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EXECUTIVE SUMMARY 

A. OVERVIEW 

A substantla1 growth m the influence of regional and national bumess associaborn 
m Southern Afnca m commg decades seems wtuaily mevltable. The future of busmess 
institutions m the region IS closely bound to the emergmg power of the pnvate sector, That 
power m turn is fueled by pohcy reforms, macroeconormc unperatives, growing rehance 
on market forces, the spread of democratic fonns of governance, and an expected 
quadruplmg of urban populatrons in Sub-Saharan Africa by 2025 

The Agency for International Development has provided assstance to pnvate sector 
busmess assomatrons m the Thwd World because these associatrons can have a salutary 
mf'luence of enterprise development and government pohcy and because prrvate sector 
resources are often qmte scarce at the time when the emergence of busmess assocrations 
could be of greatest benefit A I D 's assstance to busmess associations provides a means 
of leadmg a growth curve by respondmg mth vlsion to felt needs 

In other reeons of the world, A 1.D 's assistance to r e~ona l  busmess associatrons 
has emerged from direct collaborabon between busmess leaders and A I D regional 
M~~sions  In Southern Africa, by contrast, the o n p a l  uutiative for the creabon of a 
r e ~ o n a l  busmess assoaation came from a pubhc sector mternational body, the Southern 
African Development Coordmatron Conference (SADCC)', whch worked mth business 
leaders in the region to create a new lustitution representmg entetpnses, and r t  bore the 
name of SADCC Regonal Busmess Council1 from the start 

A I D entered mto a triangular relatronsh~p mth SADC and the SADCC Busmess 
Council (SBC) as the new mstitution was about to be launched Workmg together has 
proved a difficult task for all three partres, partrcuiarly m the project's most recent years. 

* There have been setbacks and duputes whch WIU requre pabence and understandmg to 
overcome. Nevertheless, A I D 's fundmg of the SADCC Busmess Councd has helped to 
create a platform from whch more effectwe efforts at regonal busmess associabon can be 
launched. Such efforts wdl requlre renewed mutual co~lllllitments by each of the parties 
m order to succeed. 

In August, 1992, the Southern Afncan Development Coordmatmg Conference (SADCC) 
became the Southern Ahcan Development Cornmuty (SADC), a treaty orgamzat~on In 
November, 1992, the SADCC Regional Busrness Councll (SRBC) changed its name to the 
SADCC Busrness Councll (SBC), retauung the onglnal "SADCC" but droppmg "Regional " 
To avoid confusion, we have used the new acronyms, except m quotat~ons and at points m the 
text where the use of an old name is clearly requlred for accuracy 



B THE PROJECT ENVIRONMENT 

A number of cmumstances converged to make th~s project a particularly difficult one for 
USAIDIZlmbabwe to manage, lncludmg 

The uruque three-way relatlonshp between SBC, USAID/Zunbabwe, and the 
SADC Secretanat 

SADC's "exclusive distnbutorslup" as a channel for U S forelgn a ~ d  (supported 
by Congress~onal earmark) wluch provided sigmficant leverage to the SADC 
Secretanat m its dealmgs with USAID/Zrmbabwe 

A general coolmg m the relationhps between USAIDIZlmbabwe and the SADC 
Secretanat m 1991 and thereafter 

The presence of an lnstitutlonal hstory m whch the busmess commmty had 
"bonded" to SADC rather than to A I D 

The absence of an A I D project design 

The presence of a well-considered SADC project design 

The reassignment of USAID/Zlmbabwe's SADC Liaison Officer (project manager 
for the SBC sub-grant) from Botswana to Zmbabwe at a cntlcal stage m the 
project 

The shift of project management responsibrlit~es to an executive with other 
pressmg duties m USAID/Zlmbabwe Mlsslon 

The remoteness of USAID/Zlmbabwe from SBC and the SADC Secretanat m 
Botswana a* 

Insufficient consultmg support for the SBC staff 

The split w i h  the Southern Afncan reglon engendered by Zrmbabwe's "large 
fm, large busmess associationn lmage and the "smaller f m ,  smaller busmess 
associauon" rmages attached to most other countries m the region 

A perception that SBC was pmcipally mterested m the "smaller f m ,  smaller 
busmess associationn matters, rather than all busmess mterests m the region 

Drfferences m Mlss~on objectwes for the project and percepbons of SBC 
performance before and after early 1991 



Many of these d~fficult~es affected the SADC Secretanat and SBC as well, but m different 
ways The SADC Secretmat was the prmary onglnator of SBC and felt Itself respons~ble for 
SBC's performance under the terms of the grant agreement w~th A I D It had entered mto a 
set of mutual undertalungs w~th the region's busmess commumty and felt obhgated to them as 
well It saw SBC as an mtrument of the enterpnse commwty that had been founded to work 
m the SADC reglon w~th SADC as an mt~tut~on It had a drfferent vlew of what 
"mdependence" meant for SBC than dld USAID Zlmbabwe 

SBC felt caught m a war between giants It wewed SADC as a strong publ~c sector 
mtltution m a reglon m whch the publ~c sector IS not to be tnfled w~th It knew of SADC's 
enviable record as a regional grantsman It also knew that SADC's lnltlatlve m settmg up SBC 
had given a form of recogmtion and status to enterpnse m the region whch had not been 
accorded to busmess m the recent past By the same token, SBC's money was commg from 
USAIDIZlmbabwe It knew USAID had not been a passlve donor, havmg seen both carrot and 
stick SBC knew ~t needed both its "parents" to survive and d ~ d  not want to choose between 
them ~f ~t could avo~d domg so 

C i THE ASSESSMENT IN BRIEF 

In 1991, Mission management exarmaed the sub-grant to SBC and made three bas~c 
judgments 

(1) the status quo was not satrsfactory, 

(2) substant~al change was requrred, and 

(3) the Miss~on should take actions requlred to make needed changes happen 

The Assessment Team agrees w~th the first two of these judgements, and with the 
remedial mtent of the third But when the Mission d ~ d  take actlon, the real-world outcomes 
suggest that the partles were gomg through the lower end of a le-g curve m then- dealmgs 
w~th each other In a s ,  the three lnstitutlons jomed company with numerous other A I D 
Missions and pnvate sector orgamzatlons around the world that have expenenced senous 
d~fficulties m thelr relationsh~ps m early project years 

The hstory of th~s project underlrnes a worldw~de lesson almost all busmess associations 
worlung w~th A I D are destmed, sooner or later, to struggle with their benefactor The greater 
thelr sources of mdependent support, the more mtense the struggle can be In contrast with 
mplementmg lnstltutlons whose purposes and operatmg styles are essentially des~gned to fit m 
with donor culture and expectations, busmess organuatlons often prove very d~fficult for A I D 
personnel to understand and to handle The great advantage of busmess assouahon projects is 
that they can provide a lever on the real world, alignrng pnvate sector mhatlve and resources 
with A I D objectwes But managmg these projects can be tune consurmng projects and 
d~stressmg A I D 's lever on the real world m fact operates m both dvections 



The views of the Assessment Team on the pmcipal issues of concern are as follows 

1 Proiect Performance 

SBC, the SADC Secretanat, and USAIDIZunbabwe together have made a modest start 
on establishmg a regional busmess associabon m Southern Ahca SBC's past performance has 
been average at best and well short of the potential of a busmess associabon m the region 

The principal reasons that SBC has not been able to acheve xts full potential are as 
follows 

o SADCISBC recruited as its Executive Director a person who lacked the regional 
stature and mdepth experience normally found m the chef execubve of a 
regional busmess organmtlon 

o The SBC staff did not receive the sustamed gudance, hgh-level techmcal 
assistance, and moral support it required for successful performance 'I'h~s 
treatment contrasts sharply with the atternon and support given to regional 
busrness associations whch USAID has funded m other parts of the world 

o SBC and its Executwe Dlrector have been caught between the conflicting 
mstructlons, pnontles, and objectives of qxx t . .n t  SBC "const~tuencies" , 
particularly those of USAIDIZmbabwe and the SADC Secretanat 

o The SADC Secretanat, USAIDIZunbabwe, and SBC have been locked mto a too- 
tlght and overly ngid mutual embrace An orderly and gradual process of 
disengagement from an unsatsfactory three-way mamage is now appropnate 

2 Need for a Basic Restructumg of Relationsh~s 

' h s  project requlres a basic restructumg of the relakonshps among the three parties 
That IS a substanbal undertalung, requvrng each party to deterrmne whether it IS worth whde 
to contmue m the relat~onshp and, If so, how USAID can start thus process by acknowledgmg 
that its own objectives have changed, by laymg out its requisites for providmg future support 
of reglorial busmess associations m the region, and by fundmg a process that wdl enable each 
of the others to develop and present thelr own positions effectively 

3 Need for "Surer-Board" Norms of Behavior 

The Executwe Duector of SBC has had to dea3 with the equivalent of three Boards of 
Duectors,   IS own G o v e m g  Council, the staff of the SADC Secretanat, and 
USAID/Zmbabwe If these ~nstltutions are cons~dered as members of a "Super-Board," it has 
been a govemmg establishment operatmg mthout the sense of collectwe responsib&y The 
"Super-Board" members have acted urzllaterally when lusted they should have acted 



collaboratively -- discussmg decisions affectmg the association together as equals, and giving due 
consideration to the long-term mterests of the busmess association If the tripartite structure of 
the project IS to contmue, all parties should address unportant issues collectively and seek to 
carry discussion to the pomt of agreement, If there is any reasonable way to do so At a 
rrrrmmum, each member of the Super-Board should owe the other members full opportun~ty to 
consider m advance mportant actions affectmg the future of the association whch one party 
proposes to undertake untlaterally 

4 Actions on Kev Personnel 

Selection of personnel, particularly of an Executive Drrector, IS cntically mportant to 
the future of the association In 1989, the SADC Secretariat chose an Intern Executive 
Dlrector, knowing full well it was ldcely that he would be selected to occupy the post on a 
permanent basis That cntical choice, made at the start, should have been thoroughly reviewed 
by all three partles before it was made Such review would have strengthened the position of 
the chef executive staff officer from the b e g m g  and established a tradition of collaborative 
"Super-Board" responsibility that would have served everyone well m tunes of difficulty 

In 1991, USAIDIZmbabwe made a judgement that the Executive Dlrector had not been 
performrng well The Assessment Team believes the Misslon did not apply its own performance 
standard properly and that its judgement was mcorrect accordrng to that standard Had "Super- 
Board" norms of behavior been observed at the tune the Mission was considemg its action m 
this matter, an error of this lund would have been far less ldcely to occur 

Approval of key personnel and personnel actions affectmg them is an appropnate function 
for a "Super-Board" as is conslderat~on of standards whch should apply m the selectron and 
compensation of business association personnel 

5 Work Plans 

A provision mcluded m the July-August 1990 Grant Agreement Amendment gave the 
Mission the nght to concur m SBC annual work plans submtted to the USAIDIZmbabwe SADC 
Liaison Officer through the SADC Secretanat This concurrence was to provide an additional 
measure of ~ b j e ~ t i ~ i t y  and revlew before funds were committed to activities m any given year 
Extended delays in SADC revlews of SBC work plans and USATDIZmbabwe's llnlung of a long 
delayed work plan to strategic p l a m g  requrrements, misused the work plannrng process and 
adversely affected SBC 

The SADC Secretanat passed respons~bd~ty from one overburdened staff officer to the 
next, llrmtmg both contmuity and responsiveness of oversight At the same tlme, the 
Secretmat's staff became overly rnvolved m the detalls of SBC's operabon USAIDIZlmbabwe 
withdrew its SADC Liaison officer from Botswana at a cntical juncture after he had established 



a very good workrng relationshrp with the Executive Dmto r  Thereafter the Mlsslon devoted 
only modest resources to oversight Neither the SADC Secretanat nor USAIDfZlmbabwe nor 
SBC's own governance structure focussed sufficiently on the busmess associatxon's need for 
consultmg support or on the Executxve Director's need for a program of professional 
development The modest resources devoted to consultmg support contrast sharply with A I D 
practlce m rendemg assistance to regional busmess associahons m Central Amenca and the 
Cmbbean Creatmg a program of professional development for an Executwe Dlrector IS a 
recommended practice m the Umted States, and it IS one whrch should have been given 
substantial attentxon at the outset of ths  project 

D CHOICE AMONG ALTERNATIVES 

The Assessment Team ~dentIfied SIX pmcipal alternatives concemg future 
USAIDIZlmbabwe support of busmess associaoons 

ALTERNATIVE ONE 

ALTERNATIVE TWO 

ALTERNATIVE THREE 

ALTERNATIVE FOUR 

ALTERNATIVE FlVE 

ALTERNATIVE SIX 

USAIDIZlmbabwe would termmate the Sub-Grant at its presently 
scheduled completxon date (PACD) and provlde no further support 
to busmess asocmt~ons m the reglon 

USAID/Zmbabwe would provide a lmted amount of assistance 
to SADC to enable the Secretanat Staff to work duectly with the 
busmess commumty 

USAIDlZmbabwe would fund A I D assistance to national and 
regional busmess associations through the International Executive 
Service Corps (DESC) and/or Center for Internatxonal h v a t e  
Enterpnse, assoelated with the U S Chamber of Commerce 
(CIPE) 

USAIDIZmbabwe would provide regionally- onented bilateral 
support to buslness associations m Zlmbabwe and encourage other 
USAID Missions m the reglon to provide s d a r  support m each 
country 

USAIDlZmbabwe would provide targeted assistance to SBC m the 
context of c e m  preconditions needed to effect major changes 

USAIDlZ~mbabwe would support the establlshrnent of a new 
regional pnvate sector busrness association whose core services 
would be financdly self-sustalmg from the start 

With the excepQon of the fmt al temve,  these choices are by no means mutually 
exclusive In theory, at least, alternatives TWO through SIX could be pursued s~multaneously 



The Assessment Team prefers one or more of the alternat~ves that will keep some form 
of reg~onal assoclation for Southern Afnca al~ve In all probabd~ty, thls wdl requlre a process 
of renegotiation, redesgn, and "re-bondmg" Such a process should take place m an atmosphere 
whch encourages frank mterchange and the rebuddmg of mutual trust If, however, the parhes 
cannot agree on the major changes needed to establ~sh an effectwe reg~onal association, the sub- 
grant should be brought to an end m a way that perrmts SBC reasonable opportumty to pursue 
alternatrve sources of fundmg 

Eventually more than one regional busmess associatlon wlll be requu-ed m Southern 
Afr~ca More than one channel for distnbutmg donor funds to busmess associations also would 
be hghly desu-able Llrmtmg the region to a smgle busmess associatlon or a smgle channel for 
funds tends to promote struggles over wbch elements of a d~verse busmess commumty are to 
control that smgle assoclation Donors could be drawn mto the resultmg contention Zimbabwe 
prov~des a national example of a system of loosely configured alliances among busmess 
associatlons whch could serve as a model for the reglon With more flexible arrangements m 
place, donors could stand somewhat above the fray, givmg positlve support to those reg~onal 
associations whose objectives are compatxble w~th theu- own at any given polnt m tune 

Above and beyond the cho~ce of means, stands the great potential of busmess associations 
to contribute to the reglon at a cntical juncture m its development What counts is fulfililng that 
potentla1 The key questlon for all concerned is not so much who funds or who "owns" 
Southern Afr~ca's busmess associatlons, but rather how these lnst~tut~ons can best be readied to 
grapple w~th the difficult problems the reglon faces now and w~ll surely face m the future 



Chapter 1 

INTRODUCTION 

A ASSESSMENT BACKGROUND 

Thls report provrdes an assessment of assrstance to the SADC Busmess Councll (SBC)* 
whch A I D is fundmg through the Southern Ahcan Development Commumty (SADC) The 
assessment was c m e d  out under Delivery Order Number 26 of IQC Contract Number PDC- 
0095-1-00-9096-90 between the Agency for lnternatronal Development (A I D ) and Louis Berger 
Internatronal, Inc (LBII) 

SBC is an apex regional busmess association, the members of whch are umbrella national 
busmess associatrons m each of the ten SADC states Nme of the SADC states (all but 
Botswana) also are members of the Preferentral Trade Area (PTA) PTA has its own apex 
regional busmess association, the Federatron of Chambers of Commerce, Industry, and 
Agriculture (FCCIA) There presently is a degree of overlap between these two regional apex 
orgarmations FCC1 A has voted to merge with SBC In December, SBC completed an Opbons 
Paper whch, among other thmgs, analyzed the pros and cons of merger 

The pmcipal purpose of thls report is to provide advice to the Umted States Agency for 
International Development Mrsslon m Zunbabwe (USAIDfZunbabwe) concemg decisions it 
may make in the future concemng assistance to SBC A I D fundlng is channeled to SBC by 

4 

* In November 1992, the name of the SADCC Reg~onal Busmess Council was changed to 
SADCC Busmess Council (SBC) In thls report, the newer acronym "SBC" is used except m 
quotations and at pomts m the text where the use of an old name i s  clearly requlred for accuracy 
m meamg Note that whrle SBC has dropped "Regronal" from rts name, rt has retamed the 
acronym "SADCC" m rts name, rather than usmg the more current "SADC" 

In 1992, representatrves of the ten States constrtutmg the Southern Development 
Coordlnatmg Conference (SADCC), signed an agreement establishmg the organnation as the 
Southern Afncan Development Commumty (SADC) In thrs report, the new acronym "SADC" 
is used except m quotatrons and at pomts in the text where the use of an old name is clearly 
requlred for accuracy m m e w g  

The ten SADC member States are Angola, Botswana, Lesotho, ma law^, Mozamb~que, 
Narmbia, Swaziland, Tamama, Zambla, and Zlmbabwe 

PTA has 21 member states 



means of a sub-grant to SADC From the viewpoint of the Zlmbabwe Mission, the SBC 
activities funded by the sub-grant are a part of the Mission's Southern &can Regional Program 
(SARP) and, more particularly, of its regional pnvate sector program 

The assessment was camed out by Harvey A Lerner (Team Leader) and James S 
(Jason) Brown (Senror Consultant) of Louis Berger International, Inc , with research assistance 
from Barbara Phdlips of LBII Mr Lerner and Mr Brown parQclpated m field surveys m 
Southern Afnca Bnef descriptions of the authors' backgrounds are contamed m Appendlx 2 

B ORGANIZATION OF THIS REPORT 

This report has an Executive Summary, eight chapters, and eleven appendices 

The Execufive Summary summarizes the background, worldwide expenence, hlstory, 
alternatives, conclusions and recommendahons 

Chapter 1 (the present Chapter) provides an mtroduction to the report 

Chapter 2 descnbes the mtitutional context of the project 

Chapter 3 provrdes an ~ssues-onented hstory of USAID/ZmbabweYs sub-grant to SADC 
for SBC 

Chapter 4 s u m m m s  of lessons learned from world-wide assistance to reg~onal busmess 
orgarmatrons 

Chapter 5 contam an assessment of the project issues 

Chapter 6 discusses issues affectmg the Mission Regional program and provides 
suggestions of the Assessment Team concemmg the pnvate sector pomon of that program for 
consideration by USAIDIZmbabwe 

Chapter 7 identifies alternatives concemg the future of SBC and rntemational assistance 
to the organzation 

Chapter 8 presents the Assessment Team's pmc~pal conclusrons and recommendations 

Formally, thls report represents an assessment of the SBC Sub-Grant Component of 
SADC Techrvcal Support Grant 690-0215 33 



Thls report has ten append~ces as follows 

Appendix 1 List of Acronyms 

Appendur 2 The Assessment Team 

Appendlx 3 Issues for Considerat~on by the Assessment Team 

Appendlx 4 L ~ s t  of Persons Contacted 

Appendlx 5 List of Assessment Team's h t i a l  PrermsesMypotheses 

Appendlx 6 July-August 1990 Grant Agreement Amendment 

Appendix 7 Pnvate Sector Projects m the SADC Reg~on 

Appendlx 8 Mission's Draft on Project Chronology and Background 

Appendlx 9 SBC Performance Chronologies 

Appendur 10 Worldwide Assistance to Regional Busmess Associahons 

C OBJECTIVE OF THE ASSESSMENT 

The objectlve of thls assessment 1s to examlne the effectweness of SBC m meetmg the 
objectives of the A I D sub-grant to SADC and SBC7s own mandate More specifically, the 
assessment IS to 

o Provide detailed gu~dance to USAIDIZunbabwe as to the nature, scope, 
and level of assistance to SBC for the rernauung llfe of the sub-grant, and 
for any other assistance that mght be contemplated 

o Provide guidance, through USAIDIZunbabwe, as to appropnate 
mod~fica~ons of SBC actlvltles m the areas of orgaruzafion, membership 
relabons, programmmg, fund-raismg, and mplementmg acbvlaes, without 
reference to source of fundmg 

o Prov~de guidance to USAIDIZlmbabwe as to the need for and nature of 
assistance to regional assoclatlons servmg the pnvate sector m Southern 
AfIlca 

o Provide mput mto the development of an A I D Southern -can regional 
pnvate sector strategy, whch specfically analyzes regonal mtmt~ves 



An Annex to LBII's Delivery Order contamed a list of twelve issues raised by USAID 
for consideration by the Assessment Team Th~s Annex IS reproduced m Appends 3 of the 
present report 

D METHODOLOGY 

Work on the assessment was mtiated m mid-August, 1992 with a review of assistance 
to regional busmess associauons elsewhere m the world The findmgs of evaluations of two key 
A I D projects whlch provided support to the Canbbean Assoclahon of Industry and Commerce 
(CAIC) and FederaQon of h v a t e  Entities for Central A m e m  and Panama (FEDEPRICAP) 
were updated through telephone mterviews Donor support to other regional busmess 
associations and actwitles also was bnefly mvestigated 

A field survey was undertaken from August 21 through October 9, 1992 with visits to 
Botswana, Malawi, Tamma, Zambia, and Zmbabwe Discussions were held with busmess 
people and busmess associaQon officials from several other countnes dumg the course of a 
regional conference held m Z~mbabwe m late September, lncludmg persons from Lesotho, 
Maunfius, Mozambique, Nambia, and South Ahca 

The Team's field work started with an onentation zn Harare An mtial review of 
Miss~on files was conducted and a work plan and outlme of the assessment report were 
submitted A bnefmg for USAIDIZlmbabwe officials, held m late August, exarmned pmcipal 
lessons learned from A I D assistance to other regional busmess associations, the Team's mtial 
premises and hypotheses concermg the subject matter of the study, and its plans for carrymg 
out country studies Appendlx 5 contams the list of mtial premses and hypotheses distributed 
at that meetmg 

The Team returned to Harare from visits to other countnes durmg the tturd week of 
September Dunng its field vlsits, the Team met with all members of the SADC professional 
staff, except the Executwe Secretary, met with all the SBC professional staff and most of the 
SBC Councll members, as well as a large number of busmessmen A post-field survey bnefmg 
was held for Mission D m t o r  Morse and Office Chef Buckles shortly after the completion of 
these vislts At th~s  bnefmg, the Team presented its prel~rmnary conclusions concemg the 
underlyrng problems faced by SBC It identified five alternative soluQons and its preferred 
solution at that tune Thereafter, as a result of Mission suggesfions, the Team undertook a more 
intensive review of the files Prelunlnary findings based on ths review and a detailed Prqect 
History contamg extracts from the files whch the Team believed to be pertment to assessment 
issues were submtted to the Mssion m late September 

A summary assessment mcludmg the Team's recommendaQons, conclusions, and frndmgs 
was submitted to the Mlsslon shortly before the departure of the Team from Zmbabwe, together 
with a revmon of the Detalled Project History An exrt bnefing for Mssion Dlrector Morse, 



Office Chief Buckles, and the Project Manager, Donald Greenberg' was held at the end of the 
first full week In October 

Upon the return of the team to Washmgton, the team cross-checked its work by means 
of telephone Interviews wlth persons m the Umted States who had pertrnent expenence with the 
project and ~ t s  context Further research was m e d  out and a Draft Flnal Report was prepared 
A copy of the Draft Fmal Report was submitted m early January, 1993 Louis Berger 
International recelved extenslve Mlssion comments dumg the fust week m March, 1993 

E ACRONYMS 

Because thls assessment refers to busrness and other erg-tions m several parts of the 
world, the l~st  of acronyms used IS very extenslve A full list of acronyms is contamed m 
Append~x 1 

In August, 1992, representatives of the ten member States of the Southern Afitlcan 
Development Coordlnatlon Conference (SADCC) s~gned a treaty wkch would transform SADCC 
into the Southern African Development Commmty (SADC) In November, 1992, the SADCC 
Reg~onal Busmess Councd (SRBC) changed its name to the SADCC Busmess Councrl (SBC) 
The reader thus should be aware that "SADCC" and "SADC" refer to the same 

organ~zation and that "SRBC" and "SBC" also refer to the same orgawat~on 

' Mr Greenberg's formal t~tle is that of "Trade and Investment Advlsor" 
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Chapter 2 

INSTITUTIONAL CONTEXT 

A INTRODUCTION 

Thls Chapter provides three brref perspectives on the mstltut~onal context of the project 
Sectlon B recounts the o n g m  of the mstituoon now called the Southern Afhcan Development 
Comrnumty (SADC) Section C describes the busmess commumty m Southern Afrrca Section 
D deals with the lustor- of busrness orgarvzations m the region 

Dumg the imtorical penods pnor to its name change, the ongmal acronym, 
SADCC (rather than the current acronym, SADC) has been u t k e d  to ident~fy thls 
orgamzat~on in t h  Chapter 

