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EXECUTIVE SUMMARY 

Purpose Of This Report 

This report lays out the strategic rationale and 90 day work plan guiding the
establishment of the central management unit (CMU) 
 and the first network ofbusiness service development offices (BSDOs) in Russia under the New BusinessDevelopment Program (NBDA). It addresses the details of how the initial roll out willbe accomplished, how the BSDOs will be first established and how they will identifytheir initial partners and initiatives. In the key areas of the establishment of the CMU,the establishment of the initial wave of BSDOs and the establishment of the projectfinancial management and control system, this operational plan lays the foundationfor the success of the next four years of program operation. 

NBDA Project Concept 

The pioneering NBDA project design concept is the establishment at setectedRussian cities of 16 locally based BSDOs, each funded for two years. A BSDO is alocally based office, with an American director, a Russian deputy director, and locallyrecruited program and supporting staff. Where possible, the BSDO is established inpartnership with an existing organization -- a training institute, business association,business services company or other private organization. 

The BSDO identifies local needs and builds local business services infrastructure
using project resources. Each BSDO will create or support the locally appropriate
self-sustaining institutions and services required to develop and sustain new private
sector, newly privatizing, and SME businesses in Russia. 
 Resources from multipledonor and volunteer organizations and private consultants will be funnelled through
these BSDOs. Opportunities to cooperate with, and collocate with, Russian institutions and other U.S. and Western donor programs will be optimized'to leverage
 
program resources.
 

Project Flexibility 

It is the project's expectation that the execution of the project will require a continualdialogue with USAID, with the Russian Counterpart organization the Working Centerfor Economic Reform (WCER), with key policy makers in the Russian Government,with bilateral and multilateral donor and lending agencies, and most importantly withthe Russian business community. The business environment in Russia is evolving sorapidly, and the sophistication of institutions and key players is increasing so quickly,that problems cannot be addressed by stock, single dimensional answers. The 
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problems that are now emerging are very specific and the solutions needed areequally distinct and specific, requiring great flexibility in response. The NBDAprovides the flexible mechanism for channelling customized resources to providethese solutions. This can only be done if the problems are continuously re-examined
and reformulated, and if the NBDA succeeds in synthesizing experience from the
boundaries of new business development experience in Russia. 

Objectives 

The NBDA CMU will focus USAID resources requested by the BSDOs: 

* 	 To substantially strengthen the quality and range of supporting services and 
institutions available to assist the targeted business sectors 

* To radically improve the regulatory and policy environment for the
establishment and growth of new businesses in Russia. 

Means 

Through the BSDOs the resources of the NBDA and a broad range of resources that can be tapped from other donor agencies, international lenders and volunteer
organizations will be channelled to support: 

The development of training institutions that can provide the trained staff andthe continuing training and management enhancement that private sectorbusiness development in Russia requires. Customized training experiences
for selected individuals or groups will also be arranged. 

* The development of effective business associations that can provide
assistance to their members and lobby for their political, regulatory and fiscal 
needs. 

* The development of the broad range of business service organizations that arerequired to establish new businesses and to assist them in managing their 
growth 

a Direct assistance to municipalities in developing the regulatory environment 
and the supporting infrastructure that is required to enable new businessdevelopment, with related policy assistance input at the national level. 

Targets 

The goal is to establish in the communities targeted by the NBDA the broad base ofbusiness support organizations and infrastructure that will allow the private business
community to be self-sustaining. 
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Without this infrastructure the expansion of private business in Russia will occur onlyagainst the greatest odds. Although new business development is underway inRussia at an exponential pace, daunting obstacles are faced by Russianentrepreneurs, particularly those outside the "old" industrial structures and outsidethe new "commercial structures," and what has been created is at risk. 
Despite the obstacles, thousands of new businesses are now being established eachweek and an extraordinary number of entrepreneurs are trying to run an honest

business in a hostile environment.
 

The challenge of the NBOA is to develop the infrastructure that provides effectivetraining and services to these entrepreneurs, so that they can tap the skills they needto build and sustain their businesses and so that they can access the financial resources that are finally being made available to assist new Russian businesses. 

90 Day Tasks
 

In the first 90 days we intend to establish the Moscow based CMU; to set up BSDOsin Ekaterinburg, Novosibirsk, Smolensk, and Voronezh; and to complete the siteanalysis and follow-up recommendations for Vladivostok and St. Petersburg. Thebroad strategy in this first phase is to pilot the project in different types of cities witha varied range of initial partners and assistance initiatives to optimize our learningexperience and improve our understanding of the specific regional and more generalneeds of Russian private sector new, newly privatizing, and SME businesses. Thislays the basis for establishing the next wave of BSDOs, using the concepts and
programs developed and tested at the initial sites.
 

CMU Tasks 

The CMU will mobilize rapidly to develop the initial roll-out strategy, products, andsupport for the BSDO teams in the following areas: 

* ManagementandControl: The management, finance, personnel, reporting,strategic planning, policy and high level liaison activity will be established. 

* Irajn*ng Program analysis, curriculum design and production, on-site partnerselection assistance and support, technical assistance selection, mobilizationand supervision, and quality control capabilities will be established. 

Bis 
 c 
 Needs analysis will be systematized, service deliveryorganizations catalogued, responses planned, and support initiated. 
Business Associations: Associations will be catalogued, appropriate, smallbusiness associations identified, support planned and foreign pairing

partnerships initiated.
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0 	 Local Authorities: The initiative to establish a close relationship with local 
authorities and gain credible access on issues involving private business will 
be established. 

0 	 Liaosom Close working relationships will be established with appropriate

efforts: Peace Corps, Morozov, MBA Enterprise Corps, EBRD, WB, etc.
 

* National Policy Advisory: This effort will be initiated in cooperation with the 
Working Center for Economic Reform (WCER). 

0 	 Special Project Fund: The ground work will be laid for this effort. 

* 	 MoJnotr.Jen The program monitoring effort will be designed. 

BSDO 	Tasks 

At each BSDO site we have identified initiatives on which we can build quickly to
 
consolidate our presence in each area.
 

In Smolensk and Novosibirsk our start-up team has a solid operating history on the 
ground enabling rapid broad mobilization. In Voronezh our team is anchoring on the
Morozov initiative. In Ekaterinburg, a highly specialized site, we are moving more 
cautiously based on our initial findings. 

S 	 InSmolensk, we are helping the local Chamber of Commerce to implement a 
lobbying scheme within the local administration, and we have introduced 
Smolensk Business School to the Morozov Project. Smolensk is also likely to 
take the lead in designing work experience and study programs in the US. 

" 	 Irnzh, assistance is being directed to a Business School established by
Voronezh State University Economics Faculty, currently receiving some 
support from EC TACIS. With the Morozov Project, support is also to be given 
to a Retraining Center (for military personnel), planned by Voronezh 
Polytechnic. 

* 	 InNovsibirsk, we are working with the Siberian Enterprise Support Fund to 
set up an Enterprise Support Center. This will provide office space for 
business associations and an information and resource service. The Morozov 
Project will support the Siberian Personnel Training Center in training the 
managers of new businesses and the owners of small businesses, while a 
separate program is being developed to advise the local administration on 
enterprise registration and taxation policy. 

* In Ekaterj bu.rg, the first initiative focuses on production of a guide to writing
business plans, in cooperation with the Urals Chamber of Industry and 
Commerce and other local business associations. 
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S Vljivotok we will complete the initial site analysis working closely with the
Peace Corps Team, Morozov institutions and other initiatives. The site 
evaluation team will be committed to doing any long term follow-up in this 
specialized environment. 

InSt. Petersburg. we will complete our targeting and site work in close 
cooperation with the Working Center for Economic Reform. The site team is 
from St. Petersburg and fully conversant with the complexities of that 
environment. 

Risks 	And Issues 

The NBDA project concept is new, the project is mobilizing at 4 new sites 
simultaneously and eventually at 16, the project is designing and putting in place the
initial product and service support for the sites within a new organizational and 
approval structure, and the project is operating in the rapidly changing Russian envi
ronment. There will be problems. The project team is trying to position the project to 
deal with them. 

The project can anticipate problems in the following areas: 

" 	 Roll out risk: We have designed a project roll out that is geared to have a 
stable organization in place and initiate new sites with tested programs within 
six months. However, the realities of project start up in Russia mean that we 
will encounter many delays that can throw this off schedule. The front loading
of the staffing of the CMU builds in the additional resources needed to deal 
with delays. 

" Absorption problems at Russian institutions: The time required to develop
confidence, design and put in place the first trial programs effr.ctively will be 
heavily dependent on the Russian client. All of the prograrm'-, assistance will 
have to be delivered at the speed appropriate to achieve absorption. This 
necessary lead time is essential to the long term success of the program.
However, participant buy-in to programs could cause significant delays. 

* 	 Rapid mobilization: This puts pressure on staffing, training, and 
systematization, increasing the chance for mistakes in the early period. The 
staffing of the CMU and the use of short term training resources is designed 
to address these risks. 

" 	 Procurement delays: Any delays in the required USAID equipment 
procurement cycle, procurement delays in the training and curriculum areas,
and slow delivery of the participant training will strain the credibility o( the 
BSDOs. We wll minimize these risks by combining immediate resource 
mobilization strategies with long term procurement planning. 

" 	 Reporting and Planning workload: The reporting and planning work load for a 
multimillion dollar, multi-site innovative project is significant. This workload 
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can overburden project management at the BSDO, and CMU levels. Our plan
addresses this risk by placing a heavy initial emphasis on the development of 
the budget and management reporting system, and developing a structured 
approach to program reporting. 

Legal status of the BSDOs: We plan having to operate initially under interim 
arrangements. Regulatory and registration delays could impede the formal 
registration of BSDO sites. Our 90 day plans are not contingent on completion
of legal registration. We will operate through our established Russian legal
entities in the interim. 

The 90 Day Plan Document 

The detailed plans presented in this document have been developed by the project
team which is committed to their implementation. They present the work plan for the 
next ninety days of the NBDA project. The plan is divided as follows: 

Section 1, "Project Strategy," describes the strategic approach and structure of the
NBDA as a whole. This section is intended to be reprinted as a stand-alone handout 
or brochure. 

Section 2, "Overall Approach," describes in general terms how we determined our 
priorities and the tasks to be accomplished in the ninety-day period. 

Section 3, "BSDO Activities," presents the activities for each of the five initial 
BSDOs: Smolensk, Ekaterinburg, Novosibirsk, Voronezh and Vladivostok. 

Section 4, "CMU Activities," describes the responsibilities and activities of both the 
technical and the administrative/financial side of the CMU. 

Section 5, "Monitoring and Evaluation Plan," discusses how we will arrive at a 
systematic and detailed plan for monitoring results and assessing the impact of the 
NBDA. 

Section 6, "Reporting Schedule," identifies the upcoming and regular deliverables 
that must be produced. 

Appendices provide supporting material and factual backup for the activities 
discussed in the text. 

Our next step is the detailed operational task breakout, initial resource allocations,
and BSDO set-up team mobilization which should occur in the week of 13 December 
1993. 
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SECTION 1. 

PROJECT STRATEGY 

1.1 Background 

As part of the United States' assistance program to Russia, the Agency for
International Development (USAID) has designed and funded a project titled the New
Business Development Activity (NBDA). The NBDA is a four-year program to
 
encourage and assist the development of business in selected regions of Russia.
 
The NBDA is the core project of a multi-project effort to support business
development and a potential contributor to helping focus other Russian, U.S.,
bilateral and multilateral efforts. The NBDA will work primarily with "multiplier"
organizations and institutions that support or work with businesses, rather than one
on-one with small businesses themselves. 

Russia's transformation to a market economy requires the creation of thousands of 
new businesses. As privatization and economic reform accelerate, the restructuring
of Russia's industries will create opportunities for the emerging private sector to
provide the services which are essential to a competitive, decentralized economy. At
the same time, the process of transition will be disruptive. The reduction of state 
subsidies to industries will lead to a sharp rise in unemployment. Policy orinstitutional barriers to the creation of new businesses must be removed, so that jobs 
can be created in the private sector. 

Many of these new businesses will be small enterprises. Industrial activity in Russia
has been based on large, vertically integrated manufacturing organizations. As aresult, only two per cent of the industrial workforce is employed in firms of less than
100 employees, compared with almost 40 per cent in the United States. Economic
reform will redress this imbalance in the Russian economy, by widening the scope for
entrepreneurial activity. New bL s-n ,sses in turn, will require support in the form of
training and services, which further "nultiplies the opportunities for entrepreneurs. 

There are still serious barriers to the creation of new businesses in Russia. Some
physical or systemic, such as the lack of pr,.mises, information, or supplies. Some 
are rooted in government policy, law and taxatin, which create confusing and evenimpossible conditions within which new businesses must operate. Public acceptance
of small business as a way of life is still limited, and the formal representation of the
interests of new, private businesses is in its infancy. Further, Russia's system of
professional educ,*ion in management, accounting, finance and law is only beginning
to change emphasis from the requirements of a centrally-planned economy to the
practical needs of decentralized decision making and individual entrepreneurship. 
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1.2 NBDA's Mission 

In broad terms, the mission of the NBDA is to accomplish the following. 

* 	 To assist Russia's successful transformation to a competitive market economy by
strengthening institutions and private organizations which offer training, technical
assistance, business services and information to new, private, mainlv small 
businesses 

" To improve the policy and regulatory environment in which these businesses 

operate 

* To test innovative approaches to stimulate new b'vsiness development. 

1.3 NBDA Implementation 

The NBDA will operate for four years. Guided by the WCER and USAID, responsibility
for implementation lies with Deloitte &Touche. The NBDA will match needs to a pool
of resources available through this program and other programs. The NBDA can 
offer training, technical assistance, and commodities to the organizations it 
will work with. These organizations will be of four types: training institutions, 
business service enterprises, business associations, and local authorities. 

The NBDA will assist Russian organizations to find practical solutions to complex
problems. The project will achieve its results through the establishment of a network 
of regional Business Services Development Offices (BSDOs). 

A BSDO will be set up in each of 16 Russian cities as the channel for providing
assistance to local organizations. Each BSDO will exist for a period of two years. The 
role of the BSDO is to identify local needs, reach agreement with local organizations 
on the type of assistance needed, and then to match those needs with help in the
form of training, technical assistance from Russian or international sources, and 
commodities. Starting with a core staff of 2 to 3 professionals, each BSDO will staff 
up based on identified needs. Each BSDO will tailor its programs to be:effective in 
the local environment, and will leverage other efforts to increase its impact. 

The BSDOs are supported by a Central Management Unit (CMU), based in Moscow. 
The CMU coordinates requests for technical support from the BSDOs, and provides
administrative support to the project as a whole. Advisors based in the CMU will also
play a role in defining best practice, providing national policy advice and organizing
nationvido symposia to discuss project activities. In addition, the project will 
encourage the development and implementation of innovative special projects 
outside its core activities. 
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1.4 	 NBDA Objectives 

The program has four immediate objectives, which will be pursued principally at the 
regional level: 

1. 	 To improve the quality and availability of training in accounting, budgeting and 
planning, marketing, and other subjects relevant to new businesses 

2. 	 To improve the quality and availability of legal, accounting, advertising, real
 
estate and other ci)mmercial support services offered by business service
 
enterprises throughout Russia
 

3. 	 To strengthen the ability of business associations of small and medium-sized 
enterprises to represent the interests of their members in local and national 
policy-making, and to provide services to their members 

4. 	 To enhance the support which local governments give to new businesses by

improving the business infrastructure and the legal and regulatory
 
environment for private business.
 

The program also has longer term objectives. National policy advice will assist the 
Russian government to develop a regulatory climate that fosters business 
development. The NBDA aims to create a self-sustaining infrastructure of training,
commercial support and policy support for business activity in Russia. The NBDA
 
aims:
 

1. 	 To increase the number and quality of new business service providers in areas 
served by BSDOs, for example in the number of qualified business trainers in 
any one town. 

2. 	 To promote competition explicitly in service provision, by assisting multiple
providers such as educational institutes or business services firms in each 
location. 

3. 	 To improve the public perception of business as a legitimate way of life. The 
program will build on existing initiatives of voluntary organizations that are 
already active in Russia, and by wider schemes, such as the city-to-city 
programs which already exist between many Russian and Western cities. 

4. 	 To test non-traditional and creative methods of stimulating entrepreneurial 
activity. Although the NBDA does not provide direct assistance to enterprises, 
the program can recommend initiatives to receive grants and technical 
assistance under a separate Innovative Special Projects Fund. The main 
criteria for assistance from this fund are that a project should support new and 
small enterprises, and that, if successful, it can be replicated around the 
country. 
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5. 	 Finally, the project will help to attract, focus and support the activities of other 
institutions (Russian, bilateral and multilateral) which are pursuing parallel 
activities. 

The activities of the NBDA will be subject to continual strategic reassessment. The 
project team in conjunction with USAID and the WCER will continually review its 
activities as we learn more about local needs, what is effective and what truly 
contributes to the emergence of new businesses. 

14
 



SECTION 2.
 

PROJECT APPROACH
 



SECTION 2.OVERALL APPROACH DURING THE NEXT 90 DAYS 
In this section, we discuss how the strategy objectives for the project are linked to our overall approach and workplan. 

2.1 The Importance And Role Of BSDOs 

The heart of the NBDA workplan is the establishment of BSDOs in Russia's regions.The BSDOs permit resources to be concentrated in the targeted locations. Thechosen locations are all ones where we believe there is a strong desire to developnew business, or where there are useful complementarities with existing programs. 

BSDOs will be local offices, with an American director, a Russian deputy director andlocally recruited program and supporting staff. Where possible, they will beestablished in partnership with an existing organization -- a training institute, businessassociation, business services company or other private organization. 
The BSDO identifies local needs and builds local business services infrastructureusing project resources. It is also an important source of information for the CentralManagement Unit. The needs identified by the BSDOs are the first "on the ground"indicator of the specific,emerging needs of Russian business,in a rapidly 'evolving
environment. In turn, the BSDOs will receive guidance from the CMU in "best
practice" in providing new business support. 

The BSDOs will identify project initiatives in areas served by USAID technical
assistance. This includes training, consultancy, curricula, commodities, assistance
with planning and establishing counterpart relations. In addition the BSDO will focusother domestic and international resources on the needs of the business community. 
The BSDO should become an integral part of the local business community, and anagent for change in the local regulatory environment, advising key officials, andproviding training to those in a position to influence the conditions under whichprivate businesses must compete. Some of our early initiatives are designed toposition the BSDO as a body capable of influencing the development of local tax,pricing, and other regulatory policy. This can only be done by building trust,understanding and commitment. 

2.2 Initial BSDO Activities 

The future success of the BSDO depends on establishing our presence locally. Wewill first have to build credibility and support from the local business community and
administration. 
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The BSDO initially concentrates on delivering assistance in the following programcategories: training institutions, local authorities, business service enterprises, andbusiness associations. These four categories have a key role in businessdevelopment. The project aim is to encourage self-sustaining institutions. 

The issue of credit is not directly covered by this project. However we will workclosely with other complementary initiatives of USAID, EBRD, World Bank, G7 and bilateral lenders whenever appropriate. 

Choice of partners and initiatives 

Each BSDO has chosen initiatives to support within the first 90 days, and in somecases these may lead to long term partnerships. The type of partner initially selectedvaries between regions; over the course of the project partners in all categories ineach region will receive assistance. Moreover, we will seek to support multiple
partners in each category, to promote competition and to limit risks to the NBDA.
 
In evaluating partners, we will assess the level of real contact they can expect to
establish with the local business community. Business associations and local
administrations will be judged on their enthusiasm, legitimacy and commitment to theproject. In all cases, an important criterion is how far the resources at our disposalcan help a partner to deliver. For example, we can quickly assist training institutes torevise their curricula and guide their teachers in order to provide more relevant
courses. The provision of telecommunications and copying facilities can make a
rapid impact on business services firms.
 

While we are cautious about supporting "old structures," we recognize willingness tochange and find new focus, new clients and new areas of activity. In this respect, wealso recognize that existing organizations with strong links to the fcrmer economic
structure (for example Chambers of Commerce) may vary from region to region in
the extent to which they are espousing market economics and representing the
interests of new business. 

Specific Initiatives and program development 

We have identified initiatives on which we could build quickly in order to consolidate 
our presence in each area. 

In Smolensk, we are helping the local Chamber of Commerce to implement alobbying scheme within the local administration, and we have introduced SmolenskBusiness School to the Morozov Project. Smolensk is also likely to take the lead indesigning work experience and study programs in the US. 

In Voronezh, assistance is being directed to a Business School established byVoronezh State University Economics Faculty, currently receiving some support fromEC TACIS. With the Morozov Project, support is also to be given to a Retraining Center (for military personnel), planned by Voronezh Polytechnic. 
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In Novosibirsk, we are working with the Siberian Enterprise Support Fund to set upan Enterprise Support Center. This will provide office space for business associationsand an information and resource service. The Morozov Project will support theSiberian Personnel Training Center in training the managers of new businesses andthe owners of small businesses, while a separate program is being developed to
advise the local administration on enterprise registration and taxation policy.
 

In Ekaterinburg, the first initiative focuses on production of a guide to writing
business plans, in cooperation with the Urals Chamber of Industry and Commerceand other local business associations. However, beyond the first 90 days we expectto assist institutions in all four categories, taking care to encourage competition inareas where market forces should become important - for example in training
institutions and business service companies. 

2.3 Stimulating Business Development And Use Of Volunteer Re
sources 

The project will constantly review, for incorporation and support, business
development initiatives which are outside the four immediate deliverables, but whichalso improve the prospects for business development. The Special Projects Fund 
may be used to support these. 

The availability of resources to back innovative projects is also central to the widerobjective of promoting and legitimizing entrepreneurial activity. The lack of a recent
tradition of entrepreneurship means that there is a need to restore entrepreneurship
 
to a position of respect in the community.

