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SUMMARY, CONCLUSIONS AND RECOMMENDATIONS 

From 15 October to 9 November 1995, an rnternational team carrled out an Independent 
evaluat~on of the Black Entrepreneurshtp and Enterprise Support (BEES) project The main 
findings of the evaluation and the recommendat~ons put forward are presented below 

The agreement for the BEES project was started m September 1993 and the project became 
operational when the directors took up their post m February 1994 Its mandate is, essentially, 
to build and strengthen the capaclty of local orgamzations that provlde services to rnlcro- and 
small enterprises (MSEs) m South Afnca In the present pllot phase, whlch IS funded by USAID, 
BEES is particularly tasked to experment with new approaches to MSE-development wlttun the 
context of South Afnca and to expose the South Afncan MSE-practitioners to models and 
experiences from other countnes 

The evaluatron took place barely 16 months after the start of actual unplementation of project 
activities followmg the approval of the Work Plan by the donor It, thus, IS clearly too early to 
assess the actual Impact of these achvities Moreover, it should be noted that many of the 
parameters m MSE-development m South Afnca changed followmg the change to majonty rule, 
affectmg a straghtforward mplementarlon of the 11ma1 project document The Evaluation Team 
therefore concentrated m a d y  on an assessment of the project suucture, strategies and 
~rnplementat~on performance rather than on unpact of project's lnterventlons 

% 

It collected mformation through mterviews wirh the project team, representatives of donors staff 
of the BEES' c l~ent  orgarmarions and other kev mformants to r h s  end the Team vlsited 
Guareng (Jo burg and Pretona) Kwazulu-hatal (Durban) Eas~ern Cape (Stunerhem) and 
Western Cape ( C a ~ e  Town) It would howeter oe prerenrlous for the Evaluation Tram m d  
especiallv tor its lnternatlonal members, to belleve that w ~ b n  the short perrod of therr visit the\ 
have grasped all the intrlcacles of the comntev ana st111 rather fluld polltlcal slruation ana 
environment in n h c h  MSE-des elopmert is mag place In the countn and the evacr role that 
BEES IS and should be plaking Hosvejer thes GO feel comforta~ie that they nave managea to 
get an adeauarelv overall plcrure of the BEES Grolecr and the acr~vlties ~t has mcenahen 

Dur~n_c then om the Evaluxors h a  e kcome rnosr lmnressed 1~1th the nern orh or contacrs mar 
BEES bet UD in me snort perloa or urns as \tell as witn the n n e  and ranze or activltles \vnich 
rne Droject ha5 suc~eeded to inlr~ats Tnere c2n oe no douot that  he project hds succeeded to 
become an Important plaver In s u p p o r t q  \ISE-development orgamzations In South Xfrlca The 
projecc staif is to be commended for its commitment dvnamism and cremvitv, as a resul~ or 
whicn the project has in its rather short lifes~an so tar crafted a name tor ~tself In rhe area ot 
MSE-suppon In South A f r n  



The maln conclusion that stands out from the evaluation euerclse IS that 8EES is  prov,dlng 
serv~ces that are both addressing crucial needs of the MSE-support orgamzdtions and that are 
being generally appreciated by the project's clients 7 

MSE-suvuort organnations in South Afrlca 
3 

The lnstltutlonal framework that 1s emergmg In the country, requlres a clear d~vislon of labour 
between the government, the private sector, non-governmental organisatlons and other partles 
interested partles m the MSE-sector The government should to play a facll~tation role to enact 
enablmg policies and coordmate appropnate MSE-programmes that are deslgned and 
implemented by those orgarusatlorn whch have the necessary the expertise to deliver sultable 
servlces and accomplish goals w~thm a glven set of tune 

The non-government MSE-support organrzatlons m South Afnca have gamed an lmmense 
expenence on the ground, and are best su~ted to be mplementors of programme deslgned to 
promote the MSE-sector They have a comparative advantage over other orgamsations, srnce 
they, for mstance, have a certam creddxllty as they M e n  and react to the needs of the sector 
St~l l ,  at present, most of them lack the capacity to deliver servlces appropriately and effectively 
Their Internal orgamsat~on is m need of unproved management and operational systems, therr 
outreach is severely l m t e d  by meffectwe approaches and unsophsticated instruments They 
need to better understand the d y n m c s  of the MSE-sector and they need to learn from each 
other as well as gulde each other m thelr efforts to deveiop the sector 

After the plethora of mternational funding m the 1980s, many NGOs that are supportlng the 
MSE-sector are now faclng due fmanclal tunes as most donors have signed bilateral agreements 
wlth the government by-passmg the NGOs T h ~ s  places NGOs m an akward posltlon as o h  
a few donors would want all theu assis-ace programmes mplemented by the GoSa whde at 
the same tune they do not want to have drrect relatlonshps wlth NGOs St~l l ,  NGOs will have 
to play an unportant role m the unplementatlon of MSE-programmes for whch  thev are well- 
placed as they are closer to the ground and trusted bv the~r  chents To play this role well and 

*aI-uatlons effectlvelv dellver relevant servlces to the mlcro-entrepreneurs, the MSE-support or, 
requlre substantla1 ~nstirutronal strengrf7emg 

Proiect design 

The deslgn of the BEES project IS based on the premise thar the empowerment of Blacks in the 
new South Afrlca in part depends on lntensliied effons to accelerate the development of the 

micro- and small enrerprlse ( W E )  sector and that this requires the provmon of relevant and 
oood quallty servlces to t h ~ s  sector The project deslgn documents correctlv ldentlfv a c ruc i~ l  
u 

lack of capaclty in the e u m n g  orgamzanons supportlng the MSE-sector The design of the 
project is In particular vested on the notion that MSE-practitioners and policv makers in South 
Afrlca have been relatively Isolated and that thev can learn from the experiences thar in the 
recent past, have been gained in other countries, in Afilca as well as elsewhere (eg USA) The 
pilot phase of the BEES project was therefore inter alra, meant to introduce new approaches 



\ i 
and mechamsms for MSE-development, drawmg on international experiences, and also to expose 
local I $ i ~ ~ - s u ~ ~ o r t  organizations to new models and methodologies for the development of the 
MSE-sect03 

This basls has been proven both accurate and fertile Indeed most of the MSE-support 
orgamzatio s in South Afr~ca are institut~onally weak and in need of more effective approaches a 
to MSE-development At the tune when the BEES project was designed, almost all of them were 
in the non-government sector, ie NGOs, CBOs and industrial associat~ons They were generally 
small, relying heavlly on one or a few leaders, lackrng internal management systems and wanting 
pract~cal instruments for MSE-support There was not at that tune, nor IS there now, any other 
orgamation, In the country, providing such assistance to these MSE-organrzations 

If anythmg, the need for such lnstitut~onal consultancy servlces has increased since the t m e  of 
the BEES design more and more MSE-support orgamzatlons come up all the tune, whlle 
mternatlonal fundmg for the non-government sector has drastically declined now that donors tend 
to channel theu asslstance through the government sector, brlnglng some of the NGOs in a 
desperate fmanclal situation 

Even with its generally correct framework, the orlglnal deslgn of the BEES project was found 
to have some flaws whch contnbuted to some of the subsequent difficulties m project 
lmplementatlon 
- the mandate that follows from the objectives m the project document IS too wlde 
- the project design lacks a clear operatlonal framework 
- the project strtcture lacks rmddle management staff to assist the project d~rectors m the 

lrnplementatlon of project activines 

\-t 

It should furthermore be observed that the dlrectlon set out m the BEES project document was 
severely tested after the acrual start of the project as the context of MSE-development in South 
Africa changed dramatically srnce then First the pol~tical transition and the entn or me 

L ~ O T  12 tnz Government of National Umnr made for a greath chanzed role ror the ,oovernment sep 
area of MSE-promotion and BEES was challenged to become involved In thls process Secona 
and in some wavs lmmedlatelv related to rxsr polnt there have been msrances n here the aonor 
suggested that the project dev~ate irom the project document and the agreed Drojecr aire,xor, 
DV loadlng new tasks on the project A recent evamDie is rhe \GO g a n t  i ac imr  n nicn the BEES 
~ m e c  has been reauesred to aamimstev on behalf of the government and 11 nlcT V L ? T ~  1 :  

2 alsrurolng ractor m the im~lernentmorl or the BEES m o m r  

OJ erall assessment 
In gener~i  terms the proiect scores nrgn marks ior rne xtivltres thdt h1\e  been inirlJrd 
Cmarnh lor a project wlth onh a l~mrred start one musr aamire rhe dvnam~sm ana crem\ I[\ 

or the project stati The directors espec~al l~ are to be commended tor rnvol\ in? [hemsel\ es in 

an eutensiie consultar~on ivirh the -potennal- clrenrs before inrtiaing project rnter~enrions 111 



-1 dolng so, they created a large network of contacts and made many MSE-practmoners In South 
i Africa f a m ~ l ~ a r  w ~ t h  the evlstence of the BEES project It can be concluded that the BEES' 

1 actlvitles that are undertaken are essent~ally demand-led as they are addressmg the felt-needs of 
local MSE-organ~zat~ons 

CI 

f In addressmg these needs, of a large and diverse constlruency, the BEES project has engaged 
Itself In a wlde range of asslstance act~vltles They range from moral and promotional support 
from the project staff, to malung ava~lable consultants and financ~al resources The project IS 

presently serving a vaned chentele, includ~ng 
- prunary MSE-support orgamatlons -- mostly NGOs -- providing credrt, tralmng, 

counselling and other types of asslstance to small producers, 
- secondary 'umbrella' orgamatlons of MSE-practitioners, 
- research and education mt~ tu t~ons ,  and 
- pol~cy makers in the government sector 

In the short period it has been actlve 'on the ground', BEES has provided services whlch both 
address a need and are appreciated by the project's cllents It has filled a gap in the capacity 
buiIdmg of MSE-support orgamzations, malnly because as of now no other orgarnation m South 
Africa IS providmg t h ~ s  type of assistance BEES has especially been effective m catalyzmg 
mprovements m the servlce delivery by the MSEdevelopment orgmat lons  It has succeeded 
m brmgng together MSE-orgamzations and mdividuals, contributed to bmgmg about new 
act~vities relevant for the MSE-sector, and experunented with different approaches for c a p a c q  
buildmg Although ~t IS too early to assess the actual mpact of these activities, it is clear that 
BEES has come to play an important role m strengthemng the MSE-support system m South 
Afrlca ' % 

The Evaluation Team found the followmg lssues m reIat~on to the formulation and 
implementation of the BEES' suppon actlvmes (I) the project has a tendency 'to spread Itself 
too thin', as ~t is becommg involved In actlvltles whch  are overly dlverse sectorallv and 
oeograph~callv r ~ s h n g  to d~lute the iocus of the projecr, (11) the actual ~rnplementation of the - 
assistance needs to be more nghrlv o r g m e d  better backstopped, and more closely momtored 
and (111) at tlmes the pressure to produce early results occurs at the expense of onnersh~p on 
the pan  of the project's cl~enrs pamcularlv 1~1th rezard to the ~mpiemenratron of the acrlvlties 
undertaken 

Techn~cal  assrstance for ca~ac1t-c buildlng 
The core or the BEES' acr~tlrles 2s i r  f o l l o ~ s  trom the project docurnenr concerns the 
rendering of techmcal asslstance ro srrengrhen the capacltv of local MSE-development 
organlzatlons, ie those organlzatlons engaged In the provlslon of support servlces to the small 
producer (evclud~ng the research and edu~atlon lnstlmtlons whlch are not In d~rec t  contact wlrh 
the XISE-sector) Such asslsrance came in the form of moral support and technical advlce rrom 
the project staff, t e c h c a i  evpertrse from consultants, traln~ng and financial a ~ d  

The project gamed lmportanr evperlence In t h ~ s  area It was found that the organlzatlons tarsered 



4 

.: 
1 

for capaclty bulldlng, many of wh~ch were BIack-led NGOs actlye m the urban areas, are indeed 
in need of the types of ass~stance offered -At the same tune, tHex first pr~orlty currently tends 
to be to solve the acute financial problems whch they are fac~ng qmce the re-channelling of 
donor funds It was found that tramng for fundraising as well as strategic p lamng should form 
pan of the capaclty buddmg ass~stance at the early stages 

I 

An interesting area m which BEES has become actively lnvoived 1s the creatlon of secondary 
'umbrella' orgamzatlons or MSE-practlt~oners The project is, for instance, driving the 
formallzatlon of the Alliance of MSE-prac~loners based In Guateng, and the grouping of Mlcro- 
Emerprlse NGOs (MENNGOS) m Cape Town In the longer term, such orgamzations wlll 
become important for a more self-reliant support for the MSE-sector m South Afrlca 

Exposure visits and networking 
BEES has organzed a number of exposure v~slts for South Afncan MSE-pract~tloners and polrcy 
makers The vlslts were malnly to the USA and Kenya These vlslts are very enthusiast~cally 
recelved by all, and should contlnue and maybe even be expanded They make up for the lack 
of mternat~onal contacts and travel of most South Afncan MSE-practitioners, and prov~de lnputs 
for a change of anirudes towards MSE-development m South Afrlca 

The exposure v~sits have proven to be an effectwe way for the partic~pants to get up-to-date on 
pollcies and programmes for MSE-promouon m other countnes In addition to the gathering of 
mformat~on, the vlslrs are instrumental for networkmg, foremost to get mternational contacts 
whch subsequentiy can be approached for further documentation, etc Partlapants also 
appreciated the opportumty to get to know thelr South Afncan counterparts, as llnkages between 
o rgwat lons  had been lun~ted by the prevlous polmcal system 

t 

The vlslts to Kenva had aroused partrcular enthuslam, as the Kenyan context seemed 
m e d i a t e l y  relevant for ~ ~ ~ - d e v ~ l o ~ m e n t  m South Afnca, and the country has some 
worthwhde experiences in th~s  area (eg formulat~on of MSE-pol~cles and mlcro-credit) The 
mportance of the mrernarional contacts that BEES has for the orgamzatlon of such vlslrs IS 

oenerallv acknowledged 
u 

Informat~on dissermnatlon 
Inrormarlon 1s one of the mregral parts of the mcro-enremnse developmenr m South Afrlca 
BEES has set up a Resource Centre whose marn funcrlons is to provlde t e c h c a l  material for 
pract~tioners However the cenrre has collected marenal that could iniorm researcners as well 
ss entremeneurs The lack of marhermg from BEES Dart has somehow reduced the rmuacr. 01 
rhls facllitv A funher Issue here appears to be the locanon or the facllirv 

The source of collecrlon of marer~al IS l~rnlted prlrnar~ly to the US4 BEES needs to evplore 
oher lnstlrurlons rhat could serve as their source of marenal such as K-REP In Kenya whlch 
has a slm~lar faclhtv for its sector Other forms of dissemrnarlon information In addmon to 
sendlng catalogues by post need to be explored 
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The centre has ~rnrnense potentla1 to be ,used as reference point for micro-enterpr~se lnformat~on 
For this actiyzy to be focused and coordmated with other BEES activities would requlre the 
centre to house information for pract honers BEES own comm~ss~oned research as well as tl documents reporting lessons learned rom exposure vlslts In lhls way, the centre can enable 
others to learn from BEES' various actlv~tles 

i 
The Centre's potentlal IS at present not being fully exploited For instance, many of the persons 
interwewed by the Evaluat~on Team were fully aware of the servlces of the Centre The onglnal 
idea to llnk the Centre vla e-mail wlth smllar Centres elsewhere is still under conslderat~on, 
clearly the mpact of such e-ma11 faclll~es would depend on how wldely available they are 

Poiicy research 
Although not ment~oned m BEES' or~glnal programme des~gn, the need for lmprovlng MSE 
research capaclty was almost m e d i a t e l y  recog~uzed and incorporated lnto the project actlv~tles 
Desp~te the existence of a fax amount of research on South Afncan SMMEs, BEES was conect 
m pomtlng both to gaps m research content and to the "llrmted capaclty, especially among 
Blacks, to undertake MSE sector research" (Inmal Two-Year Workplan, pg 4) BEES took a 
three-pronged approach to the research problem For certam immediate data needs, BEES 
comrmssioned studles It Introduced new research methodologies And for ~ t s  longer-term 
capaclty burldlng effort, BEES attempted to form a research consort~um or network of young, 
mostly Black researchers based m umversity smail busmess mtltutes 

A cursory exammation of the evistmg b~bho,srapb~es suggests that much of the research m South 
Afnca has been conducted by a relatively small group of scholars When the exammation of the 
bibllogaphes is undertaken from an mst~tutlonal, rather than an rndlvldual perspective, a 
smlarly small hst of mtltutions responsible for SMME research emerges The mam mstltutups 
are the Department of Geography at the Umversity of Witswatersrand, Rhodes ~mvers l$  
Inst~tute of Social and Economlc Research, the Development Stud~es Urut of the Umvers~ty of 
Natal, and the Urban Problems Research Umt of the Umversiry of Cape Town Umverslty small 
busmess mtitutes have not been actwe m SMME research 

Proiect structure 

Staffing 
It was already noted that the projecr IS senouslv under-sraffed Also due to unfortunate mmal 
recrulunent, there has oniy recentlv been some m m a l  crir~cal mass wittlln the office espec~allv 
w h  the arrival of an expamate programmmg officer with knowledge of USAID and PACT 
procedures Because the project prev~ously lacked the capacq to actually implement the large 
number of activities that were bemg continuouslv concepmal~zed by the project d~rectors ~t 

rrsked dlsappointmg its clients 

The dual-dlrectorshrp whch was declded upon has by and large worked well, even though 
consultation and consensus buildlng has made the dec~slon-makmg process more tune-consummg 
Internal management has benefitted from a Team Buildlng Workshop last April 



Project Advisory Committee 
There IS a need for an increased accountab~lity In the project, as at present, the at  ti^ stra~ned 
relations w ~ t h  the donor do not make for effect~ve steering, while the execut~ve agency appears 
to take only a l ~ m ~ t e d  interest In the project In this respect, as well as in others (eg project 
plannmg and reporting) there 1s room for a greater role of the Project Adv~sory Comm~ttee 
(called "BEES Support Network"), which is not yet being used to ~ t s  full potential 

RECOMMENDATIONS 

The pilot phase of the BEES project has proven beyond any doubt that there is an enormous 
demand for the type of support servlces wh~ch it is providmg BEES has come to understand the 
dynam~cs of MSE-development m South Africa and has created a large network of contacts It 
has created a clear momentum, as ~t has succeeded in lnltlating a process to change the mind-set 
of the MSE-practitioners and policy makers m the country It has gamed credibility with its 
clients as it has shown to be capable of delivering the servrces agreed to It is now important to 
bu~ld  further on thls foundat~on and to cap~tallze on the investments made The Evaluatzon Team 
therefore strongly recommends the extensron of the BEES project for a second, rmplementatzon 
phase, to last at least 3 years and rfpossrble 5 years 

The Evaluation Team suggests mamtalnmg, 111 general terms, the project design and 
unplementat~on as ~t has evolved up to now However, the graduation from ~ t s  pilot to the 
unplementation phase presents an opportumty to introduce needed changes 

Inst~tutlonal development 
\"* 

BEES or~gmal Program Des~gn (O'Regan et a1 1993) provided for a more or less permanent 
orgamzational structure, mcludmg profess~onal and support staff and an advisorv comrmnee that 
would evolve towards a policv board The collaborative agreemenr, s p e d  wnh USAID 
however provided only for 3 f i ~  e-person Project Management Team " The strucrure has proved 
to be madequate even for a ~ i l o t  project and mould c e m ~ n i v  be so for a more permanem 
orpamzatlon 

Staffmg 
Changes in personnel and >~-dcmrs that nere made benteen F e ~ r u a n  ana Augus~ 10% nd E 

srrengrhened the project s mslagmem qo\iie\er \\e belleve that i-urther changes are ners>,- 
; ~ C I l V l E l i S  are ro be lmclz-s?rs;l ana momtorea e ~ r e c r ~ ~ e l v  The otrice ~ l s d  sopears rc nLt1 e 

lnsurricient c ler ic~i  supuor 1 r r' rller erore I ecomtnend r i m  
- adarrror~al~~~rudle-tna~~i'~~~~le~~~ S L L ~ ~  I I T  rtle pe~so~z  or 2 Sr'wol Teclmcat OfJrcels irrz addrrzoil 

ro rile 1 ~ Y I S ~ I I Z ~  PI ogra' 17 1 / 7  2 O ~ T ~ C P I  1t I I U  stzo~dd UI SO becoine cr Teclznrcal Ofjice? i ruci? 
i esponsrble j o ~  o~zc ~ n a r o ~  Zrorio or acrn rrres be recrurted 