B SADCCBACKGROUND 

In the late 1970's the Presidents of the "frontlme states," Angola, Botswana, 
Mozambique, Tanzama and Zambia worked as a group to support the end of apartheid m South 
Afnca and mdependence for Namlbia and Zlmbabwe As the mdependence of Zlrnbabwe was 
achieved, a larger group of states m the region was organized Theu objective was to reduce 
their economic dependence on South Afrrca as well as support achevement of majonty rule 
throughout the region 

In July, 1979, at Arusha, Tanzama, the heads of state and government from m e  
countries gathered to further explore h s  concept In Apnl, 1980, they officially mugurated 
Southern African Development Coordmtlon Conference (SADCC) Its four objectives, as then 
enunciated m the Lusaka Declaration were 

o a reduction rn econormc dependence, part~cularly, but not only on South Afnca, 

o the forgmg of llnks to create a genume and equitable regional mtegratlon, 

o the mobilmtion of resources to promote the unplernentatIon of national, Interstate 
and reglonal pollcles, and 

o concerted action to secure international cooperation wlthm the framework of 
SADCC's strategy for economic liberation 

The Presidents were Su: Seretse Khanna of Botswana, J u h  Nyerere of T-a, 
Samaora Machel of Mozambique, and Kenneth Kaunda of Zamb~a Sir Seretse Kharma led the 
group 



A central objective of SADCC at that tme was mcreased development among the 
Southern African countnes, mdividually and collectively New channels for trade and sources 
of mvestment were sought But the admmstrative orgaolzatlon was to be kept s lm A brochure 
on SADCC descllbes the approach as follows 

Because the Afncan politxcal landscape IS littered with the past debns of faded regional 
efforts, the foundrng fathers of SADCC knew that wholly new approaches would have 
to be devised for c r a m  theu econormc nutlatwe One part of this new approach, 
whlch was to prove central to future success, was to build pragmatically and 
mcrementally upon projects of demonstrated utility Thus the SADCC o r g m t l o n  is 
not a garden vanety supranational orgaruzation SADCC has only a small mdmentary 
staff 

SADCC was structured around m e  tecbcal umts, each one headquartered m a member 
country Between annual meetmgs of the Council of Mmsters' Consultahve Conference, these 
umts pursued theu respectwe agendas by networlung wth counterparts m other member 
countnes 

Dumg the past eleven years, SADCC has mobilrzed $3 5 bdlion from donors to advance 
the lmplementatlon of regional pnonties In 1981 USAID began the Southern Afnca Regional 
Program (SARP) In 1986, the U S Congress passed the Comprehensive An&-Apartheid Act 
In the context of passage of h s  bdl, b~part~san support for assistance to Southern Africa and, 
SADCC m particular, mcreased In December, 1987, Congress appropnated $50 nullion for 
SADCC Smce then, Congress has appropnated $50 million each yeat for SADCC programs 
To date, the Umted States has provided $313 rmll~on to SADCC through SARP 

SADCC's most lrnportant area of actlvlty has been the rehabilitation and further 
development of the railroad and road networks m the region SARP's assistance has 
concentrated on h s  sector Other areas of USAID support have been agricultural research 
(through the Southern Afncan Center for Cooperauon m Agricultural Research) and t r a m g  and 
education (through SADCC's Regional T r a m g  Center m Swaziland) 

C THE BUSINESS COMMUNITY IN SOUTHERN AFRICA 

The number of persons engaged m busmess may be regarded as a funcuon of populauon 
growth and urbannation to a sigmficant degree On the bass of World Bank populaoon 
projections for m e  of the ten SADC countnes (Swaziland not mcluded) the region's population 
will grow from 83 mllion m 1990 to 205 mdlion m 2025, substantially more than double the 
1990 population The Bank project. a smlar  rate of growth for Sub-Saharan Afnca as a whole 

Corahe Bryant, Southern mean Development Conference (USLA, 1988), p 3 
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As shown m the chart on the followmg page, the Bank's projections show that urban populations 
m Sub-Saharan Afnca wlll more than quadruple dumg the same penod lo 

The composition of regional busmess m Southern Afnca has changed rapidly over the 
last quarter century Whde speclfic cmumstances differ substantially from place to place across 
the region, some generalnations are possible 

o The management of larger compames has become more e h c a l l y  diverse m 
many countries where once it was almost exclusively whte, Indian and Arab, 

o The structure and ownershp of medium-to-small scale busmess is quite broad m 
many countries, both e h c a l l y  and econormcally, 

o There has been a very large upsurge of largely self-f~nanced small/micro African 
entrepreneurs, 40-70% of whom (dependmg on the country) are women 

o Increasmgly, f a m g  cannot provide the full mcome needed by a farmly and 
some part of farmly mcome (varymg from 20% to 80%, dependmg on the 
country) must be earned from busmess 

In these circumstances, an mcreasmg proportion of the total population of the region can 
be expected to be engaged m busmess actlvlties of some type dumg the= lifetune The emergent 
busmess "comrnumty" is ethmcally, econom~cally and socially dwerse There are enormous 
differences in scale, function, structure and markets which charactenze the f m  Individual 
perceptions of problems, needs and priontles are not necessanly compatible, at least not without 
a good deal of glve and take 

As the busmess community will be an mcreasmgly Important part of the electorate m 
Southern Afnca, pol~tical leaders will have to attempt to find the common ground with and 
among them However, s m e  the busmess people themselves will often have relatively little m 
common wlth each other, much less wlth government, this wlll be no easy task Busmess 
orgaruzatlon will ~ncreasmgly emerge m the region to help fmd common ground among busmess 
people and to play an mtermediation role between the public and pnvate sector 

Although there are some busmesses with deep roots and great sophstication m the reglon, 
many people mterviewed by the Assessment Team speak of themselves as relative novices m the 
world of busmess Agam and again, the Assessment Team met people who had been only a few 
short years m busmess and whose parents and bends would not previously have cons~dered a 
business career These emergent business people can obtam little support from thelr commumty, 
elther m terms of expenence or financ~ng Emergent busmess people are expenencmg the 
typical ups and downs whch charactem the process of learrung to be successful m busmess 

lo World Develovment Report, 1992, pp 28, 268-269 





In the Uruted States, four out of five busmesses fail m the fust five years One can not 
reasonably expect the statistic to be much better m Southern Afnca 

Many of these people are strugglmg m the context of considerable adversity Thelr 
markets are often small and fragmented Not only are thelr financial resources lmted, but thelr 
techcal  and managenal slulls and information are extremely restricted Facmg enormous 
problems and uncertamties, many of these busmess people are very unsure of themselves and 
theu prospects 

To add to thew problems, many busmess people view theu governments as determmed 
to make h g s  difficult for them The typlcal government oficial, they feel, seems bent on 
controllmg and constrammg rather than facllitatlng and supporting theu actwities 

A reactlon whlch one can expect m such cucumstances is for the busmess community to 
become increasmgly defensive and ngld And traditionally, there has been a good deal of 
rigidity and conservatism to busmess operations m Southern Ahca  Many busmesses, especially 
m the poli~cally unfavorable clunate of the m e d i a t e  past, have preferred to keep a low profile, 
Innovate as little as possible, and wait for events to unfold 

Perhaps because of the mcreasmg adversity faced by busmess m recent years and perhaps 
also because of the many new entrants to busmess activihes, bmgmg m fresh (If 
unsophsticated) ~deas, a surpnsmg number of the busmess people that we met are talung an 
outward-oriented and mnovative outlook toward theu busmess activity They are loolung for 
new rdeas from whatever duection they might be obtamed 

There 1s a keen mterest in leammg and m usmg the resources that are rncreasmgly bemg 
made available m Southern Ahca from a vanety of sources When services are viewed as 
relevant to solving problems, they are being quickly utillzed 

The objective of busmess 1s to make money In thls, Southern Afncan busmess is no 
d~fferent than any other region of the world However, Southern African busmess ~s confronted 
by constraints whch are much more severe than m many other parts of the world The Team's 
mterviews mdicate that the busmess people m Southern Afnca are mcreasmgly aware of the 
larger problems that have to be solved ~f their enterprises are to contmue to grow and make 
money 

Partly because of the more favorable political environment and the resultmg room to 
maneuver that is emergmg, busmess people are starting to tlmk that they are, perhaps for the 
frrst tune m many years, m a posltion to do sometlung about the policy framework m which they 
operate 

The result IS that a growmg number of busmess people are t a k ~ ~ ~ g  advantage of and 
actively participatmg m the mcreasmg numbers of meetmgs, workshops and other vehcles that 
are emergmg whuch offer them the opportumty to exchange ideas and seek common ground with 



others They are t a b g  and they are hstenmg They are explorrng the posstblllt~es of regional 
trade and they are articulatmg thelr deswes to reduce the barners to travel across the regton's 
borders 

But there also is a tentativeness about all of h s ,  the sources of whch are several fold 
First, the very new entrepreneurs lack financlal resources to c o m t  to busmess organmoons 
and advocacy Theu: partlcrpatlon m association activttles usually requrres some source of cross- 
subs~dy or external support Thelr numbers promse s~gmficant polihcal and economc potential 
once they are orgamed But the costs of orgamzatlon are for them relatively hgh, whde the 
payoffs are most uncertam Second, some fm have establ~shed relationsbps wrth thelr 
governments whlch yleld them advantages whch they would be loath to give up m return for 
what they may vlew as ephemeral advantages T h d ,  some firms, ethmc groups, and 
mdlv~duals have rece~ved 111-treatment from thew governments m the past and bear legac~es of 
fear and dlstrust Fourth, the growmg acceptab~l~ty of South A f m  m the reglon and the talk 
of regional mtegratlon ralses questions concermg the prospective v~abll~ty of busmesses whch 
have grown up behmd trade bmers  or which have prospered as a result of confrontat~on wlth 
South Afnca 

Unfolding events m South Afnca project theu: mages far to the North It IS concelvable 
the reglon may expenence a vicarious lund of second independence The relat~onshps between 
government and busmess that emerge as South Afhca's new mulh-racial leadershp comes to 
power could set a pattern for the region One could magme that a movement not unl~ke that 
of the revltalmd CAIC m the Caribbean (described m Appendlx 10 of this report) could take 
shape m the SADC reglon once the dust has settled to the South However, it also IS 

concelvable that no such movement will be able to gam substantd comrmtments of the funds 
and tlme of the large firms In the SADC region until a good many corporate home offices m 
South Afnca, m London, or elsewhere dec~de that the tune IS nght 

D BUSINESS ORGANIZATIONS IN SOUTHERN AFRICA 

Busmess o r g m t l o n s  have well establ~shed roots m the reglon National chambers m 
Zamb~a, Zlmbabwe and Tanzma can clam a long hentage Other pnvate organtzatlons 
representmg busmess mterests m the reglon have also been m existence for a considerable 
penod Farmer's umons, cooperatives and ehcally-based busrness orgmtions ,  are well 
established m several countries 

These o r g m t i o n s  have much m common m the funct~ons whch they perform for thew 
members 

o Provlde rnechamsms through whch to exchange mews and mformat~on (mcludmg 
the newest techcal information), 

o Provide mechaxllsms for identifylog and attemptmg to solve common problems, 

o Provide mechanisms through whch to vo~ce common concerns to government 



After mdependence, the fortunes of most of these orgaruzations were closely tled to the 
attitudes of the new governments Some governments (notably T m a ,  Zambia, Angola, and 
Mozambique) uutxally viewed them as representmg the mterests of the old entrenched whlte or 
Asian rmnonties As a result, thelr influence generally waned In other countries, busmess 
orgamzatlons survived the transition to mdependence Whde some of them were weakened for 
a tune as they adjusted to requrements to broaden thelr membershp bases, a number emerged 
from thrs penod with new strength Among these were orgamations m Zmbabwe, Malawi and 
Narnlbia Yet others were able to mold themselves to the new polit~cal realities from the 
beglnrung BOCCIM m Botswana fits tlvs mold and has been able to emerge as one of the 
strongest busmess orgarmations m the region 

In the late 1980's as attitudes toward busmess began to change for the better, busmess 
orgaruzations m Zambia and Tamma, whch had experienced earlier dficulties, began to re- 
emerge and struggle to find an Identity m the new political, social and economc environment 
Thls has not been an easy task for them for several reasons 

o It remamed unclear what role political leadershp would allow them to play m an 
emergent Southern Ahca, 

o The busmess commumty was far more ehca l ly ,  economcally, and functionally 
d~verse than the old one of colomal days and busrness people often viewed 
themselves as havmg less m common, 

o The new busmess leadership, after long abeyance m the dynamic use of these 
organmtional structures, often had little expenence urlth the forms and functions 
of busmess organmtlons 

o In many cases, political leadership was as mterested m the awearance of 
busmess mput as they were m genume busmess particlpatIon 

Dunng the 1980's, busmess leaders adapted thelr mvolvement m busmess associations 
to mdlvidual na~onal cmumstances The nominal reasons for h were the same that had led 
to the creation of the onglnal busmess orgamtlons they wanted and needed a voice The 
reemergence of busmess o r g w t l o n s  was encouraged by the recogmtxon of the more 
progressive politxcal elements m the region that havmg a business lnput to political decision- 
makmg was becommg mcreasmgly important These polltical elements supported the emergence 
of natxonal and regional busmess orgamtions and gave them forums through PTAIFCCIA and 
SADCCf SRBC 

Both the political and busmess leadershlp m Southern Africa recogwe the fundamental 
fact that once the decision was made to bulld the future on the bass of a strong busmess 
commumty, that busmess commun~ty would have to be o r g d  There are two reasons that 
organmoon was mevitable 



o So that the publrc sector would have a vehcle wrth wtuch to commmcate wrth 
the pnvate sector, and 

o So that the pnvate sector could solve those problems, whether pubhc or pnvate, 
that extend beyond the purvrew of a srngle firm 

Respondmg to the new economc urgencres, PTA and SADCC recogr.uzed the need for 
the prrvate sector to have a vorce at an early date It was for this reason that these two 
orgamzahons, with the support of the more dynarmc elements of the publrc sector at the natronal 
levels, supported formatron of FCCIA and SRBC It was for tbls same reason that the few 
busmess leaders then actrve m the regron supported that mtratlve and have continued (desprte 
disrllusionment on the part of some) to support development of the natronal and local-level 
organmtrons whlch must serve as a key element of busrness development m the regron 

PTA establrshed the Federatron of Chambers of Commerce, Industry and Agriculture 
(FCCIA) Under rts wmg, FCCIA was both to asslst local chambers m thew development and 
to prov~de a vehcle for developmg both natlonal chambers and FCCIA as vehcles for 
encouragmg trade 

The SADCC Secretanat's concephon was the establishment of Nahonal Busmess Counclls 
(NBCs) III each country, wtuch would be apex orgmtrons ,  artrculatmg a nahonal consensus 
on key pollcy Issues The assumpQon of this approach was that such a srngle apex body would 
make it both easier for SADCC to cornmumate wrth and understand the pornt of view of 
national-level buslness and easier also for natronal-level busrness to fmd a common pornt of 
vfew 



Chapter 3 

PROJECT HISTORY 

A INTRODUCTION 

Tlus Chapter provldes an ~ssues-onented mterprebve hstory of the SBC sub-grant The 
project hstory has been a very complex one, and there are many subjects of controversy Whde 
the account contamed m thls chapter attempts to Interweave several viewpomts presented to the 
Assessment Team, lt should be noted that there are slgmficant differences of opmon among 
those concerned as to what subjects are mportant and concemg what detalls are relevant and 
accurate 

During the W o r d  periods prior to rts name changes, the original acronyms, 
SADCC (rather than SADC) and SRBC (rather than SBC) have been uthed to identlfy 
the two orgaruzatlons in t h  Chapter 

Seven substant~ve sections of th~s chapter deal with the following subjects 

Secuon B The formahon of SADCC Reglonal Busmess Council and 
USALD's/Zunbabwe's mtral fundmg of SRBC 

Sectlon C SRBC's 0bje3ves and evolvrng relatlonsbps among USAID, SADCC, 
and SRBC 

Sectlon D Project support provlded by Mission personnel and consultants 

S e c ~ o n  F Work Plans 

S e a o n  G Views of SBC performance 

A short chronology of the project, prepared 
m Appendlx 8 to th~s  report 

m draft by USAIDIZlmbabwe, IS reproduced 

B THE FORMATION AND INITIAL USAID FUNDING OF SRJ3C 

l h s  section discusses the process by whlch SRBC was o r g d ,  SRBC's objectives, 
a related USAID "umbrella" project then bang designed by USAIDIZlmbabwe, and A I D 's 
mtlal fundmg of the project through a sub-grant to SADCC 



The SADCC/SecretartatYs Orgawrng Role 

A SADCC Industry and Trade Coordlnatmg Division (SITCD) was established m 
Tanzama as part of the formal SADCC structure m 1980 However, it was not untd 1983 that 
concerns with mdustry and trade assumed a prowent place on SADCC's agenda A paper on 
these subjects presented to the 1984 Annual Consultative Meetmg was cnbclzed by delegates 
because of the authors' failure to consult w~th the pnvate sector, desp~te the fact that the bulk 
of mdustnal mvestment whch ~t projected clearly would have to be sought from thls source 

Given the mcreasmg recogrution of the lrnportance of the pnvate sector to economc 
development m the region, the SADCC Secretanat came to believe that it needed some sort of 
mecharusm for obtamg pnvate sector mput mto SADCC decision-malung In 1985, a meetmg 
sponsored by the Swed~sh development agency brought together Chamber executives from m e  
countnes on the subject of the role of the pnvate sector Those attendmg concluded that the 
regional prwate sector business orgarmations (1) lacked profess~onalisrn, (2) did not know each 
other, (3) and did not have strong local orgmtional  structures SADCC Secretanat began at 
thls pomt to thmk seriously about a formal mechamsm to strengthen busmess organmtlons and 
thelr mput to SADCC 

In the hght of thls background, the SADCC Secretanat orgamed a Semtnat for 
Busmessmen m Victona Falls m Zmbabwe m October of 1986 'lhs meetmg for the first tune 
provided an opportumty for busmessmen to exchange views with the SADCC Secretanat and 
Government representatwes and to discuss theu relat~onshps w~th Government and SADCC 
among themselves Most of the attendees represented sueable f m s ,  and most were favorably 
unpressed The bas~c outlmes of what became the SRBCfSNBC network were presented at that 
Seminar 

After the V~ctona Falls Semmar, the SADCC Secretanat assembled a steermg committee 
of busmessmen to work with it m settmg up a conference for the followmg year to be held m 
Botswana, pnor to the 1987 Consultatwe Meetmg Two hundred busmessmen reportedly met 
with officials to discuss thelr role m the program They endorsed the conclusion of the Victona 
Falls Semlnar regardmg the establishment of nabonal buslness counclls that would m turn send 
representatives to a reg~onal buslness council At the Consultative Meetmg whch followed, 
Mmsters of Trade and Industry were charged to return to thelr own countnes and establish 
umbrella national busmess councils 

A follow-up meeting of an Advisory Group of Busmessmen was held m Harare m 
November, 1987 SADCCys Secretary General reiterated h s  comrmtment to establishmg the 
busmess council network at that meetmg He recalled that the Victom Falls and Gaborone 
Semlnars had recommended the establlshrnent of SADCC Busmess Counclls 

as a vehcle for consultations among the reg~on's business cornmumQes m the 
fust instance and between the busmess commumt~es and the SADCC member 
states on matters of product~on, enterprise and investment He added that the 



natronal busmess counclls could also propose projects through the relevant 
member States for mclusion m the SADCC Programme of Act~on, and the 
reg~onal busrness councd can send project proposals to the relevant Sector 
Coordlnatmg Umts 

He recalled that the SADCC Councll of Mmsters, meetmg m Gaborone on 3rd 
February, 1987, welcomed the proposal to establish busmess counclls prov~ded 
that they would "not be Government funded"' and that "any requests for external 
assistance should be cleared wrth the SADCC Secretanat "I1 

In early 1988, four SADCC National Busmess Counclls had been formed m Zimbabwe, 
Zamb~a, Lesotho, and Malawi In each case, an existmg organnation was given responsibllrty 
for servmg as the "apex" body In the case of Zunbabwe, the responsibrlity was to be rotated 
between two existmg organnations whch would each serve for a year In several countries, due 
to confl~ctmg pnonties, it proved d~fficult to convmce other nat~onal-level orgarmatrons to jom 
the National Busmess Councrl 

The first SRBC General Councrl meetmg was held m March of 1989 m Harare wrth the 
rune SADCC counmes attendmg The meetmg was orgamed and facilitated by the SADCC 
Secretmat The meetmg (1) elected the SRBC officers, (2) amended and adopted the SRBC 
Constitution, (3) asked SADCC Secretanat to act as secretmat untd SRBC had one of its own, 
(4) selected Gaborone as the home of SRBC, and (5) charged NBCs to submit bankable projects 
to the Secretmat The Constitutron drafted by the SADCC Secretanat12 contamed a 1st of 
thlrteen objectives for SRBC, several of wh~ch related to SADCC rtself 

In May of 1989, the first Board meetmg of S m C  was held 
In Gaborone The budget and financmg plan recommended by the SADCC Secretanat was 
approved as were the terms of service of the SADCC staff At thw early stage, a substantral 
number of seruor reg~onal busmess people were keenly mterested m SRBC and were act~vely 
mvolved m I& early meetrngs Some of those gradually lost xnterest as tune pasiced 

2 SRBC Obiectwes 

There are three prmcipal contexts m wh~ch the "objectives" of SRBC are pertrnent The 
first stems from the onglnal deslgn of the orgamtlon by the SADCC Secretanat whch 
env~s~oned close tres to SADCC rnstrtutlons The second context is m connectron wrth the 
des~gn of a reg~onal private sector umbrella project by USAID m whtch ~t was for a short period 

l1 Re~ort Meeting of the Advisory Grou~ of Busmessmen (Harare, November 3, 1987), 
PP 1-2 

l2 An early draft of the Const~tution had been prepared by Davld Long, then Pres~dent of 
the Confederation of Zmbabwe Industries 



envisioned that SRBC could become a SADCC-connected channel for delivermg a vanety of 
USAID-sponsored services to the region's pnvate sector m s  context envisioned ties with both 
SADCC and USAID The thud context has developed m connechon with more recently 
articulated views w i t h  USAIDIZmbabwe to the effect that SRBC should distance itself from 
both the SADCC Secretanat and USAID, and become a more mdependent lnstitugon 

a SRBC's Constitution 

The Constitution of SRBC, adopted m March of 1989, set forth tbrteen items m its 
section on objectives These were 

to exchange views on matters concemg regional economc development, 
lnvestment and trade, and to make recommendations to the appropnate organs of 
SADCC, 

to coordmate the activihes of the Nahonal Busmess Councils, 

to present the views of the busmess commmty through dialogue with 
Governments of member states and participation m the achvihes of the organs of 
SADCC, 

to consult with Governments of member states on economic policies on 
lnvestrnent and ma-SADCC trade, 

to facilitate the promotion of lnvestrnent w i t h  the SADCC region, 

to identrfy Investment opportunities for the parkipahon of enterpnses of the 
member states, m trade, economic development and transfer of technology, 

to act as the vehde for the promobon of the objectwes, programs and achvities 
of SADCC w i t h  the busmess commumty, 

to promote manpower t r a m g  and development programs of regional relevance 
to the busmess commumty, 

to promote research and development and the transfer of technology rnto and 
w i b  the reglon, 

to coordmate the partlcipatlon of the busmess cornrnumty m regional development 
projects m collaboration with appropnate SADCC sector coordinators and 
member states, 

to exchange mformahon for the promotion of mtra-regional trade and cooperahon 
m the production of goods and services, 



o to act as a vehcle for contact and cooperaoon between the regional busmess 
commumty and the lntemational busmess commufllty, 

o to organzze fiws, edbitlons, mssions workshops, conferences and seminars for 
the promohon of mvestment, trade and regional cooperahon, m collabora~on with 
the relevant sector coordinators 

SIX of these 13 objectives expl~citly mention SADCC l3 The second objective refers to 
the coordmation of the acuvmes of the National Busrness Counclls and the eighth objechve 
refers to manpower trauung and development programs of regional relevance to the busmess 
commumty However, supporting the development of nat~onal-level busrness associations IS not, 
m itself, mentloned as a separate objechve 

David Long, who was then Pres~dent of the Confederation of Znnbabwe Industries and 
prepared an early draft of the SRBC's constitution, reports told the Assessment Team that the 
founders bel~eved that a was very important to lnvolve and comrmt governments to the 
undertakrng It was anticipated that the organmtlon would work closely with SADCC's sector 
coordmation apparatus and promote a views of larger reg~onal obptlves that would transcend 
narrow national rnterests 

3 USAID's Umbrella Pro~ect Des~m 

While the SADCC Secretanat was designrng SRBC and draftmg its constitution, both 
US~ID/Zunbabwe'~ and the SADCC Secretanat also were mvolved m discuss~ons concernrng 
a larger M~ss~on program of assistance to the pnvate sector m the region mto whch USAID 
ass~stance to SRBC was supposed to fit In early 1989, the Mission undertook the design of an 
Export Enterpnse Support @ES) Project whch was to be the pnmary vehlcle of ~ t s  Southern 
African Regtonal Program (SARP) It imtially envisioned that EES services would be dehvered 
through a USAID contractor Consideration of the SRBCISNBC network as an alternative , 
became part of a discussion of "ownershp" issues affectmg relat~onshps between the SADCC 
and the SARP programs as a whole I 

l3  Two of objectives refer to SADC as a region rather than as an mstitution After l~strng 
the thuzeen objecbves m Sectlon 1 of Article IV, Section 2 states, "In furtherance of the 
foregomg objectives, the Regional Counc~l shall malntam close liaison with the National Busmess 
Counclls, the Organs of SADCC and rntemtional busmess orgamahons, and shall do such 
other W g s  as may be necessary and deslrable for the achevement of the said objectives " 

