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EXECUTIVE SUMMARY

The Business Management Extension Program (BMEP) is entering a critical stage in its
existence. In less than two years, BMEP will lose the grant from its primary, and for some time
only, donor source, the U.S. Agency for International Development (USAID), which still
supports more than 70 percent of the organization’s costs. Aside from this change in funding,
shifts in the Swazi economy and other market dynamics will occur that will have an impact on
micro and small enterprises and on BMEP.

These factors have prompted the need for this report and the process that will flow from
it. In this report, the evaluation team examines BMEP’s strengths, weaknesses, and performance
in three vital areas: organizational capacity and structure, market viability, and financial
position. The question underlying the examination of these three areas is: If and how BMEP
can sustain itself over the long term?

KEY THEMES

Five themes in management choice have been identified and are found throughout this
report. During the transition period from almost-full funding to no funding by USAID,
managers and board members of BMEP will need to deal with the following types of issues.

o Time spent on the cultivation of external contacts and relationships in contrast to
time spent on internal management;

° Cultivatior. of a broad assortment of potential supporters to avoid overlooking a
prospective source of income, in contrast to concentration on those with the
greatest likelihood for success;

o Diversification of the program to attract a variety of funding sources as opposed
to concentration of the program in areas of core emphasis;

] Concentration on a more upscale beneficiary market capable of paying for
training and extension support as opposed to a primary focus on the neediest
pepulations who may be the least able to compensate for services; and

° A shift in the culture of the organization to reflect a more businesslike ethos
versus continuing responsiveness to the concerns of equity and social
responsibility.

They are difficult issues because they involve a determination of the appropriate balance
point between alternative possibilities.



KEY FINDINGS
BMERP is a sound organization. Its significant attributes include:
o A well-recognized and respected director;

A good reputation among clients, government, and other service providers for
offering a quality training and consulting service that is needed in the community;

° Service to a niche generally not addressed by other institutions;
® Appropriate course content for its market;
° An interested and intellectually engaged board of directors;

o Staff who know their own strengths and weaknesses, can pick up and adapt new
ideas, and are willing to learn; and

L A client base that values and is willing to pay meaningful fees for BMEP’s
services.

BMEP, which does small enterprise training and consulting and has a small credit
project, is operating in a market area in which there is considerable opportunity to develop a
strong and diversified funding base from multiple sources. Meanwhile, it is important to
remember that unless and until there is a stronger and broader consensus around fundamental
guiding principles, the program will find it immensely difficult to define and pursue a clear and
focused course.

BMEP offers two major products — training and extension — and in both areas the
program has largely met the requirements of the 1992 revised Cooperative Agreement with
USAID. Between October 1, 1992, and August 26, 1994, BMEP conducted 7 full-time training
programs with 104 people attending — 65 males (63 percent) and 39 females (37 percent). Of
those participants, 42 percent (44 individuals) were or are active extension clients of BMEP.

At present the three extension officers each have the USAID-required 20 active extension
clients. Turnover is difficult to determine under the present recording or reporting system. A
reasonable estimate is that, over the two-year period, 100 clients were reached.

Neither the quality nor size of the credit portfolio has satisfied the standards set, although
there has been improvement in collections since the hiring of a credit officer. It seems unlikely
that the credit program will ever have the performance or impact necessary to justify retaining
it.



Training is a major product of BMEP, and BMEP should strive to be at full production.
However, BMEP training staff are grossly underused. If use of the training department is not
substantially increased, no level of service charges will push BMEP anywhere near self-
sustainability.

BMERP business development officers (BDOs), or extension officers, also went through
a staff utilization exercise similar to the one done with the training staff. Assuming there will
be four BDOs, there will be approximately 880 person-days per year to provide business
advisory and consulting services. The new plan reflects the intention to move this unit from 364
billed days of work in 1995 to 482 in 1997. There is room for further productivity, but this
represents a good start.

By 1997, the first full year after the transition period, the financial model reveals that
BMEP could support a little more than 50 percent of its recurring expenses out of internally
generated income. Because recurring expenses are scheduled to rise approximately at the rate
of inflation and staff utilization and productivity are expected to be markedly improved by 1997,
BMEP will require an estimated long-term subsidy of not less than 40 to 45 percent of its total
expenses over the long term.

KEY RECOMMENDATIONS

1. BMEP will have to incorporate new skills and increased capacity if it is to make a
successful transition to a sustainable organization. The team strongly suggests that the
board be expanded by two people and that those new slots be filled with people who will
augment the board’s diversity and can help in managing the organization financially,
while assisting in the fundraising task. Furthermore, BMEP staff and management
should expect to realign and increase their duties and levels of responsibility.

Everyone, from the board of directors on through the rest of the organization, will have
to contribute more to the organization. The evaluation team tried to recommend
evolutionary versus revolutionary changes to take advantage of the organization’s
strengths and not cause unmanageable stress during the transition. Significant tasks over
the next 18 to 24 months for the board to undertake are a comprehensive strategic and
marketing plan and a process of board strengthening and development. Strengthening
of the board will be facilitated in part through the planning process itself, but also
through explicit training in the role of boards and other pertinent topics. Training
exercises will set the direction and specific path for the organization. In addition, the
process of board strengthening is expected to lead to tangible action steps and outcomes,
and will allow all those involved in BMEP to gain a sincere sense of ownership in the
organization.

iii




BMERP should phase out. its loan:programzn:Thé ‘teamadoeirnonforéseesanynjeglingiin in
client interest for BMEP: training :anduadvisory> servicescif tHetlorgarpaation phasaseuout
its loan program. There-are:toofewsclientsnin thetimarketkwhe Haverecsiverd EMIBREP
loans, and the public perception-of BMBP:§ as a-trainingipstitutiotiorNoNorueps: wakiaken
by this team or by previous consultantsrevealedi anycorretation betoserectientsh wantinging
BMEP training and advisory services-anduthinkingitheyrcoutdubisal veceivei toalmans.

Training materials. should: be :organized:cby rtopicomoduiésies A moduidufoldeldshakiduld
include all relevant material-to prepare=fortandidelivérvartrainingsessionionOrfapzinging
session designs in this: manner:should:reduce:future:planhingianduptepreintemd thainemer
should be able to pick the: module-fromothe:shelfy Feviewethetiptanlaadapiajtt forfpensoradnal
style, copy materials,- and-facilitateztheursessionowithoiomuchieffoffort Thd tabidisilitp to
develop and deliver these: modules: will be icriticalcto BMBPER twowrespesgtect sFirkist, it
represents a key element-of the:modelithanBMEPEMustuselbefé potenteaitidbrisesoandind
clients. Second, the ease and flexibility:of usingrmodulgsiwilivigat:ad ® mushidietbetter
ability to raise productivity.

Another way for BMEP-to operatezmore>profitably>andirekpanudurits iimpagiais io tffeffer
contract training, in which BMEP:presentsttraining presemtativnsforfothethorgapzatiansons
on a contractual.basis. . BMEP-has:becomersuccessfulfin thistiseareanduesfoffohmbidubeé be
concentrated to nurture this type of work:r:Ccatractaraining frequentty tgquigesrdeldedryery
to an established group of people::Recentcexamplesiareathetretrencinnemetrainingixg tifethe
Central Bank employees:jointly funded: by STRIDE dnduthet GeftralrBhflananduthieterairal
training for Women’s Income=GeneratingnGréupsipfundedieby bthetht/nifedteNatiations
Development Programmer .Often: the.clientsrrequestepraductssimilanito thoseatredthady in
use at BMEP, and.it is recommended:thattBMEPEemainawithishits jprqewetutinéieherhen
pursuing new clients: It is also; recommended:thatiBMEBPHiohententthetitinterconsumanging
business of identifying multiple-rural-groups;rbutthathitt contintinte worloitividgenginsies
that are currently working with-established:gronpsips.

The organization ‘needs::to "developca monitoringinsystemem. NoWothaththethextextrinal
requirements will be removed;: the: organizatiomshouldufdcireon quajinliof sérwiceiandind
impact of service,. and.-not. solely= oncnumber:of clientsnconastedted. It bhadulbe be
comprehensive in the: methods;-approach;cfrequencyicandurépontingireqerementsntPlalkans
to tie it to the staff -evaluation system:should.alsoibe inclodedied.

Finally, it is vital for BMEP:to cultivatezandindevelopiap brdadeniarrayrof conmastacandind
liaisons with potential- donors;: as :wellzas awithiveferfatrandinsippgytotrgargzatiotmns,
particularly in Swaziland-and:the::Southern-A fricaicaregionion In konjungtioniositivithishis
recommendation;, the:evaluation team:strongly:suggests thatt JSATRISwazi iambisbriowi trith
its staff and with BMEP-to find-a way:to extent:the:periodiovervehichitiSUASABquidesies
the remaining grant funds:available:to BMEP=Tt i§:estimated: thiath becauseiof afavizratdeble
exchange rate,. there will be approximately=E480,000¢€mainingiin thetiprantaforfBMBREP
at the November:1994 end of the:current-contract:ic:.
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By By bditding: astoongersinstitutionand:actively-seeking to-meet themneeds-of-its client-marketwithr: v

bethettdesdesigned andsidelivered:training and -consuiting—services,: BMEP-will ‘set: the-foumdationaz::-
forfor rackievingnfinancial: sustainability. With ~the ~three—pillars—of -sustainability 'in: ‘;place ==

or parganizational sustainability,-maviet sustainability-and financial-sustainability: — BMEE will* be

a tautrulyavishle@nd sustainableinstitation.
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SECTION'TWO
RORGANIZATIONAL SUSTAINABILITY

ThiThissectioniaddresses: the-organizational-capacity of BMEP to strengthen its funding base
andandadiscussesarrange rofazeasures that :BMEP:could consider to diversify and deepen financial
supsupport.pltqgiacessheavyemphasis-onthe-organizational -and -managerial antecedents that must
be perput nmqiacerheforé IBMEPcan-become a:ﬁnancxally viable enterprise. It also deals with
imoonpostantussuesithat IBMEP: willshave ‘to-address if it is to design-and implement a credible

fundumdraisingiandvdevelopmentprogram.

B Mmﬁﬁmbmmsﬁxhn.demgmngmdmplemmungmmmgpmgmms and extension
sensensces forsniathbusinessesiand emerging-and potential entrepreneurs in Swaziland. The growth

mamxdnmmmmmfﬁr&mgmmnm been-supported:almost entirely by a single USAID grant,
andaitd/BMERs hastnot; mntilviiow;=been-required to diversify its funding base or engage in the

proprocess @f cultivating-atternativersources -of support.

ThéEhepragramismow:entering -an-important transitional -period-marked by the approaching
terntenntination i(6f USATDsupport. During thenext 18 to 24-months, the organization will have to
desuesigmandriregin todmplement ayprogram -of financial-and institutional independence. Not only
wiivBIBME® have!todacate,: cultivate zand ;gain-access to_alternative funding sources, but it also
wiiiwilizsieerl aodadudress. arvariety of organizational-and -governance issues central to the task of
buikimidmyg ceffectiveiindependencesand:autonomy.

SonSpmeussues=areastraightforward, ~such -as-the compilation of a-prospective donors list.
Oth@thersareomoreaintangible,csuch -as-the—rearticulation -of a clear-and ‘broadly felt sense of
orzmmmmmm:dmvcsﬁ‘mmm s'own:sense of identity-and purpose. Although

AL s asonably-dightzhanded, the:existence of a-predominant donor with
themlﬁﬂhpmuphymﬁugnhnonsmmngmmmems;and evaluation procedures has provided

PO ' BMEP: willzhave ‘to-replace -with:its -own systems, procedures, and

ue“bSA‘Il}.gmntztenmnates

Thelhentmansition-periodoffers andmportant-opportunity-and a significant challenge. Durmg

thxmmomnmmmmm sand=reposition _itself -as a ‘sustainable .and growing

emnmmnfutnsmlayramnmnnmgmledn Smland’s Jievelopmmt It is cnncally

- : A 'ulnmln--‘”

LHM&Mmgmantﬁﬂkdhmnghﬂnmmnfm&ﬂmkmgmumuesmt will need to be
accapuumpbshexdriuring sthisperiod.

Duduriig: thertransition-period . ABMEP-will-need-todeal -with-the foilowing types of issues
whigihicharé difficolthecause-they involve axdetermination of the -appropriate balance point along

a canuontinuum Jfeaiternativespossibitities:




Balance time spent on the cultivation of external contacts and relationships with time
spent on internal management;

Cultivate a broad assortment of potential supporters so as not to neglect a
prospective source of income, in contrast to concentrating on those with the greatest
likelihood for success;

Diversify the program to attract a variety of funding sources as opposed to
concentrating the program in areas of core emphasis;

Focus on the neediest populations, who may be the least able to compensate for
services, or concentrate on a more upscale beneficiary market capable of paying for
training and extensicn support; and

Shift the culture of the organization to reflect a more businesslike ethos while
remaining responsive to the concems of equity and social responsibility.

A. GENERIC ORGANIZATIONAL CHARACTERISTICS

Nongovernmental and voluntary organizations (NGOs and PVOs) that are institutionally
stable and have developed a strong financial base of support frequently show some or all of the
following attributes:

A popular and sharply focused program area. Although perhaps obvious,
organizations that function in an active and popular program area will find it easier
to attract financial support, strong board members, and motivated and technically
qualified staff. It is equally important for NGOs to carefully and sharply define their
area of comparative advantage to develop a distinct identity — and to ensure donors
of established technical and managerial competence.

An effective planning process. Successful, growing organizations need to spend an
increasing amount of time on developing both tactical and strategic plans of action.
This includes in particular the development of a long-range strategic plan. A
strategic plan that is taken seriously, reviewed annually, and revised as conditions
dictate is an extremely important institutional mechanism for providing thematic
coherence to the diverse activities of the organization. It is especially important for
organizations that are about to embark on a fundraising effort because it imposes a
framework of principles to ensure that the external message the organization sends
is consistent with what it does. Market planning is also important both to clearly
identify market opportunities for the program and to chart a careful fundraising
effort that is targeted and cost-effective. An annual marketing plan should articulate
a strategy, identify categories of support, and assign resgonsibility for




implementation. The preparation of a marketing plan is important because it gives
strategic meaning to numerous fundraising activities and provides a basis for later
evaluation of the effort.