The NBDA will aim to achieve the greatest possible cooperation with similar projects
which have congruent goals. Links have already been established with the Peace
Corps, and with Morozov in Vladivostok, Voronezh and Novosibirsk. Such links
magnify the impact of the project's funds. 
 They also help to create thecomprehensive, concentrated effort which is required in each region if the full
complexity of business development is to be addressed.
 

Outreach and Needs Assessment 

Outreach is a vital activity in the first 90 days, to ensure that the BSDO achieves theright initial impact in its relations with the local administration, and in establishingcontacts with local institutions. There are two aspects: public relations andinformation gathering. The BSDOs must ensure that their role is clearly understoodby potential partners and beneficiaries in each region. Information gathering andneeds assessment are not an end in themselves. They are the means of identifyinglocal needs, communicating these to the program units in the CMU and mobilizing
NBDA resources to address these needs. 

The experimental nature of the NBDA project and the new concepts behind theestablishment of BSDOs mean that during the life of the project and specificallyduring the first 90 days we will place a heavy emphasis on evaluating local needs andrefining the response to those needs. Planning and reassessment for the NBDA will 
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be done on a continuing basis. 

Before starting to channel external resources into the pilot sites, we want to be surethat we have a clear idea of the business infrastructure needs of each selectedregion. This will allow us to assess the exact assistance required by each region inrespect of support for training institutions, business service enterprises, business 
associations and local authorities. 

In the first 90 days we will aim to answer the following questions: what are the drivingforces behind the emergence and development of private business? What constraintsto business development are there in the regions? Which business opportunitiesexist?. How should we address constraints and create business opportunities, both in
policy and in practical terms? 

It is absolutely crucial to gain a comprehensive understanding of the local business
environment. Relevant data will be obtained from existing private businesses,research institutes and other entities. The CMU teams will provide overall guidelines
for the needs assessment. 

The needs assessment will allow us to create a comprehensive plan for local
business development in the pilot sites and to draft a 2 year plan for each BSDO. 

Simultaneously, we will start implementation of specific initiatives which we believe can address identified barriers to business development. 

2.4 The CMU Role 

To support this effort in the field, a strong CMU is required. Our approach during the90-day planning period is to gear up rapidly in the CMU. This is based on the scale ofthe program and the ambitious schedule for establishing sixteen BSDOs over four years, with associated program delivery activity. The goal is to have a stable CMU inplace for the second six months of the NBDA when we will be establishing new sites,and will aim to have tested programs and initiatives ready for implementation. Thestart-up of the pilot BSDOs also requires extensive CMU support. 

The CMU has six primary roles: 

* Provision of management and technical expertise to the BSDOs 

The CMU will provide planning and advisory assistance to the BSDOs inassessing the needs of their service areas and in developing new initiatives.
The program staff of the CMU will at the same time develop programs and
initiatives in their program areas that can be delivered to all BSDOs. 

* Resource identification and procurement for the BSDOs 

The CMU will identify and procure for the BSDOs the training and technical 
assistance services and commodities that are needed. 
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Outrezch to national and international organizations, and development of the 
NBDA program 

The CMU will be responsible for establishing working relationships not only
with the broad range of Russian governmental organizations, research
institutes and national associations, but also with the international donor and 
volunteer organizations. 

Management, Administration and Project Reporting 

The CMU will ensure that project funds are effectively and efficiently applied
to encourage new business development, and will ensure compliance with 
USAID requirements and guidelines. 

* Liaison and Continuing Assessment 

CMU management, in conjunction with USAID and the WCER, has a major
role to play in synthesizing the results of BSDO activities, and defining new
opportunities and new strategies for business development in Russia. 
Because of the pace of evolution of market reforms in Russia, this is a
critical project role. The analysis of experience in the field will contribute to
the development of new intervention strategies, and to the more effective 
application of program resources. This will be an evolving process,
addressed through our ongoing management and evaluation of the BSDO 
program activities. 

We expect to work with the WCER and USAID to identify policy, issues and to 
feed these back into national and local policy development. 

Planning and Evaluation 

The ongoing formal project planning and evaluation cycle will be
implemented in the form of a rolling 90-day plan, which will incorporate the
lessons of the previous quarter. This plan will be prepared as part of our 
quarterly reporting cycle. 

Inaddition, the formal evaluation of proposals and requests for resources 
submitted by the BSDOs will provide a formal mechanism for assessing the
precise needs of the target institutions. 

In the following sections, we present detailed workplans for each BSDO and for the
CMU, including the workplans for each of the CMU major activity areas. Detailed time
lines for BSDO and CMU program implementation, and position descriptions for all 
key positions are presented as appendices. 
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SECTION 3.
 
BSDO ACTIVITIES
 

This section describes start-up activities in the four cities selected for initial BSDOstart-up: Smolensk, Voronezh, Ekaterinburg, and Novosibirsk. Since the initial sitevisit to Vladivostok is underway, some first thoughts about options in that location arealso included. 

The proposed BSDO activities reflect the different circumstances and requirementsof each region. However, they have certain common features over the next 90 days:physical set-up, outreach and program development through specific initiatives. 

Specific initiatives and program development 

The initiatives we discuss in this section have been selected to get each BSDO off toa rapid start and establish its local presence by working with existing projects. Theyare the first stage in longer-term program development. 

Set-up of BSDOs 

Set-up of the BSDOs in terms of premises, staff and training is being standardized asfar as possible with a view to rolling out beyond the pilot cities. Each BSDO workplanhas specific goals. As far as possible we show how staff will be deployedincrementally, based on program needs. 

Outreach and needs assessment 

Outreach is a vital activity in the first 90 days, to ensure that the BSDO achieves the
right initial impact in its relations with the local authority, and establishing contacts
with local institutions. There are two aspects: public relations and information
gathering. The aim of public relations is to ensure that a complete, consistent and
clear description of our role is absorbed by potential partners and beneficiaries in
each region. Information collection is clearly n:ot an end in itself, but a means of
identifying local needs, informing the CMU and mobilizing CMU 
resources for that
particular area. 

3.1 Overview Of BSDO Activities 

The core of the NBDA is the establishment of Business Services DevelopmentOrganizations (BSDO) in major cities in key regions of Russia. Each BSDO is aservice office staffed by approximately 4 to 6 Russian and international advisors. TheBSDO: (a) makes contact and develops relationships with local institutions whichsupport new businesses; (b) works closely with those institutions to understand 
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specifically what is needed in its region to help them deliver services to new
businesses: (c) coordinates with existing Russian and other agencies and programsto complement or enhance their programs. The BSDO will become a key center inthe region it serves, ensuring constant and regular contact and tailoring an 
assistance program to suit specific local needs. 

We see the activities of the BSDO's as highly decentralized, with a different mix ofparticipating institutions and services delivery being developed in each area based on 
needs. 

In the sections that follow, we discuss initial three-month work plans for the four sitesthat have been approved as BSDO locations. The BSDO work plans emphasize theneed for a "fast start" at each location. Each plan summarizes the status of startup,then identifies specific steps and deliverables for the next ninety days. Wherepossible, we have identified initial partners and possible longer-term initiatives. A fulltwo-year work plan for each BSDO will be prepared within four to six months after
the office opens its doors, and will cover all planned activities. 

Many factors may influence our ability to meet our plans; for instance, the length oftime it takes to establish a representative office. Results of our activities in the firstninety days will give us a much better basis on which to estimate schedules for the
remainder of the project. 

Although BSDO activities will be specific to each region, we will maintain strongcentral management control and review of the BSDO's. This is necessary for several 
reasons: 

" To ensure an effective program rollout and the effective deployment of the 
NBDA program resources 

* To have the mechanisms in place to provide the technical, management and program support to each BSDO so that they can effectively deliver services to 
the target organizations 

" To maximize the opportunities for transfer of knowledge and programs from 
one BSDO locality to the others 

* Not least, to ensure the proper application, management and control of NBDA 
program resources. 

3.1.1 Staffing of the BSDOs 

Staffing of the BSDO will be built around a team of two directors, one international
and one Russian. Startup teams of two persons each have been assigned for theinitial four sites (five, if Vladivostok is approved). These teams consist of interim
BSDO directors and their Russian counterparts. We selected members of theD&T/CIS permanent consulting staff for the startup teams, because of theimportance of having consultants familiar with the project and the regions. In some 
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cases, these same individuals may choose to remain as BSDO directors or deputydirectors for the two-year life of the office. In other cases, responsibilities will bedevolved to a long-term team who will move in once the BSDO has been set up.means that the new directors start with an established site. 
This 

Other staff members will be identified and hired to suit the emphasis of the BSDO'sactivities; for instance, training specialists and business services specialists. Theoffice will also require a secretary or administrative assistant. Other skills will beobtained as needed from the CMU's pool of resources, or from other agencies.We have recruited for the initial permanent BSDO director candidates. Within threemonths, we also plan to begin the process of recruiting for the second group of 
BSDO's. 
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3.2 INITIAL 3 MONTH PLAN FOR SMOLENSK 

The following sections describe our plans for program development in Smolensk, andthe goals for setting up a working office and establishing it as part of the local 
business community. 

3.2.1 Strategy 

In Smolensk the major focus of the BSDO will be on building the capabilities of theChamber of Commerce to influence the local administration on issues concernedwith new business development. This will be supported by a parallel initiative to givelocal officials the opportunity to work with counterparts in the US. These activities arebeing given priority because of their long term potential and because of the lead-time 
to design an effective exchange program. 

In addition, the BSDO, through the Morozov Project, will assist one or more ofSmolensk's business training institutes, beginning with the Smolensk BusinessSchool, to make their curricula more relevant to local needs, and will organize further 
training for their teachers. 

3.2.2 BSO0 Initiatives for First 90 Day Period and Program 
Development 

GOALS: To build on two initiatives already under way in Smolensk, in order to make
visible, practical headway and strengthen our association with longer term partners.
To design an exchange or work/study program in the US for local administration

officials, which might be applicable in other cities. 

Smolensk Chamber of Commerce 

We plan to assist the Chamber of Commerce to get representation on localcommittees of the Administration which handle matters connected new business
development. The Chamber of Commerce has already discussed this scheme with us. We will act as facilitators, using the good contacts we have in the Administration,and will help to set an agenda. In the longer term, we hope that the Chamber ofCommerce will be a key partner, especially in our regional needs assessment work. 

Smolensk Business School 

We will follow up the initial contact made with the Morozov team by organizing areview of the curriculum and training materials currently in use, and of thequalifications and experience of the teachers. We will pay particular attention to theirproposed scheme for combined academic training and practical work experience, to see if this is suitable for implementation elsewhere in Russia. 
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Local Admioistration Training in US 

Design of this scheme is a priority, because returning officials will be expected toplay an important role in further local training and initiatives. We plan to use contactsin the British-American Project, of which the current BSDO Director is a Fellow, for 
advice on design and location. 

3.2.3 BSDO Startup 

GOAL: By March 11 1994 we aim to have a team (see below) working in centrallylocated premises with a phone/fax line and copying facilities. All the team shouldhave attended D&T's training course in Moscow, and should be well versed in bothproject objectives and office administrative procedures, reporting and controls. 

Premises 

We have been offered the Administration's assistance in finding premises. During ourvisit in the week beginning 13 December we will inspect the sites offered. We arelikely to be offered a room in the House of Soviets and may therefore need to decidein principle whether this is appropriate - there will be a trade-off between securityand the need to appear independent from the administration. We will also continueearlier discussions with the EBRD on co-location with their investment fund managers
in Smolensk. 

Staff 

The present Western director, Nicola Ramsden, will manage a hand-over/ take-over
period in January 1994. The new Western director should be in place by mid-

February 1994.
 

Applications for a local Russian deputy director will be invited during the week of Dec13-17, although interviews are unlikely to take place before Monday Jan 10. It islikely that some candidates will be suitable for both deputy director and one of thelocal project officer posts. In this case, we would put them through the plannedtraining course in January before signing contracts for a particular position. Thedeputy director should be in place at the same time as the new Western director. 

Recruitment of local project officers will follow a similar timetable to that of thedeputy director, but posts will only be filled where particularly strong candidates are 
found. 

We would like to recruit an office manager and a research analyst immediately(during the week of Dec. 13-17) but are prepared to use the two part-time staff whohave assisted so far until we have found a strong candidate. Secretarial posts will be 
filled as needed. 
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Office setup 

We assume office furniture will be readily obtainable in Smolensk. 

The following equipment is needed:
* Computer (IBM compatible, minimum. 386/25 + 80 mgb hard disk)* Microsoft "Office" software

" Telephone/fax (e.g. Panasonic)

* Photocopier (make to be advised). 

Ideally these should be bought in Moscow and transported by train to Smolensk assoon as secure premises and insurance are organized. 

Proposals for a documentation system should be discussed with the CMU and testedduring the January training session. The system should be in place in Smolensk bymid-February 1994. 

Legal registration, employment contracts, funding arrangements etc. 

CMU directions on legal form, hiring procedures, bank accounts etc. should beimplemented by late January 1994. 

3.2.4 BSDO Initial Outreach Activities
 
GOAL: 
 To raise public awareness of the aims and activities of the BSDO, to assess
local needs and to consolidate relationships with local institutions.
 

By 11 March the BSDO aims to have: 

" Distributed a project description to all relevant institutions and individuals• Met all relevant institutions and individuals, agreed follow-up" Published newspaper articles, broadcast on local TV and radio• Completed description of local industry structure and needs* Completed training of BSDO team
* 
 Designed and begun implementation of first initiatives (see below)" Drawn-up two-year plan for each institutional area" Invited proposals for innovative special projects.* The BSDO will also be continually assessing and scheduling plans for the second 

90 days' and the overall two years' activity. 

3.2.5 Risks 

This section outlines only those risks which are not implicitly dealt with in the 90 dayplan. 
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The principal risk in Smolensk is that we have identified initiatives which may notachieve their aim in a short period for reasons which we have not predicted or whichwe do not fully understand. For example, we know that Smolensk Business School-.1ready offers short courses in the sort of practical subjects which we believe areappropriate to the aims of this project. However, demand for the courses has beenlow. If we fail to identify the reasons (e.g. is the wrorg training being offered, or havefew people in Smolensk realized they might need it?), then we risk applying
assistance in the wrong way. 

We must also ensure that our plan to bolster the Chamber of Commerce does notsimply result in the latter being absorbed into local bureaucratic structures. We wouldlike it to be a counterweight to some extent, and to represent a decentralizing ofinfluence in a region which appears to be still strongly administratively managed. 
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3.3 INITIAL 3 MONTH PLAN FOR VORONEZH SDO 
The characteristics of Voronezh are such that, although has not been a leadingregion in terms of political and economic reform, it is following instructionsfrom Moscow and has dismantled local soviets and the leadership is activelyseeking assistance to rapidly transform the local economy. The local traininginstitutes have excellent reputations, the University and Polytechnic rating 12thand 14th positions respectively in the rating list published recently byNezavisimaya Gazeta. In addition, Voronezh is a major garrison city and hasstarted to receive a large influx of armed forces personnel returning fromservice in the former USSR. 

3.3.1. Overall Strategy for Voronezh 

Given the above, the major focus of our initial activity will be to encourage thestart-up of new businesses as opposed to the development of existingbusinesses. The labor becoming available on the Voronezh employmentmarket, and its skill likely characteristics, cannot be absorbed by the existingnumber of small businesses through organic growth. An increase in thenumber and type of small businesses is therefore top priority and we will
initially achieve this by providing assistance to both the Business School and
the Retraining Center.
 

As the program unfolds, its scope will expand to cover the development ofestablished small businesses, and improving regulation and policy in the
region. 
 Because of the economic diversity of the region, sector specific
programs will later be developed to assist in the revitalization of existing
resources through new business practices. The plan for the first 90 days in
Voronezh therefore contains activities to assess in more detail the strengths
and weaknesses of, and opportunities and threats to, the business
infrastructure in the region. This will sow the seeds for implementation
activities for the whole two year program. 

In the remainder of this plan we first define how we will get the selected
initiatives under way, followed by the activities required to establish the BSDO
and the outreach activities it will then undertake. The penultimate sectionidentifies risks and issues faced in Voronezh, followed by a summary of tasks,responsibilities and target dates. 

3.3.2 BSDO Initiatives for First 90 Day Period 

GOALS: To achieve tangible results in a short period of time, and to providethe basis on which to implement further transactions. 
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It is planned to undertake two initiatives in Voronezh, support for the newlystarted Business School, and assistance in getting the Retraining Center
under way. 

Business School 

The BSDO will develop a detailed plan for cooperation with and support to theBusiness School. This plan will be submitted to USAID in the form of a TDWfor approval prior to commitment. 

In order to produce this plan, the following activities will be undertaken: 

a) 	 Interviews with the appropriate University managers, to make clearUSAID's short term objectives and confirm those of the Business 
School 

b) 	 Interviews with non-University organizations involved with the BusinessSchool, (e.g. EC TACIS director, local professional firms, localadministration), to establish their commitment to the Business school 
c) 	 Analysis of the interview results and development of options for specificsupport (e.g. guest lecturers, text books, equipment) which the NBDA

project should give 

d) 	 Confirmation with all necessary parties that the support recommended
i-i acceptable, and development of TDWs. 

Retraining Center 

The Retraining Center is not as far forward in its plans as the Business Schooland the activities required to implement the Center therefore differ. To arriveat a list of recommended transactions with the Retraining Center we will: 
a) 	 Interview with the chairman of the committee charged with setting upthe center, identifying progress made to date and the emphasis beingplaced on Morozov project objectives as against Polytechnic andEmployment Office objectives. Also, ascertain the involvement ofBoston University with this initiative and liaise with them. 

b) 	 Conduct interviews with the other local bodies involved in the RetrainingCenter project to discover their perceptions of, and commitment to, the
project. 

c) 	 With the expectation that the Retraining Center will ask for aconsiderable amount of assistance, presentation of the findings with theCMU and with USAID as to the scope of assistance to be given to this
initiative; 
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d) Second round meetings with the Retraining Center, essentially to 
outline the extent and nature of assistance likely to be available; 

e) Development of TDWs to implement the assistance recommended, for 
approval by the CMU and USAID. 

3.3.3 BSDO Startup 

GOAL: To have Established a fully operational BSDO by the end of ninety
days. 

Office Location 

For logistical reasons, a BSDO should be established near the city center of
Voronezh, or, if this is not possible, between the center and the river Don
which separates the old town from the main areas of industry. We havetentatively been offered an office in the former local soviet building which 
satisfies these requirements. 

Staffing 

The current staffing for Voronezh BSDO is John Page as Western Director andEdward Grebenschikov as Russian Director. It is planned to achieve a fulltime staffing complement of five by the end of the 90 day period, with the

position profiles as follows:
 

Local Western Director. This person is to be recruited for their practicalexperience of the Russian situation, fluency in Russian, knowledge of business 
operations, and experience in running projects. 

Local Russian Director. It is planned to recruit one person, possibly from an
existing Business Association or the Local Administration, who has the local
contacts and influence to promote the NBDA project. A clear understanding

of the project, its objectives and methods, and how it will help new businesses 
are essential. Some English at a minimum. 

Office Manager. This person will be recruited to organize and man the BSDO,
answering telephone calls, making appointments and travel arrangements,
maintaining files, and other project administration duties. Russian/English
fluency is a requirement for this position. Some computer word processing
experience is highly desirable. 

Research Analyst. The Research Analyst will be responsible for collecting andmaintaining BSDO information on local businesses, training institutions andbusiness associations, and preparing plans for assistance projects together
with the directors. Some knowledge of English is essential, especially reading
and writing skills. 
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-Depending upon progress and workload, a further Researcher may be
required. A policy and regulation analyst would be recruited later in the
 
project.
 

The common characteristics required among the above staff is that they mustbe able to think for themselves, take initiative, and demonstrate why they
would be committed to the project and its aims. 

Office Setup 

Registration of the BSDO locally as a legal entity is a prerequisite to hiringlocal staff and the security of documents, equipment and petty cash. 

It will be essential to establish good communications with the CMU, and thismust be achieved early in the project if the 90 day plan is to be fulfilled. 

The office systems will be implemented under guidance from the CMU onsystems, procedures and documentation standards. A computer and printerwill be essential in order to produce quality correspondence, and to draft 
reports and other project papers, locally. 

Outputs 

The outputs of the BSDO startup activities will be: 

" Furnished Office Accommodation 
* Legal Registration 
• Local Bank Account
 
" Trained Permanent Staff
 
* 
 Office filing and documentation systems
• Communications link to CMU (telephone and Email). 

3.3.4 Initial Outreach Activities 

GOAL: To collect information about specific needs in Voronezh, and in sodoing establish local awareness of the BSDO, the aims of the NBDA project,
and the kinds of assistance that are available. 

Contacts 

The BSDO staff will conduct interviews with, and build up a database of 
information on: 

* Training Institutions 
* Business Associations 
* Business Support Enterprises
• Relevant branches of the Local Administration. 
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Information Gathering 

The BSDO staff will identify existing databases of: 

* Economic activity 
" Register of small businesses
 
" Locally applied regulations and policies.
 

Public Relations 

The BSU0 staff will commence a PR campaign to alert the business 
community to the BSDO's presence and apprise them of the NBDA project'saims. This may be achieved through presence at and participation in local

business seminars, newspapers, TV and radio media, and making leaflets
 
available. 

Needs Assessment and Relationship Building 

Through the interviews, information gathering and PR activities, the staff of theBSDO will be able to compile a list of needs. These il be assessed and

discussed with the relevant CMU function as to their importance and the
 
resources available to meet them.
 

After the approval to proceed with Voronezh has been given, we intend to
immediately consult with the Oblast Deputy Governor on the deployment of

40M Rubles part of which he has suggested could be used towards theestablishment of a section within the-Chamber of Trade and Industry for small 
businesses. 