USAIDIZmbabwe has lead responsibdity for A I D 's Southem Ahcan Regional Program 
Is-) 



In July of 1989, Mr Maphanyane, of the SADCC Secretanat, after review of a Project 
Identification Document (PID) prepared by the Mission for the EES, wrote to USAID objecting 
to th~s  document on several grounds 

the Secretmat IS very concerned that the proposal also seeks to by-pass established 
SADCC structures and approved programmes The proposal to have a central contractor 
with country offices represents a level of bureaucratmbon the Organwition would find 
difficult to accept A number of the proposed activlbes are also not part of our 
programme Our view is that any assistance to SADCC must seek to strengthen the 
region's mt~tutional structures and m e c h s m s  however long it takes and only use 
external assistance for specific tasks as ident~fied by regional organtzatlons themselves 
The level of outs~de mvolvement contamed m your proposal would sunply overwhelm 
local mtitutions and smother thelr mtiatives 

In the proposal there is a mur of regional and purely nabonal projects The Secretanat 
has m the past advocated that regional and national assistance programmes should be 
mutually remforcmg To that extent the proposal is m lme with Secretanat thmkmg 
However, h s  should not be mterpreted to mean that we would support the use of 
resources earmarked for regional cooperation for national programmes Elements of the 
proposal whch are national should be funded m the context of brlateral assistance 
programmes 

In summary, the Secretanat is unable to support the use of resources earmarked 
for SADCC for activities that have not been approved by the relevant SADCC 
organs in the normal way The proposal also mvolves a level of bureaucratlzat~on 
and outslde intervention which is not conducive to the development of regional 
lnst~tutional capacity The use of a central contractor with country offices at a 
cost of US$5 million is especially unacceptable Although regional and national 
programmes shouId be mutually supportive the distmction between regional and 
bilateral budgets should be marntamed 

'1 

In conclusion we would urge you to recast the proposal m order to ensure that 
USAID resources earmarked for SADCC are used for specrfic projects approved 
by the Orgamation We are always open to your views on how SADCC projects 
can be unproved m order to most effectively achleve our shared objectives for 
h s  region 

l5 Letter from E Maphanyane (SADCC/S) to Mission Dlrector AUlson Hemck 
(USAID/Zunbabwe) The Mssion pomts out that SARP money was h~stoncally used to support 
naoonal programs without a great deal of regional jmUficats.on, and m these ~nstances the SADC 
Secretartat raised no objections Mission Comments, p 10 



A week later, Ms Allrson Hemck, USAID/Zmbabwe Drector, wrote the followmg to 
John Hummon, USAIDIBotswana Drector, concernmg the Maphanyane letter and concernulg 
a subsequent meetlug she had with Dr Makone and Mr Maphanyane 

In essence, the Secretanat IS expressmg the vlew that the project should focus more 
narrowly on reg~onal actlvrtres and use lndrgenous resources wherever possrble to 
unplement those actlvrtles From a procedural standpomt, the Secretanat mrsts that 
regronal funds should be used to support only those actrvltres whch have been revrewed 
by the Councrl of Mmsters and mcorporated mto the Programme of Actron Thelr vrew 
IS generally consrstent wrth that of the Congress, whch states m more general terms m 
the Appropnat~on Act that funds are made avarlable, "only to asslst sector projects 
supported by SADCC " I wrll be meetmg soon wrth the Drrector of the SADCC 
Sector Coordmtmg Umt for Trade and Industry, to consrder how best to accommodate 
SADCC concerns In the meantune, one approach whch appears to have the potentral 
at least to part~ally reconcrle USAID and SADCC mterests, would be to expand the role 
of the busmess organuatlons designated as the SADCC Busmess Councll m each 
member-State, so that requests for sub-project assistance at the natlonal levels are seen 
to come from these bodres The project as a whole mght be concerved as a means of 
suppomg the servrces of the Busmess Counclls and strengthemg thelr capabllrtles to 
carry out both thelr natronal and regional responsrbllihes It would therefore serve to 
develop the reglonal SADCC agenda, under the ausplces of an identified pnonty of the 
SADCC Councrl of Mmsters, wrthout excludlng national mtratives The project wlll 
also support the SADCC Regional Busmess Councd and rts Secretanat, to be establ~shed 
rn Gaborone l6 

A M~ss~on  account of these transactions IS as follows 

SADCC/S, after a review of the PID, strongly suggested to USAID/Zunbabwe that the 
SARP Export Enterpnse Suppon (EES) project should utrllze the SRBC/SNBC network 
mtead of developmg a contractor field office network l7 

It was clear that the Mission had energetc Interchanges on the subject of SRBC's 
relatronsbps to the Mission's plans well m advance of the mtial hndmg of SRBC9s actwitles 
by A I D l b s  IS true whether one sees the discussion m terms of the relatlvely narrow 
question of whether to use a contractor or SRBC for EES or the larger questlon of whether 
USAID'S programs would have to be stramed through substantwe, orgamzatronal, and 
procedural filters estabirshed by SADCC program If the SARP Export Enterpme Support 
Project was to constitute an "envelopew for fundmg those elements of the formally establ~shed 

l6 July 25, 1989 Letter from Allison Hemck (USAIDIZmbabwe) 
(USAID/Botswana) 

to John Hummon 



SADCC program whch fit w i h  the EES scope, then SADCC would set the objectives by 
passlng these elements through its system 

We believe that Ms Hemck saw the larger issue clearly Nevertheless, she thought that 
SADCC would agree to projects whlch could be seen to have come from w i t h  the busmess 
council network, even if these ideas actually onglnated W I ~ ~ L U  USADfZmbabwe In a later 
letter, she acknowledged that such an approach mght pose complications wrthm A I D 's own 
structure m whch each bdateral rmsslon has considerable dependence and the regional M~ss~on 
little real control l8 Nevertheless, the Mrss~on apparently went forward with its p l m g  for 
the EES Pnyect on the prermse it mght utilize the SRBCfSNBC network, at least as one opbon 

At the end of September, 1989, Donald Greenberg, then w o r h g  w~th REDSO/EA m 
Nalrobr, submrtted a report on four national busrness councrls (Botswana, Lesotho, Swaziland, 
and Malawl) to USAID/Zmbabwe l9 The report found that 

In general, the proposed strategy of usmg the SNBC's for EES project national activity 
mplementabon IS feasible m those countries where the busmess councd is part of a 
v~able chamber of commerce or confederation of busmesses 

The assessment concluded, however, that the four busmess counclls (Botswana, Lesotho, 
Swaziland, and Malawi) requlred addit~onal assistance or restructurrng before they could 
implement EES actlvlties The assessment recommended that a thorough defmt~on of 
inst~tutional needs be undertaken dumg EES project paper preparation 

Mr Greenberg's assessment also found that USAID Miss~ons supported the concept of 
usmg the SNBCs to unplement EES actrvitles, w~th two qualifications 

o Most activities drrectly m support of publlc sector agencies should be 
implemented through the missron, rather than the busmess councd, 

l8 Ms Hemck wrote to John Hurnmon of USAID/Botswana on August 22,1989 "I expect 
~t wlll be a considerable challenge to work out an approach to project design and mplementation 
whch reconc~les the SADCC Secretanat's concerns with the bi-lateral Misaons' mterest m 
retalntng a measure of national spec~ficity and autonomy m the development of project sub- 
component actrvitles Not to mention the procedural issues ra~sed in Mapbyme's letter of July 
12th " 

l9 Donald Greenberg, An Assessment of SADCC J3usmess Counclls and Thelr Host 
Instr tutions A Reuort for USAIDIZmbabwe (September 30, 1989) 



o Some capacity at the rmsslon level IS necessary to admuster and evaluate pnvate 
sector activities, and to manage public sector-or~ented actlvit~es and whch cannot 
be delegated to the busmess counclls Where necessary, the EES project should 
be able to fund part or al l  of a long term advisor at the USAID for that purpose 

In the meantme, however, the des~gn of the regional project was encountern 
d~fficulhes Our understandmg IS that the SRBC actlvlty was broken out and funded through the 
M~ssion's existmg techcal support grant to SADCC m order not to loose momentum on the 
formatron of the busmess councll network Accordmg to sources m the M~ssion, by ths tune, 
the Mission position had shfted It was no longer the mtentlon to utdlze the National Busmess 
Councll network as a vehcle for implementation of the larger Mlss~on project SRBC was bemg 
supported by USAID on its own ments 

4 Status at USAID Fundlng 

In November, 1989 USAIDIZlmbabwe authomed by a letter to SADCCIS the use of up 
to $386,000 of the SADCC Techcal Support Grant to establish a Secretanat for SICBC Of 
tEus letter, the Draft History prepared by the M~ss~on (Appendix 8) states 

No substantive goals, objectives, or expectations for SRBC were specified m thrs letter, 
nor apparently m any other commumcahons between USAID and the SADCC Secretanat 

In summary, when Dr Edwm Bbenkele amved m Gaborone to start hls work as SRBC's 
lnterm Executwe Secretary m early November, 1989, the only formal substantwe guidance 
c o n c e m g  the SRBC's objectives then m existence were (1) the objectives set out m the SRBC 
Const~tution and (2) purposes elaborated m other early documentat~on drafted or prepared by the 
SADCC Secretanat 

USAIDIZnnbabwe was stdl wrestlmg wlth the problems of des~grung a reg~onal umbrella 
project Agreement had not been reached w~th the SADCC Secretanat or w~th USAID's 
bdateral , r ~ ~ s s ~ o n s  concemg how the delivery mechamsm would be reconcded to then 
respectwe views and requirements However, USAIDIZmbabwe and the SADCC Secretanat 
were perhaps attemptrng to forge a meemg of mmds between themselves m pract~caf terms 

C EVOLVING TRIANGULAR RELATIONSHIPS AND SRBC OBJECTIVES 

Whatever formal description may have been used to charactem the relatlonshps 
between Zmbabwe Miss~on, the SADCC Secretanat, and SRBC at any glven pomt m tune, they 
essentrally became triangular m nature and were deeply mterwoven w~th differences of opmon 
concemmg SRBC's objectwes and with Issues of control Th~s secQon exammes the way these 
relaaonshps were v~ewed m several project-related documents and the emergence of differences 
among the three mam parties 



May. 1990 Pro~ect Paper Sumlement 

In May of 1990, a Project Paper Supplement was developed m connection an amendment 
to the SADCC Techmcal Support Project l lm Supplement stated 

The SADCC Regional Busmess Councll was established m 1989 to serve as a central, 
coordmtmg office m support of NaQonal Busrness Counclls from each SADCC member 
state The National Counclls are pnvate-sector onented busmess organrzations affiliated 
with Chambers of Commerce and Industry or slmdar bodies representmg the mterests of 
local manufacturers and traders 

The Regional Busmess Councll serves as the pmary advisory body to the SADCC 
Secretanat, providmg a pnvate-sector perspecme and lnput mto SADCC-mtiated policy 
dialogue and project development 

The Project Paper Supplement then quoted the objectwes 
listed m the SRBC consWution verbatlm It went on 

The SADCC Regional Busmess Council is a nascent orgamatlon promoted by the 
SADCC Secretanat and founded by its constituent SADCC Nabonal Councds One of 
the principal justificatrons for contmued USAID assistance to the Regional Councll ls the 
Secretanat's and USAID'S deslre to help the Councd establish regional cred~bdity and 
a proven track record of success m unplementrng regional actlvities to Improve the 
performance of pnvate-sector exporters m Southern Afnca Without such a track record 
it is doubtful that the Regional Council could generate and mamtam the level of support 
from its constituent National Councils necessary to actueve its broad objectives and attam 
eventual financial sustainabllity 

On the matter of the relationships among SADCC and SRBC, and how 
USAID/Zlmbabwe fit mto thls relationshp, the Supplement said . 

C 

USAID recognues that, because of the fledglmg na&e of the Regonal Busmess Councd, 
considerable momtonng and oversight will be necessary m the early years of its 
operation The Secretanat, by dmt of its greater experience m managmg regional 
activities and multi-lateral coordmtion on pollcy and other issues, ~s well-placed to 
monrtor and advlse the Regional Council m the mplementation of its separate 
agenda The Secretanat is prepared to serve as advisor to the Councll and to momtor 
the Council's financial accountabll~ty The USAID Project Manager, m the person of 
the SADCC Liaison Officer, will be the third actor m defmmg, approvmg and 
momtonng the Council's actlvities USAID/Zlmbabwe believes that such effectrve 
collaboration among the three orgamzabons is hghly desirable and should be encouraged 

20 These objecoves are quoted at the beglnnlng of this Subsection 
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USAIDIZlmbabwe makes the pomt that the Project Paper Supplement was a document 
requrred for internal A I D purposes, and whle not msigmficant, did not represent the 
negotiated understandmgs of SADCCIS, SRBC, and USAID Zrmbabwe The Grant 
Agreement Amendment is discussed m Subsection 4 below 

2 June. 1990 A I D /Washn~ton Cable 

In early June, 1990, the Mission received a cable from A I D N a s h g t o n  whch msed 
questions about the mechamcs of the sub-grant to SADCC for SRBC and the underlymg nature 
of the relationslup Commentmg on the proposed SADCC Techrucal Support Amendment, the 
cable said 

As an aside, we would ask the Mission to consider a separate obligation mechamsm for 
the busmess council activlty If all activities are a u t h o d  m the umbrella PP 
Amendment, why is it better from Mission's perspective to obligate and fund the busrness 
council's actlvltles through the SADCC Secretanat? Wouldn't a separate grant 
agreement with the Busmess Council make sense smce it could be covered under the 
same authonzrng document that the Mlssion now has to amend anyway? Smce the 
Mission mtends to manage funds separately anyway and not have them flow through the 
SADCC Secretanat, we fad to see the rationale for not havrng a separate agreement 
What does the SADCC Secretanat add to the development of a pnvate sector busmess 
council9 From our perspective, creatlng a dependency relationslup between the pnvate 
business councd and the SADCC Secretanat appears to be contrary to the Mission's 
objectives with the pnvate sector Under any crrcumstances, max~mum responsibility for 
project unplementatlon should be vested in the business councd drrectly, rncludrng 
responsibilrty for studies that relate to the pnvatefpubllc sector policy dialogue 

This cable 1s the first ev~dence that we found rn the file that anyone m A I D had 
problems w~th  the basic relatlonshlp between SADCC and SRBC 

3 Aumst. 1990 Grant Agreement Amendment 

In August 1990, the SADCC grant was amended to add $3,000,000, $1,920,000 of 
whch was for SRBC The Grant Agreement Amend~nent~~ stated 

Except as otherwise provided herem or m wntrng by AID, all wntten commumcahons 
pertalmg to grant funds disbursed dlrectly to the SRBC, mcludmg grant tmplementation 
and reportmg correspondence, shall be made drrectly between An> and the SRBC A 

21 Mission Comments dated 22 February 1993, p 10 

22 The cable was not blndlng on the Miss~on Misslon Comments, pp 9-10 

" The Grant Agreement Amendment IS reproduced m full m Appendur 7 
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copy of all such wntten cornmumcation shall be provided to the Secretanat Wntten 
reports on the expenhture and utdizatlon of AID funds by the SRBC shall be submtted 
by the SRBC to AID through the Secretmat " 

Attachment A of the Amendment mdlcates that funds would be provided to 

(1) support to the SADCC Secretanat for a senes of twelve studies and correspondmg 
semmars, workshops and conferences and (2) fundmg for msUtuQona1 strengthemg, 
studies, tralnmg and lmted operational support to the SRBC and wlll assist that 
Institution to become fully functional 

The Amendment further states 

The Secretanat shall ensure that the SRBC wdl mamtam dumg the term of the Grant 
adequate financial and management practices, procedures and personnel to adequately 
admmster and account for grant funds provided to the SRBC The SRBC wlll subrmt, 
through the SADCC Secretanat, an annual work plan to AID for its review and 
concurrence The work plan shall set forth the SRBC program of actlon to be f m c e d  
with grant funds durrng the followrng year 

Regardmg AID oversight, the Amendment states 

USAID/Zlrnbabwe wlIl be responsible for oversight of the Grant on behalf of AID The 
SADCCfUSAID Liaison Officer will be the responsible AID project officer for 
lmplementation of the Grant, mcludmg respons~bility for the admmstrative approval of 
financial vouchers In addit~on to general unplementation support, USAIDfZlmbabwe 
is responsible for financial management of the Grant on behalf of AID, mcludmg the 
advancmg and d~sbursmg of funds 

Attachment B to the Grant Agreement Amendment contamed a sectlon pe-g to an 
annual work plan a 

The SRBC wlll submt, through the SADCC Secretanat, an annual work plan to AID for 
~ t s  review and concurrence The work plan shall set forth the SRBC program of action 
to be f m c e d  with grant funds dumg the followmg year 

We understand that the Miss~on's position is that the August 1990 Amendment provided 
it wlth a basis for challengmg SRBC's close relabonship with the SADCC Secretanat That 
amendment lncluded language establahmg a direct channel of cornmumcations between USAID 
and SRBC and a specific list of activities which SRBC was to carry out, but sald notlung about 
SRBC's objectives If we understand the Misslon poslhon correctly, ~t believes that a purpose 
of lnstitutron strengthenmg can be read mto the amendment and that mstitutron strengthemg 
meant a SRBC mdependent of both SADCC and USAID/Zunbabwe Another possible argument 
IS that the Mission's nght to revlew and approve SRBC's work plans extended to SRBC's 



concept of its basic relatlonshp with the SADCC Secretanat However, the flirst second 
rationale (based on A I D work plan rev~ew) does not seem first (based on the Idea that SRBC 
was to become mdependent of both games) Accordmg to the Mlssion, the language of this 
Amendment had been carefully negotiated between the Mission, SRBC and SADCC/Secretanat 
Also accordmg to the Mission, it represented the consensus posiQon at that tune The 
Assessment Team's vlews on the meamg of the Grant Agreement Amendment, whxch are 
different than those presented m the Mission's Comments, are presented m Secbon E-1-d of 
Chapter 5 

The first ev~dence we can find m the record concernrng divergence of views between 
the Mission and the SADCC Secretanat relatmg to the object~ves of SRBC came m February, 
1991 A note to the file from the Prqect Officer m late February, 1991 mdicated senous 
disagreement on b s  part with the concept of SRBC's role expressed to hun by a member of the 
Secretanat staff, who held the opmon that, "The goal of the SRBC should be to explicate 
SADCC moatwes to the SNBCs, get the pnvate sector's comments, and feed them back to the 
SADCC/S for mcorporation m project des~gn " In August, 1991, an Important comment on 
an SRBC work plan indicated that A I D requlred that SRBC prepare a complete Strategic Plan, 
of which an mportant part was to be "a strategy to disengage SRBC from USAID/Zlmbabwe 
and the SADCC Secretanat " Rev~s~on of the work plan was to await complebon of the strategic 
plan 

The rnterviews with SRBC personnel carned out by the Assessment Team lead us to 
believe that, whle SRBC w~shed to have as much mdependence as possible, it also sought to 
avoid offendmg either A I D or SADCC, orgarzlzations whose support ~t viewed as v~tal to its 
survwal and to its future If allowed to follow their own preferences, SRBC staff would have 
Ilked to focus its actlvlties on chamber development m the less advanced countries and on cross 
border networkmg for small and medium-slzed busmess, but its pnmary objective was surv~val 
Hence, it was prepared to undertake a fwly w~de range of activloes - whatever the donors and 
the members wanted, w~thm reason -- as long as the donors and members were prepared to 
provide sufficient financial support to cany out these activities 

D INTERMEDIATION 

We use the tern "mtermediation" to refer to a cornbumon of (1) the tune and attention 
of a knowledgeable Mission personnel @rmcipally the project manager) and (2) the avallabdity 
of qualified semor consultmg personnel to serve as advisors to the recipient msQtuQon 

" Mlssion Comments, page 10 



22nd October, 1990 

Ms. Allison Herrick 
Director L --- 
USATD/Zimbabwe -- 
~.~.BOX 3340 
HARARE 
Zimbabwe 

Dear Ms. Herrick 
I 

I received Dr. R. Armstrong's indications that he will be 
leavmg for a posting in USAID Harare at the begxnnlng of next 
year, with mixed feelings. With the expertise and wisdom he 
has, I am sure he is the right person for the job. 

However, his departure as the SADCC Liaison Officer will leave 
a vacuum that will be difficult to fill. His cooperation and 
determination to get things done was proving to be very 
beneficial to SRBC. In fact, I had no shadow of doubt that 
with him around, I would have got M e  necessary support in 
burlding the SRBC lnt0 a strong regxonal business 
organization, 

Whllst being mrndful of the hrgher responsibrlities Dr R. 
Armstrong will be assuming in Harare, it would be of great 
benefit for us rf we mazntained offxcral contacts with him 
concerning our activities, Such offlcial consultations along 
wrth the expertxse of the new officer would keep the SADCC 
Regional Business Council on an even keel durrng thrs critzcal 
formative stage. 

I hope that you will give my suggestion some serious 
consxderation given the circumstances that I find myself in, 
caused by the transfer of Mr. Armstrong. 

I await to hear from you concerning the issues raised above. 

I remain. 

Yours Sincerely 



USAID named Dr Robert Armstrong as its Liaison Officer, to the SADCC Secretanat 
shortly after SRBC undertook its l~lltlal operabons m Botswana m November, 1989, but he 
actually came on board m early 1990 At that m e  it was thought that SRBC would be part of 
much larger SARP actwity and that he would be concerned wlth all aspects of the Export 
Enterprise Support (EES) project An agriculturalist and career USAID employee, Dr 
Armstrong had considerable pnvate sector and project management expenence but no pnor 
expenence with busmess associabons 

Our unpresslon is that Dr Armstrong, who was based m Gaborone, took the relabvely 
rnexpenenced Executive Director under hls wmg, helpmg to onent h m  m the ways of USAID 
and the SADCC Secretanat bureaucracy 2S However, by October 1990 it became clear that Dr 
Armstrong's position m Gaborone would be terminated In October of 1990, Dr Bbenkele 
wrote to Ms Hemck expressmg hls appreciation for Dr Armstrong's assistance and requestmg 
that he contmue to be involved m the project Thls letter is reproduced on the previous page 

The project files mdicate satisfacQon wlth the progress of the project on Dr Armstrong's 
part d u ~ g  hrs tenure as Project Officer In late September, 1990 he wrote 

Overall, I believe the project is progressmg mcely and that by October 31st the 
SRBCISADCC will have fulfilled the necessary condition precedent As an rnterestmg 
s ~ d e  note, Ed Bbenkele has been mv~ted to go to Johannesburg and talk to group of South 
Afncan busmessmen about potential future busmess developments m the SADCC region 
His costs are bemg paid by South Ahcan busmessmen 

In mid-October, Dr Armstrong acknowledged recelpt of the first annual work plan 

You and your staff have very adequately laid out m a tune frame sequence the proposed 
activities The plan would be clarified greatly by a senes of short descriptive paragraphs 
identifymg the activities rndicated m the d~agrarn mcludmg the dates m whrch you hope 
to accomplish these tasks I would also suggest that you expand tbs  work plan so that 
your program of action for the first year of the Grant mcludes those non program 
activities such as the hmng of staff 26 

2S The Mlssion states "Dr Armstrong took the tune to help Dr Bbenkele wlth the logistics 
of settmg up an office, and m liaismg with USAID, and ttus assistance was mvaluable Thls was 
a support role consistent with the responslbil~ties of h s  position Dr Armstrong did not have 
the opportu~llty, glven b s  short tenure, to provide the necessary intellectual leadershp and tough 
cntlclsm " Mission Comments, p 11 

26 The Mission states, "Dr Armstrong did give 'mformal' approval of the workplan, but 
he explicitly deferred formal review of the workplan to Mr Greenberg" Mission Comments, 



By January, Dr Armstrong was m Harare HIS memo of January 7, 1991 rndicates a 
revlsed SRBC Work Plan had been submtted to USAID and that SRBC had been nobfied 
informally that the revrsed work plan was satsfactory " However, the SADCC Secretanat dld 
not agree The Secretanat mdicated it wanted a more strategic approach Dr Bbenkele agreed 
to postpone the Work Plan untll an assessment of the needs of naoonal busmess counclls had 
been prepared and a workshop on ths  subject had been completed 

2 Mr Greenberg's Oversleht 

Responslb~llty for the project w l k  USAID/Zlmbabwe was transferred to Mr Donald 
Greenberg m January, 1991 He was based m Harare Mr Greenberg had been brought to the 
Mission to deslgn and manage pnvate sector projects for both the bilateral and reglonal 
programs However, ~t was not onglnally antlclpated that he would manage the SADCC 
Secretanat Techcal  Support Grant This shft  m respomlb~M~ occurred only after Dr 
Armstrong's position m Botswana was elmlnated and he amved m Zmbabwe 

We were mformed by Mr Greenberg that, overall, he has spent 5 1 0 %  of hus tune on 
the project over the entve penod from January, 1991 until the tune of thus assessment Dumg 
the f m t  SLX months of 1991, however, Mr Greenberg spent a great deal of tune workmg wrth 
Dr Bbenkele and h s  staff on a wlde range of lssues mcludmg Iog-rsbcs, program development 
and personnel recruitment M e  h s  assWance to SBC on A I D procedural matters may have 
been m~nunal, other Mlsslon staff members provlded hun wlth some lnput ** 