® A compatible orgauizational structure. Organizational structure and staff capacity
should reflect the importance of fundraising and thoughtfully balance the demands
of fundraising with the important ongoing tasks of running the organization. It is
important that fundraising not be treated as another task simply added to an already
full list of inanagement tasks. Fundraising can be technically complex, labor-
intensive, and pull senior management away from core management responsibilities.
The fundraising function can ge erate significant internal staff tensions. For these
reasons, the design and initiation of a fundraising effort need to be done carefully
and should be based on a comprehensive review of responsibilities, functions, and
relationships.

® Board involvement. Structured and supportive participation by the board of
directors in the development process can provide the outreach, access, and public
credibility critical to building a strong base of donor support. Board members can
make key introductions and can sometimes be directly involved in fundraising
appeals. More generally, the board can provide enthusiasm, psychological support,
and much-needed praise for a task that can be difficult and frustrating. Alternatively,
the absence of board interest, support, and understanding of the development effort
can have a devastating impact on its success. An understanding of this role and of
the responsibilities and functions of board members and staff is not easy to develop
and frequently requires a deliberate institutional effort.

€@ A broadly shared set of organizational values. It is important that the board and
staff of an organization share approximately the same set of values with respect to
why the organization exists and how it should operate. This is particularly important
with social service organizations because the staff of these groups are frequently
motivated by a devotion to perceived principles. Acquiescence to a set of common
values facilitates decision making, reduces internal conflict, and gives definition and
focus to everything the organization does. Understanding these values — particularly
when they are implicit and unstated — is extremely important to effective
management. '

B. ASSESSMENT OF BMEP’S ORGANIZATIONAL CAPACITY
TO DIVERSIFY ITS FUNDING BASE

An important and central component of BMEP’s transition to organizational autonomy will
be the development of strategic and marketing plans that will chart a course to financial
sustainability. These plans will need to be based on a candid assessment of BMEP’s strengths
and weaknesses so that the organization can capitalize on its considerable assets and so that




corrective actions can be taken when needed. This process of self assessment should be done:
internally so that the BMEP board and staff have full owrership of the conclusions and:broad
agreement with regard to emerging implications. The .ollowing assessment is based on:the:
generic principles and lessons identified briefly above.

1. The Donor Market for BMEP Services

BMEP operates in an important and currently popular area. Training for small' and::
emerging business is a priority for the Government of Swaziland and, in general, for:the:
bilateral and multilateral donor community. The activity is of potential interest to:local:
companies and particularly to local lending organizations interested in stimulating: the.
development of a capable, informed, and thriving private business sector.

Several expatriate PVOs have active programs in small enterprise development and have«
developed considerable technical expertise while concentrating exclusively in-that area. Inn
addition, numerous South African NGOs, several of which receive USAID support, work!in::
small enterprise development and could potentially provide support and guidance to a:sister:
organization in Swaziland.

BMEP’s activities are of possible interest to private American foundations and to:the:
multilateral donors. The World Bank has indicated interest in supporting BMEP and the United
Nations Development Programme (UNDP) provides assistance through a small grant program:;.

Finally, BMEP is in a position to begin to cultivate and appeal to those individuals who:
have benefitted from its services and are increasingly in a position to make direct charitable:
contributions. In summary, BMEP is operating in a market area where considerable opportunity -
exists to develop a strong and diversified funding base from multiple sources.

2. The BMEP Product

BMEP has designed and implemented an effective training and small business extensionn
program. Although this report coitains several recommendations for improving the content and¢
delivery of BMEP’s operations, it does not raise fundamental issues with respect to the overatl!!
value of the program. Nonetheless, from a fundraising and financial sustainability perspective;..
there are several concerns that BMEP board and staff need to consider:

® Program focus. To its credit, BMEP is energetically reviewing a list of initiatives
and new directions that would strengthen its fundmg base and expand its: impact.:.
These include contract training to private companies, training support for retrenched ¢
government employees, and tailored courses to meet a special market demand. .

® Defined market. At the same time, BMEP has had difficulty in sharply defining:
its area of comparative advantage and in reaching consensus with respect to:the:
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priprimariycbeficiciaryoponiatiothzthat it:shouid:serve.! ‘Finding the right balance
betwearcneweiniinitintvendngr qraservation' of @ core. focus is a:dilemma that most
vohwitartany pmgemizatiohshave th dealivith. it isiproblematic in BMEP’s case becausc
thehorgmgemtiations iprqepapngorfor & atransition  to .dndependence and financial
autrtomym i v fuifitéati cac aorogs oor broad arspectrum . will . alienate donors and
makalie di it fGNEMPED totarticiate; & persuasive:and coherent argument on the
pivadtahdndiqiguoirole atrcgrigplay in Swaziland!s development.

® o Prijmjectndnstiiciiyityonomtent SNBRFTP satmining activities are well respected and
hahavsejilddert gendial yopositi ve sdsuitsp however, the evaluation team reached the
conohusiosiahahBNERPER chbihdretmerigthien: itsiimpract by developing and systematically
testing ngatmitg npodeldeib thdt deri vefromSwiaziland!siunique:circurnstances and that
ararpopatatigllypppplichble: inthather tsituations: ) This ;approach would not require
sigvigidfimaptqrogmok ahgnges|thithghghdodoes:imply:that BMEP fashion its programs
in mmaroregriiddndrsoucturdd sfashionthan ¢s.ourrently the case and that it articulate
its isppppciacksingnpahertermilgdegyt of iaanodel.. Amore:deliberate emphasis on a
modedelppppadacivowhlild retretigtheththeitheoretical content: of what BMEP does,
undedenxoies ispapadialiguantitieandnd proidde: benchmarks for: evaluation. It would
incmeren sBNBAPEP 'selreievancendnditattractiveness: toonew:donors by emphasizing
BMEBPEP(niuniquppppreiacindrid tyy providingta better-defined experiential laboratory.

3. 3. OrgagimitistiohSt Stetinte rndifdt S (T:Gapavity

BNERPEP tumenestrsttioture awamndedesigiad toaccommodate a:significant development
effeffpndntethirdotestandvstadt BNERMPER havonmtrdining inifundraising from the privat: sector
anddiiditededk papienendn itealéapingiskithhatheiibitatérabdnduniiltilateral donors. External relations
arereurmemntytiyahdiedicdy bthethdirdintes: ory hwhprqurzjmaresi cthec ocoasional :-funding - proposal when
requirededA sABNBRPHER: detogippsmariarketingrateate gy drid: beginsthe process of searching for and
cubtinatvagmewesosmexed ¢ihfinandial sppport, utivilbe2ed toanake several: changes to.ensure that
it hahakethvapagityity toououatfafimdsmging feffortinthile atthesametime:managing the affairs of
thelorgagomtiatioPoRnbslitibtiesanclede:

e o AnAntmterhniorgmganiiatioo toadalincatesame dftherdirector’s responsibilities so that
shslwehlikbrosrenteate dncreagingntime: aiv development;

® ¢ Triiniigriprfdekeyasafi imtizsiofirdsaisingratrategiesiandctechniques; and

! ThiFlisseviduiddrofeadisdissiomionstivith il wifcabd dvdand: mberbers. i Itiikuillustratad in:the .current Strategic Plan,
whichiviusvpeepaspdrdd by amtoishsiderrsesmritai(h ¥k dooessent-presents aninagilist of-program iinitiatives designed

to gengentraeyroammnciodpaph B0/ H ERrissr act] tkdtigiughlindividhalbyrattractivé,cthese proposals are .not developed
in thetbontenteaf afi myeyubiralit sof dfethatiraticipriphiplaomdp doctheyiduidress:the rorganizational :and - managerial

implipitionionf hérislinilingcinghlivdivesese stortmtent ofimctivities.
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® The addition of staff to handle some aspect of fundraising such as the significant
amount of routine correspondence, filing, monitoring, and related clerical work
required as an organization begins to develop an external constituency.

These changes are important, not only to strengthen the ability to raise funds, but also
because they will have an impact on the ongoing operation of the organization. They will need
to be instituted carefully as part of an overall marketing plan and with the full understanding and
support of the Board of Directors. It is essential to understand that the development of a
fundraising capacity involves a major change in the way in which an organization goes about its
business.

4. An Effective Board

In the judgement of the team, BMEP has a strong and highly capable Board of Directors.
Although the team has suggestions with respect to new skill categories, it is impressed with the
individual qualifications of the current board and with their potential capacity to provide the
strategic leadership required during this transition period.?2 However, the evaluation team is
aware of the strong differences that exist with respect to BMEP’s program directions and
priorities and, in particular, the beneficiary profile on which BMEP should be concentrating.

The clearest division in developmental philosophy seems to be over whether BMEP should
try to serve the vast and growing number of very poor, younger, and less educated persons, or
try to spur development of viable small and eventually medium-scale enterprises by assisting
fewer but more promising entrepreneurs. Both arguments have their merits and fau!ts and have
gone on for decades in the development field.

To some degree, these differences reflect and are derived from differing understandings
of what BMEP does and the client base that it actually serves. To this extent, differences can
be ameliorated through the periodic preparation of factual descriptive information that profiles
the BMEP program. However, to an important degree, the differences among boad members
with regard to BMEP’s future appear to derive from strongly held values and deep convictions
with respect to development and the social and economic order. These convictions are valid and
important. At the same time, the team believes that unless and until there is a stronger and
broader consensus around fundamental guiding principles, BMEP will find it immensely difficult
to define and pursue a clear and focused programmatic course. '

To illustrate, the following important decisions will be viewed quite differently unless
there is an improved coalescence around guiding principles:

2 Although the board should itself conduct a self-assessment, the evaluation team suggests that consideration be
given ) adding one or two members from the private business sector. Consideration should also be givea to
including a small business person who has been trained and assisted by BMEP.
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The definition of the target group with respect to age and income status;

The relative emphasis on training lazge numbers versus training for individuals who
demonstrate entrepreneurial inclinations and talent;

The balance between tzailored contract training of individuals from government or
private sector firms versus training for individuals who voluntarily apply on their
own initiative;

The extent to which BMEP adopts businesslike language and approaches in the
administration of its program and in its dealings with its clients, and the extent to
which BMEP attempts to cover costs through charging sexvices; and

The BMEP salary structure and benefit package.

The differences in fundamental approach are exacerbated by several factors, which need
to be addressed if the BMEP board is to play a supportive and contributing role. These include:

5.

Differential understanding of the BMEP program, its history, how it operates, and
the financial realities that it faces. This is neither unusual or alarming but it does
underscore the importance of a deliberate program of board education;

Inadequate understanding of the role of a board of directors and of the important
difference between policy guidance and operational involvement. This is a deficiency
by no means limited to the BMEP board and BMEP staff, and it is one of the most
difficult areas to deal with in strengthening board performance. In BMEP’s case, the
balance point is particularly difficult to determine because of the close physical and
parental relationship with Manzini Industrial Training Centre (MITC); and

Insufficient attention to the structuring and operation of the board. The operations
of board of directors need to be structured to reflect the purposes and goals of the
organization and the challenges being faced. Deliberate and extensive attention needs
to be given to such matters as board rotation, self-evaluation, the identification of
needed skill categories, the financial oversight function, the involvement of the
board in budgeting and long-range planning, and the establishment and role of
standing and ad hoc committees (e.g., nominations, finance, development and
program planning, to name the most common).

Summary

BMEP operates in an active market area with considerable donor interest in the type of
activities that BMEP supports. The prospects for funding are good provided BMEP can deal with
programmatic and organizational challenges. BMEP is delivering a needed and credible product,
but much can be done to enhance its utility in the eyes of prospective donors. It is particularly



important that BMEP sharpen and better define its institutional focus and that it package its
training services to stress their conceptual integrity and potential replicability.

To strengthen its capacity to deepen and diversify its funding base, BMEP will need to
restructure internal operations and responsibilities, as well as train, and perhaps augment, staff
to allocate adequate time for development. This needs to be done gradually and systematically
and as part of an overall strategic plan. A critical issue involves the role of the director and the
gradual reallocation of her time to focus on external relations.

Board strengthening and development will be a critical component of BMEP’s transition
to effective independence. This is perhaps the most difficult challenge that BMEP will face
because it involves the capacity to deal with potential conflict. To be successful, board
development will need to address the fundamental differences in values and approaches currently
represented on the board. It also will be important to strengthen the board and staff’s general
understanding of the board’s role and of the difference between policy and operations, as well
as to develop a more effective set of board procedures and operations.

C. IMPLICATIONS FOR BMEP
This brief assessment suggests several important implications that BMEP should consider:

1. BMEP should adopt a long-term strategic approach to the transition period and to the
series of individual actions that will together constitute a program of institutional
strengthening.

2. BMERP should approach the transition period as a block of time during which it will need
to make a variety of institutional adjustments critical to its sustainability as an
organization.

3. For the transition period itseif, BMEP should adopt a phased and sequential approach that
relates the various actions that need to be taken in a systematic and integrated manner.
To illustrate, a sequencing scheme is attached as Annex A.

4.  Central to all of BMEP’s efforts to strengthen its institutional capacity will be its ability
to address and clarify those fundamental issues of guiding philosophy and principle that
are currently clouding its capacity to sharply articulate its mission.

5.  BMEP should place heavy reliance on the planning process to sort through and deal with
the multiple and related challenges it will confront during the transition period and
beyond. Planning as a management mechanism can help in scheduling, prioritizing, and
identifying linkages and relationships that might otherwise be ignored. The process of
planning is an effective way of sharpening and communicating values and institutional
goals and will be particularly useful with regard to strengthening consensus on the Board.
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Planning exercises need not be burdensome and perpetually open-ended if carefully
designed and implemented.

BMEDP needs to work through three different but closely connected planning exercises:

® The tranmsition period, covering the period from the present through final
disbursement of the USAID grant, at which point BMEP should have cultivated a
stream of replacement income equal to or in excess of the USAID contribution. This
plan should deal with revenue flows during the transition period, the design and
replacement of systems and procedures, and actions to be taken to strengthen the
governance system.

® A long-term strategic plan designed to articulate goals and institutional purposes
and to provide a thematic road map to staff and board members with respect to the
guiding principles of the organization. The strategic plan should contain a
description of the market in which BMEP operates, a candid assessment of BMEP’s
strengths and weaknesses, a vision statement of where BMEP wants to be in five
years, and a list of practical steps that the organization plans to take to get there.
The plan should be prepared by board and staff and not by an outside consultant,
although BMEP may wish to seek external advice on the design of the planning
process and assistance in the form of periodic monitoring during the process itself.