- BEES recruit a qrtalrjiea -una oennarrenr- secreran /recepnonrsr who coltid rehe1 e rile OTJ~CL 

manager of rourrne n  or^? 
- BEES con~rder hrt 117g cr70 l7er clerrcal persoil ro s ene  as sec~erary for the recl~~lrcai onicclr r 
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BEES Advisory Board 

I 

-% 
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The Evaluation Team recommends 
- that BEES strengthen the role of rts exrstrng Advrsory Board (re "Support Network") by 

rnvoivrng rt more fully zn the overall formulntron and rmplementatron of project actzvrrres 
- thar the BEES Advuory Board conszst of two components a full Advrsory Board whrch 1s to 

7 advzse the project team on general technical Issues, and an Executzve Commrtteefiom among 1 

the Board members who are to be more closely rnvolved rn the deszgn of the project 
strategres and who wrll be accountable for project actrvrtres rn a technrcal sense 

- that the project undertake the followzng actlons requrred to zmprove the functronzng of the 
Advzsory Board and rts Execurzve Commzttee, such as a regular drstnbutzon of progress and 
orher project reports to the members, and a better plannrng of Board and Commrttee 
meetrngs, so as to ensure adequate inputs, the project may want to conszder appropnate 
zncentrves, at least for the members of the Becutlve Commznee 

If BEES is to contmue beyond the life of the present two-year project, an appropriate legal entity 
will have to be formed The co-duectors have begun explormg poss~b~lmes We encourage them 
to contlnue h s  exploration so that roles and responsibilit~es of board members can be defined 
before they a s s m e  legal responsibll~ty for the orgarnation One possibil~ty that might be 
considered is the establishment of a broad based policy board with a smaller executwe committee 
to assist the drrector(s) m policy implementation The Evaluation Team recommends that BEES 
enhst the experme of zts present support network m the development of an appropnate legal 
framework for the organlzanon 

Operatrng Systems 
Effectwe programme unplementation and momtonng requue a functiomg manage ent "t 
mformation system whlch, m turn, depends on well designed subsystems m finance, persomelt 
general management, and activitv momtonng 

The financial officer appears to be handl~ng the day-to-day financ~al tasks generatmg t m e h  
management information mainta~rung financial controls suitable for a small orgamzauon and 
producmg the requ~red reDorts on tme  She has streamlined the operations a ~ d  introduced a 
number of new procedures for financial and budgetary control We assume that the audirors w ~ l l  
remew accountm,o procedures and Internal controls m much greater dew1 than was poss~ble In 
this evaluat~on We thererore are not makmg anv recornmendat~ons m the area of finances 

Staff recrulrrnenr and the resultmg srarf rurnover have been serlous ueaknesses in BEES Here 
r : x  d~recrorh have been lmred EI rhe co-ooerar~ve agreemen1 nnile earl) evperlences n 111 

rtcrulrment agencles have not been iavorsble The Etaluatron Team recommends rlzar 
- rlre organr,-anon take the erpenence ofthrs nro-war perrod to detelop rrs peryonnel slsteml 

rncludzng task and resuonsrbrlrrv aflocatrorz recnrrrmenr and hznnz procedrr~eJ L' 

comnpensarron nsrem a liuman resource development programme and a .nsrem LIT 

performance evaiuatrons 
- rn developrng and rmnplemenrrtz~ such a nstem BEES pat partzcular attenrron to ~lre 

recrurtment process 



BEES IS to be commended for recogmzing the need for improved communication and team 
work ~ e v e r t h h e s s ,  it appears that the cornbmat~on of the co-directors' preference for an 
outward focus and q e  likelrhood that the project w11l end in February has made organ~zational 
development a low pr~ority G~ven the changes in personrlel that have already occurred and those 
that would probably happen in a new BEES, we recommend that 
- a second team-bwrldrng workshop be held in March 1996 

Monitoring of all BEES activities IS of crlt~cal importance Several of the BEES cl~ents mdicated 
problems, not with the momtoring ~tself, but with the imtial process of setting expectations At 
times, expectations only became clear in the momtormg process The directors' style is, by their 
own descrlpt~on, "process or~ented " While a certam fluidity IS useful m a rapldly evolvmg 
SMME sector, our interviews suggest that clients would appreciate a little more clar~ty about 
BEES' mandate, its expectations of them, and the procedures for accountability The Team 
therefore recommends that 
- the entrre process of rmplementrng actzvztres, zncludrng broad programme fomulatzon, 

developrng the scope of work, translatzng actrvmes znto "log f imes ,  " and establzshzng the 
process for monrtonng, be revzewed and documented 

- BEES establzsh a procedure for communrcatzng thrs process to clzents and consultants 
- rncreased monrtonng of project actzvrtzes, eg requrnng regular progress reports from the 

consultants contracted for partzcular tasks so as to ensure qualzty results 

The Evaluation Team found that the BEES reporting process was not very useful as a tool for 
momtonng the overall achevement of goals The reports are not clearly structured, malung ir 
d~fficult to determine the status of the vanous actlvitles There is a need to lmk the reportmg 
much more clearly lmked to the strategic p l a m g  (see below) We therefore recommend that 
- the reportzng process be redeszgned to follow the actzvznes specrfied zn the r e l e h  

worblan, and 
- devratrons from the workplan be fillv aplazned zn the reports 

S trateglc plann~ng 
In 11s p ~ l o t  phase BEES was evpecred to come up with a model' for capacltv buildmg ot 11SE- 
support organlzatlons It has ~naeed ev~erlrnenred wirh d~fferenr: aaproaches ~nciuamg one. 

0 or mcroacxc  1% h ~ c h  have been used In other developmg countries and elsewhere T h ~ s  tesn?, 
nas recently lead to a cenain ivinnobing ' in \% h ~ c h  the project has decrded to Dursue ~ n e  xo rz  
~uccessiul SUPDOIT mecharurns ror csDacln7 build~ng wh~le  dropuin: less crornlslng ores 5[ 
-arther elaborar~on and mor? resang or m s e  rnecnanlsms is reoulrec 

resources w1i1 be relariven s c m z  U F C : ~  ~drncsr )  an\ >c=n,iilv rrz K L I I I I  ek 11. 1nrcx.b ~ ~ n i - 0 1  

be decided upon bv the needs tor ass~srance as the] are conr~nuousl\ comrnun~cxed b\ ibt: \ILL 
5u~port  sector Rather the prolecr inrer\enrions are to be str~ctlv governed bv a clear srrLtre21 
In rerms of what are the project prlornies to be achieked? \%ho is to be served' and \i hat 
strategies w ~ l l  be followed' 



\ I I  

Id ~ t s  ~mplementatlon phase, BEES needs to build on the experiences of ~ t s  pllot phase and 
clearly define its focus and determme its core actlvitles It has to make careful choces, based 
on the comparatlve advantages built up durlng the p~lot  phase An efficient use of project 
resources dictates that projects, llke any other orgamzatron, seek to specialize the~r  services 
Certainly a small project such as BEES wlll benefit from concentrating on a llrnited number of 
methodologies and a degree of standard~zatlon of instruments used (eg asslstance needs 
assessment, strategic p lamng for capaclty bu~ldmg, momtorlng and management systems, etc ) 
This will mavrmlze the impact of project interventions and reduce the r ~ s k  of fadures The 
focus~ng of BEES' activlties and the design of a strateglc framework for a coheswe and mutuaily 
reinforcmg set of project activlties clearly constitutes an mportant challenge for the 
implementation of the project 

The Evaluatron Team feels that the strong points of the BEES project foremost he rn the 
provision of services for the capactty buildlng of non-government MSE-support orgamzatlons 
It therefore recomrnendk that all actlvrtres whzch are not dzrected toward thzs arm be phased out, 
even though they may address rmportant needs of the MSE-support sector Rather they should 
be left to others who, at least zn medrum tenn, are better pozsed to take on such servrces 
In thls respect, it IS recommended that the acavrtzes whzch BEES har rnrtzated rn the area of 
polrcy research and sensrtzzatzon should not befurtherpursued Now that ' W t e  Paper' has been 
adopted and government MSE structures and actrvitles have been designed to start m the near 
future, there would appear to be no longer an urgent need for BEES to be rnvolved m pollcy 
research, whch  would provide a good o p p o m t y  for the project to concentrate on capacity 
bu11dlng for the MSE-support sector m a more dlrect sense Sunllarly, the Team recommends 
the project to reconsrder the actzvznes zn the area of Entrepreneurshzp Development, as ~t feels 
that BEES has not gamed lmportant comparative advantages m t h s  area 

% 

The exposure vislts are without doubt one of the maln comparatwe advantages of the BEES 
project The Evaluatron Team recommends that they be contrnued and even expanded Care 
needs to be taken that such visrts as well as dmemrnanon of rnfonnarzon, provzde optrmal 
srrppon for the core actrvrm oj CapaClN buddrng as the~r Impact as separate areas of assrstance 
IS  lmrted It IS Important tor the project to enhance the lnternai coheslon of project actlvmes 

Pro1 lncldlzation 
Some of: the most lmportant issues ~dentlfred bv the Evaiuat~on Team concern the need for J 

clear strateglc framework concentration on a l m ~ t e d  numner 01 lnterventlon areas and ennanced 
onnershlu tor the actnines u n d e r d e n  on the part or the project' chents A malor 
12-ommenamon to address these Issues in 3 coordinates a a v  reters to the organization f i r  

srrsreglc darning worksho~s at urovincial levei 

As the needs ot the hlSE-sector can differ s~gruficantij for the provinces In South A t r ~ ~ a  rhc 
determlnmon ot the asslstance provrded by BEES can best be done at provincial level At the 
same tlme, BEES would want to ensure adequate local ownership for ~ t s  actlvmes By engagln: 
potentla1 cl~ent organlzanons In strateglc workshops at prov~ncial level both these objectives ~ 1 1 1  
be served 
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BEES u recommended to further faciirtote the pro~ect 's activznes at provrnciol level, by postzng 
''BEES Provznczal Liaison Oflcers" in the provzncia~centres So as to reharnfiilly neutral, these 
o/licers should preferably not be lodged w ~ h  existing MSE-organzzatrons ercfpt when these are 
Indeed seen as Independent and neutral, on alternatrve optron would be to hzre zndependent 
persons (eg worklng rn a one-staff consultanqflrm) Their role would be to represent the BEES 
project at provmclal levej, be a cornmurucatlon polnt for those who want to d i p ~ s s  matters with 
the project team, provlde (llmlted) backstoppmg for the on-gomg activltles, ind be involved m 
the momtormg of project activltles 

Momiormg and evaluation 
It zs recommended that In ~ t s  ~mplementatron, BEES pays due attentzon to proper monztorrng of 
project actzvzaes so as to have early warnrngs of znstances of sub-standard pegfarmunce, and to 
regular evaluatzon of the zmpact of zts rnterventlons 

The project should also consistently document the projects research Jndlngs and exoenences, 
so that they become available for other MSE-support programmes and orgamzatzons to use them 

Special areas of BEES activities 

Techcal  assistance for capacxty bulldmg 
The BEES activit~es for the buildlng and stren,@emg of MSE-support orgwat lons  should 
contrnue to focus on mprovmg the mternal operations (eg management rnfonnat~on systems, 
debtor management control systems, etc ), as well as on enhanczng the effectweness of the 
effecriveness of the service delivery to the ultlmate cl~ents 

In the lmplernentat~on phase, BEES should concentrate on non-governmental MSE-suppgrt 
t 

orgarmauons Specla1 attentlon should be glven to MSE-development orgarmatlorn m the rural 
areas BEES should contrnue to foster the formation of second-t~er 'umbrella' orgwat ions  of 
MSE-practit~oners, there IS a particular need to brmg together MSE-orgarmatlorn at regional 
level Some observers feel that as credrt orgamanons have traditionally received assistance 
there is a case to focus more on MSE-support organrzanons whch are engazed m the provision 

of t r a m g  and counsellmg servlces to MSEs 

BEES IS  recommended to conszder adoprrng a phased a~prbach zn covenng all the protrnces rn 
rhe countw It would move Into a province establish laelf and inmate suppon servlces to 
relevant MSE-orgaruzatlons When such suppon structures are m piace, and there is less need 
for massive delivery, or when an 'umbrella orgamatron has srarted to rake o\er some of the 
iunctions of the project, BEES could phase om ~ t s  rnvolvement and move to another province 

In any case, BEES IS  recommended to adopr carefil procedures for the selecrlon of the 
organzzarzons w ~ h  whzch zt wzll work Thev need ro fi@l mznrmal srandards of ~nsrzrurzonal 
development secured fundlng at  leasc m the short run crmcal mass of staff, and an ~ m t ~ a l  
capacq  for the dellvery of reievant servlces 
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From now on, BEES needs to put increasmg eiphasls on the susta~nab~l~ty of its servlces and 
mdeed make it into t& core of. its conc&ms This means a gradual adopt~on of a market- 
cornrnerc~al approach m which (lncreasmg) cost-sharing w ~ l l  become the rule rather than the 
exception In add~tlon to generating useful revenues, it wlll also force BEES to provlde h ~ g h  
qual~ty servlces whlch continue to be fine tuned with the felt-needs of the cllen~s T h ~ s  In turn 
will automatically ensure adequate ownershp of,the BEES' assstance by rts target group 

3 

Exposure vlsxts and networking 
Even though the exposure vmts have been rather successfui, a few pointers can be glven so as 
to further increase their lrnpact 

- the tnps should be careful planned and organrzed to vrsrt countnes and organzzatzons whrch 
have ~mrnedrate relevance for the development of the MSE-sector rn South Africa, zn general 
terms thrs would mean vrszts to countnes w h ~ h  have a comparable context for MSE- 
development, rn partzcular cases rt rn~ght even be usefirl to organzze exposure vzsrts wzthzn 
South Afnca rtself 

- BEES should stnve for an enhanced transparency zn the selectzon of the partzapants, zn 
whrch the subsequent use of the znformatron gathered would be an imporrant cntenon (eg 
the panzcrpants could be requzred to prepare a workplan m whzch they outlrne what 
rnformatron they would look for dunng the vrszt, where they expect to find zt and how they 
wrll use rt wzthrn their own organrzatzon), BEES should also conszder publrczzrng the vrszts 
so as to anract the best panrcrpants by announczng them through umbrella organrzarzons 
wlth whrch BEES has contacrs (eg AMEP), provrnczal SMME desks, BEES Advzsory Board 

- BEES should look rnto the possrbzlrry of cost-shanng for the exposure vrslts, zt would s q m  
that this would be no problem for some of the stronger -parasraral- organriatzons ( e i  
SBDC IDT CSIR) whose staf have been rncluded In the BEES' exposure vrsrrs 

- there IS  need to rmorobe the organzzarron and especrallv the preparanon of the panrcrpants 
before depanure, also, more anennon should be gzven to the follow-up of she vrsrrs eg 
through publrc debnejings ar urovzncral/local level 

I% henever convement the vrsits should be orgamzed for small groups of participants whicn are 
relatively homogeneous nlrh regard to tne t e c h c a l  area whch  stands cennai in the tour such 
as in the case of the "ennepreneurship educanon" v~si t  Other 'top~cs could be suppon ror 
women in the JISE-sector provlslon ot credir to MSEs formulation or WE-polic~es technicA 
traming for mlcro-entrepreneurs WE-busmess counselling MSE Resource Centres erc Some 
Interesrms and relevant places to v~srr: mav be Ghana (technology d~ssemination) L a m  America 
(var~ous organmuons provld~nz micro-credi~), and Asla (experrences In MSE-development in 
Ind~a  Thailand, Philippmes) 

In addition to short exposure vlsirs, BEES may want to look into the poss~b~lity of orgaIllzlng 
staff exchange programmes between MSE-orgamzations in South Africa and elsewhere 



Information disseminatxon 
The Resource Centre has primarily collected three sets of mforrnat~on One for researcher*, 
another for pract~txoners, and a t h~ rd  for individual entrepreneurs We recommend that 

- 

- BEES keep the materral relevant to servzce the needs of the practraoners, as well as copres 
of studzes rhar they have commrssroned 

- documents and other materlals servzng the needs of rndrvzdual entrepreneurs be located rn 
the LBSCs about to be establrshed at a local level, BEES could play a role as central facrlzty 
to backstop these LBSC-rnformatron unzts, for whzch an e-mall lrnkrng may be surtable 

- the rest of the matenal erther be transferred to NEPA, or to other rnstztutrons dealrng wzth 
MSE research 

- BEES engage zn a more actwe strategy to dzssemrnate rts jindzngs and q e n e n c e s  For 
znstance, the numerous papers whlch are being prepared by consultants and others could be 
organzzed zn a senes of BEES Worktng Papers and dzstnbuted to zts marn contacts 
Furthermore, zt could organzze workshops and semznars to promote the new approaches 
whzch rt has pilot-tested and found to be relevant to the SA context 

- znfomtzon and dusemrnatzon actzvztres be monrtored by a senzor technzcal oficer wzthzn 
BEES 

Policy research 
BEES is to be commended for recogmmg the importance of a solid empirical base for NGO 
interventions and for talung steps to budd research capacity Thelr three-pronged approach tp 
the research effort also seems reasonable and appropnate To a large extent, lmmedlate data 
needs was taken care of bv commlssiomg particular studies Thls method often results m srudles 
of uneven qualm -- as the expenence with the "Best Practices Study" shows -- but it is ot-teq 
the onlv wav to get data on a timelv basis To ensure consistentlv good qualm In commlss~oned 
reports the E~aluarron Team recommends that 

- consultanrs and researchers be carefullv selected on the basrs o f  a well-deszenea Jcom 0- 
~zork and 

- researctz a m  mes be 7nonrrored 61 a semor reci7nrcal ogicer \r rrhriz B E E  

TLE thlra wmoacn ie BEES erions to bulld researcn c-i~acltv seems nor to h-. nor11r2 
nonpu It is not t-ullv sure 11 the research consomum based in university small business c m t i e b  
i 111 continue as ~ h ~ e d  becsuse two of the three keh researchers have indicated that the\ n~ 

be l e a ~ i n g  thelr lnstirutions and the ~nstirutions themselves seem to have limited the C Z ~ D J L ~ ~  

and/or interest in pursuing SMME research Furthermore we believe that BEES is nor equipped 
ro support research actib mes The Evaluarron Team rhet ejor e J eco?n?ne~zds rhar BEES 
drsconnnrie rrs research capacrn brrrldrng acrrr In 

I Yll l  
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Gender -4 
i 

Gender issues are not Issues to be taken In lsolatlon If they are seen that way, there is danger 
of compartmentalizing women We agree that they do face unique constraints, but women are 
entrepreneurs just like male entrepreneurs They need the same attention but with greater focus 

I 
The team urges BEES to be gender sensitive across all their activities In particular we 
recommend that 

- rn offerrng technrcal asszstance to NGOs, they should ensure that women-led organrzatrons 
recerve optrmal attentzon They should also ensure that rn organrzatrons where women are 
not leaders, some space through trarnrng rs made avarlable for them to graduate to hzgher 
positzons wzthrn the organzzatzons 

- BEES should ensure that women filly benefit from the exposure vzszts 

- the Resource Centre be used to bnng rn what war learned zn other countries about how 
women have been grven support to help them grow therr busrnesses Lessons from Ghana 
and Kenya would be a startrng pornr for South Afnca 

Affirmative action 
Targeting blacks for affirmative action may be the nght policy However, caution has to be 
applled m terms of how h s  mvesment will be utdrzed later Affirmative actlon should be 
targeted to areas where maxmum g a m  will be visible The Evaluatzon Team therefore 
recommends BEES (and other organrzatrons applvzng afinnatrve actron) to 

'+, 

- develop cntena for selecnng candzdates eamzarked for capacrty burldrng Thev should 
possess at least some potentral and rnterest to take that particular acrzvrtv funher wuhout 
anv help Thrs means that race should not be the onlv cnrenon used to select rnstrtutrons and 
zndrvrduals Other factors should be consrdered as part of the selectzon process, esueczalh 
when drrect asszstance rs provrded 