Also with the help of the CMU, a plan for ongoing interaction with, and support
to, the above institutions will be developed so that a balanced set of 
relationships are established. 

The information and analysis available from the above will be inputs to the
BSDO planning process, assisting refinement of budget estimates and 
defining achievable two year goals. 

Outputs 

The initial outreach activities will produce: 

1. Business Databases 
2. Contact Usts for all four types of Institution 
3. PR material 
4. Analysis of potential assistance transactions. 
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3.3.5 Risks and Issues 

The following risks, and the measures proposed to minimize them, have been 
identified: 

a) Failure 	to implement either of the two initiatives recommended for
Voronezh within 90 days, due to the short timescale involved. This risk
has been addressed by structuring the early activities of the project to
properly assess and plan support to the Business Center and 
Retraining Center, obtaining the agreement and approval of the local 
partner formally and in detail. 

b) 	 Making newly recruited staff effective within a short space of time. To 
militate against this risk, two measures will be taken. Firstly, all BSDO 
staff will receive training developed by the CMU. Secondly, the 
permanent staff will be assisted and monitored by the consultants who
performed the initial site evaluations, thereby giving on the job training
to achieve a high level of confidence that they can continue with the 
project without close supervision. 

c) Visibility and acceptance within the local environment. This is 
addressed in the plan by reserving effort for PR and other promotional
activities, aimed at reaching small businessmen and their supporting
institutions as to the aims and activities of the NBDA project. 

3.3.6 Summary of Tasks and Responsibilities 

Attainment of the plan is crucially dependent upon locating and engaging
suitable local staff. The current Western and Russian directors will be
responsible for carrying forward the plan, bringing permanent staff up to
speed, 	and monitoring the quality and quantity of their work. 

The deployment of the staff resources over time, shown in more detail in the 
table in Appendix A, is as follows: 

a) 	 The two consultants currently working on this region will visit to re
establish relationships with the local administration, with a top priority 
on finding office accommodation, turning this into a permanent base of 
operations, and interviewing potential employees. 

b) 	 During these next visits they will also interview they key persons
involved in the existing initiatives, commencing the tasks defined in 
section 4 of this plan. 

c) 	 After the New Year it is hoped that authority to hire permanent staff will
have been obtained and financing arrangements put in hand. This will 
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enable their training plan to be finalized and detailed timing of the Initial 
Outreach activities to be formulated. 

d) Also after the New Year, further investigation of how the selectedinitiatives might be supported will take place, culminating in discussion 
of the options with the CMU. 

e) Once on board, the local staff will commence local outreach, the
results of this labor being input to the 90 day report giving a wider
perspective to Voronezh's needs and likely assistance requirements. 

f) By the end of the period we aim to have consulted sufficiently with local
and Moscow based groups to put forward a firm proposal as to how the
Business School and Retraining center should be assisted. 
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3.4 INITIAL 3-MONTH PLAN FOR NOVOSIBIRSK BSDO 

The favorable environment in Novosibirsk that dictated the city's inclusion in the 
BSDO pilot implementation sites will allow for an intensive 90 day first stage roll-out. 
3.4.1 Overall Strategy for Novosibirsk 

The priority goal of BSDO programming during the first quarter of 1994 will be todesign and implement several complementary training initiatives to attract regionalattention and participation. The strategic goal over the life of the NBDA project is tomake Novosibirsk the capital of new business thought in Siberia as it once was forRussian economic reform in the Gorbachev era. This is in accord with the MorozovProject's intention to make Novosibirsk its regional HO. 

Parallel to this training activity, in the first 90 days the local authorities will be invitedto consider programs in collaboration with the BSDO that will specifically favor newbusiness creation. The BSDO will establish regularly scheduled policy and progress
meetings, drawing together administrators, business people, foreign and local
 
government counterparts and consultants.
 

Key "survival services" for new businesses not yet commercially available will
provided on a cost-basis by a centrally-located "Enterprise Support Center" (ESC) 
 tobe run cooperatively by the BSDO and the local (privately held) Siberian Enterprise

Aid Fund. 
 The ESC will have value as an impact tool that will immediately attractlocal entrepreneurial support for BSDO programs. Establishment of this center is the
third primary 90-day goal. 

3.4.2 BSDO Initiatives for First 90-Day Period 

GOALS: 

a) To implement with the Morozov project a first training initiative in cooperation withlocal administration and other training institutes. To address methodology andmaterials issues leading to design of complementary courses to be offered both by

Morozov and other institutes.
 

b) To install in the form of the Enterprise Support Center a platform for delivery ofconsulting and informational services from the BSDO on a non-fee-generating basiswith space available for commercial individual and small company consultancies andfor business associations to conduct business on a space sharing basis. Tocooperate with the Siberian Enterprise Support Fund and its associate members andassociations in developing a regional ESC program. 

c) To begin designing guidelines and systems consulting to the local administration inthe area of new business registration and licensing procedures. To create forum foradministration/business dialogue on the policies to favor small business development
locally and regionally. 
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Training 

With CMU support, development of full BSDO/Morozov first initiative training
program for seminar in first 2 weeks of March. 
 Study on development ofcomplementary training. The city is served by at least three capable training
institutes on both the commercial and state-university level. 
 Ties to the Morozovproject will set the pace for the first initiative previously described, while parallelprograms at the smaller Siberian Stock Exchange School and the newly-established
Novosibirsk School of Banking and Finance are outlined in first working weeks ofBSDO January 20-February 10. Development of regional aspect through ties both toMorozov and to the Siberian Accord Association, a local initiative anxious tocooperate in BSDO policy and implementation work. Such an approach will favordevelopment of a care of business and enterprise start-up trainers, as well as casestudies and other materials for direct application through "train the trainers'
seminars run in Novosibirsk and Moscow in the first 90 day to 180 day period.
 

OUTPUT: 

" Concept, methodology, operational plan for Morozov training

* 
 Outline new courses and seminar on building methodology
* Pool of trainers and first candidates for "train the trainers'" Materials inventory and analysis (local and Moscow Morozov material,
Novosibirsk Univ input, practical input from business needs survey)

" Methodology workshop design for trainers

• Identification of first pool of USAID training in the United States. 

Enterprise Support Center 

Key "survival services" not yet commercially available (as ascertained from surveys
conducted in outreach programs and local analysis) will be provided on non-feegenerating basis a by a centrally-located "Enterprise Support Center, (ESC) 
 to berun cooperatively by the BSDO and the local (privately held) Siberian Enterprise
Support Fund. Establishment of this center is a primary 90-day goal. The ESC will
likewise seek to market commercial services from small companies to a wider
clientele through the information gathering and "needs matching" function of its
 
information officer.
 

Meeting space and copying facilities will be available on a first-come-first-served 
reservation basis (a nominal charge for copying). 

An information library on business and an electronic information link installed in theESC will allow small business owners to access new and broader resources tailoredto their needs. Part of this information will be supplied by other BSDO components,part from USIA programs and part from local administration and Siberian Accorddata bases. With time the ESC will develop into a clearing house for information bothfor local entrepreneurs and for the local administration seeking to attract outsideinvestment to the region. The BSDO data base will be kept on file at the ESC andupdated in ongoing program development. A long term goal is to install CD ROM 
capability. 
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The ESC will develop a competition for the "first funded business" through the 
,.lberian Enterprise Fund. This award will be judged by the combined board of theBSDO and the Siberian Enterprise Support Fund on the basis of submitted business
plans and a contribution to the charter capital will be the prize. This will become a 
regular feature of the ESC's activity. 

OUTPUT: 

* Basic information resource catalogue for ESC determined with local 
Enterprise Support Fund and BSDO staff input


* 
 USIS materials in Russian and English requested for use in ESC
* Development of ESC planned for two year period (CD ROM etc.)

* 
 ESC Charter agreement with Siberian Enterprise Fund 
* Operations begin date March 15

* 
 Standard documents and evaluation criteria for ESC performance

* 
 PR campaign materials for ESC and Enterprise Support Fund a Design of first competition for Siberian Enterprise Support Fund's 'first funded

start-up" on basis of business plan submissions analyzed by BSDO/ESC. 

Policy programming with local administration 

Excellent ties to local administrators will permit BSDO consulting on regulatory issuessuch as local taxation and business registration practices to bear fruit in the first sixmonths of activity. The BSDO will seek in 90 day period to establish regularlyscheduled policy discussion and review meetings drawing together administrators,
business people and consultants. Attention will be focused on regulatory issues
directly tied to small business registration. The BSDO role in the district and the
region in improving viability of existing and nascent businesses could be integrated inthe administration's approach to policy issues through this program component. 

Using BSDO consulting and information processing resources, the roll-out of thiseffort in the 180-240 day range will strive to increase administration capacity to
 process new enterprises and to prioritize establishing new businesses that provide
services allowing young companies to survive and prosper. This will facilitate the
"hiving off" of small business units from large former state companies that have

moved to the private sector, a prime growth sector for small enterprises in the
region. Business start-up kit design for distribution by local administration and longterm regionalization through Siberian Accord centers. Novosibirsk, with its status asa regional leader and political bellwether could serve as a valuable case study in the 
area of policy consulting. 

OUTPUT: 

* Reference materials on local admin legal options in enterprise policy
• catalogue of existing and planned local initiatives tied to policy decisions


TV or radio call in on 'how the administration can help enterprises'

* Surve of start-up owners & managers of existing businesses 
• Manual for local business start up regulations 
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* Discussion papers on existing and potential taxation issues
* 
 Business Associations survey on obstacles to business survival
* 
 Study of tax revenue data on new businesses
* Start-up kit conceptual design by April. 

3.4.3 BSDO START-UP 

GOAL 

The three month target is to install, equip, staff and begin operations in a permanentBSDO facility by March 1, 1994. While local conditions and program developmentdictate operations from temporary facilities for the first six weeks to two months, theMarch 1 date is realistic, provided sufficient CMU planning and financial support isallocated in a timely fashion. 

Premises 

The Premises for BSDO management and the Enterprise Support Center facility areto be separate. For the BSDO, offices (approx. 45M2) for staff and conferencesshould be located centrally and ini a monitored building for reasons of security andconfidentiality. An offer for temporary space in the building housing the SiberianMining Industry Design and Construction Institute (also home to the Siberian StockExchange) has been pending while awaiting USAID go-ahead and clear CMU legaland financing guidelines for BSDO legal entity set-up. Other temporary space isavailable in the Siberian Personnel Training Institute (Morozov) but is considered onlyas an emergency solution because of inadequate equipment and poor location. 
Permanent space is available in the building of the GKI in downtown Novosibirsk andwill be renovated by January 31. For the December trip, operations will beconducted from the hotel. Beginning in January, an office in one of two temporary
locations will be opened if permanent space is not yet settled.
 

The ESC facility should be in a "retail" location and have at least 50M2 with adequatelighting and space to create a library atmosphere. Location has been proposed inthe Auction Center's ground floor hall. A local bank that is a founding member of theSiberian Enterprise Support Fund with which the ESC will cooperate closely hastentatively offered ground floor centrally-located space for the BSDO/ESC facility. 

Staffing 

Current Expatriate Director (ED), Joshua Bower Saul, and National Director (RD)Mikhail Nikolskii will manage the transition for Novosibirsk's BSDO from start-up andimplementation of 90-day initiatives to permanent staffing and full operationscheduled to begin March 1. To facilitate the hand-over to the permanent team,hiring carried out by present directors will be on the basis of 3 month renewablecontracts. The permanent rfD (Deputy Director) candidates will be interviewedDecember 13-20 and hiring should take place by January 10. The permanentdirector will be recruited by January 15, 1994. 
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It is projected that at full operation, the staff of the BSDO and the ESC will reachnine members (2 Directors, 4 divisional consultants, I computer and dataprocessing specialist, 1 legal specialist, 1 ESC fulltime staff) in addition to 4technical staff (secretary/translator, office manager, Russian language secretary,ESC information officer). This expanded staffing is necessary to respond to thedemand for BSDO programming in Novosibirsk (the largest city by economic weightand population in the pilot group) and to ensure that momentum to developNovosibirsk's regional role is designed into the start-up. 

Personnel interviews already begun in Novosibirsk have created a pool ofcandidates for the four project area consultants, further personnel work will goforward before the end of 1993. In January, the office will function with the twotemporary directors, the consultants for training and local administration and twosecretaries. For specific programming initiatives in this period, the transition
directors will call on CMU consultants in January and February.
 

Locally recruited legal specialists will be brought in on a contract or hourly rate toprovide advice on leasing or other agreements and to do reviews of local economicand enterprise legislation. This will allow the BSDO to evaluate performance ofcandidates for the legal advisor position while building up key local information 
resources. 

In February, the ESC director will be hired with the participation and agreement ofthe BSDO permanent director. The BSDO permanent director will manage hiring ofthe Business Association and Business Service coordinators duringFebruary/March. Once the BSDO permanent offices are set up and thelocation (orfacilities, if co-located) of the ESC decided, the remaining personnel and the legalspecialist will be hired in mid-late March. By mid-March, the permanent staff andoffices of the BSDO will be established, by end of March, the ESC should be staffedand operational. At this point, Saul and Nikolskii would no longer be allocated to

Novosibirsk BSDO.
 

Equipment 

The start-up equipment list is the minimum that would allow roll-out to begin. A fulloperational kit would include items for the Enterprise Support Center not part of the
standard kit list. These items would be funded after approval of the concept for the

ESC by the CMU.
 

Minimum start-up kit list: 

* 1 PC workstation 3 86 /25mhz/4MB/120HD
* 1 Fax/phone/answering machine 
* 1 bubblejet printer 
* 2 phones (one line for fax). 

The BSDO and ESC offices will be supplied by local procurement asNovosibirsk has ample suppliers of office furniture and stationery. 
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OUTPUT 

• 	 BSDO management office staffed with secretarial support and two coordinators
 
(local admin and training programs)


• 	 Personnel hiring schedule & CMU agreement on salaries 
• 	 Data base for candidates, participant organizations and businesses (initiate)
• 	 Report on first 30 days January 15 
• 	 Legal and Administrative step by step plan to satisfying requirements for
 

registration.
 

3.2.4. BSDO Initial Outreach Activities 

GOAL: To promote the goals and publicize the achievements of the NBDA/BSDO
initiatives through planned use of the local media and business associations network. 
To produce a local gazette in a Russian-language newspaper on BSDO activities and 
entrepreneurship. To begin dialogue with business leaders and local training
institutions and to survey these communities. 

The BSDO's outreach program will focus on informing first the business and
 
government communities about the program through distribution of descriptive

literature. This will include a Rus.,;ian-language brochure on the program's objectives

and methods and a copy of the basic business environment surveys and professional
service surveys whose production is to be initiated in the first 90 days. 

A local subcontractor (STRATECON) working with the host organization of the ESC
(the Siberian Enterprise Support Fund) will survey the business environment aided by
a legal advisor from the BSDO staff responsible for papers on legal and regulatory
aspects of entrepreneurial activity and small business taxation. A similar survey of

training institutes will be carried out by the Training coordinator together with an as
 
yet undetermined local consultancy.
 

Based on previous D&T ties with local advertising media, the design of a PR
campaign to be rolled out in February-March will be initiated in late January. The
tactical goal will be to have a "business environment" special on the local business 
daily TV program in March. The BSDO will provide material for a weekly rubric 
(through the ESC office) in one of the local business daily newspapers. 

Once first initiatives are engaged (as described above) in the area of training and the
ESC set-up, the BSDO will sponsor a series of informal "chalk-talks" bringing in CMU
consultants to discuss various programming orientations and receive feedback from 
the target communities. As the priority initiative is in the area of training, the first 
request to CMU would be for education consultants in late January to participate in 
such a program for 2-3 days. 

With the local administration, a "business map" of Novosibirsk will be initiated as an
outreach project. Producing a new type of map of the city, region and eventually
oblast' help prioritize new business locations and for study of tax revenue patterns. 
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OUTPUT 

* CMU approved brochure for distribution 
* Business needs assessment
 
° Initiate Data base design

° BuL.ness Association general directory with data base development

* PR campaign local design

* 
 Series of meetings business leaders for guidance on needs

* 
 Design of PR campaign for roll-out period (local subcontractor+CMU)

° TV and press coverage with CMU inputs

* 
 Business map plan and production. 

3.2.5 Risks and Issues for BSDO development 

The principal risk in Novosibirsk is that the BSDO team will be overwhelmed by thedemand of an active and aggressive business community. The increased level ofstaffing proposed and the rapid start-up are meant to take this challenge head-on. 

The greatest political risk in creating the Enterprise Support Center lies in oppositionfrom the local anti-monopoly fund's own faltering program in this area. The alliancewith a local business association headed by bankers and on whose board arepresent the GKI and the Chamber of Commerce and the "space sharing" concept areprovided as foils to charges of favoritism. By separating the ESC from the BSDO interms of facilities and programs (the ESC serves all four project areas on a sharedallocation basis), it can be treated as a program element and any difficulties will not
 
cast shadows on the overall BSDO program.
 

The BSDO in Novosibirsk will succeed only if it has a relatively significant capacity torespond flexibly to the demands of an active, forward-looking business community.
The degree of financial and decision making autonomy needed for the Novosibirskoffice requires an experienced manager. Particular attention must be paid to theproper transferal of D&T's significant capital of goodwill acquired in earlier projectsto the permanent directors of the BSDO by the transition directors. For that reason, 
a three week orientation stage is planned. 

3.2.6 Summary of Tasks and Responsibilities 

The strategy of intensive development requires progress on several fronts to beachieved simultaneously. For this reason, some contractual researchers are plannedto be brought on in December and January for information gathering tasks. Theoffice accommodation issue can be rapidly resolved for both facilities (BSDOmanagement unit and ESC), staffing preparation is already begun and orocurementissues could be solved locally if approved by CMU. As permanent staff comes onboard, team-building and training will take place in Moscow circa February 15-20. 

February 20-March 15 will see the office double-teamed (the two transition directorsremaining onboard for the permanent director's first two weeks) so that a build -up
to a mid/late March opening of the operational ESC may be combined with planning 
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and implementing the first week-,ong seminar designed and staffed through
cooperation with Morozov Project programs. A multiple event effect will take place in
late March as the seminar, ESC, BSDO PR and first "Business Plan Competition" are 
implemented. 

Throughout the period, transition directors will be developing frameworks for
discussion and consultation on local administration policy issues, using resources
developed through various local sources (and added to the information service of the 
ESC (data base and hard copies)). The April programming will have sufficient 
momentum to ensure an ongoing commitment from the local administration, and 
production of the "business map" and "start-up kit" are designed to target the 120
day mark. New components and program suggestions and ongoing admin. tasks 
(selection and proposal of trainers for Stateside training or T3 " (Train the trainers) 
programs in Moscow, regionalization of BSDO achievements through Siberian 
Accord, etc.) will allow the program to be self-propelling. 

CMU input will be essential to the success of both training and local administrative
policy guidance initiatives. Consultants from the CMU will be invited to participate in 
January (for Morozov initiative planning), February (Moscow training) and March 
(Morozov seminar trial run and ESC opening). 

It should be stressed that Novosibirsk is the largest and economically most 
meaningful pilot site. The success of the BSDO there will affect the program's fate in 
an entire geographic region. We feel that it is therefore worth committing to the 
ambitious program here described. 
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3.5 INITIAL 3 MONTH PLAN FOR EKATERINBURG BSDO 

3.5.1 Overall Strategy for Ekaterinburg 

There have been a number of western aid efforts at one time or another in
Ekaterinburg. However, there is some skepticism about the usefulness ofWestern consulting efforts. This perception must be overcome immediately ifthe BSDO is to be a success. The key issues in the minds of our contacts in
Ekaterinburg are investment and project analysis. 

The region is dominated by large military industrial complexes, and there is ahighly educated workforce. Currently, new business development is strong,entrepreneurs having set up a wide variety of new manufacturing companies.
There is an active foreign presence, with 40 Joint Ventures and 30

Represeidtative Offices. 
 These include projects to modernize banking systems
and the telecommunications network. Aside from growth of the service 
sector, the main focus of development of the economy in the region is likely tobe diversification in manufacturing. Leaders of the local administration andbusinessmen alike are supportive of the concept of a business services center
and wish to see an increase in foreign investment. 

The overall strategy for Ekaterinburg is, therefore, to help new businesses 
overcome economic and institutional barriers such as the lack of information 
on potential markets and business know-how. In order to implement thisstrategy, in addition to fostering the provision of practical advice on setting up
and managing new businesses, the BSDO will need to encourage the
formation of a network of economic ties and trading relationships both withinthe Russian Federation and with foreigners. This 90 day plan addresses these
needs immediately through the production of a Business Planning Guide, and
further identification of how these needs can be met through local outreach
 
activities.
 

The following sections in this plan describe how the immediate initiative will beimplemented, followed by setting up the BSDO and performing local outreach.
Risks and issues for this plan are followed by a summary of the resources 
required and target dates. 

3.5.2 BSDO Initiative for First 90 Day Period 

GOALS: To develop a practical guide to business plan writing, thereby
achieving credibility with the local business community. 

In developing the guide, it will be essential to pitch the content at an
introductory level so that it can be grasped by those with little or no exposure
to business. However, the guide should also contain material in sufficient
depth for it to be useful to well developed business whose primary need is for 
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growth and increased efficiency. For example, the guide could be modular,
based on the different stages of business development, as opposed to being
structured purely functionally. A list of contacts or further reference material
could be included to address the needs of businessmen with specific technical 
problems. 

The following activities are planned in order to produce the business planning 
guide. 

a) 	 Interviews with all local contacts to find out what material is already
available, what their outstanding needs are, and gain their views on 
different approaches to advising on business plan writing (booklets, 
seminars etc.). 

b) With the assistance of the CMU identifying existing relevant material for
the topic (e.g. USIA materials, BBC developed cassettes and booklets). 

c) 	 Design and development work, producing a list of options for
 
implementation of the business planning guide. 
 Initial evaluation of 
these options in terms of the expressed needs of Ekaterinburg and time 
and cost to implement will follow. 

d) 	 Further interviews with local contacts to gain their comments and
 
approval to the favored option.
 

e) 	 Budget approval to develop and produce the guide, followed by 
implementation. 