Overall, however, wlth the passage of project supervlston respbnslblllbes to an USAID 
officer who was located m Zmbabwe and who had many other responslb~lltles, the extent of the 
gu~dance provlded decreased sharply and the Project Managers's role changed W I ~  the tune 
available for oversight of the sub-grant, Mr Greenberg appears to have devoted h s  prvnary 
attention to mtenslve analysls of the SRBC work plans, attendmg key meetmgs, and keepmg 

27 The Mission states "Dr Armstrong did glve 'mformal' approval of the workplan, but 
he explicitly deferred formal revlew of the workplan to Mr Greenberg The structure of the 
grant calls for a formal revlew of the workplan of SBC by SADC and USAID/Zmbabwe, after 
whch SBC IS allowed to get on with the job wtth mmmal rnterference from USAID/Zrmbabwe 
or SADC/S " Mlssion Comments, p 11 

Mission Comments, p 11 



project records SRBC's work plans and Mr Greenberg's cmments upon them are treated later 
m h s  chapter The supportive personal relationshp whch had charactenzed Dr Armstrong's 
tenure did not contmue Indeed, it seems to have turned mto a contentlous one 29 

3 Ex~atrrate Consultmpr Assistance 

As far as we can determme, the only extensive expatnate consultmg assistance actually 
received by SRBC pnor to the tune of h s  assessment was undertaken by a graduate student who 
had previously parttcipated m a well-regarded study of busmess associations m Jamaica She 
had pnor busmess expenence m the Umted States m the field of law office support She had 
completed another assignment m the region and was aviulable for short-term work She was 
retamed for a penod of SIX months (extended to eight) to perform a needs assessment of natlonal 
busrness assocraoons Her report, based on visits to countries m the SADCC region, 
subsequently became the subject of an SRBC Needs Assessment Workshop and she authored a 
well-written account of that Workshop 

Early m the project, it was antlcipated that consultlug actmtles would mclude an 
economst who would deal with policy issues on behalf SRBC Thls idea was apparently turned 
down by the SADCC staff on the grounds that they already had all the economts needed by 
SADCC or SRBC 

We heard the view expressed wlthm USAIDIZmbabwe that smce the sub-grant provided 
funds from whch consultants could be retamed and the Misslon did not have a duect supervisory 
relationship with SRBC, the responsibility of determ~nrng the need for consultants rested with 
SRBC and/or the staff of the SADCC Secretanat A view also was expressed that there may 
have been some reluctance on SRBC's part to pay the hgh costs of Amencan or other expatnate 
consultmg assistance 

29 Mission comments state "Dialogue with Dr Bbenkele proved to be Qficult, much of 
the assistance and advice given was not welcome " It also is the Mission's view that other 
laterested and knowledgeable parties had s~rmlar expenence Comments, p 11 The Msslon 
further states "The sentence, 'The supportwe personal relatlonshp whch had characterrzed Dr 
Armstrong's tenure d ~ d  not contmue Indeed it seems to have turned mto a contentious one' IS 
not accurate Flrst, m general, an easy-gorng non-confrontational relabondup may not provide 
the kmd of tough-rmnded guidance that is necessary for a strugglmg organzation Second, 
suggestrons or cnticism, no matter how delicately presented or well-mewg can often cause 
offense and stram " Mlssron Comments, p 12 

3O The Mlssion states "The graduate assstant discussed was chosen personally by Dr 
Bbenkele, and both the Trade and Investment Advlsor and the Mission Duector were deeply 
concerned that such an mexpenenced person be chosen by SBC, especially considemg the other 
potentla1 consultants aviulable As it turned out, he assessment was found to be surpnsmgly good 
by all accounts, mcludmg our own " Misslon Comments, p 12 



The Mission reports that Dr Armstrong, Mr Greenberg and members of the SRSC 
Furance and Management Comrmttee had repeatedly urged the h g  of add~uonal expatnate 
personnel Fundmg was available for this purpose m the budget Thls drd not occur In 
December, 1992, SBC k e d  for an Amencan who had been prevrously servmg as a semor 
advrsor to the Botswana Confederatron of Commerce, Industry, and Manpower (BOCCIM) 

E APPOINTMENT OF DR BBENKELE AS EXECUTIVE DIRECTOR 

On November 11, 1989, Dr Edwm Bbenkele, seconded from h s  post at the Chamber 
of Commerce and Industry m Zambla (ZACCI), started work as Intern Execu~ve Drrector, 
worlung out of the offices of the Botswana Confederation of Commerce, Industry, and 
Manpower m Gaborone It IS our understandrng that he was selected for h s  Interun posrtion 
at the mtratlve of some of the members of the staff of the SADCC Secretanat Dr Bbenkele 
mtrally came on board as a consultant, havmg been seconded to SRBC from the Zambra 
Chamber of Commerce and Industry (ZACCI) At the tune of lus temporary appomtment, the 
Actrng Executrve Dlrector had three years expenence m the then government-dominated ZACCI, 
of whch he was Chef Executrve HIS pnor work expenence was pMlarrly m uruversrty-level 
teachmg He holds degrees from the Uruversrty of Zambla (I3 A , Busmess and 
Econom~cs, 1977). the Umversrty of Wrsconsrn (MBA, 1980), and the Umversrty of Stulmg 
(Ph D, Busmess and Management,l986) Whde he was wrth ZACCI he served as a member 
of sur statutory Boards, mcludmg the Export Board of Zambia, the International Trade Falr, and 
the Fore~gn Exchange Management Committee He had been actrvely mvolved m SADCC's 
early efforts to establ~sh the SRBC/SNBC network 

The circumstances of Dr Bbenkele's engagement are unusual In bnef, the Mrssron 
challenged the apporntment of the Execut~ve Drrector more than a year after the fact on the 
grounds that rt departed from SADCC's normal procedures for advemsmg and compemon of 
such posrtlons The SADCC Secretanat had formally, rf reluctantly, ratrfied the appomtment 
and SRBC had srgned a long-term employment contract with Dr Bbenkele, apparently on the 
strength of tlxs ratlficaQon 

The Missron notified SADCC and SRBC that ~t required that the posrbon be openly 
advertised and competed as ongrnally prescribed by SADCC rules When ths  re-opemug drd 
not happen, USAID/Zmbabwe cut off fundrng of the Executrve Director's posrtron 

The followmg account of Dr Bbenkele's appomtment IS drawn from a letter of 
September 19, 1991 to USAID/Zlmbabwe M~ssron Dlrector Morse from Mr Harry Thornson, 
Chamen of SRBC's General Councll 

I refer to your letter dated 4 September, 1991 whlch has just now been received, on the 
subject matter of the recruitment of key SRBC staff namely our Executwe Drrector, Dr 
Edwm Bbenkele On the onset let me state that th appomtment has been a subject of 
concern to many of us 



When the Regional Busmess Councll was constituted m Harare on the 14 March, 1989 
the SADCC Secretariat offered to act as secretaries to SRBC untd such tune that SRBC 
were m a position to stand on its feet fmcial ly 

However, at the b e g m g  of November, 1989 I received a telephone call from Dr 
Bbenkele m Botswana m f o w g  me that at the request of the SADCC Secretanat he had 
been seconded to SRBC from h s  employers, namely the Zambia Confederalon of 
Chambers of Commerce and Industries (ZACCI) l h s  mformation was never disclosed 
to me by the SADCC Secretanat 

Undoubtedly I was most pleased to have Dr Bbenkele m the SRBC Secretanat 

Smce SADCC Secretanat throughout did not make contact with us on h s  issue, nor 
mdeed, did Dr Bbenkele bmg to our notice the condition or duration of h secondment, 
a lot of issues were erroneously taken for granted and one such issue was the requrrement 
of the C-an of the Board to advertise the post wldely m all member states to give 
an o p p o m t y  to all the regional nalonals to apply for the post 

What m fact happened was that as the penod of Dr Bbenkele's secondment drew to a 
close towards May, 1990, Dr Bbenkele alerted us of thls 

There was at h s  pomt m tune no possibility m advertismg the post m tune before the 
end of May, 1990 At tlus cntical pomt of preparations for the 1990 Busmessmen's 
Conference whch were at an advanced stage, ~t would not have been advisable nor 
desirable to have the position of Executive Duector vacant even for a month 
Furthermore we were advised that ZACCI was anxious to have a full tune Chief 
Executive to run its affaus as soon as possible, and therefore, unlrkely to agree to extend 
Dr Bbenkele's secondment to the SRBC Secretanat 

Faced with the above cucumstances, h s  anomaly had to be resolved talung mto account 
the posibon Dr Bbenkele found hunself m and the repercussions SRBC would be faced 
with To try and remedy the situalon the Board whch conslsts of the Chef Executrves 
of the rune nations met and recommended to the Councll whch rs made up of elected 
members of the m e  states that Dr Bbenkele be appomted substantive Executwe Dlrector 
with effect from 1 November, 1989 

Thls xnformation was passed on to the SADCC Secretanat, who reluctantly accepted the 
recommendation m the light that the Secretanat, the Board and the Councll had not 
adhered to the requxrements of the constitution regardmg the appomtments of semor 
staff 31 

31 Letter fkom Mr Harry Thomson to USAIDIZlmbabwe M~ssion Duector, Theodore 
Morse dated September 19, 1991 The reference to "the consWulonn E probably mcorrect We 



The Miss~on's files Indicate that USAID'S pos~tlon to the effect that SBC must comply 
with SADCC procedures on recruitment (1 e , that USAIDIZunbabwe d ~ d  not accept the SADCC 
Secretanat's rabfication of departure from tts own rules) was mtrally rased with Mr Thomson 
at the SRBC Needs Assessment Workshop held m Harare m July of 1991 32 The first wntten 
notificahon of h s  requrrement was m early September, 1991 SRBC was nobfied of the 
potential of the cutoff of funds twice The flrst was m November, 1991, whlch gave a deadlme 
of May, 1992 to resolve the situation At the request of both the SADCC Secretanat and the 
SRBC Govenung Council, the Misston gave an add~ttonal four months for actlon to be taken 
SRBC was notlfied of the cut-off m funds for the Executive Dlrector m late August, 1992 33 

F WORK PLANS 

As noted m our dtscussion of Dr Armstrong's overs~ght, the Mlsslon had mformally 
mdeated to SRBC m January of 1991 that tts Work Plan was satisfactory, but the SADCC 
Secretanat dld not agree On June 7, 1991, Mr Nebwe of the Secretanat wrote to Dr 
Bbenkele 

the Secretanat IS glvmg further thought to the SRBC proposal as per our letter dated 
May 22, 1991 As soon as a f d  dec~s~on has been made on the proposed work plan, 
you will be advlsed accordmgly In the meantme, you should consolrdate the proposals 
contamed m your letter to avotd piecemeal approach to planntng Further, the work 
plan IS not for 1991/92 as it IS not feaslble for SRBC to mplement all the actlvlties we 
dtscussed dumg the next rune months of 1991/92 as you wlll appreciate " 

On August 2, Dr Bbenkele submttted an SRBC Work Plan and Nat~onal Agenda for 
Nattonal Busmess Counclls to Mr Maphanyane of the SADCC Secretanat "for your 

find nothing m the SRBC constltutton requmg the advertlslng of senlor posttions The Mtsslon 
Drrector's letter of September 4, to whxh Mr Thomson was replymg, stated m part "A I D 
requms that the key positions m SRBC Secretmat be openly advemsed and competed, usrng 
the same or s~mrlar procedures as used by the grantee, the SADCC Secretanat " 

32 Letter of September 4, 1991 from Mlss~on Dlrector Morse to Mr Thomson and Internal 
Memorandum from Mr Greenberg dated July 20, 1991 

33 The Miss~on states "We had extensive dialogue wtth the SBC Councll Chairman, who 
assured us that he was takmg steps to resolve the matter to our mutual satisfact~on If these steps 
had been taken, USAID/Zlmbabwe would have not been requmd to take the severe step of 
cuttlng off findings for the positton The SBC network w~ll not have to bear unanticipated costs 
for the Executive Drrector's termmation The SBC Councll took full and conscious responstbllity 
for th~s dumg therr AGM m Swazdand m May 1992, the cutoff began m September 1992 The 
views of the Assessment Team concemg the M~ssion's cut-off of reimbursement funds for the 
Executive Dlrector are presented m Secaon B of Chapter 5 Its recomrnendatron wlth respect to 
&IS subject are presented m Sectron C of Chapter 8 



consrderatlon and passmg on to USAID for concurrence " On August 21, 1991, Dr Bbenkele 
wrote to Mr Nebwe 

I make reference to your letter dated the 7th of June, 1991 With full cons~deration of 
alternative planrung cycle methods, I advise that my last letter to you identifies the 
actrvitres whlch can be implemented d m g  1991192 Kmdly, grve me the full 
comrderation to Implement the activlties, otherwise I wlll hold back to unleash my 
contnbut~ons to the regional busmess cornmumty 

We awart for your submission of our work plan to USAID for concurrence to enable us 
to move ahead 

In the meantme, a copy of this plan had been submtted to USAID dlrectly On August 
28, 1991, Mr Greenberg wrote a letter to Dr Bbenkele on the SRBC Strategrc Plan attaching 
extensive and detalled comments on the draft work plan The letter stated 

In summary, ~t is the USAIDIZunbabwe assessment that the SRBC work plan is not yet 
acceptable, although certam specific mdividual activities ~denhfied m the work plan are 
acceptable These specific rndrvidual activlties should be mplemented mediately so 
as not to break the momentum of SRBC 

Pnor to development of a final work plan, USAIDfZlmbabwe strongly urges that SRBC 
undertake a strategic planrung exercise that wlll produce a complete Strateg~c Plan for 
SRBC An lrnportant part of the Strategrc Plan wrll be a strategy to disengage SRBC 
from USAIDIZunbabwe and the SADCC Secretanat When tl.hs plan has been ratrfied 
by the SRBC Council and Board, work should commence on developmg a final work 
plan Both the strategic p l m g  exercise and development of the final work plan wlll 
require util~zatron of an outs~de consultant (or consultants) 

A General Review of the SRBC Work Plan. Budget and Tunetable, attached to the letter 
stated m part s 

The future status of SRBC wrll be addressed m detarl m the drsengagement strategy to 
be developed by the SRBC Executive Dlrector and the USAIDIZmbabwe Trade and 
Investment Advisor, to be mcluded as part of the SRBC strategic plan 

We note, however, that the tone of the work plan concenung the status of SRBC a 
dlsconcertmg It reads as if SRBC was a "lower organ" of the SADCCIS, whose 
approval and concurrence was necessary for every activrty and position taken by SRBC 
l h s  lnfenor status is a particular concern m light of the fact that one of SRBC's major 
roles pol~cy analysrs and dralogue actlvltres The SRBC should present itself at a 
mlnlmum, as an eaual partner wlth the SADCCIS and the SADCC Sector Coordmtlng 
Unlts 



Action The "equal ~artner" status for SRBC vis a vis the SADCCIS and the SCUs 
should be an agenda item at the next SRBC Council meetmg The details of how thls 
will be accom~lished. however, Hrlll be Dart of the "disenga~ement" stratew comDonent 
of the SRBC Stratew Plan 

The SRBC Executive Dvector should take a leadershp role and prepare an issues paper 
to help guide debate at the next council meetmg, and to provide input mto the 
development of a strategic plan The USAIDIZmbabwe Trade and Investment Advisor 
wlll assist the Dvector m thls 

A note from Mr Greenberg to the file states that m a meetmg with Dr Bbenkele on 
November 1, 1991, Mr Greenberg lndicated that, " contrary to what the Work plan cntique 
letter said, I would prefer not to take an actwe [role] m developmg the disengagement strategy " 

The Team understands from the correspondence that Dr Bbenkele subrmtted a copy of 
a 1992-93 Work Plan to the SRBC General Councd meetmg held m Mozambique m 1991 and 
that comments on th~s  plan were received from the SADCC Secretmat at a meetmg held m 
June, 1992 In late July, 1992, he submtted a plan covemg 1992-1994 to USAIDIZmbabwe 
Thus plan mcluded sections on SRBC as an organwition, mbtubonal support for SRBC, trade 
and mvestrnent programs, policy analysis, chamber development, and institutional sustalnabllity 
The plan d ~ d  not contam a "disengagement strategy" as such, but was structured m a way whch 
clearly mdicated that SRBC was seelung to diversify its sources of fundmg 

In August, 1992, USAIDIZlmbabwe provided Dr Bbenkele a detaded review of thls newest 
plan The covemg letter stated 

Fust, we are forced to reiterate a pomt made a year ago m our letter to SRBC of 28 
August, 1991 The orgaruzation and presentation of your submissions remam below 
mmrmal profess~onal standards - whch is doubly unfortunate, because much of the 
substance appears to be far supenor to previous submssions 

In the attached memorandum, we mdicate that the current version of SEMPLAN, m our 
view, is adequate neither as a strategic plan to guide md-to long-term development of 
SRBC, nor as an Annual Workplan for review and concurrence by A I D SRBC has not 
submitted a satisfactory Annual Workplan m over a year and has operated under ad hoe 
approvals only 

Untd A I D has reviewed and provided wntten concurrence with a resubnutted SRBC 
Annual Workplan, please do not undertake any new programme or pe r so~e l  activities 
requmg A I D financing, whch have not already been specifically approved by A I D 
m wnmg Moreover, untd A I D has received a sabsfactory SRBC strategic plan, we 
wlll not consider extendmg the exlstmg support for SRBC 



The memorandum whch accompmes USAIDIZunbabwe's letter gives particular 
attention to financial matters In particular, it raises quesoons concemg A I D 's fundrng of 
SRBC's admlrustratwe costs m the future and whether SRBC could persuade other donors to 
cover these costs However, the memorandum does not expllcltly refer to the "disengagement 
strategy" sought m Mr Greenberg's comments on the previous plan 

G SBC PERFORMANCE 

This sectlon summarues the wews of SBC perfomuce held by the (1) the SBC 
Secretariat, (2) the SBC General Council, (3) USAIDIZmbabwe, (4) the SADC Secretanat, and 
(5) the larger busmess cornmumty 

1 SBC Secretariat's Views of Perforhanee 

Accordmg to the SBC Secretanat, through September, 1992, SRBC had accomplished 
the followmg 

0 Established a Secretanat, whch opened rn September, 1989 Four mhtllcal 
officers are now on board 

Held Malawi Busmess Conference, March 26, 1991 The busmess commumty 
had the opportumty to react to the SADCC Industrial Development Strategy and 
Pol~cies Document and to negotiate busmess agreements wlth other reglonal and 
extra-regional businesses 

Carned out Needs Assessment Study and Workshop, July, 1991 Study identified 
needs of the NBC's Workshop resolutions were submtted to the Board and 
Councll and when approved, were Included m the SRBC Work Plan 

Held Reg~onal Busmess Conferences m conjunction with Confederation of 
Zunbabwe Industries (CZI) Supported two conferences, one m 1990 on relations 
wlth post-apartheid South Africa and one m 1991 on Inter-Country Trade and 
Sustainable Development 

Completed study on the Supply and Demand Potential of Intermediate Capital 
Goods, completed m February, 1992 'Ihs study was completed by Imam 
Development, Ltd The a m  of the study was to Identify sectors m whlch mtra- 
SADCC trade could be Increased 

Held BuyerISeller Meetmg m Gaborone to help encourage cross-border trade 
The Supply and Demand Study revealed that there was potential for trade m the 
region for lntermed~ate capital goods Thrs BuyerISeller Meetrng was to take 
advantage of the oppomtles  identified m the Study 



o Held Follow-up to Buyer/Seller Meetmg As a follow-up to both the Study and 
the Meetmg, specific cross-border visits have been arranged m Zambia and 
Zlmbabwe The fmt  one to Zambia was completed m August, 1992 The one 
to Zlmbabwe wtll take place at the end of October A t h d  tr?p ~s bemg planned 
for Mamaus 

o Sponsored Chamber Development and Policy Analysis Workshop Org& 
with assistance of Center for International Pllvate Enterprise (CIPE) Workshop 
was held to tram chamber managers m policy analysis and general management 
A follow-up workshop wlU be orgamed by CIPE m Apnl, 1993 

o Establ~shed Contacts with South Africa Busrness Commulllty A senes of 
meetings were orgawed, utlllzrng a Commttee of Ernlnent Persons, selected 
from the Region As a result of h s  activity, busmess orgarmations m South 
Afnca are m regular cornmumcation with SRBC and each attend the other's 
meetmgs One of the South Afncan orgamzatlons wlll help SBC produce a trade 
and investment guidebook for the SADC region SRBC and the South Ahcan 
busmess organuaaons are also cooperatmg m development of mformation systems 
for buslness orgaruzaUons m the region 

o Held meetmgs wth PTAlFCCIA A senes of meetmgs were held to harmorme 
the programs of PTNFCCIA and SBC Talks have now proceeded to the pornt 
that merger is bemg proposed by PTA/FCCIA 

o Held meetlngs regarding SBCiSITCD hannon~zation A Memorandum of 
Understandmg was negotiated between the two o r g m t i o n s  to remove 
dupl~cation and encourage full cooperation 

o Prepared policy analysls papers and submitted them to SADC 

- Regional Ekonomc Integration The Pomt of View of the Busmess 
Commumty, prepared by Imant Assoelates 

- Review of the Study of the One Stop Investment Orfices, prepared by the 
Investment Advisory Comrmttee 

- Review of the Study on SADCC Export Development and Promohon 
Strategy, prepared by the Trade Advisory Comrmttee 

o Held Workshop on Pnvate and Publlc Sector Cooperabon m Investment 
Promotion, sponsored by NOMAD 'Rus workshop sought to work out the roles 
of government, the pnvate sector, chambers, development banks and other 
agencles m mvestment promotion Recommendat~ons have been passed to 
NORSAD for follow-up and posslble fundlng 



o Prepared two Issues of a Newsletter and a brochure SBC has now produced the 
thud Issue of rts Newsletter 

o Assrsted m SADC and Other Meetmgs SBC has helped o r g w  mput for the 
SADCC Annual Consultatwe Meetmgs It has also helped coordmate trade 
mssions from Europe and the U S 

o Provrded techcal assistance to SNBC's SBC has prov~ded on-gomg asslstance 
m development of Natronal Busmess Councds and local chambers 'IIus was 
expanded with the hmng m September, 1992 of a Chamber Development 
Specralrst 

2 SBC General Councll V~ews of Performance 

Views of SBC's General Councll differ from member to member The followmg 
represents what we belleve to be the prevallrng vlew The SBC Council percerves that the 
p m a r y  role of SBC IS to serve as a vehcle for strengthemg nahonal and local busmess 
organmtrons so that they, m turn can influence national and regronal economic policy and 
encourage trade and mvestment The Councd appears to vlew the strengthemg of the national 
busmess o r g r n t ~ o n s ,  partlcularly the apex bodres, whch also serve as the NBCYs, as the 
p m a r y  short-term task In thls view, unless these are strong, there ~s no vehcle through whch 
to support SBC and through ~ t ,  pollcy reform and development of trade and mvestment 
Therefore, the Counc~l has encouraged SBC to focus a substantla1 amount of rts attention dumg 
the last three years on development of local affil~ate development It has also, however, 
encouraged SBC to o r g a m  regmonal meetmngs, workshops, and the llke and to prepare 
documents whxh encourage busmness people to thmk regionally and to better artrculate thelr 
vlews on policy, trade and mvestment 

We understand the SBC General Council's vrew of SBC accomplrshments to be 
as follows 

a o SBC has helped to strengthen local busmess orgarmatrons The Team's 
perception that the SBC Council vrews thls as an mportant accomplishment It 
fits m w~th thev view of what SBC should be domg m the short-term to meet the 
Councd's longer-term objectlve The Councd generally sees SBC as havmg been 
very lmportant m the emergence over the last few years of stronger natronal-level 
busmess o r g w t l o n s ,  partlcularly m Malaw1 and Zambra 

o SBC has brought the pnvate sector together m a number of ways, allowrng for 
exchange of rdeas From the Counc~l's standpoint, thrs has been another very 
rmportant foundation stone to achlevmg thelr long-term objective Although some 
of these meetrngs and workshops may not have been of as lugh quality as the 
Councll would have wlshed, they stllI provided very useful opportwties to begrn 
the process of development of a reg~onal outlook as well as providrng lnput for 
SADC 



o SBC has helped to strengthen National Busmess Counclls Even among Council 
members, there is a considerable difference of opmon as to the utdity of the 
NBC notion However, the Councll believes that to the extent that the underlymg 
naoonal busmess organuattons have been strengthened, NBC's have also 
benefitted The Councd's view seems to be that only tune wdl tell the true 
benefit of the NBC concept 

o SBC has mt~ated useful busmess contacts with South Afnca Dumg t h ~ ~  penod 
m whch re-alignment has been gomg on with South Afhca, accordmg to the 
Councd, SBC has played a very useW role It has been difficuIt for naoonal 
governments and SADC to enter mto discussions with South &ca However, 
SBC did not suffer from the same constraints Because SBC was avadabIe, it was 
possible for the regional busmess commumty to use it to begm to contact busmess 
orgatllzations m South Ahca Thls has led to very useful dialogue, whch 
conmues to mtensify 

o SBC has mtiated useful busmess contacts withm vmous countries of the region 
Although SBC has not done as much of thls as the Councll would have Iked, the 
little that has been done is viewed by them as havmg been quite useful They 
hope that more will be done 

o The Secretanat has senous managenal deficiencies whch have compromsed the 
results of many activities The Council seems to share the view of SADC 
Secretanat that the quality of many SRBC activ~Qes is not to the standard they 
expect Meetmgs have often been poorly orgamed Planntng for most events 
has been deficient Cornmurucat~ons have been poor The quality of written 
matter has not been particularly hgh The Secretmat office seems to be poorly 
orgamed 

o The Secretanat has failed to follow through on numerous mportant mtiatives and 
as a result, important oppomties  have been mssed, In the view of the 
Councrl, ths may have been due to SBC trymg to do too many t h g s  for too 
many different constituencies However, whatever the cause, m the Councd's 
view, the farlure to have a more sigmficant mpact on regional policy can malnly 
be laid to ttus problem 

o SBC has failed to reach out to a very large number of busmess people m the 
region and as a result, is not well known or understood In the view of the 
Councll, very few busmesses know of SBC They feel that the Secretmat should 
have done a better job of comrnumcatrng with the busmess commumty at large 

o SBC has had very little Impact on trade or mvestment m the reglon The Council 
had hoped SBC could have had more mfluence m th~s area, but so far it has not 
been able to do so 