®  An effective marketing plan ‘or BMEP including public relations, fundraising, and
the necessary restructuring of BMEP so that it can be in a better position to deepen
and diversify its income base. The marketing plan should prioritize among
alternative income sources; establish revenue targets by donor source; indicate steps
needed to more attractively package the BMEP story; assign responsibility for
cultivation, contact, and follow-up; clearly delineate the general and specific
responsibilities of board members; describe the research, monitoring, and
administrative system; and codify BMEP practice with respect to such things as
letters of appreciation, the inclusion of overhead costs, and the collection of donor
profile information.

These three planning exercises are closely related. They could be prepared as part of a
comprehensive document or, preferably, as separate efforts. The transition plan is a one-
time exercise, the marketing plan should be updated annually, and the strategic plan
should probably be reviewed annually and seriously revised and updated every three
years.

BMEP needs to engage in a systematic process of board strengthening and development.
This process should begin within the next six months with efforts scheduled over a year
or for the duration of at least four board meetings. The process should terminate with
a two-day board retreat that, if feasible, should focus on the content of the strategic plan.
Because of the nature of some of these issues and the value of an outside perspective,
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BMEP should employ the services of a facilitator to guide these discussions. Topics for
discussion should include the role and functions of boards; relations between board and
staff, particularly with respect to the distinction between operations and policy; the
mechanics of board operations; the role of committees; and, the process of board turnover
and renewal. Prior to these sessions it would be helpful if the director and at least two
members of the board could participate in a short-term course on board operations.

BMEP needs to take several steps to strengthen its marketing effort. These should be
addressed in detail in the marketing plan and placed in strategic context. A few of the
more important aspects are discussed briefly below:

Case statement. BMEP needs to fashion a persuasive and carefully worded case
statement it can use in approaching donors. The statement should capture the
essence of what BMEP does and why it does it. The case statement will provide an
integrating preamble to proposals that BMEP will be developing. This document is
based on, and derives from, the mission statement but is designed to relate BMEP's
program to the interests of potential donors.

Program models. As discussed, BMEP should consider reformatting its program
content and delivery to stress the application of testable models.

Staff training. BMEP should consider short-term training courses in fundraising for
the Director and perhaps one or two senior staff.

A FVO or NGO partnership. BMEP should consider the possibility of establishing
a partnership relation with an organization working in similar areas. Although the
evaluation team appreciates the fact that the previous relationship with CARE was
not happy or particularly fruitful, it believes that there is significant value in
partnership relationships when there is a working atmosphere of equality and mutual

respect.

BMEP has much to offer in hands-on experience and considerable expertise in
designing and managing training and extension programs; it also has much to learn
in fundraising, board development, and donor relations. A partnership relationship
can run the gamut from information exchange to direct financial support. The
nature of the relationship will evolve over time. USAID can be helpful in nurturing
partnerships by providing information with regard to NGOs operating in South
Africa and by encouraging exchange efforts between these organizations and BMEP.
Annex B lists a few potential South African partners, along with other potential new

_ sources of funds or information.
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D. ORGANIZATIONAL ISSUES FOR BMEP. TO ADDRESS::
1. Internal Restructuring

The function of cultivating external relations is demanding rand:itimereonsuminguThikhis
responsibility can rarely be delegated, particularly in the early-stages:of the:developmentezffoftort.
One option is to hire a senior individual to handle fundraising;: from>formutating strategyestp to
developing proposals to cultivating and making donor contacts::: Although thistapproacinsheritsits
consideration, significant drawbacks exist that need. to be addressed:c.

The negative implications of hiring a senior individual.include:the:high costof hiringsachich
a person, the dirficulty of delegating an important responsibility of thisrnature;:the: priorityithathat
donors place on dealing with the director of an organization, and. the:impurtance:forithetdiréctortor
to be personally involved to develop a feel for the market:and:the :fundraisingrpraeessessIn In
addition, particularly in the early stage. of a development-effort;:it is importantatu averdottiethe
impression that program priorities are being subordinated:to fundraising objectivesies.

Assuming BMEP does not employ a senior fund raiser;:there-arezseverat:alternativei waysys
to restructure internal operations to free sufficient: time for: exiernal relations:nThésecwaysaaseare
not mutually exclusive and can be used in some combination.- They: arexr<

® Increased delegation of executive responsibilities:to secondstier:linénfficersgrs;

®  Assignment of more program development-and: marketing functionoto linéistaffaff;

® Creation of a deputy director position to perforrn-some-of the internainmanageniziial
responsibilities previously handled by the director;--

® Establishment of a fundraising committee: of the:board:to handledthe:roperationairial
aspects of fundraising;

® Addition of two new board members-from=the -privatezbusiness=andinfinamiatiai
community of Swaziland;

® Employment of an interim fundraising consultant;-or -

® Provision of added clerical assistance to the direstor:to handieithe:iarge anditiineme-
consuming administrative tasks associated. with-fundraising-and-externainrélationmns.

Important pros and cons to each of these alternatives neet:to be evaluated:by managementent

and the board with respect to cost, program: impact,: internal: communicationsynandinsuciuch
intangibles as management style and personal preference.- .

13
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2. 2. Ve Eransition Planming

A demcentralctheme of: this report -is that:the.achievernent of financial sustainability invoives
a larjarpemdand.cmore;:complex::set of institutional .considerations ~than the singie design and
impinplementation of aimaxketing:plan. . The long-term:caracity of BMEP.to deepen-and diversify
its efiinding dbase iwillcome from its-ciapacity 10 sharpen institutional focus, restructure its internai -
opopesationrstrengthen; its; govemmance  systemn, -and..cultivate “strong ~partnership relations: with
proprespeativedonors.. . BMEP: will need to re-adopt or redesign those systems, procedures, and
opoperatipgpranticesithat-were insialied in coinection with, and as.a consequence of, the USAID
gragant. hTheseatterations witl involve 2 significant recasting of BMEP’s entire stiucture.  Because.
of dfetheamagmitude df-these:changes, the evaiuation veamn-believes that BMEP should develop a
tratmnsitignaplanathatwonld:

5 @ iJcddentify-the financial, organizational, and procedural actions to be addressed during -

ihethetransition rperiod;
» @ {isikstabilish:a-process forxdealing with thes: issues and identify responsibility for taking -
sctaction;

o o |siEstablish:atime-frame and a set of objectives for timplementing the changes ‘that
acaieed to bedtaken to strengthen BMEP’s institutional capacity;-and

o @ incinclude andanterin financial-pian for the transition-period that would ‘gradually phase -
londown USAIDsupport in-tanden: with-growing-support fromr-other:-sources..

Thd kextransitionaplanshould be done in:close nllaboration -with the board-and should describe-a-

phphased-oprocess of board strengthering -and-dzvelopment. _Beraunse of the:critical-importanceof
phphasé¢ SSUSA D finding,-the:plan should be:coordinated with-the USAID. Mission.
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.. rizyeasonablectoiestimate that, over the two-year period, 100 clients were reached. Clients are
isnusitedidwice ra;month. : Often clients will come to the BMEP office in between visits if they
20 WECITESIAKSIRIAnce.

n Gnzaverage; 50-percent of the clients are female. Approximately 11 percent have no
‘orrformdlieducation, 20 percent have a-primary education, 10 percent have attended junior college,
~ngand S6rpercentvhaversome: O devel :course work. Twenty-five percent of the clients are 21-30

- casearsi plif; 39-percent are 31-40:years of-age. Most clients are owner-managers of businesses
~ivwithytypically,vfewerithan 3=mployees. “The maximum reported daily sales are E1,700-E2,000
~zrpervday.. (Chientsfrom thesproduction, ‘service, -and retail sectors are represented.

" ZTheoPmijectdmplementation. Report for tiie April 1, 1993 to September 30, 1993 period
~dimdizatad theifoliowing:  "Fifty:four (54).businesses were assessed for growth in preparation for
.1c the duneupuarterly-clientportfulioreview. Over 70 percent were determined to have experienced
“roprowth interms of . . .-dncome (sic), profit/loss (sic), number of employees, total assets,
- IIUTNOVEr; TOWnReTIequity. - . . . ‘It-was:also-determined that the expanded businesses had hired an
~adatditionalatotm] of7135:people.(2.5:peopleper enterprise).”

ZThesefigures;aithough not-scientifically -derived, :are impressive and significant. They
“roprwvitleevidencethat BMEP plays a-positive Tole in the development of Swazi small enterprises
<naandicontrbutesito themational =mployment generation goal.

> o . VBMEPwilkhold 3:partstime training programs per annum. Average attendance
-1 uf d5ceach for @ total-participation of 90 clients.

ParPartBime: Fraining TPTT): did-not-meet the USAID goals for this period. Only 3 PTT
svepwentsrwers hiehtbetween:October-1992:and the present. “Thirty-two people participated in these
evepwents’indOnentraining session swas cheld on _March 31, 1993 for 5-trainees on business loan and
rceneerisassessment;canother swas theld -on March 31, 1994 for 6-trainees on record keeping and
casicashvlow:éFhererwere no PTTs teld from April 1993 to May 1994.

“)n Onndune. 1898994, :a 'wellzattended(21-participants) four-hour Saturday course, titled
P raftractiddh Manketing; was deld:at adocal hotel. ‘Participants were charged ESO for the workshop
andafd INTREREncontributed E50-per-person to BMEP. BMEP has been trying to redefine this
{raiEamipgyprogram;aant:deedback from-the course participants -has been positive. But recently
BMBMEP: asoelinzaterd aesources o contract training -instead.

5 @ “rorewidesmalldsans-forworking capital and equipment acquisition and lower
Hadbddodebt-matio to 10:percent or:below.

' TRiShhininfromation waswprovided-by-present BMEP -officers, aithough-previous project implementation reports
( P IR Rsintticate that Artsxiningrevents werecheld with-88 ‘people-participsting.
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BMEP was required to maintain a portfolio of 75 active credit clients; establish a definite
loan assessment, monitoring, and write-off policy and procedure; recomprise the loan committee;
and write off bad loans promptly. Bad debts were to be kept at 10 percent or below. BMEP
has established written procedures and did hire a credit manager, whose main duty, since joining
the organization in January of 1993, has been to collect arrears and bad debts. Otherwise, the
terms of the Cooperative Agreement have not been met.

The PIR for the October 1, 1993 to March 31, 1994 period indicated that 11 loans had
been disbursed. However, 21 of 36 outstanding loans were either written off or referred to the
lawyers during the same period. In addition, 1 of the 11 newly disbursed loans has fallen into
arrears. Data indicate that BMEP has 26 active loans, nct 75. Also, prior to the recent write-
offs and legal actions, the bad debt ratio was more than 58 percent.

Two predominate rationales have been put forth as reasons why BMEP should have a loan
program. One, there is a need in the market. Two, BMEP could use credit as a training tool
for its own clients. Both factors are true, but neither is a good reason for BMEP itself to offer
credit, and there are several reasons why the evaluation team is recommending that BMEP's
credit component be phased out.

BMEP’s credit program was introduced as an adjunct to an extension and training project.
It has never received the attention it should have had to be properly designed, implemented, and
promoted. The credit program did not and does not receive the proper amount or type of
management attention or staff commitment it would need to be successful. Furthermore, BMEP
is properly structured and staffed for training, not credit.

As it stands now, the credit program is financially unviable, as shown in Annex D. Even
under a best-case scenario (in which the entire E215,000 available from Barclays Bank is
disbursed and bad debts are at 10 percent — two achievements never even remotely approached
by the program), the product would lose approximately E6,800 per year. This loss is before
factoring in the cost of office overhead, management, and the loan committee.

The credit assessment and disbursement process, although well documented, is
cumbersome, expensive, and slow. This is procedurally confusing to BMEP staff and clients.
In addition, the complications of the process and the costs are wholly disproportionate with the
size of the loans, the sophisticatioa of the clients, and the number of people served. Even in
the product’s best year for volume (1991), before any controls had been instituted, BMEP
disbursed only 32 loans, most of which were subsequently written off.

The loan product could be improved to reach more people and lower default rates.
However, BMEP’s reputation is in training, not credit; and the credit program could be
improved only at great cost and by diverting resources away from improving BMEP’s core
comparative edge in training and business advisory services.
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The very low number of clients reached and poor portfolio performance do not justify
support of the first rationale. BMEP is not meeting a market need and cannot do so without
some major restructuring and training. Moreover, BMEP need not risk its own capital and lose
money even under the best-hoped-for conditions to train clients in effective use of finance.
Banks, credit unions, NGOs, and others in Swaziland better equipped to provide finance to small
enterprises can and indeed do make a regular practice of referring current or prospective
borrowers to BMEP for development of business plans or training in other aspects of business.

The referral process is ongoing. The last PIR noted that BMEP assisted 9 clients in
applying for bank finance in the range of ES,000 to E10,000. At the same time, over the same
period, BMERP itself granted almost the same number of loans — 11.

The referral interaction highlights two important points. First, BMEP is known as, and
respected as, a training and advisory organization. Second, BMEP can still play a vital role in
increasing access to finance for small enterprises by providing services in what they do best, for
which they are most appropriately structured, and which can be done on a more financially
sustainable basis.

The evaluation team does not see that there would be any decline in client interest to use
BMEP for its training and advisory services if the organization were to phase out its loan
program. There are too few clients in the market who have received BMEP loans, and the
public perception of BMEP is as a training institution. No surveys taken by this team or by
previous consultants revealed any correlation between clients wanting BMEP training and
advisory services, and their acquiring a loan from BMEP.

Thus, BMEP should discontinue the assessment and disbursement of new loans and phase
out the currently active loan portfolio. The credit officer seems to be a good candidate for
moving over to a business development officer (extension officer) position to offer business
advisory and consulting services. Formal and informal linkages with credit providers should be
further encouraged so that BMEP can increase its capabilities to refer clients and, at the same
time, be the recipient of increased referrals from credit providers. These moves play toc BMEP’s
strengths and will lead to a more financially viable organization.

BMERP should discontinue the review of any loan applications currently in progress and
refer these people to other, more suitable credit-providing organizations. All outstanding loans,
none of which have maturities longer than one year, should be scrupulously monitored and
closed once they have been fully repaid or deemed irrecoverable. In the meantime, it will be
important to compile a list of organizations to which BMEP can refer people for credit. This
effort should be complemented with a more defailed negotiation of formal agreements and
understandings that BMEP will provide business planning and consulting services to individuals
who may want to access finance at other institutions, but who need some additional training or
assistance to author a business plan or manage some particular part of their operations.
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Financially, BMEP should be able to conclude both the repayment of its line of credit to
Barclays Bank and realize whatever income may come from the outstanding portfolio by the end
of 1995.

