves for the training. 
Once a course is announced they sign up at GAF field ofices when they come in to pay their 
loan installments. This ensures that participants arc motivated, but it does not guarantee that 
clients are matched to the type of training they expect or need. More specific selection 
criteria together with courses that address training needs of particular client groups (as 
suggested above) could improve the relevance and effectiveness of the training. 

Follow-up: GAF does not provide follow-up assistance to clients who have participated in 
the training. Such assistance is important for reinforcing the principles and practices 
advanced in the training, assessing training effectiveness, and improving training modules. 
The 1989 intermediate assessment suggested that GAF follow up client training through an 
evaluation system involving structured interviews conducted by credit program field staff, 
but this has not been implemented. GAF should develop an appropriate training follow-up 



strategy in the context of the upcoming program review. However, in the view of the 
evaluation team, credit field workers should not be called upon to carry out this role, since 
it would divert their attention from critical credit operations. 

Coat recovery: To help to recover training costs, the midterm evaluation suggested that 
GAF introduce fees for non-GAF beneficiaries and charge the costs associatwl with training 
loan clients to their respective credit programs. GAF did not pursue either recommendation. 
The problems the credit programs have had in simply covering the costs of lending suggests 
that this is not a promising strategy for recovering training costs (see Section Four). 
Introduction of nominal client fees for training could help to partially offset costs. Donor 
support is available and could offset the balance. In the view of the evaluation team, training 
costs for GAF clients can justifiably be subsidized, at least partially, given the low income 
level of clients and the limited interest income generated by the loan programs. Indeed, GAF 
has been quite successful in attracting support from other donor agencies for its business 
training program (for example, Mott Foundation and Konrad Adenauer Shibng). With a 
more diverse funding base, OAF is nuw less dependent on USAID support for this program 
activity. 

StaMng: During the grant period, most of the business training has been carried out 
primarily by the training manager. Not surprisingly, the midterm evaluation found the 
training department stretched thin, and recommended new staff if outside funding could be 
raised. GAF has successfully raised additional donor funds for training and has hired two 
new business training staff - a training assistant and liaison offrcer (to provide reports to the 
Konrad Adenauer Foundation). A highly qualified training specialist has also been hired to 
oversee technical training activities. This has significantly improved the staffing position of 
the department and provides a foundation for further development and refinement of the 
business training (for example, systematic assessment of client training needs, evaluation of 
training effectiveness, and development of new training modules that address express training 
needs of particular client groups). 

Recommendations 

During the five years of the USAID cooperative agreement, GAF's training program has 
expanded and diversified its funding base. A majority of support for training is now provided by the 
Konrad Adenauer Shihng, the Mott Foundation, and Swiss Contact. Two of these donors (Konrad 
Adenauer and Swiss Contact) also give direct technical assistance, primarily in business skills and 
technical skills training. As part of its assistance, the Konrad Adenauer Shittung has provided a planning 
grant to strengthen the training department. This will involve a major review of the business skills 
training in March 1992 with the aim of developing a longer-term strategic plan for the department, adding 
new coursed, and identifying staffing patterns and funding needs. Based on the outcome of tbis exercise, 
Konrad Adenauer Shihng anticipates providing follow-on support for GAF's business training program. 

Given the interest and involvement of other donors in providing funds and technical assistance 
tbr business training, major USAID support is not necessary. Based on the outcome of the March 
planning exercise, however, USAID may want to consider support for some training department staff 
salaries. The primary rationale would be to ensure that the business training complements the Stokvel 
Loan Program and that the time and attention of loan program staff are not diverted to training functions. 



The evaluation team further recommends that GAF address the following issues in its upcoming 
review of the business training program: 

Sharpening program focus: As discussed above, GAF could strengthen the impact of its 
business training by assessing the business training needs of specific client groups, designing 
courses that address these needs, introducing more specific selection criteria, and providing 
adequate follow-up to training participants. 

Introducing fees: Although it is unrealistic to expect the business skills training to 
completely cover program costs, GAF should establish a target for at least partial cost 
recovery through client fees. Fee payment would be an indicator of the ex:ene to which 
clients value training and would help to ensure that the training is relevant and that 
participants are motivated. It also would enable donor resources/subsidies to be extended to 
larger numbers of clients. The first step is to assess full program costs. The second is to 
assess client ability and willingness to pay for different types of business training. The third 
is to experimcnt with different fee structures. This type of financial planning exercise will 
provide basic information for evaluating the cost effectiveness of the business training and 
help GAF determine its longer-term donor funding needs. 

Evaluating program performance: Given the changing NGO funding climate in South Africa, 
evaluation of program performance will be increasingly important for raising donor funds and 
justifying program subsidies. To help to ensure that its programs are relevant and have an 
impact, GAF should give priority to developing a practical system for monitoring and 
evaluating the effectiveness of its training (and credit) programs. 

Marketing Asaistana Rogram 

The USAID grant agreement also provided partial support for GAF's marketing assistance 
program. The grant agreement does not specify any objectives or activities under this component. The 
following section reviews the general achievements and current status of the program. 

Aceomplislunents of the Marketing hsistance Progrrrm 

GAF's marketing assistance program was created in response to the legacy of legal and economic 
constraints that have restricted access to markets by black businesses. The objective of the program is 
to promote general market entry by black businesses by identifying and linking clients to new market 
opportunities and providing individual advise to clients. Program activities have included promoting 
subcontraczing relatiorlships through trade and matchmaker fairs, identifying franchising opportunities 
through study tours and seminars, producing a black business directory, and participating in international 
trade fairs aad other local promotional efforts. GAF's social services department has supported the 
marketing division by sponsoring research on neii business and employment opportunities and sponsoring 
several community-level business promotion and employment generation projects. 

Specific examples of marketing program activities include the Matchmaker Fair and several other 
trade fairs organized in conjunction with the American Chamber of Commerce and the Johannesburg 
Chamber of Commerce to promote subcontracting between small and large businesses. In addition, GAF 
sponsors several trade fairs in townships such as Atteridgeville, Mamelodi, and Tembisa particularly 



during SmJl Business Week each year. GAF also facilitates linkages between small business owners and 
liuge companies on a one-to-one basis. 

Another program activity has been the publication of one of the first directories of black 
entrepreneurs in South Africa. The purpose of this directory was to alert the business world to the 
existence of the small entrepreneurs listed, and to encourage big businesses to give orders and support 
to them. The directory was widely circulated in the business world and among embassies but there is 
no available information on the number of entrepreneurs who may have benefitted. GAF has also 
published a Business Resource Directory that lists marketing and other financial and nonfinancial 
assistance resources available to siilall businesses. According to recent GAF reports, sales of the 
directory have been iow because few small businesses can afford the price and the primary beneficiaries 
have been larger businesses. 

Assessment 

GAF has experimented with a broad range of market promotion activities during the grant period. 
The intermediate evaluation recommended that GAF consolidate and focus its activities to achieve greater 
impact. Specific recommendations included better integrating the marketing unit with the loan programs; 
instituting a monitoring system to track the cost and impact of activities; and developing a two- to three- 
year work plan, focusing on activities that draw on GAF's comparative advantage as an institution, 
achieve greater impact, and generate revenue. 

There is little evidence that these recommendations were acted upon. The marketing program 
still does not havc a strategic plm that draws ors previous iwsons and experience in this ua. Nor llas 
GAF instituted a monitoring system to track the number of clients reached or the cost and impact of the 
activities. 

Staff capacity and turnover clearly has interfered with GAF's learning process, which is critical 
in an experimental program. One professional staff persou runs the program under the supervision of 
the Training and Marketing Department Manager. Two different people have held the marketing staff 
position during the grant period, and it is currently vacant. Thus, it is difficult to assess the marketing 
program's past performance, current focus, or future direction. GAF plans to recruit someone with the 
experience and skills to design and implement a more systematic program, but at this juncture it is not 
ciear what shape this program will take. 

Recommendations 

Without a plan tbr the marketing assistance program or a staff person in place, it is difficult to 
recommend future support. GAF should give priority to reviewing the program's results and lessons to 
date and developing a plan for the program (as recommended in the 1989 intermediate assessment), To 
this end, USAID should consider support for technical assistance to facilitate the development of a 
strategy and focused set of activities for the marketing program. 



SECTION THREE 

EIFFECTS OF LOANS ON CLIENTS AND THEIR ENTERPRISES 

This section of the report reviews the effects of GAF's credit programs on clients participating 
in the Stokvel Loan Program and the Business Loan Program. In the absence of existing baseline or 
monitoring data, the evaluation team carried out a brief survey of GAF borrowers to identify changes in 
their bushess activities before and after the loan. The findings suggest that GAF programs have had a 
positive effect in enterprise growth and employment generation. The Stokvel program, in particular, has 
achieved significant scalo and effective outreach within the communities it serves. These frndings provide 
a strong rationale for continued support for GAF's lending activities, particularly under the Stohel Loan 
Program. 

BROAD EFFECTS OF PROGRAMS 

Scale 

To date, the Stohel Loan Program has provided 12,658 loans to 10,824 borrowers in 22 urban 
and peri-urban areas within South Africa. The Business Laan Program has provided 373 loans to 
borrowers in eight different areas. Although the number of businesses cove:?d represents only a Fraction 
of all microenterprises in the country, the coverage within specific communities has been considerable. 
In Mamelrwli, for sxarrgle, GAF has dvmced ! o m  to 1,148 business (1,056 under the Stokvel 
program and 82 under the Business Loans Program). Given an estimated 3,987 small-scale businesses 
operating in Mamelodi (Liedholm and McPherson, 1991), the program has reached more than one quarter 
of all small scale businesses in this area.' In Kwazakhele, GAF has advanced loans to 827 businesses 
(722 under that Stokvel program and 105 under the Business program), or to one-fifth of an estimated 
3,765 small-scale businesses cperating in the community. The methodology of the Stohel Loan 
Program, in particular, has considerable potential for achieving wide-scale coverage within its areas of 
operation. 

Sectml Distribution 

The sectoral distribution of the Stoltvel loans (21 percent in manufacturing, 71 percent in trade, 
and 8 percent in services) is roughly parallel to the sectoral composition of businesses in the areas served 
by the programb Although a majority of borrowers are retailers or hawkers, slightly more 

Carl Liedholm and Michael A. McPherson, "Small Scale Enterprises in Mamelodi and Kwazakhele 
Townships South Africa: Survey Findings," prepared for USAID, GEMINI project, Michigan State 
University, January 1991. 

A 1990 study of small enterprises in Mamelodi and Kwazakhele shows that 17 percent are in 
- manufacturing, 70 percent are in trade, and 7 percent are in services (Liedholm and McPherson, 1991). 

A 1991 study of informal sector activities in the same two communities found 8 percent in manufacturing, 
75 percent in trade, and 17 percent in services (Levin et al., 1992). 



manufacturing businesses are represented in the program relative to their numbers in tlie informal sector 
as a whole. This is due primarily to the large number of dressmakers among Stokvel Loam Program 
clients. 

Manufacturers are more prominent among borrowers in the Business Loan Program (27 percent) 
than in the Sbkvel Loan Program and than in the small enterprise sector as a whole (20 percent). Ihe 
proportion of traders is lower (56 percent) and the number of sewicc providers is at par (17 percent) 
compared to the overall sectoral composition of small enterprises reported in recent studies (Levin et al., 
1992'; Liedholm and McPherson, 1991). 

Gender 

Both the Stokvel and Business Loan Programs have effectively reached women, who make up 91 
percent of clients in the Stokvel Loan Program and 47 percent of clients in the Business Loan Program. 
Given that women represent one-half to two-thirds of the small enterprise labor force, they are actually 
over-represented in the Stokvel program (Levin et al., 1992). GAP'S preference for women borrowers 
in the Stokvel program is also reflected in the large number of clients working as hawkers, retailers, and 
dressmakers - sectors heavily dominated by women. 

Within the Stokvel program, a higher proportion of women are household heads (two-thirds) 
compared to the overall population (recent studies show that about 30 percent of all households in 
Mamelodi and Kwazakhele are headed by women). This reflects the importance of microenterprise 
income for female household heads, !heir high demand for credit, and GAF's effective outreach to women 
who are primary income m e r s .  Tile proportion of female household heads in the Business Loan 
Program is about average for the population overall. 