- establrsh lznks to enhance capacrn SA rs Xnoun for rrs zmbalances - people wzth shrlls ana 
Xnowledge especrallv 'cT/7rzres should be encouraged r8 rransJer therr shzlls to heip budd 
cauacznl of therr black coruremans (this model was rrled v+nhout much success in the c s e  
of Mangosuthu T e c m o n  and Natal Universinr but closer momtoring mav go a lon: ivav 
In producing better results 

Aifimative action should be a polici that cuts across acticltles nith some t o m  ot crrrerla ro 
ensure that results are acnieved BEES should be carerul not lock ltselt In a tight corner bc 
compartrnental~zmg affirmatn e actlon policv 
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BEES PROJECT FUNDING 

The BEES project is currently funded by USAID, w h ~ h  is known to have provided important 
inputs for the development of more effective and efficient support for the micro- and small 
enterprisel sector in a large number of countries It has funded widely known MSE-programmes 
such as PISCES, which greatly contributed to the development of relevant and sustainable 
models for mlcro-credit lending, ARIES which looked at different institutional models for MSE- 
development, and GEMINI whch introduced the "sub-sector analysis" As the BEES project is 
aming to develop innovative mechamsms and instruments for the building and strengthemng of 
the capacity of MSE-support orgarmations clearly falls within t h s  illustrious tradition 

In its pilot phase over the past two years, BEES has experunented with different approaches It 
has come to understand the -changmg- context of MSE-development in South Africa It has made 
contact with an mpressive number of orgarnations and made a name for itself as an mportant 
player m the market of MSE-support For the funds invested in these efforts to bear fruit, and 
achieve maxmum unpact of the activities imtiated, more tune as well as follow-up is needed 

There is no doubt that there is a continued need for a project such as BEES The Evaluation has 
concluded that Indeed BEES fulfills a gzp, as presently no other orgamzation or programme is 
providing institution buildmg services smilar to BEES T h s  is all the more Important as new 
MSE-development orgamzations are sproutmg up in large numbers, and they are clearly in need 
of orgamzatlonal development Without any exception, all the observers contacted by the 
Evaluatlon Team feel that there BEES should remain an Important actor in this area, especially 
since the MSE-sector is expected to provide many more job opportumties in the Immediate 
future Now that Government policies and structures are emerging, it is necessary to buildq~ P an effective capacity in MSE-support orgarnations outside the government sector This wil 
enable them to play thelr roles as partners in fostering the development of the MSE-sector, and 
to adequately deliver relevant services, according to the 'White Paper', the GoSA sees its role 
merely as a facilitator 

Moreover in the longer run the BEES project can be expected to provided mportant lessons 
and models for the building and strengthemng of MSE-development orgarmation in countries 
neighboring South Africa, where the MSE-sector will possibly be called upon as a major 

a tune to come employment provider for a lon, 

In vlews of these arguments the Evaluatlon Team strongly iecommends USAID to (rejconszder 
furtherfundzng for the BEESproject The Team is confident that in case it is decided that such 
a project does not fit within the new framework of its activities, other interested donors will be 
found to enable the project to carry on the job ~t has started to do so well 



PREFACE 

Project evaluat~ons requlre a concentrated effort and the active subport of many 

The tune alloted to project evaluations 1s usually short relat~ve /o the large number of 
parameters within wh~ch the project has been deslgned and unplemented, and to the effort 
that the project staff have put in to getting to know the r~ght  people, establishing working 
relations w ~ t h  counterpart orgarnations and m a t e  the varlous project activities Certamly 
in t h s  case, the evaluators, especially those from abroad, are bound to feel modest as to 
thelr success In understandmg and appreclatag the complex~t~es of the context in a country 
whch  has changed so radically over the past years At the same tune, it has also been a 
fascmat~ng tune, to get acquamted with the 'new South Africa' Indeed, it is only falr to say 
that for the Evaluat~on Team, the BEES evaluation has also been a very lnterestlng exercise, 
whde it has also been a leamng experience 

The Evaluation Team wants to express its gratitude to the project team for all their support 
and frankness Special thanks go to both the BEES project directors, Martm Manala and 
Kevm Kane, for the~r  stamina in trymg to answer all our questions, Bob hchards foremost 
as "the orgamzer of the last resort", to Peta Qubeka for sharmg her ideas on the Resource 
Centre, and to Mir~am Kondowe who had the d~fficult task to tallor-make the programme 
for the Evaluation Team 

We also want to record our deep appreciation to all the practioners working w ~ t h  MSE- 
support orgamzations, and the mlcro-entrepreneurs whom we have mterviewed The Team 
would llke to acknowledge that we are very unpressed with the dedication, expenise and \ 
vision, and collaboration shown by all of you t 

Project evaluat~ons are an interesting phenomenon They are an exerclse in which stock IS 

taken of the progress IS made in the appl~cation of one of more methodologies for t e c h c a l  
assistance a moment to Indicate some 'lessons learned' However, it IS common knowledge 
that all too often the results of project evaluations are felt to be sensitwe dnd not be made 
avallable to others In t h ~ s  way, valuable evperlences that have been gamed cannot be used 
In other projects and as a result techrucal assistance is progressing umecessar~ly slow often 
seeming to reinvent the wheel' The authors of this evaluat~on report feel that the BEES 
experience is relevant to many others and hope that Indeed the lessons learned' w ~ l l  be 
d~sseminated in one way or another to a broader aud~ence 

BEES Evaluation Team 

Braamfontem 
14 November 1995 



1 INTRODUCTION 

- 

From 16 October to 10 November 1995, an mternat~onal team contracted t by PACT carried out 
the evaluation of the 2-year pilot phase of the Black Entrepreneurship and Enterprise Support 
(BEES) project in South Afrlca The project, which is funded by USAID, alms to build and 
strengthen the capacity of local orgarmations to support micro- and small enterprises (MSEs) 
It formally started in September 1993 with the s i gmg  of the agreement between PACT and 
USAID, in the meantune the project has been extended by 6 months, to end m February 1996 

The key questions given to the evaluators for review cover the following areas the design of the 
project, the 'mstitutional development' of the project itself, BEES' service provision, and the 
project's interactions with the Government of South Afnca (GoSA) The 'Evaluation scope of 
work' clearly indicates the interest of BEES to be evaluated from both the perspective of how 
BEES was designed and has performed in the -changmg- circumstances, and from the 
perspective of how a support facllity as BEES should be structured (eg what services should it 
provide, how and to whom) in the future, assumrng that lt will be needed Please refer to 
ANNEX-I for further details on the Scope of Work of the Evaluation 

The Evaluation Team consisted of the followmg members .. 
- Hans Christiaan Haan (TOOLConsult, Amsterdam), service delivery and team leader, 
- Prof Karega Mutah (Mlmstry of Research, Techca l  Training and Technology, Kenya), 

relationship between BEES and the South African natlonal and provincial government, 
- Ms Angela 'Pinky' Mashgo (MSE consultant), nature and constraints of the MSE-sector 

and MSE-support orgarmations m South Afrlca and 4*t 

- Dr Dorothy McCormick (Semor Research Fellow at the Institute of Development Studies 
University of Nairobi), development and func t~omg of BEES as an institution 

For ~ t s  work, the Team adopted the following methodology 
- review of design documents '/ (see ANNEX-11) 
- repeated d~scussions wlth BEES project team and representatives of donor (USAID) 
- interviews with persons representng des~gners clients and ~mplementors, first in Guateng, 

subsequently in Durban, Eastern and Western Cape (see ANNEX-I11 for a list of persons 
met by the evaluators and AWEX-IV for the interview guidelmes used) 

- fields vislts to contact some of the ultlrnate beneficiaries, ie mlcro- and small entrepreneurs 

The work of Evaluation Team was somewhat hampered by the fact that not all the members 
were available for the full period of the evaluatlon, as a result, the team pald v~sits to the 

I /  In the S ~ o p e  of Work of the Evaluar~on Team a dual approach to the evaluat~on o t  the BEES project 1s 
announced In which the assessment of the Team IS complemented by an mstltutlonal case studv of the BEES 
project to be carried out bv the staff of James E Austln & Assoclares Unfortunately 1111s m d v  was not 
finallzed at the t ~ m e  when the E\aluauon Team was in the country 
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provinces of Kwazulu-Natal, Eastern and Western Cape in different compositions (see ANNEX- d 

V for a detailed itinerary) -* i 

-1 

At first sight it would seem prohibitively early to effectuate an evaluation of the BEES project 
which has been active 'on the ground' just some 16 months the project directors only started 
thelr work ~n February 1994 and the Two-year Work Plan was approved by the donor in mid- ! 
July, only after which the project act~vlties could start m earnest Obviously in such a short tlme 
span little impact (if any) can be expected and it is understood that it is particularly the formal 
obligation to have an external evaluation two years after the sigmng of the project agreement that 
prompted an evaluation exerclse to be organized at this tme  

Whle  it would be indeed be premature to assess the mpact of the BEES' interventions - 
especially slnce it is an mt~tutional development project so that unpact results may take some 
tune to actually show, there are two more factors which make an early evaluation of the BEES 
project converuent Flrst, ~t is prudent indeed to reflect on the structure and strategies of the 
BEES project, now that the political context for MSE-development has changed drast~cally w ~ t h  
the transltlon m government m South Afnca m 1994 The new Uruty Government set out to 
actively promote the MSE-sector, and prepared a 'Whte Paper' as a start for the formulat~on 
of pollcies towards the sector It is now settmg up structures at national and provmcial level, 
whch  were not envisioned at the tlme of the des~gn of the BEES project Moreover, the 
formation of a legitmate government meant at the same tune that the mternational donors, whch 
before collaborated m a d y  w~th non-government orgwations,  had to review their funding 
programmes m the country 

These socio-political developments m South Afnca, secondly, also affected the operational 
strategy of USAID, especially as they comcided with a major change of personnel m the ~ r ~ v h e  
Sector Div~sion The combmed effect of t h~s  was a different attitude towards the BEES project, 
which was no longer perceived to be fully m lme with the new Private Sector Strategy In fact, 
at some pomt the staff of the project were rather brusquely Informed of the mpending close 
down of the project 

Such an a pnorz insecurity for the fundmg of a pilot project before even its results have been 
assessed, is a somewhat awkward settmg for a project evaluation In this situation, the BEES' 
Evaluation Team dec~ded to focus on an assessment of the activities and progress of the project 
'on their own', le foremost related to the assistance needs of the MSE-sector In South Afnca 
And ~f the project would indeed be found to provide serwces relevant for the changed cond~tions 
In the country, the Team would want to pay special attention to ways, if any, in whlch these 
services could be made more effic~ent and effective It would seem that working in this way, 
provides the best assurance that the labours of the Evaluation Team may be useful to the project 
and, hopefully, to the Black micro- and small entrepreneurs In South Afr~ca 



IN SOUTH AFRICA 

2 1 Economic sett~np 
1 

After years of struggle agalnst apartheid in South Africa, a umted democratlc, non-racial soclety 
is a reality in South Afrlca However, political r~ghts on their own do not ensure that people, 
especially victms of apartheid, wlll thrive and prosper Rarely does economic growth filter 
down to the poor or to the people it is amed for 

The South African economy is faced with a senes of challenges one of whch is a labour force 
that received very llttle education and is predommntly unshlled It is an economy that 
embraces an extreme structural mlx Its make up ranges from the "first world development" 
(formal large scale enterprises), through the "thud world" (mformal rmcro-enterprise economy), 
whch is typical of most developmg countnes, to the squalid shanty towns and p m t i v e  rural 
subsistence agnculture whch ranks among the worst m the thlrd world Wlth the wealth of 
natural resources, advanced spread of rnlnlng and manufacturmg activities, sophstlcated financial 
services and long established entreprenemal culture, SA is m the position to stnke economc 
success over the next decade However, the uncertamty emanatmg from the transition from 
whte rule to a democratlc rule, serves as an &b&r to both local and foreign mvestors The 
key concerns are the violence that has reached ungovernable levels and the expectations that the 
black populabon wdl exert pressure on a post-apartheld government to Implement excessive 
expanslonary macro-economic policles 

\ 
It was easier during the 1970s when there was world demand for SA metals and mmerals a d  
the country was able to acheve substanha1 econormc growth, m splte of all lunds of pollcy 
deficiencies But as growth m major Western countnes was disrupted by orl shocks and belated 
anti-mflation drives, SA slumped to an average real economc growth rate of less than 2% m 
the 1980s, below the rate of population growth, therefore causmg a declme m per caplta livmg 
standards This compelled the government to change its econormc tb.kmg A consensus 
emerged that fundamental restructurmg was required to put the economy on a hgher growth 
path By the late 1980s, privatlsation and deregulation were words often used by pollcy makers 
and busmess people in SA, as was the case m other developed countnes It seemed SA had no 
choice as political turmoil withm the country and official and unofficial foreign sanctions were 
applied Other occurrences were the disappomtlng gold pnce m the 1980s and 1990s and a 
number of poor agricultural seasons saw the average annual nse m real GDP slumped to 1 % for 
1981-1990 Real GDP declmed by about 0 4% m 1991 and 2 1 % in 1992 This growth rate 
of the economy was matched by growlug unemployment m the modem sector of the economy 
as it soared to uncontrollable levels Retrenchments have smce become the order of the day 

The general shrrnkage of employment opportumtles and d e c l w g  economlc growth rate, force 
people to eke out a hvmg elsewhere, in most cases startmg a mlcro-enterprlse However, these 

g attempts rarely generate enough income, therefore cannot be a viable alternative as most 
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enterprrses tend to be survrval In nature rather than successful busrnesses (Hlrschowitz, 1994) 
Thls sltudtlon IS exacerbated by the fact that SA, unlike other Afrrcan economres, does not hahe 
agriculture to (all back on, such that unemployment has become a serious problem both rn urban 
and rural areas In the 1940s about 36% of all employment was in agricuIture, but by 1980s 
this was down to a little more than 12% By 1991 it was less than 10% and subsistence 
agriculture 1s a~tually non-exrstent Ths has consequently led to growlng poverty at all levels 
In SA and to a growing social unrest and unacceptable levels of v~olence The sad truth is that 
these trends marufest themselves partlcuIarly rn those strata of soclety in which people have no 
qualificatrons, no employable skills and are currently flockmg to the crties In search of 
employment, housrng and welfare It therefore makes sense that entrepreneurial actlvlty is seen 
as the essential source of economlc growth and social development wrthln the marginalised 
strata of the society, and the informal sector is rehed on as a panacea for unemployment 
problems 

2 2 M~cro-enterprises in South Africa 

The argument to support the development of mcro-enterprises stems from the fact that micro- 
enterprises have rudlrnentary forms of specialisa~on and division of labour They rely on 
household labour, slmple and dlrect methods of production, with llrnlted use of complex 
machmes and sophsticated technology It has been argued that these enterprises make posrtive 
contribution to econormc development, because they 

have the capacity of absorbmg labour, as theu method of production tends to be labour 
intensive, where more labour is employed per umt of capital than m large enterpnses, 

% 

provide inexpensive lnputs and outputs that the large scale enterpnses cannot produce 
profitably, 

are cap~tal generatmg, 

use scrap material thus saving on raw matenal which is often mported, and 

serve as a traimng ground for slulls and entrepreneurship through apprenticeship 
development 

It IS difficult to collect precise data on the donna1 sector, because of ~ t s  unrecorded nature of 
the micro-enterprises in this sector Different approaches are used by different researchers as 
they all start from a drfferent premlse, hence estmates vary However, the stat~stic above show 
the mportance of the mrcro-enterprise activity m SA They contribute approxmately 17% to 
the country's GDP and they absorb at least 31% of the economically active people of SA 
These figures wiil undoubtably Increase as retrenchments rn the country are the order of the day 
and people have to eke out a living elsewhere Informal self-employment seems to be the 
unmedlate solution for survival 



Contribution of MSE-sector to economy in South Afnca 

Emplover Number Percentv 
State 2,O mil 14% 
Large enterprises 3,4 mil 23% 
Informal sector 3,5 mil 24% 
Subsistence 1,O m11 7 %  
Unem~loved 2.0m11 14% 

"Percentage of 1993-estimates of Economically Active People 

Contnbution to GDP 

State 16% 
Public Corporations 13 % 
Large enterpnses 25 % 
Small enterpnses 29 % 

Informal sector 17% 

Source SBDC Annual report, 1995 

One of the most s t r l h g  features of the rnfomal sector in South Africa is the relative absence 
of manufacturmg activities L~edholm s (1991) study on micro-enterpnses m SA found that 
16 9% of the enterprises surveyed in Kwa-Zakhele (Port Ehzabeth) and Mamelodi (Pretoria) 
were manufacturmg micro-enterpnses and the Women s Health Project (1992) study of micro- 
enterprises in Griffiths Mxenge Town 3 Khayelitsha, counted 124 informal activities, of which 
5 were only rnanufactunng actlvities These statistics compare poorly with statistics from other 
developmg countries, where small-scale manufacturmg dommates the activities in the informal 
sector For example, manufacturmg actlvities cornpnses the followmg percentages 36% in 
Maseru (Lesotho), 45% in Kenya, 32% in Abidjan (Ivory Coast), 47% in Freetown (Sierra 
Leone), 32% m Niger City of Maradi ( M a w g  and Mashigo, 1994 - quoted from Charmes 
1991 and Lubell, 1991) 

The numerically sigluficant components of the South African black informal sector are street 
traders, spaza shops and hawkers These activities have limited potential for expansions and are 
overwhelmingly undertaken as survival strategy in order to earn a 11ving in the face of extensive 
unemployment This relative absence of productive activities may to a certain extent be the 
result of the restrictive polic~es of the apartheid reglrne, which did not create an enabling 

6 
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environment for the rnlcro-enterprises Policles of " Qne Bantu One Business" 2/ as well as 
"Moneyed Bantusy 3/ to be refot%ed to the-homelands if they are engaged in productwe 
activities, had serlous consequences to the growth of mlcro-hanufacturers in SA 

The same can be observed in rural areas, although the prob em IS more acute People In the 
rural areas were deprived of educational opportumtles, w b ich has resulted in the lack of 
creativity and self -confidence to embark in any activity that will alleviate their poor status This 
has caused them to earn a livmg by engaging in informal retailing of fimshed goods, instead of 
manufacturmg the goods themselves This is bemg exacerbated by the lack of Interest and 
support from the government, donors, private sector as well as NGOs - who are prunarily 
perceived as being on the ground Therefore, there are no support systems in place to asslst 
emerglng entrepreneurs, hence there is a death of informal activities m the rural areas 

The history of black business in South Africa reflects political and economlc repression of blacks 
and the contradictory processes generated under South Africa's racial form of capitalism The 
government attitude towards the sector has been a plethora of laws ensurmg that black 
enterprises do not compete with whte busmesses on an equal footmg It was only at the Carlton 
Conference In 1979 that the government changed its attitude towards the SMME sector The 
then Prune Mimster P W Botha and representatives from the pnvate sector convened a meetmg 
to fmd common ground m therr approach to socio-economic and political development m South 
Africa The result of thls conference was the commitment to the development of the SMME 
sector as a whole, specifically to promote black manufacturers m the townshp 

2 3 Constramts facing: MSEs 

Reasons for the underdevelopment of the sector can be grouped into two categories, the mternal 
(those that the entrepreneurs can control) and the external (those that the entrepreneurs cannot 
control) constramts 

Internal constrarnts 
It IS said that lack of management competence amongst the micro-enterpnses in SA, stems from 
insufficient educational background and other basic needs Estimated per capita expend~ture 
on whlte pupils in 1980181 was R 1 021 compared to R76 for black school pupils From these 
figures implications are clear There was inadequate traimng, knowledge of business and 
management expertise and slull This in turn led to a l~mited knowledge and msight into various 
Important aspects of busmess such as marketmg skills and production slulls Therefore education 

In the 1950s the Ministw of Bantu Admimstration was glven exclusive rlghts to grant permission for issulng 
or renewal of any business licenses at rhls polnt they embarked on a strategy of one man one business 

3/ Clrcular Mlnute A211 A811 of 1963 issued by the Department of Bantu Administration and Development 
I to local authorities expl~citly forbade (Bantu) blacks from particlpatmg In any form of productive activlty In 

the urban townships Those termed as moneyed Bantus had to be glven lncentlves to relocate to homelands 



in SA needs to introduce entrepreneunal education, which will sensitize the young people to 
business possibilities within the economy of South Afr~ca 