® Implement a cost-recovery program and find sources of non-USAID
contributions.

BMEP undertook several initiatives to recover costs. The successes and failures are
cutlined below.

FTi: fees were increased. FTP fees were raised to E380 in March 1993 and again in
February 1994, by 18 percent, to E450. It should be mentioned that collection of the fees for
the FTP is a problem. Two-thirds of the way through the August 1994 course only E2,250 out
of ES,850 had been collected. There is no defined system of payment in terms of process or
responsibility.

A part-time fee schedule was initiated. Fees were charged for the most recent Saturday
workshop. The rate advertised to the public was ES0 for the four-hour session. STRIDE
matched this rate at E50 per participant, and hence the income generated tor BMEP was E100
per participant. Fees for the previous two two-day workshops were E10 per day per person.
Eleven clients participated, generating income of E110.

Efforts in contract training were made. BMEP has in the past two years made
considerable efforts in contracting its training services to such Swazi entities as rural women’s
groups, church groups, and the Swazi government. The topics covered include group theory,
organization and roles, income-generating activities, basic record-keeping and cash-in/cash-out,
and business opportunities. Income from these activities amounted to ES8,000 over the past two
years. BMEP was also awarded a contract from UNDP for E50,000 to provide training to rural
women’s groups. It also has been awarded a contract with the Central Bank, partially funded
by STRIDE, to provide opportunity awareness training to retrenched workers.

BMEDP has been reasonably successful in its efforts to generate income through its training
services. No central reports or statistics are kept in the training department through which
recipient demographics can be extracted. Organization of the data is vital for future
developments in the department. Proposals for long-term training are largely developed by the
director. Short-term courses (less than a week) may be structured by the training department
together with the program manager.

Fees for consulting services: a mixed story. To date no fees have been charged for-
extension services or for office visits. As far as could be determined, no fees were ever asked
for, nor was the potential for payment ever discussed directly with clients. The concept of
payment has, however, been under discussion with BMEP staff for the past two years.
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Numeraupseasanomene i givdnrfoononjihplzmentation dfithic vost-recovery program. The major
reasonoeamsnto betthahat methew ook qrprocese torintroduce fees could :not be determined, and
thereformnotintigngawalodenc.

Sohmrehzigoy au arle vimdeth fopapdaifizsapecas' (dquick:fixes") :such. as . tax documents,
regisgratianpbytinesepigianandnd stesiofiomanalysis! it ismeported:that. feesare charged for these
servicexov hehatonenenxinsiarlichtneoonmte thahe fafficeidnd:specifically.ask for them. Records
aramondéefiejity bthehex textwinsionf fof e xsn oth ethesasocontacts. - This: service is not specifically
aduentisededr drighliphipdess a5 paparticslacneoedost GENBMEP. . Afeerstructure is not in place
betause: fec:ararievrminodad aembed dzly ihicthe extension fofficenand the finance manager. The
rangemf décehahbedteerfromoii 1B0R2BAGper@roduct . {This iswoughly.calculated as E33 per
hotnyr.)

Compotitivé rertnitsemenhahged ddf orowlosiksheps: 4 to\BMEP clients, 4 to nonclients.
In 1993 BMEBEPHoziced ed mbstoE3E K006 imvevenueformentingtherworkshop space. For 1994
thatfiglipeinis projenpecteth tbe binvewent ararodnd2E23)000./cNeither: ramount reflects the full
occupaney stiptijastatod thetlEoCpemtmt v gAgneement.

Latgoiye! thehwoslatishospapacs i anl mimoso ssttefree: xesource: torBMEP. There is a
minimahahwuot of of amtintzaon e papensadeoertedbuthBMFEP: pays)norent for the ‘space, nor
anynutilitibsies. AsAsuahichthethwosiatishopsemepresent aopotentially:ducrative- product for the
orgagiratiotionH ciewen,cbeing ng lankiiuttbrddnd menting apadehasnot teen: BMEP’s business and
it shoisvin thetovoecoapapay.aptrates Gi Givehehepupside profitableopotential of the units, they
shahld: b tretartmded HdlawencBNBERPEReteds ttedelziderupon ripricing: and -marketing strategy,
boldiiday wertisti sheting rassigsi g oameone ahetheastatf ty oversebtheiritolal management, and move
ondo its IcOrE husinaswess.

BMEEPERouhdi stereto fmhavediathenghgix papenienceinitiztretailers to:know ‘that they are
pooopraspaqtscforftireheorkatishaps] ddowenerh dte setnetailers; whonesdawarehouse space or run
sommeTsortoof of helaideatmbineae sndridh hava direivownatransport i can: be>good prospects for the
spageccBNESPHAG se deteinad el 2hEOEG 56 dsaopopetitivepriceandnow:aeeds to-move forward

in findingthetirgh htnantnts.

BNEEFE#idiimdoh qlupnireugo gomemenent bubwtation ii’9994. \BMEP did not pursue this
optiondoaderientyt| pndriiahaandye be gogdodanoveThThreughdthe fewcsteps already taken by
BMIBFE It seemsmhahthisioutute seceougfgnfimarcesamdy: beveryriong puncertring. and ultimately
nonexistextenin hdditititipthete shaitiatideasmmretrphg he believes sh&NBMEP’ s sustainability will
comemuokchomoreadiiyithriuphghehdagoptiarf afraonobe busingsklike: and professional approach
andimhapegd goyenmmentesixubveotionowhbit dadermuinki this strategy:because people would view
BMEBFER aspaytaof ghyenemsnentBNERPERxariiall itgrsepecen oncocontract basis to:government
ministrigsie s PuRming iishiveveewrpepeniahindodo wopoisiblybountifubgovernment funds, and
allalisvBMEBPED maintaimits iprgfivsfessinnapppprdacindndnimage.
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®  Assess policy issues such as alliance with other Swazi organizations.

BMEP’s director has actively attended meetings and become part of the Swazi network
of small enterprise support institutions. Some of these interactions, such as the involvement with
Tibiyo, have led to participation in policy debate and formulation. Other involvements have led
to the receipt of funds (for example, UNDP-funded rural women’s training).

The evaluation team would caution BMEP that, as it goes through its impending
transformation, it will need to maintain a balance. Alliances and participation in various fora
can and have led to tangible and positive results for BMEP. However, everyone’s time,
especially that of the director, wiil be under increased pressure from within the organization,
which generally should be given priority.

® Reorganization and administrative reform.

Board representation. A committee was appointed and affirmed the rotation provisions
of the charter and supported broader sectoral representation on the board, in particular from
business, finance, and law. Although some new members have recently joined the board,
sectoral representation in the areas specified has yet to be achieved. A more detailed discussion
of how this might take place has been addressed in Section Two of this report.

Develop new financial systems and controls. Retaining an accounting an¢ -+:diting firm
and the hiring of a new Finance Manager in 1992 have both proved to be successful moves.
The finance manager is a skilled finance and accounting perscn and displays promising general
managerial skills. Based upon the observations of the tearn and reading of primary and
secondary materials, stipulated financial systems are used and adhered to, and the expected
results are timely, accurate, and consistent.

Create a manageable and accessible client base for reporting and evaluation in an
MIS. The database for extension clients has been established and there are 44 entries. The
database contains numerous fields that cover a good deal of client information. Report formats
were created that will generate client progress in assignments, weekly plans for extension agents,
as well as general statistics such zs gender, age, education level, geographical distributions, new
clients, loan assessment clients, types of businesses, years in business, number of employecs,
and so forth. The database has not been kept up to date since its initial entries and hence it is
not used.

The use of the database could be a tremendous asset to BMEP for use in reporting,
income projections, planning, monitoring, tracking, and other tasks. The staff should be
provided training in the use of the database; they should also be exposed to the many ways the
information generated can be used to guide their work and facilitate their service delivery.

The training officers should also be trained and encouraged to use the database for their
clients. A database can be used in marketing and possibly in identifying areas of interest. The
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learning curve and data entry may be laborious and time consuming; however, the benefits of
a good client information system cannot be underestimated.

Procurement. BMEP has adhered to approved procurement regulations and procedures.
® Reporting requirements.

Review of data at BMEP and records kept by USAID reveal that BMEP has prepared and
submiited monthly financial statements and receipts, monthly budget and financial requests,
detailed work plans and project schedules, and bi-annual Project Implementation Reports in a
timely and satisfactory manner.

® Coordination with Swazi Business Growth Trust (SBGT).

Coordination with SBGT seems to have been spotty; regular monthly meetings have not
been scheduled. However, BMEP has forged a relationship with SBGT and other similar Swazi
organizations through Tibiyo, the Council of NGOs, Skill Share, and other fora. The evaluation
team strongly believes that this broader outreach of BMEP serves its interests much more
effectively than the more narrow connection to SBGT alone.

BMEP’s good performance in these last three issues — administrative systems, reporting
requirements, and coordination with other programs — should be seriously considered as USAID
pulls away from its relationship with BMEP. If any sort of support is to be maintained beyond
the probable closing of the Swaziland Mission, it will be important to deal with organizations
that know and diligently follow USAID’s reporting requirements, so that both USAID and the
organization can handle the administrative chores of the relationship with ease. Over the last
two years, BMEP has shown itself to be a very capable organization in this regard.

B. RECOMMENDATIONS FOR KEY SERVICE AREAS
1. Training

BMERP offers three types of training programs: full-time training, part-time training, and
contract training. Each is discussed below. Observation of the August 1994 FTP, interviews
with past training clients, review of several training-related documents, and responses to a
questionnaire distributed among participants in the August 1994 FTP (see Annex E) have all
rendered valuable insight into how BMEP may strengthen its training products.

(a) Full-Time Training Program
Name. Training courses should have names or titles that reflect their content and not

their length (or day or place offered). The course title should be descriptive — for example,
Business Fundamentals Course.
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Length. The length of the program should be reduced by one to two weeks. This can
be approached in a number of ways, two of which are presented. First, some components or
topics, when carefully planned and timed, can be presented in less time than previously used.
This is particularly true for participants who are business people. This could reduce the FTP by
10-20 hours. An 8-hour Saturday combined with a 20-25 hour week followed by another 8-hour
Saturday could make up an entire course. Second, if it is sincerely felt that trainees in start-up
need a longer time, then another 20-hour week and Saturday cculd be added to the above
scenario, or a2 40-hour week could be substituted for the initial week.

Some argue that the Business Fundamentals Course should be redesigned and offered
separately to start-ups and to existing businesses. BMEP will have to weigh this approach
against what it has seen as positive learning advantages, especially for people from start-ups, of
mixing new and established entrepreneurs in the same classroom.

Frequency. Training is a major product of BMEP and BMEP should strive to be at full
production. Given the current staff available for training and the USAID-required number of
courses, BMEP has approximately 660 person-days to deliver about 100 days of training per
year. In other words, BMEP training staff, one of the organization’s two core departments, are
grossiy underutilized. If use of the training department is not substantially increased, no level
of charging for services will push BMEP anywhere near self-sustainability.

In an exercise undertaken with BMEP staff, a much more ambitious but realistic plan was
devised for training staff use. As reflected in the financial plan in Section Four, almost two-
thirds, or 425, of the available person-days will be spent directly on providing training by 1997.

A yearly calendar of events should be developed and reviewed quarterly. A published
list of courses is a vital step towards actively attracting trainees. The events should include all
internal training activities and anticipated external or contract trainings. As BMEP is no longer
bound by the USAID quotas, creativity in the planning process is encouraged. BMEP will need
to set goals and standards for its training activities. BMEP should pay close attention to the
market during this new testing phase, respond creatively, and not be afraid to take a risk on
occasion.

Advertising. BMEP should put considerable effort into developing a marketing plan.
Presently it appears that an advertisement is drafted and placed just prior to the event. A more
active approach should be adopted. When the yearlv ‘raining calendar is developed, it should be
distributed as a flyer. New brochures should be developed. Posters and other forms of media
should be tapped. Word of mouth is still a good source. BMEP should launch an education
blitz through high schools and junior colleges, for example, where a sizeable proportion of
BMEP’s clients are likely to come from.

Content. The content of the training seems to be appropriate for the target group.
Materials are relevant, sufficient, and available. Following are some ideas to be considered in
future, similar courses.
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The training officer should be familiar with the entire course content prior to the start of
the event. All lesson plans should be available so that the training officer can review plans for
content and flow. The officer should check for completeness and identify opportunities for
linking and building activities. Course goals should be written and distributed to prospective and
participating trainees.

Welcome, introductions, expectations, and goals can be covered in two hours. Formal
registration and fee collection should L conducted during the tea break, and not take up valuable
training time. The business profile can be completed as a homework activity. BMEP
background should be a five-minute tour during the introductions, including distribution of the
brochure. It is not the appropriate time for a detailed account of other BMEP services. This
should be presented toward the end of the course, when the trainees have a need to know what
their next-step options are. By reducing the first six hours to two, the training can begin to focus
immediately on the subject of entrepreneurship.

In most cases, 30 minutes to review 3.5 hours of material is excessive. If the review is
participant-led (a presentation of an assignment or facilitation of the review) or highly
participatory (role play/skits), then 30 minutes makes sense. A question-and-answer review
should be limited to 15 minutes. Because many of the topics build on each other, the content
is revisited in subsequent sessions. Reinforcement is built into the progression.

Continue with the use of case studies to illustrate and practice concepts presented. This
will keep the sessions moving and help them to remain focused on the concept. Application of
the concepts to personal situations should be assigned as homework or discussed in an individual
session.

It is recommended that the materials be organized by topic modules. A module folder
should include all relevant material to prepare for and deliver a training session. For example,
a complete lesson plan should include reference to goals and objectives, time anticipated,
materials and equipment required; all activities from introduction to summary outlined by the
experiential learning cycle — experience, process, application; facilitation questions and
anticipated responses; comments on past successes-failures of the plan; and copies of all possible
and relevant handouts, samples of flip charts, overheads, or other materials used.

Organizing session designs in this manner should reduce future planning and prep time.
A trainer should be able to pick the module from the shelf, review the plan, adapt it for personal
style, copy materials and facilitate the session withcut much effort. The ability to develop and
deliver these modules will be critical to BMEP in two respects. First, it represents a key
element of the model that BMEP must sell to potential donors and clients. Second, the ease and
flexibility of using modules will lead to a much better ability to raise productivity.