PROGRAM EFFECTS ON CLIENTS 

The effects of the GAF loans on client businesses are less well understood. Both the Stokvel and 
Business Loan Programs are based largely on the assumption that if a client takes a loan and pays it back, 
it is likely to have had a positive effect on his or her business. However, GAF does not have detailed 
baseline information or a monitoring system in place to track client or business changes during the loan 
period. Thus, little systematic information currently exists upon which to base this assumption that the 
loans have a positive effect. 

In the absence of monitoring information, a one-time survey of GAF borrowers from both 
programs was condi~cted. In the interviews, the clients were asked questions relating to the status of their 
business before and after the loan. The objective was to ascwtain how clients had used their loan funds 
and changes in financial performance, employment, and management practices during the loan period. 

' M. Levin, G.S. Horn, aud T.N. Sofisa, "Am Overview of the Inforanal Sector in Mamelodi 
(Pretoria) and Kwazakhele (Port Elizabeth)," Research Report Number 32, Employment Research Unit, 
Vista University, January 1992. 



A major shortcoming of this method is tliat recall information on the status of the businesses 
before the loan is not highly reliable, particularly data on tlie financial position of the enterprise.' Also, 
because the survey was designed and implemented in a relatively short period of time (10 days) the 
sample size was limited to 114 borrowers and did not include a control group. Thus, it was not possible 
to isolate the effects of credit from other factors. The findings reported below, therefore, do not provide 
a precise or statistically rigorous picture of impacts. Rather, they are intended to offer a sketch of 
changes during the loan period resulting from the loan and other factors, and a basis for identifying 
prominent differences (if any) among g ~ p s  of borrowers (for example, men and women; producers, 
traders, and service workers; and Business and Stokvel borrowers)? 

Methodology 

The survey covered a stratified sample of 114 past and present borrowers approximating the 
gendcr and sectoral composition of clients in each program. The client sample was sellected fkom 7 of 
the 21 areas currently covered by the Stohel Loan Program, and 4 of the 8 areas covered by the 
Business Loan Program. Although complete coverage of all areas would have been desirable, it was not 
possible in the limited time available. 

To the extent possible, the sample was selected at random from comput,er-generate3 lists. 
However, if a particular client was not available for the interview, another client with similar attributes 
(in gender and sector) was substituted. 

The survey questionnaire was designed with input from GAF staff members. It was pretested in 
Mamelodi and revised accordingly (Appendix A). GAF BLP credit officers conducted the survey with 
assistance from GAF SLB field workers.'O The credit oficers and field workers were trained in the 
application of the questionnaire over a oneday period. The survey was carried out during the first half 
of February 1%2. 

' Given the minimdist approach of the Stokvel Loan Program, the loan a~pplication forms have 
limited baseline information on the clients. The Businss Loan Program does ccdlect basic data on the 
financial status of client businesses as part of the loan appraisal process. However, this information has 
never been systematically processed or analyzed and is not readily accessible. To the extent possible, 
the client survey data was checked against the BLP appraisal data and adjusted accordingly. 

Comparisons among groups are possible since the shortcomings in the surveiy methodology are not 
likely to be biased against any of these groups. 

lo Adapted from a methodology in J. Sebstad and M. Walsh, "Micro Enterprise Credit and its Effects 
in Kenya: An Exploratory Study," prepared for AID AFRIMDI and S&T/WID, Emst and Young, 1991. 



Survey Mndinp 

Use of the Eosn Fun& 

The Stokvel clients interviewed invested the major portion of their loans in their businesses. 
Some diversion occurred, but less than might be expected in a minimalist program." Overall, 84. 
percent of the loan funds were invested directly in client businesses - 82 percent for working capital and 
2 percent fbr fixed capital. Of the funds used outside the business, 10 percent were used for savings, 
3 percent were invested in other businesses, 2 percent were diverted to household use, and 2 percent were 
used for other purposes. Men, on average, used a larger proportion of their loan funds for fixed capital 
than women (19 percent for men compared to 2 percent for women). They were also more likely to 
divert funds for household use (Table 5).12 

A higher proportion of Business Loan Program funds were reported to be invested in client 
businesses - 99 percent overall. Within these businesses, loan funds were more likely to be used for 
fured capital (45 percent) than among Stohel borrowers. About half of all the loan funds were used for 
working capital. Men used a higher proportion of their loan funds for fixed capital investments than 
women (59 percent for men compared to 14 percent for women) (Table 5). 

Overview of Changes Before and After the h n  

The findings suggest that businesses in the survey sample have grown considerably during the 
loan period, but they have not transfcrmed or graduated into more formal operations. Business growth 
is indicated by increases in sales, gross profits, income, and employment. Lack of transformation is 
evidenced by the limited increase in gross profit margins (the Business Loan Program clients did better 
on this account) and in the structure of employment (the Stokvel borrowers did better on this account). 
Moreover, few clients interviewed diversified their businesses, shifted the location of their premises, 
started new businesses, or moved from one sector to another (namely from trade or services into 
manufacturing). The survey results also suggest that although clients improved certain business 
management practices (such as the use of bank accounts), a major ~ansformation to more formal 
management was not apparent. At the time of the survey, clients also continued to encounter restricted 
access to formal sources of credit. Business stability was indicated by the fact that 99 percent of the 
Stohel clients and 87 percent of the Business clients were still operating their businesses at the time of 
the survey. 

Rnandal Performance 

As reported in the survey, the financial performance of the businesses in both programs improved 
considerably during the loan period (Table 10). 

l1 The proportion of funds used outside the enterprise may actually be higher, since respondents are 
likely to have ur 3er-reported diversion. 

l2 Tables are in Annex B. 



a The Stokvel clicnts interviewed reportccl a 136 percent increase in average sales, a 79 percent 
incrwo in gross pmfits, and a 100 percent increase in cash withdrawn from the busincus during 
the loan period. Although this magnitude of change is likely to be o ~ e r ~ ~ t i m a t d , ' ~  the data 
indicate a positive upward trend in sales and gmss profits and that increase! have exceeded 
inflation. Moreover, these increases were experienced by most clients: 93 percent increased 
their sales aid 87 percent increased their gross profits. 

Although the Stokvel clients reported increases in sales and gross profits, the data indicate a 
decline in gross profit margins. This finding must be irvttrprctod with caution (becausc~ 
shortcomings in the recall information), but if there is a downward trend in gross profit margim,, 
it is more likely to be related to increasing competition than to the loan per se. The decline in1 
gross profit margins was not experienced uniformly by clients - 29 percent experienced an 
increase in their gross profit margins during the loan period. 

The Business Loan Program clients idso reported increases in the financial performance of their 
businesses. Average sales increased by 81 percent, gross profits increased by 107 percent, and 
cash withdrawn increased by 92 percent. Unlike the Stokvel borrowers, gross profit margins 
actually increased on average by 16 percent for this group. 

Although most Business Loan Program clients experienced increases in sales, gl,oss profits, and 
cash withdrawn from their businesses (96 percent, 89 percent, and 81 percent, respectively), 
fewer experienced increases in gross profit margins (37 percent). This is similar to the 
proportion of Stokvel borrowers with increases in these respective categories. 

The sample data did not indicate any major gender or sectoral differences in the financial 
performance of businesses in either program during the loan period. 

Employment 

Significant increases occurred in the size of employment during the loan period in the sample of 
businesses. There was also some change in the strumre of employment within the SLP businesses, but 
not within BLP businesses. 

Counting both owners and employees, the size of employment increased by 10 percent among 
the 87 businesses in the sample supported under SLP (from 130 to 143) and 7 percent among the 
27 businesses supported under BLP (from 54 to 58) (Table 12). This represents one new job for 
every R6,063 invested from the Stokvel program ;md one new job for every R28,201 invested 
from the Business program. 

Excluding owners, the average number of employees grew by 32 percent (from .SO to .66) i? 
SLP businesses and by 28 percent (from .86 to 1.10) in BLP businesses Fable 13). Because 

'Ihe financial data must be interpreted with caution. Figures on monthly sales and cost of goods 
sold are difficult to measure given cyclical variations in business activity and the absence of records, 
especially on the status of the businesses before the loans. The "before" loan tigures are likely to be 
underestimated. The actual magnitude of change may also be lower than represented in the data because 
tbe "after" data have not been deflated. 



,most husinwses oxistd at the time of the loan, this is probably a more meaningful measure of 
lemployment generatio~i. 

* The structure of employment chagged within SLP businessw but remained relatively constant 
within BLP businesses during the loan period. Among businesses supported by SLP, there waq 
;m increase in the proportion of wage employees (From 411 percent to 53 percent), full-time 
employees (from 42 percent to 53 percerrt), and women employees (from 58 percent to &I 

percent). Among businesses sulpported by ithe BLP, tho proportion of employees in theae groups 
(lid not change VaMe 14). 

Comparing the structure of employment between the two programs, BLP businesses have a 
noticeably higher proportion of employees ,who am full time (78 percent in BLP compared to 43 
percent in SLP), wage employees (91 perlcent compared to 53 percent), and men (66 percent 
compared to 34 percent) than SLP businesses. This suggests that the quality of employment 
generated under BLP is probably better - imd that men are more likely to hold these jobs (Table 
14). 

Management Practices 

The survey data indicate limited change in client management practices during the loan period 
(Table 15). 

Within SLP, the most significant change in management practices was an increase in the number 
of clients who used personal bank accounts (from 68 perceat to 85 percent) and who separated 
business and household cash (from 38 percent to 50 percent). There was also some increase in 
the number of clients who used business bimk accounts (from 13 percent to 23 percent). 

Only about one-fifth of SLP clients recorded sales and purchases at the time of the survey and 
few clients improved their bookkeeping practices during the loan period. As a result, a majority 
of clients interviewed did not have a clear pictuw of their sales, the value of their stock, or their 
profits. 

About half of all SLP clients had problems in managing customer credit both before and after tho 
loan. 

There was little difference in the business management practices of clients interviewed in the two 
programs. The most notable variation was that all BLP clients had personal bank accounts after 
the loan, although this was largely becausc3 it was required for participating in BLP. The only 
other difference was that BLP clients were better at managing customer credit. Otherwise, BLP 
clients were just as likely to have a separate business bank account, and actually less likely than 
SLP clients to keep complete records of sales and purchases, or to separate business and 
household cash. 

Partidpotion in Training 

Among the clients interviewed, 30 percent of the Stokvel and 26 percent of the Business clients 
also received business skills training from GAF. Within the Stokvel program, borrowers involved in 
production activities were more likely to have participated in training than those involved in other sectors. 



Within the Businem program, borrowers in tho scrvicu sector wore more likely to pirrticipate than other 
sectors (Tablo 3). Tho training wl~v viewwj positively hy tl~cse pirrticipants. However, the findings did 
not revw: my mujjor difference!! in skill levels or changes in management practices between clients who 
h d  ,md those who h;ul not participated in tho training. Nor was there any noticeable difference bctween 
the twcl groups with respect to changes in businws performance. 

Other Ehterpriae Characteristics 

Few clients in the sample diversified their businesses, moved from one sector to anotller (namely 
from t r d e  to services or manufacturing), shifted the Iccation of their preniism, or startodl new businesses 
during the loan period. 

A majority of SLP clients operated on a fu~ll-time basis both before and aRer the loan (93 
percent). A lower proportion of BLP clients operi~ted full time, although there was a slight 
increase in the proportion operating full time durine; the loan period (from 78 percent to 85 
percent) (Table 6). 

SLP clients were more likely than BLP clients to be operating other businmsm (17 percent 
compared to 7 percent). There was no change in this pattern during the loan period (Table 7). 

SLP clients were less likely than BLP clients to be engaged in wrlge employment in addition to 
operating businesses at the time of the survey (6 percont compared with 19 percent). There was 
an increase in the proportion of BLP clients involved in wage employment during the loan period 
(1 1 percent to 19 percent) (Table 7). 