3.5.3 BSDO Startup 

GOAL: To have established a fully operational BSDO by the end of ninety 
days. 

Office Location 

The Deputy Mayor Ishutin has promised his help in finding suitable offices, and 
we are awaiting a fax from the administration giving more details of what may 
be available. 

Staffing 

In view of the specific characteristics of Ekaterinburg, we propose that Gina 
Volinski be appointed as the permanent Western director. She will be 
supported by Yuri Krasheninnikov as permanent Russian director. 

We plan to recruit the following staff locally: 
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Business Information Manager. The information officer's key initial task will beto help in the formulation of a suitable business planning guide, subsequentlyfollowing up other initiatives and to act as a point of enquiry for distributingeducational material. The key qualities for this position are a good knowledgeof English, some familiarity with business processes, and contacts within thelocal business community to sound out their needs and opinions. 

Office Manager. This person will be responsible for all aspects of the office,covering filing, petty cash, organizing typing/translation, answering thetelephone, travel arrangements, filing and other project support activities.Russian/English fluency is mandatory. Computer experience is highly
desirable. 

Research Assistant. The Research Assistant will be responsible for organizingthe local outreach program's logistics, making appointments, identifyingsuitable interviewees, participating in interviews, visiting the administration andbusiness associations to collect statistics and other required data. 

Office Setup 

To set up the Ekaterinburg office we will: 

* Register the BSDO locally as a legal entity as defined by the CMU 

* Establish communications with the CMU, both by telephone and by Email 

" Implement office systems and procedures under guidance from the CMU 

" Install appropriate a computer system and train the local staff in its use. 

Outputs 

The BSDO startup component of the plan will provide: 

" Furnished Office Accommodation 
* Legal Registration 
* Local Bank Account 
* Trained Permanent Staff
 
* 
 Office filing and documentation systems
* Office computer equipment

" Communications link to CMU (telephone and Email).
 

3.5.4 BSDO Initial Outreach Activities 

GOAL: Develop a network of contacts in Ekaterinburg and involve them in theroll-out of BSDO activities; gather information as needed locally and by theCMU; build, where necessary, bridges between local businessmen andinstitutions; and providing reference material to the local business community. 
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Attainment of this goal will be carried out with the help of the newly 

established American consulate. 

Contacts 

The BSDO staff will conduct interviews with, and build up a database of 
information on: 

Training Institutions. Specifically, we shall revisit the KOMBI Business 
School based in the Urals Institute of Economics with whom there is a
preliminary agreement on cooperation, the Personnel Training Center,
the Business faculty of the Urals State University and the Politecknik 
Institute. 

Business Associations. Key visits will be to the Chamber of Commerce 
and Industry and the Chamber of Manufacturers who have been 
identified as priority partners. Interviews will also be conducted with 
the Urals branch of the Russian Association of Privatizing and Private 
Enterprises, the Association of Small Enterprises and the Business 
Assistance Center. 

Business Support Enterprises. We shall focus on local professional
business services companies such as the Vnesheconomservice 
company, "Taxes of Russia", Ostin, the Urals Securities Center and the 
regional consortium on certification. 

* Relevant branches of the Local Administration. 

Information Gathering 

The BSDO staff will identify existing databases of: 

* Economic activity
 
* Register of small businesses.
 

This data will be essential to target and distribute the Business Planning Guide
 
to the right audience.
 

We will also research locally regulations and policies affecting the registration
 
and development of new businesses.
 

Public Relations 

The Business Guide will itself constitute part of the BSDO's PR campaign. In
addition we shall exploit opportunities available in the initial 90 days to 
participate in local business seminar and make information available through 
other media. 
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Needs Assessment and Relationship Building 

We shall interact with, and support, the local institutions with the aim ofdeveloping relationships that do not favor one group over another. This isparticularly important in Ekaterinburg as personal and ideological rivalries stillexist at many levels, although the political environment is generallyprogressive as can be seen from the level of new business activity alreadyunder way and the opinion polls and voting patterns of the local population. 

Through our contact with the business and business support community weshall be able to confirm our choice of local partners, identify additional localpartners, and describe the nature of transactions likely to be concluded with 
them. 

Outputs 

The initial outreach activities will produce: 

* Adatabase of businesses and their immediate needs" Contact Lists for all four types of Institution 
* PR material 
• Analysis of potential assistance transactions. 

3.5.5 Risks and Issues 

The main risks to establishment of the Ekaterinburg BSDO are considered to 
be the following: 

a) Failure to produce an effective business planning guide. An initialfailure to produce a guide would damage the BSDO's credibility andsupport for its further activities. The initiative requires continuity ofeffort, with a suitably experienced person taking the responsibility todrive through to completion. We have addressed this risk by assigninga permanent Western director from the outset, and by defining theactivities for the initiative in such a way that consensus can be achievedas to its content and format without progress being held up by
committees. 

b) Ineffective staff. To enable suitable local staff to be identified andrecruited we have planned for the permanent directors to receivetraining and project orientation as a pilot for the main training effortcommencing January. In addition, experienced recruitment support willbe provided from the CMU to help the hiring of competent and 
committed local staff. 

c) Partnering with the most appropriate local institutions. A significant
amount of the effort being applied in Ekaterinburg for NBDA is beingfunded by the state. There is a risk that cooperation continues mainly 
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with state sponsored organizations. This risk has been addressed by
emphasizing the need to build up a network of contacts with local 
businessmen and entrepreneurs, so to gain their involvement with self
sustaining Business Associations and Business Support companies
which can accurately reflect and meet their needs, as opposed to the 
desires of old-style regional and city planners. 

d) 	 Some small businesses, of which there are a large number in
 
Ekaterinburg, may fall through the information gathering "net". 
 This
need will be addressed by the outreach program to attract those 
businessmen who are not members of business associations, raising
their awareness of the BSDO and its activities. 

3.5.6 Summary of Tasks and Responsibilities 

It is essential, to preserve and build credibility, to make an early start on
 
formulating the Business Planning Guide, however, there must be parallel

activities to put the BSDO in place to harness locally employed staff
 
resources.
 

The roll-out over time the first 90 days is planned as follows: 

a) 	 Initially, we will visit to re-establish relationships with the local 
administration and to follow up the selected initiative through meetings
to confirm our commitment to the concept and to discuss how to carry 
it forward. 

b) As soon as potential staff have been identified they will be interviewed 
and hiring recommendations made through the CMU. At the same 
time, office accommodation will be sought. 

C) 	 Once staff are in place they will be trained and set to work on the 
outreach tasks, relieving the two Directors to concentrate mostly on 
getting the Business Planning Guide under way. 

d) 	 Significant CMU input will be required to identify how most efficiently
and effectively to implement the business guide, researching existing
materials and options for presentation, delivery and distribution. 
Further consultation will then take place to obtain local input. 
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3.6 INITIAL 3-MONTH PLAN FOR VLADIVOSTOK 

The first site visit to Vladivostok is in progress as this ninety-day plan is being

prepared. Therefore, the city has not yet been approved as a BSDO site, and
 
collection of information is in progress.
 

We propose to deliver a full site report to USAID before Christmas, December 25,
1993, including a recommendation as to whether a BSDO in Vladivostok makes 
sense. In the meantime, the following background information has been submitted 
from the NBDA team on the ground. 

3.6.1 Local Business Environment 

With rail links to the Russian interior and two major ports, Primorsky Krai is thestrategic Pacific gateway to Russia, Northern China and the Central Asian Republics.
Its capital, Vladivostok, is a major trading, industrial, administrative and scientific 
center, located on the Sea of Japan in the heart of the booming Pacific Rim. Its
unique geographic position and well-developed infrastructure have attracted keen
interest from Japan, Korea, China, Canada, Australia, New Zealand, the U.S. and

others which have opened consulates here. While foreign investment remains
limited, many observers expect a coming boom. 
 U.S. business delegations to the
Consulate have grown to some 50 per month. There is talk of Japanese governmentassistance in the form of seed capital and subsidized investment. New joint ventures
have begun to dot the landscape in the form of hotels, restaurants, retail outlets,
seafood paL;kagers, computer distributors and industrial projects. An estimated
5,000 small and medium businesses have opened their doors in the city alone.

Primorsky Krai will be a significant engine for growth in the Russian Far East.
 

However, foreign interest for the time being revolves mainly around large-scale
industrial and infrastructural projects. There is a noticeable lack of visible small
business in the Krai, although small entrepreneurs are struggling to cope with the
growing level of economic activity in this formerly closed city. Infrastructure islimited -- office space and other resources remain scarce. Local authorities are
unprepared to handle business-related activities, registration, business regulation,
dispute resolution or handling the flow of foreign visitors to the Krai, for example.
Local businessmen complain that conflicting legislation and discouraging tax
regulation place a brake on entrepreneurial activity. Large state-owned enterprises
(SOE's), particularly those in the military-industrial sphere, still feel threatened by
small business, and are struggling to defend the highly profitable monopolies whichthey currently enjoy. Krai authorities are divided on the pace of reform. Educationalinstitutions have entered a vigorous competition in the fight for scarce resources asthey struggle to adapt their curricula to the demands of a market economy. 

Despite these problems, many of which are common to all large former Soviet cities,
there are many reasons to be optimistic about longer-term prospects for the region,
which may warrant the establighment of a BSDO in Primorsky Krai. As a closed
military base whose local eccilomy was dominated by the military-industrial complex, 
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Vladivostok represents a special case. The region is undergoing tremendous changeas the local economy is forced to reorient its economy from a Moscow-directedmilitary base to a Pacific rim industrial and trade center. As large SOE's are forcedby macroeconomic pressures to restructure, there is a pressing need for newbusiness creation to generate private sector outlets for employment. Willingness torestructure is in turn a necessary precondition for large-scale foreign investment. Ifforeign investment is to act as a "push" for regional development, the developmentof a fertile environment for small and medium business must serve as the "pull.* 

3.6.2 U.S. Agencies In Vladivostok 

Because of its geostrategic location on the Pacific Rim and in relation to the U.S.,there are a number of U.S. agencies and aid groups present or currently organizingoffices in Vladivostok. In addition to the Peace Corps, the following organizations
have set up or are in the process of setting up: U.S. consulate, Catholic Relief
Services, the U.S. Information Service, U.S. Department of Commerce, InternationalExecutive Service Corps and International Research and Exchanges Board.these organizations have arrived only in the last three months. 
Many of 

Most have mandateswhich complement, without duplicating, the BSDO's mission. All expressed strong
support for the BSDO, and suggested that the NBDA has an important role to play,
particularly as a Russian-staffed organization, in complementing their efforts.
 
The Peace Corps in particular presents an ideal opportunity for the BSDO to use itsresources to amplify and nlarge the positive effects of other business developmentinitiatives while accelerating its ability to integrate rapidly into the local community.Peace Corps volunteers are highly experienced Western executives with an extensivenetwork of local relationships built up over two years assisting local authorities,private and state-owned enterprises, and educational institutions. 

NBDA relations with Peace Corps staff are excellent, and the Far Eastern country
director, Victor Giardello, has been very supportive in helping the BSDO to organize
in the Krai. 
 The Peace Corps' mandate also provides an excellent complement tothe BSDO's mission. Its non-profit mandate restricts its ability to work withcommercial service providers, particularly commercial training institutes, and to raisethe funds necessary to provide assistance on a self-sustaining basis. Unlike theBSDO, it offers one-on-one consulting, and has volunteers placed at the highestlevels of large enterprises and local government. Such complementarities of focusallow the two programs to leverage each other's resources to serve their respectiveconstituencies more effectively. In addition, the Russian character of the BSDO willallow it to assist the Peace Corps in its efforts to reach more deeply into the broader
Russian community. 

Ongoing discussion with the Peace Corps has been fruitful in uncovering ways for theBSDO to assist Peace Corps efforts in the region. In particular, the BSDO can offermaterial resources where these are lacking, and organizational assistance to developprograms that combine multiple agency and local resources, and to deliver them to
BSDO-mandated constituencies. 
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3.6.3 Local Partners 

In addition to its relationship with the Peace Corps, the BSDO has received strongexpressions of interest, including concrete assistance during the visit, from a numberof individuals and organizations. We plan to work closely with these sources ofsupport during the early stages of BSDO setup, while maintaining our politicalindependence and distinct identity. We have informed the following persons of ourintention to work closely with competing organizations as the project progresses. Allhave identified, or are in the process of identifying, concrete initiatives which the
BSDO hopes to support: 

* Vladimir Talantsev, local branch of the Anti-Monopoly Committee 
* Konstantin Sheykhot, Director, Primorsky Innovation Fund* Oleg Semyonov, Vladivostok City International Relations Committee" Pyotr Unru, Vice President, Far Eastern State Technical University
* David Swali, International Research and Exchanges Board

* 
 Greg (surname unavailable], United States Information Service. 

3.6.4 First Initiatives 

Anti-Monopoly Committee Consultancy 

The Director of the local branch of the Anti-Monopoly Committee, Vladimir Talantsev,is supportive of the NBDA efforts and anxious to work with us. We understand thathe has been spreading word of the project in the local community to build support

and identify projects.
 

Talantsev has organized an independent center to provide consulting to small and
medium enterprises on a non-commercial basis. 
Services would be practical in
nature, covering such activities as help with new business registration, tax
preparation, bureaucratic support, premise location, etc. The consultancy currentlyhas a core staff of five non-technical assistants. While it has identified seniorconsultants willing to work for the center, it suffers from a chronic lack of funding,making it unable to offer a meaningful service. The BSDO would find ways tosupport the center by providing initial seed capital and limited equipment, directing itto sources of additional technical assistance, and providing direct operationalsupport. In exchange, the center would help orient the project to the local businesscommunity and to assist in organizing the BSDO. 

Consultant Training 

Far Eastern State University (FESU) has a marketing research department whichrecently approached USIS looking for consulting projects for its students. At thesame time, the Peace Corps is in the process of negotiating a business center atFESU where a Peace Corps volunteer will offer one-on-one business consulting anda business library. The NBDA could, in turn, organize a consultant training programwhereby the BSDO would help secure consulting projects for FESU students, provideclassroom-based training, and together with the Peace Corps center providetechnical assistance to students executing projects. Classroom training could be 
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provided through a combination of CMU resources, USIS speakers, Peace Corpsvolunteers, local experts, and so on. Students receiving training would beencouraged to make the results of their research available publicly to the localcommunity through the BSDO. Students wishing to open consultancies on acommercial basis following their studies could be directed to additional trainingresources, again through the CMU, D&T or the IREX "Business for Russia" program.We are interested in identifying a similar business opportunity at the existing Peace
Corps center at the FESU. 

Training Seminars 

The Peace Corps has organized a weekly lecture series at Far Eastern State
Polytechnic University (FESPU). 
 After a successful semester last spring, the fallseries was canceled because of a lack of advertising, and an unwillingness of theFESPU administration to help publicize the program. However, discussions with localsources revealed a high level of interest in seminar series. 

The NBDA could help the Peace Corps extend its program by: assisting withadvertising; providing support in structuring programs directed at a broader businessaudience, including local educators, local administrators, and the management ofnewly privatized enterprises; and expanding the availability of venues through theassistance of BSDO contacts. We envision evening series held through instituteswhere the Peace Corps has a presence, private institutes who have an interest inadvertising their services, and local government bodies wishing to augment their
understanding of Western market mechanisms. 
 Russian BSDO staff would assist thePeace Corps in designing lectures that reflect the specificities of the local economicsituation. Lectures would be followed by an opportunity for informal interaction
between members of different constituency groups.
 

We have also found an interest on the part of local entrepreneurs to share theirexperiences; one local businessman had already participated in delivering a series oflectures on capital market operations. We would plan to leverage the Peace Corpsefforts by organizing local speakers through our contacts with local associations andmunicipal and Krai government. We feel it is particularly important to assist in
establishing links between different constituency groups. 
 For example, localbusinessmen would hold business seminars for city and Krai officials, and local
officials would explain administrative procedures and regulations to businessmen.
This idea has received strong verbal support from representatives of theconstituencies concerned. 

Business Book Program 

In response to requests from local educational institutions, the Peace Corps isinterested in making management-related books more readily available inVladivostok. USIS has a business book translation program operating in Moscow.Through CMU contacts with USIS, we would plan to identify low-cost sources ofRussian language business and public administration texts to make available to localinstitute libraries. This effort could be made in conjunction with CMU curriculumdevelopment, and with experience gained from the University of Maryland's joint 
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program at FESU, to design cost-effective curriculum packages with accompanyingliterature based on local requirements identified in the field. 

We would also plan to target books to local businessmen. The director of the localbranch of the Anti-Monopoly Committee has created a structure for supporting smalland medium enterprises, and has agreed to help make books available to theirconstituents. Books could also be made available to local administrators, though theprecise mechanism for distribution has yet to be determined. 

The presence of a USIS office in Vladivostok will be of enormouslarge-scale program. help in creating aPart of USIS' mandate is to make books available. USIS hasindicated that the BSDO would have an important role in distribution, helping to
design delivery mechanisms to trrget specific constituencies, and generating the
publicity necessary for such a program to be of substantial benefit.
 

IREX 

IREX has asked for assistance in developing application materials, identifying suitablecandidates for training, and in finding Americans to act as interviewers and sit on theselection committee. We would plan to assist IREX in these efforts, helping them tofocus their training on individuals likely to have significant feedback in the localcommunity, such as directors of commercial training institutes and other businessservice providers. We also believe that returning participants should be available toshare their experiences of American business in public forums. 

Technical Assistance Clearing House 

The BSDO will supplement the ability of existing organizations (Peace Corps, USIS,
the U.S. Consulate) to distribute information regarding technical assistance
opportunities (such as exchange programs, training seminars, or fundingopportunities) through its network of contacts in the local community. In addition,the CMU will allow the BSDO to make available information regarding additional
opportunities otherwise unknown locally. 

3.6.5 Further Meetings 

The BSDO team in Vladivostok has scheduled meetings with the organizations listedbelow. Second-round meetings are also planned to more clearly define proposedinitiatives, and to explore further additional initiatives uncovered in first round 
discussions. 

* CEO, Far Eastern Chamber of Commerce and Industry• Viktor Brochin, Ex-President of the Far Eastern Regional Union forInternational Cooperation and Foreign Economic Activity* Vladimir Babakin, Professor, Vladivostok Commercial Institute; FormerMember of Vladivostok Branch of the Federal Anti-Monopoly 
CommitteeYuri Boiko, Vice President, Far East Regional Conference of Russian 
Businesmen 
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Mikhail Kovtun, Professor, FESU Laboratory of Marketing and Social 
Research 

* Nikolai Priminov, Primorsky Krai Planning and Economic Board* Vladivostok City Planning and Economic Board
 
* 
 Don Hansen, International Executive Service Corps. 

A trip report and a more detailed ninety-day work plan for Vladivostok will beprepared upon the BSDO team's return: activities will begin after USAID approval of 
the BSDO site. 
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SECTION 4.
 

CONTRACT MANAGEMENT UNIT
 



4.1 

SECTION 4.CONTRACT MANAGEMENT UNIT 
This section covers the broad responsibilities of the Contract Management Unit(CMU). It has two major parts: the first describes the overall management,organization and staffing of the CMU. The second contains ninety-day work plans forthe four technical components contained in the CMU: training, local administrations,business associations and business services. 

The Contract Management Unit has four primary roles. 
* It provides the planning, management and administrative control for the

project. 

* It provides technical expertise and support to the BSDOs. 
* It identifies and provides the resources -- internal and external -- needed forthe BSDOs to meet their identified needs. 
* It manages the national and international outreach and development activity

for the NBDA. 

CMU Work Plan 

Tasks to be addressed by the CMU during the next ninety days can be divided intotwo broad categories: those relating to BSDO startup and support, and those relatingto overall project management. 

4.1.1 BSDO Startup and Support 
With the help of BSDO directors and deputies, we have identified ten categories ofsupport needs from the CMU. These are: legal issues, personnel issues, financialissues, BSDO/CMU operational interaction, communications, data bases, evaluationissues, training, working directly with businesses, and security. The BSDO directorsneed specific operational assistance and guidance on how to establish and conductBSDO operations. BSDO support needs are shown in tabular format in Appendix B. 

The needs definition thus helped to derive the following tasks: 
Legal registration and establishment of each BSDO. Estimated completion
date: 1/31/94. 
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0 Procurement and preparation of basic office equipment and supplies for eachBSDO. methods. Estimated completion date: 1/31/94. 

0 	 Development of a mechanism for financing the setup and running of eachBSDO. In the short run, expenses may have to be handled in cash. In thelonger run, the CMU will establish banking arrangements and procedures.Initial financial administration procedures must be developed. Estimated
completion date: 1/31/94. 

* 	 Development of security guidelines for BSDOs. These guidelines will includeboth personal and business security issues. Estimated completion date:
1/31/94. 

* 	 Production of initial handout materials for BSDOs. These will include a
presentation folder, brochure, and business cards. 
 Additionally, the CMU willdevelop guidelines for press and local administration contact. Materials willbe prepared and printed in both English and Russian. USAID and WCERsignoff must be obtained. Estimated completion date: 2/28/94. 
Analysis of options for telecommunications and data base management. As aminimum, each BSDO site should have electronic mail. Estimated completion
date: 1/31/94. 

Development of a training program for BSDO directors going into the field.We anticipate a one- or two-week orientation session at the project offices.The orientation will cover: the goals of the NBDA; ethical issues; effectiveoutreach techniques; and project management, including preparation of termsof reference for short-term assistance. Such 	training is important to ensurethat our BSDO directors are adequately briefed about the project goals andmanagement. The BSDO directors have to be briefed in order to operateindependently in a remote location. We will incorporate the orientationmaterial into a project management manual. Estimated completion date:
1/31/94. 