SBC Councll members mdicate m general a favorable att~tude toward SBC They 
recogwe ~ t s  failures, but vlew this as part of the growrng palm of a new entlty They believe 
the orgmatxon has and IS unprovmg and wlll contmue to do so They have no deslre to make 
major changes m ~ t ,  except to mprove the management of the Secretanat 

3 USAID/Zunbabwe Views of SBC Performance 

The M~ssion's early views of the SBC appear to have been quite favorable and, on paper 
at least, mamfested a considerable sense of comrmtment to ~ts future A Project Paper 
Supplement, quoted earlier, md~cated USAID'S " deslre to help the Council estabhsh regional 
cred~bll~ty and a proven track record of success m lmplementmg regional actlvlties to Improve 
the performance of pnvate-sector exporters m Southern Afma W~thout such a track record ~t 
IS doubtful that the Reg~onal Councd could generate and malntam the level of support from its 
constrtuent Nat~onal Councds necessary to achleve its broad objectives and attam eventual 
f m n c ~ a l  sustalnabllity " It further rndicated, "USAID recoglllzes that, because of the fledgling 
nature of the Regional Busmess Councd, considerable momtomg and oversight w~ll  be necessary 
m the early years of its operation " 

However, despite ~ t s  recogmtion of the "fledglmg nature" of the orgamatlon, the 
Mission's views concemg SBC's performance quickly became qulte unenthus~astlc and 
remamed so at the tune of thls assessment An mternal revlew canred out by Mlss~on m 
September, 1991 stated m part 

The SRBC from the start was saddled w~th many different agenda, and the w~de types 
of activltles spec~fied m the grant document reflect this buyeriseller meetmgs, 
lnvestrnent studles, supply/demand stud~es, seminars for trade promotion officers, etc 
The first workplan produced lo early 1991 was srrn~larly unfocused, - although ~t also 
mcluded, quite appropnately, a plan to undertake assessment of SNBCs to actually 
determme the requlrernents of the SNBCs 

The SRBC contrnues to have difficulty m refirung ~ t s  focus, m developmg a workplan, 
and m lmplementlng projects m ~ t s  workplan, and managmg its day-to-day activities 
Although there have been small accomplishments, such as settrng up an operatmg 
Secretanat, and the o r g m o o n  of an rnvestment conference m ma law^, and the needs 
assessment, the SRBC is not yet solidly on the way to becommg "a fully funct~onal 
lnstltution able to meet the requlrernents of ~ t s  pmc~pal client groups " 

The review noted that the Board Meetrng that the USAID/Zmbabwe Trade and 
Investment Adv~sor attended was poorly orgawed, its documentat~on madequate, and not well 
run The recrultrnent msslon that the USAIDIZunbabwe advisor attended had slrmlar problems 
It also noted complamts from several SRBC councrl or SRBC staff partuxpants on basic 
adrnlnlstrahve problems 



It listed as problems 
o Interference by the SADCCIS ro all aspects of planning, management, what 

activities should be undertaken, who should attend, staff terms of reference and 
compensation, ofice leasmg decls~ons, etc 

o USAIDIZm overs~ght weak - termination of the SADCC L~aison positlon m 
Gaborone, delay m the Issues of PIL No 1 clanfymg how the project will be 
managed, "bands-off" approach, not willmg to take an actwe role because of 
grantee, not contractor, relationship 

The revlew listed recruitment of an SRBC Trade and Investment Advisor, an Investment 
Conference held at Lake Malawi, and a Needs Assessment Workshop as accompIishments dumg 
the prevlous SIX months It noted that two key posrtions, Indusmal Economst and Trade and 
Investment Advisor, had yet to be filled and the admmstrat~ve assistant slot filled with a 
temporary consultant Its assessment of SRBC's leadership and staff was generally very 
negative 

The review Indicated that a long-term Tschcal Assistance and Chamber Development 
Adv~sor (2 year contract) would be hued m the next SIX months w~th  Mr Greenberg and Dr 
Bbenkele as "Action Agents", a strategic plan (Mr Greenberg and Dr Bbenkele) and a Acbon 
Plan @r Greenberg alone) were also to be developed dumg ths tune penod 

On the basis of our discussions with the USAIDIZlmbabwe staff, we conclude USAID 
has seen some value in SBC's vmous meetmgs and workshops, although ~t is not pleased with 
the quahty of the acuvitles 

USAIDIZlrnbabwe's pmcipal concern about SBC is that from thelr standpomt, the staff 
and Council of SBC have not been able to take the opportumty offered by USAIDIZlmbabwe 
fundmg of both program and operatmg costs to build an organurabon that provides substantial 
benefits to ~ t s  members, nor make SBC an effectwe voice of the pnvate sector m the region 
In USAID/Zmbabwe's vlew, symptomatx of a s  underlymg problem are the followmg 

o SBC has not been able to just~fy fundmg they are spendmg through development 
of an acceptable work plan 

o SBC has not produced a strategic plan whlch would defrne a vision of theu role 
in the future, lncludlng identifymg non-USAID sources of fundmg and d e f m g  
a role of mcreasmg mdependence from SADC 

o The organmuon has had no significant Impact on regional poky reform 

o The qual~ty of the meetlngs and other products produced by the organxzahon IS 
so poor that ~t reflects badly on the whole reg~onal pnvate sector and on USAID 
as the funder 



o SBC has been too closely associated with the SADC Secretanat and is not, 
therefore, sufficiently responsive to the pnvate sector 

o SBC has not been able to produce the satisfactory vouchers and other financial 
documentabon required of a USAID grantee Tius is always an extremely 
unportaut issue for USAID The tune and energy USAID has spent on these 
issues has left USAID staff extremely frustrated 

USAIDIZunbabwe's position is that SBC is not p e r f o m g  to an acceptable standard 
There appears to be some Mission support for contmumg to fund it If substantial revamping were 
undertaken Such revampmg would mvolve, at m m u m ,  replacrng the Execubve Drrector with 
someone better qual~fied m the Mission's view, separatmg SBC from its association with SADC 
and production by SBC of a satisfactory Strategic Plan and Work Plan W~thout such changes, 
there appears to be consensus withm USAID that there is little or no chance of continued 
assistance 

4 SADC Secretanat Views of SBC Performance 

The staff of the SADC Secretanat sees SBC pnmady as a cornmumcation lmk between 
SADC and the busmess community In thls view, SBC should serve as a means through whch 
SADC pronouncements and views can be commumcated to the busmess commumty and feedback 
from the busmess cornmumty can be obtalned A secondary function is to encourage the 
business commumty to articulate then vlews on issues and as a vehlcle for passmg these on to 
SADC As a vehlcle m serving these functions, SBC is to develop the SADC National Busmess 
Councils These are to serve as national-level busmess apex bodies through whlch 
commumcatlon with the business commumty can be facilitated at the national-level 

We understand the views of the Secretanat staff to be as follows 

o SBC has brought the pnvate sector together m a number of useful venues, 
allowmg for exchange of ideas The Team perceives that SADC Secretanat has 
viewed the many meetmgs and workshops that SBC has convened as havmg been 
generally helpful Although perhaps not dealmg with =sues the way SADC 
Secretanat mlght have desired and not havmg done so m the depth SADC 
Secretariat thought would have been useful, the exchange of views whch has 
resulted has been beneficial to SADC Secretanat and the busmess cornmumy 

o SBC has helped to strengthen Natlonal Busmess Councds The Team perceives 
that SADC Secretanat sees the work that SBC has done to strengthen national 
busmess organtzations, whch serve as the venue for the NBC's, as havrng been 
beneficial Several national busmess organtzations are stronger now than they 
were three years ago In the view of the SADC Secretanat, SBC can take part 
of the credit for h s  



o SBC has not served as a channel of commumcatlon between SADC and the 
pnvate busmess commwty on key policy issues to the extent that was origmally 
envisaged by SADC SADC Secretmat onglnally conceived of ths  as the 
pnmary task of SBC SBC has attempted to undertake tlus funcbon, but has also 
undertaken a number of other tasks As a result, the SADC Secretanat believes 
its efforts to serve as a cornmumcabon llnk for the SADC Secretanat have been 
dlluted and not very effective 

o SADC Secretanat has been dlsappomted m the quality of the output of SRBC 
SADC Secretanat expected the quality of the wntten reports and other wntten 
cornmumcations produced by SBC and the quality of the proceedmgs of meetmgs 
and workshops to have been much hlgher than they have been m prachce Agam, 
the Team perceives that SADC Secretanat views th~s as partly a problem of 
SRBC trymg to do too many different thmgs It is also, they believe, partly a 
problem of the quality of SBC staff 

o SBC has gotten mvolved m a number of actlvioes whch have dutracted it from 
its mam purpose From the SADC Secretanat's point of view, ths has been the 
major cause of SBC's difficulties The Team perceives that SADC Secretanat 
would much prefer that SBC stick to a much narrower set of actwities and that 
they seek to accompltsh these activities more effectively 

o SBC has not mlnunal Impact on trade or Investment m the region The SADC 
Secretanat had hoped SBC could have had some Influence m t h ~ ~  area, but so far 
it has not been able to do so 

The staff of the SADC Secretanat mdicates that, m general, it IS not satsfied with the 
performance of SBC SBC is mvolved m too many activities whch it considers mlevant The 
quality of the work that ~t should be concentratmg on (servmg as a cornmumcation llnk between 
SADC and the busmess commuruty) needs to be substantially unproved SADC Secretariat 
would llke to change SBC to bmg it more m lme with its onglnal concepbon However, it 
recogmzes that any substantwe forward movement wlll llkely lead to SBC m o m g  away from 
SADC Secretanat SADC Secretanat staff md~cate they will support lncreasmg SBC 
independence There are perhaps some differences of views w i t h  the Secretanat staff on the 
question of whether SBCISNBC network should represent a common denommator of the entrrety 
of the enterprise community (mcluding parastatals) or could serve as a means of transrmttmg the 
views of less than the whole 

Larger Busmess Community Perce~t~ons of SBC Performance 

To the extent that busmess people have regional mews, they would seem to perceive the 
pnmary role of a regional busmess o r g m b o n  (whether SBC or some other) as bemg to 
encourage p o k y  change m the region so that trade and Investment can be expanded Opmons 



of course differ substantially from person to person, but the gist of our interviews can be 
summanzed as follows 

o Busmess persons from larger busmesses m the region who attended SBC functrons 
tended to be much more cntxcal, particularly of the commulzlcabons and logisbc 
arrangements, than did attendees from medium and small f m  Although only 
a few of the medium and small firms have been mvolved m the meetmgs and 
workshops, those that were seemed to view them for the most part favorably 
Smce few of these f m  had yardsticks agalnst whch to measure them, most had 
only lmted views as to the overall quality of these fora 

o SBC meetmgs and workshops have enabled a few cornparues to establish new 
contacts m countries of the region These fm were appreciaove of these and 
viewed SBC as playmg a useful role m thls regard 

o SBC has had no measurable mpact on policy reform m the region In the view 
of those members of the busmess commuxuty not closely associated with SRBC 
but aware of its acuvities, a major disappointment is that it has had no Impact on 
regional economc policy 

o SBC has had only rnarglnal Impact on regional mvestment and trade Wbtle some 
busmessmen we spoke with made business contacts and signed orders at cross- 
border meetmgs sponsored or co-sponsored by SBC, the amounts of actual money 
cumulatwely lnvolved seemed quite modest 

o Generally, SBC 1s unknown either as to purpose or accomplishments by the 
busmess comrnumty This is viewed by those m the busmess communxty as 
reflectmg its lnabllity to accomplish anythmg of value 

Very little m.formatlon IS avadable to the busmess commwty on SBC on the bass of 
whch it could make an overall evaluation To the extent that SBC could have an lnhpact on 
policy affectmg mvestment and trade, the busmess cornrnumty would view it favorably The 
Team believes that the busmess commumty IS basically neutral m its appraisal There are some 
persons who strongly believe that SBC ought to be scrapped and a new regional pnvate sector 
organmition ought to be established, run by the pnvate sector itself with a staff of hgh  enough 
quality to affect reglonal economic pollcy, but the wdlmgness and abdity of persons holdmg 
these views to attract the resources and support needed to translate these ideas rnto reality is m 
doubt 



Chapter 4 

ASSISTANCE TO REGIONAL BUSINESS ORGANIZATIONS WORLDWIDE 

A INTRODUCTION 

This Chapter analyzes lessons learned and the general relevance to Southern Afnca of 
worldwide expenence m assistmg regional busmess orgarmations The Chapter is o r g w e d  m 
three parts, lncludmg h s  mtroduction Section B sumrnms the lessons learned Section C 
exammes the relevance this expenence to the cucurnstances of Southern Afnca The 
applrcabilrty of these lessons to the specific issues rased by the present assessment of the SBC 
sub-grant IS drscussed m Chapter 5 (Retrospective Assessment of Project Issues) and m the final 
chapter of th~s  report Append~x 10 provrdes a more detalfed descnptron of world-wide 
expenence m assistance to regional busmess orgamzations 

B PRINCIPAL LESSONS LEARNED 

LRssons learned from A I D expenence with regonal busmess associations to date, as 
interpreted by the Assessment Team, may be summanzed as follows 

1 The expertence, capab~l~t~es, and hfe-comrmtments of the person chosen to serve as 
Executive Director of an A I.D -assisted busmess assoc~ation are cntlcalfy mportant to 
project performance A high order of executive leadershp is requlred to make an A I D - 
assrsted project work Ideally, an Executrve Dtrector should combme pnvate sector and public 
sector expenence, preferably at a hgh level m each case He should have the stature needed 
to obtain direct access to policy-makers in government and busrness, and he should be persuasive 
enough to rnfluence dec~srons on both srdes Although he should have the respect of A I D and 
the national government officials with whom he deals, h s  baslc loyalbes should be to the 
business cornrnwty He needs the b a c h g  of key busmess leaders, pmcularly those on hls 
Board of Duectors 

2 A.1 D 's objectives and the object~ves of the bustness associations wbch A I D 
ass& are seldom, if ever, ~dent~cal Assisted busmess associations are usually strongly 
cornmrtted to some of A I D objectives, lukewarm to others, and distmctly unenthusiastic about 
stdl others Prospects for achievement of project purposes and of association sustalnabdrty are 
enhanced when (1) A I D pnorttlzes tts own objectives and (2) both parties come to gnps with 
differences as well the smlmt ies  rn thelr respective mterests and pnonties Key elements m 
most cornmumties usually share A I D 's enthusiasm for expandmg exports, removmg 
burdensome regulations, mprovmg busmess-related mfrastructure, and mtroduclng mproved 
technologies and busmess slulls Busmess leaders may be wllllng to turn theu: energies to other 
A I D -favored objecUves, such as lmprovlng the Status of small and m e d m  enterprises, 
targetmg programs to women, and achevmg envvonmental goals However, A I D must 



provide sufficient financial and other assistance to encourage busmess leaders to pursue goals 
that do not represent thelr own high pnorlties or deeply felt needs A I D sponsored efforts 
to change existmg arrangements affectmg competihon among elements of the nahonal busmess 
commumty, to reallocate power w i t h  busmess associations, or to Influence busmess association 
positions dlrectly affectmg the commercial Interests of the Umted States may be greeted w~th 
marked dismterest or acbve opposition 

3 Key business leaders and the Executive Dlrector should be mvolved m the design and 
redesign of business association projects to the maxlmum extent possible. Prospects for 
sustalnabllity of functions that are important to A I D are reduced when a busmess association's 
leadersbp garns the unpression that it has become sunply an instrument for mplementmg 
Mission or A I D Washmgton decisions 

4 A.1 D. projects carry requirements for accountmg, reportmg, and responding to 
Mission requests or mstrucbons that are unfarmliar, burdensome, and often deeply 
unsettling to those who have grown up m a business culture. Busmess associahons often lack 
the overhead staff, farmlianty wlth A I D procedures, understandmg of M~ssion styles and 
concerns whch they requwe to cafiy out project-related responsibdities effecbvely Bndgrng 
the gap between A I D and busmess operatmg styles requlres fundmg adequate to support the 
additlonal overheads generated by A I D project fundlng Proactive mvolvement on the part 
of an A I D project officer and other Mission personnel, and usually considerable outside 
professional assistance is also required 

5 A business association that IS prvnarily concerned wth its standlng in the busmess 
commun~ty and its prospects for sustamab~hty usually should choose to do a few thngs well 
for 1t.s members rather than many things m a med~ocre fashon. Smce A I D project 
deslgns often emphasize multiple activltles and early dlverslfrcation, senous differences of 
opin~on may anse concemng the number of functions pursued, the tmmg of thew mtroductlon, 
and related questions of staffing and financial commitments 

6 A regional business association requrres the active rnvolvement of leaders of some 
large busmesses d it*; to perform policy advocacy and some other funetrons effectively. 
Such f m s  usually have the mternational connectlons and regional mterests whch give them a 
stake m activities of regional associations They are much more llkely to have the financial 
resources and executive talent that can be devoted to the purpose than are medium and small 
firms Large f m s  may be dominated by pol~tically-unpopular social elites or e h c  mmonties 
However, thew leadership may be willing to form alliances wtth other elements of the busmess 
commumty HI order to Increase the pol~t~cal mfluence of their o rgmt ions  They may also be 
w~llmg to form alliances to fulfill a larger vision of role of the busmess commun~ty m the 
reglon W e  A I D has some latitude m selecting whlch elements of the busmess commuty 
tt wtll support, busrness leaders and the busmess associations whch they control are seldom as 
tractable as most other A I D grantees For tlus reason, busmess association projects whlch 
make sigruficant favorable changes m the real world and m the busmess commumty itself are 
also llkely to be ones whlch glve the most headaches 



7 The form of "apex" governance utihed by an A 1.D assisted regonal busmess 
assmatrons can affect both therr programs and'thea prospects for sustrunabilrty. The 
Car~bbean Assoc~at~on of Industry and Commerce (CAIC) has both indlv~dual funs and national- 
level busrness assoclatlons as members CAIC also mcludes other reg~onal busmess assoclatlons 
as affiliates FEDEPRICAP IS an umbrella organrzatlon composed of nat~onal apex 
orgaruzatlons It has no individual members It IS conceivable that the rnclusion 
of rndividual firms as direct members of CAIC enhanced ~ t s  prospects for sustalnab~l~ty as a 
busrness advocacy organzation and dlmmed ~ t s  prospects for contmuing ~ t s  role as a spec~allzed 
conduit for donor services It also IS conceivable that the absence of such cfirect memberslup 
has had the opposite effect on FEDEPRICAP's future 

8 Regional business associations can and do influence important policy and regulatory 
procedures in ways that other types of A I D -funded projects and programs do not Whde 
busrness associations are seldom the sole cause of constructive change, they can have a degree 
of access and lund of cred~billty w ~ h  the counc~ls of government that other donor-funded 
Imtlabves may lack 

9 The skills requrred for pollcy advocacy/analysrs are a Merent  character than those 
required for enterprise development at the firm level Advocateslanalysts requlre conceptual 
and persuaswe slulls The requuements of enterpnse-onented assistance are pmanly techcal 
and practical If a regionaI busmess association handles both b d s  of actwihes, staffing with 
suitable slulls m both areas should be assured Conslderat~on also should be glven to a s s l g q  
the two types of functions to different umts w~thln the busmess association 

10 Busmess assoc~ation projects can have high pay-offs, but they also r e q w e  long term 
comrmtrnents (on the order of ten years, reallstrcally) and can make heavy demands on the 
Mwmn D~rector, the Project Officer, and other Missron personnel There is a s~gmficant 
gap between A I D 's operatmg style and the operating styles of most busmesses and busmess 
assocsatlons whlch tune, patience, and money are requued to bndge 

11 SIX basic considerations whch affect the dynamcs of the project mdude. (1) the 
share of busmess associahon costs whch A I D IS prepared to fund and over what perrod 
of tune, (2) the charactenstrcs of national business assocratrons m the region; (3) the 
presence (or non-presence) of A I D mss~ons In the regon's countries; (4) the physrcal 
characterktm of the regron (archipelago, Isthmus, land mass), (5) e-g and potential 
patterns of regional and mternational trade, and (6) the ethnic composition of the reqon 
and of the business commun~ty wthm rt. 

C PERTINENCE OF WORLD-WIDE EXPERIENCE TO THE SADC REGION 

The projects whch are clearly the most pertment to the cmumstances of the SBC sub- 
grant are USAID assistance to the Caribbean Associauon of Industry and Commerce (CAIC) and 
A I D assistance to the Federauon of Pnvate Ent~t~es for Central A m e m  and Panama 



(FEDEPRICAP) These are discussed m considerable detad m Appendlx 10 Other actlvlt~es 
discussed m Appendlx 10 prov~de somk general msights, but are not squarely on target 

There have been some doubts w~thrn A I D about each of these projects at various m e s ,  
some of them qulte senous ones In the case of CAIC, particularly, vanous USAID offic~als 
reflected some of the same concerns we heard dumg the penod of h s  assessment m 
USAID/Zmbabwe 

On the whole, both the CAIC and the FEDEPRICAP projects have been quite successful, 
partxcularly when compared to alternatwe means of accomplishmg the purposes for whch they 
were des~gned Although each project has encountered some problems and fallen short of some 
l n i ~ a l  expectaaons, each has filled ~mportant regional needs Both projects were mtiated against 
a background of generous USAID fundmg Whlle each project has attracted funding from other 
donors, the sustamabil~ty of several activities mtiated with A I D fundmg remalns m doubt 
Whde ~t is too early to render any final judgments, it seems lrkely that CNC will sustarn Itself 
as a prrmardy as a member-funded busmess advocacy organtzatlon and that FEDEPRICAP wdl 
support itself essenQally as a donor-funded professional servlces contractmg entlty 

On the whole, FWEPRICAP has encountered fewer problems m its relat~onshps w~th  
USAID than CAIC has along the way However, CAIC has Edced a more difficult project 
profile and perhaps has accomplished more on its own 

The Southern Afncan region 1s unllke the Canbbean and Central America m many 
unportant ways, but it does share some of the charactenstics of each region Llke Central 
Amenca (and unlike the Canbbean region) Southern Africa currently has both USAID country 
M~ss~ons  and a regional program However, it 1s perhaps more lrke the Cmbbean m its colomal 
background and tn the e W c  composition of the busmess cornmmty 

In theory at least, the reglon might follow the "bottom-up" phasmg of the Central 
Amencan program whch started with heavy USAID subsldlzafion of development mst~tutions 
at the nat~onal level However, should a substantla1 number of country Mlssrons be closed m 
the near fume, the regional program could, in all its aspects, face the twm problems confkontlng 
A 1 D's regional Miss~on m the Canbbean how to select suitable delivery mechanisms for ~ t s  
programs and how to tailor the substance of the programs to the distribution systems selected 
In any event, both the Canbbean and the Central Amencan programs share a common 
underlymg charactenstic they have requlred a cntical mass of Mlssion attention and fundmg to 
acheve results 

D u m g  the course of our search for assessments of other regional busrness associations, 
our informants offered opmons on subjects that bear some relevance to the current assessment 
First, it was noted that A I D often has difficulty m dealmg w~th a "trade association 
mentality," one whch chenshes its independence from government A I D could use its 
resources far more effectively, so the argument goes, If it focussed more on exercmng an 
ep~sod~c  Influence on the busmess associations whch it fumis by supportmg those of its efforts 



whch it favors and less on general or specific Issues of control A vanatlon on t h ~ ~  theme was 
that A I D , m all its pnvate sector projects, faces a choice between mvolvmg strong 
rndependent busmess leadership (whlch it ultunately cannot control) and creatmg "sycophantic" 
mplementmg orgamtions whch pose far less senous nsks to A I D as mstitutions, but are 
themselves hghly nsk-averse and less able to have a constructive Impact m the real world A 
choice by A I D m favor of strong, mdependent leadershp from local busmess leaders IS easy 
for those sittmg m the grandstand outside the agency to make, one mformant stated, but far more 
difficult for those w i t h  the agency who have to live with the consequences 

A stnlung feature of the conversations we have held is the rntensity of feelmg with whch 
pmcipants and observers of these projects seem to regard them Enthusiasm, pnde, hope, 
frustration, and anger testify to an unusual degree of mvolvement and identdkation with the 
actlvit~es discussed In the case of the CAIC and FEDEPIUCAP projects, mutual commbnents 
were made by capable people who came together at the start These persons then influenced the 
course of the project from withm USAID, withm the busmess commumty, and withm the 
busrness association itself The nature of those comrmtments and the persistence of the people 
who made them well may have been the smgle most important factors affectmg the outcomes 
of each of these projects 



Chapter 5 

RETROSPECTIVE ASSESSMENT OF PROJECT ISSUES 

A INTRODUCTION 

Thls assessment has both retrospective and prospectwe features 

As a general rule, the bas~c questions that are usually most pertrnent to a retrospective 
assessment are 

o What arelwere the project objectives~ 

o What progress waslhas been made toward thelr achevement? 

o What lessons does the assessment yield for the future of thls project and other 
projects? 