Two-thirds of Stokvel borrower$ in the sample operated home-based businesses and one-third 
worked outside their homes. Among those working outside, 19 percent had secure fixed 
premises, 7 percent had insecure fixed premises, and 8 percent were mobile. There were rro 
gender differences in the location of business and there was no change in business location during 
the loan period (Table 8). 

Half of the BLP clients interviewed worked within their homes, and half outside. Among those 
outside, 15 percent had secure fixed premises, 12 percent had insecure fixed premises, and 12 
percent were mobile. Women in the BLP sample were more likely than men to be home based 
(77 percent compared to 46 percent). There was no major change before and after the loan 
(Table 8). 

Other Sources of Finance 

The sample survey indicates that client participation in the GAF loan programs has not 
significantly improved their access to formal sources of credit. Prior to the loan, about one-eighth of all 
SLP clients and half of all BLY clients had taken loam from formal sources, mostly in the form of hire 
purchase schemes. SLP b~rrowers were more likely to use this credit for their businesses than BLP 
borrowers. Client participation in formal borrowing systems did not increase during the loan period 
(Table 16). 

The survey data probably underestimates client participation in informal borrowing systems. 
Recent studies (Lukhele, 1991) and informal discussions with clients by the evaluation team suggest that 





SECTION FOUR 

INSTITUTIONAL DEVELOPMENT ISSUES 

A major emphasis of the USAID Cooperative Agreement was to strengthen the institutional 
capacity of GAP to deliver commercial services by introducing a management information system, 
moving towards financial self-sufficiency in its commercial activities, restructuring the organization, 
training staff, and broadening the resource base. GAP'S achievements and current challenges in these 
areas are! discussed below. 

MANAGEMENT INFORMATION SYSTEM 

Purpose of the System 

The MIS system to be developed with the USAID funds was to track the use of USAID funding 
mi to provide foe efficient monitoring and management of GAF programs and personnel. It was to 
include cost centers to separate social services from the commercial services, separate branch office 
budgets, and track the performance of field workers to determine their incentive pay. The agreement 
clearly states that the information system should be first developed tq operate on a manual basis. When 
technically feasible and necessary the GAF was to move to computerization, prior to USAID written 
approval. 

Relevance to 6A.F 

"fbe key to excellent credit management, as discussed above, is an effective, accurate, efficient 
information system. The single most important cost reduction device available to most microenterprise 
credit programs is to computerize this information system. Computerization is ideal for microenterprise 
programs that consist of large numbers of repetitive loan and payment operations. The added complexity 
of attempting to respond to donors about the uses of their funds while at the same time providing 
management with vital performance indicators and cost breakdowns and analysis make. computerization 
of the information system almost a necessity. 

Appropriatencsa of the Hardware and Soltware Systems 

Hardware 

The hardware purchased three years ago for the purpose of managing GAF's basic information 
systems was at the time an excellent choice. The Olivetti server runs at 20 mhz, it has a hard disk of 
135 MG, and supports a network. It uses a UNIX based operating system that handles 14 dumb Hewlett 
Packard terminals. This equipment was state of the art at the time it was purchased. It should still be 
adequate to manage GAF's information needs, especially with the new hard disk. 



The 286 processor that forms the heart of the system is slow by today's standards. The network 
would perform considerably better with a 386 procasor running at 35 mhz. Tlna 286 barely supper@ a 
network, tho 386 does it very well. At some point the GAF should consider upgrading to a 386 based 
server and keeping the 286 Olivetti for auxiliary functions or as a backup in case of main system failure. 
We should be clear, however, that the present problem in the loan program are due to programming 
deficiencies, not hardware. If the network degrades the server too much for efficient data processing, 
the key long reports can be run at night when the network is down and diswnnected, therefore making 
maximum use of the server's data processing speed. 

Software 

The software system, based on SCO Xenix 2.1, Infomix-SQL, and the Informix Rapid 
Development System 4GL for the Stokvel Loan Program could not be thorouglily evaluated in the time 
allotted because the system has not yet been completely implemented. The original work done on the 
systems in defining user requirements appears to be thorough and basically correct. The initial system 
may have been designed to do too many tasks and that has slowed down the final implementation. But 
the information to be processed and the reports to be produced all appear to be the appropriate ones. 
Conceptually, the groundwork seems solid. 

By contrast, the design of the fund accounting system lacks key conceptual elements and is not 
wholly appropriate for the task assigned. A good hnd accounting system should be able to summarize 
data in management reports that are useful for tracking the financial situation of an organization. It 
should also provide necessary information on a summary basis to donors about the use of their finds. 
The current system does neither. 

GAF does not produce standard financial reports, balance sheets, income statements, or cash 
flows on a regular basis. It cannot produce a summary report on the status of a specific grant. It 
currently separates the USAID grant at a subaccount level, but not a fund level, using the cost centers 
to represent small operating or administrative groups within the Foundation. In its current form, the fund 
accounting system does not represent any particular advantage over the manual system. 

Status of MIS Implementation 

Visits to field offices and discussions with administrative staff indicate that GAF currently does 
not have even the manual systems to provide the basic management information necessary to maintain 
high performance standards in its credit programs. This was discussed in the earlier sections on GAF's 
credit activities. It was difficult to determine if an adequate MIS was ever in place because early 
information in the administration deprtrnent is somewhat disorganized. Remnants of a manual loan 
tracking system were found in the field offices but in only one case was it up to date. In another case 
it was only a month behind. In other offices the system was not functional. 

GAF's foremost task at this time is to redevelop its manual information system for tracking loan 
repayment performance and portfolio quality. Whatever system desip it adopts, it must be strictly 
administered and its results highly accurate and on time. This system should include the internal controls 
necessary to eliminate the opportunity for fraud in the field offices. The lack of a manual information 
system has cost GAF in widespread delinquency (potential direct cash loss of several 100,000 rand) and 
theft by GAF staff (up to R100,OOO). 



Although the fund accounting systcm, with all of its conceptual flaws, is implemented, the more 
vital loan management system is not. More importantly, the loan management system suffers from two 
potentially fatal flaws. First, the system is unable to process the volume of information required in an 
adequate time. Delinquency aging reporbs for medium-sized townships took 5-8 minutes to run per 
Stokval. At an average of six minutes per Stohel, it would take the program 6.5 days, running 24 hours 
a day, to analyze the entire portfolio. In fact, it took the system almost a week to produce the aging 
reports for the entire SLP. Similar reports for the entire portfolio in most similar- sized Latin American 
micraenterprise programs run in anywhere between 45 minutes and 3 hours on similar hardware. 

The second major flaw is that the data imputed into the computer system (data on the program 
since inception) is off by 30 percent from the data in accounting. There would be no easy way to 
reconcile these differences, even with an efficient program, given the way the raw data was stored in the 
accounting department in the early years of the program. The poor performance of the current program 
makes it impossible to expect the computer department to reconcile these differences. GAF will have to 
make a decision whether to continue with the current effort. 

One alternative might be to return to a test mode using a large data set composed of two or three 
large townships. The programmer could be asked to respond within a 60-90day period on smaller 
portions of the system, starting with the loan tracking portion. Once the program has been thoroughly 
tested arid compiled, GAF could reconsider entering a complete data set. It should not re-enter all 
historical loans, however, since the information is not in good order and would never agree with 
accounting. The evaluation team recommends that GAF not attempt to transfer onto a computer system 
before 1993. 

Use and Understanding of System by Stan 

The staff managing the fund accounting system and the loan tracking system appear to be 
comfortable with their use. Their role in resolving the present difficulties with the system is less clear. 
The system design and programming flaws are clearly outside of their responsibility. GAF should seek 
further outside assistance in redesigning the computerized system, based on the revitalized and tested 
manual information system after it is implemented. 

Extent to which MIS has improved GAPS Administrative and Management Capacity 

h spite of its conceptual shortcomings, the fund accounting system has improved the management 
information available to the GAF Board of Directors and senior managers. The Board receives regular 
reports and the Managing Director regularly reviews the entire computer printout of the financial 
performance of different cost centers. This is an important achievement. Most of the improvements 
needed in the fund accounting system are at the report level, and therefore relativelq easy to program 
once they are specified. The reprogramming should also contemplate more rigorous security measures. 

The loan tracking system has actually been a detriment to the organization. It has distracted 
management from recognizing the inadequacy of their manual systems and allowed staff to let these 
systems slip in anticipation that the computer would soon be coming on line. Much staff effort has been 
expended on computer-related problems. Unfortunately, the computer was viewed as the solution to a 
problem that it cannot solve. Computers can improve the speed and accuracy of data processing, but they 
cannot solve the problem of poor information. 



Recommendations for Future Support 

Eventually, USAID should consider upgrading GAF's computer capacity and replacing the 
Olivetti 286. Nevertheless, this is not the b p  priority. Revamping the software is the f rst priority and 
USAID might try to assist GAF in securing a more effective system. The program should be developed 
in stages, unlike the first integrated effort. This will allow for components of the program to be 
developed and tested. Finally they can all be linked. This will allow the most important parts of the 
system to be up and running before less important parts are tackled. Simplicity should guide this process. 

USAID should not need to provide major new funding for computer support, except if the branch 
office were to be brought onto the network. This decision, however, is two years away at best. 

To discuss whether the credit operations are self-sufficient, it is first necessary to agree on the 
following issues: 

How much income is GAF currently earning on its lending activities? 

What are the costs of providing this credit? 

How will GAF fund the growth of its loan portfolio? 

Unfortunately, the answer to any of these questions in strict accounting terms is not clear because 
of shortcomings in GAF's financial reporting system. What follows is our best estimate of the income, 
expense, and loan funding situation within GAF. Our emphasis is on the Stokvel program because self- 
suficiency is theoretically possible here. 

Income Earned from Credit Operations 

The Stokvel loans produce two sources of income that should be credited to program income and 
two that probably should not be included, 

Service Yee 

The clients pay 10 percent per annum on the full amount of the loan advanced the clients on a 
monthly basis. Because the principal amount of the loan is declining over the term of the loan, the 
effective annual rate of the service fee is 18 percent for a one-year loan (1.5 percent per month). GAF's 
monthly reports for the period February 1991 to December 1991 show that cash service fee amounts 
received range from 1.3 percent to 2.2 percent of the average loans outstanding for the month. This is 
confusing and raises doubts as to the accuracy of the financial reporting system. GAF reports on what 
they term an "accrued service fee." A summary of income and expenses for the first nine months of the 
1991-1992 year shows both the accmed and the cash amounts according to GAF's own records flable 
F 1). 



Interest 

GAF charges 12 percent per amum on the full amount of the loan advanced (20 percent per 
m u m  effective or 1.7 percent per month). This income is not reported on the monthly statements. This 
income is being credited to a capital account with the objective of maintaining the value of the loan finds 
in terms of inflationldevaluation. 

Interest on Clients' Funds 

GAF is earning interest on guarantee funds provided by the borrowers - both the initial 10 
percent required up front and the 10 percent (again effective 18 percent per annum) paid as forced 
savings. This interest is shown as income to GAP, which is not correct. GAF does not have the legal 
right to use these funds or the interest that these funds are earning because they belong to the clients. 
(There is a case to be made that GAF deserves a portion of the interest that it is earning because it is able 
to consolidate the small savings and can earn a higher rate than the client.) 

In summary, GAF is supposed to be earning an effective interest rate of 38 percent a year on its 
Stohrel loans (18 percent which is called a service fee and 20 percent identified as interest). It is not 
clear what they are actually earning, but based on the amount of delinquency in the Stokvel programs the 
actual earnings must be less than the theoretical. 

Coats of the Credit Activity 

The two basic costs that a credit program must cover from interest or fees charged the clients are 
operating costs and financial costs. 

Operating Coets 

Table F2 shows the costs that GAF has allocated to the operation of its Stokvel lending program 
and the BLP. It can be observed that the accrued service fee income from the Stohrel program is greater 
than the direct operating costs associated with this lending. This is encouraging. Unfortunately, there 
are three other levels of costs in addition to the direct operating costs. The income from Stohel loans 
currently is covering only 33 percent of the total operating cost that GAF has allocated to this activity 
(total costs of R1,369,000 versus accrued service fee of R449,000). 

The BLP is earning 38 percent of the operating costs of providing these kinds of loans. 