Development of a personnel, policy and procedures manual for projectoperation. We envision an overall NBDA manual, with a subset for BSDOs.The BSDO version will identify areas where BSDO directors have flexibility inhiring or other decisions. In addition, the personnel section will identify a stafftraining plan for staff members hired onto this project. We are proposing aconsultant from D&T/Eastern Europe to provide short-term assistance forthese two tasks. An abbreviated personnel policy will be developed in theshort term. Estimated completion date: 4/30/94. 

4.1.2 Contract Administration and Management 

Locate and move into permanent, properly equipped project office space.
Estimated completion date: 3/31/94. 
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Continue liaison and relationship building with USAID and project counterparts.Where necessary, develop more formal or regular communications. 
Estimated completion date: continuous. 

Continue recruiting for open positions. 

Put into place structured financial and administrative control mechanisms.
Work is well underway on these tasks. Estimated completior date: 1/15/94. 
Complete plan for evaluation and monitoring of the NBDA. Define the role ofthe WCER; obtain subcontract assistance to define the necessary indicators;and data collection and analysis mechanism. Estimated completion date: 
3/31/94. 

Define information technology (IT)functional needs. Obtain short-termassistance to develop a plan to meet those needs. The additional IT needsare projected to include a local area network for the CMU office,telecommunications with the BSDO's and counterparts, and development of afull ITprocurement plan. Estimated completion date for the plan: 2/28/94. 
Develop a detailed plan for the Innovative Special Projects Fund. The plan willinclude application procedures, criteria for evaluation of applications,geographic distribution targets for the funds (if any), disbursementmechanisms, and means of monitoring results. The plan will also assesswhether a full-time special projects administrator is needed. Estimated

completion date for the plan: 3/31/94. 

0 Develop liaison with volunteer organizations that will play roles in this project.Assess staff requirements and initiate recruiting if necessary. Estimated 
completion date: 3/31/94. 

* Develop a plan for coordination of participant training. Develop specificprocedures for administration, locating ,training and screening applicants.Coordinate with the Academy for Educational Development, which is managingthe participant training program in Russia. BSDO directors will neednotification of upcoming courses and application procedures. Ensuregeographic distribution of attendees. The participant training plan will bestarted in this next ninety-day period and be completed in the followingquarter with about four to six months of short-term advice. In addition, theplan will assess whether a full-time participant training coordinator is required.
Estimated completion date: 6/30/94. 

4.2 Present CMU Organization 

The staffing and organization of the CMU are based on the functions defined in theproposal and the contract, plus additional or revised functions that have emerged asthe roles of the CMU have been clarified. At present, a number of staff members arehandling two or rre func,'ions. As staff members come on board and the 
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organization solidifies, we expect to move toward a more structured organization withclear responsibilities. Individual staff positions are described below. 
 Overall, the
functions of the CMU can be broadly defined as: 

a) Overall project leadership, client liaison and D&T reporting responsibilities 
b) Technical support to the BSDO's in the four project areas, as well as guidance

and direction to ensure coordination 
c) 	 Outreach to Russian Government and non-government agencies and to
 

international volunteer and donor organizations
 
d) Financial management of the project: accounting, invoices, financial reports
and projections; management reporting to USAID including quality control of


deliverables
 

e) 
 Personnel management for the project: interviewing, hiring, evaluating, paying

salaries and benefits
 

f) Logistics management for short-term advisors: preparing scopes of work,
obtaining approval of c.v.'s and bio-data sheets, making contractual and visa
arrangements. 

We define below the project structure that will be established to meet the broadrange of roles and responsibilities of the CMU. For each position, we specifywhether it is presently filled; if not, we identify whether the need is immediate orlong-term (to be filled at some future date). 

The executive level of the CMU includes: 

* The Chief of Party. This is a four-year, full-time position and providesoverall 	project direction and high-level liaison with client, counterpart, andcontractor management. The chief of party is Charles Twyman, who is now onstaff full-time. 

0 Two Deputy Project Directors, one expatriate and one Russian: 

"* The first deputy is a four-year, full-time position with primaryresponsibility for BSDO supervision, as well as oversight of the financialand administrative control mechanisms of the project. This position isfilled by Jeremy Ingpen, who is on staff now and who will function asbackup chief of party when the COP is on travel. 
*° The second deputy is also a four-year, full-time position. Thisindividual will oversee inputs of the four technical functions of the CMU(local administration, business services, business associations andtraining institutes). The position is filled by Yuri Malyshev, who is on 

staff now. 
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Two Senior Program Advisors, as follows: 

George McGurn, primarily responsible for directing the trainingfunctions of the CMU, will also advise on strategic and liaison matters.He is brought in on an EBRD contract and has particular responsibilityfor Morozov liaison. This role will be developed based on our working
experience and program needs. 

•" Sergei Piatienko, who will serve as policy liaison and principal contactperson with the WOER. The workload varies over the four years of theproject, with a heavier level of effort in the early stages. 
The four technical functions of the CMU will each be served by two individuals, onean international advisor and one a Russian, as follows: 

" The training activities will be handled by: 

Alexei Grishin, who is presently on board part-time and will soon be
transitioned to a full-time basis; and 

George McGurn, as mentioned above, on a contract basis 

* The local administrations activities will be handled by: 
*° Vassily Skorokhodev, who is presently on staff in a four-year, full-time 

position; and 

66 An international advisor anticipated to start work in February 1994. Acandidate has been identified and will be presented to USAID for 
approval. 

* The business associations activities will be handled by: 

* Ikar Zhavrozhnev, who is presently on staff in a four-year, full-time 
position;and 

* An international advisor. We expect to define the requirements of thisposition more clearly during the ninety-day period, as our outreachactivities help to clarify specific needs. Recruitment is planned forabout four to six months from now. In the meantime, both deputy chiefsof party will handle this function. 

* The business services activities will be handled by: 

** Alex Slavich-Pristupa, who is presently on board in a full-time, four-year
position; and 
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An international advisor. This position is defined as a four-year, fulltime task. We expect to begin recruiting within the ninety-day period.We expect that immediate needs in this area will be handled by thelocal administration or business associations advisors. 

The Innovative Special Projects Fund will be handled in the shortterm by a working team consisting of Twyman, Ingpen and MicheleBanks. This team will think through the issues surrounding the fund,and establish the policies and procedures necessary to handle it. Theteam will determine whether a full-time special projects administrator isrequired; if so, a job description will be prepared within this ninety-dayperiod, and recruitment will begin approximately in March of 1994. 
The National Policy Advisory role in proposed to be handled by a Russian advisoridentified by the WCER. This would be a full-time position, to be filled
 
immediately.
 

The financial and administrative control aspects of the CMU's functions will be 
staffed as described below. 

* A finance and administration team will consist of: 

00 A financial manager to handle project control and managementreporting. This is a four-year, full-time position. A candidate has beenidentified and an offer will be made soon. 

6° A financial control officer. This position will be a four-year, part-time
function handled by Jim Davis of D&T/Moscow. 

00 An advisor on banking and financial administration issues. This is anintermittent position over the four years of the project, and will be
handled by Mike Mehan of D&T/Moscow. 

so A personnel officer; this is envisioned as a four-year, part-time positionwith a higher level of effort in early stages. The position will be handledby Steve Rozengauz of D&T/Moscow. 

Additional administrative positions are: 

A communications professional to handle both internal and externalcommunications, public information, seminar organization, and relatedoutreach tasks. We envision this individual handling the information exchangeamong the BSDO's, providing advice on effective use of the press,coordinating document production and a wide range of tasks. This is a fulltime position for approximately two 'years, with a gradual handover to theRussian assistant described below. We would like to begin recruitment 
immediately 
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A Russian assistant for the communications professional. This is envisioned as a full-time, four-year position. Recruiting will be done in the medium-term 
(approximately six to eight months). 

A part-time specialist in project monitoring and evaluation. This 
position will be further defined. 

An information technology specialist. We envision this functionrequiring about six months, possibly not continuously, beginning in January of1994. On a short-term basis, we will bring in a specialist to: define further ITneeds of the CMU, including specifications for a local area network (LAN);review the needs of the BSDO's for office automation/financial managementand telecommunications with the CMU and among themselves, then proposea practical means of meeting those needs; setting up a data base to maintainthe project monitoring indicators and produce reports; and to define a meansof maintaining the project's technology structure. A scope of work for thisspecialist will be prepared by December 31, 1993, and the short-termassistance will be brought in as soon thereafter as possible. 

0 	 A locally-hired technical specialist for ongoing maintenance of the LAN,
telecommunications methods and data bases. 
 This is envisioned as a fouryear, part-time position. A job description will be prepared, and recruiting willbegin, approximately March 1994. 

a A volunteer organization coordinator. This position is being handled now on a part-time basis by a staff member of D&T/Moscow. We envisionhiring a four-year, full-time liaison staff person, with recruiting to begin within
the ninety day period. 

* An office manager. We expect to hire a local office manager for this fulltime, four-year position. The individual will handle management of thesecretarial staff, scheduling of appointments, deployment of drivers, travelarrangements, and some procurement, assisted by our subcontractor, AMEG,on a short-term basis. Recruiting is in progress now. 

0 Secretarial staff and drivers will be recruited on an incremental basis in response to workload and program management. 
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4.3 CMU Staffing Up Plan 

The identification of responsibilities presented above can be summarized in the 
following plan for achieving full staffing: 

Begin Target for
Position Level of Effort Recruiting Start Date 

Local administration 	-- Four years
international advisor Full time Now Feb. 1994 

Business associations -- Four years
international advisor Full time 	 Apr. 1994 Aug. 1994 

Business services -- Four years
international advisor Full time 	 Feb. 1994 Apr. 1994 

National policy advisor-- Four years
Russian from WCER Full time 	 Now Jan. 1994 

Financial manager -- Four years
international Full time 	 Now Feb. 1994 

Communications Two+ years
professional 	 Full time Now Feb. 1994 

Communications assistant - Four years 
- Russian Full time 	 Jan. 1994 Mar. 1994 

Information technology Short term 
specialist Six months Now Jan. 1994 

Technical specialist -- Four years
Russian Part time 	 Mar. 1994 June 1994 

Volunteer coordinator - Four years
international Full time 	 Mar. 1994 June 1994 

Office manager -- Russian Four years 
Full time 	 Now Feb. 1994 

Secretaries (7) -- four now, Four years Now (4) Jan. 1994 
three later Full time 	 Mar. 1994 (3 June 1994 

more) 
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4.4 CMU Reporting and Control 

The CMU also has full responsibility for formal project reporting. The schedule of
reports that will be submitted is outlined in Section 6. We will submit quarterly
reports starting on December 
 17, 1993. We will submit a full two-year plan by theend of the second quarter, March 10, 1994. By no later than March 10, 1994, we willalso submit a full training plan, and a full procurement plan. 

In conjunction with periodic invoicing, we will submit a summary of level of effortexpended to date. For internal management purposes we will develop a set of budgetmonitoring reports to maintain detailed tracking of expenditures. These will be made 
available to USAID for open review. 

As a final level of contract control, all resource expenditures beyond the core
approved staffing will be triggered by a standard Task Definition Worksheet (TDW)

specifying
 

-- Task or services required 

-- Recipient institution 

- - Budget 

- - Level of effort 

- - Budget category charged. 

These TDWs will allow program activity to be related back to budget status. Inaddition we plan to track resource allocation and expenditure by program area within 
each BSDO. 

All NBDA offices (BSDOs and CMU) will maintain strict documentation of contacts,outreach referrals, program development activities and formal short term servicecontracts. This will be based on a standardized system of call reporting and a 
summary reporting of service delivery indicators. 

BSDOs will report monthly to the CMU on four items: 

Program activity and development in each of the four program areas 

Policy issues to be addressed at the local or national level 

* Administrative Issues 

Activity Summary
 
Contacts
 
Referrals
 

- Follow up
 
- Program development.
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4.5 CMU Program Plans: NBDA Training Overview 

Arranging for training is one of the important services offered by the BSDOs.
training, as in the other components, we work through local institutions or 

In 

organizations committed to SME development, on a transaction basis. Our goal is tosupport multiple institutions, creating a robust service infrastructure of competitive,
self-sustaining, market-driven institutions. 

To be effective, trairing must not only provide services to businesses and supportinginstitutions, but also strengthen the capacities of those institutions to assist 
effectively in the transition to a market process. 

Similarly, local and regional authorities will require training support, to assureconsistent understanding of business concepts and problems, and their responsibility
to create the preconditions for the local free market to thrive. 

Therefore, the basic tasks of the joint CMU and BSDO effort in this ninety-day period
will include: 

* On-site analysis of availability and popularity of business courses relevant to 
new business development 

* On-site analysis of who are the relevant training institutions, their needs andrequirements for improving training of start-ups, entrepreneurs, managers of 
privatized businesses, and other "target audiences" 

Elaboration of a flexible and efficient scheme for delivering training materials. 

These tasks will lead to: 

Finalization of our understanding of which institutions will be supported
immediately and which should be considered for a future tranche of funding,
and establishing whether there is a need to support several institutions on a 
competitive basis 
Establishing, at certain locations, appropriate agreements for implementing 

initial training programs 

* Drafting of a local training plan. 

4.5.1 Target Population for NBDA Training 

The NBDA will assist training institutions or organizations that are sympathetic
and close to our target audience: entrepreneurs; SME proprietors; financialintermediaries; local government officials crucial to the transition process; and
businesses being privatized. 
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4.5.2 Building on Current Initiatives 

The NBDA plans to capitalize on existing initiatives that have completed
analyzing problems, and that have developed solutions, contacts and working
teams in the field. Initially our support and resources will be directed toward
these projects. This coordination will ensure that delivery of real resources 
can be expedited. 

Such initiatives include the Morozov Project, the Peace Corps, several Russian
activities such as GKI's regional centers, the Privatization Center's local

offices, the Anti-Monopoly Committee training programs, and others. 
 Several
other programs could be available through international organizations, such as
the World Bank's EDI (covering project management programs in the Russian
environment) and the GATT World Trade Institute (covering local export

promotion seminars).
 

Specifically, the training activity of the CMU will sponsor and coordinate with
the Morozov Project in at least two locations: Voronezh and Novosibirsk.
Insofar as it is possible and feasible within budget and time frame, we will also
assist Morozov to develop curriculum materials which could then be made
available for NBDA purposes. We will agree on the best way to join efforts in
bringing in Western trainint-! methods, and the best way to prepare training
materials, using the resources of SUNY and other appropriate training

institutions.
 

4.3.3 Creating New Initiatives 

The NBDA will create new initiatives based on local needs. At the same time, 
we wish to have the ability to deliver some courses fairly swiftly. Therefore itis likely that, subject to local conditions, our training work will begin by offering
basic courses on starting a business, or business plan writing. These might
be delivered initially by representatives from Moscow institutions which we
have approached either directly or through Morozov. However, the focus of 
our work will ultimately be on training the trainers. 

4.5.4 Training Methodology 

Training provided by the NBDA, as described above, will focus on intensive
training of trainers in the local institutions. Our training will be characterized 
by these methods: 

to Review and, as needed, upgrade the contents of Russian-developed
curricula, ensuring that: Russian experience in the transition process is
reflected; the highest international standards are met; and the training
material is action-oriented, hands-on and relevant to the current needs 
of the target group. 
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so Utilize modern, interactive teaching methodologies building on
 
teamwork and group dynamics, where appropriate, including but not
limited to case studies and teaching notes. Ultimately we will wish to

consider extending the curriculum to include self-paced programmed
workbooks; computer simulations; audio-visual materials: group

exercises; and competency-based texts.
 

Assure that all training materials are not generic but adjusted for
 
specific target audiences.
 
Orient all Western participants to the specific nuances of the NBDA;
 

seek out prior Russian experience where feasible.
 

"° Field test all material. 

Closely monitor participant evaluation and feedback so that continuous
adjustment is made in training materials to assure relevance in a 
volatile environment. 

4.5.4 Training Tcpics To Be Covered 

At this stage, we do not wish to be definitive about the training topics to becovered in each location. These will, to a degree, emerge from thediscussions and evaluation which will take place between the BSDOs and thetraining institutions. Overall curriculum d, velopment needs will becommunicated to the CMU from the requirements of the institutions in each 
BSDO. 

However, during tho extensive discussions held by the Morozov Project, anumber of programs emerged as priorities. We envisage that these topics willalso be ones which BSDO's will be likely to incorporate as part of their trainingplan, and we will use them as a "check list" in our initial survey of training
availability in each location. They include: 

Small business startup and development 
Banking and finance
 
General management
 
Marketing
 
Human resources
 
Environmental management
 
Market economic literacy
 
Ethics and the market economy
 
Managing accelerated change
 
Managing innovation
 
Project management.
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4.5.5 NBODA Training Work Plan 

This section describes generically the training activities we anticipate at the 
BSDO locations and at the CMU. 

BSDO Activities 

In all of the BSDO locations, including those where we are already committed
to Morozov, we will begin with a review. of all the ootential training institutions,
both existing and new, the courses and plans for courses they have on offer,and the success of those courses. In doing so, we will seek to discover thedegree to which: (a) a comprehensive set of courses are on offer; (b) they areoffered in a user-friendly manner; (c) the institutions are offering or planningto offer other courses; (d) their capabilities and commitment to providingcourses and their overall commitment to the goals of the NBDA; and (e)specific requests which they have for the NBDA to help them develop more 
extensive offerings. 

We will also review the likely needs anddemand for courses, based on the
problems at the location concerned. 
 This will include the need for startups,entrepreneurial activities in services and manufacturing, agriculture and foodprocessing, financial intermediaries, managers of small privatized enterprises,
and local government attitudes crucial to SME development. 

Then, in discussion with the local small business community, we will dent
the gai in training programs and assign priorities to those which need to befilled immediately and those which can wait for later development. We will
also choose which institutions are best positioned to receive the support
 
necessary to undertake those courses.
 

On this basis, we will draft an initial trainig-plar, focusing particularly on
 courses which will be popular and effective. We emphasize that we will be

flexible throughout this planning process. 
 Planning will be iterative, with
 
constant feedback from initiatives which we have sponsored.
 

Therefore, within the ninety-day period covered by this plan, we expect to be up and running with at least one initiative in each location. In some cases,
this may involve simply running direct pilot programs using staff from our
linked institutions in the U.S. and Moscow. In two of the BSDO locations, wewill have first initiatives based on training institutions. These two will involve
sponsoring the Morozov partnership in Voronezh and Novosibirsk. We willimmediately provide the sponsorship assistance that these organizations
require. To the extent possible, we will assist them to deliver the mostrelevant parts of the Morozov curriculum. Our timing will depend to some 
extent on the readiness of Morozov as a whole. 

In all cases, our ultimate goal is to secure the long-term sustainability of the courses. We will focus on courses and institutions with "staying power," and 
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will reach memoranda of understanding with institutions based on a
consensus about the long-term nature of the courses offered.
 

At the end of this ninety-day period, training initiatives should be underway inall BSDO locations. More important, there should be a pipeline of courses
and institutions which will be supported by the NBDA. 

To achieve this end, each BSDO can offer training institutions various types ofsupport. Support may include equipment, other commodities, consulting,

training support, and U.S.-based training in specific topics. 
BSDO's will
support a curriculum of increasingly relevant and sophisticated training

materials. In all support activities, the role of the CMU will be critical.
 

CMU Activities 

The NBDA has, for the first time, assembled the training material. which arepresently in use in Russia for relevant training. It will be from a distillation ofthe best of these materials that the first pilot programs will be run. However,in the long term the need is to train trainers, and to develop new and effective 
materials. 

Our initial training of trainers will be conducted on location and in Moscow byMSU, the Morozov partners, and SUNY, though other U.S. training institutionswill be involved at other times. As discussed above, these will be based

initially on curricula developed from existing materials and later on new

materials. 
 They will cover both the teaching materials and teachingapproaches. The first of the courses to train the trainers will be undertaken bythe CMU, and will begin shortly after the first institutions are identified. 

The development of new curricula will take longer, based on the work of SUNYand Morozov. It will also be an iterative process. We anticipate
commissioning the first new curriculum materials shortly after approval of this
plan, once initial feedback is available from the first BSDO sites. 

A short summary of these activities and their timing over 90 days is shown in 
the chart in Appendix D. 
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4.6 	 CMU Program Plans: Business Associations 

The Business Associations (BA) program of the CMU will deal with directbeneficiaries of the NBDA in a politically sensitive area. Regional businessassociations, despite their organizational and financial weaknesses, have alreadystarted to play a significant role in the regional development scene. They havebegun to participate in the formation of local infrastructure for economic reforms.The most active of them demonstrate good potential for uniting entrepreneursaround common economic interests and democratic political issues. 
The stage-setting for BA activities will differ from region to region. Common to allregions, however, is the fact that the great majority of small and medium newentrepreneurs are not united. Traders and intermediaries (about 60% of all newsmall entrepreneurs) are not interested in organized activities, being busy with "quickruble" speculation. Those engaged in the production and service secto;'s refrainfrom joining BAs, unable to see any practical interest from the activities of the latter. 

Thus, the process of BAs formation into a mechanism of economic reform anddemocracy in provincial Russia is still in the embryonic stage, and needs resolute 
support. 

There 	are three main categories of BAs presently acting in most regions: 

(a) 	 Local Chambers of Trade and Industry (ChTI)transformed from state agencies to public ones. 
were only recently 

They inherited rather goodoffice and business support facilities. They include both large and mediumenterprises as members, and are run mostly by "old days" management withlimited knowledge of modern market economy techniques and practices.Small 	entrepreneurs may enter ChTl's through their associations orindividually, but so far there is no visible flow of small businessmen into
regional Chambers. 