The baslc quest~ons that are usually most pertment to a forward-lookmg assessment are 

o Have the objectives of the project or the pr~ncipal players changed? 

o What are the alternatives for future act~on' 

o Wh~ch of these alternatives represents the most attractive cho~ce for the future? 

Th~s  assessment started out with a future onentation It developed a s~gruficant 
retroactive thrust after the field study was completed and the Mission asked the Team to exarmne 
its files m detail We then concluded that some d~fficult issues from the past had to be addressed 
in greater depth m order to lay a constructwe foundation for the future 

In the prevlous chapter, we saw that A I D pnvate sector projects m general --- and 
busmess association projects, m particular -- have in the past generated misunderstandmgs and 
conflicts between "two cultures," represented by the pnvate sector and the Agency for 
Internat~onal Development wh~ch, for all ~ t s  commitment to the cause of free markets m 
develop~ng countnes, is nevertheless a public sector institution with a set of governmental 
responsibilit~es and admimstrative requirements that cond~tion its perceptions and actions 

Busmess organration projects are seldom easy for donors to manage, and the SBC sub- 
grant is no exception However, the SBC sub-grant is special rn that it rnvolves an unusual 
three-comered arrangement m whlch A I D and a regional public sector international regional 
rnstitutlon (SADC) are major players along with SBC's governance structure and vmous 
elements of the busmess commumty 



Thts Chapter 1s orgamed m five sectlons m addlt~on to th~s Introduction Sechon B of 
th~s  chapter provldes an assessment of the decis~on by USAID/Zmbabwe to cease reunbursement 
of the Execuuve Director's salary Sectlon C dlscusses SBC's performance Sechon D 
dlscusses vlews of other donors Sectlon E presents the fmdmgs and opmons of the Team on 
a range of issues posed by the Mlss~on for ~ t s  conslderaOon Sectlon F provldes a bnef 
conclus~on 

B SUSPENSION OF REIMBURSEMENT OF THE EXECUTIVE DIRECTOR'S SALARY 

In August of 1992, as the present assessment was gettmg underway, the Misslon 
suspended ~ t s  fundmg for the reunbursement of the expenses of SBC's Executlve Dlrector The 
basis for th~s  suspension was the failure of SBC to follow SADC rules concemg advertlsmg 
and competing the posltion of Executlve Dlrector pnor to h s  appomtment m early May of 1990 
and ~ t s  subsequent failure to compete and adverhse the posltion as requested by A I D later 
As descnbed m Chapter 2, the SADC Secretanat had reluctantly ratified SBC's departure from 
~ t s  rules, and the Councd entered mto a five-year employment agreement on the strength of that 
ratificat~on USAID/Zlmbabwe informally ~nformed SBC and the SADC Secretanat a year later 
that A I D requued the posltion to be advertised and competed34 and followed ~t up wlth a 
formal not~ficaaon m September of 1991 In November 1991, SBC was notlfied that funds for 
the Executlve Duector's salary would be cut off d SBC dld not comply After some 
postponements to perm~t the SBC governance structure plenty of m e  for recons~derat~on of ~ t s  
posltlon that ~t would not comply w~th the Mlsslon's requirements, the funds were cut off 

As we see ~ t ,  the Mlsslon's actlon m suspendmg rexmbursement of Dr Bbenkele's salary 
and ~ts rat~onale for domg so brmg together key Issues of performance, lnstltutional 

34 The formal ratlficatlon by the SADCC Secretmat was on May 3, 1990 An mternal 
memorandum from Mr Greenberg dated July 20, 1991 md~cates that he discussed with SRBC 
Chairman Thompson the subject of the Muslon's requirement for competltlon and advertlsmg 
at a meeting held that week m Harare, 13 months after the raQficauon date A memorandum 
from M~sslon Duector Morse to Mr Thomson dated September 4, 1991 (16 months after the 
ratlficatlon) refers to Mr Greenberg's dlscuss~on at the Harare Needs Assessment Workshop 
"To reiterate and reemphasue A I D requlres that the key posltlons m SRBC Secretanat be 
openly advemsed and competed, uslng the same or slrmlar procedures as used by the grantee, 
the SADCC Secretanat " On November 18, 1991, Deputy Miss~on Director Splelman wrote 
Mr Thomson, notlfymg hun that the salary of the SRBC Executlve Dlrector would no longer 
be constdered a rexmbursable expense under the SADCC Secretanat grant, unless the poslhon 
IS held by a candidate who has been recruited m accordance w~th the SADCC Secretanat and 
SRBC procedures andlor USAIDIZunbabwe IS satisfied with substantwe progress m that 
dlrecbon That was 18 months after ratlficatlon 



respons~b~l~ty and the three-way relat~onshlps between USAID/Zmbabwe, the SADC Secretariat, 
and SBC 

The Mlss~on's rat~onale for suspension, m ~ t s  bnefest form, 1s stated as follows m ~ t s  
Comments on the Draft F m l  Report 

If the mcumbent, Dr Bbenkele, was perfomng well, th~s  would have been 
sufficient reason to wave the rules While not ulthout potential, m our judgement, 
Dr Bbenkele was not perfomng at a level that warranted wmvmg compet~twe 
search 35 

Th~s  section exammes the Mlss~on dec~s~on from several pomts of vlew Subsect~on 1 
br~efly compares the way the publ~c sector vlews the personnel select~on process w~th the pnvate 
sector approach to selecting a ch~ef executive for a busmess assoclatlon Subsect~on 2 exarnlnes 
the meanlng of the M~ss~on's "compet~tive search" rationale Subsecbon 3 presents the fmdmgs 
of the Assessment Team In terms of the appl~cat~on of contemporaneous standards of judgment 
on Dr Bbenkele's performance Subsect~on 4 exarnmes other standards of judgement 
Subsect~on 5 looks at the way the M~ss~on made its decis~on Section 6 suggests that there was 
a much better way for the M~ss~on to ach~eve ~ t s  objectives 

Th~s  sectlon attempts to do two thmgs at once Flrst, we try to convey a sense of how 
busmessmen and government offic~als each look at the select~on process and how they can 
m~sunderstand each other when questions of performance and replacmg a key employee are at 
stake The second thmg we do IS to ident~fy and apply a standard whch we belleve comes farrly 
close to the one whtch the M~ss~on has establ~shed in ~ t s  comments, but one wh~ch also meets 
the requirements of busmessmen and others for a "real~ty check" 

Wr~t~ng In Assoclat~on Management magazlne to an aud~ence of qsoclatlon executrves, 
Mark Pastm says 

4 Every o r g m t l o n  has two sets of rules Flrst are the gold-plated 
rules those m the employee manuals, bylaws, codes of ethlcs, and 
snappy brochures These, however, aren't the real rules 

People play by a more bas~c set of rules that I call ground rules 
The best way to d~scover the ground rules 1s to observe people and 
judge them by their actlons -- not the~r words In part~cular, 
observe people when they are faced wtth drfficult choices See 
what rules they play by when the chlps are down 36 

36 Mark Pastm, "Power, Pol~t~cs and the CEO" (July, 1988) mcluded m the Amencan 
Soctety of Assoctat~on Execut~ves' Surv~val Kit for the CEO (Current III the ASAE L~brary as 
of Apr~l, 1993) 



What we hope to do m thls sectlon IS to develop and apply a "golden rule" that w~ll  be 
regarded as f a ~ r  and acceptable by those whose basic way of judglng persons and events is 
looklng for the "ground rules" whlch tle human motivat~on and human act~on together 

1 Pnvate Sector Selection Process Compared 

The "best pract~ce" of public sector orgamatlons m selectmg persons for posit~ons of 
respons~b~l~ty IS somewhat d~fferent from that of pnvate sector associahons faced w~th  the same 
task A I D 's "compet~t~ve search" requirements combme two objecbves The first IS to avo~d 
the fact and appearance of mpropnety in the use of public funds -- pmcularly w~th respect to 
polit~cal favont~sm, rac~al discrmmat~on, or other unacceptable grounds for selection of 
md~viduals for employment The second is to ach~eve the most cost-effectwe use of public 
funds to get the most and hrghest qual~ty service for the dollar or to pay the fewest dollars for 
a given type or level of performance The pnvate sector assoclatlon "best pract~ce" shares some 
of the public sector concerns, but gives prmacy to findtng the best possible leader, makmg a 
timely dec~s~on, and slgmng h m  or her up The two approaches have many sm~lant~es,  but the 
visceral instincts that gurde them m practice can be quite d~fferent 

A leading U S guidance document, Guidelmes for an Associahon Seekmy a Chef Staff 
Executive (U S Chamber of Commerce, 1992) suggests that one of the first considerat~ons of 
an assoclation seekmg a chef staff executlve IS the establishment of a mechamsm to fac~lltate 
the search and select~on A small "blue nbbon" group should be composed of leaders who 
themselves can recognize leadersh~p Other factors in the makeup of the cornmlttee Include 
representation based on geographic location and basic types of members The Gu~delmes say 
that the committee members should understand that then job is to select and recommend the one 
mdivtdual who, in the~r opinron, is the best suited for the posltlon of chef executlve 

The Gutdellnes state that the Cornmrttee must prepare for its job, develop an 
understanding of the orgaruzat~on's objectrves and prepare a "profile" of the executlve they want 
Among the charactenstics they should consider are educat~onal background, assoclation 
management expenence, other general and specfic work expenence, w~llmgness of the 
candidate to contlnue h ~ s  professional development, personal qualibes, and leadersh~p expenence 
Commrttee members also must be prepared to "sell" the posltlon to qual~fied cand~dates, 
presenting challenge, growth and the continuing professronal development opportuutles of the 
posltlon 

On the matter of employment contracts, the Guidelines state 

Contracts have pros and cons Many assocratlons find ~t advantageous to offer 
a contract of employment while others believe the executlve should work without 
one Some executives refuse a contractual relatlonshrp whrle others demand at 



least an understandmg for a year or as much as five years and beyond Age of 
the candidate, plus the demands of the position, frequently wlll determme if a 
contract is mutually beneficial 37 

The Guidelmes charactem executive search m terms of findmg talent and consult~ng 
people who know where talent is, and then loclung a good can&date up. It focusses on 
sources, such as (1) recommendat~ons of the resignmg chef executive, (2) promotion from 
w1th111 the current association staff, (3) promotion from other branches of the assoclatlon, (4) 
executive referral services, (5) other association executives known to the comrmttee, (6) 
executive search committees, (7) newspaper advertismg, (8) unsolicited applicants from word 
of mouth advice, (9) executives m the mdustry and profession, and (10) mscellaneous 
government and university sources The guidelmes document does not recommend that the 
positlon should be advertised as a matter of course But ~t does suggest that unsolicited 
applicants should be treated as any other applicant The Guidelmes caution 

It should be pomted out that the mterval of tune between the mterviews and the 
ultmate decision should be kept to a m m u m  Some o r g m t i o n s  have lost 
thev 'top choices' because of delays 38 

In summary, whde the public and pnvate sector approaches have a number of common 
elements, there 1s s o m e k g  very d~fferent about them as well Underneath the public sector 
approach is the Image of a long h e  of suitable cand~dates, waltmg to be screened and judged 
The cand~dates are the ones on display, the ones who must demonstrate thelr prowess, not thelr 
selector The pnvate sector approach establishes a compensatlon package, usually on the basis 
of ~ndustry practice The private sector notlon 1s that, m truth, there are only a few "best" 
candldates out there at a glven level of compensatlon One of those "best few" must be 
~dentified, sought out, wooed, and won 

Th~rd World Practlce . 
The Amencan context of assoclatlon management is different from that m the Thtrd 

World, particularly when A I D is lnvolved However, our perception is that the fundamentals, 
though not carned out m an elaborate way, are essentially the same when the pnvate sector 
controls the select~on process In the Canbbean, for example, a "Blue hbbon" comrmttee 
consrstlng of two well-known busmessmen selected Paterson Thompson as the Executive 

37 , p 10 The vlewpornt of the associat~on executive of course can be different "A 
sohd contract IS a CEO's most important pollt~cal tool You must obtaln tlus gomg m, because 
you wlll have difficulty negotiatmg or amendmg one with future boards You must demand 
respect as a professional from the outset " Bernard F Whelm, "On Bang a CEO Leanung 
the Pol~tical Ropes", Assoclatlon Management, Apnl 1989 



Dlrector of the C m b k a n  Association of Industry and Commerce (for a hlstory of CAIC, see 
Appendrx 10) Mr Sidney Knox, a Tnnldadian busmess executive knew of Mr Thompson's 
good work m Guyana Mr Thomson was then lnte~iewed by Mr Knox and Mr John Stanley 
Goddard, a leadmg busmessman m Barbados Thelt a f fmt ive  recommendahon was promptly 
accepted by the Board of Dltectors There was no advertumg and no consideration of other 
candidates Mr Knox knew where the talent was, Mr Goddard confirmed hu judgement, the 
Board trusted both men, and that was that 39 

In the case of FEDEPRICAP, its Executive Duector, Mr Carlos Manuel Eschevema, 
was selected at the end of a process of "geograpbcal reduction " Ongmally, some members of 
the Board thought that the Secretariat would be rotated from country to country along with a 
rotatmg Presidency It was ultimately concluded, however, that the Secretanat should be located 
m a smgle country and that country should be Costa hca Once the location decision was made, 
it also was concluded that the Executive Secretary should be a citlzen of Costa Rca Other 
Costa &cans were considered, but Mr Eschevema -- who had been heavdy mvolved m the 
process of revitalumg FEDEPMCAP m the fust place -- became the natural and ultmately 
unanunous choice of the Board of Dvectors As noted m Appendur 10, FEDEPRICAP whose 
constituent members mcluded national development institutions as well as Chambers of 
Commerce and was a project m wh~ch A I D fundmg and mvolvement played a much more 
central role than it did m the case of CAIC 

As descnbed m Appendlx 10, "bondmg" (the process by whch explicit or mplicit 
agreements concemng objectives, values, loyalty, and support are forged between the candidate 
and a few key patrons) is crucial A wlse cand~date knows that association members have 
dlffenng interests and perceptions, that controversy and cnticism are vtrtually mevitable, and 
that the going inevitably will get tough By the same token, experienced supporters know that, 
sooner or later, the executive will have to fight and that thew strong support is a part of the 
transaction that enables her or hlrn to produce results What counts is not just fmdmg talent, 
even more unportant IS the mutual cornmltrnent that precedes or emerges from the selechon 
P-ss 

2 The Meamna of the Mission's Positton on "Com~etitive Search* 

Thls sub-section explores the mearung of the "competitive search" rahonale as it has been 
presented by the Misslon m its Comments on our Draft Flnal Report To quote further from 
these Comments 

39 We did not particularly focus on th~s question dumg our country visits, but we did find 
that the process by which a few key busmess leaders approached a candidate whom they knew 
to have talent - and then put thelr influence b e h d  hun on key issues - was m evldence m 
Southern Afhca as well 



When malung a grant to an mternat~onal organmtlon such as SADC, A I D 
rehes heavdy on the mstltut~on's mternal set of rules and regulat~ons To the 
extent poss~ble, A I D trles not [to] mpose its own rules on top of the 
mternat~onal o r g w t ~ o n ' s  rules To walve an mportant rule of h s  lnternat~onal 
organtzation, requlres a compellmg reason 40 

As far as we know, there is no reaulrement that the Mission termmte fundmg of the 
positlon ~f the rules of the grantee orgamtlon regardlng recruitment are not followed Our 
understandmg is that M~sslon's actlon was -- and contrnues to be -- d~scretlonary 

The cntenon whch the Mission believes appropnate, to repeat, is 

If the Incumbent, Dr. Bbenkele, was perfomng well, t b  would have been 
sufficient reason to wave the rules Whde not wthout potent~al, m our judgement, 
Dr Bbenkele was not performing at a level that warranted warvlng compet~t~ve 
search 

The bas~c quest~on wh~ch ~t decided when ~t notlfied SBC that the pos~tion must be 
competed and advertised was whether or not the Actrng Execut~ve Director was p e r f o m g  
well at the tune hls appointment was rat~fied by the SADC Secretanat (May, 1990) We 
understand further that the Miss~on was NOT seelung to unpose an open-ended requlrement for 
contlnulng good performance whlch would apply mndefntely and p e m t  the Mlsslon to cease 
reimbursement of the Executive Director's costs at any tune when it d ~ d  not thmk the Execut~ve 
Director was performing well Nor was it seelung to Impose upon SBC ~ t s  own choice of an 
Executwe Director or to assure that the Executive Dvector chosen shared the M~ss~on's vtews 
on role of a reglonal business assoclatlon m Southern Afnca 

In summary, the Miss~on cntenon, as we understand ~ t ,  poses one questlon and one 
questlon only 

"Was Dr Bbenkele perforrmng well m early May 1990 when the SADC 
' Secretanat and SBC entered rnto a long-term personal semces contract ulth 

b 9 "  

3 Was Dr Bbenkele's Performance Satisfactorv at the Tune9 

In h s  sub-sectlon we answer the question of whether Dr Bbenkele's performance was 
sat~sfactory durmg the period m question Later we w~ll answer the question of whether havlng 
"satisfactory performance" does or should meet the standard of "perfonng well " 

Mrsslon Comments, p 14 



Dr Bbenkele came on board on November 11, 1989 as a consultant and Intern 
Executwe Duector We understand that he had been lnvolved m the process m whch the SADC 
Secretanat worked with the regronal busmess commuty m conceptualmng SBC We further 
understand that he was chosen for h s  Intenrn Assrgnment by the staff of the SBC Secretanat 
We were lnformed that the SADC staff represented to the Mrssion that Dr Bbenkele as a very 
competent person for the posrtion of Executrve Dvector We understand that the Mission 
accepted thls assessment at the tune and, as far as we can tell, it drd not change i ts opmon 
durrng the first year of the project 

There is, however, relatrvely lrttle documentation m the project file that would bear on 
the performance of the Execuove Dlrector between the date of hrs arnval m November of 1989 
and the date of the ratrficatron of h s  appomtment, May 3, 1991 

A report of a the Second SBC Council Meetmg held m Blantyre Malawr on January 11, 
1990 rndrcates that the meetmg (1) approved a budget for the Secretanat, subject to discussion 
with SADCCIS, (2) ratrfied the appointment of the Execuhve Duector m the mtem, (3) ratrfied 
the Conditrons of Servrce prepared by the Secretanat for all employees, (4) agam resolved to 
have bankable projects subrmtted by February 28, 1990, (5) resolved to have close collaboration 
with SITCD, and (6) approved the revrsed program of action as presented by the Secretanat and 
pledged to abrde by rt for the Busmessmen's Conference to be held m October, 1990 

A letter on February 27, 1990 from Mr Nebwe of the SADC Secretanat to Dr Bbenkele 
refers to the "unperative necessity for SADCC Natronal Busmess Counclls to pay thelr 
contnbut~ons to the Reserve Fund " 

SBC moved Into premrses at 165 Prlane Rd , Gaborone on A p d  1, 1990 

At the Third Meetmg of SBC held m Meseru, Lesotho on Apnl 1 1, 1990 the Council 
received the recornmendatron of the Board that the Intern Executwe Dlrector be named 
substantwe Executive Dlrector The Council voted to rat@ the recommendatron of the Board 
and to contact the Executive Secretary, SmCCIS to drscuss the ratificaaon It urged the 
Secretanat to llaise fully with PTAIFCCI to avoid duplrcatron, commended the Executwe 
Dlrector on hls comprehensrve report to USAID, but pomted out that had rt not been for the 
exrgencres of the matter, the Council should have spent sometme m loolung at the actrvrt~es 
before submrttrng them to USAID The Councrl also agreed on the importance of clear and 
strong focal pomts for effective dralogue between governments and the busmess commumty m 
each country and resolved that Narnibra should join SBC as soon as possrble 

Mr Brad Wallach managed the project for USAID from November, 1989 though the end 
of January 1990 He was based m the Zlmbabwe Mrss~on He passed then h management 
dutres to Dr Armstrong, but retamed responsibilrty for prep- a Project Paper Supplement 
and Grant Agreement Amendment He was a pnnclpal author of the Project Paper Supplement 
dated M a y  18, 1990 whlch we have quoted m Chapter 3 and wluch IS referred to later m t h ~ ~  
Chapter He also was a pmrpa l  author of the Grant Agreement Amendment transnutted to 



SADC by letter of July 24, 1990, whlch was fully executed m late August, 1990 Mr Wallach 
contrnued to serve m the Mlsslon until late m 1990 He told us that he had no reason to believe 
that Dr Bbenkele was not perforrmng well durmg h s  service as Project Officer or mdeed 
thereafter He made very clear, however, that -- apart from hls mvolvement m the preparahon 
of the Project Paper Supplement-- h s  dut~es m the Mlssion did not mvolve hun m the project 
after lus early service as Project Officer He also pomted out that he had not had the 
opportumty to revlew any project-generated studies 41 

Dr Armstrong m v e d  m Gaborone m December, 1989 but d ~ d  not undertake duties there 
untll the b e g m g  of February 1990 He thus was on the scene, worked with Dr Bbenkele for 
a substanttal part of lus m e  in Gaborone He left Botswana for Zmbabwe m late 1990 and 
remamed responsible for the project through early January, 1991 As of May 3, 1990, then, 
Dr Armstrong had been Project Officer for three months He remamed Project Officer for 
seven months thereafter 

As best we can judge, Dr Armstrong IS the smgle person m the Mission who knew Dr 
Bbenkele's work best He "took the tune to help Dr Bbenkele with the log~stics of settmg up 
an office, and m lla~srng wlth USAID, and h s  assistance was mvaluable "42 Dr Bbenkele's 
description, set forth m his letter to Mlsslon Dlrector Hemck m October of 1990 is that of an 
actlve, v~tal, and much-apprec~ated contributor to a common undertakmg 

Dr Armstrong has an agricultural and busmess background and 1s an experienced A I D 
Project Manager He IS not a busmess assoclatton management speclalist, by background He 
told us that he got along well w~th Dr Bbenkele durmg the penod of Dr Armstrong's 
mcumbency as Project Officer and thought Dr Bbenkele could handle h s  job when he left Dr 
Armstrong d ~ d  mdlcate that Dr Bbenkele was very new to the ways of the A I D and SADC 
bureaucracies and needed a good deal of help from Dr Armstrong m h s  regard There was 
nothing In Dr Armstrong's responses to our dlrect questlons to mdlcate that he found Dr 
Bbenkele's performance less than satisfactory during the per~od m whuch he was responsible for 
the project or Indeed that Dr Bbenkele was not performmg well As noted m Chapter 3, m the 
latter part of hls tenure (September, 1990)' Dr Armstrong expressed mt ten  satisfaction with 
the way the project was golng at that tune As reported m that chapter, m January of 1991 Dr 
Armstrong also found the Work Plan subm~ned by Dr Bbenkele to be satisfactory 

At the tune of our lntervlew m September 1992, SBC Council Chaman Thomson told 
us that In May of 1990 (the tune of the SADC ratlficat~on and s ~ g m g  of the services contract) 
he thought Dr Bbenkele was as good as any candidate llkely to emerge from the SADC 
selection process Mr Greenberg's memorandum to file on hs conversation wlth Mr Thomson 

41 At the outset, there were those m the Misslon who saw the stud~es (as dist~nguished from 
institution-buildmg) as the p m r y  project output 



at the Needs Assessment Workshop held m Harare m July of 1991 (when Mr Greenberg 
apparently first broached the quesoon of competmg the Executive Director's posioon) mdicates 
to us that, at that tune, Mr Thomson had some doubt if a better candidate could be found 43 

Pnor to Apnl 1, 1990, we understand that SBC was co-located with BOCCIM, and the 
Mission Comments suggest that Dr Bbenkele could not take constructive cnocism from 
BOCCIM We did not explore the quesoon of the cucumstances of SBC's departure from 
BOCCIM dumg our field survey We chd, however, mterview the President of the BOCCIM 
Councll m SBC's offices at a meetmg arranged by Dr Bbenkele Dumg this mterview, at 
whch Dr Bbenkele was not present, we asked h m  whether BOCCIM would be willmg to 
consider servmg as the admmstraove channel for A I D fundmg if the Mission and SBC were 
to decide that would be an advantageous ahernatwe to fundmg through the SADC Secretanat 
He reply was defmte and affmatlve 

As discussed m the following subsection, makmg a retroacove judgement on whether Dr 
Bbenkele was performmg "well" m May of 1990 is very difficult, because it depends on what 
standards one applies We do thmk, however, we can conclude that Dr Bbenkele performance 
was satisfactory by the contemporary standards of the persons then pmcipally responsible and 
mvolved The SBC Chaman, its General Councll, and the SADC Secretanat all had to 
consider thew decision very carefully because of the unusual cururnstances They were the 
people who designed SBC, who knew what they expected, and who would have to live with the 
consequences of thetr cho~ce We have drscussed the matter with them, and believe they were 
smcere 

We believe that ~f any of the partles had perceived any major problem, the performance 
lssue would have been raised at the tune and settled then Had they thought that Dr Bbenkele's 
serv~ces were not satisfactory, we tlmk they would have concluded that SBC's ongomg activihes 
should be postponed, that Dr Bbenkele should return to ZACCI, and that a search for a new 
Executlve Dlrector should be undertaken at that tme In summary, thew actions speak as loudly 
as thew words We conclude that the persons respons~ble fcr overseemg Dr Bbenkele's 
performance thought that h s  performance was at least satisfactory m May of 1990, and we are 
persuaded that thew judgments were sound 

But is satisfactory performance the equ~valent of what the Mission means m establishmg 
the standard, "domg well?" 