In othercountrles Informal sector studies argue that a majorlty of self employed people in the 
informal sector enterprises acquired the~r sk~lls on the job, as workers in the forrnal sector or 
as apprentices in the informal sector rather than in formal vocational traimng centres They have 
voluntarily left their employment to set themselves up SA has not been in this fortunate 
position Most participants withln thls sector were pushed to it as a survival strategy dictated 
by poverty, rather pulled by entrepreneurlal ambitions Althoughskills deficiency is an Internal 
constraint, the forces affecting the entrepreneur are external, hence locking mlcro-entrepreneurs 
m a VICIOUS clrcle 

External Constraznts 
In general, South Africa's economy reveals an oligopolistic pattern of market control and a 
concentration of ownershp among conglomerates The SMMEs sector find it difficult to 
compete with the conglomerates and barners to entry are high for them as there are few market 
nlches for them to explore There is a clear need for the economy to be restructured, to pave 
way for the development of SMMEs 

Other than bemg squeezed by the economc structure, a number of unpedlments face the mlcro- 
entrepreneurs m South Afrlca These unpedlrnents come m different forms, referrmg to adverse 
regulations and laws, a lack of access to crucial services such as, for mstance, credit, and a lack 
of information about how to run busmesses These constrarnts can be summanzed as follows 

State policies have prevented blacks from galrung access to property rlghts It was o n l ~ ~ i n  
1985 that blacks were able to own property, at first restncted to the townshps, and 0d3 
later opened to all areas Lack of tlxs security, to a large extent, prevented blacks from 
accessmg loans, as they could not meet the collateral requirements set by the financial 
institutions 

Black urban areas were regarded as dormitory towns and not as areas where industrial~sation 
or cornmercral growth should take place As a result there is a glanng shortage or adequate 
busmess facilities such as workshops, factones and telephones Soweto, for Instance, was 
only electrified in the early 1980s, as compared to the metropolltan white towns that were 
electrified as early as 1910 Telephones for ease of cornmumcation are still not widely 
installed in the townships compared to the white suburbs In some townships, roads have 
not been built at a11 or they are not adequately maintained This makes cornmunlcation for 
entrepreneurs m the townshps impossible 

To lrnprove the quality of production, the micro-enterprises need to adapt to avadable 
technology, therefore information on technology need to be channeled to micro-enterprises 
In South Africa there are no chameIs set up to transfer techmcal knowledge to mlcro- 



enterprise and technology is mainly developed with the large scale enterprises in mind 4/ 

- 4 2  

The constraints outllned above are by no means the only ones affecting the MSE-sector Only 
those perceived as major have been highlighted, to give an indication of the constraints facing 
MSEs In South Africa   hey point to a need to develop programmes that will assist the micro- 
enterprises to grow lnto sustainable busmesses, as well as creatmg an enabl~ng environment for 
them to thr~ve The challenge then is to identify specific programmes that will begin to address 
the problems of the sector Such programmes should beg111 by preaching the word of 
entrepreneurshlp, diagnosing the problems and identifying bottlenecks, and designmg meamngfull 
rnterventions that help mlcro-entrepreneurs to overcome the constramts These programmes have 
to be clear on what are effective strategies and instruments for the development of 
entrepreneurship withm the sector 

2 4 Services provided to MSEs 

To nurture the development of entrepreneurslup, certam services need to be provided 
Experience has shown that if the operatmg envrronrnent is hostile to the development of micro- 
enterprises, it makes little sense to mount costly programmes To ard the development of the 
sector, in 1981 an mtratrve sponsored by the State and the pnvate sector was establrshed, known 
as the Small Busmess Development Corporation (SBDC) Its responsibility was to stmulate 
SMME amongst all rac~al groups The two pames pledged R60 rmllion each to h c k  start the 
process, but the SBDC became a prunardy pnvate sector controlled company '1 Dunng h s  
decade the state embarked on a process of relaxmg all restnctrve laws and regulations, barmg 
the growth of African SMME development and it was known as the "Deregulation Process" 
As t h ~ s  process was on-gomg, a range of mstitutrons were introduced m an attempt to fostef 
black busmess development 

The proliferation of such institutions was to resuscitate the development of black busmesses 
Reasons for these institutions being established ranged from a need to create jobs, a belief that 
the micro-enterprrses sector has a potential to stimulate the South African economy, and a notion 
that black entrepreneurshlp had to be promoted and a platform provided for black busmess 
people to lobby The translation of these commitments Into actual actrvities proved to be a 
difficult process These orgarusatlons work pnrnar~ly m an uncharted territory and need constant 
momtorrng and evaluat~on before further activities are developed 

j/ It IS only recently that CSIR has taken a d~fferent stance and 1s startlng to look at developing technology for 
thls sector in collaboration w ~ t h  the Busmess Development Programme (BUDS), which IS In the process of  
developing Local Busmess Services Centre (LBSCs) and Manufacturmg Technology Centres (MTCs) 

'1 The government was the sllent partner in t h ~ s  lnltlatlve It only channeled funds to t h ~ s  organlzatlon without 
any condmons attached Therefore the directors who primarily came from the corporate world had a free hand 
In operating t h ~ s  corporation 
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These ~nstitutlons then provided a variety of services, such as loans to entrepreneurs, trainipg 
in both techmcal and business skills, access to business informat~on, and business counseling and 
mentorinjservices D~agram 1 shows how these orgamzatlons were orgamsed before 1994 when 
the Department of Trade and Industry (DTI) was largely ineffective Since then, the Departmeqt 
has committed Itself to the development of the SMME-sector and Important changes has bee'n 
effectuated in ~ t s  orgaruzation (see diagram 2) Its re-newed commitment can be seen from the 
forrnaluation approval of the Wh~te Paper, the establ~shment of KHULA Finance Facility, Ntslka 
Enterprise Promotion Agen~y (NEPA) and the National Small Business Councll (NSBC) 

The structure of these orgamsations is unpresswe and seems lughly developed G o v e m g  this 
structure is the Department of Trade and Industry, whch at first dld not play a dynamic role 
Its function was mainly to channel funds to the orgamsat~ons that were government funded 
Today, t h ~ s  institut~onal framework (as shown m diagram 2) has changed and the Government 
of National Umty has now comrmtted itself to play a more active role to support and promote 
the MSE-sector It is therefore faced with a formidable task of bulldmg a rmcro-enterprise 
sector from a very weak base, and all eyes are now on the newly created government 
orgamsations, NEPA, KHULA and NSBC to delwer 

A warrung needs to be sounded here with regard to the activities of these orgamsations, whch 
should be based on a clear dlvislon of labour, m whch the government is the facllltator whde 
NGOs and other pnvate sector orgamations are respnslble for the design and the Implement of 
MSE-support programmes (see also chapter 6) Withm such a sltuatlon, both the GoSA and the 
NGOsl prlvate sector should carefully momtor the progress m developing the MSE-sector (eg 
both should conduct Internal and external evaluations of thelr own activ~ties) 

1% 

Problems facing non-sovernmental MSE-orgamsatlons 

These support orgamsations have m most cases clearly defined areas of interventions w~thm the 
micro-enterprise sector They are, however overwhelmed with need but are often sidetracked 
They would do whatever 1s necessary to assist a client Therefore support m most cases had to 
zo beyond the orgamsatlon s bnef m order to help the clients solve thelr problems Also the 
u 

fact that then objectives are broad, e ,a job creation, tends-to lead them to act in varied ways 
thus deviatmg from the~r  lmtial intended purpose 

An analysis of the institutional framework points to a common problem across different types 
of support organizations limited capacity to effectively implement their programmes They have 
few staff who often possess madequate sk~lls Operational systems are very bas~c and need to 
be updated, often they are unable to support the orgamsatlons In delwering effic~ent and effective 
servlces to ~ t s  clients T h ~ s  unfortunate sltuatlon puts clients In a precarious posltlon where 
lucrative busmess opportunltIes are lost due to delays In processrng assistance, such as, for 
example, loan appl~cat~ons 



Further analysis show that programmes are designed from differant pe;spectives Sometimes the 
intervention, in an attempt to look business-We, is pitched at a high level, such as in the case 
of trainmg courses for business skills that are offered in traimng centles rather than on-the-job 
Training modules tend to be designed in a vacuum without any necessary involvement of the 
mlcro-enterprises, and often inappropriate materials and equipment are used Such an approach 
distances them from the group they are supposed to assits In other'cases, the intervention is 
different The staff dedication to the sector tends to make them flexible in their work whlch puts 
them in an advantageous position to induce trust and co-operation from micro-entrepreneurs 
However, their 'social orientation often leads them to be generalists, who lack proper 
understanding of business management issues and other factors Important in making enterprises 
thrlve They therefore lose the opportumty of understanding or galmng expertise on a particular 
need w i t h  the sector, be ~t t ra lmg or cred~t 

There is little networkmg among the MSE-support orgamsations, and there is hardly any sharmg 
of lnformatlon on clients and operations l 3 s  lack of co-operation and co-ordmation of 
actwitles is causmg ~roblems for both cllents and orgmsations Orgarusations do not refer 
cllents to other orgmsations, even when clients requlre services they do not offer They would 
instead attempt to help even when there is a better product elsewhere As a result clients do not 
recelve appropnate support to enhance the status of thelr busmesses 

Because of these factors orgamsations tend to locate themselves m easier options, whlch Tendler 
(1995) refers to as 'default options Most of these orgamsations focus thelr support to retail 
actlvities rather than productive activities Accordlug to Tendler(pg 1-2) they do ~t for the 
followmg reasons 

Retall activities lend themselves better to a generic approach than servlces and 
L manufacturmg, and, for mstance, rnarketmg courses offered to retailers have less general ust 

for manufacturers 
retail actlvities by defmtion have to be out m the open therefore easy to locate 
in the case of retailers, the collateral problem is more easily resolved than with 
manufacturing, because collateral is embedded m the firm s Inventory 

In summary, what has been learnt from studies and mterviews is that the micro-enterprise sector 
is vast and vaned, coverlng a range of trades and lncorporatrng a large number of people from 
all segments of the society Given the difficulty and magmtude of the tasks facing these 
orgamsations, it is not surpnsmg that they have tended to onent themselves to the relatively 
easier activities within the micro-enterprise sector They are biased towards urban rather than 
rural, tend to focus and provide more support to retail and service activities than to 
manufacturing actlvities Support given ranges from the provision of a full package to a single 
input According to Carr (1989), a single input approach may be more simple if valuable 
assistance can be delivered relatively quickly, whereas provision of a whole package of inputs 
to a diversity of micro-enterprises, can be costly and incapable to reaching out to clients 

Other problems observed within these MSE-support organisations are 
@ they lack an understanding of the dynamics of the sector since their programmes are not 



regulpiy rkv~ewed and evaluated 
programmes are often created In lsolat~on and are not des~gned In collaborative manner wlth 
the benefidlanes earmarked and are therefore unable to adequately fulfill the need 
programmes do not take Into cogmsance lessons learnt from other countries that have 
experineces in the development of micro-enterprises, even then, programmes tend to be 
adopted raiher than adapted, thus falhng to meet the specific needs faced by the South 
African entrepreneurs 
as a result of the attitudes of directors, the programmes often do not meet the needs of the 
sector - the programmes are in most cases supply-driven rather than demand-dr~ven 
there is no sharmg of lnformat~on amongst all the programmes, as they tend to operate in 
isolation rather in a collectwe manner 
isolation has denled South Afr~can MSE-practitioners exposure to tested and successful ways 
of r u m n g  micro-enterprise programmes that are sustainable and, at least to certam extent, 
self-reliant, covering part of thelr operational costs MSE-programmes m South Africa rely 
to a large extent on donor funds, and without such capital injections they would die an early, 
natural death 

These problems show that many of these orgamsations lack the understanding of the sector, as 
well as a capacity to design and run successful programmes There is therefore a need to 

b m g  these orgasations together 
expose them to other programmes and best practices elsewhere 
build the capacity of support orgamsation to d d e l i v e r  these services m such a way that the 
needs of the sector are fulfilled 
advocate more support to create an enablmg envlronrnent for these orgamsations 

\ 
The need for capacity buildlng withm the sector is a pnorlty Non-governmental orgamsationS 
are now facmg new challenges The Whte Paper also puts Immense pressure on NGOs to be 
able to des~gn and Implement programmes realisrng outputs within a glven penod of tune 
Donors on the other hand are not w~llrng to give money to NGOs, most are s igmg bilateral 
agreements with government, which means that funds for NGOs have dried up If donors are 
interested in NGOs they have st~pulated conditions that need to be met before they consider their 
applications Some of these conditions are 

NGOs need to generate therr own lncome 
NGOs need to embark on innovative strategies, translating lessons learned from other 
countries to meet the needs m SA, such that they are able to have a visible impact within the 
sector, that is, setting up goals, outputs, activities as well as lndlcators of success 
NGOs are requ~red to constantly momtor and evaluate their activities 
NGOs engaged m the same activities are expected to collaborate and work together to 
elminate any duplication and avoid p~tfalls 

Without any help m buildmg the capacity of NGOs, they will not be able to achieve the 
requirements mentioned above NGOs need to have ~nst~tutional capacity to run such 
programmes as well as capacity to be innovative in developing and delivering these programmes 
effectively and effic~ently 
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3 PROJECT DESIGN 

Proiect h~story 

The design of the BEES project started m 1993 when a team of local consultants recommended 
to USAID the creatlon of a "Microenterpr~se Development Support Facility" (MDSF) in South 
Afr~ca The main underlymg notion was that exlstrng MSE development orgamsatlons in th~s  
country, such as some commercial banks, NGOs prov~ding credit and tramlng, community-based 
orgamsatlons, and business and trade assoclatlons (eg Chamber of Commerce), whlch had not 
been m a good position to be m contact with developments elsewhere, would sigmficantly 
benefit from exposure to 'best pract~ces' and field experlences in the area of micro- and small 
enterprise development (see O'Regan et a1 , 1993) 

The design team felt that "the key problem at present is the lack of adequate second-level 
orgamzations to respond to the diverse array of mformational, t e chca l  and tralnlng concerns 
of both indlv~dual servlce and credit orgamzations and the networks" (Ibld, pg 9) It was 
therefore suggested for MDSF to engage m 
- dxectly assisting South Afncan orgarmations m needs assessment, planrung and the 

promotion of retworks and other self-dxected upgradmg processes 
- developing 2n h.formation Resource Centre, w ~ t h  double functions as an mformation 

centre1 library on MSE development and an electronic commumcatlon system for local 
orgamsatlons w ~ t h  access to mternat~onal t e cbca l  mformat~on and exchange 

- facilitatmg lntemational travel and the establishment of external llnkages by Soqq 
African orgamzations, through study tours and special~zedlmternat~onal work expenences 

- facilitatmg staff mterchanges and forums, as well as locally-based and intemat~onal 
consultancies for t r a m g  and techmcal assistance 

The institution buildrr,g ass~stance was to be prov~ded at three levels (1) specific t echques  and 
methods, (11) strategic p l a m g  and crltical reflection, and (in) orgamzat~onal development 

Furthermore it recommended that MDSF should 
- both in structure and in staffing evolve into a supportive partner in the SA context 
- maxunize its unpact and establ~sh ~ t s  credibility by focusing on early results and 

therefore work through existing organlsat~onal networks, and focus on the areas of the 
provision of cred~t and trainmg 

3 2 Proiect document and agreement 
- * 

In the proposal wh~ch PACT submitted to USMD (see PACT l693), all the elements from the 
'design paper' discussed above were taken up Emphasis was put on the innovative character of 

rQ the project wfilch was "to test-out strategies and approaches that show promise for stimulating 
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and promotmg Black-owned MSEs in South Afr~ca while upgrading the capaclty of existing 
South African MSE-support programmes, or the encouragmg of 8&ersU (pg 1) It was felt that 
"a two-year pilot projert is an appropriate and cost-effectwe mens for ~dent~fylng the issueathat 
are unrque to South Afr~ca that USAID would need to address in a multi-year MSE-support 
project" 

1 

In the analysis of the project proposal, the main problems of MSE-development in South Afr~ca 
were 
- Blacks were h~storically actively prevented from startlng businesses 
- as a result, no pervasive "busmess etluc" has been developed in the country 
- the Bantu educat~on system further mpeded the development of a Black-busmess sector 
- the major unpedunent to a widespread development of Black-owned MSEs is formed by 

a cripplmg credit gap 
- only a handful of MSE support agencies (parastatals, private sector banks, business 

support organnations, NGOs and commumty-based orgamsations) have emerged, many 
of whch are facmg constramts, some of the NGOs have a mixed reputation for bemg 
able to provide the type of support Black entrepreneurs and enterprises need 

- Black entrepreneurs at tunes regard these organlsations with a certam degree of cynlcism 
or distrust 

The goal of this Black Entrepreneurshp and Enterprise Development (BEED) project would be 
to empower Blacks to create wealth and jobs through mcro- and small enterpnses by identifymg 
promsmg approaches for st~mulatrng Black-owned MSEs The purpose of the project would be 
to address the national Black unemployment problem, and m domg so deliver servlces that 
benefit Black women as well as men 

t", 

The objectives of the pilot project were then formulated as follows 

1 To strengthen existing MSE-orgamzations that provide t e c h c a l  and financral services 
to emerging Black micro- and small busmesses and entrepreneurs 

2 To ~dentify and document new effective approaches to empowering Blacks through the 
development of MSEs 

3 To strengthen linkages between Black MSEs and cornrnumty-based organlsatlons (CBOs) 
as well as other entities (such as churches, etc ) 

4 To develop an ethic and awareness with the Black community that will result ~n Blacks 
starting new and viable busmesses 

5 and 6 To expand access to credit and capital sources, espec~ally from Black-led financial 
Institutions, major commercial barks, and NGOs, for Black entrepreneurs and business 
(wo)men 
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7 To expand access to ~nternat~onal models of, and evpertlse ~ n ,  MSE development, and 
to techn~cal resources that will support Q formation of ~lakk-owned MSEs in SA 

To ;his end the project would undertake activ~tles In three "prunary areas of programmatic 
operations" (1) expandmg orgamzat~onal capaclty of MSE-support orgamzatlons and commercial 
banks, (11) establishmg a Resource Centre that will cater espec~ally to thf: needs of the Black- 
owned MSE-sector In South Afr~ca (mcluding busmess support orgamzations, researchers and 
commercial banks), and (111) expand~ng the links that support orgamzations have made the 
country and externally to build a strong knowledge base of innovations, approaches, and lessons 
learned which could strengthen the South African MSE-sector 

The organization and mplementation of the BEES project is government by the agreement that 
was concluded between the donor, USAID, and the contractor, Private Agencies Collaboratmg 
together (PACT) In September 1993 The Agreement largely follows the project proposal, 
creatmg a two year pilot project with a budget of US$ 3,490,569 The agreement foresaw the 
immediate recruitment, and, withu~ a period of two months, the preparation of Program 
Management and Implementation Plan, the core feature of whlch would an annual Institutional 
development strategy 

3 3 BEES Imt~al Two Year Workplan 

The start-up of the project was delayed by some 4-5 months as the project staff only came on 
board only m February 1994 (as is actually foreseen m the Project Proposal) The first months 
were spent on the preparation of the Work Plan, d u m g  whch  discuss^-s were held with over 
70 MSE-organrzations and practioners The Work Plan whch was presented in June 1994 ;hlQ 
approved by USAID one month later 

The main thrust of the Work Plan are 4 elements whch refer back to the Project Proposal and 
the Project Agreement, and are now formulated as 

1 Increasing the programme effectiveness and Impact of key types of MSE-development 
orgamzations, such as advisory centres, tramng orga~uzations, credlt providers, 
unlverslty Small Business Development Centres, mernbershp associations, alliances of 
MSE-practioners, "best practlce orgamzations", and "promismg organrzations operating 
at a lmited scale" 