Trainers. Full responsibility for the design, coordination, implementation, and reporting

of the course should lie with the training department. It is not considered unreasonable for one
trainer to lead or facilitate for a group of 15. Resource persons or support trainers, including
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extension officers, should be available to provide technical expertise or to assist with breakout
group work. The additional personnel should not be placed in a lead role.

Trainees. Although it is a premise of adult education to draw on and share participant
experiences, there are situations where the information gap is too wide to keep the attention and
interest of all participants. By convening separate courses for start-up and existing business
people, a more specific and focused training may be delivered.

Materials. It is :he evaluaiion team’s opinion that dividing the Business Fundamentals
Course into two parts, one for start-up and one for existing businesses, would not entail a major
redesign effort. As alluded to previously in discussing course length, course content may remain
the same but the length may be adjusted to suit one or the other group.

There appears to be a good supply of supporting materials for training. Presently, a
combination of International Labour Organization/Improve Your Business, CARE, BMEP,
TRIDENT, and other miscellaneous information is in use. The materials should continue to be
used and adapted as needed for Swaziland.

Posters are well designed and Swazi-specific. The art work has a professional polish and
is attractive. It is recommended that more material of this nature be developed and current work
be laminated and properly indexed and filed.

Organizing the course in advance, improving the quality of the folders and preparing
handouts bound in a booklet are suggested. In addition to being more professional, the booklet
could allow trainees to read ahead. Start each day afresh with only planned visuals in front
view,

Equipment. Continue the present combination of flip charts, overheads, and videos. The
classroom wall could be painted white which would greatly increase the visibility of the
overhead, thereby making a screen with little effort or expense. Transparencies are easily stored
and highly reusable.

Coordination and Logistics. Coordination and logistics are the definite and sole
responsibility of the training department. A logistical to-do checklist with a time line should be
developed for planning purposes. For example: four weeks prior to start, place advertisement;
three weeks prior, do x, and so on. This kind of organizational tool will make planning much
easier and less worrisome.

Staff Development. All BMEP staff are presently involved in designing and delivering
training sessions. All staff should be presented with opportunities to hone these skills.
Informal, immediate and inexpensive opportunities exist.

One suggestion is to recruit a lecturer from William Pitcher to give an afternoon session
on lesson plcaning. Staff could create a lesson plan format to be used as a standard for all
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future training sessions. The training officers can practice on BMEP: staff: withirefreshemc;
sessions on the experiential learning cycle, or how to use a role play: or a case:studyvi . Tha nc
Refresher Training of Trainers from Improve Your Business (IYB) should remainzin theuplania:
and be requested at the earliest possible time.

Reporting. FTPs are well documented. Reports for each cycle.are:filed: togethemwithith
participant lists, business profiles, daily evaluations, and schedules.: In the:future;rsessiomorn
designs and course goals should also be included. So as not to be overrun with paper;:thetdailipiiy
evaluations can be summarized and originals dest-oyed. Because they: are_primarily formative:ve
in nature, a summary should provide sufficient information for future: referenceic. Thé ifinainal
evaluations can also be summarized, and a few retained as samples: .\f information.as wellas ax
format. Documents relating to individuals should be forwarded: to an :extensiomdfile:or filedied
separately in anticipation of moving it to an extension file.

Payment. BMEP shou’d agree on a fee, advertise it, and. expect- paymentcby rthetne
predetermined due date. Assign one person for the collection and follow=up of the:feesee OtHemer
private training institutions follow this procedure, and effective and serious:collectiomof feesec:
should be one of several important steps in BMEP’s development:of a more professionairattitude:cic
and image. If the course is subsidized, a strategy should be discussed.to present-the:caseato theint
public. For example, advertise the course at full price and state that partial.scholarshipsimayiay
be available, or advertise that STRIDE or another institution ‘is subsidizing = -it mayzaddidd
credibility to the training. A consumer might be confused that.the same-courserwasvE450in 1n
March, E225 in May, and E450 in August.

Alternatively, course applicants might actively seek scholarships (again;: calling:rthemem
"scholarships” and not "subsidies” conveys a subtle, businesslike message). . BMEP:willido itselfei
and its clients a great service by establishing formal and informal links. with:other:prajectstz.
government ministries, private companies, and others willing to provide:scholarshipsion @ 2
regular basis.

Based on the responses of the August 1994 training group and: some-extensiomclientsnts
interviewed, the fee for the course is "just right." If the course-is shortened:in days:butcnotnin in
content, the fees should remain the same. They are reasonable and; with-onerexceptiomofariar
below the costs of other similar courses being offered.. Management: and:rDevelopmenten!
Consulting Associates in Mbabane offers a 5-day/40-hour course —-Planning to Start:younOwnwn
Business? — for E450, and a 12-day Improve your Business. Course::for-E1;080':. Otlemer
comparable courses are offered by Mbabane firms ranging from-E250 to E295 ‘percdayia-Lwatvati
offers 35 hours over 5 days for E1,365.

Evaluation. Formative and summary evaluations of the courses:should.continue:to be o
conducted, recorded, reported and responded to. The staff evaluation system;:-both-thezwrittenr=n:
instrument and the post meeting, are also excellent ways to receive training-input>:: A closeose
watch needs to be kept on the market to ensure that the service continues:to meetsthe:targetes:.
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)(b) »Rart-Time Training

i aNapme. ;Specific training - modules of varying lengths can be derived from the modules in
thethe:Bosiness: Fundamentals Course. The part-time training modules can focus on one or two
hudinsinessiconcepts. They:should be referred to by content (for exampie, a 4-hour training session
on omr:Practical -Marketing: for Beginrers).

SoSomewhatsimilar to-the way in which the Business Fundamentals Course may be
momiédifiédrfon start-upand :existing -enterprises, the training modules may be differentiated among
bedeginpen; tantermediate,:and: advanced levels. From dealing with its previous training and

cxtextbosian alients VBMEP:should be:able to identify which topics and issues are more advanced.
thathanhothers. inaddition,.BMEP has performed enough needs assessments and has an adequate.

kndwmomdledge ofctheamarket to ascertain ‘which :applicants should go into which training module
levidgvel.

Pritnoduct-Development. In line with the -modular development of the components of the
BuBusiness fumdamentals Course, other-modules should be continuously developed to meet market.
neabedsniinifrally-sessionsshould be:carefully and fully designed from courses that BMEP knows
frofnoms itsyexpeviencezare weli attended. There should be no need to redo.any of the components
frofnonmethe: Business: Fundamentals:.course. set; they should be ready to use as is. Four- and eight-
hohouessessiascan: be:designed in Practical Marketing, Taxation, Business Registration, and
Adpahamiér/Refresher:Record: Keeping.  Session titles should refiect their-content.

Scismbetdule. . cAgain, :a :comprehensive vearly schedule should be developed and courses
schszhriddied soisuit-thexmarket. ~Because this is a new product line, some experimentation will be
Nequscesyary.

Ividviamtketing. " BMEPshould be aggressive and methodic in its marketing efforts. Efforts—

shaalidulld bektaken tornefinepraduct:content and .delivery. Advertise and get the word out on what
is affeféeredd@andwhen: VBMEP:should-make consistent efforts to-meet its market. It has repeatedly
bedveenpreportedathat clients desired Saturday or evening training. - The recently offered Saturday
tratumpingawassivelkattended. -However, it took two years for this training to get off the ground,
andidhashasmnotdeenroffered:since.  immediate foliow-up to course attendees is a relatively easy

roweute socaccesspotential clients,~who-may feel they need a little-extra support when they try to -

appippipsome dfcthesiessons from-the: Business Fundamentais Course.

FedSees:eRefer torsimilar-comments on FTP for-advertising ;- payment, and subsidizing- The
prepeesentatrmping (group.surveyed: stated ~that ‘they would be willing to pay E20-E150 for a
SatSiatiandayoonurse. (TiFhis:zate is:still -far below -other “traiming ‘ institutions. Because these
insinstitmionscanenot targeting-the sarme market as BMEP, an argument can:be made that a fee of

E 1100 vitinrepresentraimarket:that is not -being served and-can-be served-by BMEP.
FoFortreference, .a: 2:day course in.customer:service for telephonists and receptionists at
Ex&xetative RtotiolioConsultancy is E400. Any 1-day programoffered by Lwati is E295; a 2-day
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".ncAmother waythah BDOs:and: training officers could help to generate more revenues and
ncifmxmlymmmchcms 'would be to-explicitly package the Business Fundamentals Course
~tiwith anmamber(rwhaps-five) -of free:business advisory sessions. The combined package price

~ombdbld sersnmethingslessithan the.cost to.a client of buying the services separately. There seems
' pdewmenermfspeoplewhowould take up:this offer if it were made available, and who might
oinativeswise iwalk awaycafter the:training .course.

. DBD@saisewentthrough a:staff utilization exercise, similar to the one done with the
ranEanmgstaff.;sAssuming there will be four. BDOs, there will be approximately 880 person-days
Sor pEriyear toprayidesbusiness. advisory-and -consulting services. The new plan reflects moving
- sthesmnibfrom4364 ibilleddays of ‘work in 1995 to 482 in 1997. There is room for further
sropuoductivityy butsthis:represents a-good -start.

.11 (a) udBaminess: Advisory:Services as Extension Services

‘’lidilents. Axrrasticachange -from: the present client profile is not recommended. The
“reyresenvprofileeppearsitosuit the:organization well. It is suggested that the services be extended
nevboyonz tecpresent BD<kilometer: range-and 'that paying clients be retained.

SerSmmice. ~Presently. thé’BDOs: are-providing ‘one-on-one technical assistance mainly in
=canmmetm;nn,,,,qmmmgaand :vosting, .cash flow planning, -and marketing. They know the
< x essopracess. SThecclient ddentification-and-intake system works well. They require clients
10 ngeodureitheirowmwork—:ithat is, the -officers-are not doing the records/marketing/costing
‘or for diecctients”: iThioshould be:continued. "They show promise in their advisory abilities.

it visswasianuchrharder to:gauge: the utilization rate of the BDOs for two reasons. First,
Guriiipring therperiod tof the:evaiuation team’s-in-country review, the BDOs were heavily involved
in tire thezonpping IFTRandnot theirprimary.duties of extension. Second, records and comments
are RrEICOOEHctmEIanilcoftemconfusing “BDOs doseem to-have 20 people in each of their respective
wrmﬂﬁho&mhuﬁatmm&hghimmhkely:thatzll -of these clients are seen during a given month.
»0 Mamsrtisticyareokept oniwalk<n-clients. -However, it is somewhat safe to say that the BDOs
banmn hamgmﬁmﬂymxmwpmducuve thased -upon -observation, fitting together the available
W ; ~ BDOs themselves.

An Arez.reathatynay-nesd-attention is ‘whenzand -how to sever a client relationship. It may
be daseimefubexercisefor therstafftodevelop. a list of indicators or qualities that may signal that
a cimuhengermaraiationsiscaecessary. “The-clieat-who isnot "cooperating” with the BDO may be

casieasieritiondentifythancone whorhas simply cutgrown the service, ‘but-both should be examined.
Forfommmpiepavhat douyon do thesfirst-time :a-client-misses-an-appointment or fails to complete
meﬂzmmmmmnﬂ Duﬂn:yzpay" Do-you:leave a verbal message or a written message?
- - an-be-missed before the BDO decides to deactivate the

cuenhenIV aIﬁ:du:monswvxll -beeasier tomake. The plan will
g -needed tocontinue the program. It may even help ease

'ezmglttfnkifmhngxppmmmduwthy,:mdnmwemmhuesfmm the decision.
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The same type of activity can be applied to clients who may have outgrown the service.
Some questions one might ask: What has been the growth rate? Who are their employees?
And lastly, can I (the BDO) answer the client’s questions with confidence? When the decision
is made to promote a client, BMEP should also have a plan of how and where to do this.
BMEP should develop a list of potential referrals and institutions, so that it is more readily
prepared to meet these types of situations as they arise.

Client files are used and kept up to date. Records of each visit are kept, which include
assignments given and a next step action plan. Pertinent client documents (registration, license,
bank account) are also filed.

The client database is not being used as it could be. It is highly recommended that
immediate attention be given to maintaining an up-to-date client database. Monthly reports could
be easily extracted, therefore eliminating the present manual perusal of a cumbersome five-page
document.

Fees. One of the first tasks for the BDOs will be to implement the fee for business
advisory services. The clients spoken to all value the service and were willing to pay for it.
Determine rates, how to collect fees, and when to charge. Clients should be given a notice,
such as a written note explaining the changes in BMEP and how it affects them. This note could
be drafted by the BDOs and prepared on letterhead. It should be signed by the director and sent
to all existing clients.

Monitoring System. The department needs to develop a monitoring system. Now that
the external requirements will be removed, the organization should focus on quality of service
and impact of service and not solely on number of clients contacted. Numerous resources exist
in the office with suggestions of method, content, and frequency. The ILO materials and the
PACT Monitoring and Evaluating Small Business projects should be reviewed by the director,
the program manager and the BDOs. The monitoring system should be comprehensive in the
methods, approach, frequency of use, and reporting requirements. Plans to tie it to the overall
evaluation system should also be included.

Either through simple codes or short comments, the client information system (CIS) could
measure important changes in client impact such as improved self-confidence; increased
participation in community activities; access to other nonbusiness information including
agriculture, health, education; better skills in record-keeping, planning, and organization; and
increases in income and employment. The data will be useful in determining what approaches
and which types of clients seem to be the best or improving. This will help in presenting a clear
and defensible case to donors.

Furthermore, better use of the CIS will lead to better internal management. BDO job

descriptions and scopes of work can be more clearly and succinctly defined and monitored.
From this, more meaningful and complete evaluations can be prepared. Motivational charts of
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progress can be created and staff will be identified for training and praise or corrective action,
if necessary. The CIS is a valuable tool to set standards and give feedback.

(b) Consulting Services as Quick Fixes

Such services are provided to clients who do not have or wish to have an ongoing
relationship with BMEP. They are usually for specific document development such as a business
plan, a tax packet, or a cash flow analysis. BMEP has been providing these services to some
degree over the past years. It has not publicized this service nor has it maintained diligent
records on the provision of this service. BMEP has charged for these services erratically, and
when they have charged, the fees have ranged from E100 to E200. These services should be
continued. They are viewed as a potential source of income for a service that BMEP can easily
provide.