The financial costs of lending that must be covered in order to be self-sufficient are the costs to 
the organization of the funds loaned. It was not possible to determine what GAF's opportunity cost of 
funds actually is but, as discussed earlier, GAF is receiiling 18 percent a year effective interest that is not 
income. This 18 percent a year is sufficient in the current financial market in South Africa to cover the 
real cost of capital and inflation. 



One cost element that is not included in this analysis ier the cost to the institution of bad loans. 
This cost can be considered either a financial or an operating cost. GAF's cost of bad loans has not been 
quantified yet but once GAF's lending history has stabilized, the organization will have to build this into 
its costing structure. 

A key issue with respect to costs of the lending programs is first controlling and then reducing 
the operating costs. GAF's current budgeting process is effective at controlling costs, as shown by the 
small variance in its budgeted and actual income and expenses. The organization now has to address the 
issue of how to reduce expenditures. The fact that the allocated costs of the head office reprewnts 50 
percent of the csst of the operating the Stokvel program is a surprising figure and deserves attention. 

Loan Portfolio Funding 

Even if an organization is able to cover all of its operating and financial costs, it will not be truly 
viah!e if it cannot attract sufficient funds to grow. We have already concluded that GAF will not be able 
to cover its costs in the short term, but that it will work toward that objective. This means that GAF will 
require operating subsidies for the short to medium term. GAF will need additional capital if it plans to 
grow in the meantime. As opposed to funds to cover operating or financial costs, these funds should be 
used tc invas: i,~. ,;xed assets as well as loans. GAF has a limited number of options for funding asset 
purchase sr exprrtding its loan portfolio because of its nonprofit status. 

Grants From Donors 

GAF has bsen successful at attracting donors. In the fiscal year ending February 1992, GAF 
forecast generd grants of R2,621,000 and was on target for this goal as of the end of November. Table 
F3 summarizb the total sources of operating income forecast by GAF and also points out that the 
organization was expecting to receive a surplus of R1,468,000 for the year, which, as of November 1991, 
appeared very likely to occur. Some of this excess was used to purchase the building that GAF occupies 
in Pretoria. We were unable to determine how the rest of the funds were intended to be used. If GAF 
continues to be successful at raising surplus funds, they can be used to build up significant capital for 
lending. This is obviously the least expensive form of funding for loan portfolio and fixed asset 
purchases. 

Debt From Banks or Other Sources 

GAF is unlikely to attract significant debt to fund its loan portfolio in the short term because 
banks *will not want to take the risk. The current quality of GAF's financial information would make any 
potentiid lender uncomfortable. It may be possible to borrow for fixed asset purchase against the security 
of the asset if GAF needs to purchase more premises or other large items. This should not be necessary 
considering what seems to be a very strong fixed asset situation (vehicles and premises, at least in 
Pretoria, should be more than adequate for some time). 

GAF currently is far from self-sufficiency. Its credit operations are not covering the costs 
associated with these activities. GAF has required grants in the past to be able to fund its loans and to 



purchase premises and vehicles and other assets necessary to the work. OAF has Seen succevvful at 
raising the funds, in addition to those available from USAID, to cover these requirements. In the 
foreseeable rhture, GAF will continue to need both operating funds and investment capital. GAF's 
empl~asis over the next period must be on increasiq revenues for the Stohel Loan Program, reducing 
the costs of this activity, and diversifying imd making more permanent it,! sources of investment capital. 

Recommendations 

Increasing income 

As pointed out earlier, the two options GAF has for increasing the income from the Stokvel 
Loans Program are to increase the average loan portfolio managed by each field office or increase the 
rate of interest paid by the cliena. 

The evaluators believe tbat GAF field staff can handle more clients and a higher average loan 
amount per client. Currently each field staff member is handling an average of 71 Stokvels (1,570 
Stokvels for 22 field workers) or 355 clients. The average loan amount advanced as of September was 
R460 (GAF's quarteriy i * c s o ~  of September 1991 stated that 10,608 loans had been made totalling 
R4,867,800 in disbursements). For discussion purposes, if the number of Stokvels per field worker was 
100 and the average loan disbursed R600, income from the Stokvel program would have been 
approximately 85 percent more for the nine-mmth period previously analyzed or R825,OOO instead of 
R449,OO. This level of service fee income would have covered the first three hvels of operating costs 
shown on Table F2 and would have equalled approximately 60 percent of the total costs shown on the 
same table.I4 

The ahve  rwgh calculations still indicate that the current service fee is unlikely to cover the 
operating cost of providing the Stokvel loans. GAF will have to seriously address the issue of the rate 
charged to clients. It may be that the service fee should be raised in the interest of the long-term viability 
of the Stohel program. 

Reducing Costs 

GAF clearly has to reduce its costs. The summary ill Table F1 suggests that costs allocated to 
the Stokvel Loan Program from the Head M c e  are particularly high. GAF may want to review how 
Head Oflice costs are allocated. The basic question to be asked in carrying out this (often contontious) 
exercise is whether or not the Stokvel lending could continue without the particular Head OfTice functions 
in question. At an earlier point in the report it was suggested that GAF may want to consider a distinct 
structure f i r  its credit activities. Such a structure could more clearly identify the Head Oftice costs 
associated with the Stokwl program and make the analysis of the costs of this lending program more 
transparent, and less subject to opinion. 

l4 The hypothetical levels for the number of clients per field worker and average loan size used above 
have been seen in other microcredit programs (for example, PRODEM\BancoSol) and are probably near 
the practical limit for this methodology. 



Sourcing Funds 

Tho success of the Managing Director and the Fundraiser at incrmsing sources of grants to GAT; 
hau been impressive. The market for this kind of donation is changing, however, and GAF's strategia 
and techniques will have to become more competitive. A growing number of institutions in South Africa 
do similar work, whereas in the past OAF had the field largely to itself. Donors, in particular corporate 
ones, have fallen on hard time.. and are likely to be less generous in the foreseeable future. 'fie 
organizations that still have funds for economic develoli~ment in South Africa (A.I.D. and IDWC, for 
example) are more comfortable with a businesslike pramtation than with a sociai- or conscience-based 
proposal. 

GAF should begin preparing a consolidated strategic plan and financial forecast for presentation 
to donors. The plan should cover the next 3-5 years of operation and summarize clearly the total funding 
requirements in both operating and investment funds. This type of plan would accomplish several goals 
related to issues previously identified: 

Staff and management would have a common vision of where the institution is going; 

@ GAF would be on the way to directing its own destiny, rather than being donor driven as in 
the past; 

8 Donor inputs could be coordinated more clearly; and 

GAF would be competitive in terms of the professional financial imago required by many of 
the current donors in the field. 

It should be possible to build into GAFqs financial plan significant hnds for capitalization. Many 
donors are recognizing that for an institution to be self-sufficient, it must have a capital base to fund loans 
to clients, to invest in short term securities, and to purchase other assets. 

On an operating level, the plan would build on a basic replicable operating unit. GAF is not yet 
at a point where this unit of production or operation is fully developed but the Port Elizabeth structure 
may be the basis on which this level of design can begin. 

ORGANIZATIONAL RESI'RUCTIURING 

GAF is a different organization than it was at the inceptim of the grant. It has more than 
doubled in size, and has become a much more formal structure. Contrasted with five years ago, most 
staff are engaged in operating the loan programs. Commercial services generally and loan programs in 
particular have become the main focus of the organization. 

During this transtormation, GAF has gone forward with the plan set out in the USAID agreement. 
It quickly separated itself from Get Ahead Limited. It began separating the social and commercial 
activities by hiring a Deputy Managing Director for commercial services. During the tirst two years of 
the agreement, the head office staff for commercial services was organized. 

Separation of commercial and social activities at the field level has been a longer process. In 
stages, field staff originally hired as community development workers were distanced from a direct role 



in loan program management. Eventually, these psition,s were eliminated, so that at present all field 
staff are concerned with loan program operatims. The field organization at prcscnt is lean. These 
changes have enabled GAF to carry out a large loan program. 

The terms of Uie agreczmerrt have been carried out, yet the organizational restructuring process 
remains incomplete. The next phase of restructuring should involve the development of a systematic field 
level organizational unit and its replication throughout GA,F's existing offices. Each field office should 
have a similar structure to avoid confusion regarding liner of authority, reporting, and function, and to 
ensure that management procedures can be standardized. E~perience elsewhere h~as shown that refinement 
of model unit structures, particularly when they can be profit centers, form the basis of sound program 
expansion. 

At present, the office at Port Elizabeth, consisting of a Branch Manager responsible for 
supervising both credit officers and field workers, offers the most successful model, although its success 
is due in part to very capable staff in that unit. This is the place to begin in developing a model. 

An important observatioii regarding GAF's organizational transformation is that while commercial 
services have been separated from social services, they are not yet run on commercial principles. The 
cooperative Agreement is vague on what it means by the term commercial, and perhaps this definition 
has never been an issue between USAID and GAF. However, the team believes that if self-sufficiency 
is a genuine goal for the commercial operations, field operations must incorporate more commercial 
principles, such as being run on a cost recovery basis. 

GAF has provided staff members numerous opportunities to learn through outside workshops, 
in-house training, and study tours. The USAID grant iigreement provided partial support for staff 
training, including: 

Outside formal training to prepare businels program staff to identi@ special technical 
assistance needs of borrowers a d  to become mentors to borrowers; 

In-house training for new staff on the objectives of the organization and loan policies and 
procedures; and 

Study tours and courses outside South Africa to $:%:pose GAF credit program management to 
the wide variety of experience in informal swtsr lending in Latin America, Asia, and 
elsewhere in Africa. 

The training department initially had responsibility for both staff and client training. As the 
nature and content of these two types of training were not particularly corrpatible, GAF decided to shift 
responsibility for staff training to individual department heads. 

Accomplishments 

During the period of the agreement, USAID and other donors have jointly funded several outside 
training courses for GAF credit program staff. WlTS Business School provided training to credit 



officers, managers, and field workers in loan i~pplication assessment, business planning and viability, debt 
management, and loi~n collections. Field workers and supervisors went tllrough similar training at the 
Alpha Training Ce~~ter (funddl by ODA) for a short time, but this was discontinued. The computer 
manager attended outsids training arrangd by the consultancy tirm advising on the development of the 
MIS system. GAF's siecretarrid and administration staff have also attended outside training courses 
funded directly by GAF. 

The WITS Business Scllool Training served as the basis for the design of GAF's in-house credit 
training. All crodit program staff participate in the training, which covers Get Ahead's structure, 
administration, credit policia and procedures, and training program. Staff involved in the training 
section are provided further training on how to teach business principles through modules and practical. 
experience in client training co~urses. Credit field staff and supervisors engage in ongoing consultation 
and training in the field, in addition to participating in special training sessions during GAF's semiannual 
planning meetings for all staff. Approximately one-third of the firnds for in-house training have come 
from USAID. 

Twenty-three GAF staff have also participated in overseas training and exchange visits in Israel 
(community developmer~t training), japan (technical skills traininp), the United Kingdom (Cranfield 
University's short courw on microenterprise development), the United States (USIS study tour of 
community-based job creation ;and microcredit organizations), and Kenya (exchange visit with Kenya 
Rural Enterprise Programme). The latter exchange visit was regarded as particularly usefirl for staff 
involved In the Stohel Loan Program. 

Staff appreciate i d  benefit from these activities, most of which are oriented toward improving 
their skills as credit managers and business advisors. Recalling the earlier point on GAFb isolation from 
broader world experienc~e in microenterprise credit, future emphasis on exchange visits to successful 
programs in Latin America and Asia would expose GAF staff to performance parameters and managemcrlr 
tools required for a more ambitious, sustainable program. Such exposure is more likely to be of value 
for GAF than attendance at set-c:urriculum training sessions overseas, where material presented will not 
be directly useful for microenterprise finance. 

Recommendations 

To fvrther strengthen GAF's credit and training programs, the evaluation team recommends 
conthud USAIH) finding for staff training and exchange activities. Ongoing staff training will pjay as 
important role in strengthening GAF's organizational structure and improving its credit management and 
administration systems. During the next phase, GAF should review its in-house training strategy and 
develop a systematic training plan, focusing on operational issues. Further development of a course on 
credit management and administration will be critical. Training for the computer and accounts sections 
will be important, as will courses on goal setting, motivation, and intraorganization communication. 
Exchange visits, especially to succ~sful micro enterprise credit programs in Asia and Latin America, are 
needed to expose GAF staff to the world experience in micro enterprise credit. 