4 Other Standards of Judgement 

At the tune the selection of the Executlve Dlrector was ratified by SADC, there was no 
performance review dumg whlch evaluators checked off a box labelled "Dorng Well " If 

43 Donald Greenberg Memorandum of July 20, 1991 

59 



A I D requlres sometlung more than "satisfactory performance" m applymg its standard to 
reviewmg SADC's ratification, the task of retroactive assessment becomes much more difficult 

As best we can discover, there never has been a job descnption for the Executive 
Director's position other than a list of duties contamed m SBC's ConsQtuQon That document 
also contams the only def~mtwe descnption of SBC's objectives The Constitution was 
developed by the SADC Secretariat Even if one concedes that the Grant Agreement 
Amendment of July-August 1990 "changed everytlmg" by negotiated mutual agreement, the 
performance we are considemg took place on or before early May, 1990 It 1s hard to conceive 
how anyone could apply anyone's standards to Dr Bbenkele's performance other than those of 
the SADC Secretanat that had developed the concept of the mstitution, its governance structure, 
and the role of the Executive Duector withm those contexts 

Nevertheless, we return to the question, "Was Dr Bbenkele performmg at the tune 
he was named Executive Director m May of 19903" 

There are m fact many conceptions concemg what the Executive Duector of a Regional 
Business Orga~~lzatlon should be In the context of retrospective assessment, these conceptions 
really represent pairmgs of "qualifications" with "agendas" They p e m t  the analyst to reach 
backward m tune by reasonmg, "If he does not now have Qualification or Charactenstic A 
needed to Accomplish Agenda X whch is an essential part of h ~ s  job, how could he possibly 
have been "doing well" in May of 19909" Such formulations can be tricky to apply because the 
premise "which is an essential part of h s  jobn may represent a controversial opmon or fail to 
d lstlnguish realistically between the past, present, and future of the organization 

Remonal Stature 

The Team brought to th~s assessment the conviction that regional stature is a very 
mportant attribute of the Executive Director The Executive Directors of both CAIC and 
FEDEPRICAP, with which we are familiar, have held hlgh positions m government and 
unportant enterprises They converse comfortably with Mmsters and Presidents of the countries 
of theu regions and are at home m the board rooms of large compames The regional 
associations they head owe their mstitut~onal influence m part to the stature of thew respective 
Chief Executives If that is what the Executive D~rector of SBC is supposed to be, and Dr 
Bbenkele did not have a s~rnilar background and connections, how could he possibly have been 
"domg well" m May of 19907 

The Mission comments point out that high-level busmess leaders have dropped out of 
actlve participation m SBC, leavmg leadershrp largely in the hands of smaller busmesses and 
middle management executives of the larger busmesses 44 On the basis of the mtervlews we 
have conducted, we would judge that those large firm top managers who have dropped away 

Misslon Comments, p 8 



from SBC have done so m substantial part because the na~onal governments did not buy mto 
the concept of public-pnvate patnershp devoted to the larger mterests of the region whch was 
originally projected for SBC Beyond h s ,  we have the lrnpression that the Secretanat's 
prrncipal designers saw the "enterpnse sector" as u111ty They certady did not want to exclude 
large busmesses from a process of synthesis, and at least one SADC staff member saw dialogue 
of SBC with mdividual large busmesses as an mportant purpose Nevertheless, we have the 
unpression that SBC's governance structure was designed m a way that made it very unllkely 
that it would be onented toward large busmesses -- particularly those m Zlmbabwe 

It 1s conceivable that some top executives of the larger compames dld not regard the 
Executive Duector, who had never been a corporate execuhve or held hlgh government office, 
as an equal rn expenence and stature It 1s also~conceivable that some mght have sustained thew 
interest for a longer tune if SBC had the "feel" of busmess associations controlled by larger 
busmesses w i t h  thew respectwe constituencies But unless we are very much mistaken, that 
IS exactly what the majonty of SBC's founders dtd NOT want, and we believe that the 
underlymg onentation was programmed into the governance structure of the orgamzation from 
the start 

The Assessment Team would like to see SBC and/or some other regional busmess 
organmtions m Southern Af'r~ca develop to the pomt where it can perform as CAIC and/or 
FEDEPRICAP do and attract talent of correspondmg expenence or stature But neither CAIC 
nor FEDEPRICAP m fact started theu hstones with such l u m m e s  Each had troubles to start 
with For CAXC and FEDEPRICAP, the tune and money and cmumstances had to be nght for 
persons of reglonal stature to be w~lling to utilize the platforms whch these orgamzahons 
provided for thelr further creatlve efforts The essenoal job for the fust Executive Duector of 
SBC, as we see it, was startmg the process of budding a platform, not necessarily standmg at 
a great helght upon rt h s e l f  

Change the World 

There are a vmety of agendas whch represent elther difficult jobs to be done or 
problems to be solved to which the person of the Executive Duector or hts extraordlnary 
leadershp, mtellect, or lnslght may be premised as "the answern We believe that a pmcipal 
deslgner of the project on the SADC Secretanat staff had the view that SBC's funchon should 
be to synthesm the opmons of the enterpnse commumty such that SBC could receive a smgle 
consensus view rather than a multiplicity of opmons so everyone speaks with "one voice" We 
would judge that to be a very difficult task, except on those rather mfrequent occasions when 
the interests of vmally all enterpnses are the same and enterpnse commuty m fact is of "one 
mmd " Smce the SADC Secretanat sees "the enterpnse cornmuruty" as mcludmg parastatal 
organmtions, the Execu~ve Duector who could bndge the large social and economc gaps m 
viewpomt and mterests withm that cornmuty m Southern Afr~ca would have to be a very 
extraordlnary man mdeed 



A somewhat sm~lar  idea IS that the Execut~ve Duector should be able to malntam the 
partlclpatlon of all b s  vmous constltuencles smultaneously HIS job IS b m g  everybody m the 
busmess comrnumty together and to keep them happy under a srngle tent The pomt IS not so 
much that every pollcy posltlon should please all of them, but rather that the reg~onal busmess 
assoaat~on should offer some kmd of act~vlty or merest to everybody, and thus keep everybody 
contented G~ven the real19 of l~mted resources, we would judge that expectation to be qulte 
d~fficult to acheve as well Needs are infiite, resources lmted, and conflrcts abound The 
Execut~ve Dlrector, h s  Chaman, and the General Counc~l must make cho~ces that w~l l  please 
some and offend others In the final analys~s, h s  formulat~on of a busrness assoclatlon agenda 
cannot succeed unless the Execut~ve Dlrector turns out to be an exceedmgly effectwe fund 
raiser, one who knows how to tap the pocketbooks of both the busmess cornmunlty and the 
donors On the whole, very effect~ve fund ralsers are rn short supply 

A thud vanatlon IS the Idea that an Execut~ve Dlrector must be able to reconcile or solve 
such problems experienced by nat~onaf level busmess orgaruzatlons as lack of representativeness 
(orgamt~ons  controlled by a small cllque), lack of financ~al comrmtment (mcludmg payments 
to SBC) and problems that busmess assoclatlons have m dealmg w~th bliateral USAID Mlss~ons 
We understand that, m a short span of tune, one SNBC has had four Executive Duectors, each 
one financed by USAID, each one unable to brldge gaps between the orgamzat~on's leaders, the 
Mlss~on's objectives, and thelr own A Reg~onal Execut~ve Duector who could Intervene to 
solve these problems would have to have extraordinary personal qual~t~es and stature 

Accept the World 

Wh~le some forrnulat~ons stretch the yardst~ck by wbch the Execut~ve Dlrector 1s 
measured upward, requirmg h m  to possess the "mag~c bullet" that changes the world, others 
accommodate to context They accept contemporary standards of select~on as glven and ask 
"Was he do~ng well glven who he was and the sltuatlon he had to work with', Was he growmg? 
What was the path that would enable hun to move from where he was toward where he needed 
to go9 What were hls problems' Was he glven the help he needed to perform at h s  full 
potentla19 Such an approach may look at the "ground rules" normally appl~ed by h ~ s  peers and 
ask how he is performmg by these standards Others smply look at the world from b s  pornt 
of vlew and through hls eyes Such formulat~ons bmg the expectations concemg the 
performance of the Executive D~rector down to sue, but perhaps some too far down 

There have been a number of strongly held views expressed to the Assessment Team 
concemng the institutional philosophy that should gulde SBC, particularly concemg 
relationships between the publlc and pnvate sector Some may feel that if the Execut~ve 
Dlrector dld not share theu p~losoph~es of what SBC should become m the future, he could not 
have been leadrng the orgawtlon in the nght duection m May of 1990, and hence was not 
"domg well" then That m a most hazardous standard to apply to the past, prec~sely because it 
focuses on "correct" ideas rather than on relatmg actlons to expectatlons 



"Performing Well" Revsited 

In the absence of a contemporaneous record of a performance review whlch contams the 
equivalent of a "performmg welln conclusion on an evaluation form, we doubt that a 
" p e r f o m g  well" standard (as distmguished from "perfonntng satisfactorily") is a pacularly 
good one for a retroactwe mtervention that can adversely affect the career of a busmess 
association executwe Whether the person was p e r f o m g  satsfactorily can be mferred from 
contemporaneous events, particularly from the actions of those who were responsible for 
performance at the tune If "performmg well" lmplies either a hgher or lower standard than 
"satsfactory performance," it is very hard to apply objectively after the fact As tune goes by, 
people fmd it more and more difficult to agree on what the ground rules were at the tune of 
performance "Performmg wellw retroactively applies some concept of expectations, and it 
here is very difficult to set a reasonable ceilrng -- or floor -- on expectations many months later 

5 How the Mission Made ~ t s  Dec~sion 

Judgmg the performance of the Executwe Drrector of an association is a difficult task 
because many people have different agendas and different viewpoints Hence it is a good idea 
to involve persons with differing perspectives when a performance review is c m e d  out 
Good practlce rndlcates that the basis for and results of the revlew should be put mto mtmg at 
the tune the review m camed out 

We were unable to find any documentation m the file that indicated who m the Mission, 
in July of 1991, made the judgement that Dr Bbenkele was not "performmg well" m May of 
1990 Nor were we able to determme when such a decision was made, nor on the basis of what 
speclfic "doing well" standards or fmdmgs as to facts '6 Apart from the absence of 
documentation, we have no sense that the Mission paused m the ongomg rush of events and took 
the tlme needed to put on its "far hat," the one which requrres a designated interval and 
disclplmed process for deliberating on the wlsdom of actions whch can damage others 

As far as we can determme, Dr Armstrong was NOT Involved m any assessment of Dr 
Bbenkele's performance after he turned h s  responsib~lities over to Mr Greenberg m January 
of 1991 He had been on the spot m May of 1990 And, by July 1991, he stdl had spent far 
more tune on the project than anyone else in the Mlsslon Nor, to the best of our knowledge, 

45 A recent art~cle takes the position that the employment contract of the association chef 
staff executive should contarn a clause spec~fylng that evaluafions be c m e d  out by a gram of 
knowledgeable people, preferably one such as the orga~llzation's Executive Comrmttee that is 
ltkely to reflect a range of respons~ble vlews "Don't Leave the Room," Assoc~abon 
Management (September, l992), p 32 

46 T ~ I S  decision was apparently made by the Mission pnor to an Ad-Hoc Meemg of the 
Governmg Councll of SRBC on July 19, 1991 



was anyone from outs~de the M~ss~on brought m to prov~de an mdependent perspect~ve on the 
decis~on In May of 1990, there were no standards of performance for the poslt~on of Execut~ve 
Drrector other than those establ~shed by SADC and SBC themselves Had the Mrss~on been 
viewmg the situation pmc~pally from the pomt of vlew whether Dr Bbenkele's past 
performance met establ~shed standards one would have thought the M~ss~on rmght have presented 
the Issue whether Dr Bbenkele was p e r f o m g  well m May of 1990 to SBC and SADC 
Secretanat and i~stened to thew vlews before ~t made ~ t s  dec~sion The records we rev~ewed 
contamed many comments on Dr Bbenkele, but none whlch suggest how or why the M~ss~on 
determmed he was not domg well m May of 1990 

Two subjects that seemed hlgh m the Mmon's concern for th~s project durmg the penod 
from rmd-July to November, 1991 the mdependence of SBC from the SADC Secretanat and 
competmg the Execut~ve Secretary's posltlon These subjects were ra~sed at the Needs 
Assessment Workshop (advert~smg Bbenkele's pos~t~on), and an Ad-Hoc Meetmg of the 
Govermng Councd of SBC (mdependence of SBC from SADC) July 18-19, 1991 They also 
seem to us to be llnked m Deputy Dlrector Sp~elman's letter to Mr Thomson of November 18, 
1991 wh~ch attached Mr Greenberg's h~ghly cnt~cal revlew of the Work Plan Dr Bbenkele 
submitted to the Mlss~on m August One key cond~t~on contamed m the attached commentary 
by Mr Greenberg's was the requrrement that SBC develop a strategy for disengagrng rtself from 
SADC and USAID to be completed before the Work Plan could be rev~sed 

After apparent early success, the Idea that SBC should "d~sengage ~tself from SADC" was 
severely set back The outcomes of the Seventh SBC General Councll Meetmg m Maputo on 
January 20, 1992 were reported as follows 

a The Councd resolved to reject the suggestion of USAID for the posltlon to be 
advert~sed for regularlzat~on Th~s  was based on the fact that the Counc~l has 
-heady made ~ t s  dec~slon to confirm the Executive Director wxth due 
considerat~on of the regulations and procedures of SRBC The extenuatmg 
crrcurnstances at the tune led to the declslon to be made It would be absurd at 
th~s  tune to advert~se the posltlon as USAID was at the tme fully aware of the 
dec~sron made by Counc~l Any problems rn recruitment should have been 
brought up at h s  tune 

b The Council considered the suggestion by USAID as mterfenng w~th the 
operat~onal autonomy of SRBC as the organzzatlon was an mdependent mstltutlon 
reg~stered under the Soc~etles Act, Sect~on 6(1) of the Republ~c of Botswana The 
Counctl refused to be pushed around by the donors and were prepared to forego 
the donat~ons and tap alternative sources 

c The Councll gave a vote of confidence m the work currently bang done by the 
Executive Duector and wondered what the problem of USAID was A firm 
decis~on was made by the Council that the Executwe Duector should be retamed 
and should there be any further msistence, the salary should be paid from the 



capitation fees received so far A direction was made that as soon as possible 
alternative sources of donor funds should be found to see the orgazllzation through 
now and after the present agreement with USAID expues for supportmg non 
programme activioes of the Council 

d The Council resolved that the present services of the Executive Director should 
not be disturbed as this could lull the momentum which has been gathered so far 

e The Councll mandated the Chrurman to carry the policy decision of Council on 
h s  matter to Dr Makom and to USAID 

The Councll also accepted the version of the work plan that Dr Bbenkele had subrmtted 
to USAIDIZlmbabwe Whatever USAIDIZrmbabwe may have rntended m presentmg the issues 
of Dr Bbenkele's employment, disengagement, and the quality of his Work Plan together at the 
same time, the result was to ~mpenl its objectmes with respect to all three 

Another issue that appears to have been troublmg the Mission is Dr Bbenkele's 
employment contract Persons employed on A I D - funded projects -- particularly prqects 
executed by U S contractors, often have employment agreements whch are essentmlly 
condittoned on A I D fundmg of thew position and A I D 's sole satisfaction with theu 
performance If A I D becomes dtssaosfied and requests thew removal, for all practrcal 
purposes they are gone Such employees have no clam agalnst A I D or their A I D 
contractor employers except perhaps for severance pay But, as we have seen, U S busrness 
associatton practices differ from those A I D practices described above 

As far as we can tell, Dr Bbenkele dld not use the situation to extract an unreasonably 
high salary for hls posttion, nor do we thmk that A I D would have paid full cost tf he had 
The Mtssion in fact criticizes Dr Bbenkele on the grounds that it huh that, later m the project, 
he delayed negottations with a capable candtdate for his staff because the candidate had salary 
requirements exceeding the Executive Director's own salary It is conceivable that Dr 
Bbenkele, ~n negotiations on fus own employment, traded off his salary objectives for a longer 
contract penod andlor other forms of security, but that seems a normal bargamg outcome 
The Mlsslon IS disturbed by the lack of a termination clause m the contract, but there was one 
In fact The termination clause refers pnnclpally to SBC's "d~sc~plmary rules" We did not 
examine these rules and we do not know how a court in the reglon would treat a situaoon m 
whlch the Council sought to termtnate his employment on the grounds that hs performance was 
unsat~sfactory But a terminatton clause In Dr Bbenkele's employment contract there certarnly 
was 

We can understand why, once the USAIDIZunbabwe had made its decision that Dr 
Bbenkele was not performmg well, it would have been frustrated by the discovery that he had 
a five year employment contract and even more frustrated when the contract's provisions were 
revealed to the Mission on a p~ecemeal bas= But we fad to see how the provisions of Dr 
Bbenkele's contract support the Mas~on's posifion that he was not dam well m May of 1990 



From a busmess point of vlew, an employment contract IS a market place bargam Other 
things bemg equal, the better the provisions for the recipient, the greater the llkellhood that the 
negotlators thought he was domg well at the tune they entered mto the contract In this case, 
the SBC Board and General Counc~l was faced w~th  a tune-lun~ted "take ~t or leave ~ t "  choice, 
but that is the lund of cho~ce businessmen and busmesswomen face m negotiations all the tune 
The fact that SBC's Council members were willmg enter mto a contract whch obl~ged theu 
orgaruzatlon to pay Dr Bbenkele w~th its own money for the period beyond August 31, 1993 
if USAID or some other did not fund Dr Bbenkele's salary after that date, suggests that the 
Counc~l members thought well of h m  at the tune it undertook this obligation 

We cannot read the minds of the mdividuals who made the decision (on or before July 
18, 1991) to challenge SADC's rat~ficat~on of Dr Bbenkele's employment However, we could 
imagine that, w~ th  the best of intentions, the Mlss~on's views concemg Dr Bbenkele's 
performance in May of 1990 might have been Influenced at the tune by the Mission's then 
current dissatisfaction with the status of SBC, its then current vlew of Dr Bbenkele's 
performance, and its very strong hopes for changes that would create a future for SBC mare 
Independent than it had been in the past 

Obviously, however, it would not have been proper for the Mission to attempt to utillze 
the leverage afforded by a procedural mistake relatmg to Dr Bbenkele's employment to 
Influence h ~ s  dec~sions or those of persons m SBC's governance structure concemng matters 
affecting the organmtion's vital Interests, such as its respectwe relationships w~th SADC and 
USAID And yet it could have appeared that way to persons outside of USAID Gwen the fact 
that relationships between USAIDIZimbabwe, the SADC Secretanat, and SBC were very much 
in the balance at the time, ~t was -- and is -- crit~cally Important that any judgement made by 
the Mission concerning Dr Bbenkele's performance should be fair m fact and should appear so 
to others as well 

What is at stake here wes well beyond famess to a slngle man The perception that a 
donor can understand the posltion of an Executive Director caught in a cross fire -- and not use 
I& power to penalize hlrn if he does not choose the path rt prefers -- can be cr~tical to recruiting 
top talent No good assoclatlon executive deliberately chooses a position that he thinks llkely 
to destroy hls career if the association's very diverse constituencies fail to agree on objectives 
In a development context, donors such as A I D and international orgamzatlons such as SADC 
mdeed represent such diverse constituencies 

To say that the "performing well" standard was m fact apphed m 1991 but that no one 
at the time paused to write down anything concemng the dec~sion and ~ t s  basis w~ll  not do in 
such circumstances For A I D employees or others who were not on the scene In May of 1990 
now to recall that in July of 1991 they fairly made a decis~on that basically overrode the 
judgements of respons~ble people who were on the spot In May of 1990 sunply doesn't conform 
to our standards of what ought to be done where a man's job and career are at stake Nor IS 

Intervention of t h ~ s  h d  well calculated to ~ n s t ~ l l  confidence m donors on the part of the lunds 
of leaders needed to manage business associations well m the future 



In the absence of a contemporaneous record ~nd~catmg that A I D clearly and falrly 
apphed an appropriate " p e r f o m g  well" standard before ~t took ~ t s  posltlon on the need for 
advertlsmg Dr Bbenkele's poslbon, we thmk that the more objechve standard of "satisfactory 
performance as of May 3, 1990" should be used for judglng h s  performance That can be done 
falrly today and we find that the standard has been met Accordmgly, we thmk that the 
USAIDIZlmbabwe should restore fundmg of the Execut~ve Director's salary retroactively 

Smce the or~glnal date for complet~on of the project was to be the end of August 1993 
and SBC entered mto a five-year contract with Dr BbenkeIe fully aware of that, we do not 
belleve that A I D necessmly need feel obligated to fund the posltlon beyond the onglnal 
project complebon date Nevertheless, we do belleve that a major lesson of thls hstory IS that 
a m~d-course lnterventlon by A I D focussed on the person of a busmess assoc~at~on's Executwe 
D~rector and apparently Ilnked to changes m orga~llzational pol~cy can be profoundly 
misconstrued and Impede the achievement of the M~ssion's most bas~c long-term objectives 
USAIDfZ~mbabwe may w~sh to cons~der ~ t s  future course of actlon w~th h s  thought in mud 

6 A Much Better Way 

W~th the benefit of considerable hmdsight, we are convrnced there was a much better 
way USAIDIZmbabwe had every iegmnate reason to be concerned about the project m terms 
of its ultmate d~rect~on and the divergence m the objectives of the three partles The 
appropriate contexts for expressing those concerns, In our judgement, should have been either 
(1) the prospect of future A I D fundmg (then scheduled to end at the end of August 1993) or - 
- ~f the matter was felt to be sufficiently urgent -- (2) the exerase of the termlnatlon clause In 
the Grant Agreement Amendment as amended The process for considenng the future could 
have been somethmg like that descrtbed rn Chapter 7 of thls report, whlch deals w~th future 
alternat~ves W ~ t h ~ n  the framework of such a process, ~t would have been most appropnate for 
the panres to address the questlon of whether the Executive Dlrector then appeared to be the 
man to lead SBC In the d~rect~on agreed upon If it turned out that he was not that man, sultable 
arrangements should have been made to permit h to make an honorable exlt 

Such a process perhaps would have taken a great deal of tune and effort, but we are 
convinced both the project and values at stake were worth ~t We do not know and probably are 
not entitled to know all of A I D 's purposes for its actlons, but we do know that the reasons 
~t has supplied do not fit ~ t s  purposes well We do not think A I D needs to ascr~be ~ t s  actlons 
to techmcal errors or shortfalls In performance whlch took place m the distant past In our 
judgement, the prospects for reglonal busmess organlzatlon In southern Afnca are promslng 
enough, thew potentral benefits large enough, and the need for candor strong enough for all the 
partles to spend the tune needed to recons~der then relat~onshrps And then to let the future to 
pay 11s own way 



C SBC 'S PERFORMANCE 

In this section, we present our fmdmgs w~th respect to SBC's performance as a whole 
We take into account the entire per~od of hstory to the tlme of our field study m September, 
1992 

The Assessment Team finds that, talung the entlre hstory of the project Into 
consideration, SBC's past performance has been average at best and well short of the potential 
of a busmess association m the reglon 

The princrpal reasons that SBC has not been able to acheve its full potential are as 
follows 

o SADCEBC recru~ted as I& Execut~ve Dlrector a person who lacked the regional 
stature and in-depth expenence normally found m the chef executive of a 
regional busmess orgamtion 

o The SBC staff did not receive the sustarned gwdance, hgh-level techmcal 
asststance, and moral support ~t requlred for successful performance l%s 
treatment contrasts sharply with the attention and support given to regional 
business associat~ons wh~ch USAID has funded m other parts of the world 

o The SBC Execut~ve Director has been caught between the confl~cting instructions, 
priorities, and objectives of important SBC constituencies 

o The SADC Secretanat, UNSAIDIZunbabwe, and SBC have been locked lnto a 
too-tight and overly ngld mutual embrace An orderly and gradual process of 
disengagement from an unsatisfactory three-way rnamage IS now appropnate 

Busmess organuatlons can be launched m all kmds of ways In our judgement, an 
Executive Director of regional stature is requued for a regional apex associatioa to reach its full 
potentla1 But the concept of the SBC that was developed by the SADC staff was one of an 
institution that would be closely linked and essent~ally serve the needs of the SADC Secretanat 
As we see it, the Secretanat's vision of SBC's Executive D~rector was of one who would work 
closely with them In a h~ghly collaborative ~f not subordmate role They were a, m our 
judgement, looking for an Executwe Director whose stature would nval that of their own chef 
executive, nor did they have in mmd an orgamtion that could or would challenge the publ~c 
sector 

There well may have been significant differences or shadmgs of oprruon w ~ h n  the staff 
as to how SBC was to serve the SADC Secretanat but our Interviews left us with ilttle doubt 
that an ~nst~tutional decision had been made that SBC would have a close relationship to the 
Secretanat 