2 Institution buildmg through the development of management and operation systems 

3 Sector capacity buildlng for advocacy and research, together w ~ t h  the development of 
innovative activltles In MSE-support in areas that so far have received little attention, 

such as entrepreneursh~p education, technology adaptation and development, in-servlce 
skills training, squatter cornrnumtles, and detailed knowledge of sub-sector needs and 
potentials in the manufacturmg and service sub-sectors 
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i 4 Internat~onal interaction, such as exposure to MSE-practices and approaches that 
elsewhere have been proven successful, pilot actlvltles based on those pract~cesl 

i approaches, collaboration between spec~alized agencies, especially In Afr~ca, and staff 
exchanges, again particularly in Afr~ca 

! The Work Plan funhennore adopted a number of themes 
a reg~onal prlorlty areas, which wlll be selected on the basls of poverty and the greatest 

needs for econornlc empowerment and employment creation (Northern Transvaal, Eastern 
Cape and KwazuluINatal), and for populatlon concentration, and economlc and 
employent creation potential (Guateng, Western Capelcape town, and KZNIDurban) 

b preparation of blacks for semor management positions 
c increased gender equity In staffing and programme beneficiaries 
d development of black-led orgarmatlorn 
e nat~onal exchange of resources and expertise 

3 4 Assessment 

The designers of the BEES project correctly identified capacity buddmg of MSE-support 
orgaruzations as an mportant area for techmcal assistance m South Afnca to further develop the 
sector of mcro- and small enterprises The MSE-sector is expected to contribute towards the 

.--"I ., 
creation of a large number of jobs m the c o m g  years, and IS. €0 grbwde an effective vefilcle 
for the empowerment of the black populatlon The documents leadmg up to the project are 
Indeed accurate and consistent m thelr analysis 

\ 
The strategy m the project design, whlch is not always made explicit, appears to be to bring 
MSE-support organnations together and to mprove thelr mternal and external effectiveness, by 
providmg them with various sorts of t e chca l  ass~stance and also by exposmg them to 
international experlences Durmg the two-year pilot phase, BEES would experment with 
different aproaches, ~t was expected that after t h ~ s  period, m whch the project would find its feet 
and experunent with d~fferent approaches, an lmplementat~on phase of 3-5 years would follow 

This overall framework has been proven correct and effective As a legacy of the apartheld era 
the MSE-sector in South Afrlca 1s particularly under-developed (eg relative absence of 
manufacturing activ~ties), wh~le at the same tune there is a serious lack of relevant services 
ava~lable for the MSE-sector (see Chapter 2) Espec~ally m the last decade, a large number of 
MSE-support orgamzations have come up, but they tend to be small and weak In particular they 
are m need of exposure to informat~on and first-hand experiences of approaches that have been 
t r~ed in other countries Again as a result of the recent past, very few of the MSE-practioners 
have been m a posrtion to travel and get acquamted with the successes and farlures of MSE- 
policles and programmes outside the country 

Moreover, the socio-political sltuatlon under apartheid led to an Increased level of distrust even 
among non-government organizations There IS l~ttle mter-action and exchange of experiences 



and even less collaboration In such a situation an external force IS often in a better posltion to -* break down walls, mtiate relat~onships and suggest ways to work together 

The positioning of BEES within this context was indeed such that it is generally seen as unlque 
In South Africa, as no other organisation or programme IS provid~ng techn~cal support to MSE- 
development organlsations in the country It can be said that the project fills in a void by 
buildmg and strengthemng local capaclty for the dellvery of servlces that are cruc~al for the 
future development of rn~cro-enterprises and -entrepreneurs 

At the same tune it should be noted that the project design has a number of deficiencies 

the Project Proposal and Agreement suffer from an overdose of objectives (some of 
which rather concern 'means' rather than 'ends'), resulting in a mandate that is way too 
wide for a techmcal asslstance project with only a llrnited trmespan and few staff 

there is a certain amb~valence m the project design as the project IS to be both 
"innovative", introducmg new models for MSE-promotion, and to provide more 
"regular" asslstance for capaclty buildmg of MSE-orgamzations, these two alms are not 
necessarily overlappmg 

there is a senous flaw m the design of the project when it comes to staffig whle there 
are two directors, there IS no 'rmddle level' operational staff to unplement and momtor 
the asslstance activities that they have deslgned 

the design of the project IS lnsuffic~ently operationallzed For mstance, no cnteria *re 
given for the selection of the MSE-support orgarmations that will participate m the piSol 
phase of the project (they "will developed by PACT with input from advlsors and 
USAID, as appropriate"), slmllarly the way m whlch the operation of the Resource 
Centre IS foreseen does not become at a11 clear 

the project document has no lns tmen t  bullt-m that would ensure an adequate level of 
'ownership' far the BEES' activities among its chents 

Unfortunately, the project did not use the occaslon of the preparation of ~ t s  Two-vear ?9ork Plan 
to rectify the design errors and espec~ally to dress down the objectives anc 2 ,vities to be 
undertaken, it integrally mcludes the objectives and expected outcomes f r m  the project 
document In fact, in a way the problems of diversity and work load are aggravated, as the 
Work Plan adds new concerns (eg the themes) without limitmg the scope of work 

This can be seen clearly in the listed projected outputs For instance, it is envisioned that 
- 35 MSE-organ~zatlons have been ass~sted in at least 2 areas, such as instltutlon buildmg, 

programme ~mprovement/expans~on, operation systems development, sustainability 
analysis/ planrung, human resource development, and 20 of them have documentated 
improvements and/or expansion in cl~ent/member servlces 
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- 10 small-but-promising ; MSE-development orgamzatlons have been provlded wlth 

meni$f.mg, t echca l  and development assistance to rapidly improve and expand then 
services, 6 of them have achdved this objective 

- 3 MSE Practioners Alliances have been formed at national and regional level, and are 
* operating effectively 

1 

These are only some of the outputs listen in the Work Plan, all of whlch would probably be 
heavy task to achieve for a project w ~ t h  twice as much staff as BEES in period considerably 
Ionger than the Wo-year pilot phase of BEES Referring to the objective of the pllot phase to 
experment with different approaches, the Work Plan may have well decided on far lower 
expected outputs 

In sum, BEES, rather than one straightforward project, would appear to have become an 
umbrella under which activities take place that easily could have been the object of 3-to-4 
separate t e chca l  assistance projects, such as (I) research to support the government in the 
formulat~on of MSE-policies, (11) techmcal assistance to strengthen local MSE-orgamzations, 
(111) orgarmation of study tours to expose policy makers, researchers and MSE-practioners to 
experlences gamed elsewhere, and (iv) the settmg up of an MSE Resource Centre 

The next chapter will take a closer look at the servlces provided by BEES m these areas Also, 
some other issues whlch are m some ways llnked wlth the design of the project, such as strategic 
project plannlng, role of the Advisory Comrmttee, and rnomtomg & evaluation of project 
actlvmss, will be taken up later on 

3 5 Changes Droiect context 

Since the BEES project was designed m 1993, a number of dramatic changes have taken place 
with regard to the context In whlch the project operates 

A first change concerns the area of MSE-policles and support structures Following elections in 
Aprll 1994 and the entry of the Government of Natlonal Umty, the Government of South Afnca 
(GoSA) has taken a much more active merest m the development of the MSE-sector It prepared 
and had discussed a 'Whlte Paper on a National Strategy for the Development and Promotion 
of Small, Mlcro and Medium Enterpnses (SMME) in South Africa and IS now in the process 
of putting in place structures to mplement thls strategy (see Chapter 6 for a discussion of 
government policies) All this meant that for BEES there was an unexpected need and 
opportunity to extend its capacity buildmg activities to include the government sector, thxs was 
in fact, at particular moments actively encouraged by the donor In the end, project indeed 
delivered a number of services in relation to the formulation of MSE-polic~es policy research 
carried out at WITS, contributions to the DTI-workshops on the 'White Paper' and the 
formulation of submissions by MSE-orgamzations, and, finally, the secondment of one of the 
BEES' directors to NEPA 



A second di\;ersioh to the stralghtfomard implementation of the project document, was 
-* constituted by changes In the staff and the pol~cies of the BEES' donor, USAID W ~ t h  the exlt 

of the persons mhlved in the design of the BEES project and the change to new policy 
objectives by the new staff, the relations between the project staff and the donor changed 
slgnlficanrly It became clear from (publ~c) statements from the offic~als from the USAID Prwate 
Sector Dlvision thht the project would probably not be extended Into the expected 
implementation phase In fact, at one point the BEES project team was made to understand that 
the project would have to 'unbundle' and hlve off ~ t s  activities to other organizations as ~t would 
be closed, at other tunes the idea emerged that BEES would be re-located m NAFCOC or 
merged w ~ t h  NEPA In add~tlon to causrng severe job msecurity on the part of the project staff, 
these noises from the donor tended to distract from regular project implementation 

The latest example of Interference from donor politlcs m the mplementat~on of the BEES project 
is formed by the rek -2st for BEES to temporarily admmiter a US$ 2 5 mlll~on NGO Grant 
Facility on behalf o i  the GoSA Even though it can be appreciated that practical solut~ons need 
to be found when the appropriate fundlng channels are not yet m place, and it even can be taken 
as an indication of the trust that the donor has m the admlnlstrative capaclty of the BEES 
project, it st111 has to be observed that thls additional function may d~sturb normal BEES 
operations For example, the Evaluation Team was already informed that t h s  grant facility, even 
though BEES will not be lnvolved m any way m approvmg the grants, will probably make ~t 
easier for BEES to suggest to its potential cllent organations to engage m Strateg~c P lamng  
sessions, as they will -mcorrectly thus- assume that t h ~ s  will Increase thelr chances to benefit 
from the grant facility 



4 BEES' SERVICE DELIVERY 

In the 16 months during whlch BEES has been active 'on the ground', the project has succeeded 
in imtlatmg a large number of activities that directly or indirectly are to support local 
organ~zat~ons engaged In the promotion of the MSE-sector In the hght of the terms of reference 
glven, the Evaluat~on Team set out to make an assessment of these activltles by looklng at the 
follow~ng aspects 
- the orlgmal design of the activ~ties 
- the changes m the context and the adjustments needed and/ or made m the activities 
- the qual~ty of the servlce delivery 

The activities undertaken by BEES are of a diverse nature, covemg various areas of t e chca l  
assistance, and rnvolving different types and quantitres of resources To fully understand the 
essence of the support that the project is offemg, the Evaluation Team decided to cluster BEES' 
activ~ties to build and strengthen the capacity of local MSE-development orgarnations m South 
Africa m 5 areas 6/ 
1) provision of techmcal assistance to local MSE orgarnations 
11) exposure of practioners to mternatlonal models and expenences 
111) dlssemmation of lnformat~on 
iv) introduction of entrepreneurship educatlon 
v) MSE-pol~cy research and sensitlzatlon 

These clusters will be first descnbed, followed by an assessment of each of these areas and, 
finally, by a discussion of BEES servrce delivery as a whole 

t 

4 1 Techmcal assistance for capacitv buildmo, 

Servrces provrded 
As one would expect on the bass of the project document the strengthemg of the capaclty of 
local MSE-development orgarmations (ie those dlrectly lnvolved m the provision of services 
to the MSE-sector, thus excluding research and education lnstitut~ons removed from the 
'~nformal sector') has been BEES' core busmess BEES adopted a two-pronged approach and 
focused actmtles In this area on 1) unprovmg the Internal operations of MSE-development 
organizations, and 11) enhancing the effectiveness of thelr programme outreach 

From the ~ntervlews wlth cllents, consultants and observers, ~t became apparent that BEES has 
adopted a very flexible approach, to a large extent dnven by the needs as they were 
comrnumcated by the MSE-orgamzat~ons to the project staff The actual techmcal assistance 

t Cf the fibe elements which are distlngulshed in the BEES work Plan and Progress Reports here the elements 
1 and 2 are considered together i\hiIe w ~ t h  the tltle also the nature of the clusters have been changed 



activities which were undertaken therefore took various shapes and colours, ycluding 
encouragement and mentorlng, t e chca l  advlce, staff tralmng anMmancia1 asslstance 

1 

Many practloners indicated their appreciation for the encouragement and mentorzng they received 
from the BEES project staff This would come, for instance, in bilateral meetmgs w~th  the 
project directors, discussion ways to lrnprove the effic~ency and effectiveness of the orgamzathn, 
or through attendance by BEES' project staff at larger seminars and workshops Especially noted 
was the abllity of BEES' to brmg together people and organlzatlons, improve thelr 
cornmumcation, and imtiate forms of coordination and collaboration between them 

The foms  in which BEES gave technzcal advrce similarly cover a whole range of poss i?illties 
At one extreme it could be 'mformal', such as m the form of observat~ons made durmg 
encounters with the project staff, at the other, BEES would make avallable expert consultants 
to undertake a specif2 advisory tasks In such cases, the client organuatlon and BEES would 
draw up together terms of reference and select a sutable consultant from among the candidates 
avallable The dlrect momtomg of the work of the consultant would be done by the receivmg 
orgawatlon 

On various occasions, BEES sponsored the staff of MSE-orgamzatlons to attend semlnars or 
follow trarnrng courses It also orgamed special tra~n.ng events Itself The 'Human Resource 
Management' traumg glven m Western Cape, for mstance, was well rece~ved 

A fml element, whch actually already runs across the types of support llsten above, concerns 
financzal asszstance The BEES project has contributed fundmg for operabonal eyend~tures, 
lncludlng the h g  of staff, and particularly meetmgs, workshops and sermnars to b m g  together 
MSE-pracaoners, on occaslon it even has -at least temporanly- f m c e d  the operational c&ts 
of local MSE-organzitions 

Chent orgmations 
The BEES project staff played a plvotal role m the overall design of the assistance f i e  project 
directors would select tLhe orgamations to receive t echca i  assistance, showmg great flexibdity 
m offenng support to address needs of orgawabons that emerged m meetmgs or workshops, 
and also by consentmg to requests received Most of the actual techmcal asslstance that requ~red 
substantive mvolvement was contracted out to (local) orgamatlons or consultants 

BEES has prov~ded capacity burldrng services m th~s  way to a large number of orgwat ions  
From the project reports it can be seen, albeit with some difficulty, that the clients receivmg the 
main thrust of the ~nstitution buddmg services of the project cover a wide array of different 
service providers, covermg different areas and rnclude both prmary and secondary MSE-support 
orgarnations 

With regard to servlces provrded, BEES is involved in the capacity building of MSE- 
orgamations render...: assistance m the areas of credit, techmcal and management tramng, 
business counsellrng and others Most of them are NGOs, although recently BEES bas imtiated 



BOX 1 - ~ t u t t e r h h t  Development Foundafron (SDF) 

The Stutterheim Development Foundat~on 1s an lnterestlng case of an organization workmg 
for the development of rural MSEs SDF started in the early 1990s on varlous activit~es to 
lnltlate a process of working together for soclo-economlc development In Stutterhelm 
(Eastern Cape), whlch is an urban area of some 30,000 people divided over 6 racially and 
spatially separated cornrnunltles It has now succeeded In turnlng around the negatlve 
thlnlung in the area and ln~tiatlng a process In which the crucial issues of unemployment, 
llv~ng conditions and cnme are be~ng addressed As part of t h ~ s  approach towards 
reconc~l~at~on SDF established a Busmess Advlce Center (BAC) to promote and provlde 
support for mlcro- and small entrepreneurs in the area The BAC 1s a m n g  to promote 
small firms using local materials, such as t~mber, wool, hides and milk To this end, ~t 
prov~des t e c h c a l  and business management tramng, although the number of people who 
have been trained 1s st111 small, and also engages m counselling and asslstance in business 
plan preparatlon It trles to link local entrepreneurs up with financial institutions 

BEES vlews the Stutterheim Foundation with ~ t s  BAC as a potential model to be repl~cated 
for the support to rural MSEs in South Africa It has therefore engaged in two kmds of 
activities w ~ t h  SDF (I) documentation of the 'Stutterhem Experience' (see Dewar 1994), 
and (11) techmcal assistance to further strengthen the capacity of especially the Business 
Advice Center (see eg Morr~son and Monjl 1995) Thls support 1s inter aka prov~ded 
through the services a short-term consultant on lnstitutionai development from Tanzama 
and 4-month ass~gnrnent carried out by the manager of a Business Advice Centre in Kenya 
Interestingly he was made ava~lable at the specific request of Stutterhelm, after the SDF 
participant on the exposure vlslt to Kenya had met h m  there BEES has also agreed to 
temporarily fill the financial gap left by IDT and 1s presently funding 75% of BAC's 
monthly operational budget 

It is obviously not easy to Improve the effectiveness of an organnation while at the same 
time using it as a model for repl~cation The SDF has an mnterestmg, holistic vision of 
development and has come a long way in havmg the cornmunlty join hands for 
employment creation and social progress At the same the BAC 1s showing some of the 
particular dlfficult~es m supporting more rural MSEs They are especially constramed by a 
lack demand for the goods and services produced, as there is-w~de spread poverty and no 
'external' source of demand, such as large industries, tourlsm, etc Another major problem 
that is bemg encountered 1s the lack of creativity and self-confidence when it comes to 
busmess, that often results in a lack of Interest In the self-employment option (eg the BAC 
has seen itself forced to open a production umt to absorb the carpenters whom it had 
tralned as they did not succeed in settlng up a busmess for themselves) The people from 
the townships are only engaged In very few '~nformal' activities, mostly hawking There is 
no small manufacturing tradition (as before Blacks could not engage in m-mufactur~ng 
outside the homelands), there IS an enormous lack of techmcal and entrepreneurial sIulls, 
and the potential customers have only limited buylng power Moreover, the MSEs In the 
rural areas receive little attention from the government or the donors there are no support 
systems In place to assist emerging small businesses 



collaboratiog witg the (sernl-)government organisation Business Development Services (BUDS), -* which IS formally a unit or NEPA under DTI and responsible for setting up a national network 
of Local  usm mess Service Centres (LBSC) 

As for the areas covered, most of the BEES' client orgaruzatlons are serving MSEs In urban 
areas Realizing \he importance of rural MSEs, which arguably face a different set of 
development constraints implying that the orgamations serving them would also have to differ 
from their urban counterpart, BEES has also been searching for model(s) of relevant rural MSE- 
support orgaruzatlons In this respect ~t has been workmg with the Stutterhelm Foundation (see 
box-1), which IS ~ q e  of the few orgamations in the country that provide support services for 
more rural MSE. 