DONOR RELATIONS 

As one of the few established organization in South Afiica with experience in implementing 
community-based programs, GAF is called upon to address a wide range of problems and needs by local 



community group z ~ u  well clu by out.uido donors. This is common to many community-h;rsd NGOs, 
e~pecially at this time in South Africa. 

Given its repuh:ion and hecause there are so few organization;; with similar cxpericncc, GAF I ~ i w  

been successful in attracting many donors for its activities. Current supporters includo 16 foroign 
governments (including USAID), 115 private corporations, several foundations, and many individual 
contributors. In addition to the fundraising department In Pretoria, GAF h i l ~  a small office in Wiuhinbton 
D.C. that soliclts funds from U.S. donors. 

GAF's success in broadening its resource baso over the past five years has enabled it to build a 
core of committed staff and to expand its services to the black community. At the same time, managing 
the large number and different types of donors is increasingly demanding: 

Much time and experlse is required to preparc individual funding requah, follow them up, 
,and negotiate agreements; 

Reporting requirements differ and are time-consuming to meet; 

Funding cycles do not match, making the tllanning and budgeting process more difticult; 

Multiple agendas of donors and the number of different activities they support maltc it 
challenging for GAF to plan and manage its programs; and 

Communication between donors is often weak, which can result in donors pulling GAF in 
different directions. 

The changing funding environment in South Africa is likely to create additional challenges for 
GAF in the future. Up to now, GAF's fundraising approach has been geared primarily to donors who 
direct their support to social justice and social service activities. The proposal requirements of many of 
these donors have been minimal - requiring a rationale for working in a particular area, but little by way 
of an operational or financial plan. This approach has served GAF well in past years. However, as the 
level of funding (and the number of donors) that support GAF's expanding operations increases, this 
process is becoming more difficult to manage. Moreover, the funding environment has changed: 
corporate funds are more difficult to raise, while funds available from international development agencies 
are increasing. These agencies often have more stringent requirements for grantees, such as businesslike 
strategic, operational, and financial plans for the activities they support and for the overall organization. 

Given the changing funding environment, and because GAF has grown into a larger, more 
professional organization, longer-term planning is now important. Once GAF has its own plan, there is 
less chance of its being ~tretched to fit different dono: agendas. A plan could also provide a basis for 
GAF to raise larger amounts of funding from fewer donors. 

During the next phase, donor relations could be strengthened by: 

Developing a 3-5 year organizational plan that includes strategic, operational, and financial 
plans for the organization. In addition to providing direction for management and staff and 
improving the coadination of donor inputs, it would provide GAF with a basis for raising 
funds for its own agenda; 



Asking mujor donor reprwentative!g to meet orr ;I periodic w i s  to uxchango infbrmation. 
This would enahlo donors to understand tliu rimyo of prop . ~ n s  GAT: is involvd in and tho 
specific mmagement and operational prohlem.(r tho o rganhc io~~  may he facing ;it a particular 
timo. From GAP'S perspective, periodic rnectings could liclp to rducc  the tirrie and effort 
currently required by management a~nd staff to meet with and report to individual donors, and 
help to avert pressure!! to expand in~to activitiw that aro not a priori~y for the ory,,;27stion; 
d 

Exploring the pros and cons of esta,blishing a more formal donor consortium to pool funds 
to support OAF'S programs. This wuld bo achieved through exchange visits to organizations 
in other countries that are funded this way. 



SUMMARY OF RECQMM ENDA'I'IONS TO ChT AllEAD FOUNDATION 

The previous sections of tho report discuss GAP'S important i~ccomplishmeniu to date, identi@ 
problem weu, and offer recommendations for consolidating its credit progr,uns, strengthening its cretlit 
m,wagoment and adn~inistration systems, i~nd poising Get Ahead for future growth. 'I'hwe 
recommendations are summarized below. 

- 

1. To eqtablish m efficient and effective credit management system: 

Institute a competent manual loan tracking system that provides immediate information on 
die performance of the loan portfolio; 

Take an aggressive institutional stanco in loan collections; 

Revamp the software when the manual system is working and understood by all staff; 

Improve convenience to clients by locating near the bank branch that is receiving the 
borrowers payments; 

Work on strengthening group characteristics through activities for groups of groups; and 

Visit the best performing microcredit programs outside of South Africa. 

2. To improve the quality of the lending portfolio: 

Restart lending to the good clients in the Stokvel program; 

0 Intensify training of field workers, supervisors, and managers in loan portfolio miuragement; 
and 

Increase analysis of borrower debt capacity, perhaps through the initiation and tracking of 
a more formal savings program. 

3. To improve financial management: 

Develop the a5ility to produce basic financial information (balance sheet, and sources and 
uses of cash statements and income statements) on a quarterly basis; and 

Reprogram the fund accounting system to produce relevant summary reports. 



4. To maintain institutional focus: 

Wind up the Businus Loan Prngratn; 

POCUP on tho Stokvel Loan Program where GAF ha! a d i s h , !  ci.)mpmtive advantage; 

Increase the sizo of the loan ceiling in the Stokvel Loan program to R5,000 to ~ccommdntle 
a portion of the Business Loan clientele (with special procalurw4 applying to larger loans); 

Clarify and enhance the role of savings in the Stokvel program; 

Introduce a simple system to monitor and evaluate the effects on clients of credit mcl 
training; and 

Revizw GAH's role in providing marketing assistance. 

5.  To m . iage multiple donors: 

* Develop a 3-5 year strategic plan, for the overall org,mization; 

Organize periodic donor meetings; and 

Lean more about the experience of other NGOs current\y funded under donor consortia (for 
example, Gramen Bank or BRAC in Bangladesh). 

6. To move toward scif-sufticiency: 

Move toward a larger loan portfolio per field worker ancl review the current charges to the 
clients in the context of the strategic plan; and 

Reduce, restructure, or reallocate Head Office costs. 

RECOMMENDATIONS TO USAID 

This sectiou presents a set of recommendations for GAF and USAlD to consider together that 
could f'orrr* basis for the next round of USAID support to Get Ahead. 

Tbe team recommends that the next agreement focus on the needs of tho Stokvel Loan Program. 
is a more limited focus than the p i ~ i o ~  agreement. It is justified, howtwer, because (1) the team 

recommend8 closing the Business Loan Program; (2) other donors are Jready involved in support tbr 
training programs, and have a cornparalive advantage relative to USAID in these weas; and (3) most 
importantly, perfecting and then expanding the Stohel program is an importarlt task. 

The immediate priority for GAF is to control risk in the Stohel pcrtfolio and to improve 
management systems. GAF should raw enter a period of consolidation witlr the goal of adjusting 
management uld drninistration systems to improve repayment performanc~e before embarking on 
subseque~t growth. USAID should continue to be a partner to GAF as it moves through this 



con.(tolitlation phme t d  into the growth ph;~sc that comes ;rficr. Tho process can be discussed in tknrce 
stage!!. 

Actiorr is needed now, even before the next cooperetivo agreement is negotiated, because the 
situation GAP faces with respect to delinquency is of some urgency. Therefore, the first critical step of 
tilo new agreument with USAID should occur before the next agreement is signed. Prior to signing the 
new agreement, GAF should: 

Develop and implement a manual system to track delinquency, based on aging of loan 
balances at risk. The focus of this requirement is not to see improvemerlt in portfolio quality 
by the time the new agreement is signed, but to see that the system is in place, accurate, and 
up to date; and 

Mobilize the staff to engage in aggressive collection efforts. Staff at all levels should know 
exactly what their duties are in the process of ensuring collections, and should be carrying 
out those duties energetically and effectively. 

Before the agreement is signed, a quick assessment of these two conditions should be made. The 
first condition can be verified objectively by cross-checking the inter4 consistency of the system and 
its use in field offices. The second, which is equally important, will be a more qualitative assessment. 

During this time, GAF should continue to lend in all areas where it wishes to maintain a future 
presence, to retain the confidence of clients that GAF is a reliable source of finance. This confidence 
is itself a repayment motivator. Cessation of new lending cannot solve repayment problems, and can be 
detrimental to a program. However, GAF should make fewer loans per month than it did in the high- 
growth months of 1991, to avoid overwhelming system and staff capacity. 

Planning for the new agreement can proceed at the same t h e  as these actions are taken, with the 
expectation that both the agreement and SAF will be ready in August 1992. 

As part of the planning process, the team recommends that GAF put together a five-year plan for 
the organization as a whole, and that the development of such a plan be a third precondition for signing 
that agreement. USAID may wish to offer some technical assistance in carrying out this recommendation. 

2. New Agreunent and Consolidation Phase 

The cansolida*rion phase should concentrate on strengthening management systems and collections, 
and should last as long as it takes to see significant improvement in portfolio quality and the reliability 
and usefulness of management information, estimated at between one and two years. During this period, 
GAF should seek to develop an organizational "culture" in which delinquency is not acceptable,. Top 
leadership, including board members ancl top management must sustain the change in attitude initiated 
during the preloan phase. Specific activities would include: 

Collections. Continue to develw patterns of strong and immediate follow-up of borrowers 
among field workers, and brhb average field worker perfonnance up to the level of the top 
performers; 



Information systems. GAF should work to perfect its manual system for financial control, 
iu well a maintaining the mmud system for portfolio quality. Key management reports 
sl~ould be developed and usd regularly. After that system is operating well, work on 
computerizing should begin again; 

Lending methodology. Although the Stohel group lending methodology is basically sound, 
there may be adaptations GAF can make that will improve repayments. Many of these were 
discussed in the section on the Stokvel program. They include greater emphasis on savings, 
especially before loan approval, changes in preloan group preparation, and, possibly, 
introduction of timely payment incentives. 

Development of a replicable field unit with standard fbnctions and procedures across the 
organization, that em be the basis for expauion. The units should be self-sufflcient in 
financial terms rrnd should have welldefined procedures and responsibilities (for reference, 
read material on the structure of BKK and BRI in Indonesia and on Grarneen Bank); 

Stable lending levels should prlavail during this period, focused on ensuring that field workers 
are operating at their capacity, but not dding additional areas or staff; and 

GAF should be asked to call periodic donor meetings to help coordinate its future planning. 

Elements of support during this period should include: 

External technical assistance. One aim of this assistance is to overcome isolation that has 
kept Get Ahead from incorporating many of the techniques developed bv successful 
microsnterprise programs in other parts of the world. GAF could benefit from cne extended 
involvement of someone who knows from experience how to control delinquency and manage 
operations in a microenterprise program. The team recommends that USAID finance the 
services of an expert in microenterprise credit operations. That perscm would advise GAF 
in financial management, credit and savings methodologies, and management information 
systems. The advisor could among other task help develop the specifications for the 
management system, and develop staff training programs and materials; 

Local technical assistance. The agreement should also support local technical assistance in 
areas such as computerization and internal financial controls. Assistance from a local audit 
firm could be helpfirl in revising the manual management system to ensure accountability. 
Assistance in computer programming should not be contracted all at once, but retained on 
a contingent basis: delivery of one product leads to agreement on a second. This assistance 
must be selected on the basis of the quality of the individual programmer and evidence that 
this programmer will be available over a long period of time; 

Staff training. This will be an important aspect of the first phase of the agreement, which 
USAID should support. It is particularly important to develop internal training capacity for 
the staff itself, aimed at understanding and using GAPS own policies and procedures. Loan 
collections is another important topic. It might be appropriate to create a special position 
aimed solely at staff training. After the first phase this person could provide institutional 
assistance to other organizations; and 

Cross-visits. As part of the attempt to have GAF learn from the experience of others, 
selected staff should have the opportunity to visit successful microenterprise programs in 



other countries. Thio should include middle as well as top management. These visits shoi~ld 
be organized to focus on operational issues. They should prove more useful than traditional 
shdy tours. USAID may have to cover the costs of translating services during these visits, 
a3 well as 3 fee for the hosting institution's time. 