(b) 	 Associations of "Industrialists and Entrepreneurs" representmanagers of large and medium enterprises (both state and recentlyprivatized). As a rule, they are affiliated politically with federal organizationsrun by Volski's or Borovoi's supporters. These constitute the so-called
"Directors' Corps." 

(c) 	 Associations of small private enterprises include special interestorganizations (retired officers in business, innovation, and venture high-techcompanies, etc.) These are weak organizationally and possess limitedfinancial resources. Some work closely with ChTl's. 

Taking the above-mentioned into account, the BA component will focus on thefollowing strategic courses: 

Do not consider "a priori" any existing regional BA as a main recipient of 
USAID assistance. 
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Gain support from regional ChTI's and economic departments of localgovernments to assess the potential of existing BAs of category (c), as well asthe personal abilities of their managerial staff to work in the free market 
environment. 

Assist local small businessmen to establish a new BA around projects withpractical interest to them that would coincide with BSDO activities in the 
region. 

A time line for the activities in this category is included in Appendix D to thisdocument. Background comments for several of the tasks shown in the time line 
follow. 

4.6.1 Discussion of the Timetable 

BAs of category (c) have been chosen as the main direct target group for the

following reasons:
 

They have better potential than BAs of categories (a) and (b) to become adriving force for economic reform in the small scale sector of provincial
Russia. 

Their activities can be easily directed toward assisting local governments inthe efforts of the latter to reduce social tensions by providing additionalworking places, conducting business training courses for the unemployed,
running incubators for small businesses, and so on. 

They are natural coordinators of joint "people to people" programs with U.S.voluntary organizations as well as the most effective recipients of assistanceto small business development in Russia from U.S. government and non
government sources. 

In the current situation, even limited BSDO assistance to them will bring visibleresults and an almost immediate publicity boost for the NBDA, both in Russia 
and in the U.S. 

Taking the above into account, the first task of our ninety-day plan is to identifyrecipients of assistance. The strategic decision of whether a BSDO should supportexisting BAs or assist local new businessmen to establish a new BA should be takenby joint agreement with BSDOs after completing tasks 3, 6, 7 and 8. 

Preliminary discussions with Presidents of Russian Federation and some regionalChTI's (Novosibirsk, Voronezh, and Vladivostok) show that they support the NBDAand are ready to provide full support for BSDO activities. Thus it is logical to enterinto agreements with ChTI's in this regard, and to use their good information,business support, telecommunications facilities, and personal connections with localauthorities. It should be stressed that it is possible to establish a new BA withoutjeopardizing relations with existing BAs in the form of a Small Business Committee of 
a regional ChTI. 
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Tasks 4 and 5 are necessary to attract the attention of main national bodies (bothstate and non-government), which are of great interest and importance to local BAs. 
The Federal Fund for Business Support and Development of Competition is the onlystate agency intended to provide financial support to small business developmentprojects. Though the budget of the Fund is rather small (only 5 billion rubles for the1993 budget year), BSDOs could assist local BAs and authorities to prepare businessplans or feasibility studies necessary for application for financial support from theFund. 

The Entrepreneurial Council at the Government of the Russian Federation is currentlythe main lobbying body for BAs. Regional BAs are not adequately represented in it,and would be interested in assistance which the BA component can provide them inraising local problems before the Federal government through the Council. 
Task 9 will lead to successful completion of tasks 12, 14 and 15, These tasks are
aimed at: 

* Attracting the attention of American BA's to the NBDA 

* Establishing mutually beneficial relations between Russian and American BAs 
on the local level. 

The "foreign cooperation" aspect of the BA component might be one of the most
attractive to local BAs and their members. 
 The first contacts will be of the mostimportance. The more practical result they can provide to the BAs of both countries,the more effective will be the role of the BSDO in the region and the political outputof NBDA in general. 

Task 11, being connected to tasks 9, 12, 14, 15 and 16, is the most difficult and

time-consuming.
 

Special projects in some respect might constitute the basis of NBDA, since theybring concrete results to Russian and American BAs and their members to assure thesuccess of BSDO activities. 

Some of the projects under consideration might be: 

* An inter-regional network of private financial and credit agencies for smallbusiness development in Russia, with participation of U.S. volunteerorganizations, foundations and special funds. The Russian client is smallbusiness investment consortia. The American partner is to be determined. 
* A "Russo-American Entrepreneurial Corps," which should run "businessmento-businessmen" programs for development of a market-driven economy inthe small-scale business sector in Russia with the assistance of Americanbusinessmen and their associations. This would essentially develop a regionalnetwork of mini Russian-American joint ventures. It may include leasing of 
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American machines and equipment (including used) to small private Russian 
enterprises. The Russian client would be the Union of Small Enterprises of
Russia. The American partner would be the INET Foundation of Washington, 
DC. 

Regional "Social and Entrepreneurship Centers" as a combination of an
incubator for 20 to 30 small enterprises, a training institution for its members 
and a consulting company with "doctoring" functions. 

The business plans for these and similar projects might be presented as proposals
for the Innovative Special Projects Fund or for American BA's consideration for
 
participation.
 

If accepted, these special projects might be used for expanding the activities of the
training and business support components of the CMU to new areas. 
These projects
also have good potential to bring American BAs to the regions for longer periods. Inthis case, a BSDO's activities would be directed to training local business partners

and to providing technical assistance needed for the projects concerned.
 

Task 13 is aimed not only at the introductory training of BA personnel but at
 
assessing the requirements for up-grading BA activities (task 2), using participants of
the seminars as a needed source of information. It is intended that all managers of
 
local BAs will attend the seminars.
 

Task 15, the first national conference of BAs, will be undertaken early in the next

ninety-day period of the NBDA. 
 We do not feel that it is realistic to attempt to hold
 
such a conference before mid-March.
 

Task 16 will be undertaken to evaluate the possibility of formation of a Special Task

Force Group of local experts who will assist BSDO's in preparation of feasibility

studies and business plans for projects in regional programs of small business

development or for Special Fund projects. 
 The volunteer group will be formed in
Moscow by economists from state institutions and private consulting companies
engaged in project evaluations. Preliminary exchanges of opinion with some of the
potential members of the group have demonstrated that the majority of them will beready to participate in special training courses (the Center for Advanced Sociological
Studies might be able to provide the necessary facilities) and later to go to the
regions for evaluation of projects and as trainers of local experts. 

4.6.2 Level of Effort Required 

In addition to the Russian program director (hired), and program director, short-term 
personnel needs for the tasks as defined are: 

* One American assistant to the project manager
* One American project evaluation expert 
* One Russian English-speaking secretary 
• Five local project evaluation experts. 
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4.7 CMU Program Plans: Business Services 

The main objective of the business services component is "to strengthen institutions 
and systems that increase and improve technical assistance, business services, and 
information available to new, private, predominantly small businesses." 

Therefore, key elements of our strategy for this component during initial stages are 
as follows: 

The best way to develop business support infrastructure is "to train trainers". 
Therefore, local business consulting companies (including firms providing
accounting, marketing services, etc.) have to be priority recipients because 
they will be trainers for local businesses. 

Taking into account that the NBDA will address a complex range of problems, 
our approach must be flexible and adaptive. All specific activities will be 
proposed and developed according to specific needs of local new business 
and recipients. 

New businesses and especially new business support institutions lack 
business skills much more than knowledge and information. They need on
the-job training through specific demonstrative projects. Such demonstrative 
consulting projects funded by NBDA (so that they will be significantly
discounted or free for clients) will use mixed teams consisting of consultants 
provided by D & T and recipients' employees. Working in mixed teams 
together with more qualified Western and Russian colleagues, local business 
institutions' personnel will get both needed skills and knowledge. 

Our experience shows that needs of local business are practical and specific.
According to our preliminary analysis, most priority needs to be investigated 
first are as follows: 

s" Marketing 
Feasibility studies
 
Business planning
 
Strategic planning
 
Restructuring and production management
 

•° Accounting, audit and book-keeping 
Taxes
 
Regional planning (for local authorities).
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4.7.1 Division of Responsibilities 

It is important to define the division of responsibilities between the CMU and the 
BSDOs: 

The CMU's main functions are to develop strategy, to arrange training (i.e., to
provide necessary training, information etc. materials and most qualifiedtrainers, consultants, specialists etc. for in-country training), and to control
and supervise activity. 

The BSDOs' main functions are to develop creatively planned project activities
(to identify and select recipients, to organize technical assistance, to controlimplementation etc.) and to maintain feedback between CMU and localities. 

4.7.2 Business Services Risks 

First of all, a certain part of the Russian business community has becomedisappointed with Western technical assistance (especially training) because suchassistance is rather often inadequate and useless. 

Beside that, the hierarchical and complicated social character of Russian societycreate additional difficulties. It is very important for the success of the NBDA toclearly identify local needs, to specify recipients and to provide assistance principallytaking into account the local community's opinion, and to work effectively with the 
local hierarchy. 

4.7.3 Activity Schedule 

A timetable for the first ninety days of business services activity is shown in Appendix 
D. Additional comments about activities follow. 

For selection of a recipient's needs, first of all, a detailed analysisof potentialrecipients is needed. Particularly, the following data on potential recipients should be 
gathered for this component: 

* A list of local business consulting organizations (both commercial firmF. andother organizations) suitable to be recipients and relevant information about 
the listed organizations 

" A list of local organizations providing consultation in the legal field (bothcommercial law firms and other organizations) suitable to be recipients, and
relevant information about the organizations 

* A list of local realty agencies and advertising agencies suitable to be recipients
and relevant information about them. 
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The term "relevant information" means activities, market position, number of
 
personnel, reputation, financial status, owners and shareholders' equity, legal form,
 
management and its qualifications, relations with local authorities, etc.
 
Specifying selection criteria for recipients of USAID assistance, we expect to use in
 
most cases the following minimum requirements for probable recipients:
 

* The number of personnel is not less than 5 people. 

* The firm's experience in the relevant field is not less than 1year. 

* The relevant education for the majority of management and personnel. 

The firm's specialization in the relevant field (revenue from relevant 
professional service should not be less than 2/3 of total revenue). 
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4.8 CMU Program Plans: Local Administrations 

Our work with local administrations in the context of the NBDA is important to all
other areas of activity. 
 Normal and positive relations with local administrations areimportant and even indispensable for successful realization of this project. Theserelations all have political, diplomatic and personal aspects. We must not only avoidpossible political risks and personal conflicts, but use stable and fruitful contacts withlocal officials for positive decisions concerning the development of business in the
region. 

4.8.1 Introduction 

Local administration in Russia is under profound transformation. There is not astable and logical system of local power based on an appropriate legal foundation.After the dissolution of the soviets, real power has been concentrated in the hands oflocal administrations, including economic regulation. Local administrations are notnow limited in their actions by local legislative power. This creates opportunities fordecisive action, but sometimes results in abuses and incorrect steps. The problem isthat Russian local officials have very limited experience in decision-making based ondemocratic procedures, and very often they use old management tools, particularly
in the economic area. 

During the communist regime, local authorities did not have real power, even in theirown regions. They were only used by the central government for the realization of itsown decisions. As a result, local officials did not have real opportunities to maketheir own decisions and bear the responsibility for those decisions. By contrast,today local officials must decide many acute and extremely difficult problems.
However, very often local officials are not familiar with the rules under free market
 
economic conditions.
 

Therefore, one aim of the NBDA is to build up an open-minded mentality toward themarket economy and toward understanding the role of small businesses in economic 
and social areas. 

Local administrations have a very important right: to publish their own legal acts foreconomic regulation. These acts often differ from Federal legislation and createspecific legal conditions for business. We must take into consideration these
features of the modern legislative system in Russia. 

Local officials often have extensive contacts in business circles and valuableinformation about general economic development in the region, even above specificenterprises. We expect to use our contacts with local officials to obtain this
information and prepare or revise our future plans. 

A time line for specific steps to be taken in the local administrations component ofthe NBDA can be found in Appendix D. Specific actions are described below. 
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4.8.2 Next Steps 

(1) 	 To consult with local officials during the decision-making process concerning
the problems of small and new businesses: 

a) To participate in the elaboration of legal acts and economic decisions 
concerning all aspects of small and new business activities in a region 
or city 

b) 	 To participate in the elaboration of local tax and credit policies to create 
good conditions for small and new business development. 

(2) To support BSDO Directors in establishing liaison with local administrations 
and in establishing the framework for economic development and regulatory
policy review. 

(3) To participate in negotiations between local administrations and business 
associations as mediators and experts. To help local officials in developing
standards and methods for these negotiations, which must be positive and 
constructive rather than destructive. 

(4) 	 To help administrations and business in establishing open channels of
 
communication. 
 One method may be to set up administrative - business 
committees for joint investment decision-making and for resolution of other
mutual problems. Our purpose is to establish mutual trust and confidence
between the groups, to make cooperation a state of mind where the principals
have trust and respect for each other, characterized by the ability to talk 
openly to each other. 

(5) 	 To participate in the development of concrete programs of cooperation
between local administrations and business. These may include: construction 
market recovery programs, customer service programs, joint investment 
funds, joint advertising programs, new product development, available 
technology programs, human resource programs, training programs including
training for the unemployed. Other areas that may benefit from this kind ofcooperation include public/private partnerships for industrial and commercial 
site development, planning for infrastructure, and promotional efforts to 
attract foreign investment. 

(6) To organize special seminars and training courses for local officials involved in 
the decision-making process, including training abroad. Training offers the
following benefits for joint business - administration efforts: 

a) It explains what the programs are and how they will work
b) It teaches the basic principies, processes and procedures by which the 

activities of the programs will be run 
c) It provides skills training in the specific areas necessary to meet the 

goals and objectives of the programs
 
d) It ouilds support for and commitment to the programs.
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4.9 National Policy Advisory Services 

One of the key objectives of the New Business Development Project, as stated in the 
contract, is "to improve the policy and regulatory environment in which new, private,
predominantly small businesses operate." 

In iLie original project design, a single, western National Policy Advisor was to begin
work with the principal government unit involved in legal, regulatory and policy

structures affecting new business. 
The principal government unit, the NBDAcounterpart, was not defined at that time. Since signing the contract on September
10, 1993 and beginning work, a Russian national counterpart has been identified by
USAID and the project team has built a relationship with that counterpart. 

It was decided to delay for several weeks from the project initiation, the
implementation of the National Policy Advisory Services activities based upon

technical direction from the USAID Project Officer. 
 At the same time, it was agreedthat going forward, the thrust of activities in the National Policy Advisory Services 
area will be determined together with the counterpart, the Working Center for

Economic Reform (WCER). 
 Two members of the WCER have been designated to

work together with senior management of the NBDA.
 

In early December, part of the senior management team from the NBDP and their
 
WCER counterparts met with Mr. Vasileyev, head of the WCER. 
 At that time, Mr.Vasiliyev called for action in the national policy area. It was agreed with USAID that a
Russian National Policy Advisor candidate be put forward. This is expected to be a 
full time position. 

Mr. Vasileyev also requested that a monthly memorandum be submitted to the WCER
identifying key policy constraints identified by the NBDA that require national
legislative response. The CMU and National Policy Advisor will agree with USAID on 
how best to meet this request. 

It is expected that key input from western National Policy Advisors will be required as
the project moves forward. The goal of western participation will be to work together
with the Russian NPA to adapt western policy initiatives to the Russian environment.
It is anticipated that this participation will be on a short-term basis, consisting of
three week to three month assignments for up to 96 person months of effort.
Severa!candidates for providing short-term national policy advice have been put
forward. It i.. expected that within three months of the start of the Russian NPA's
activities, these candidates will be reviewed and determination made regarding their
participation in the project. Alternative candidates may also be proposed. 
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Deployment of a long-term western national policy advisor will be postponedindefinitely. It is conceivable that the existing project resources including the RussianNPA, the two Local Authorities Project Managers, and short-term western support willbe sufficient to achieve the goal of improving the policy and regulatory environment. 
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4.10 

0 

Innovative Special Projects Fund 
The Innovative Special Projects Fund is intended to provide grants and technicalassistance for projects which are aimed at supporting the emerging private sector inRussia but which are not specifically provided for by mainstream NBDA activity.
The NBDA contract gives the following examples of activities which might besupported by the Special Projects Fund (SPF): 
* Pilot testing of new business support enterprises which would directly increasethe productivity of a large number of businesses 
* 	 Incubator projects which provide basic support services to the business 

community 

Efforts to expand new business participation in specific sectors of theeconomy (e.g., food processing, consumer goods, transport, services) 
Establishment of trade groups for conducting import and export activity andother related services 

* Targeted assistance to specific economic groups and businesses, particularlyprospective women entrepreneurs -nd women-owned businesses. 
The contract also states that, to warrant assistance, all such activities should bewidely replicable and the activity should broadly support new and small enterprises. 
4.10.2 Role 	of the NBDA Team 
The NBDA team is to provide assistance to USAID in managing the SPF. Specifically,
the contractor is required to carry out six functions: 
1) Develop and propose for USAID's approval, selection criteria for consideringproposals and projects to fund
 

2) 
 Receive, screen and present qualified proposals to USAID for selection, using
expertise from the members of the consortium, whenever possible

3) 
 When necessary, as rec'jested by USAID, help refine attractive proposals orprojects requiring further development 

4) Correspond with applicants regarding the status of their proposals 
5) Prepare all documentation required by USAID to award a grant, contract orcuoprative agreement 
6) Monitor grants, contracts or cooperative arrangements in progress to ensurethat activiti4 are progressing, reports are submitted, and expenditures

conform to ' idget. 
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In the next three months, we will begin, together with USAID, to develop theframework of the SPF, to refine the objectives and to put in place procedures foridentification, selection, disbursement of funds and monitoring of projects. 
4.10.3 Specific Activities For The Next Ninety Days 

Agree Technical Parameters with USAID 

We plan to meet with USAID no later than Jan. 15, 1994, to discuss anumber oftechnical issues such as: 

a. The size of the budget, how is it allocated (by year, by region, by sector) orearmarked. The number ana average size of projects will dictate many of thepractical arrangements. 

b. Forms and means of disbursement (e.g., to enterprise bank accounts, toindividual bank accounts, in cash. in lump sums or small payments, etc.). Weneed to know how disbursements be handled, including procedures forminimizing risk of misuse. 

c. Applicable USAID conditions (if any) for security, access to management andfinancial information of projects, ownership of materials produced, requiredlegal status of recipients. 

d. Any limitations on the types of enterprises or individuals eligible for grants. 
e. Rules on maximum proportion of a project's financing that may be provided by

USAID. 

f. Time scale/ procedure for USAID approval of submitted projects. 
g. Reporting or audit requirements for SPF-funded projects, including measuresof success and indicators of replicability. 
Once we have discussed the approach to these technical issues, we will be able to
put together a paper on the relevant regulations, which will allow us to create a
workable set of procedures and guidelines for SPF administration.
 

Development of Conceptual Design 

Inaddition to technical matters, we need to develop and discuss with USAID thegoals of the SPF and the types of projects which could be financed under it. Wewould like to identify any potential technical or legal problems early, and developmeans of avoiding them. Procedures for applying to the SPF, receiving funds andreporting should be simple and flexible, to allow for fast response to applicants. Inaddition, most or all of the SPF funds should be made available early in the project,to allow sufficient time for investments to mature -- a process which can take two 
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years of more. To have results which can be accurately assessed, the SPFinvestments should therefore occur relatively early in the four-year life of the NBDA. 
We propose to hold a series of internal meetings involving the CMU, BSDO staff andthe Working Center to discuss these issues. We will then present our proposals toUSAID for discussion and approval, as part of the two year plan due in mid-March. 

Staffing 

In the medium term, we recommend that an individual in the CMU be assigned fulltime to handle the overall administration of SPF activity. We anticipate hiring anadditional staff member for this position. This position has not yet been defined. 
In addition, we assume that one person in each BSDO will be designated the SPFcoordinator for the region. We do not anticipate that this will be a full-time job. 

Development of Procedures 

Once we have agreed upon an overall strategy for the SPF, we will begin developingprocedures =nd standard forms for the following:* Publicity for the activities of the SPF
* Application for a grant" Initial "checklist" for BSDO directors to decide if projects should be

encouraged
Guidelines on project statement format 

* Budget preparation and presentation guidelines
6 

Procedures for final presentation and approval by USAID
* Contractual procedures 
* Disbursement 
* Monitoring guidelines

* 
 Standard format for reporting to CMU on SPF activity.
These procedures and standards will be prepared and submitted for USAID approvalwith the two-year plan. 

Training of BSDO Staff In SPF Procedures 
Assuming that the concept and procedures for SPF activity have been approved bythe time of our team training seminar in Moscow, BSDO directors will be instructed inthe following: 

• Types of projects eligible for SPF grants
* 
 Conducting an initial evaluation of a proposal
S Reporting on promising proposals to the SPF Director in Moscow* Helping potential recipients to *package" proposals* Disbursing funds (if it will be done through BSDOs)* Communication with recipients and applicants* Reporting and monitoring procedures. 
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In-depth instruction will be given by the SPF Director on a case-by-case basis asinitial proposals are submitted by BSDO Directors. It is expected that the SPFDirector will personally supervise most or all of the grant awards in the firs, year,depending on size and number. 
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SECTION 5. 

MONITORING AND EVALUATION PLAN 
5.1 Introduction 

There is a requirement in our contract to undertake informal assessments and keepproject data. In addition, Deloitte & Touche uses its own approach to monitorprojects against established Client Service Standards. 

Over the life of the NBDA, monitoring and evaluation are necessary, important andcomplex tasks. The reasons for implementing a mn.nitoring and evaluation systemand allocating resources to these functions include: 
* The diversity of the tasks to be undertaken. Across regions commondenominators will be needed to compare progress and results. Thiscomparison will help ensure that the most successful tasks are replicated inother sites 

" The long-term nature of most of the tasks which will require continuousmonitoring and interim evaluations to enable both the CMU and the relevantBSDO to identify and correct problems early on and to make necessarycorrections to the plans as the tasks progress 

* The expectation of healthy competition between sites andinitiatives/institutions in various regions for the right to participate in theproject and therefore for funds, human resources, etc. To ensure the I.BDA'soverall success, careful evaluation of sites and initiatives will be needed. 
5.2 Monitoring Progress Against Project Milestones 
The Central Management Unit has responsibility primarily for strategy developmentand project management.
position into the CMU. 