BOX 2 - Alllance of Mwo-Enterprise Practmers (AMEP) 

The Alliance of Mlcro-Enterprise Practioners presents an interesting case of an upcormng 
apex orgmsation of MSE-support orgaruzatlons, m this case mostly credit providers 

AMEP started as an informal last-Frlday-of-the-month-get-together of MSE-practioners at 
the premses of CDB-WITS At the tune when BEES became involved, discussions had 
started on the (dis-)advantages of formaliz~ng the activities of the Alllance In this 
situation, BEES provided assistance in the form of funding for particular activities 
(mcludmg for secretma1 servlces to prepare m u t e s  of meetings) and offered persons 
related to AMEP 'le ~pportunlty to attend a sermnar on mlcro-credit in Harare and to 
participate In the BEES' exposure visits to the USA and Kenya It is now considering 
contributing to the funding of the first, full-tune executive director for the Alliance (and 
has become involved m the selection process itself) In the perception of one AMEP- 
member, the assistance provided was "financ~al and promotional, not techmcal" One of 
the BEES' co-directors IS a member of the AMEP board of directors 

It is still too ear ally assess the Impact of these endeavours Already ~t is becoming 
clear that ~t is slow-go~ng, as the MSE-organ~zations are still hes~tant to come forward ard 
share their experiences, others see 'personal agendas' playing too prominent a role Some 
people involved wlth the Alliance feel that ~t is still too much of a d~scussion forum, while 
it does not provld, 2s vet any tangible services one even commented that the Alliance IS 

"golng nowhere" - as result the members do not really identify with the organization 
Opinions also differ on ihe role that BEES is plaving while most of those concerned glve 
the project credlt for bringing (and keeping) people together in an effort to improve the 
servlces they prov~de to the MSE-sector, others feel that the role of BEES is too dominant 
and parenting 

One of the most important lessons learned is that the process is almost agonizingly slow, as 
the members, while agreeing to the general notion that collaboration is necessary, are still 
rather hes~tant to show the~r weaknesses and to share mformation 



Most of the MSE-orgamzations that recelve t echca l  asslstance for capacity building from BEES 
are to prmzry organrzatrons, le they are engaged in the direct provision of service? to micro- 
and small enterprises Interestmgly, BEES has also involved Itself in the creatlon of second-trer 
organlzatrons, ie groupings of primary MSE-orgamzations that are formed for advocacy reasons 
or as a way to orgamze common services It would appear that BEES has been a rallymg point 
for such groupings, which In rudmentary form existed, ~t played a crucial role in drlvmg the 
formalizat~on process of at least two of such 'umbrella' orgamzatlons the Alllance of Mlcro- 
Enterprise Practioners (AMEP) in Gauteng (see box-2) and of the groupmg of Micro-Enterprise 
NGOs (MENGGOS) Cape Town 

The process through whch the techmcal provision for capaclty buildmg actlvit~es of BEES has 
gone during the past 8 months, whch accordmg to one of those mvolved has been m a d y  "a 
period of l e a m g "  An, a-typical, example of thls process can be summarlzed as follows 
- a consultant was hued to carry out a quick-and-duty needs assessment (through one-momg 

mterviews) of 14 MSE-orgarusahons whch were suggested by IBT and DBSA, ~t was found 
that these organzatioris were m need of asslstance m fundraismg, staff ira~rung m vmous 
areas and wlth speclfic t echca l  problems (eg some of the organtzahons that wanted to lrnk 
MSEs with larger enterpnses were u n f h a r  with tender procedures) 

- subsequently assistance programmes were prepared for the slulls upgradmg of the staff of 
these orgamzations, however, t h ~ s  was not found to be very successful, as (1) relevant staff 
of these orgamzations, ie dxectors and managers, is not always keen to partmpate m such 
tramng as they are usually responsible for fundraismg activihes and are already mvolved 
m many organmtional development achvihes ( ~ t  is estmated that they on average spend 
more than one-hrd of theu tune on human resource development I), and (u) the t r a l ~ g  
programmes that were proposed, such as exlstmg programmes at CBD-WITS turned out tb 
be less appropriate as their level tends to be unnecessarily h g h  and they are not always 
m e d i a t e l y  relevant for the orgamzatronal problems that the MSE-organnations face 

- at the same tune ~t became apparent that most of the MSE-orgamzatrons were not always 
clear on their own mandate, often dnftlng m e  and gam mto new areas, losmg operational 
focus and endmg up without distlnct mdicators to measure thex own success, a new strategy 
was therefore adopted m whch the clients were to partxipate m strategic plannmg 
workshops so as to have a unambiguous framework agamst whch better mights on the need 
for assistance could be gamed, after whlch orgamsatronal development experts would be 
send to the mdividual orgarusations to elaborate tailor-made staff t r a m g  and assistance 
programmes 

- again it was found that mterest was low (only 4 out of the 14 orgaruzations md~cated 
willingness to participate), and it would appear that the present fundmg cnsis m whch most 
NGOs have fallen mean that such workshops are only accepted when they are perceived to 
lead to financial assistance, realmng the lrnperative need for MSE-support orgamations to 
find new sources of funding, BEES has now indeed imtiated t r a m g  programmes for 
proposal writlng and fund raismg (the first programme has been recently conducted) 



Assessment 
I 

i 
BEES IS to be given h~gh  marks for the inltiat~ves ~t has t a k a  to strengthen the capaclry of local 
MSE-orgaruzations The project has certainly filled a gap which otherwise would ha& remalned 
open, as there IS no other organization active In South Africa In the area of capacity-bullding for 
the MSE-sector Institutional strengthemng of MSE-support orgamzatlons is indeed an Important 
area There are probably more than a hundred of them In the country7/, and more cdme up all 
the tune Many of them are weak understaffed and using rather rudimentary management and 
fmanclal/adminlstratlve systems They tend to rely on the fund-ra~smg and techrucal capaclt~es 
of one or a few leaders The outreach oi such orgamzations is not very effective, rnter alza 
because they have not been exposed to the experlences of sunllar orgamzatlons elsewhere In 
fact, many of their vanagement staff readily admlt that there generally IS a problem with ~harmg 
information and learimg from each other at local level, sometunes they do not even know other 
South African MSE-orgamsations providmg similar servlces 

Ths is also an important moment to prov~de assistance to MSE-support orgaruzatlons After the 
relatively abundant fundmg, even without strlct tles attached, many of them are now in a d ~ r e  
financial situation, smce the donors, who before the transition used them as the main fundmg 
channel, have shlfted theu hndmg activities towards the government sector 

BEES has succeeded m mter-actmg with a large number of these MSE-orgauations, mostly in 
the non-government sector It has ldentlfied a number of common weaknesses and has started 
to develop approaches to remedy these The project has provided relevant and at tunes tailor- 
made assistance m the form of consultancy services, staff tralmng programmes, and finance 
Already BEES has been rnstrumental m exposmg many MSE-support orgamzations to 'new ways 
of domg thmgs', and it has been pivotal m fostemg the formallzat~on process of some second- 
tier MSE-orgamat~ons ' % 

Some comments 
- one of the lessons learned appears to be that care needs to be taken to base the selection of 

the MSE-orgamzations on objective crlterla which show them to already have some n ~ n ~ m a l  
lnstitutlonal capaclty and secure fundmg 

- in addition to the one-on-one approach suggested m the origlnal project design, the BEES 
project decided to also follow a sector-wide approach, as a result the project has not entirely 
escaped the risk alreadv noted In the Two Year Workplan, le that the project at tunes IS 

spreading itself too thm and having a neglrgible unpact on the individual orgamzations 
- there IS an obv~ous trade-off between ensurlng maxlrnum 'ownersh~p' of the project 

actlvltles w ~ t h  the local organnations by having them in the driver-seat and securing rapld 
results through nore direct steering by the project staff, ir would seem that the mcreaslng 
pressure felt by the project staff to dellver concrete project results before the end of the p~lot 

7/ Cotter and Aptane (1995) estlmate that there are 30 100 MSE support organlzatlons in South Afrlca but the 
MENNGOS alliance lndlcates that it has already reg~stered some 30 of such organlzatlons interested to become 
a member In the Western Cape alone 



. f 
phage ha4 at times affected the mvolvement of local organ~zatlons In the design and 
imPfernentatlon of project activit~es 

1 
- 

Ex~osure v ~ s ~ t s  and networkmq 
4 

Descript~on of activities 
A second area In which BEES has been very active is networkmg among MSE-orgamations at 
nat~onal and internat~onal level The former would take the form of spec~ally organrzed 
workshops, where local MSE-pract~oners would be ~nvited to discuss relevant top~cs and meet 
colleagues, the latter is mainly done though the organrzation of special study tours or 'exposure 
visits' for the staff of MSE-orgamations, policy makers and researchers 

Ekposure vzsrts 
BEES has organrzed the following "exposure visits" to other countries8/ 
- Kenya-I South Afnca to Kenya (12-18 February 1995) 
- USA-Ia and Ib Gauteng to Chlcago and KZN to New England (13-27 May 1995) 
- USA-I1 Eastern and Western Cape to Southern USA (26 May - 10 June) 
- Kenya-I1 Entrepreneurshrp Education visit (24 Sept -1 October 1995) 
There was a ihrd trlp to the USA, whrch was a v~sit by a delegat~on of the Department of Trade 
and Industry to Whte  House Conference on Small Business (11-16 June 1995)' a special 
research study tour was orgamed to Tanzarua, whrle there were specialized visits, for mstance 
to attend a Conference or to pass by the ILO m Geneva The BEES staffmember m charge of 
the Resource Centre made a study visit to Canada 

The maln objective of the visits was 'to expose' the participants to relevant o r g a m a t ~ h  
engaged m the promotion of micro- andlor small enterprise development, and thelr experiences 
There was attention for the delivery of various support services for MSEs, research and pol~cy 
formulation The orgaruzations visited included NGOs, unlversitres and government officials 

The trips to the USA were coordinated by PACT (Washmgton), whlle the visits to Kenya were 
orgamzed by IS-REP together with the Mmstry of Research, T e c h c a l  Tra~mng and Technology 
in Nairobi In Kenya, the -relatively large- group of partlcipants, was first brought together in 
a local hotel for a 2-day briefing session on MSE-polic~es and d~fferent services dehvered to the 
MSE-sector before they split up in sub-groups whch followed spec~alized programmes 

The partlclpants for the tours were selected by the project team One of the obligations was that 
upon return they were asked to prepare a report for BEES and to ~nfuse the knowledge gained 
in their orgamsation 

'1 The project overview on exposure visits wh~ch  is reproduced as ANNEX ~ n d ~ c a t e s  10 such vlslts but thls does 
P not taking into considerat~on the overlappmg dates of some o t  them and the one person visits 



j Networking 
i The BEES projeLt, seen as a 'neutral' party, is in a particularly good position to bring people 

1 and orgamsatrons together It has indeed embarked on an active networkmg strategy, for the 
project as well as for the MSE-sector in general One of the focal points in this respect has been 
the grouping of service providers in second-tler orgamzatlons such as AMEP and MENGGOS, 

1 the project directors, for instance, even personally part~clpated in a membersh~p drive for these 
organizations Another example of consc~ous networking is the research partnershp between the 
Small Business Centres of 3 Uruversltles and the collaboration between Techmkons and other 
education institut~ons in the area of Entrepreneurshp Development 

Networking is also an important secondary objective of other BEES activities, such as for 
instance, tralning i+orkshops Even the exposure visits often had as an lrnportant addltmal effect 
that South African MSE-practioners from different orgauations and regions, got to know each 
other and started to exchange knowledge and experiences 

Assessment 
The study visits are (almost) unammously hailed as very mterestmg opportumties to see first 
hand how the support for MSEs is orgamed m other countnes They are halled as the first 
opportumties for many MSE-pract~oners to travel ("the f rs t  tune that I flew a jumbo plane and 
crossed tune zones") and see for themselves how MSE-promotion is done m other seamgs The 
participants generally feel that the visits have been very useful m thelr work, they Indicate that 
have not only benefitted personally, but that they have also shared the expenence with others 

The exposure visits essentially serve three purposes (1) they give the participants first-hand 
knowledge on the actual experiences m MSE-development m other countnes, (11) they serve as 
the startrng point for mternational networkmg with relevant orgamzations, and (111) they glve'rh~ 
participants a chance to collect relevant documents, tralnrng matenais, etc The participants were 
especially enthused by the tnp to Kenya, whch prov~ded them with information on the policies 
whch have been formulated to promote the 'jua kali' (mformal) sector, and made them familiar 
w ~ t h  the worlungs of local MSE-organizations (eg K-REP) 

Indicators of success of the BEES' exposure visits are formed by the contacts whch have been 
made and are maintained (eg requesting techmcal advice), documents which are being 
exchanged and follow-up visits A very Interesting example IS formed by the follow-up exposure 

isit that the IDT-Alternative Finance participant of the BEES visit to Kenya, IS currently 
orgamzing for branch managers, again to Kenva 

It has thus become quite clear then that 'exposure visits' is mdeed one of the areas in which 
BEES holds an unquestioned comparative advantage Even so a number of participants lnformed 
the Evaluation Team that the t e chca l  and especially the admlmstrative preparation for the trips 
was rather poor some left wrthout knowmg what orgamzations they would vislt and name 
various logistical problems (eg vlsa, departure dates) Fortunately, once In the country of 
destination, the problems would disappear, as the orgamzation at the receiving end would seem 
better, especially in Kenya 

4 



1 

Whlle some participants indicated that tbe vlsits to the YSA were Indeed mterestlng and yielded 
some good contacts, the trips to Ke3ya seem to have generated more enthusiasm as this country 
provided a more recognizable context and lnformatlon Snd contacts of more immed~ate 
relevancy Indeed some elemeqts of the programmes of the exposure visits to t h e - u ~ ~  were 
markedly less appreciated, such as the v~slts to umvers~ties which were not m any way involved 
m MSE-activ~ties (but rather interested m their ~ ~ ~ - ~ r o g r d m e s )  

An Important matter concerns the selectlon of the participants, which in all situations and even 
much more In the South Afncan context is d~fficult to do to the complete satisfaction of 
everybody Although BEES generally succeeded in selecting very sultable candidates, some 
observers questioned the lack of transparency in the selectlon process they wonder why some 
of the people with who they collaborate frequently have been lnvlted whlle others are not even 
~nformed about the trips The participants would appear indeed to have been hand-picked on a 
personal basis, sometunes at very short notlce It was suggested that the opportumty of the 
exposure visits be announced together with the criterla for particlpatlon 

It would seem that st111 more could be done to rnaxlmlze the unpact of the exposure vislts, for 
mstance by Indung it to activities m the other areas of BEES' assistance For mstance, the visits 
could form part of a specific programme for capacity buildmg of some MSE-orgamaaons, such 
as a study tour of credit orgamzations m Kenya for loan officers of South Afncan cred~t NGOs 
Also, more attention needs to be paid to the follow-up of the visits Clearly more can be done 
to spread the knowledge and lnformat~on gathered by the study tour partlclpants Wntten reports 
may not be the most su~table way for further dissemlnatlon (and especially civil servants appear 
to be slow m preparmg them) Small semrnars or publ~c de-bnefmgs, could be more effectwe 

Some of the 'lessons learned' would be % 

- the trlps should be carefully planned and orgamed to vis~t  relevant countries and 
orgamzatlons, in general terms tlus would mean vis~ts to countries whch have a comparable 
context for MSE-development 

- although larger and mmed groups make for more 'Internal l e a m g ' ,  lt would appear that 
the unpact of the vlsits 1s greater when they are orgamed for relatively small and 
homogeneous groups and focus on a particular t e c h c a l  topic, ~t was found very effectlve 
to start the visit with a one- or two-dav lntroductionary programme highl~ghtmg some of the 
maln features of MSE-promotion pollc~es and programmes in that particular country (cf the 
Kenya vls~t) 

- the vis~ts have aroused considerable Interest with MSE-orgarmations as a way to expose 
their staff to MSE-exper~ences m other countries and ~t would appear poss~ble to cash in on 
this interest by su_ggesting for future tnps forms of cost-sharing, in part~cular to the stronger 
MSE-orgamzations 

- there are also some useful orgamzatlons and experiences in South Africa Itself whlch would 
t make for interesting exposure visits 



, 
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4 3 D~sseminat~on of mformat~on i 

I 
'-4 

Project des~gn i 
The project des~gn document alludes to the establ~shnent of Small and Micro-enterprise 
Resource Centre to cater to the needs of Black-owned enterprises and South Afrlcan small and 
mlcro--enterprise support orgamsatlons and ~nstitutlons However, the project workplan did not 
mentlon this act~vlty Thls, according to the project d~rectors, was an overs~ght on the~r  s~de,  
and on reallsing then rnlstake they prepared for the establishment of the mlcro-enterprise 
Resource Centre 

It was envisaged that ths  Centre would contam up-to-date MSE-informat~on, and constitute a 
library of technical rnatenal, case stud~es and other documentation des~gned specifically for 
MSE-sector This mformation would be mainly sourced from orgarusations m the USA On the 
basis of t h~s  ?otlon In the project document, BEES employed a librarm to set up the Resource 
Centre at BEES' offices It was argued that BEES was best pos~tloned to house the centre as 
the project's core busmess would be to strengthen the capaclty of local organisatlons supportrng 
MSE-development in South Afrlca MSE-practitioners could then be referred to the Centre for 
further mformation about programmes mounted m other countries that provide lessons for South 
African orgazllzatlons 

However, the Resource Centre did not take off as expected Although the sldls of a llbranan 
suited for catalogurng the documents, they did not ensure the relevance of the rnatenal to be 
collected Since it was to be a resource centre servmg practitioners, special~sed ~nformat~on had 
to be collected, which meant that the Centre's mformation manager should be not only famlliar 
with ~nformat~on collect~on and dissemmat~on, but also with the operation of the MSE-sector 
A more knowledgeable resource mformat~on manager was finally brought on board m 0c tobn  
1994, rune months after the lnceptlon of the project 

As there .. , no slrnilar MSE-Resource Centres m the country, BEES arranged for contact with 
resource centres elsewhere 1 contact was inmated with Calmeadow in Toronto, Canada, whch 
eventuallv led to a vis~t to Canada to learn from thelr experiences Caheadow possibly was not 
the ideal ztlolce, especially smce it is more of l~brary than an informat~on centre and ~t focused 
on organisatlons provldmg cred~t to the micro-entrepreneurs It nonetheless served as a startrng 
pomt for a BEES MSE-Resource Centre Unllke Calmeadow, BEES does not specialise in 
collecting informat~on around one activity, but serves all practitioners, irrespective of their 
spec~alisat~on 

Descr~f .,-A of activ~ties 
The Resource Centre collects a mlx of information for the mlcro-enterpr~se sector For instance, 
PACT-USA flyers are used for collecrion of mater~al for the Centre Through PACT, World 
Bank, GEMINI, SEEP, AED Exchange and ACCION Internat~onal, mformation flyers are made 
ava~lable to the BEES Resource Centre to order documents that are of interest to the sector So 
far the Centre has had the tendency to collect rather general documents and other ~nformation 
about MSE-sector (eg sector studies), even though the material collected should be more geared 



towards fulfilling the needs of the practltloners m the sector The result is a w~de  range of 
materials whlch is not specifically geared towards MSE-support orgamzations but malnly for 
researchers and, In some cases, for individual mlcro- and small entrepreneurs 

- 

The collection lncludes 15 journals on subscnptlon, 300 books, 50 m~cro-enterprise organlsations 
publ~cations, 10 audio-visual of mlcro-enterprise programs particularly credit programs and 10 
bibliographies The material lncludes programmes on women and micro-enterprise, studies 
undertaken In South Afr~ca about the needs of the sector, and magazines provldmg current 
mformat~on about the state of the economy and the local and international polltical situanon 
This information is kept m a catalogue that is regularly updated 

Users of the Resource Centre 
To the surprise of BEES, the Centre is bemg used by researchers more than practitioners The 
researchers are academics, students and consultants studymg issues pertalmg to the needs e~ther 
of mdividual entrepreneurs or orgamsations providmg servlces to the sector Other users of the 
centre are mdividual entrepreneurs many of whom seem to nusunderstand the nature of BEES s 
Resource Centre and even BEES' activities m general Perceivmg BEES as a fundmg 
orgamsation, entrepreneurs come seelung money to start or to expand thelr busmesses BEES' 
information manager has to listen to these entrepreneurs' constraints and refer them to relevant 
orgamsations 

On average, the centre receives 5 to 10 visltors weekly, 108 telephone mqumes per week and 
15 correspondence requests per month Given the large and vaned needs of the sector, and the 
number of MSE-orgmsations operatmg, these figures reveal a marketing problem The 
resource centre is not well marketed and many MSE-practioners are not really aware of *at 
~t can offer t 

Assessment 
BEES IS to be commended for t h s  imtiatlve of establ~shmg the resource centre They have 
~ndeed filled a glaring gap withm the micro-enterpnse sector needs in South Africa Smce BEES 
IS providmg assistance to organlsations to budd then institutional capacity, there is a need for 
them to learn from others who have walked the same path As more and more MSE-support 
organlsatlons are bemg set up, many of them weak, t h ~ s  type of mformation would indeed help 
them understand then needs and how to offer services In the most effective and efficient way 

A l~brary seems not to be the most effective way of providing such ~nformat~on A more user 
friendly, less formal place would be more appropnate, and a library IS by itself not enough 
espec~ally for people who are not accustomed to usmg such a facllity Therefore other means 
of housing such material should be explored 

The type materral collected by the centre that 1s most relevant and use&iendly to South Afr~can 
practmoners are the GEMINI publ~cations, and particularly the aud~o-v~sials They use slrnple 
language to descrlbe experiences that the practltloners can identlfy w ~ t h  Books and journals on 

a the other hand, are perceived to be for academ~cs rather than practit~oners 



The project design emphas~sed that the material for the Centre should be maldy collected from 
development orgarusations in the USA that have experlences In llnklng small and'micro- 
enterprise development The Evaluat~on Team wonders whether there has not been an 
overrel~ance on US-based ~nformat~on There are numerous agencies, organisat~ons and 
programmes In other parts of Afrlca and elsevhere, that have gone through sim~lar expenences, 
and ~t would therefore make sense to use multlple sources of information, such as ODA, ILO, 
UNIDO, ITDG, Technoserve, GTZ, IRRI, etc Networkmg with other MSE-Resource Centres, 
especially those located in Afrlca (eg K-REP) '1 and other developmg countries (eg TechnoNet 
Asia) would be another way to lnqulre about relevant documents 