Product. Identify what consulting services you can and will provide on a regular basis.
The BDOs can each develop specific documents that they feel confident in producing and gather
the technical resources needed to suppori their efforts. Research can be carried out to ensure
that the BDOs are using the latest forms/formats and are knowledgeable of referral institutions.
Sufficient supplies and information should always be available in the office and with the officer.
A system for each product should be developed, checklists made for process and materials or
information needed, and a fee schedule should be predetermined. Fees should be considered for
one-time clients as well as the possibility of reduced rates for existing advisory clients.

Market. Get the word out in brochures, by word of mouth, in print, on radio, near tax
time, or any pertinent cyclic period. No one knows that BMEP provides this service. The fees
as presently set are very reasonable and extremely competitive. The service is portable so the
BDOs can take it on the road with them.

Staff Development. This report makes two specific requests for (short-term) staff
development. One is computer training in Dbase IV. This training is planned to be conducted
by Dominic at PC-Soft and will take place at BMEP on the existing system. This training will
facilitate the information flow and ease the monitoring and reporting process. The second
request involves a course which covers the role of the consultant in small business development.
It is being offered at the University of Witwatersrand on October 18-19, 1994.

It will remain the role of the staff to continue to identify training needs, training
providers, and, to a certain extent, training sponsorships. Staff is encouraged to be resourceful
in their efforts. For some technical content, specialists exist in Swaziland, and sometimes
individuals can be persuaded to spend time with an NGO on a gratis basis. Also, regional
centers should be explored before extensive overseas courses are suggested.
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C. SUMMARY OF MARKET REVIEW AND RECOMMENDATIONS

BMEP has a good core of product offerings in training and business advisory and
consulting services. It has found a niche in the market: MSES that are slightly less sophisticated
and established than other small to medium-sized businesses. Clients have limited formal
education and little if any business experience or training. BMEP is well regarded by clients,
donors, the governmert, and other organizations in Swaziland for its ability to provide a unique
and quality service te a distinct group. Furthermore, BMEP's approach has a measurable and
positive impact on its clients in increasing business income or profits and improving marketing,
bookkeeping, and other skills necessary in running a successful enterprise.

The evaluation team has made several suggestions to enhance both main services.
Adopting a modular model approach will improve the salability of the products and should lead
to better utilization and efficiency of the staff. Changing the names of the courses and slightly
modifying content to cater more adequately for differences in business knowiedge among new
and existing entrepreneurs should yield benefits to clients and BMEP. Also, BMEP can
capitalize upon its reputation in a profitable way by emphasizing contract training, which is
delivered to individuals that fit the general client profile but who are reached through institutions
willing to pay BMEP full costs for the service.

BMEP will have to establish policies and procedures for charging clients for services.
So far, the practice has been haphazard and sometimes nonexistent. This will have to change if
BMERP is to generate any meaningful level of internally generated income. In addition, training
officers and business development officers are aware that they must raise their productivity well
above the level to which they have become accustomed under the USAID grant. These
recommendations are key elements in BMEP’s ability to build its organizational independence
and cement itself within the market.

The credit program has not achieved the size or performance envisioned, nor has it really
met any market demand or acted as a convenient lesson tool. Improving the credit scheme
would require a great deal of time and effort, which the evaluation team strongly believes can
be better spent elsewhere in the organization’s areas of comparative advantage. The market for
BMERP is as a training and business advisory organization, not as a credit provider. Thus the
team recommends that the credit program be phased out immediately and that concurrent
provisions be made to create backward and forward referrals to serve people who may need
credit.
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®  An understanding of the fundraising function, meaning a broad understanding within
the organization of the role and importance of fundraising and an appreciation of the
line between fundraising and program design. Fundraising can often be perceived
as being at odds with the goals and values of the organization because it diverts staff
time and puts the raising of money ahead of serving the client.

There is a vast literature on fundraising strategy, on how to approach potential donors,
and on what works and what doesn’t work. Although this literature warrants attention, there are
a few reasonably straightforward principles that BMEP should consider as it approaches the
design of its fundraising program.

® (Cultivate a relationship. Fundraising is a long-term process of cultivating
relationships. Effective fundraising focuses first on the mutuality of interest and on
developing an understanding of the goals and programs of the organization. The
contribution of funds follows and is based on that relationship.

® Sharpen the message. Effective fundraising depends on the capacity of an
organization to articulate a clear, focused, and compelling statement of what it does
and why it is important. Organizations with complex programs and multiple goals
have difficulty relating to potential donors.

® Know the donor. Effective fundraising is correlated with the ability of an
organization to understand the donor’s primary interests and to package proposals
that will correspond with these interests.

® Manage for the "long haul" and anticipate the administrative burden.
Fundraising is time-consuming, sometimes frustrating, and frequently unsuccessful.
It often requires the direct time and attention of the executive director and can divert
staff from other important responsibilities. Fundraising involves considerable
paperwork, lots of background research, careful filing, and attention to such critical
details as the preparation of thank you letters.

A. ALTERNATIVE FUNDING SOURCES

It is essential for BMEP to develop its own marketing strategy and to prioritize potential
funding sources. These are critical strategic decisions and it is important for the staff and the
board to have full ovnership of such decisions. In anticipation of this effort by BMEP, the
evaluation team was asked to review alternative funding sources and to provide the preliminary
outlines of a marketing strategy. The following comments are intended to suggest areas of
emphasis for BMEP consideration:
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1. Intesunlly Generated Revenue

The teain believes that revenue generated from charging fees for services offers the largest
potential source of expandable income over the long term. There is an important government and
private sector market for BMEP training services as wcll as opportunities to increase income
flow from core training and extension activities discussed elsewhere in this report. BMEP
already generates significant funds from contracted services and several respondents indicated
that there was a demand for BMEP support in this area. The issue for BMEP is not whether
these potential income sources can be tapped, but whether and to what extent BMEP wishes to
aggressively cultivate this market and orient its program to this particular clientele. This is a
fundamental issue of strategic direction that must be addressed by the BMEP board. It is a
difficult issue because it touches upon basic differences in emphasis and approach discussed in
Scction Two.

The advantage of serving government clients and the established private business sector
is that BMEP can generate a threshold of income to support programs for those individuals who
cannot cover full cost. The danger is that BMEP will deviate from its primary mission, which
is to reach and empower emerging informal sector entrepreneurs. One way of addressing this
dilemma is to establish a self-imposed limit on fee-for-service work to safeguard resources for
programs with a predominantly social purpose. Long-range strategic planning is one process
that is 7 vailable for getting these issues and trade-offs out on the table and dealing with them in
a systematic manner.

2. Bilateral Donors

BMEP has established relations with the Canadian International Development Agency
(CIDA) and the European Economic Community (EEC). Both are interested in, and have active
programs in MSE development. USAID is obviously an important long-term source of poteriial
support. USAID funding can come from a bilateral mission (as is currently the case), a regional
program, or from a centrally funded source. USAID priorities are changing with increasing
emphasis on working with and through indigenous NGOs. Although prospects for continuation
of a direct bilateral program in Swaziland are not promising, a regional presence is likely.
USAID’s centrally funded program is aimed primarily at supporting American organizations, but
many of these have collaborative relationships with local groups. Microenterprise is an
important priority of the centrally funded matching grant program. '

In considering the relative merits of bilateral donor support, it is important that BMEP
and its board address the larger policy questions inherent in receiving aid from an official
government source. These include questions of dependency, public image, potential imposition
of policy control and direction, and the creation of special accounting and reporting systems
keyed to a donor’s particular need. To suggest that BMEP consider these concerns is not to
imply that bilateral government support should be ignored or neglected. However, it is
important that BMEP be aware of the policy implications connected with association with
different types of funding sources. An organization that generates its own revenue is likely to
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be different in style and operation from one that depends on the largesse of government donors.
Some private voluntary groups establish a limit on the share of funds they are willing to accept
from government sources; others decline to accept any funds whatsoever.

3. U.S. PYOs and South African NGOs

The evaluation team believes that BMEP should explore the possibility of a collaborative
relationship with either an indigenous southern Africa organization or with an overseas PVO.
Although it is unlikely that either group would be interested in making direct cash contributions
to BMEP (because their own resources are scarce), significant opportunities for relationships
exist that would involve the transfer of institutional and human resources. These could range
from the simple exchange of information, to the provision of technical advice, to access to
training facilities and instruction in fundraising and board development, and, finally, to real
partnership linkages that would provide access to US funding. American PVOs have given
considerable rhetorical attention to the importance of mentoring relationships with indigenous
organizations to replace their diminishing direct operational role; a relationship with BMEP
could offer an excellent mechanism for putting that intent into practice.

Indigenous South African NGOs, particularly those funded through USAID, offer similar
possibilities for collaboration. USAID-funded American PVOs (such as PACT) also operate in
South Africa and could be encouraged to work with a Swazi-based NGO. (Details are provided
in Annex B.)

4. Others
(@) Private Corporations in Swaziland

Corporate philanthropy is not deeply ingrained in the Swazi culture and significant
corporate contributions in the near term are unlikely. However, corporate interest in the work
of BMEP seems logical and the issue should be pursued through local fora, such as the NGO
affiliation to which BMEP now belongs or Tibiyo.

(b) Foundations

The Ford Foundation has an office in South Africa and BMEP should begin to cultivate
arelationship. Swaziland is not currently a high priority for Ford, but it is possible that this will
change and an advisory relationship could lead to linkages with other interested private sector
donors.

(c) Multilateral Donors
UNDP and the World Bank both have microenterprise programs. BMEF received a small

grant from UNDP related to its interest in promoting a strong voluntary sector. The UNDP’s
programs are operated out of its offices in South Africa. Funding priorities can be obtained
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from that source. The World Bank is developing new policy guidelines on MSE development.
World Bank programs are on a government-to-government basis.

B. THE USAID GRANT

From a financial perspective, it would be impractical to expect an organization that has
depended on one source for 75 percent or more of its revenue to survive easily the abrupt halt
in that stream of financial support. The evaluation team recognizes the limitations on USAID’s
capacity to attenuate the current grant. Because of the importance of linking this final grant
allotment to a phased process of institutional strengthening, the team encourages USAID to
explore all feasible mechanisms to accomplish the objective of encouraging BMEP’s long-term
sustainability.

Because of a favorable exchange rate, there will probably be E480,000 remaining in the
grant for BMEP by November 1994, when the current contract ends. The team strongly
suggests that USAID/Swaziland work within its organization and with BMEP to find a way to
extend the period over which USAID provides the remaining grant funds available to BMEP.

We propose that USAID disburse part of that money (two-thirds) in 1995 and the
remainder in 1996. Based upon an analysis of BMEP’s current expenditure and the stream of
other revenue already flowing into the organization, two-thirds, or approximately E320,000,
should be sufficient to support BMEP’s remaining operations for one year. Disbursement in
1995 may be done quarterly, monthly, or at some other agreeable interval to give USAID
comfort that BMEP’s commitment to sustainability is being honored and to establish firm
incentives for BMEP. The release of the money in 1995 and 1996 could be tied to specific
targets for internally generated revenue or staff utilization, for example. In addition,
disbursement of the funds during 1995 could be contingent upon BMEP undertaking and
completing certain processes, such as board training and strategic planning.

USAID could release the 1996 funds in a lump sum by or before March 1996 to allow
ample time to finalize the administrative and procedural details, prior to the Mission’s closing
later in the year. This process may require some adjustment in the current rules governing
disbursement, which are normally based upon invoices. It may be possible to link the final
disbursement to the establishment of an endowment fund, particularly if BMEP has retained
enough earnings and generated a sufficient income stream to cover recurrent monthly expenses
for the remainder of 1996. Furthermore, other benefactors may be enticed to supplement the
endowment fund if USAID takes the initiative to deposit the seed capital.
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C. HIGHLIGHTS OF THE FINANCIAL PLAN

1.

Assumptions

The financial plan (included as Annex F) assumes the status quo on the expense side. We
have assumed no additions to or subtractions from current staffing levels, although, as indicated
in this report, staff assignments may shift. Except in a few cases where the first half of 1994
saw unusual activity or where projections can be more precise, the 1994 forecast figures were
derived by doubling the numbers as of June 30, 1994.

Staff salaries are projected to rise by 15 percent per year (approximately the current rate
of inflation). Most other expenses are computed to rise by 10 percent per year from the 1994
forecast base, with the following exceptions:

Medical insurance, by contract, is slated to rise at 18 percent per year;

Fuel will rise by 10 percent every year after 1995, but is increased by approximately
19 percent from 1994 to 1995 to reflect BMEP's potentially more active marketing
and client outreach and more aggressive servicing of clients beyond the current 30-
kilometer radius;

Interest expense declines to extension officers by 1996, in anticipation of phasing out
the credit program;

Printing and reproduction expenses rise by 44 percent from 1994 to 1995 to account
for a more active marketing campaign;

For the same reason, travel expenses are budgeted to rise 42 percent between 1994
and 1995;

In 1995, BMEP foresees having to replace one computer and upgrade two others at
a cost of E20,000, which is reflected on the "Computers" line under Office
Equipment; and

In 1995, BMEP will need to replace two of its bakkies for an estimated E90,000 and
add one car in 1996 at a price of E45,000.

All service rates in the revenue portion of the projections are set to rise by 10 percent
each year. Because BMEP has had little experience actually charging anyone for their services,
it is likely that some experimentation will be necessary before a true price list can be developed.
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2. Incentives

Staff expressed interest in, and seem prone to respond to, monetary incentives. . Incentives.
instill a more businesslike attitude and help to create a performance-based. atmosphere::. Wev
propose using a fixed amount of E5 per client or trainee or course to avoid putting too:much:c:
pressure on finding the best- heeled clients and thus moving too far away from the targetrmarket:: .
However, for each client that pays, that E5 will be netted out against nonpayers:to encourage:«
dropping nonpayers. The severest penalty would be a zero bonus, not a deduction from:-pay.: .

The evaluation team also has suggested the creation of a staff incentive pool in recognition:c:
of the symbiotic relationship between training and business advisory and consulting.. We proposeo:.:
an incentive of 1 percent of total internally generated income.

These are simply suggestions. BMEP staff, management, and board will have to decide:c:
among themselves how the bonuses are distributed, whether the suggested. rates:are:fair; howo:
they will be accounted for, and so on. However, the team suggests that BMEP adopt some:formr::
of incentive program for its staff, whatever itz design.

3. General Comments

Currently, BMEP primarily uses a chart of accounts format that has served its relationship:::
with USAID. Although most of that structure was suitable, there were aggregationsyand:n:
requirements that did not support BMEP’s need to manage itself as an independententity:: The
evaluation team worked with the Finance i-fanager during the on-site evaluation to establishia: :
revised list of revenue and expense line items.