We expect to add a formal evaluation and monitoring
This person would be responsible for conducting the regular
informal assessments and preparing the required semi-annual report.
 
The CMU will also evaluate project performance against quantifiable criteri such asprogress against plan, budget, deliverables and service delivery indicators. 
Because the first group are longer term goals, they will not be considered during thisfirst 90-day plan, but will be elaborated in the two-year plan. However, we willpresent information on the quantifiable criteria as part of our standard quarterly
reports. 
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Therefore, during this 90-day period, we will: 

* Define the monitoring and evaluation position
 

* 
 Develop the outline for the quarterly report ensuring that it includes measures
of progress against plan and budget 

* Formulate a more specific evaluation plan incorporating the indicators as 
defined below. 

5.3 Site and Counterpart Selection 

Although not necessarily directly relevant to project evaluation, site selection isimportant to the overall success of the project. The criteria used in the selection ofthe first tranche of sites will be reviewed with USAID for completeness andeffectiveness. These criteria were:
 

* 
 National significance as measured by population 

0 Commitment to reform as measured by success in privatization 

Ease of implementation evaluated on the number of Russianpartners/initiatives which could benefit from assistance and judgmentally
based on experience 

• The recommendations in the Checchi report of August 1993 

• Other preferences expressed by USAID. 

The set of selection criteria may be expanded to include political, social, economic,
and financial measures, as well as guidelines of a more subjective nature (e.g.,
readiness of the local business community and willingness of the local administration
to accept the NBDA, past experiences of USAID/WCER/Deloitte & Touche in the
region, etc.) A quantitative weight will b3 attributed to each criterion.
 

These criteria will then be used for the se., ctic, n c f future sites. 

At the BSDO sites, tasks in the four project .'reswill be undertaken with localinitiatives/institutions. As with sites, evaluation criteria must be developed to assist inthe selection of the counterpart initiative/institution. These criteria may include: 

* How long the initiative/institution has been functioning 

0 Existing business or marketing plan 

* Financial stability 
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0 	 Commitment to the NBDA. 

In the initial 90-day period we will: 

* Complete the design of the standard site selection scheme 

* Test it retroactively on the first sites to ensure its applicability and reliability 

* Apply 	it to the next wave of potential sites 

* Identify and test selection criteria for counterpart initiatives/institutions. 

5.4 	 Evaluation of Impact 

Our plan is to develop indicators to measure the impact of the project upon the
development of new business. Indicators will be limited to establishing direct links

between project activities and new business growth. AJthough all NBDA tasks are

designed to facilitate new business development, they may be measured against
varying indicators, both qualitative and quantitative. In addition to region-specific
criteria, there will also be evaluation criteria which are common to all four NBDA 
components. 

During 	the next 90-day period, in conjunction with USAID and the WCER, we willidentify quantitative and qualitative criteria to be used for evaluation; establish base
line lieasurements; and determine the evaluation cycle. We assume that much of
the base line data already exists and is accessible through the WCER. Also during
this process we will take into account indicators and associated data collected by the
Russia Business Development and Promotion Project as it is available. We anticipate

that 10 - 15 indicators will be selected in total.
 

To track the data associated with the indicators, we will develop an automated data
base which will be able tc produce comparative and statistical reports. 

Over the course of the project, the tasks undertaken with the local counterpart will be
evaluated against both common criteria and specific criteria in each of the four 
project areas. 

Evaluation criteria for each area may include: 

* 	 Common criteria: 

so The ability to generate new initiatives in the region 

s• 	 The ability to become self-sustaining after the NBDA funds allocated to 
the project are exhausted. 
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The ability to leverage project funds.
 

Training:
 

so Number of institutes delivering NBDA training 

so Number of training modules developed and delivered to training 
institutes 

*° Number of trainers trained 

°° 
 Number of students (with gender disaggregated data). 

Business services tasks: 

00 The number of training and professional services (e.g.,
marketing/advertising, research, accounting, consulting, etc.) 
companies in the region 

*" 
 The number of business units using new services 

The improvement of those business units' operations as a result of the 
project. 

* Business associations tasks: 

Number of business associations in region 

Number of members in business associations.
 

Local administration tasks:
 

6° Improvement of the legal environment for businesses in the region 

°• Improvement of fiscal policy of the region towards small businesses 

of Time to register new businesses. 

Based on the indicators developed, an evaluation plan will be developed for eachprogram. This plan will include a clear understanding of the purpose and goals of thetask, the means for assessing progress toward those goals, a method for analyzingthe information, and required modification of the key indicators to make themapplicable to the task. Cost analyses and standard financial evaluations will
constitute an important component of the plan. 
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Project variables will be cross-tabulated and continuously analyzed against interimand expected final goals and objectives. In addition, as indicators are developed, theteam will determine relationships and cross-references between them, 

In the initial 90-day period we will: 

Define a terms of reference (TOR) with the Working Center for Economic
Reform to define initial indicators, establish base line data, and design the
associated data base 

* Negotiate a contract for defined TOR 

Work with WCER to define criteria/indicators for common evaluation and the 
four programmatic areas. 

5.5 Deloitte & Touche Internal Review 

As part of its worldwide initiative, Deloitte & Touche has established a set of Client
Service Standards. 
 We will conduct periodic independent reviews to ensiire that we
 
are:
 

Fulfilli:1g our professional and contractual responsibilities to our clients to their 
satisf':, ction 

* Effectively communicating with the client 

Resolving promptly any professional, technical, or client service problem with 
timely consultations. 

We will verity our performance with the client by meeting, either formally orinformally, to obtain a regular assessment. These meetings will be conducted by BillPotvin, Robin McPhail, Tom Presby, or Jan Augustine, depending on availability and
travel schedules. 
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SECTION 6. 
REPORTING SCHEDULE 

In addition to the items identified in each BSDO plan, based on the overall workplan,our previous commitments, and contractual requirements, reports to be delivered toUSAID during this period include: 

" First quarterly report, due December 17, 1994 

" Monthly report to Vasiliev on observations and progress on the projecthighlighting need for legislative action at the national level, first due December
17. 

" Expanded Vladivostok site report, due December 22, 1993 

" The two-year plan, due March 10, 1994 

of An outline for the plan will be presented for discussion by February 10,
1994 

* The second quarterly report, due March 10, 1994 

90 A format for the report will be presented for discussion by February 10,
1994 

* Training plan, due March 10, 1994 

" Procurement plan, due March 10, 1994 
" Reports from short term consultants, due within 10 days of completion of their

assigned task 

* Level of effort expended to date, included with each invoice 
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APPENDIX A.
 

BSDO SCHEDULES
 



SMOLENSK 90-DAY CHART
 

ED Expatriate Director 
LD Local Director 
OM 
RA 

Office Manager 
Research Assistant 

CMU Central Management Unit 
NFER Nicola Ramsden 

Work Area Toak Reaponeibillty Target 

Completion 

I BSOO STARTUP Date 
a. Obtain ,Commodaton 
b. Recruit permanent staff 

ED/LD 
ED/LD/USAID 

10 Jan 94 
I I Feb 94 

c. Trainprmanent staff 
d. Communicatiors, equpmente Legal Registration 

I Bank account 

CMU/ED/LD 
ED/OM 
LD/OM 

iD/OM 

15 Feb 94 
28 Jan 94 
7 Feb 94 

7 Feb 94 

2 8500 OUTREACH 

L Office Systems 
h OfficeSuppes 

OM/CMU 
OM/WD 

I Feb 94 
28 Jan94 

a Protec descriptirna(reed CMU 10 Dec 93 
b Design, scope of publicity 
c. 4 week local media campaign 
d Local needs survey -subcontract' 

ED/LD/CMU 
aSDO 
ED/RA 

I I Feb 94 
I I Mar 94 
15 Feb 94 

e. Survey revew and revsion 
_IP U of CMU/USAIDvsls 

ED/LD/CMU 
ED 

II Ma, 94 
7 Mar 94 

3. S0 INITATIES 
a C amber of Commerce 

Meeting withpresident 
BS0O/CMU 

17 Dec 94 
Meetngswth local officials 17 Jan 94 
Liaison wfh CMU 4 Feb 94 
Development of policy 4 Mar 94 
agenda 

b Smolensk Business School 
Foallow up meetings wrth 

BSDO/CMU _ 

10 Jan 94 
Morozov 
Course review 28 Jan 94 
Proposals for courses 
Proposals for trainer trainin 

3 US work/sludy program BSDO/CMU 

II Feb94 
I tI Feb94 

Contact British-American NFER 10 Jan94 
PreC 
Program design 28 Feb 94 
Timetable and cond tpons It Mar 94 



VORONEZH 90-DAY CHART 

In the following table, the responsibility designations are as follows: 

ED = Expatriate Director 
LD = Local Director 
OM = Office Manager 
RA = Research Analyst
CMU = Contract Management Unit (where actively involved)USAID = designated USAID authority 

I BSDO STARTUP Ot 

c.Tra nen staff .CMU/ED/LD"-"-" eb"94 
c20 iunObtOM JanEO/4 

f.Bank account MDO M "7Feb'964 

2. _111 O UT RE C 

I f c e S es O W/E D 

ME 

-n9 

_. _ _ . . _ . _ . 
a.T ai nstitutes "- -- -- -'-A -' 

b. ALD/RABl 
c. Busne Su LD/RA 

h.L ad * sf LD/ -' 15 Feb 94I. C 'uct PIR -- ED/LD 10 Mar 94-
Needselof ED/CMADIRMa3BSOO INI.._ 9TIA TIVES k.N e s A e .w en 

1. Business Scr b. Ineviw ED/L- " ' 1Dc9 
c. Interview TACIS etcED-'-E' 

_e,,.AssW----_DCM
11.L e0 

JCn 94 CC
 
SecondinterewwsED. 

I D/_.- -L i..C M l US ) 



-- 

NOVOSIBIRSK 90-DAY CHART 

The following table summarizes tasking and sets completion dates for a number ofbench-mark activities outlined in the 90 day plan: 

ED=Expatriate director 
ND=National director 
CMU=Central Management consultants 
OM=BSDO office manager
TG=Training Coordinator (BSDO)
LA=Local Admin coordinator (BSDO)
BA=Business Association coordinator 
MRZ=Morozov Project
RA=local subcontractor research analyst 
Work Area Took Reeponslbllty Target 

Completion 
__Date
 

I BSDO INITIATIVES 
1. M.___.OZOV seminars -


----- _,.._.
Corv-e-
a. wND X0 
-

EDe~ GoooC 8Dc9 
b.Rusiness Plan foGsemMn rs 
 20 Jan 94 c,Ptannin<g session for seminar ED/ND/I"G/CMU/ 23 to25Jn 

d.Methodology workshop ND/TG/CUR 
 3Ja----

e. nt rves efjtLine d l ? U IB nIMr9 

.Pool - ED_NOGMZ 1 Feb 94 

se in ).osru aries All staff 16 Mar 94 
a. e ECsace EDN 20 Jan 94 

bESC CharterND3AL M 22Jn9
c.M 

DN25i Jan 94dBasic information catalogue LG/LA/BA/CMU 7 Feb'-'-9-"
 
SibEnt 

ePR campaign for ESC Ll PR Co"-""'-'-.
20 Feb 9
 

f.,Two Year progam for ESC BA/ED/ND/CMU 10 Mar9 

Order 
als 

h.Rece.r. _ od 
t eb9 

iO ni ceo nesln 
" M r 4


.EU mei rsa ESC BA/I"/SEMar 
 12 
kESC competition design ED/fNO/LG/RA 15 Feb 4
 

Ill 
10 Jann94rte-a 

c.Cata - u eo r m 
d.Business associations survey EDN/AECD 
 7 Feb 9 

~e. 
 msson 
ad r$ omiss-"-
 E 20 Jan 94
• .Slud of tarn_ ii Ite LG CM UIFb9 

.Des n of r i~tration rocess"15 
h.Starl u itde n 

M t9 
/. . . 15 Mt
H ment roGs 
 NOri.l..
No LArtl:


.Fnd s from leal sun,,v 
A 

CMU LO.CM_.._ 
.27 Jan 94 
2.BSDO STARTUP 

factites 
.
 

a . xn m o dal io rn Ln D E 20 Jam9
 



b c hu.Offic.__e^ itiue 
dcOtraisen su nED 

d.e su amnishterece 

OMA/_ ._ .ND 
OM 

OM ND...... 

2"-0Jan 94 -
27Jan'-------
IFeb 

11..ealSat se 

.bPesnne l ienterves.firstmein
cHE SCatuesne e 
do~ outru- -

rine m a pensta nf 

staffN 
DN M 

EDM/MU 

A / D NO 

3 De.c9 
10 Jan94 
3an93 
n1ateb 94a-'-' -"

a.Power
b.t~H' /* CMUicuidln s 
.u aless enroticn l 

o.Tr- ainkraco nst e 

- ---- M.-ED=15 
USI 
NDealOM/R 

NDeOM 

Dec 9 
2M0 Jan94 
207aFeb"94 

28 Feb 94--'

d4 . 2teMa -



EKATERINBURO 90-DAY CHART 
In the following table, the responsibility designations are as follows: 

ED = Expatriate Director
 
LD = Local Director
 
BIM = Business Information Manager
 
OM = Office Manager 
RA = Research Assistant 
CMU = Contract Management Unit (where actively involved)
USAID = designated USAID authority 
Work Area Tak Responsblity 	 Target 

comlelion 

1. BSDO STARTUP	 oat* 
a. Obtain accommodaton EDiLD 2Jan94b.Re- staff EO/t.DUSAID 31 Jan 94Trai nent Staff CMUWD/LD 15 Feb 94d.Obtain cornumcatios OM 20Jan940. Rirain O0 7Feb 94f. Bank account LD/OM 7 Feb 94"

office s 31 Jan 94
h ~Officeies 

O0CM 
OWED20J n 9Su 

2. 8SDO OUTRE CLINM/D2 
Jn94 _

a. T-,u,- BIW/RA I Mar 94b. 8tusness A -- IM/RA I Mar 94 -c e s Su Ent BIMRA I Mar-Q"A'r'd. L o aAdministration 8IM /R2A 1 4e 
e.Ta n -. 	

Mar 94ED.LD 
f.Economic data cokection RA 7 Mar 94 . Sml uins eiter 81M/RA -28 Feb 964
h.LoalR o OM/RA 15 Feb 94i. Condluct P__.R EOILO 10 Mar 94
J. C _m_laon of Needs E O/L D/ RA 7 M r 93. SDOINIIATVE k. Needs Assessment ED/CMU/USAID. 10 Mar 94 

a.ItriwLocal Paner ED/LDb.CMU Dist aMS 	 31 Dec 93 
C.Dv 	 ED/ D/CMU -1 5 Jan 94EDiLD/CMU" 31 Jan 94 
d .P resent fo r Local I n E D /L" D 0 F b 9e.RefineProdmec content ED/LUICMU 25 Feb 94
f A r_._.. .. orma D~lnb~ oW LDL 55Ma r 94 

honzaonC U/USAID-- , _0 Mar 94 



APPENDIX B. 

BSDO NEEDS FROM THE CMU 



1. BSOO Needs From the CMU: 

Legal Issues 

Short Term (90 Days) Longer Term 
Letter of introduction to local For emergencies, letter from D&Tauthorities, empowering BSDO director Moscow with stamps attached, to beto act on behalf of USAID project and held by BSDO director
 
D&T (both authorities should be
 
represented in letter); Chick and
 
Jeremy recommend letter from
 
WCER/Gaidar to Oblast administrator
 
[intro to right level] Note that this is
 
probably two letters: one an
 
introduction from WCER/USAID 
 for
 
political reasons and the second a legal

admin letter from D&T or legal entity 

Clarification of status: a representative Project identity; common documentoffice of D&T/Moscow? design; logo 

Assistance obtaining registration and Insurance on equipment
 
stamp to operate
 

Briefing package containing all relevant Need to clarify personal vs. corporatedocuments, treaty, tax and custcms liability, if any
 
letters
 

Power of attorney to lease premises,
 
hire staff, etc.
 

Guidance on office site selection and its 
implications; want to have own identity 
yet be able to cooperate with 
established contacts 

Clarification of how much may be spent 
to lease space and on what terms 



2. BSDO Needs From the CMU: 

Personnel Issues 

Short Term (90 Days) 

Guidance on status of local hires: 
should initial hires be on probationary
period? For how long? What 
documents are needed? Need model 
employment contract in RuFian that 
can be modified for specific situations 

Guidance on job descriptions: does 
BSDO director prepare? Who must 
approve? Can staffing structures vary
by region? 

Guidance on salary levels for local hires;
should these vary by region? Can 
number of staff vary by region? 

Guidance on qualifications of local hires: 
Any minimum? Is English ability 
mandatory for all staff? For some? 

Clarification of responsibilities for 
getting local staff approved by USAID 
and D&T; a coordinator in the CMU is 
necessary 

Clarification of how to obtain local 
short-term subcontractors Jr surveys,
etc. How will they be contracted for? 
How will they be paid? What 
documentation and approvals are 
needed?
 

Longer Term 

Clarification of status of local hires: will
they be placed in special division of 
D&T/NIS with possibility of transfer to 
management consulting? 

Guidance on evaluation of local staff,

including promotions, raises
 

Policy manual (USAID approved)
covering all personnel issues: hiring,
promotions, conflicts of interest, ethical 
standards 

Resolution on taxes and social security 
issues; may need Russian legal opinion 

Clarification of role of WCER 



3. BSDO Needs From the CMU: 

Financial Issues 

Short Term (90 Days) 

Need initial operating budget, probably 
in cash 

Need timely and regular means of funds
transfer for running the office, paying
staff, etc. (Policy note of 10/29 from 
Mike Mehan should be distributed to all 
BSDO directors) 

Need means of requesting cash 
distribution, probably as an advance, 
and a schedule from CMU on when to 
expect and how to obtain 

Longer Term 

Need means of wire transfer or courier 

Need means of holding resources: 
rouble account held in trust by local 
administration, commercial account,
large safe, cash held at a hotel may be 
options. Banking overall is a CMU 
issue. 

Need resolution to move BSDO's away
from cash basis as soon as possible 

Need guidance on equipment Need guidance on required recordprocurement, limits and procedures: keeping, such as expense receipts;what may be procured locally? Will need accounting system compatiblethere be a small startup budgot? How with CMU and that ensures auditabilitywill BSDO's use the procurement 
subcontractor? 



4. 8SDO Needs From the CMU: 

BSDO/CMU Operational Interaction 

Short Term (90 Days) Longer Term 
Need to know initial reporting process Need means of collecting baseline datarequired: formats schedules, content and tracking indicators to be finalized 

use third country nationals? will arise if 

involving other volunteer organizations 

Need to know how to access resources, 

when and where they will be available 

5. BSDO Needs From the CMU: 

Communications 

Short Term (90 Days) Longer Term 
Need to know how to access resources,

Establish formal communications 
when and where they will be available;

procedures: weekly DHL, explore 
need two-way information flow about

possibilities in E-mail 

USIA seminars, British know-how staff, 
etc. 

Develop a gazette or circular for inter-
Continue Monday and Friday staff 

BSDO communications. This may be
meetings and circulate minutes to 

6800 staff each time external, internal or both 

Develop external bulletin as part of 

starting PR campaign 



6. BSDO Needs From the CMU: 

Data Bases 
Short Term (90 Days) Longer Term 

Ensure BSDO's have financial system to Develop in CMUensure accountability and auditability a system -wide projecttracking data base to allow all BSDO's 
access to info on all projects bycategory, type, time frame or other 
factors. 

Develop data base to collect and keep
information on the 10-15 principal 

Develop a separate data base tracking
participant companies.indicators. DetermineDevelop means of getting whether these two data bases can beupdates to CMU. 
compatible with existing Russian data 
bases.
 

7. BSDO Needs From the CMU: 
Evaluation Issues 

Short Term (90 Days) Longer Term 
Develop data base to collect and keep
infc,'mation on the 10-15 principal 

Define the role of the CMU in inspection
of BSDO sites and activitiesindicators. Develop means of getting

updates to CMU. (Define the
vabsorption indicator."
 

Design a reporting process to the CMU 

Gu ince in definition of deliverables to 
be produce by each BSDO 



. BSO Needs From the CMU: 

Training 

onger TermL'-'
Short Term (90 Days) 

Need to know the CMU's function or 
to know CMU's preliminary plan ofoNeed 

eore
 aaet
nwhwt
eedt--'
to lclgopBD of
propose NeedCMU selctio y idictor
uidace o 
 deermned
bjecive

fr UAID artcipnt
canddats 
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training~~~~aebe ceu 
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10. BSDO Needs From the CMU: 

Security 

Short Term (90 Days) Longer Term 
Need some guidance on general Ongoing training for new hires andsecurity issues. Initial training session those going out to the field
should include security briefing, with
 
sections for personal and material
 
security 

Need specific guidance on how to Guidance on business security issues,handle Mafia; what "out" do we have to confidentiality, etc.
allow refusal? 

Need specific guidance on operational
practices, such as traveling with cash 



APPENDIX C. 