The BEES Resource Centre would poss~bly also be more fully used ~f the local MSE- 
practitioners would have a clearer 'stake' in it They could be given a say m whxh documents 
are to be collected, so far, the BEES' project staff and especially the ~nformation manager, are 
solely responsible for the procurement of the materials Even charging 'comercia1 rates' for the 
provision of -relevant- materials may make them more aware of the value of the RC 

It would appear that documents collected durmg official missions and exposure visits, are not 
seen as psn of the mformation m the Resource Centre Still, one could a r p i  that such visits are 
meant to expose practitioners to other programmes, and that these experiences would form a 
welcome supplement to other documents m the Centre 

In the oplmon of the Evaluation Team, the BEES' Resource Centre has certainly potential, but 
optmal use of it would requlre some careful plannmg, its present state is somewhere m-between 
a minor project library and a ful-fledged MSE Informat~on Centre It certainly does fill a 
mportant gap for mformation on MSE-development, but more Ideas need to be explored to see 
how it can best turned into a well-functlomg Centre For instance, the BEES Resource ~ e & e  
could be linked with the grld of Local Business Service Centres which is bemg set up by BUDS, 
the Centre could then be linked by e-ma11 to the LBSCs and functlon as a central documentat~on 
facility Also, the Centre could be used more actlvely for processmg the research and other 
reports prepared on behalf of the project by consultants, so that they become more eas~ly 
accessible to Interested panies (or even send to the marn contacts of BEES) It could even 
orgarwe 7r orkshops and semmars to act~vely disseminate the new approaches which BEES has 
plot-tested and found relevant for the South Afr~can context 

- 
4 4 Bu~Idlno research caoacltv 

Background 
Although not mentioned in BEES' original programme des~gn, the need for lmprovlng MSE 
research capacity was almost unmediately recogmsed and Incorporated into the project activities 
Desp~te the existence of a falr amount of research on South Afrlcan MSEs, BEES was correct 

'1 In fact ~t would seem that the trlp to Calmeadow (Canada) could have been complemented wlth a w s ~ t  to KREP 
In Kenya wh~ch  tor the past 2-3 years has also been In the process of settmg up an MSE Resource Centre 



11 In polntlng both to gaps in research content and to; the llrn~ted capacity, espec~ally among 
Blacks to undertake MSE secto-Research" (Inrtral Two-Year Workplan, p 4) 

i 
BEES took a two-pronged approach to the research problem For certain immed~ate data needs, 
BEES comrn~ssloned studies For its longer-term capaclty build~ng effort, BEES attempted to 
form a research consortium or network of young, mostly Ehack researchers based In unlverslty 
small business inst~tutes Our assessment of the orgamsatlon's efforts to mprove research IS best 
understood in the context of the existing research base 

Existing MSE-Research 
A fair body of academ~c research on mlcro and small enterpnses exists m South Afr~ca One of 
the academic researchers inte~lewed Indicated that he has assembled a bibliography of over 200 
items A study commissioned by the European Umon (Hirschowitz and Orlun 1994) drew on 
much of this literature and supplemented it w~ th  add~tional field research designed to reveal gaps 
between the requ~rements of micro-entrepreneurs and the services and policies that presently 
support microenterprise development The research picture may, therefore, not be as bleak as 
BEES has painted it 

Despite the existence of many studies, BEES was and is correct to recogmse the need for MSE 
research The research base has s~gnlficant gaps, and it appears that few Black scholars are 
undertalung MSE research A companson of BEES objectives with research needs outlmed by 
one of South Africa's most expenenced MSE scholars yields a lengthy list of topics needrng 
lnvestlgation 
* broad quantitative surveys yielding nationwide and regionally comparable data 
* subsector analyses 

b * studies armed at identifying core constraints that could be addressed by government or N O 
interventions 

* internationally comparative research that would enable BEES to assess the relevance of 
experience elsewhere 

* research on rural and small-town MSEs 
* gender analys~s of MSEs and NGO support programmes 
* research on formal and informal networks and Imkages,inciudrng associations, spatial 

agglomerations, and e t h c  networks 

A cursory examination of the existlng b~bliographies suggests that much of the research has been 
conducted by a relatively small ,oroup of scholars Chr~stian Rogerson, K S 0 Beavon, J 
Nattrass A McIntosh and V Watson have each wrltten or co-authored at least five papers or 
articles on small enterprise development in the 1980s and 1990s Rogerson is by far the most 
prohfic, w ~ t h  over 40 works on South Afr~can SMMEs written over a 15-year period Most 
others appear m the bibliograph~es once or twce only Very 
Black names 

When a s ~ m ~ l a r  examination of the bibliograph~es 1s undertaken 
an ~ n d ~ v ~ d u a l  perspective, a s~m~lariy small 11st of institutions 

few of these have recogmsably 

from an institutional, rather than 
responsible for SMME research 



emerges The largest number of t~eses,'d~ssertat~ons, and post doctoral research stud~es have 
come from the-Bepartment of ~ e o g ' s a ~ h ~  at the Umvers~ty of Witswatersrand Other ~nstitut~onal 
sources ~nclude modes Umvers~ty Instlate of Soc~ai and Economlc Research, the Development 
Stud~es Urut of the Umvers~ty of Natal, and the Urban Problems Research Umt of the Unwersity 
of Cape Town Umvers~ty small busmess insrltutes have not been actwe in IMSE-research - 

f 
BEES research activities 
The BEES project undertook a number of research activ~ties In the past period Gleanmg from 
their SIX-monthly reports, the research work carr~ed out mcludes the following 
* Commissioned an analysis and documentat~on of the Stutterhem Foundation experience, 
* Arranged for the preparation of four papers describing relevant 1-3 small busmess 

experiences, 
* Commissioned a study of SMME sector graduation and vertical linkages, 
* Comm~ssioned a study of highly cost-effective South Afrlcan orgamsatlons serving the 

SMME sector (the so-called "best practces" study), 
* Entered mto an agreement w ~ t h  the ILO and the Umversity of Natal Economic Research 

Umt to participate m the ILOYs Global Urban Informal Sector project, 
* Opened discussions with EDA about usmg the sub-sector analys~s methodology for 

microenterprise studies 
* Some background research was apparently also done as part of the effort to support the 

preparation of the " Whrte Paper" of SMME policy 

Some of these commissioned studies, notably the report on the Stutterhelm experience and the 
llnkages study, produced material that should prove useful to BEES and/or client NGOs 
Unfortunately at least one potentially useful research effort -- the "best practices" study -- was 
poorly done and is of little value We recommend that consultants and researchers be carefuhr 
selected on the basis of a well-deslgned scope of work and that theu activities be momtored by 
a seruor techmcal officer withm BEES 

Perhaps more important than particular studies or methodologies has been BEES' attempt to 
build capacity for future MSE research The process used to decide how to ca this is not clear, 
but the end result was a linkage of mdividual researchers m umversity-based small business 
centres in three different parts of South Africa In each of the three centres -- The Economic 
Research Unit of the Umvers~ty of Natal, The Center for Developmg Business at the Univers~ty 
of Wltswatersrand and The Centre for Entrepreneurship at the Umvers~ty of Stellenbosch -- a 
young researcher was ~dent~fied who, it was hoped, would spearhead the research effort 

Assessment of the research activ~ty 
BEES IS to be commended for recognlsmg the importance of a solid ernpir~cal base for NGO 
interventions and for taking steps to build research capacity Their two-pronged approach to the 
research effort also seems reasonable and appropriate To a large extent, lmmedlate data needs 
can be taken care of by commissiomng particular stud~es This method often results in studies 
of uneven quallty -- as the experience with the "Best Practices Study" shows -- but ~t is often 

ff the only way to get data on a timely basis 



Researchers from the three lnstltutions have had one or two meetmgs, but accord~ng to one of 
them, "essent~ally the research consortlum hasn't happened " Furthermore it IS not fully certaln 
if the consortium will to continue, - r .  least In the form origmally env~saged Two of the three 
researchers are preparing to leave their 1~StlNtIOnS Neither of them belleves that his Centre has 
or IS likely to hire anyone else mterested In takmg up MSE research This means that only one- 
third of the consortium is proceedmg as expected 

The instabil~ty of the research consortlum offers BEES an opportunity to re-examme ~ t s  research 
capacity-build~ng objective BEES could continue w ~ t h  a umversity-based network approach or 
explore other structures Alternatively, ~t could simply drop the research activity altogether 

The evaluation team recommends that the last course of action be followed Although the need 
for more SMME research certainly exists, we believe that BEES IS not equlpped to support 
research activities Furthermore the strength of the calls for BEES to focus its activities makes 
some priontislng necessary 

4 5 Overall assessment of BEES' services for cauaclty buildin2 

When taken together, the following observations can be made regarding the servlces provided 
so far by the BEES project to build and strengthen the capacity of local FEE-support 
orgarmations m South Africa 

Comrmtment 
The BEES' staff is to be complemented on the strenuous efforts ~t has made to get B q S  
lnvolved in MSE-development m South Afnca Especially the two project directors hav'kt, 
through frequent travelling, numerous meetmgs (even at odd hours) and a very dynarnlc and 
creative approach, succeeded m malung 'BEES' a household word In the MSE-promot~on 
busmess in the country Everybody knows them or has at least heard of the project, and the 
project's activities are wldely appreciated 

Address~ng a need 
It is clearly still too early to express a well-founded opimon about unpact of the servlce 
delivered by the BEES project the project has been In operation for only 16 months, exactly at 
a [ m e  when unportant changes occurred m many of the palameters In MSE-development In 
South Africa In fact, the project IS to be commended for its flexibility In malung use of the 
opportumties that emerged, and steering some kind of recognizable course, withstanding to some 
degree the repeated pressures on the part of the environment in general and the donor In 
particular, for sweeping changes In project mandate and strategy 

Still, it has become quite clear that BEES is addressing an Important for assistance Even in this 
short time of operation, the project has made cr~tlcal contributions to capacity buildmg of MSE- 
support orgaruzations In South Africa Its role has been particularly crucial since at this time no 

a other nat~onal or international organlzatlon or programme was providmg similar services BEES 



5 INSTITUTIONAL DEVELOPMENT OF BEES PROJECT 

BEES orlgmal Program Desrgn (O'Regan et a1 1993) provrded f ~ r  a more or less permanent 
orgamsatlonal structure The collaborative agreement signed w~ th  USAID, however, provrded 
only for a "five-person Project Management Team " BEES' project status and rts stormy 
relatrons wlth USAID have been major factors rn rts rnstltutional development 

5 1 Ormn~satlonal Structure and Staffino, 

Key Functional Needs 
The or~glnal project document (June 1993, p 15) states that BEES must be able to analyse, 
Interpret and respond to the needs and issues faclng South Afrrcan orgarusations prowding both 
financial and non-financ~al assistance to the sector The document further specifies that BEES 
must be structured to facilitate transparency as well as the mamtenance of close contacts wrth 
local and fore~gn mlcroenterpnse experts 

The same document spec~fied the two mam elements of the orgamsational structure Professional 
and support staff, and 
an mtenm Advisory Comxuttee, later to grve way to a Pollcy Board The final document was 
much less complete m its descnpbon of the orgmsatronal structure A notable lack m h s  
regard is the omsslon of any mention of a board 

Staff Structure 
The day-to-day operations of BEES are managed and executed by a staff mtially composedb6 
five persons, later expanded to seven The BEES Team Plot contamed m the report of the May 
1995 Tesn  Bulldmg exercise dep~cts a flat orgamsatlonal structure and suggests that authorrty 
and respons,bility are broadly shared In reality, except for the co-dnectorshp, the orgamsatlon 
has a fairlv raditional structure as shown m Figure 5 1 

The project document also specifies that "a part-tune four-person support staff m the U S will 
be assembled from among PACT'S headquarters staff " The mam funct~ons of thls headquarters 
staff are to ldent~fy and make available appropnate small and mrcroenterprlse technologres, to 
provide d~rect program and admmstrative servrces, and to provrde fmanclal and admmstrative 
support to the program 

The co-directors make programme decrs~ons jomtly, but wrthrn the office Kevin IS responsrble 
for general admmstratlon and Martin for finance M~rram (Office Manager) is secretary to both 
Kevin and Martm, but she feels that Kevin's work consumes the bulk of her tune Mlrram 
supervrses the secretary/receptromst Norma (Finance Officer) IS drrectly accountable to Martin, 
though ~t IS Kevin who must slgn fmancral statements golng to Washington Both Mlrram and 
Norma often consult Bob (Programme Officer) when questrons come up Bob, orlgrnally part 

a of the PACT headquarters staff, jomed the project in South Afrrca In June 1995 In addrtion to 
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i handlrwg many of the detalls of programme ~mplementatlon, Bob 1s responsible for all the 
consult~ng contracts because of h ~ s  knowledge of the PACTKJSAID requirements 

Secretary1 
Recept~onlst 
(Temporary) 

D~acram 3 BEES 0rg.anisatlon Chart 
3 

Programme 
Off~cer 

Bob Richards 

Co dlrector 
Kevm Kane 

Resource Centre 
Busmess 

lnformat~on 
Manager 

Peta Qubeka 

Co d~rector 
Martm Manala 

The structure of the staff has been problematic from the beglnnrng Three Issues of staffing 
structure have emerged from our discuss~ons with cl~ents and BEES staff the co-dlrectorshp, 
m~ddle management, and support staff 

Although the original project document called for a tradit~onal top management structure with 
an experienced expatriate dlrector understudied by a South African deputy director, the two 
principals have from the b e g m n g  preferred to share authority and responsib~lity equally The 
co-directors argue that this structure allows thelr complementary slulls to be used effectwely 

a They argue further that the structure IS particularly appropnate for the present South Afrlcan 
sltuatlon which IS characterlsed by lack of awareness of world events, suspicion of outsiders, and 
an emphasls on consensual decmon-malung In such an atmosphere, they belleve, an expatriate 
dlrector would have been unacceptable , 

I 



Seyeral !of the BEES clients lndlcated problems, not with the monltormg itself, but with the 
inAral process of setting expectatrons At times, expectations only became clear in the monltormg 
process1 The drrectors' style is, by therr own description, "process orlented " Wh~le  a certain 
flurdrty is useful rn a rap~dly evolv~ng MSE-sector, our intervrews suggest that cllents would 
appreciate a little more clarity about BEES' mandate, lts expectatlons of them, and the 
procedufes for accountabrlrty We therefore recommend that the entrre process of lrnplementing 
actrvrtres, rncluding broad programme formulation, developmg the scope of work, translat~ng 
activitres into "log frames," and establishing the process for moixtonng, be reviewed and 
documented We further recommend that BEES establ~sh a procedure for commun~catrng thrs 
process to cllents and consultants 

The Evalumon Team found that the BEES reporting process was not very useful as a tool for 
rnomtor~ng the overall achevement of goals The reports are not clearly structured, malung ~t 
difficult to determlne the status of the varlous actlvltles There is a need to link the reportmg 
much i- ;re clearly l~nked to the strategic planrung Especially the deviat~ons from the Work Plan 
that occur need to be fully explamed m the reports 
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6 INTERACTIONS WITH GOVERNMENT 

Black Entrepreneurship and Enterprise Support (BEES) Project was des~gned at a tune when the j 
South African political system marginallsed the Black Commumty both pol~tically and 
economically Given such a s~tuation, the designers did not envlsage any role for government 
This was natural since the apartheid system had deprived the Blacks of access to adequate 
education, slulls formation and capltal 

Not surpr~smgly, therefore, nelther the project agreement nor the lmtial two year work plan 
identified government as a key actor Between the design period m 1993 and the end of 1994, 
drastic changes occurred w i h n  the South African political scene A Government of National 
Umty replaced the apartheid system m s  Government m its effort to address the urgent problem 
of unemployment identified Small, Medium and Micro-Enterprises (SMME) as both the maln 
strategy and solution to South Africa's growlng unemployment problem Thls, unfortunately, 
was an area m whlch both the pollticlans and the civil servants were, and are st~ll,  ill equipped 
to handle They, therefore need the rnput of those who have worked m h s  sector in South 
Afr~ca or have gamed expenence from elsewhere 

Ava~labIe experiences from other countnes show that national governments are major actors m 
SMME sector development The roles that governments can effectively play mclude the 
following 

- Creation of an enablmg envlronrnent through appropnate policies 
- Facilltatmg sector development through mob~llzat~on of both financial and human resour&% 
- Co-ordmtion of sector actlvitles 
- Provision of non-financial and other services that no other agencies provide 
- Facilitating the provision of financial and other business related servlces by the private 

sector and other Non-Government service prov~ders 

In order for the new Government of South Afnca to come up with an appropnate National 
Strategy for the SMME development ~t needed support and Inputs from its partners m the sector 
The key among the then existrng partners were NGOs, private sector agencies and ~ndividual 
projects des~gned to assist sector development BEES was in a positlon to asslst the Government 
in that it was a capacity building project that had already started work in SMME development 

In addit~on to the above, BEES was directed by people with long experience in thls sector who 
were also well connected both locally and internationally Apart from th s  human resource, the 
project des~gn and goals allowed ~t to provide the necessary support in a relevant and timely 
manner The rationale for BEES to extend support to the Government IS to be found In the goal 
of the project whch was "to empower Blacks to generate wealth and create employment" The 
project agreement also allowed PACT to "identify promising approaches for stimulating Black 
owned Small and Micro-Enterprises" 

C 
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"Not all Provinces have the capacity to develop thqn own programmed and effectively 
control the~r  mp1ementation"-7.3 6 2) - 

i 

"The Provincial SMME Desks, whlch have been proposed In the Discussion Paper and 
which are likely to evolve from now on, wlll remain small, wlth thelr mam focus on the 
effective llnkmg of National or Sectional p r o g r a d e d  and Local or Reglonal 
implementation bodies" - (5  6 4) 

"It wlll probably take another two years for an efficient support structure to evolve In 
each region In this process one or other orgamzations - the Provincial SMME Desk, one 
of the evolving co-operations or broadly based NGO - may crystallize as the most 
effective co-ordinatmg instrument for SMME support m the province" - (5 6 5 )  

Here we notice serious lack of clear guldance as to what the Prov~ncial Government wdl do and 
how they will do it It IS being suggested that NGOs could become the co-ordinatmg instruments 
"of SMME Support Systems at Provincial level " Unfortunately t h s  is not the view of those 
currently m a m g  SMME Desks at t h ~ s  level! The views of some of those m a m n g  the 
Provincial SMME Desks are that they shouId determme who does what w i t h  thelr Provinces 

On Local Authonties the White Paper is even more unclear While the Paper correctly notes 
that "there is increasrng realization that the most effectrve level of promotion of SMMEs is the 
village, town, city or metropolitan area" - (page 45) It goes on to state that 

(1) " m s  Whte  Paper cannot prescnbe to Local Authonties how they should structure 
support for SMMEs' " 

\, 

(11) "Where Local Authorities or Local Institutions llke cornrnunlty development corporations 
or business chambers play a productive facilitatory role in this co-ordmatlon process, 
they can be of great help to Provincial Desks as well as the SBDA Where no such 
inclinations exist, the Provincial Desks, the SBDA and other Local, Regional or National 
Agencies have to play a more productive role m those local areas at least until attitudes 
change" - (page 45) 

As can be seen from the above, the Central Government has doubts about both Provincial and 
Local Governments in the developmenr of the MSE-sector This is worrying given that ~t is the 
Local Authorities who wlll need to provide MSE-operators with access to urban land (plots) for 
safe workmg places, water, power and roads If thls pollcy fails to even advise the Local 
Authorit~es on the types of services they should render to this sector, it is llkely that their 
response to MSE-needs wlll be very vaned Thls is not a healthy b e g l u n g  for the MSE-sector 
In South Africa - 
In a situation like the above it is advisable for BEES and other projects to concentrate on 
capacity buildmg in membership and other support orgamzations so that they may be able to 
make their cases before Local Authorities If these orgamzations are weak or disorganized they 
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will not:be able to speak for their then members Thls state of affalrs could easdy lead to MSE- 
0p;erators belng asslgned workmg places In such areas as next to rubb~sh dumps, cerneterles, 
sewage outlets, and other undesirable locations These are the experiences from other countrres 
In which MSE Policy left the Local Aurhorit~es out as maln players m sector development 