Reporting. GAP must minimize reporting requirements other than reports that management 
needs to run the program. Reporting to USAID quarterly of audited financial statements, the management 
reports being developed under the agreement (such as a sources and uses statement), and, in particular, 
portfoliio quality information is essential. Other reporting, as for MEMS, should be held to the minimum. 

The er,d of the consolidation phase should be marked by CIAF achievemznt of specific targets in 
financial management, management systems, and collections. The team recommends that targets be set 
in terms of a loan aging analysis that treats as "at riskw the outstanding balance of loans with payments 
overdue. Target levels to be reached by the end of the period should be no more than 15 percent in the 
1-30 day category, 8 percent in the 3040 day category, and 5 percent in the over 90 day category. Such 
levels should be possible for borrowers to meet, provided that GAF provides the right incentives. 

Conditional on achievement of such targets, USAID should release additional funding for growth. 
A brief external review should be carried out to assess whether targets have been met, 

Funding. In addition to covering the cmts of the technical assistance, training, and triivel 
described here, estimated at roughly Sb00,OW, IJSAID should continue to support GAF at a level that 
will allow it to operate at approximately the same rate as it bas in the past two years during this phase. 
Only a small amount of IOU capital is needed, and continued funding of operations, along same lines as 
current levels of support. 

3. New Agreunent, Gmwth Phase 

?"PI$ team is not prepared to specify the direction of the growth phase in the same level of detail 
a Pie awlidatiom phase. We expect that the first areas of growth will be the addition of field workers 
in understaffed areas, to fill in gaps in the field unit. The ability to expand in existing areas will of 
course dquad on demand. Thereafter, GAF will begin to expand into new locations, selected by them 
on the basis of demand and other relevant conditions. During this expansion it will be important to 
maintain management and quality control standards. 

USAID'S tirnding should be guided by the principle that USAID supports the transformation of 
GAF into a financially self-sufficient entity, and not the principle of indefinite operating support. 
Continued support for technical assistance and staff training is appropriate. Support for loan capital and 
operating costs is more difficult to gauge. A guiding principle during the expansion phase is that UdAID 
should provide emugh loan funding to capitalize each new unit planned, together with start-up operating 
expenses. It should expect that the units will cover their owl1 costs (including their shares of direct head 
office costs) within one to two years. In addition, if the consolidation phase is completed successfully, 
USAID and GAF should explore the possibility that b c h  will be willing to leverage loan capital. 
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Fro Molepe, Training and Marketing Manager 
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Jenny Williams, Public Relations Officer 

James Manaka, Business Loans Administrator 

Temba Mahlangu, Stohel  Loans Administrator 

Leonard Tshabala, Credit Officer, SebokengEvaton 

M. Malama, Field Worker, SebkenglEvaton 

Vincent Mrwebo, Branch Manager, Port Elizabeth 
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Mandisa Belu, Field Worker, Port Elizabeth 
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Kumbulele Mnikina, Credit Mcer, East London 
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Roy Polkinghome, Community Banking Services 

Barry Coebm, Community Banking Services 

Alec Moreley, Community Banking Services 

Christine Glover, Manager 

Franz Pretorious, Chief Executive 

David Groom 

Hm P-, Second Secretary, Royal Netherlands Embassy 

Frank Spsagler, Representative, South Afiica Office, 
Konrad Adenauer S t ihng  

Robert Purcell, Project Administrator, Konrad Adenauer Stiftung 
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ANMEX C 

STOKVEL LOAN PROGRAM TABLES 





BORROWER ACTIVITIES FINANCED SINCE INCEPTION 

OTHER SEC"P1QR SERVICE OTHER RETAIL MANUFACTURING 

VALUE VALUE NUMBER VALUE NUMBER VALUE 
-- 

NUMBER VALUE 



TO ALL LOANS SINCE INCEPTION 

NUMBER OF PEOPLE 
EMPLOYED 

BORXOWER AGE GROUP 
BUSINESSES FINANCED - 

FEMALE FWLL TIME PART TIME 

- 
866 
304 
77 

346 
666 
220 
22 
692 
139 
60 

258 
115 
641 
37 

353 
148 
283 - 
12 
35 - 

- 
5294 

NEW 
BUSINESS 

- 
90 
54 
6 

44 
47 
13, - 
118 
9 
7 

35 
20 
82 
89 
58 - 
29 - 
1 
18 - 

EX1 STING 
BUSINESS 

- - 
i.,. . 



GAEANI(UYA 
MAHNISA 
YAlWRD 
lUSH0UCKllIDCB 
HOY7I 
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TOTAL 
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0 554,087 1,060,609 l1284,d26 1,909,501 3,168,391 3,618,810 Growth 1991 
BAR 91 2 1 19 6 6 14 182 

Percent 

1 
4 
10 
14 
15 
20 
2 1 
3 1 
4 I 
4 3  
5 8 
6 0 

66 
7 0 
7 5 
8 1 
8 3 

8 6 
9 0 
9 6 
100 
100 



LE: C5 

-OX3 OR REPEAT LOANS DISBUP-SED 

QUARTER SINCE INCEPTION 

NUMBER VALUE AVERAGE 
LOAN 

NUMBER 
-- 

VALUE 4VERAGE 
LOAN 

LCBI 



7 

STOKVEL LOAN PROGRAM ' 
4 
- 

USAID QUARTERLY REPORT 
FOR THE QUARTER OCrOBER - DECEMBER 1991 

,F: C 6  RECOVERY PERFCRMANCE AS AT 25 DECEMBER 1991 (INCLUDING LATE REPAYMENTS) 

FOR THE YEAR SINCE INCEPTION 

RECOVER1 
RATE 

DUE FOR 
RECOVERY 

AMOUNT 
RECOVERED 

15315 
45522 
42604 - 
36821 
95226 
100238 
66042 
58853 
58853 
115941 
35822 
42962 
79921 
101157 
24386 
33297 
77838 
11857 
17882 
7170 

54400 
20087 

RECOVERY 
RATE 

- - 

DUE FOR 
RECOVERY 

AMOUNT 
RECOVERED 

RECGVERY 
RATE 

DUE FOR 
RECOVERY 

-- 

AMOUNT 
RECOVERED 

BUCrnIDGE,  
R 
S O X  
NSS ACCOUNT 



APPRNDIX C: STOHVBL IIOAN P R O O R A H  - TADIIR C 1  

TADLU C7: PORTPOLIO QUALITY ANALYSIS 
25 DRCBWOIR 1991 

YOVW~HI!J  OUTSTANDING TOTAL D R L ~ N Q U R N T  bBr,rwqunwT 
BALAUCB DBL[WQUENT HORLI TIIAH !ORB ' M A N  

NOCTHEDW TPAIGVAAL PORTFOLIO OALANCB 30 DAY3 90 DAYS 

ATTERIDGBVIl~LB 
Do1 inquent psyrents, anount 
Delinquent psgmente, percent 

At risk portfolio, auount 
At risk portfolio, percent 

Number delinquent borrowero 
Percent delinquent borrovere 

HAUBLODI 
Delinquent psyaenta, aronnt 
Delinquent payments, percent 

At risk portfolio, amount 
At riek portfolio, percent 

Nunber delinquent borrowere 
Perceat delinquent borrowere 

CAPAHKUVA 
Delinquent prpente, amount 
Delinquent prperte,  percent 

At risk portfolio, anount 
At risk portfolio, percent 

Yurber delinquent borrowers 
Perceat del inqueat borrovere 

BAStBRN TRAM VAAL 

ACODNBOBR 
Delinquent prpeats, r ~ o r a t  
Deliaqusrt pryznte, percent 

At ritk portfolio, amount 
At ritk portfolio, percent 

Yumber delinquent borrowere 
Percent delinquent barrovers 



APPKNJIX C: STOKVKL LOAN PROGLAW - TABLR C1 

OUTSTANDING TOTAL D U L r N Q U i Y T  DRLtNQUEYT 
BALAYCU OBl[YQUUWT IfOUB PllAN HORB l l l A Y  
PORTPOLIO BAIIAYCU 30 DAYS 90 DAYS 

TRULAHAHASIU 
Delinquent p a p a n t s ,  amount 
Delinquent pryments, percent 

At risk por t fo l io ,  amount 
At r isk portfol io ,  percent 

Number d e l i ~ ~ q u o n t  borrowers 
Percent delinquent borrovers 

OUSHBUCKALDOB 
Delinquent pojmeata, amount 
Del inqueat prjmeate, percent 

At r isk por t fo l io ,  amount 
At r iek por t fo l io ,  percent 

lumber delinquent borrowers 
Percent delinqueat borrovers 

KAtCBBOHO 
Delinqueat prjmeate, amount 
Deliaqueat prjmeate, percent 

At r i r k  por t to l io ,  amount 
At r i r k  portfol io ,  percert  

Number delinquent borrovera 
Percen t d t l  iaquca t borrovers 

SOVBfO 
Deliaqueat p r p e s t a ,  amouat 
Daliaquent p a p s a t e ,  percent 

At r i r h  por t fo l io ,  amount 
At r i sk  por t fo l io ,  perct.! 

luaber delinquent borrovers 
Percent delinqueat borrovers 



APPRHDIX C:  STOKVBL LOAN PROCPIW - TADJA CT 

S EBOKEYG 
Delinquent pryreate, arount 
Delinquent pryroots, percent 

At r i sk  por t fo l io ,  amount 
At r i sk  portfol io ,  percent 

Number delinquent borrowers 
Percent delinquent borrovers 

BVATOW 
Delinquent p y r e a t e ,  srount 
Delinquent pr j rente ,  percent 

At risk por t fo l io ,  amount 
At r i ek  por t fo l io ,  percent 

Yurber delinquent borrowers 
Percent delinquent borrovere 

PBMBISA 
Delinquent pryrents, amouat 
Del inqueat pryreate, percent 

At r i d  por t fo l io ,  r ~ o u n t  
At r i s k  por t fo l io ,  percent 

Yurber delinquent borrowers 
Percent delinquent borrovers 

HAUBISA 
Delinquent pryreate, amount 
Deliaqueat p r p e a t e ,  percent 

At r i r k  por t fo l io ,  raouat 
At r ink portfol io ,  percent 

Yurber delinquent borrowera - 
Percent deliaqueat borrovers 

OUTGTANDINO TOTAL DRLlNQlJKNT UELINQUEHT 
BALANCE DBI~WQUEW: nons TIIAY nonu T I I A N  
PORFlOLIO BALANCE 30 DAYS 90 DAYS 



APPRWDIX C:  SM)KVl!L LOAN PROGLAH - TABLII C'I 

OllPSTANDINO TOTAL D#LlNQUENT DULlNQURNT 
ilALANGR DBL[NJUENT HORU 1IIAII HOR# 1IIAW 
POHfPOLlO OALANCB 30 DAY! 90 DAYS 

NATAL 

KWAHASBU 
Delinquent p&jmente, amount 
Delinquent pagaents, percent 

At risk portfolio, amount 
At risk portfolio, percent 

Number delinquent borrowere 
Percent dalinquent borrowere 

UWLAZI 
Delinquent pryfieate, amount 
Delinquent prjrenta, percent 

At risk portfolio, amount 
At r isk partfolio, percent 

Number delinquent borrowere 
Percent delinquent borrovere 

BAST LOYOON 

HDAWTSAWB 
Delinquent pr~ueate ,  rrouat 
Delinquent pryuente, percent 

At risk portfolio, arount 
At risk portfolio, percent 

Yurber delinquent borrowere 
Perceat delinqusat borrowers 

WOYTI 
Delinquent prpente ,  arount 
Delinquert pryreate, percent 

At rink portfolio, uount 
At riak portfolio, percent 

lumber delinquent borrowers 
Percent daliaquest barrovers 



A I ' P B N D I X  C: S T O K V R L  LOAN P R O f i R A H  - T A B l A  C? 