CMU POSITION DESCRIPTIONS 



APPENDIX 

POSITION DESCRIPTIONS 

CMU Executive Level
 

0 Chief of Party
 

0 Deputy Project Director
 
(BSDO Supervision/CMU Input Supervision) 

* Senior Program Advisor 
(Training-Strategy-Liaison/Policy-WCER Liaison) 

* National Policy Advisor
 

CMU Technical Functions
 

0 Training Project Manager
 
(Russian/International Advisor)
 

0 Local Administrations Project Manager
 
(Russian/International Advisor)
 

0 	 Business Associations Project Manager 
(Russian/International Advisor) 

* 	 Business Services Project Manager 
(Russian/International Advisor) 

CMU Administrative Function 

* 	 '=nancial Manager 

* 	 Communications Director 

* 	 Monitoring & Evaluation Manager 

BSDO 	Management 

* 	 BSDO Director 



POSITION DESCRIPTIONS 

CMU EXECUTIVE LEVEL 

ChiefofPArty
 

Obiectives1
 

To provide overall project direction and high-level liaison with client, counterpart,and contractor manaC3ment. To ensure the project is managed to achieve its

goals and deliverables.
 

The Chief of Party will put in place and manage all project resources; work withUSAID and Russian counterpart organisation(s) to define project objectives andapproaches; report to USAID on delivery against objectives. 

The post is full time, based in Moscow, for four years. 

Key Resoonsibilities 

* Overall prr;ject management, financial control and commitment of project
resources 

" Project staff recruitment and management 

" Establishment of project office and necessary project infrastructure 

" Management of subcontractor relationships
 

* 
 Liaison and official contacts with USAID and Russian counterpart

organization
 

* Project representation with international donor organization, bilateral
organization, Russian governmental and non-governmental organization
 

* Delivery of project against objectives. 



POSITION DESCRIPTIONS 

CMU EXECUTIVE LEVEL 

Deputy Project Director 

Obiectivesi 

To support the Chief of Party; specifically: 

to ensure that BSDOs are set-up and operate effectively
to ensure that the four technical functions of the CMU provide
appropriate and effective input to the project.
to ensure that the project finances are sound and that the project is 
efficiently administered 

JobDescription 

The Project Directors will work with and report to the Chief of Party to helpmanage project resources, taking operational responsibility for specific project 
activity. 

The post will be staffed by at least two Directors, between whom
responsibilities will be split, as determined by the Chief of Party. 

The post is full time, based in Moscow, for four years. 

Key Resoonsibilities 

0 Development and management oversight of operations at each BSDO 
(quality control, consistency, strategy etc.) 

* Management oversight of work of the four technical functions of the CMU 

* Contact with US and Russian counterpart organization, including WCER, 
and donor agencies 

* Co-ordination with national initiatives 

" Project financial and administrative management 



POSITION DESCRIPTIONS
 

CMU EXECUTIVE LEVEL
 

Senior Program Advisor
 

Objectives 

To advise the Chief of Party; specifically: 

- to provide strategic guidance and direction to the project as a 
whole 

- to provide direction to the training functions of the CMU 
- to provide guidance on liaison between the project and other 

interested parties 
- to ensure full and efficient liaison with the WCER 

Job Description 

The Senior Program Advisor will advise and report to the Chief of Party on allissues of project strategy and policy, according to the priorities set by the Chief 
of Party. 

The post will be staffed by at least two Advisors, between whom responsibilities
will be split, as determined by the Chief of Party. 

The post is part time/possibly full time, based in Moscow, for four years. 

Key Responsibilities 

* Overall policy guidance 

" Training policy development 

* Development of relationship with Morozov Project 

" Outreach to other training organizations with which the project will team 

" Liaison with contractor consulting and program resources
 

* 
 Liaison with the WCER and preparation of formal policy inputs to the
 
WCER.
 



POSITION DESCRIPTIONS 

CMU EXECUTIVE LEVEL 

National Policy Advisor
 

Obiectives
 

To advise the Chief of Party on areas of national policy, including legal andregulative issues affecting new business development, and constraints to newbusiness development, and to propose appropriate national policy initiatives tobe supported by the project. 

The National Policy Advisor will advise and report to the Chief of Party on allissues of national policy affecting new business development, according to thepriorities set by the Chief of Party. 

The post is based in Moscow and is expected to require 40 person months ofeffort (75% of the Advisor's time) during the four and half years of the project. 

Key Resoonsibilities 

* Review of key legislative initiatives and existing legal, regulatory andpolicy environment for private sector development and dissemination of
results to the project team 

4 Evaluation of key constraints to new business development identified bythe project, and where appropriate, development of legislative response 

• Monthly reporting to the WCER on key policy issues according toreporting structure to be approved by USAID
 

* 
 Provision of advice to local administrations on policy, legal and regulatoryissues affecting new business development, working with the Local 
Authorities Project Manager(s) 

• Enhancement of the ability of local business associations to influencenational policies and legislation, working with the Business Associations
 
Project Manager(s)
 

0 With the CMU, coordination of national policy issues to be debated during
annual National New Business Symposia 

* Management of the development of key indicators to measure the impact
of national policy on the growth of new business in Russia.
 



POSITION DESCRIPTIONS 

CMU TECHNICAL FUNCTIONS 

Training Project Manager 

Obiectiv-es 

To ensure appropriate, efficient and effective delivery of training assistance toproject recipients directly and through the BSDOs; specifically, to ensureappropriate, efficient and effective delivery of technical assistance to trainingorganization and institutions serving new businesses. 

Job Description 

The Training Project Manager will develop and ensure implementation of projecttraining strategy, reporting to a designated Deputy Project Director. 

The post w~lI be staffed possibly by two Managers, one Russian and oneWestern, between whom responsibilities will be split, as determined by the Chief 
of Party. 

The post is full time, based in Moscow, for four years. 

Key Resonsibilities 

• Identification and evaluation of training needs of project recipients. 

" Identification, evaluation, sourcing and management of external resources 
able to assist the project 

* Development of management plan to address project training needs
 

* 
 Liaison with BSDO staff to ensure implementation of management plan 



POSITION DESCRIPTIONS
 

CMU TECHNICAL FUNCTIONS
 

Local Administrations Proiect Manager 

To ensure appropriate, efficient and effective delivery of technical assistance tolocal administrations to improve the services they provide to new businesses,
either directly or through the BSDOs. 

The Local Administration Project Manager will develop and ensureimplementation of project strategy to assist local authorities, reporting to adesignated Deputy Project Director. 

The post will be staffed possibly by two Managers, one Russian and oneWestern, between whom responsibilities will be split, as determined by the Chief 
of Party. 

The post is full time, based in Moscow, for four years. 

Key Resoonsibilities 

" Identification and evaluation of needs of local authority project recipients. 

* Identification, evaluation, sourcing and management of external resources 
able to assist the project 

0 Development of management plan to address project needs of local
authorities 

* Liaison with BSDO staff to ensure implementation of management plan 



POSITION DESCRIPTIONS 

CMU TECHNICAL FUNCTIONS 

Business Associations Proiect Manager 

To ensure appropriate, efficient and effective delivery of technical assistance tobusiness associations to improve the services they provide to new businesses,either directly or through the BSDOs, and to strengthen their ability to represent
their members and lobby for political and regulatory change. 

JobDescription 

The Business Associations Project Manager will develop and ensureimplementation of project strategy to assist business associations, reporting to adesignated Deputy Project Director. 

The post will be staffed possibly by two Managers, one Russian and oneWestern, between whom responsibilities will be split, as determinied by the Chief 
of Party. 

The post is full time, based in Moscow, for four years. 

Key Responsibilities 

, Identification and evaluation of needs of business association project 
recipients. 

& Identification, evaluation, sourcing and management of external resources 
able to assist the project 

0 Development of management plan to address project needs of business 
associations
 

* 
 Liaison with BSDO staff to ensure implementation of management plan 



POSITION DESCRIPTIONS
 

CMU TECHNICAL FUNCTIONS
 

Business Services Proiject Manager
 
Objectives
 

To ensure appropriate, efficient and effective delivery of technical assistance tobusiness service organization to improve the services they provide to new
businesses, either directly or through the BSDOs.
 

Job escription 

The Business Services Project Manager will develop and ensure implementationof project strategy to assist business service organization, reporting to adesignated Deputy Project Director. 

The post will be staffed possibly by two Managers, one Russian and oneWestern, between whom responsibilities will be split, as determined by the Chief
of Party. 

The post is full time, based in Moscow, for four years. 

Key Resonsibilities 

• Identification and evaluation of needs of business service organisation
project recipients. 

* Identification, evaluation, sourcing and management of external resources
able to assist the project 

• Development of management plan to address project needs of business 
service organization 

• Liaison with BSDO staff to ensure implementation of management plan 



POSITION DESCRIPTIONS 

CMU ADMINISTRATIVE FUNCTIONS 

Financial Manager 

Obiectives 

To set-up and administer systems to manage, record, monitor and account forall financial transactions of the project in accordance with USAID regulations,and produce appropriate management reports. 

JobDescription 

The Financial Manager will handle all operational aspects of project finance and
cash accounting, reporting to a designated Deputy Project Director. 
The post is full time, based in Moscow, for four years. 

Key Responsibilities 

0 Project compliance with USAID financial guidelines 

* Effective and efficient disbursement of project funds according to
objectives set by CMU management
 

• Maintenance of full and auditable project accounts
 

* 
 Production and analysis of appropriate financial reports. 

a Production and analysis of project management reports. 



0 

POSITION DESCRIPTIONS 

CMU ADMINISTRATIVE FUNCTIONS 
Comnunications Director 

To increase public awareness both of the project and of good businesspractices; specifically, to ensure effective communication of project objectives,activities and achievements both internally and externally. 

Job Descrio~tiorn 

The Communications Director will work with project, USAID and Russiancounterpart staff to develop and broadcast project communications, reporting toa designated Deputy Project Director. 

The post is a four year post based in Moscow, full time for the first 18 months
and possibly part time thereafter. 

Key Resonsibilities 

Design and implement project logo, brochures and presentation materials 

* Develop and distribute general information on project goals, approach,
capabilities and achievements 

• Develop and distribute internally information on project functions,

potential partners, "best practices" etc.
 

* Arrange and promote project symposia and seminars 

• Liaison with media 

" Provide written support to staff for internal production of reports and

project materials
 



POSITION DESCRIPTIONS 

CMU ADMINISTRATIVE FUNCTIONS 

Monitoring & Evaluation Manager 

To ensure that the internal monitoring and evaluation process of the project is
carried out objectively and efficiently. 

Job Descrition 

The Monitoring and Evaluation Manager will develop an evaluation plan andperiodically review the work in progress, reporting to a designated DeputyProject Director. 

The post is part time, based in Moscow, for four years. 

KeyResnonsibilities 

* Design of overall evaluation plan and definition of initial evaluation
 
indicators, in conjunction with CMU, 
 BSDO Directors, WCER and USAID 
* Input into design and development of automated database system to track
evaluation indicators 

" Identification and collection of base line data 

* Initial, interim and final project evaluations; preparation of semi-annual
 
reports
 



POSITION DESCRIPTIONS 

BUSINESS SERVICES DEVELOPMENT OFFICE 

6500 Director 

To set up and manage the BSDO. To contribute to the strengthening of localinfrastructure to support new business development, by identifying local needs,and developing programs and delivery mechanisms to meet these needs. 

Job Description 

The BSDO Director will set up and manage a BSDO in a chosen location agreed
with USAID, reporting to a designated Deputy Project Director. 
The post is full-time, based at the BSDO location, for two years. 

Key Resoonsibilities 

* Initial site assessment and evaluation 

0 Identification of institutions and/or initiatives to receive assistance underthe project, and delivery of appropriate assistance to them 

* Liaison with CMU Project Managers to effectively deliver site-appropriate
CMU-developed assistance
 

* 
 Liaison with other organization able to assist the project in order to deliverexternal assistance through the BSDO 

* Development and delivery of specific products targeted toward
overcoming constraints to business development
 

* Identification, evaluation and possibly management of suitable projects for
the special projects fund 

* Negotiation of office space for BSDO; equipment of office 

0 Recruitment of local professional and support staff
 

* 
 Management of all BSDO operations within centrally-agreed budget 

0 Compliance with USAID and project monitoring and reporting

requirements.
 



APPENDIX D. 

CMU PROGRAM SCHEDULES 



-- --

TRAINING ACTIVITIES: Approximate timingACTIVITIES: BSDO MONTH 1 MONTH 2 MONTH 3 
Review of training institutions
 
Needs and demands for courses
Id en tify g a" 

-p. -

initial
training planF irst initia tives :" 


Voronezh/Novosibirsk 

_.f
 

Others"--

-
 -.
ACTIVITIES: CMU 

t 
 -.
 
Assembly &distribution of materials 

Training of trainersq 

Development of new curricula 

L 



TRAINING 90-DAY CHART 

Dates and Deliverables (Approximate) 

15: Obtain USAID approval of December 10 strategy
Establish formal communication with ongoing initiatives
Participate in meetings of AMM Academic Council 

and working groups
Dralt Memorandum of Understanding with AMM 

for Voronezh and Novosibirsk 
Propose liaison with Working Group for Economic 

Reform and others; establish bi-weekly 
meetings to monitor progress

25: 	 Review of local institutions and their needs in
 
developing the courses
 

Januryj24 

1: 	 Finalize MOU with AMM and others. Plan for 
new curriculum development

5: 	 Identify local trainers for the first two programs
(Voronezh and Novosibirsk) and schedule 
their re-training activities 

Initiate equipment procurement for first initiatives
10: 	 First meeting of liaison group

Identify U.S. partners to work with Russian counter
parts to develop curricula, support materials 
and other necessary support

Involve BSDO directors at Directors' Council of 
Morozov BTCs 

Draft MIS for recruiting, tracking and supporting 
trainees

15: 	 Commence adoption activities to Morozov BTCs
 
Reach agreement with non-Morozov institutions

Convene coordination meeting with other bilaterals, IFIs and 

Russian initiatives to invite synergy20: Present priority training programs with implementation plan for 
USAID approval

First draft of BSDO training plans and local institutions business 
plans to CMU 

Schedule of train the trainers for first programs 



1: 

10: 

15: 

18: 
22: 

23: 

Mar[,CL_9 

11: 

Commence training programs for two pilot programs
Final USAID approval of MIS framework 
Begin formal promotion of first training programs
Review progress to date with USAID and others 
Meeting of coordination council
Begin train the trainers program for priority activities 
Final review of curricula 
Initial review of next two curricula 
Support materials to printers 
Certification of trainers 
Certification of equipment environment 
Coordination meeting with other bilaterals and IFIs 

Next 90-day plan 
Training plan 
Training section of 2-year plan 



BUSINESS ASSOCIATIONS 90-DAY TIMELINE
 

TASK PRODUCT MONTH 1 MONTH 2 MONTH 3 

1. Assessment of Files 
existing regional BAs, 
their managerial and 
or anizational set-u 
2. Assessment of up-
grading requirements for 

Memos 

BAs activities 
3. Sign an agreement 
with ChTI of Russian 

Letter of Intent 

Federation 
4. Sign an agreement Letter of Intent 
with Federal Fund for 
Business Support and 
Development of 
Cor e tiion 
5. Sign an agreement 
with Entrepreneurial 

Letter of Intent 

Council at Government 
of Russian Federation 
6. Visit to Voronezh andSmolensk (3 days in 

Memos 
bF 

each 
7. Visit to Novosibirsk Memos 
and Ekaterinburg (3 days
in eac 
8. Visit to Vladivostok Memos -
3 da s 

9. Get in contact with 
some American BAs 

Letters, faxes, 
memos 

(through Moscow offices 
of American Governors 
Association, Russian 
American Chamber of 
Commerce, and Citizens 
Democrac Cor s 
10 "Brain storm"meetings with BSDO 

management on BAs 

Joint memos 
X x 

develo ment strate ies 



11. Preparation of 2-3 Business plans

special projects for
 
cooperation between
 
Russian and American
 
BAs in each location
 
12. Receive American Memos
 
BA delegations in 1-2
 
locations (2 days)
 
13. Introductory training
 
of BA counselors and
 
administrative personnel
 
- seminars on general 


principles of the
 
functioning of a market
 
economy (2 days)
 
- computer courses
 
(basic software training) 
 _____X__ 

14. Send first delegation 
of BA managers to U.S. 
15. First national Report To be

conference of BA 
 determined 
participants of USAID 
project with participation 
of WCER and U.S. 
voluntary organizations 
and BAs (at ChTI of 
Russian Federation in 
Moscow) 
16. Preparation of Business Plan 
feasibility study for 
Special Task Force 
Expert Group at BA 
component of CMU 

x 
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BUSINESS SERVICES 90-DAY TIMELINE
 

1993, 1994, weeks

Project Team's 
 Responsible/ eeks 

anuar FebruaTasks and Activities 	 Marchartici ants 51 51 2 3 4 5 6 87 9 1011 

1.1. To have corrected three month MU,BSDO, mIan in response to USAID remarks SAID, 

1.2. Designing and setting up a 
CER 

"----'-w--- N
monitoringand reporting system on

usiness service com 
onent o have designed updated reporting MU,BSDO, w a w a m a a wnd monitoring system. 	 m w 

SAID, 

o have prepared pilot report for 
CER 
MU,BSDO

December 1993- Februa 1994.1.3.Plannin estem develo ment 
w a a
ro have developed business service 	

a a N N a
MU,USAID, womnnent plannin s stem. o have prepared next three month 
CER 
MU,BSDO, a w NIan and two year plan. SAID,	 

a N 

1.4. 	Staffing and hiring for business CER
 
- a a a a 0 N w a w 0 a
w 
 a
ervice com nent 

o have selected candidates for BSDO,CMU w a U m a wmusiness service component staff
 
eeded for technical assistance
 
o have developed and organized --MU" 

raining seminar for BSDOs'
 
usineSservice cornonent staff1.5. Visiting a majority of sites to "M 00000000

elp launch business service 

compnent 

I. Selection of reciients 
w w a 
a w
o have prepared preliminary lists of SDOs N w w 0 aI1potential recipients and all existing

nitiatives acce table for su rt o have cleared up local business SDOs, a w
riority needs. a a w
 
elevant local 
r anizations 



- -

o have selected in every site 3-5 MU/USAID, nU a man=*ilot recipients. To have specified CER,
Memoranda of Understanding with 
 BSDOs,elected recipients. elevant local 
r anizationso have specified and signed BSDOs,Memoranda of Understanding with uggested

elected recipients. eci ients o have updated list of potential and BSDOs,
robable recipients 
 elevant local 

r anizati sTo have specified criteria for further MU,USAID,
selection CER, 

BSDOs2.2 . LocationselectionS 
o specify criteria for selection and MU,USAID,to clear up potential recipients in 2nd CER, 
yavelocalities BSDOs,io select recipients in 2nd wave BSDOCMU,ocalities 

elevant local 
o have drafted Memoranda of r anizationsSDOs/
nderstanding in 2nd wave localities 0

elevant local
 
.3. Providin r anizations
technical assistance * * a N * N a a W a.3. 1.Providing technical assistance a 

0 0 a N aa a-through demonstrative consulting
 
ro *cts in ma *ri 
 of sites 
o have developed methodological MUBSDO, a a n m a w
usiness consulting materials to SAID,
arry out problem diagnoses and to CER 
re are roposal to clients.o have carried out problem SDO,CMU,iagnoses of recipients and their elevant locallients. To have developed and rganizations

greed specific proposals, with
 
cipients and their clients.
o have started mobilization stages MU, 
 "
f demonstrative consultin ro'ects. 8SDOs 

.3.2. Providing technical assistance 
through short-term training seminars 

rmtn of sites 
o have developed programs and MU,BSDO'---- -N,, W a aaterials and provide trainers for SAID,ilot seminar for reci ients. o have organized pilot seminars for 

CER 
SDO,CMU, N a Eecipients. 

elevant local 
raanizations...............
........
 



o have developed programs and MUBSDO,
aterials for seminars for next 90 SAID, * 

ay period. CER2.3.3. Providing technical assistance
 
through information materials (data

bases, brochures etc.) in majority of
 
sites 
o have drafted pilot program of MUBSDO, NU ** 

nformation materials development SAID, 
0 M 


nd distribution among recipients 

o have developed a number of pilot 

CER 
MU/BSDOs m a Ma a * a * a * ethodological materials on USAID,

onsulting to be distribute among CER
 
ecipients.

"have distributed advloped pilot BSDOs 

ethodological materials on
 
usiness consulting among
 

ecipients

2.3.4. Providing training for business - N 0 0 a a 
 a a 
a a-servicecomponent through special
trainin courses in ma'ori of sites
To have developed programs and MU/BSDOs m a w m amaterials for pilot special in-country , USAID, 
ne week courses for reci ients. CER 
o have prepared suggestions on BSDOs/

mprovement of programs and elevant local
aterials for pilot courses for rganizations 

eci ients. 
o have updated programs and MU/BSDOs
aterials for pilot courses for USAID,

ecipients. CER 

Explanatory notes of Table 1 

m - period of activity 

0- period of possible activity 

*  final result of activity 



LOCAL ADMINISTRATION 90-DAY TIMELINE
 

TASK PRODUCT 
 MONTH 1 MONTH 2 MONTH 3 

1. Prepare legal Legal
 
documents for BSDO 
 Documents;
activities and obtain Agreements of
"Agreements of Understanding 
Understanding" rom
 

local authorities in 5
 
initial sites (during first
 
or second visit to each
 
2. Prepare and Guidelines;
distribute to BSDO legal excerpts 
directors:
 
- guidelines on
 
collaboration
 
- extracts from national
 
economic and
 
administrative laws
 
3. Initial site visits: Analysis of
 
- establish personal 
 legal acts and" 
contacts with local first
 
officials 
 experiences
 
- collect and analyze
 
information on local legal
 
acts
 
- analyze first experience
 
BSDO/Iocal
 
administration
 
cooperation 
4. Prepare security Security

guidelines for each 
 guidelines
BSDO separatel 
5. Participate in design Training

of training programs for program
 
local officials
 
6. Design guidelines for Discussion
 
new legal/ 
 draft of new
administrative framework guidelines 
for business-local 
authorities relations 
(discussion draft)
7. Plan next steps in Next plan
BSDO activity on the
basis of first experience _ 