In the Evaluation Teams' judgement MSE-operators belong to the mainstream economy That 
is wherd they should be taken and not m the city backyards, sewerage sltes, or rubblsh dumps 
In vlew of thls sltuatlon South Afr~can MSE-support orgamzatlons need capacities to prevent 
their members' needs in all levels of the Government Once they acqulre th~s  capaclty they will 
be able to engage ~n advocacy and in Local Government Policy Issues so as to address matters 
related to sector development This is why BEES and other partners ?hould spend the~r  resources 
in developmg the necessary slulls and capacltres 

T h s  chapter has discussed past mteractions between BEES and the Government These 
mterachons have played thelr part m facllitatmg d~alogue between MSE-partners at a tune when 
d~alogue m matters of sector development were unknown Therefore linlung MSE-orgamzations, 
the Government, umversity researchers, and possibly pnvate sector supporters was of great 
value What rernalns to be done is to develop the necessary capacity for future partnershps 

Now that the MSE-Policy is m place we thmk that tune has come for senous div~sion of labor 
between the various players In thls process BEES should concentrate on assistrng MSE- support 
orgamzations to overcome thelr current weakness T h ~ s  will enable them to stand on then- own 
and to face thelr other partners on equal footmg We hope that BEES will be able to contque 
with the work it has started t 

2 



ANNEX - I 

SCOPE OF WORK 
BLACK ENTWPRENEmSHIP AND ENTERPRISE SUPPORT (BEES) 1 

CASE STUDY AND EVALUATION 

I PROJECT B A C X G R O  

The BEES project design exercise, conducted by a team of South African and Amencan 
specialists at the request of the USAIDIPretoria Pnvate Sector Dlvislon, was mtended to 
develop a support facllity approach for post-apartheld assistance to South Afnca s micro- 
small enterpnse (MSE) sector The team carned out its assignment m early 1993 

Based upon a concept paper previously submtted by PACT, an American PVO already 
active m South Afnca, PACT was mvited to prepare and subrmt an lmtial pllot project 
proposal PACT'S pllot project proposal did not differ sigmficantly from the design team's 
approach, but, m keepmg with ctrcumstances, it also stressed the mtention to make the 
project approach and objectives as Black onented as posslble 

The PACT proposal was accepted and fundrng of US $3,490,569 was provided m the form 
of a Cooperative Agreement signed on 15 September 1993 In late 1993, the Co-Dtrectors 
(Amencan and South Afncan) were chosen Work plan preparation and office development 
activities began m February 1994, and thefinallzed work plan approval was recelved from 
USAID m ~ ~ d - J u l y ,  1994 

The work plan preparation penod was probably the most momentous m South A h c a ' s  
hstory, resultmg m the radical change to a Black, majonty rule government M e  aware 
that changes m government's approach to the sector were mevitable, work plan preparation 
was guided by the onglnal pllot project des~gn and broad consultation on the overall post- 
apartheid needs of the MSE sector TINS led to a comprehensive pllot project approach with 
five basic action elements, whch, lt was felt, would form the basis of MSE orgamsations' 
Interaction and development 

The five elements resultmg from broad and m-depth sector dialogue are as follows 
- Improving programme effectiveness of South Afncan MSE development orgamsations 

such as advice centres, t r a m g  orgamsations, credlt providers, umversity small busmess 
development centres, member associations and practitioner alliances, 

- Developmg adrnmstrative and operatmg systems for MSE orgamsatlons, 
- Buildmg sector capaclty for public awareness, policy formulation, research and 

~~movation, 
- Facilitatmg MSE orgamsation mteractions between South Africa, other Afncan countnes 

and the rest of the world, and, 
- Sectoral mformation collection, dissermnation and networlung through an Informat~on 

Resource Centre 
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- To expand access to credit and capital sources for Black entrepreneurs and busmess 
(wo)men -4 i 

- To expand access to cred~t and cap~tal sources from Black-lev financial institutions, 

major cornmerclal banks and NGOs for Black entrepreneurs and busmess (wo)men 
- To expand access to rnternational models of, and expertise m, small and micro- 

enterpnse, and to techmcal resources that will support the fonqation of Black-owned 
small and mrcro enterprrses m South Afnca 

1 

C End of Project Status Ind~cators 

BEES expects that the following End of Project Status Indicators w ~ l l  be met dumg  the two 
years of the project 
- Documented increase ~n the number of Black-owned small and mcro enterpnses started 
- Expanded and strengthened South Afncan small and mcro enterpnse support 

orgmsatlons 
- Demonstrated improvements among South Afncan small and micro enterprise 

orgamsations, m qual~ty of servlces and/or effectweness m delwenng servlce, or 
appropnateness of theu: services as they relate to the needs of Black-owned small and 
micro enterpnses 

- South Afncan small and m m o  enterpnse support orgarusations with documented 
orgamsat~onal and programmatic growth 

- Techca l  and adv~sory contracts successfully completed w~th  South Afncan support 
orgarusatlons to strengthen Black small and mcro busmess people 

- The transfer of successful technologies from the U S or elsewhere to South Afnca 
- Formal links establ~shed South Afncan small and mcro enterpnse support orgamsations 

and new networks or assoc~ations (national and mternational) ' % 

- One small and mcro enterpnse resource centre established 

N EVALUATION SCOPE OF WORK 

A Key Questions to be Answered 

Design - 

1 Given the national and sectoral context at the tune of the project deslgn and the results 
achleved to date, m what ways was or was not the origxnai pdot project design an 
appropnate means to address the project goal and objective7 For any inappropnate 
aspects, what impact has t h~s  had on project mplementation? 

2 Gwen the current national and sectoral context, m what ways is or is not the orlgmal 
pilot project design now an appropnate means to address the project 0bjectlve7 What 
revisions would be recommended? 

t 

3 In the context at the b e g m g  of the pllot project, m what ways was the project 
workplan (mth its five element. and themes) an in/appropriate means of translatrng 
the ongmal des~gn into implementat~on? In what ways IS the workplan dappropnate 
m the current context? How mght h s  approach be chanded to better implement the 
project design 
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In bhat ways are the key clientslpartners for BEES activi t~eslmlt~ah~es appropr~ate 
for' implementation of BEES actlvitles? How mght the selection and development of 
these relat~onsh~ps be mproved? 

1 

lnst~tutronal Development - 

~ r d  project activities bemg adequately momtored, documented and reported upon? 
How might these activltles be mproved? 

In what ways are or are not the existmg BEES admnlstrative and management 
systems adequate? How rn~ght they be made more effectwe and efficient for future 
servlce delivery? 

What has been the role and contr~bution of the key project partners (mcluding 
USAID, PACT, Chents and Government)'' What has been the nature of the 
relat~onshps between these partners? What has been thelr unpact on project 
mplementatlon and mpact? How mght these relationshps and unpact be mproved? 

To what extent has BEES established c r ehbh ty  among the orgamzations with whch 
it is worlung? Do these orgamzatlons see the project as useful, appropnate and meetmg 
ther  needs? Is BEES accepted and seen as a credible partner? How mght these 
perceptions/rela~onshps be mproved? 

Are BEES' clients malung full use of the project's resources? If not, what are the 
A b i t m g  factors and how mght they Be addressed? t 

In what ways does or does not the project's approach m assessmg chent mshtut~onal 
needs and respondmg to these needs appear to be effect~ve toward long-term 
institutional strengthemng of clients? What modficatlons mght mcrease effectiveness? 

In what ways does or does not the project's ongomg assessment of sectoral needs and 
response to these needs appear to be effective toward slrengthenmg the MSE sector as 
a whole? If not, what modifications m approach mght make the project more effectlvev 

To what extent has the project been able to address affirmative action and gender 
issues? How mght the project better address these issues? 

In what ways has BEES appropnately and effectively accessed and utihzed the 
expertise, models and programs elsewhere m Afnca, the US and the rest of the world 
to enhance the ~nstltut~onal capaclty of clients and to enhance the MSE sector as a 
whole? How might the project better utlllze these resources? 

To date, to what extent has the project made progress towards addressing project 
objectives, delivering on the project outputs, and acheving the End of Project 
Status Indicators as detalled m project documentatlon7 What are the constraints and 
how might they be overcome? What strategies or approaches could be used to Improve 
the potentla1 for the project to achleve the logframe requirements? 



B Methodology 

Guided by thls Scope of Work, the evaluation team will be responsible for the evaluation 4 

methodology, whlch will include the follow~ng 

1 Renew project docurnentatlon, lncludlng 

a Cooperative agreement between USAID and PACT, the project s mtlal two-year 
workplan and other descr~ptlve documentation about the background and approach of 
the project 

b The project's two seml-annual reports, and the project management plan and the 
management m.formatlon system whlch detall all project activities to date and those 
activltles planned for the next SIX months 

c Activity documents (grant project descnptlons, consultant scopes of work and reports, 
workshop documentation and reports, and exposure visit reports) 

2 Interview BEES staff, advisory c o m t t e e  members and USAID staff 

3 Conduct lnterviews andlor questionnares with, gather program mforma~on from, and 
potentially lntervlew beneficlanes of all the major BEES parmers/clients, and wlth a 
sampllng of the other orgamzations whch have participated m BEES activities 

4 Interview the servlce providers whch have served as tramers, facil~tators and advisory 
consultants under the project ' % 

5 Interview key sector players (whether or not they have been mvolved m the BEES 
project) whch can provide perspective on the MSE sector and the type of 
activ~ties/programs necessary to support it 

6 Site vlsits, If and when appropnate, to activities whch have been affected by BEES 
efforts - 

The actual lntervlew format and questlons will be developed by the evaluation team To the 
extent possible, ~nterviews should be conducted m person Tfus will necessitate travel in 
the areas of Johannesburg, Pretona, Durban, Cape Town and the Eastern Cape 

C Evaluation Team 

The evaluation team will consist of a team leader and two additional evaluators Please fmd 
then curriculum vitae attached 

The evaluation team leader will focus on the role of BEES as a servlce provider to 
organizations m the MSE sector Mr Hans Haan will fill tlxs role 

One evaluator will focus on the development and nature of BEES as an institution and 
compare it to other USAID-funded (and other) support facility projects in the MSE 
sector Ms Krm Craig will fill t h~s  role I 
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The thlrd evaluator w~l l  focus on the nature of the South Afrlcan SME sector, how 
it has changed during &e project hfe, and the lmpact of these changes on project 
mplementat~on, as well as the role-of BEES m pupportmg MSE sector research and 
policy expertise Ms Angela (Pmky) Maslugo will fill h s  role 

The fourth evaluator wlll focus on the relatlonshlp between BEES and South Afrlcan 
government, and the servlces BEES has provlded to government or on governrnenr's 
behalf 

Level of Effort 

The evaluatlon wlll be conducted for four weeks, from October 16 through November 10 
The team leader wdl devote up to 30 work days The other evaluators will cornnut up to 
24 days The final report will be submitted by the team leader by November 15, 1995 

E Report Format and Contents 

Table of Contents 
Executive Summary 
Program Background and Current Context 
Statement of Flndmgs and Conclusions based upon exarnmatlon'and analysls of 
current project servlce provision, ~nstitut~onal development and deslgn 
Recommendations for USAID, BEES and BEES partnerslclients to identlfy posslble 
ways to change the project des~gn and strategies m order to Increase relevance and 
be more effective and effic~ent m meetmg project goals and objectives and to fulfdl 
the project s purpose Recommendations should be practical, action-onented and . 
pnontlzed 
Statement of Fmdmgs and Conclusions based upon an analysis of the MSE sector and 
consideration of the project deslgn, ~nstitut~onal structurelprocesses, and servrce 
provrsion necessary to support and develop the sector 
Recommendat~ons for USAID, BEES and the sector as a whole to 1denQfy and 
nplement relevant strategies and activiQes to efficiently and effectively strengthen 
the MSE sector and its support organrzations 
Body of the Report The report should dlscuss the Evaluation methodology, results 
of mterviews and the evaluators analyses whch support and expand on the fmdmgs, 
conclusions and recommendations 
Appendices 

a Scope of Work 
b Bibliography of documents revlewed and analyzed 
c List of persons/agencies Interviewed and their relationshp to the project 
d Copies of any questionnaires used for data g a t h e ~ g  

F Logistics 

C 

The evaluatlon team will be responsible for its own typmg, clencal and other necessary 
secretanal support, mcludmg access to computer, pnntmg and reproduction services The 
BEES staff w~ l l  not be available to provlde secretanal or clerical support However, BEES 
staff wlll be avaiiable to meet with the evaluation team durmg the evaluatlon as pre-arranged 
with Martm Manala 
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The evaluat~on team, to the degree that presence is poss~ble, will make two presentations 
of the draft evaluation report (mcludrng providmg a copy of the draft) pnor to departure of 
South Afr~ca the first to BEES staff, and the second USAID Feedback w ~ l l  be prov~ded 
by both BEES staff and USAID to be taken mto considerat~on/mclusion m the frnal verslon 
of the evaluation 

V l l l  
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DOCUMENTS USED 

BEES prolect, 
June 1994, Imtial two-year work plan PACTIBEES (final draft) 

[1995], SIX month report for penod 18 July 1994 - 17 January 1995 

[October 19951, SIX month report for penod 18 Jan - 1 Aug 1995 (workmg draft) 

[October 19951, Evaluation notes (mternal document) 

BUDS, 
Oct 1995, Local Busmess Service Centre accreditation lut (BUDS, Cape Town) 

Jlm Cotter and Sunone Auhane, 
March 1995, SMME support services o r g m b o n  viability factors management review 
("best pract~ces" fieldstudy prepared for the BEES project) 

\- t 

David Dewar, 
Oct 1994, The Stutterhelm expenence a review and appraisal (consultancy study c m e d  
out for BEES) 

GoSAIDevt of Trade and Industrv, 
February 1995, " m t e  paper" National strategy for the development and promotion 
of small busmess m South Afnca (DTI, Pretona) 

Harvard Business School Bulletm, 
Feb 1995, Beyond the bottom lme the mtlative on soclal enterpnse at HBS 

Ros Hlrschowitz and Mark Orkm (eds 1, 
Apnl 1994, Mlcro-enterprise development m South Afnca (European UruonICASE) 

Kevm Kane and Bernard Flsken, 
Oct 1993, Assessment of 5 grantees funded by Pnvate Sector Division, USAIDIPretona 
(consultancy report) I 
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Brian Lew, 
Nov 1994, Strengthemg busmess servlces for South Afr~ca's MSMEs (Wc?% Bank, 
Cape Town) 

Nced~ Mkhalmh~, 
Apnl 1995, Report on 
BEES (mternal report) 

Teambulldrng and Strateg~c P l w g  Workshop conducted for 

Peter Mornson and Romanus G Monil, 
Jan 1995, The Stutterhem Buslness Adv~ce Center a revlew of 1t.s performance and 
repllcatlon strategy (a consultancy report presented to BEES) 

Fred OYReean. Jlm Cotter. Sam Montsr Slmon Auhane and Ian Clark, 
June 1993, Program deslgn Mlcroenterpnse Development Support Facdity (draft 
report, USAIDiRSA) 

PACT -7 

July 1993, Black Entrepreneurshp and Enterprise Development (BEED) a proposal 

Small Buslness Develoument Cornorahon, 
May 1994, Small and ~ e d k  enterprise development and job creation, m SBDC ' ' 
Comer 

1995, Annual Report 1995 

Judlth Tendler, 
Nov 1994, Strengthemg the capabhtles of (largely mformal) manufactumg 
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PERSONS MET 

Guateng 

BEES Prolect Team 
Mr Martm Manala, dlrector 
Mr Kevm Kane, dlrector 
Wr Bob Rxhards, program officer 
Mrs Peta Qubeka, Resource Centre 
Mrs Lenora Oberholzer, financial adrmnstrator 
Mrs Muyam Kondowe, office manager and executive secretary 

US AID 
Mr Bruno Comelio jr, chef Pnvate Sector Division 
Mrs Margot Biegelson Ellis, Pnvate Sector officer 
Mrs Dawn Storrom, Pnvate Sector Division 

Centre for Developmg Busmess (Umversitv of the Witwatersrand) 
Mr Ian Clark, dlrector 
Mr Barney Tslta 
Mr Septi M Bukula - 
Mr Slrnon Aphane 

Department of Trade and Indusw 
Mr Alroy Dlrks 

Small Busmess Development Cornoration 
Mr Joy Schwenke, Semor General Manager 

- 

National Industnal Chamber - Busmess Advice Centre 
Mr Cleo E Mtshali 

Independent Development Trust 
Dr Len Konar, drrector 

AIternative Fmance (previously Independent Development Trust Flnance Corporation) 
Mrs Thoko Moja 

I 

Nat~onal Sc~entif~c Research Counc~l 
Mrs Sharda Naidoo 

Get Ahead Foundat~on i 
Mr Siswe Tati, deputy managrng drrector, also chaman of Alliance of MSE Practioners 
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INTERVIEW GUIDELINES 

The BEES Evaluatlon started on October 15, 1995 when three of the team members met 
m Johannesburg to dlscuss modalltles of how to conduct ~ t s  work By that tune, the 
team had already read all the lmtlally submitted documents whch mcluded, project 
agreement, mtlal work plan, bnefmg notes, etc The team discussed key Issues of the 
evaluation and agreed on how to proceed They also agreed on the methodology for 
mformaQon gathering and key questions to be asked to both BEES team and thelr clients 
Key questions to the staff lnciuded 

(1) the divls~on of labour amongst the staff members 
(11) the total number of agents they worked with 
(111) where each agent was 
(iv) what they were domg 
(v) all reports and documents produced by the project elther directly or through 

consultants 
(vl) all actlvltles sponsored by BEES, etc 

From then on for more than three weeks, the Evaluahon Team, m different composihon, 
mtemiew representatives from the orgamsauons with whom the BEES project mteracts, 
government officials and other key informants C ,  

The key questions to BEES cllents mcluded the followmg 

(I) what they were domg m the MSE-sector 
(11) where thelr actlvlhes were talung place 
(111) how and when they came to know of BEES 
(iv) what they were domg with BEES 
(v) the strengths and weaknesses they had detected ii BEES 
(VI) whether they thought BEES had made any contnbuhons to thelr work m SMME 
(vli) whether they saw any need to contmue w~th the activities sponsored by BEES 
(vm) what changes they would lrke to see m a future BEES phase 
(uc) any other comments they wished to make on BEES and lts actlvlties, etc 

In all, the BEES Evaluatlon Team talked to representat~ves of more than 30 orgasations 
all over South Afrlca Thelr tune and mterest has been very much appreciated 



ACRONYMS 

AMEP 
BAC 
BEES 
BOC 
BUDS 
DBSA 
DTI 
CBO 
CDB 
EU 
FES 
GoSA 
IDT 
ILO 
K-REP 
K-MAP 
KZN 
MENNGOS 
MSEs 
NAFCOC 
NIC 
NSRC 
NBI 
NEPA 
NGO 
ODA 
PACT 
SBDC 
SDF 
SMME 
UNDP 
USAID 
WITS 

Alliance of Micro-Enterpnse Practitioners 
Busmess Advlce Centre (Stutterhem) 
Black Entrepreneurshp and Enterpnse Support project 
Busmess Opportumty Centre (National Economc Imt~ative) 
Busmess Development Services (DTIfNEPA) 
Development Bank of Southern Ahca 
Department of Trade and Industry 
Cornrnumty-based OrgamzaQon 
Centre for Developmg Busmess (Umversity of the Witwatersrand) 
European Umon 
Fnednch Ebert St~ftung 
Government of South Afnca 
Independent Development Trust 
International Labour Orgmabon 
Kenya Rural Enterpnse Promohon 
Kenya Management Assistance Programme 
Kwazulu Natal 
Micro-Enterpnse Network of NGOs 
mcro- and small enterpnses 
National Federauon of Chambers of Commerce 
National Industrial Chamber 
National ScienMic Research Councll 
Nahonal Busmess Inmatwe 
N t s h  Enterpnse Promotion Agency 
Non-governmental Orgmsation 
Overseas Development Agency 
Pnvate Agencies Worlung Together 
Small Busmess Development Councll * 

StuTterhelm Development Foundabon 
Small, Medium and Micro-Enterprises 
Umted Nat~ons Development Programme 
Umted states Agency for International Development 
Umversiry of the Witwatersrand 