O U T G T I N D I N O  T O T A L  D K I l N Q U R N T  D B L I N Q U H Y T  
D A I A Y C B  D K I ~ N 4 1 l K W T  H O n R  T M N  ElOllB Tl lAW 
P O R T P O L I O  D A L A N C R  30 DAY! 90 D A Y S  

H V A Z A K B C L K  
Delinquent prymentn, amount 219,550 18,187 11,196 4,393 
Delinquent prymentn, percent  9 5 2 

At r i s k  p o r t f o l i o ,  moun t  219,550 53,695 28,411 10,982 
At r i s k  p t ~ r t f o l i o ,  percent 2 1 13 5 

Number del inquent  borrowere 9 1 3 0 2 8 11 
Percent de l inquent  borrowere 10 3 1 15 

UITRNllACB 
Delinquent p r p e n t e ,  rmount ?3,317 5,118 1,801 0 
Delinquent prymeate, percent  7 2 0 

At r i s k  p o r t f o l i o ,  amount !3,317 23,510 9,735 0 
At r ink  p o r t f o l i o ,  percent  3 2 13 0 

Number del inquent  borrowere 12  12 5 0 
Percent de l inquent  borroweru 2 9 12 0 

Y A L H B R  
Delinqueat prymeate, amouat 10,690 4,105 1,140 3 5 
Delinquent prymeate, percent  10 1 0 

At r i s k  p o r t f o l i o ,  amount 10,690 t6,94b 15,390 3 , 070 
At r i s k  p o r t f o l i o ,  percent  6 6 3 8 8 

Number del inquent  bsrrowern 15 10 6 1 
Percent de l inquent  borrowers 07 10 7 

WOthBDVBLL 
Delinqueat p y n e n t s ,  amount 110,913 25,098 16,299 6,053 
Delinquert  pr jnente ,  percent  18 12 1 

At r i a k  p o r t f o l i o ,  raouut  110,913 70,644 11,819 13,445 
At r i d  p o r t f o l i o ,  percent  50 30 10 

Number del inquent  borrowers 88 5 11 4 4  20 
Percent de l i aquea t  barrovers  6 6 5 0 2 3 



OUTdTAHDlHC TOTAL DEl~lNQlMNT DH~INQUUNT 
BAIIAYCR DBLIHQIIBYT HORB 7IIAY HORB TllAY 
PORTPOII~O BAllAYCB 30 DAY8 90 DAY3 

ZYIDB 
Delinquent pry#ento, s8ount 111,397 15,098 0,953 1,843 
Dalinquent p ry rea t e ,  percent  13 ti 2 

At r i e k  p o r t f o l i o ,  nsount 111,397 69,157 32,360 2,239 
At r i s k  p o c t f a l i o ,  percent  6 0 2 8 2 

Yurber de l inquent  borrowers 6 0 14 2 9 
Percent de l inquent  boreovere 13 1 8  

TOTAL PUOGlUH 
Delinquent pryrea te ,  aaount 3,618,830 698,383 481,238 
Delinqueat pryrente ,  percent  19 13 

At r ink  p o r t f o l i o ,  moun t  3,618,820 2,165,863 1,288,901 
At risk p o r t f o l i o ,  percent  6 0 3 6 

Number d s l i n q u e ~ t  borrowera 1,770 1,106 734 
Percent  de l inquent  borrowere 62 1 1 



AI'PBNDIX C: STOKVHlr IJOAN I'ROORAN TADLHS 

T A B I I j  C8: PORTPOIr[O (IUALITY ANALYSIY OY AOY, OP l l l lAWCll OPl' lCR 

YEAR USTADLISIIED 

ACORNHORK 
A R R R I D C B V I L L E  

1 

KUAHABRU 
HAHRLODI 
KWAZAKRBLB 

TOTAL 1988 
m 

SOVEPO 
SBBOKEYC 
HOTHBRVBLL 
HDANTSAW B 
THULAWAHASBB 

TOTAL 1989 

ESTABLISHED 1990 

Z Y I D B  
TBUBISA 
U H L A Z I  

TOTAL 1990 

BSTABLISHBD 1991 

OAPAIlKUVA 
BVATON 
U[TBWHAGB 

WOlTI 
BUSHBUCKRIDGB 
IIATLBHOYG 
WAIBISA 
YALUER 

TOTAL 1 9 9 1  (2ND SBUBSTBU) 

OUTSTAWDlNC 
BALANCE 

PORTFOLIO 

211,410~0 
170,970,O 
146,252,O 
241,205,O 
219,550,O 

992,117,O 

549,986,O 
87,017.0 
140,913a0 
133,466,O 
165,489,O 

1,~76,871,0 

111,397,o 
217,141,O 
346,039,O 

107,577,o 

218,675,O 
16,870,O 
73,347,O 

Jt8,89Z,O 

28,382,O 
110,391,O 
189,750,O 
73,95o00 
40,690,O 

473,063,O 

TOTAL A T  
RLSI 

PORTPOLIO 

87,9 
14,1 
87,8 
78,O 
24,5 

62,2 

66,6 
10,4 
5O,l 
7l,6 
75,8 

61,9 

t0,5 
87, t 
70.5 

74,T 

36.8 
30.5 
32.1 

35.1 

9.8 
!5,7 
6.7 
63 12 
66 .1  

17,t 

A T  EIiK 
PORTPOLIO 

OVER 30 DAYS 

10.0 
12,G 
67.1 
6l,8 
13,O 

38.6 

irT R I S K  
I'ORTQOLIO 

OVRR 90 DAYS 

28.2 
4 10 
55 1 
38,3 
5 $0 

25.3 



HATIIRCOHG 
YBBOHBNG 
HOWTI 
ATTBREDOBVILLE 
HUAZAKERLB 
UETBHHAGR 
GAEANCUVA 
IIVATON 
ZYIDB 
HOTHBRVBLL 
UHLAZl  
HAUBISA 
OUSHOUCBRIDCE 
VALHBR 
ACORNHOBK 
SOYBTO 
THULAUAHASEB 
k'" \NTSANB 

1 

HAUELODI 
RWAWASBU 
TEUBISA 

AT IUSB 
PORTFOLIO 

OVER 30 DAY! 

0,o 
2 , 3  
9 # 9 

1 2 , 6  
13,O 
1 3 , 3  
1C,8 
24,8 
28,3 
29,7 
31.7 
35,4 
35,6 
37,8 
40,O 
4O,7 
'9,l 
i1,8 
61,8 
67,l 
71,7 

AT E I 6 Y  YTATRD RHCOVHDY 
PORT POIl[O RATE3 SINCK 

OVRE 90 DAYS IYCBPTION 



ANNEX D 

BUSINESS LOAN PROGRAM TABLE 



Arm 

UP-llankuur: 
Aaount 
X of total  

Port Rlieobeth: 
A m n  t 
X of total  

Ssbokeng : 
Amoun t 
X of total  

iowetn: 
Amount 
X of to ta l  

Uitenrfe: 
Amount 
X of to ta l  

H8mdodi : 
Amount 
X  of to ta l  

Terbisr: 
Amount 
X of total  

total  Program: 
Amourt 
X  of t o t s l  

total  portion of 
portfolia r t  risk: 

1 
t i ,  8% 

19 
1 4 , t i X  

1 4  
7 .  OX 

3 6  
3 7 , j X  

14 
2 4  1% 

2 
1 ,3X 

0  
o a o x  

9 4 
1 1 , 9 X  

59,911 



ANNEX E 

DATA TABLES: GAF CLIENT ISURVEY 



APPENDIX  E 

DATA TAULES 
GET AHEAD FOUNDhT lO l r  C L I E N T  SURVEY: FEUHUARY 1992 

Table E l :  D i s t r l b u t l o n  o f  GAF orlrvey oauplo by gender and oector  o f  
w i s t ~ d - k u l i i n e s b  -.-- _ -- - .-- 

Nuuber ParLentage 
Hen Wonen To ta l  Hen Yonen ' Iota1 

sbk.vr,!_I,oa?_. P r o m  fl 
Product ion 0 22 2 2  0.00 26.83 25.50 
Trade 3 49 52 15.00 5 9 3  t i 4 7  
Serv ices  1 11 12 25.00 13.41 13.95 
To ta l  4 02 86 100,O 100.0 100.0 

b i r ~ e s s  h a n  Pronran 
Product i o n  0 3 9 42.86 23.08 33.33 
Trado 4 8 12 1!l,57 01.54 44.44 
Serv ices  4 2 8 28,57 15.38 22.22 
To ta l  14 13 27 100,O 100.0 100.3. 

Table E2: Average l o r n  a i z e  o f  c l i e n t s  i n  t h a  survey sample by 
gender <wd sec to r  t Rand) -- 

To ta l  Avaunt Borrowed A ~ u n t  o f  l a s t  Loar, 
Men Moan  To ta l  Mcrn W o ~ n  ' T o t a l  

S tokvs l  L d n  Program 
Prcduc t i on  0,dO 1031.82 i031  92  0 ,30  681,82 681.82 
Trade 500.00 881.13 859,bZ 500,OO 606,13 600.00 
j s r v  i .:as 500,OO 1000.00 958,33 500.00 672,73 158.33 
To ta l  500,OO 926,51 906,90 500,OO 027,71 621.84 



APPENDIX E: CLIENT SURVEY TABLE9 

Table E3: Proport ion of  c l i o n t o  in the ourvey o a ~ p l e  who have a lso  
, * 

re_c i. ved . t ~ ~ l l 1 n 9  ---, -- 

Percentages 
Wen Yoaen Total  

S ~ L U Q ~ ~  
Product ion 0 . 0 0  45 ,45  45 ,45  
Trade 0 . 0 0  24.49 23 ,08  
Services 0 . 0 0  27 ,27  25.00 
Tota l  0,OO 30.49 29.07 

0usiness loeq PProeran 
Production 0 . 0 0  33.33 11.11 
Trado 50.03 25,OO 33.33 
Services 50.00 0,DO 33.33 
Total  28.57 2 3 , 0 8  25.93 

Table E l :  Proport ion o f  c l i e n t s  i n  t h e  survey sample who a r e  
housshnl d herds 

Percentages 
Hen Woaen Total  

Stokvel Loan Prograr 100,O 6 6 . 2  0 7 . 8  

Eusinsss Loan Program 100,O 23.1 6 2 , 9  



APPEND11 E :  CL IENT SURVEY TABLES 

Parcentageo 
Hen Yoren Tota l  

&okUI__kCWa~a!! 
For  ass ie ted B u e i n e s ~  

Working Cap i ta l  
F ixed Cap i ta l  

For o the r  businesses 
For household 
For savings 
Other 
Other 

Business l oan  Pronram 
Fcf ass i s ted  Buei nsas 

no rk ing  Cap i ta l  40.59 83.04 53,74 
Fixed Cap i ta l  59.51 14.25 45.42 

For o the r  businesses 0.00 0,00 0,00 
For  household 0.00 0,OO 6,OO 
For savings 0.00 2,71 0,84 
Other 0.00 0,OO 0.00 
Tota l  100.0 100,O 100.0 

Tsble E8: Hours o f  ope ra t i on  o f  businessbs i n  t h e  eurvey sauple 
before  snd a f t e r  t h e  l oan  - 

BEFORE AFTER 
Percentage Percentage 

Hem Wonen Tota l  Hen Yonen To ta l  

S tokve l  l oan  Proaraa 
F u l l  Time 75,OO 92.17 91.95 100.0 93.90 94.19 
P a r t  Tiue 25,OO 1.23 8,05 0,OO 8.10 5,81 
To ta l  100.0 100.0 100.0 100,O 100.0 100.0 

Business l oan  Proarau 
F u l l  T i r e  100.0 78.51 88.89 100,O 84.62 92.31 
P a r t  Tiae 0,OO 42.81 1 1 , 1 1  0,OO 38.46 7,69 
To ta l  100.0 100.0 100.0 '00,O 100,Q 100,O 



APPENDIX E :  CLIENT SURVEY TABLES 

Tablo E l :  Other employment and busineso a c t i v i t i e s  o f  c l i e n t s  i n  
the_~_~~~e l tb !hres?d4fJ~~g~-  --- 