It is a question in the minds of BMEP management and the evaluation team-whethermthe:::
organization and its staff are deriving a reasonable benefit out of a very expensivei'medicalcc
insurance plan. This line item nearly doubles in four years and represents-the: single-largeste::

recurring expense, other than salaries. BMEP should try to renegotiate-or find another-provider:z-

at less cost.

The expense forecast projects the acquisition of the computer:equipment;-thertwow::

replacement bakkies, and the additional car as capital expenses. It may. be possible-forrBMEP="
to find once-off grants to pay for these items; they could be fully justified:in thecontext=of ¢
improving BMEP’s sustainability and a donor could readily identify the.contribution.-:-Howeveryz: .
in the absence of a donor, it may be necessary to defer these purchases:or obtain:them:viavhire:r--
purchase, either of which would have programmatic and financial implications::.

As of now, BMEP’s finance manager undertakes independent consulting -assignmentsp::.

doing bookkeeping and auditing as well as some general management: consulting for: medinmyr: -
and large-sized Swazi businesses. He performs the work in the off-hours;-and he and-BMBEP=*

have a revenue sharing agreement. Right now the arrangement works smoothly- and:is: bringingin:
in a handsome sum of money to BMEP’s coffers. However, the team-is firmty recommendinging
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thathdti thistactivity be:curtailed and phased out fully in 1995. Aside from the organizational and
ad indmstrostrativerosnfhicts:the practice .could have, it will be imperative for BMEP’s management
tcatpam taioslesceiand sassume greater levels of responsibility to take on the many challenges
facfagingVBMIER ihcthe transition 'period and beyond. The finance manager’s time and attention
muntust telfullycficused on: those duties.

BMVBMNIER has:the:capacityand:experience to.determine the costs of its services and products
withmthin mapeasoneble:degree of :accuracy. The concepts of overhead and loaded rates are
undorderstbod:. s As/BMEPcomoves: forward in restructuring and fine-tuning its services, as well as
iderdefitifping canc:as)ppropriate for .donor funding, the ability to place a cost on services and
ideideftifytantermal smibsidies and shortfalls will be extremely important.

MNoNatetitit-the revenue@and met income forecast includes a World BRank grant. This has nct
actaatitaliyamateyiatized, but-indications -are that BMEP may receive a significant and sustainable
sursuot’ ofomoneyofromcthe World:Bank. Yet the importance of this line item really lies in the
cvideidencegivgives tocthemeed for BMEP to find E125,000-E200,000 relatively quickly for each
of dfcthextexydaviorgears torcarry. the organization through the transition period and replace the
USHSALDgrant;, atijeast inrpart.

Pr@Brespects:seem: bright-for BMEP to win contracts with other government ministries, which
cowldulds sigrifraimtiycincrease-the: revenue gained -from its compamnvcly more cost-competitive
whuibedtsaleqpuaduct of contract training. - Business advisory services fees are set low, but several
clialienttantzrviesncesandicatedthat they- would pay up to ES0 or E60 per visit by a BDO. This
mankatketdndrsecvice rexhibit significant price elasticity and price sensitivity, and thus will require
a latlot pfipricestesting.

By B I097 cthe first: full 'year after having gone through the transition period, the financial
monideivreteaisathatBMEP icould: support a little - more than 50 percent of its recurring expenses
outoutf ofitanterinally:generated -income. _Keeping in ‘mind that overall recurring expenses are
schhdddled toTisempproximately at-the rate of inflation-and that staff utilization-and productivity
shahiduld beaniarked!yiimproved by 1997, it would seem-reasonable to expect that BMEP will
requaqainelaniongrtermmsubsidy of mot less-than 4045 percent of its total expenses over the long
terterm.

D. COMONCETPDINGIREMARKS

AltAdthoughVBMEP cfaces :a-severe. .chalienge in attaining institutional sustainability, the
orgarganizaticmstartsofromsaisolid -base. In-the client, donor, and-government markets, it has a
gogbaddndeiirell devervedreputation for-serving -a distinct -market segment ‘with quality training
anmbdslmm\adeymdmmlnngm BMEDP has not tested its own capacity to package
andirsbikelk itersecvicespmor is it entirely -clear how the client ‘base will react to a consistent
appipplicmiod offacfeesforsservice policy. -However, the evaluation team is confident that there is
amaicpiemoom togenerate;a significant long=term stream-of fee revenue.
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NEW SOURCES OF SUPPORT TO BMEP

As discussed in the body of the report, BMEP will need to identify and develop
additional sources of financial support to offset the decline and eventual termination of support
from USAID. The financial projections and the assumptions underlying those projections
indicate that BMEP will have to generate approximately $40,000 in 1995 and 1996, increasing
to roughly $115,000 in 1997. These are rough forecasts, and they need to be carefully reviewed
and validated by BMEP and adjusted to reflect the several key strategic decisions that BMEP
and its board will have to grapple with during the transition. However, they provide a reference
point for the type of fundraising effort that BMEP should consider. The amounts are not large
and would not appear to justify employment of a full-time fundraising professional or staff.
Nevertheless, the initiation of a fundraising effort will require a considerable investment of the
director’s time and a substantial alteration in the normal flow and routine of work. In addition
to the extra time and effort needed for fundraising, the emphasis on the cultivation of new
donors requires a shift in style, attitude, and approach that can be difficult for an organization
that has not been required to engage in an ongoing fundraising program.

The evaluation team has reviewed the range of prospective funding sources that BMEP
might approach. The body of the report includes a brief summary of the pros and cons
associated with each source. The BMEP board and director will need to develop a fundraising
strategy and will need to evaluate and prioritize different approaches with respect to BMEP's
institutional needs and with regard to the likelihood of success with a particular donor. As
suggested in the report, the team believes that BMEP would be well served by cunsidering the
possibility of an affiliation with another organization that works in the area of microenterprise
and that has had experience in raising funds for that purpose. A collaboration of this nature
could quickly access the experience and expertise of an established organization, both with
regard to funding sources and with regard to the strategy for designing a fundraising program.
The range of collaborative interactions is quite large and could include information sharing, the
provision of technical assistance, or the formulation of combined approaches. It could include
advice on the role and function of the board of directors in a fundraising program and assistance
in designing and implementing a program of board development.

Following is a list and brief description of several organizations operating or planiing
to operate in South Africa that might be interested in establishing some type of collaborative
relationship with BMEP. This material is provided to illustrate the range and diversity of
potential affiliations. The number of PVOs entering South Africa is growing daily and this list
represents only a small fraction of those institutions with which BMEP might work. In addition
to this list of organizations, which concentrates primarily on overseas PVOs with subsidiaries
in South Africa, there are a wide variety of indigenous organizations of sufficient size and
sophistication to justify a collaborative relationship. Many of these organizations are being
supported by the USAID Mission in Johannesburg. An obvious caution is that the situation in
South Africa is changing with dramatic speed, and any list of activities is likely to be out of date
shortly after it has been compiled.
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As a general caveat, some of these organizations may have little or no interest in working
in Swaziland; some may prefer to design and own their own program and approach and be
unwilling to accommodate the different views of an organization like BMEP with an approach
and track record of its own. Some bring a particular small enterprise model to bear that may be
incompatible with BMEP’s values and philosophy. Nevertheless in virtually all of these cases,
it seems to the evaluation team that it would be advisable for BMEP to at a minimum establish
a correspondent relationship, exchanging studies, evaluations, and lessons learned.

Pride Africa

Pride Africa is a nonprofit development agency registered in Washington, D.C. but
located in Nairobi. Its major objective is to create a financial and information service network
for entrepreneurs of small enterprises. Pride has designed a credit model, which it is attempting
to replicate in Africa. The agency creates and supports a network of local country Pride
affiliates, each of which is to become locally incorporated. Pride provides technical assistance
and training and helps local affiliates develop linkages with other African organizations operating
in a similar area. Whether a relationship with Pride would be useful would depend on the
compatibility of approach to small business development and to the degree that an organization
like Pride could complement BMEP’s area of competence. Pride is registered with USAID and
is therefore eligible to receive funds earmarked for PVOs.

The Microenterprise Coalition

This is a coalition of organizations that operate in the microenterprise area. The
Coalition is a lobbying and information group and does not fund programs or attempt to facilitate
relations with NGOs. It currently has 21 members, several of which operate in Southern Africa.
Most of the members are U.S.- based organizations, although the Coalition includes the
Grameen Bank of Bangladesh. Reference to the Coalition is included because informal affiliation
would provide easy access to a number of individuals and organizations working in
microenterprise. Further information and access to the mailing list can be obtained from
Lawrence Yanovitch at the Foundation for International Community Assistance.

The Small Enterprise Education and Promotion Network (SEEP)

The SEEP network is an association of approximately 30 organizations that operate in
the microenterprise area. SEEP publishes a member directory that contains useful summary
material on microenterprisc programs worldwide. SEEP collects and analyzes data, exchanges
information, and acts to promote an appreciation and understanding of microenterprise. With
the exception of two Canadian organizations, SEEP members are limited to the United States.
An informal affiliation with SEEP could be useful to BMEP by providing access to a
description of the names and program profiles of U.S. organizations that support
microenterprise, as well as information on trends in this area. The information includes funding



trends, country location, beneficiary profiles, and some analysis of technical developments and
new initiatives and findings. The directory contains information that could be quite nseful to an
organization advocating greater attention to microenterprise as a development priority.

Private Agencles Collaborating Together (PACT)

PACT's objective is to strengthen the management and technical capacity of indigenous
NGOs and to build independent sectors in the developing nations. PACT does this by working
with partner organizations to identify and implement participatory develcpment programs.
PACT has its headquarters in Washington D.C. and i1 field offices in Asia, Africa, and Latin
America. PACT provides training and technical assistance and makes direct grants to local
organizations. It is thus in a position to both provide skills and fund programs. It is funded
almost entirely by USAID. The director of PACT, Lou Mitchell, has worked in Swaziland and
is familiar with the opportunities and challenges facing that country.

PACT has a program in South Africa that focuses on strengthening the organizational
effectiveness and technical competence of local NGOs. Specifically, the program provides
assistance to South African NGOs in financial management, strategic planning, and fundraising.
PACT also helps local organizations establish network relations with similar groups around the
world. PACT’s South Africa program has involved approximately 60 NGOs in assisting South
African women to develop their own NGO to support community programs, and connecting
NGO leaders from Kenya and the Philippines to South African NGOs to provide advice on the
roles and issues they would face when the new government came to power. PACT has recently
expanded its program in South Africa to work with NGOs supporting the development of black-
owned microenterprise. This effort will work with NGOs to strengthen their organizational
capacity and expand their links to organizations inside and outside of South Africa and to
establish a resource center.

An informal affiliation with PACT is strongly recommended. Whether this could
ultimately lead to a resource transfer is difficult to determine; this possibility could be
constrained by the terms cf PACT’s matching grant from USAID. However, PACT has
considerable accumulated expertise in working with small and growing local groups in several
areas in which BMEP will need assistance during the next few years. PACT is particularly
strong in strategic planning and has a first-rate resident professional in Johannesburg, Marilyn
Richards. PACT is unique in that its mandate is to promote the development of local
organizations, and it has considerable resources at its command to accomplish this purpose.

InterAction
InterAction is the trade association for American PVOs. Its purpose is to strengthen its
individual members, provide a basis for professional consultation, promote international

voluntarism, and set ethical standards of conduct. It is not recommended that BMEP become
an InterAction member, which is not feasible in any case, but rather that they take advantage
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of the information that InterAction can provide with regard to its members and their interests.
(A copy of InterAction membership profile will be provided to BMEP by the evaluation team.)

Counterpart Foundation, Inc.

Counterpart Foundation, Inc., in Washington, D.C., was also established to help in the
creation and support of local NGOs. Counterpart worked for many years in the South Pacific
and has expanded in recent years in an attempt to initiate programs in other developing
countries. It has had considerable experience in the former Soviet Union, providing training and
technical assistance to the hundreds of emerging NGOs in that area. Counterpart has experience
in all areas of institution building including strategic planning, fundraising, and financial
management.

Counterpart is currently not involved in the southern Africa reginn, although through ine
so-called VEST initiative (Volunteer Executive Service Team) it is exploring the possibility of
initiating programs in Scuth Africa. Although it would probably not be interested in a new
program solely in Swaziland, it is possible that through coordination between the Swazi and
South African missions, its mandate could be defined to include NGOs in Swaziland. The VEST
initiative is of potential interest because it is designed to quickly and efficiently link local
organizations with expatriate groups that have the skills, resources, and compatibility of
operating style that the local organization needs to access in order to improve effectiveness.
VEST uses a technique of rapid response teams that it sends to developing countries to share
expertise and experience with local groups. Microenterprise is a priority area and the
mobilization of resources is an explicit objective. Results of VEST visits have included
establishment of an institutional database; accessing project funds, creation of formal and
informal partnerships, joint project design, and provision of technical assistance. A VEST team
visited South Africa during October of this year and was alerted to the nature of what BMEP
does and to the general recommendation of the evaluation team that BMEP consider some form
of affiliation with a local or offshore entity operating in a comparable area.

Adventist Development and Relief Agency (ADRA)

ADRA is a large and well-regarded American PVO that focuses on community
development and also provides emergency assistance. Its development programs are in
educaticn, food production, nutrition, and enterprise development. The latter includes training
and the design of community revolving funds. ADRA has 10 field offices, including an office
in Zimbabwe. ADRA’s small enterprise program is fairly young. It is funded by a matching
grant from USAID. Program approaches include vocational training, village banking, support
to cooperatives, and the development of cottage industries.



The Calmeadow Foundation

The Calmeadow Foundation is in Ontario, Canada. It is a large PVO ($20 million in
lending) with the bulk of its work in enterprise development. Its mission is to support the
development of sustainable financial institutions that provide affordable credit to the poor.
Program approaches include micro-business start up, establishment of partnerships with local
NGOs, and institution building. Calmeadow has a partnership relation with the Get Ahead
Foundation in Pretoria.

CARE

CARE is well-known to BMEP and is included here for purposes of comprehensiveness.
About 14 percent of CARE's total budget is devoted to small enterprise development. Program
approaches include business management services, such as small business training and extension
and technology services focusing on adaptation and commercialization. CARE has an active
evaluation program, and publications from this effort are available from the Small Enterprise
Office. CARE has an affiliate in Mbabane, Swaziland. BMEP would be well advised to
maintain an informal working relationship with CARE and to routinely access CARE’s studies
and evaluations dealing with microenterprise.