BEFORE 
Percentrgee 

Men Uonen Tota l  

Stohvel  Lorn Proareu 
C l i e n t s  engaged i n  

w a g e e n p l o y ~ n t  0,00 7,23 7.23 
C l i e n t s  ope ra t i ng  

o ther  businessee 5,00 16.07 17.24 

Business Loan Pronram 
C l i e n t s  engaged i n  

wage employnont 0,00 23,08 11.11 
C l  i e n t s  ope ra t i ng  

o ther  businesses 0.00 15.38 7.41 

AFTER 
Percentage8 

Hen Uoaen Tota l  

Table Ed: Locat ion  o f  businesses i n  t h e  survey a a u ~ l e  be fo re  an2 
a f t e r  t h e  l o r n  

BEFORE AFTER 
Percontrgoe Percentages 

Men N o w n  T o t a l  Men U o w n  To ta l  

& l~vo l  Lodn P r o ~ r a u  
Horn Baaed 75.00 86,21 M , 8 7  75,OO 65,85 66.28 
Outsido/secure tenure  25,00 19,28 19,54 2: $00 18.29 18,BO 
O u t s i d e / i n s t c u r e t e n u r e  0.00 7.23 8,90 0,SO !:?2 8.98 
Mobi le  0,OO 7,23 8,90 0,OO 8,54 8.14 
To ta l  106.0 100,O 100.0 100.0 100,O 100,O 

Business l oan  Prograr  
How Baaed 57.14 78,51r 50,OO 48,15 76,92 50.00 
0utsidolsecuretei;-iif'e 28,57 14,29 21,43 23 ,M 7,69 15.38 
O u t s i d o / i n s t c u r s t e n u r e  0,00 7 1 4  3,57 7,09 15,38 11.54 
Mobi le  14.29 0,OO 7.14 23,08 0,00 11.54 
To ta l  100.0 10Q.C 100.0 100,O 100.0 100.0 



APPENDIX E: C L I E N l  SURVEY TABLE9 

Table E9: L i f e  c y c l o  o f  buoinesses i n  the  survay sample 
h.~fa~_r) .~od  aftsr t he  loan -- 

BEFORE 
Percentages 

Hen Manen Tota l  

U v e l  Loon Proarar  
S t a r t  up 0.00 0.00 0.00 
Ongoing 100,O 100,O 100.0 
Tota l  100,O 100,O 100.0 

Ousi t~ess l oan  Prosran 
S t a r t  up 0,25 0.00 3,33 
Ongoing 93.75 100.0 90,67 
To ta l  100.0 100,O 100.0 

AFTER 
Stokvel  Loan Prograr  
Ongoing 100.0 98.80 98,85 
Closed down 0.00 1,20 1,15 
To ta l  100.0 100.0 100.0 

Business loan Prosrar  
Ongoing 81.25 92,86 86.07 
Closed down 18.75 7.11 13.33 
To ta l  100.0 100.0 100.0 



BEFORE 

Hen Women 
(Rand) 

Stokve l  Loan Prosraa 
Average so les  655 915 
Average gross p r o f i t  375 404 - Average grosa 

p r o f i t  na rg in  0 . 5 7  0 .51  
Cash v i  thdrawn 

by c l i e n t  6 3  280 

Business l oan  Prosraa 
Average aalea 2100 2297 
Average gross ~ r o f i t  1110 779 
Average gross 

p r o f i t  margin 0 , 5 3  0 .34  
Cash withdrawn 

by c l i e n t  540  393 

AFTER 

Hen Yoaen To ta l  
(Hand) 

PERCENT INCREASE PROPORTION OF CLIENTS 
Y l  TtI INCREASES 

Men Women To ta l  Hen Wonen To ta l  
(Percent I 

- - -  

I Ongoing businesses on l y  



APPENOII E :  CLIENT SURVEY TA8lES 

Table E l l :  Tota l  onploynent ( i n c l u d i n g  ouner) i n  bus inea~es  i n  survoy oonplo before and a f t e r  t he  loan by gender o f  

OEFORE 

Man Wartn Tota l  
(Numbers) 

-. - - - - - .-- ---A 

AFTER PROPORTION OF CLIENTS 
UITH INCREASES 

Hen Yoren To ta l  Hen Uonen To ta l  
(Numbers) 

Stokve l  L q a m a u  
To ta l  employrent 
( i n c l u d i n g  owner) 

F u l l  Time 
P a r t  Tilre 
To ta l  

Avsrage no, employee8 
par  bus i  nese 
( i n c l u d i n g  owner) 
F u l l  Tine 0,75 1,10 1,14 
P a r t  Time 0,75 0.34 0.36 
TOTA 1 1,50 1.50 1.50 

Eusiness l o a n  Prosrar  
To ta l  nuubar o f  ergloyaas 

( i n c l u d i n g  owner) 

F u l l  Tine 29 18 47 
P a r t  T i n  3 4 7  
T o t a l  32 22 54 

Average no, employses 
per businass 
( i n c l u d i n g  ownsr) 

F u l l  Tine 2.07 1.38 1.74 
P a r t  T i n  0,21 0.31 0,26 
TOTAL 2.28 1.69 2.00 

o / r ( o r )  I I / ~ ~ ( I I X )  l t / e 7 ( 1 3 x 1  
o/r ( o r )  ~ o / e s  ( 1 2 r )  t o l e7  (12.11 
014 ( 0 s )  21/83 (25Y) 21/07 (251) 



APPENDIX E :  CLIEIIT SURVEY TABLES 

Table E12: Tota l  number o f  om~ loyees  ( includin:  u i n o r s )  i n  buainossea i n  the  survey eaaple 
before  and u f t e r  tho  loan ~ e r i o d  ---------- -- 

before  A f t e r  X Change 
Stokvo l  l oan oroar@ 

F u l l  t i r e  9 9 110 11s 
P a r t  t i r e  3 1 3 3 6s 

Tota l  130 143 1 OX 

Busine88 loan prosran 
F u l l  t i r e  
P a r t  t i r e  

To ta l  54 5 8 7% 

Table E13: S ize  o f  enplovlrent (exc lud ina  ouns rs l  i n  bua~nessea i n  the survey s a r ~ l e  before  and a f t e r  t h e  l oan  

BEFORE AFTER PERCENT CHANGE 
AVdragb nurber 
o f  employes 
(exc lud ing  owners) : 

Stokve l  Lo in  Pronrar  
n t n  .21 , 22 4% 

52% Yoren ,29 ,44 

Ylge Employees .24 -35 40X 
F a r i  1 y Workers .26 ' ,31 19% 

F u l l  t i r e  , 22 .35 5 9X 
Pa r t  t i r e  -28 ,I1 1% 

TOTAL .50 ,Be 3 2s 

E u s i n u a  l oan  Proarar  
Nan , 54 -72 3 3s 
Yowrr .32 .38 1 9% 

Ylgb 8 1 ~ 1 0 ~ ~ 0 6  .79 1 .a!? 21% 
F a d  l y  workers .07 , 10 43% 

F u l l  t i r o  , 75  .72 -4% 
P a r t  t i r e  .11 38 245% 

TOTAL .8Q 1.10 28s 



APPEND11 E :  C l I E N l  SURVEY TABLES 

Tablo E 14 :  Sbructuro o f  enplaymnt  (excluding owmroj  i n  b u o i r ~ o o s e ~  i n  tho survey ssmplo boforo ond o f t o r  tho 
! o.an - .- .. .. . . ... . . 

D i s t r i b u t i o n  of enployoee 
(exc luding ownerc) : 

s_tokveI LOLB Prograr 
Hen 
Woren 
'IOTA L 

Wage Enpl oyees 
Faaily Workors 
TOTAL 

F u l l  tire 
P a r t  t ime 
TOTAI. 

Business Loan Prosrar 

Wen 
Women 
TOTAL 

Wage employees 
F a d  l y workers 
TOTAL 

F u l l  t i r e  
P u t  ; ire 
TOTAL 

BEFORE 

428 
5 8 1  

IOOY 

48Y 
52s 

100% 

42Y 
58% 

loor 

8 3% 
3 

100% 

911' 
9X 

loor 

8 8 1  
121  

toor  

AFTER 

341  
00Y 

1 DOX 

53Y 
4711 

loo# 

53% 
17X 
1OOI 

f 011 
3411 

I 0 0 1  

91X 
9 1  

1005 

7811 
22% 

t o o l  



~ v ! Q ~ ~ ~ ~  

Records aalea 
C o ~ p l e t e  
P a r t i a l  

Records purchases 
C o ~ g l e t e  
P a r t i a l  

Seperatea b u d  nsss 
and houashold cash 

Use bank account 

Has separate bank 
accourlt fo r  tusinese 

Sel l9  on c r e d i t  

Debt co l  l ec t  i on6 
a problem 

Business loon Program 

Records sa l  t e  
Complete 
P a r t i a l  

Records purchasts 
C0llpl e t8  
P a r t i a l  

Seuaratte bueiness 
and hou8thold cash 

Usts bank account 

Has seflarrte brnk 
account f o r  busintee 

Sal 1s on credi  t 

Debt co l  l ac t ions  
a problen 

UEFORE 
Percentageo 

15% 
44% 

15% 
40% 

38% 

, 08% 

13% 

12% 

5 9Y 

25s 
19% 

15% 
2 2 1  

4 0 1  

5 9% 

13% 

51% 

44% 

AFTER 
Percentages 

2311 
47% 

211 
4411 

501  

8 5 1  

2311 

7011 

5211 

NUMBER OF CLIENTS IN 
SAMPLE WHO HAVE 
CIIANGED PRACTICE 



APPENDIX E :  C L I E N T  31JRVEY TARLEG 

l a b l o  E 1 0 :  Other bourceo of c r o d i t  used by c l l e n t ~  i n  the survey sample boforo and a f t o r  
the loan. 

BEFORE AFTER 
Percsntageo Percantages 

S t o h v ~ l  h ~ n  Program 
Informal Sources 

Used f o r  buuinees 
Forrr  l Source8 

Used f w  buoineoe 

Busifleas Loan Proarar 
I n f o r n a l  Sources 

Used f o r  bueinesa 
Fornr l  Sources 

Usad f o r  bueinesa 

Men V o m  Total  Men Momen Tota l  
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GET AHED FOUNDATION COST STRUCTUIPE TABLES 



Business loans : 

Application fee 
Management fee 
Interewt on collatoral 

Total 

EXPENSES: ( R  0 0 0 ' s )  

Direct operating 
Direct administration 
Direct oper. - Head Office 
Allocated Head Office 

St~i+.rel.s Bus ineas Total 
Loans 

2 8 5  1 5 6  44 1. 
230 65 295 
160 35 195 
694 152 846 

Totals 1369 408 1777 

Salaries National Int'l Other Total 
Travel travel Costs 

Direct operating 326 6 1  0  56 443 
Direct administration 103 8 0  0  11 2 295 
Direct oper. - Head Office 102 40  3 1 2  1  194 
Allocated Head Office 337 81 69  359 846 

Totals 868 262 100 548 1778 



Appl .i.cnt ion fee 
Manudement foe 
In teroa t  on c c  1.lnturn.l. 

Tota l  3 2  

EXPENSES: ( R  OOO'e) 
S t o k v e l s  Businnss Tota l  

Loans 
D irec t  opers t  ing 64 4 6  110 
Direc t  adminis trat ion  7 4  2 0  94 
Direct oper .  - Head O f f i c e  36 8 4 4  
A l loca ted  Head Off ice 1 5 5  34 189  

T o t a l s  329  108 4 3 7  
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APPENDIX I?: GET AMEA.D PQUNDATION C W T  SIt'CUCTURE TABLES 

TABLE P3: GET AWI4AD POUNDATIOrd 1 3 9 1  DUDGET 
(MARCH 1991 TO 'T3BJWAh'I 1992 ) 

12 Month Budget 9 Month 
Variance ........................... 

amount % of 
total INCOME:  ( R  000's) 

General grants 
USAID grants 
Winter school grunts 
Stokvala service fee 
Business resource directory 
Business loans - mgmt fee 

Sub-total 

Other income 

Total 

- 
EXPENSES: (R 000's) 

Salaries 
Stationery & printing 
Travel 
Professional fees 
Building materials 
Rent 
Postage & telephcne 

Sub-total 

Other (60 different items) 

Total 

A 
FORECAST SURPLUS: (R 000's) 

Excess funds from operations 
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