Foundation for International Community Assistance (FINCA)

FINCA is a medium-sized PVO that focuses on establishing revolving loan funds through
establishment of village banks with a particular emphasis on working with rural women. FINCA
also provides technical and leadership training. It works primarily in Latin America, although
it has an affiliate in Uganda. All of FINCA’s programs are devoted to small enterprise
development. Informational linkages with FINCA possibly could lead to a useful collaborative
relationship. Direct funding and assistance with fundraising would not appear to be a strong
possibility.

Opportunities International (OI)

OI concentrates on working with local partner NGOs. It employs its own “transformation
model” to institutional development and to the growth and maturation of the partners with which
it works. OI claims that it has "nurtured 28 autonomous NGOs working on microenterprise
development.” OI’s program services include credit and training. OI material indicates that,
"seeded with Opportunity International funds, a Partner usually reaches financial stability within
five years." As partners mature, they often spawn additional partners in their country or region.
OI has historically concentrated in Latin America, but is in the process of shifting its emphasis
to southern Africa and has, to date, established partnership relations with NGOs in Zimbabwe
and Soweto, South Africa. OI is an interesting PVO and BMEP should, at a minimum, contact
them and inquire about their growing interest in southern Africa and the availability of studies.




World Education

World Education devotes about one-third of its funds to small enterprise.developments::.
Its programs emphasize training for small enterprise extension workers and design of institutionain:::
support programs for NGOs operating in this area. World Education is a wellsregarded::PVO/ -
with considerable experience. It has worked in Kenya and Mali and plans:to initiateanewe.

programs in Uganda and South Africa. It could be particularly useful to BMEP:through:its 11

programs dealing with organizational development including strategic planning, organizaticnain:
design, and proposal development. The fact that it is embarking on a new effort"in South:Africaic:
may lead to more direct programmatic collaborations.

World Vision

World Vision is a large, multipurpose PVO with programs-in development:educatiomo:. .

agriculture, and natural resource management. Although only about 5 percent-of the:pragraman:

is in enterprise development, this amount is significant given the overall size:of the:programar:..
Within this category, World Vision supports the establishment of revolving funds, trainingrandinc

the establishment of local cooperatives. World Vision has a program:in South:Africa: anduits 1t

promotional material indicates the existence of a program in Swaziland. World:Vision:publishese:

a newsletter BMEP could obtain, and it might be useful to develop an informal:communicatiomor:

relationship.
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BMEP SERVICES QUESTIONNAIRE

This survey was conducted ameng the 15 participants in the Full Time Training Program that was under
way during the evaluation team’s on-site visit. Numbers in brackets, [ ], indicate number of people
responding with the same answer.

1b.

2a.

2b.

3a.

3b.

What has been the most important/valuable part of this ¢raining for you so far?

All [4], Business planning [2], Basic records [2], Costing/pricing [2], Goal setting [2],
Entrepreneurship [1], Meeting trainers [1], Stock control [1]

Why was it the most important?

Know how to plan [1], Optimism and proper planning = success [1], Planning to he successful
[1], Self respect [1], Because I need it to be a businessman {1}, What I need to know [1)

What was the least important/valuahle part of the course so far?

Nothing [5), Costing and pricing [2], Entrepreneurship {1], Basic records [1], Stock control [1]
Why was that the least important?

I knew it already [2]

Do you think the tuition fee of E450 for this three week course was

Too little - [1], Just right - [9], Too much - [3]

What do you think the best tuition fee for this course should be?

E 500-600 [0], ESO00 (2], E450 (6], E400 [0], E350 [0], E 300 [2]

What kind cf follow-up would you like after this course?

Short Course? Yes - [8] No - [5]

What length?

2 days [1], 3 days [2], 4 days [0], 5 days [5]

What subjects?

Basic Records/Cash Flow [S], Accounts [1], Balancing the cash book [1], business planning [1]
How much would you pay for this short course?

3 days - E100 {1], E150 {1]; 5 days - E30 [1], E40 [1], E50 [1], E100 [2]
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4b.

Saturday Course? Yes [6] No [7]

What Subjects?

Business Planning (2], Stock taking [2], Cash Flow Projections [1)

How much would you pay for this course?

E20 [1], E50 [4], E150 [1]

Extension Visits? Yes [11] No [2]

What would you like the extension officer to help you with during these visits?
General guidasice [1], Check basic records [6], General follow up [1}, Stock taking {1}
How many times a month would you like to be visited?

Once [3], Twice [3], Three times [1], More than three [4]

How much would you pay for a visit of approximately one hour in length?
Less than E20 (4], E20 [3], E35 [1], ESO [3], EGS [1], More than E6S5 [1}

How did you find out about BMEP?

Friend/relative [4], BMEP extension staff [2], Newspaper [1], Radio [1], A previous student [1],
SGBT [1], BMEP visit to SCOT [1]

What other services do you think BMEP should provide?
Remove 30-kilometer barrier [1], Use radio to advertise [1]}, Open up other branches [1],

Additional training on record books [1], Help in merchandising [1], Give clients/trainees books
[1], Teach clients/trainees competitive strategy {1}, Provide clients/trainees with equipment [1]
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PMEP EXPENGE FORECAST APPENDIX F

FY 1993 TQ FY 1997
DATE: 12-Oct~04
FY A8 OF | FORECAST FY Fy FY
1903 30604 1994 1095 10068 1007
(PENBONNEL
Management 119 343 44 666 129,332 148,732 171,042 196,008
Line Slal 87,138 50,088 117,732 135,302 186,701 179,086 {
“Suppon Statf . 28,683 14910 29,820 34,293 30,437 45, 352 |
Pan—time empio, ees 710 520 1,040 1,144 1,258 1,384
800 Incentive (E5/ cliony) 0 () 0 0 4,320 5,040
Traning Incents (1 W7 (mivine) ] 0 0 0 3,240 3,540
Stel Incentive (1% of inle(nsl revenus) 0 0 ] 0 3,604 4,239
Workmen's ¢ Jrnpennation insurance 422 328 88 122 704 873
Medical inwurnnce adfsol 25818 81,632 60,026 71,802 84,833
| Brovident fud 3,300 1,800 3,780 4,674 5,031
Pension 12,002 8,000 1&000 19 360 21,200
Lt W s ol AL S Bty Y R . — |
TB?AL FEﬁsONNE' 308,338 473 271 547,343
EEEEREIGLVER SRR (R aas | BN AT R ;
VEHICLE EﬁENSEa
Mamnmtenance 8,778 3,643 9,000 9,900 10,800 11,979
Fuet 11,003 8,008 13,302 18,000 17,600 19,369
Insurance 8,082 8,682 8,882 9,748 10,723 11,795
TOTAL VEHICLE 26733 21,201 31,254 35,648 39.213 43,134
|OFFICE OPERATIONS
Ad hoc technical assistance 8,226 2,634 10,000 11,000 12. 100 13310
Advertising 1,087 3,671 7,242 8,076 8,884 4,772
Auditin J foes 15,560 19,000 19,000 21,850 25,128 20,897
Bank charges 217 381 7682 838 Sz 1,014
Cleaning and housekeeping supplies 4,882 2,044 4,086 4,497 4,946 5,441
Contractor services (comp, fire, copy) 8,089 14,785 20,000 22,000 24,200 26.620
Entertsinment 1.000 118 1,150 1,265 1,392 1,531
Interest expense 5,751 4,414 8,828 3,378 0 9ol
Legal fees 840 — 840 924 1.018 1,118
Liconses 1,007 ars 1,758 1,832 2,125 2.337]
Maintenance (bidg & grounds) 4,5¢1 1,387 8,000 8,600 7,280 7,986
Miscellaneous expensss 7,288 ] 0 0 0 0
Office supplies 17768) 15973 20,000 22,000 24,200 28.620
Postage 60 328 852 717 789 868
Printing & reproductior. 7,285 8,048 9,000 13,000 14,300 ) 15,730
Publications and subscriptions 210 50 100 200 220 242
Security 6,840 2,700 $,400 5,940 8,534 7,187
Staff training 2.96% 3,04 8,605 7,269 7,998 8,795
Travel (hotel, air, per aam) s 5 7!1 4,232 G 464 12.000 13,200 14,520
| TOTAL OFFICE OPERATIONS 99,93" 81,943 18 990 143,483 155,211 17T.989
[GFFICE EQUIPMENT (Purehuo of ieage)
Computers 0 0 0 [*]
Cogpy machines 0 0 0 0
Furniture 8,411 0 0 0 Q
Vehicles 90,002 0 0 48,000 0
TOTAL OFFICE EQUIPMENT 86,413 ] 0 45,000 0
[UTILITIES & RENT
Electricity 6,614 7.275
Telephone 22,990 25.2089
|_Water 862 948
Rem 14520 15,972 |
TOTAL UTIUTIES l RENT 44,985 49.484
OTHER INSURANCE -
Lisbility 1 1% 150 168 18 200
Burgiar (1] ] (] 9% T, 1,125
Money 2% 2% 2% 273 303 333 |
[ Glass 100 100 100 110 121 133
Buiding 1,738 1,733 1,758 1 ﬁl 2,124 2,236
TOTAL WHER INSURANCE 3,100 3,100 | J,100 3 "0 3,751 4.121'
ercentage change in recurnng expenses 1 % 14, 1358%



APPENIIX F
EX 1993 TO FY 1987 *
DATE: 12-Oct-84
[31 ASOF | FORECASY FY 1685 FY 1966 F7 1887 Quarty
1983 I0-8-94¢ 1984 QUANTITY RATE AMOUNT QUANTITY RATE AMOUNT QUANTITY RATE AMOUNT Exgl_lna’ons
INTERNALLY GENERATED INCOME.
CURAENTY
FIP Tullics 2028 70 19740 43| 450 20 2} 493, 943 Pe1son -towses
Tolioo o} 75| 100 7,500 D 170 o 21 Psion—oca
3 Joes {oR—sis < onsulencyd 3 235 0.400 [ 28 [ 30/ rarson—-vists pat yeus
Ouick fix foes tolica coanfizrry) 7% of 178 19,500 193] () Fit) Pavson -visiks per year
Contract Salving 1232% 48230 (] S04 3 18 1 366 43 b4 «y [} Cowms -da
[) can raseest A ines 4,473 4738 8512 14000 S 00% 7290, [9 5200% [ 5200% . Suisending portioba per year
Weorkadep rest 1) 11718 23438 84 S50 48 200 84 £05) 50820 o4 [ 359021 Ccevpancy - monihs per yeu
[ .48 14 000 204 N B0 10 08 £ [ L]
[ intoren b ome 150,000/ 1000% ? 130000 1000% 15 150 1000% 13 . beslance on depost
Sl elinepCus rec Cvarins 13385 ] 82 10000 10500 10000 NA .
NEW

Parsbn ~Cowses
Porson -covrses
 your
your

DAY

. -'CQI 722

837574

FTP. 1385 - 3cousses of 15 pavple ssch

PFT: 1985 - 75 poecph

g ore

-ouy

Exleasion 1585 - 20 Cherex rectiving 2 visks per month or § aontie
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RESOURCES USED BY THE EVALUATION TEAM

"Assessment of Staff Development Needs” (internal BMEP document)
BMEP Board of Directors meeting minutes

"BMEP Internal Unaudited Financial Statement, July 27th 1994"
"BMEP Loan Policy and Procedures”

BMEP Personnel Files

BMEP Proposal - "Rural Training for Women’s Groups Involved in Incoming
Generating Activities July 1993"

BMEP Strategic Plan

"BMEP Trial Balances 1/1/94 - 31/12/94" as of 30 June 1994

BMEP Workplan for the Period December 1, 1993 to November 30, 1994
Confidential Report on the Appraisal of Business Consultants by Frank Mlotchwa
Extension Client Files

Extension Forms

Extension Officers Monthly Reports

FTP, PTT and Rural Training Reports 92-94

ILO Improve Your Business Trainers Manuals and supporting documents

"Medium and Small Business Development Regulations and Related Statutes,” Swaziland Ministry of
Economic Affairs, January 1992

"Review of BMEP Sustainability Measures, 6 June 1994"

"Statute for Development of Medium and Small Business," Promulgated per Presidential Decree No.
5364, 4 February 1991

Training Model and Curriculum Guide for Small Businesses Mrs. N. Gamedze 11/91

Training Files of Materials and Handouts



Training Staff Minutes of Meetings 93-94

Training Institutions Prospectus

USAID Project Implementation Reports October 1, 1992- through March 31,1994
USAID 1992 Project Description Document

USAID 1992 Project Evaluation

USAID 1989 Project Evaluation

BMEP Staff Interviews
Mrs. Nokukhanya Gamedze Program Director
Mr. Sifiso Ndwanawe Program Manager
Mr. Nicholas Ndzimandze Finance Manager
Mr. Sabelo Sikhosana Credit Officer
Ms. Khetsiwe Malaza Accounts Clerk (since resigned)
Ms. Nomthandazo Magagula Training Officer
Mr. Rudolph Matsenjwa Training Officer
Mr. Eric Maziya Extension Officer
Mr. Stephen Motsa Extension Officer
Mr. Abednego Dikiza Extension Officer
Ms. Patricia Malindzisa Secretary

P r In
Mr. Leonard Lukhele Chairman
Sr. Judith Ellen Dean Vice-Chairman

Dr. Thembayena Dlamini

Mr. Vukani Mamba

Fr. Larry McDonnell

Mr. Paul Tsabedze

Mr. Barnabas Dlamini (not available for interview)

BMEP Client Interviews

Patricia Mngomezulu Restauranteur
Nonkuleko Nxumala Grocery/Health Officer
Constance Simelane Grocery

Calvin Ginindza Skills Center Welder
Sibongile Dlamini Tropicale Restaurant
Girlie Mamba Seamstress

Nkosinathi Twala Welder
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Getrude Mamba General Dealer

Abedinigo Dlamini Photographe:

Malangelo Chiya Green Grocer

Alfred Mahloba Teacher at Lutheran: Center:

3 Rural Women’s Groups

FTP Trainees Surveyed

Mbuso Mbuli Thuli Dlamini
Masinda Dlamini Lindiwe Motsa
Ncamsile Dlamini Constance Similane
Siphithemba Motsa  Eric Gamedze
Peter Dlamini Busie Masangane

Mandla Nxumalo Thembekile Tsabedze
Jabu Simelane
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