The SBC staff was set up on the model of a publrc sector Secretanat It drew 16 key 
profess~onal staff from publ~c sector orgamtlons and from orgarmations heav~ly Influenced by 
a publlc sector mentality It presently reports to two publ~c sector lnst~tutions (USAID and the 
SADC Secretanat), each with ~ t s  own separate admmstrative onentatlon, procedural 
requlrements, and programmatic d~rechons Nelther the appl~cable SADC compensation 
structure, nor the process of personnel selection, nor the nature of SBC's mteractlons w~th 
A I D and SBC were well calculated to produce an independent meritocracy 

The SBC staff has had l~mted success m reconc~lmg the needs and requlrements of five 
principal constituencies, each of whlch has somewhat d~fferent pnontles, perceptions, and 
Interests 

o The SADC Secretanat 

o SBC's governance structure (SBCYs Councrl, Board (no longer operat~ve), and 
constituent Nat~onal Busmess Councils) 

o Offic~als and profess~onal staff of nat~onal chambers and busmess assoclatlons 

o The busmess carnmumty at large and selected types of busmesses w~thln lt 

USAID/Zunbabwe and the SADC Secretariat particularly have been operattng at cross- 
purposes They have not reconc~led their differences and they have caused unnecessary delays 
and d~fficult~es for the SBC staff In part~cular, both orgamzatlons have turned what should have 
been a stra~ght-forward work plamng process Into an admlmstratwe mghtmare Requirements 
for extended dlscuss~on of "objectlves" and "strategies" were overdone ~f not counterproduct~ve 

What SBC needed to do m these years was to show an identifiable consWuency that it 
could act effaiuely on behalf of that constituency But, m our judgement, USAID and the 
SADC Secretanat tied up SBC m Ideational paper wars 47 It IS as if two hghly intellectual 
parents have been engaged in a long and b~tter argument as to whether thelr young chlld should 
be perform~ng to the standards of Picasso or those of Beethoven -- an argument In the process 
of whlch they reject both each other and the chld 

47 The Mission comments "The Impact of the '~deational paper wars' seems to be greatly 
overstated In our oplmon, this would have been easily handled by an Executwe Director with 
greater experience and stature In fact, d~scussions of 'objectlves and strateg~es' w~th SBC and 
SADC/S were muumal - they were not unduly extended They probably had little Impact, 
posltive or negatwe " Comments, p 18 The Assessment Team belleves the Mission msread 
~ t s  unpact on SBC m this respect See Subsectloris B-5, E-5, and E-9 of &IS chapter 



At the start, thrs project lacked three-way "bonding" among leaders m the busmess 
commuruty, the SADC Secretanat, and -- in part~cular -- A I D itself Had a sufficient mutual 
c o m t m e n t  taken place m the begmng,  cohes~on well might have survived changes m 
personnel and the almost mev~table d~fficulties of the early years of a new orgarnation 

What this new lnstrtution needed was constructive support m taIung pract~cal forward 
steps m the real world Focusmg on the needs of the less developed chambers and of the 
medium-slzed businessmen -- objectives clearly m the m d s  of both SBC's Cha~rman and ~ t s  
Executwe Director -- const~tuted a reasonable way for SBC to move forward at the start 
Instead of holding up SBC's Work Plans, the SADC Secretanat and USAIDIZlmbabwe should 
have done everything they could to help SBC get these work plans up to standards qu~ckly, 
includrng suggest~ng consultants and shortcuts if need be They should have seen that what SBC 
wanted to accompl~sh for itself made good sense They should have done everything they could 
to help dlrect SBC's energles away from paper production and toward achlevmg & own 
objectlves in the real world 

USAIDIZlmbabwe accededq8 to a concept of SBC whlch had been rather carefully 
developed by the SADC Secretanat and which had mvolved busmess leaders m the region 
Increas~ngly, however, the Mission saw the SADC concept as mcompatible with the its own 
pnvate sector approach Rather than concentratmg its attenoon on renegotlatmg its basic 
arrangement w~th SADC Secretanat, the Mission attempted to persuade SBC to become more 
Independent of SADC by h k m g  a "d~sengagement strategy" to a work plan which required 
A I D approval SBC found Itself caught In a cross-fire It wanted to keep both A I D and 
the SADC Secretariat happy and concentrate on ~ t s  own pnorlty objectlves But its efforts along 
these lines sat~sfied no one 

Wlth the benefit of hmdslght, the followmg can be sa~d of the early h~story of the sub- 
grant 

o USAID should have prepared a project design document m advance of fundmg 
SBC and made sure it was bas~cally m agree'lnent w~th the SADC Secretanat and 
the busmess comrnumty m the reglon on fundamentals Any major changes m the 
pos~tions of any of the three partles then should have been discussed among all 
three of them at the highest levels, and each set of Interests should have been 
fully represented in the process used to change fundamentals 

o SBC's first Executive D~rector should have been clearly identified before SBC 
started operation Agreement on the cand~date should have been reached as part 

The Mlssron posltlon is that the Project Paper Amendment s~gned m July, 1990 pomted 
the project m another duect~on As discussed in Subsection E-14 below, we thmk the M~ss~on's 
positron, though m part based on a subsequent mterpretafion of the July 1990 Project Paper 
Amendment, actually changed In 1991 



of a three-way "bondmg" process F a h g  th~s, the Chaman of XBC, at the very 
least, should have been consulted before an Intern Drrector was selected by the 
SADC staff By actmg urulaterally, the Secretanat staff lost an opportumty to 
endow the Executwe Drrector with the support of persons w i h  the busmess 
comrnumty who m~ght have seen bun as "their man" had other select~on 
procedures been utdlzed 

o A res~dent semor busmess assoaat~on advisor, f a d m  w~th USAID procedures, 
should have been on the scene from the start to provide counsel to the Executlve 
Dlrector and SBC's Chaman The presence of such an advtsor should have 
been a cond~t~on for the ~ m t ~ a l  grant Fa~lmg h s ,  such an advtsor should have 
been put m place before Dr Annstrong was withdrawn from Gaborone at the end 
of 1990 In any event, some land of constructive response should have been 
framed to Dr Bbenkele's October, 1990 request for the continued mvolvement 
from Dr Armstrong 

SBC has been crlt~clzed for deficlencres m a w~de range of areas, mcludmg settrng up 
and conductmg meetmgs, for the quality of ~ t s  staff, for defic~encies m preparmg work plans and 
tnstrtut~onal strategies, and for fa~lmg to execute the pnontles of ~ t s  pmc~pal constltuencles 
It IS cnticued for its failure to take rmtiatlve and for its lack of follow-up While these and 
other criticisms probably have ment, they mlss the pomt -- SBC or somethmg llke it is here to 
stay We are witnessing the birth pangs of an organrzatlonal Instrument whlch can play an 
increasingly vital role In business development over the next decade Rather than throw out the 
baby with the bath water, all the parties should focus on ways to assist m the development of 
a responswe, responsible regional business orgamtion 

From an outslde perspective, rt is extraordinary that SBC has done as well as ~t has An 
inexperienced, lmer-d~rected Executlve Director and his staff have made a number of beginners' 
rn~stakes, but they also have managed to launch a ship with relatively little help from the outside 
Superfic~al~ties aslde, the work plans SBC produced have been above average for its stage of 
development The second work plan, m pamcular, was noteworthy m recogmmg (albe~t 
belatedly) the need for developing sources of donor funding other than USAID and m ~ t s  
w~llingness to explore the modification of SBC's suucture to permit duect membershp by firms 

The working prlonties established by SBC appear to be reasonable to ~ t s  cmmnstances 
and 1ts lrutlatives with respect to South AFrica business commumty particularly mentonous Our 
reading of the files suggests a capacity for l e a m g  and growth that IS rather unusual m the hght 
of the dlfficult~es SBC was encountermg in its basrc relationships with USAIDIZunbabwe and 
the SADC Secretanat 

Appenduc 9 provides detailed chronolog~es concemg areas of SBC activity These may 
be summa& as follows 



o SBC has actively encouraged contacts with the business comrnumty m South 
Africa Busmess leaders of Southern Afnca are now talkmg to busmess leaders 
of South Afnca on a regular basis Although most of these contacts were not 
mtlated by SBC, ~t has served to facilitate and encourage a deepemg of such 
contacts 

o SBC has helped to strengthen its national level affiliates SIEMENS agreed to 
provide computers and lnformatlon system tramng to each national-level apex 
o r g m t i o n  and to SBC SBC staff and experts have been lured to provide 
techca l  assistance and trairung to local affiliates 

o SBC has made modest contnbutlons to the growth of trade in the region Some 
intra-regional trade orders have been wrltten as a result of the buyer-seller 
conference and trade misslons sponsored by SBC A Trade Advisory Cornrnlttee 
and an Investment Committee have been formed and have identified issues for 
lrut~al focus 

The South Africa meetings suggest SBC has demonstrated at least llrnited capability to 
undertake important irut~atives in the real world Nevertheless, a revlew of SADC 
documentation suggests it has a distinctly mlxed record as creator of cogent and persuasive 
written documentat~on A revlew of the resolutions from the Needs Assessment Workshop held 
in Harare in July of 1991 indicates that SBC IS quite capable of sponsoring actlvlties yleldmg 
outputs meettng USAID'S standards of documentatton, but there appear to be no silver pens 
wlthin SBC's own staff 

SBC has been wrdely crituzed for its defic~encies m the mechmcs of arranging for and 
conducting meetings in other contexts These are cnt~cally unportant s l l ls  for association 
executrves Qualtty tratning is widely avatlable and motivated persons can readily unprove their 
skills in this area If a regional business assoclation is to secure the particlpatlon and financial 
support of the region's business leaders, it must raise its standards m the provision of assoclation 
activities to meet the expectations of these busmess leaders Good execution m the fundamentals 
of conference presentation is essential to SBC's success and should be a pnonty for USAID 
assistance Competence and potentlal m ths  area should be a prune requisite considered in the 
recruitment and professional development of executive and staff personnel 

SBC has been subject, we think, to the "momsticn impulses whlch have afflicted all of 
the parties to the sub-grant in one measure or another We percelve a distinct lack of 
enthusiasm on SBC's part for regional activities controlled or sponsored by others, a shortfall 
in gregarious outreach, a proclivity for exclusivity A regional business association should be 
assiduously budding networks throughout the region wherever they can be found It should be 
look~ng and moving outward to exert leadership, obtam ideas which can lmprove its own 
performance, and to protect ~ t s  own rnterests 



A regional busmess association will need help to build on the foundatlon whlch has been 
laid thus far and to convert some of the existlng negatives to positives However, with a 
reasonable amount of constructive support and guidance, we tfunk that the mtitution and the 
business commuty m the region have the resil~ency to make the changes needed 

SBC is not a convenbonal pnvate sector busmess organrzation It combmes 
representation and development functions and attempts to amalgamate publlc and private sector 
interests Ultimately, it will have to narrow its range of activ~bes and constituencies m order 
to survive 

SBC's most llkely destiny is to be a specialized condu~t for donor funds, rather than a 
membershlp representation o r g w t i o n  advocatmg the mterests of it members 

Given the environment m whlch it has operated, the net result of SBC9s accomplishments 
and shortcomings are better than could be expected for the early years of such an organrzation 
But SBC's organmtlonal sponsors have been at loggerheads and a satrsfactory foundatlon for 
future activity has not been established The parties now should either (1) dissolve thelr three- 
way partnership or (2) reestablish it on a different and mutually agreeable basis We prefer the 
latter course, one which requires not merely "disengagement" but recommitment as well 
However, if all three partles cannot agree to make major changes m thew current arrangements, 
USAID should termmate its fundmg m a fasluon that gives SBC a reasonable opportumty to 
surwve by seek~ng funding from other sources, including the busmess commumty 

D VIEWS OF OTHER DONORS 

There are sigmficant differences in the status of business associatlons from donor country 
to donor country In several European countnes, Germany, France, and Italy among them, 
membership In a local chamber is mandated by law, generatmg extraordinary revenues for 
programs The German system is the most comprehensive, providrng services rangmg from 
apprent~ceshp t r a m g  to promotion and development of exports Because chambers perform 
services similar to those of the commercial officers m the foreign services of other countnes, 
the Government of Germany funds roughly one-thud of thelr budgets 49 In other parts of 
Europe, membershlp in Chambers is voluntary as it is m the Umted States, but there is less of 
a tradition of confrontation m relationships between business associatlons and governments that 
there is in the U S tradition 

It 1s sig~uficant that representatives of European donors from both trad~tions (mandated 
and voluntary membership) with whom we talked voiced preferences for a regional business 
association that would stand at a much greater dlstance from regional public mt~tutions than has 
been the case with SBC and FCCI, the PTA-related orgammon These vlews appear to reflect 
both ~ndividual assessments and respect for the appraisals of the situation by the USAID staff 

- -- 

49 Wllliarn Nothdurft, Goln~ Global (The Brookmgs Institution, 1992), p 72-73 



E ISSUES OF SPECIAL INTEREST TO USAID 

An Annex to the Work Statement for tlus assessment provided a list of issues for 
consideration by the Study Team Thls Annex is reproduced in Appendlx 3 to th~s  report 
These issues are d~scussed m order presented m the USAID Annex However, m the judgment 
of the Study Team, some of these topics are of much greater unportance than others 

Obiectives (USAID Issue #1) 

USAID's fund~ng of SBC's activitm has taken the form of sub-grant to SBC through 
SADC Whde relationsbps among the three parties m some respects may appear h e a r  on 
paper, (USAID providmg a grant to SADC and SADC m turn providmg a sub-grant to SBC), 
the mteractlons are complex and essent~ally triangular m practice Each leg of the triangle 
USAID-SADC, SADC-SBC, and SBC-USAID is unportant Moreover, larger matters 
concernmg the general relationships between USAID and SADC are mamfestly at issue m the 
lndiv~dual dealmgs of the two orgamzatlons These matters relate both to how they relate 
individually (as "parents"), as well as with each other m addressmg the subject of SBC What 
1s happerung "on-stage" m transactlons among SBC, SADC, and USAID thus has m part been 
driven by what IS happenmg "off-stage" m the relationshps between SADC and USAID The 
mangular nature of thls relationship distmguishes the SBC sub-grant from programs of assistance 
to reg~onal business assoelations which A I D has supported elsewhere m the world, evokes a 
range of general concerns not directly related to the project ~tself, and presented a considerable 
challenge for the Assessment Team 

As far as we can tell, there was no expllcit d~scuss~on between USAID/Zunbabwe and 
the SADC Secretanat of any objectives for the SBC sub-grant or project that were different or 
dlstlnguishable from those of in the orgarllzatlon's constitution at the tune the grant to SADC 
was first made, although USAID/Zimbabwe d ~ d  for a tlme have the idea that the SBC/SNBC 
network could be used as a distribution channel for ~ t s  own regional program Indeed, the 
Mlssion appeared to expllc~tly accept the SADC version of these objectives m ~ t s  Project Paper 
Supplement of May of 1990 The subsequent Amendment to the Grant Agreement clarified 
operational procedures in ways that strengthened the then-preva~lmg good relationsh~ps between 
SBC and USAIDIZunbabwe and enumerated specific activities, but it did not address or attempt 
to change SBC's objectlves as such 

a The SADC Secretanat Staff 

The SADC Secretanat staff has a relat~vely well documented concept of what it expects 
SBC to be and do The pnmary Interest of the Secretanat's staff IS m havmg the SBCfSNBC 

But a project paper is a Miss~on internal document, rather than a formal agreement with 
a grantee See the d~scussion of USAID/Zmbabwe's viewpomt m Subsection (d) below, "Did 
the Mission's Posltion on SBC Objectlve~ Change?" 



network serve as a comrnumcatlon channel between the SADC Secretanat and the busmess 
commuruty in the region In h s  formulaOon, SBCYs key funct~on IS to provide mputs to SADC 
on its pol~cy-formulat~on and project development processes, and to asslst SADC to d~ssemlnate 
~ t s  vlews to the busmess commumty A second funct~on ~s to serve SADC as a veh~cle for 
mplementmg those elements of its Programme of Action whch relate to the private sector 

SBC m fact was launched wlth a good deal of thought and consultat~on by the SADC 
Secretanat Thus there was at the tune of USAID'S mhal fundmg a considerable amount of 
relevant Secretanat-drafted documentaaon on the table, but none from USAID SBCYs 
0 b j e ~ t l ~ e ~  had been la~d out m its Const~tut~on, whch had been formally adopted as the 
orgamtion's govemmg instrument It IS d~fficult to read anythmg other than a close 
relationsh~p between SADC and SBC into the organrzation's bstory and docurnentat~on 

The Secretariat seems to be somewhat spht on the subject of what constitutes the SBC 
constituency One notlon 1s that the SBC network should serve only the Interests of the "entlre 
enterprise commumty" mcluding public enterpnses and pnvate enterpnses - that ~t should only 
put forth posit~ons on whch every element of the commwty can agree A second not~on 1s that 
SBC should serve as an mterlocutor, explamng to the SADC staff the vanety of opmons held 
wlthin the enterpnse commumty, and perhaps encouragmg pmcular elements to speak for 
themselves A thlrd notion is that SBC should build a consOtuency for itself and speak for that 
constituency However, the staff of the SADC Secretanat seems to be unammous m the vlew 
that an important purpose of the SBC IS to work with SADC itself 

b USAID Zimbabwe 

As best we can determme, apart from advocatlng d~sengagement, the M~ss~on has not 
art~culated any posltlve vision of ~ t s  own concemng SBC or the purposes of the sub-grant for 
some time, at least In writlng It has distanced itself from the May, 1990 Project Paper 
Supplement (which embraced the objectives in the SBC Constltubon) and from the July-August, 
1990 Grant Agreement Amendment (whrch it apparently feels llsted too many disparate actlvitles 
without a central focus) From interviews and revlew of documentat~on, we may hypothesue 
that USAID/Zunbabwe's vlew could be that SBC should become 

o An actlve advocate of the busmess commumty's mterests m pol~cy change m the 
region, mdependent of the policy ortentation of SADC, and/or 

o A high quality formulator and executor of donor-supported regional pnvate sector 
programs and actlvitles, lncludlng those concerned with trade and Investment 
and/or 

o An effective nplementer, in part~cular of selected number of the actlvltles set out 
m the July- August, 1990 Grant Agreement Amendment 



However, even dour  inferences concemng posltrve content are on target, apart from ~ t s  
efforts to d~sengage SBC from SADC, we see l~ttle ev~dence m the recent past of any will on 
the Mwon 's  part to drive toward the attalnrnent of any substantive objectrve 51 It IS 

concewable that the Mission's underlying motivation has been to encourage the busmess 
comrnumty ~tself to come forward with a practical strategy whlch SBC's leadershrp was sol~dly 
committed without providing the answer from the back of the book It e also poss~ble that the 
Mission has wished to avo~d circumstances in whlch it could be ~nferred that USAID had made 
any commitments to provide any further support to a regronal busmess orgamatlon 

Our conversations with the leaders in the business cornrnunlty lead us to believe that 
Missmn early-on ra~sed w~th some of them the question of whether SBC should be mdependent 
of SADC These leaders recalled advising the Mission that they favored the assoc~ation with 
SADC Our conversations also lead us to believe that the Mlssion at the start may well have 
had strong mternally-held convictions to the effect that SBC should become mdependent of 
SADC, but we found no wntten communication to the SADC Secretanat to th~s  effect nor mdeed 
any contemporaneous entry in the record indicatmg such an oplruon was held at the tune the 
project was undertaken 

c - SBC 

Apart from hoping to keep both SADC Secretmat and USAIDIZunbabwe reasonably 
happy, SBC's objectives have been quite simple These objectives seem consistent and sensible 
for an organization which principally alms to serve the needs of up-and-coming e h c a l l y  
dlverse medium-sized firms In the region Since neither these firms nor the smaller firms and 
business associations in the region are llkely to have substantial resources to devote a regional 
business association, such a focus implies considerable dependence on outs~de fundmg for some 
time to come It also suggests that such an organvation may not regard sophlstlcated approaches 
to policy-reform and reg~onal planning as its top priorrties The latter priorities are those most 
llhely to be of interest to larger firms or mdeed even to the parastatal sector of the "enterprise 
cornmumty " 

I 

Focusmg on the needs of the less-developed chambers and of the med~um-slzed 
businessmen -- objectives clearly in the minds of both SBC's Chaman and Executive Dlrector 

5' The Mission does not agree w~th this assessment "The charactemtion of 
USAID/Zimbabwe's input as largely negative recently 1s an unbalanced presentation We have 
given -- and contmue to give -- highly posltive feedback to a number of activities proposed (and 
on occasion rmplemented) by SBC The mlssion has also provided tunely constructwe cnticlsm, 
especially to work plans submitted, but also to SBC actlvlties and outputs to provide techcal 
guidance and not just serve as a dispenser of funds and a voucher processor Throughout the 
grant administration process, USAID'S objectlve was to act m the spmt of mutual cooperation 
embodled in the grant agreement to achleve mutually agreed upon objectives " Mission 
Comments, pp 17-18 



at the tune of our field survey -- seems to us to be a reasonable way to have moved SBC 
forward at the start 

Specifically, SBC's Councll want. to focus ~ t s  efforts on (1) buddmg up the professional 
staffs of national business associations, (2) creatlng effective national busmess councils, (3) 
arrangmg meetings and mps for bus~nessmen mterested m expandmg cross-border contacts m 
the reglon, (4) establ~slung an organuatlon whch can advrse SADC on reg~onal Issues, and (5) 
establ~sh~ng an orgamzation whch can speak mth one volce to potent~al mvestors and the donor 
commumty More recently, vanous persons on the Counc~l have shown lncreasmg Interest m 
pollcy advocacy It IS not clear to what extent h s  reflects a consensus vlew 

The principal orlentatlon of the Councll members IS sumlval m the short-term They 
perhaps have llttle cholce m tius regard They want to have SBC contlnue to exlst as ~t IS, 
evolve Into an orgamzation of larger geographc scope, or to be replaced by a better reglonal 
busmess assocratlon In other words, they want somethmg useful to remam In order to 
continue to exlst as it IS, SBC must respond to the prmclpal power-bases m the reglon, whch 
presently include SADC, natlonal governments and to a lesser extent particular sub- 
C~nStiNenCleS in the busmess commuruty 

d Did the Miss~on's V~ews Concemnn SBC's Ob~ectives Change? 

We noted in the introductory sectlon of thls chapter that the question, "Have the 
objectlves of the project or the principal players changed?" is normally one for a prospective 
rather than a retrospectwe assessment However, In th~s case, ~t looks to the Assessment Team 
as though the Miss~on's objectlves for SBC dld Indeed change m 1991, that thls change took 
place wlth the transltlon In Project Managers, and that the change of objectives was rat~onallzed 
bq a process of htstor~cal remterpretatlon focussed on the lntent of the 1990 Grant Agreement 
Amendment 

Although there were some apparent differences between the Mlsslon and the SADC 
Secretanat concemg the role of SBC at the start of the project these did not appear to be large 
at the tune By the tune the Project Paper Supplement was wntten these seemed to have 
disappeared The Project Paper Supplement prepared in m~d-May, 1990 favorably quoted the 
objectives which the SADC staff had wntten into SBC's Const~tutlon The Mlss~on saw SBC 
as a "fledglmg organmtlonn under the Secretanat's pmary tutelage, wlth a SADC Lla~son 
Officer in Botswana representmg A I D 's reglonal Mlsslon (USAIDIZunbabwe) actmg as a 
supplementary guard~an A Grant Agreement Amendment (representmg the blndmg agreement 
between the pames) included a provls~on requmng A I D concurrence m SBC work plans The 
Mlsslon officer who prepared both the Project Paper Supplement and the Grant Agreement 
believes that the underlying rat~onale of the two documents were the same The concurrence 
requirement was, however, lnciuded with the agreement of the SADC to provrde a measure of 
A I D objectlvlty and control, talung advantage of the presence of the SADC Liaison Officer 
m Botswana This provision was seen by hun as slmlar to those lncluded m A I D 's 



"cooperative" agreements which presume a higher degree of A I D supervision than those 
normally included in A I D grant agreements 

After the change of Project Managers, m our view, the M~ssion began to see the 
lun~tatrons of the mst~tu~onal arrangements and project concepts that were then m place and to 
vlew them m a new light The basic purpose of project was seen as msQtutlon strengthemng 
"Institution-strengthening" m turn could then be equated to "an SBC more mdependent of 
SADC" or perhaps even to a "an SBC totally independent of SADC" As it reflected on the 
1990 Grant Agreement Amendment, the Mlssion then saw a situation m whch lt had meant to 
achleve a result that turned out not to be attarnable wlthm the structure provided 

The Mission's Comments characterize thls process of retrospectwe reflection m two 
ways 

The purpose of the USAIDIZlrnbabwe was lnstrtutlon strengthemng The nature of the 
asslstance, however, was In the form of a grant with oversight largely lunlted to approval 
of an annual workplan, was structured m large measure in the fashon more appropnate 
for a mature organmtion more or less the equal of SADCIS or USAID/Zlmbabwe 52 

The broad thrust of the grant document was very clear It was not antlclpated how 
susceptible SBC would be to SADC/S pressures, however, and therefore the need for 
detailed d~scuss~ons on thls polnt were not foreseen As wlth any grant to any 
organization, no matter how much planning occurs, the unexpected will happen 
Flex~bil~ty IS usually a vlrtue, not a hindrance 53 

Both of these formulations assume that what they try to show, that SADC was never 
meant to have a "strong parental" relationship wlth the SBC or that a "supervisory" sub-grant 
relatlonshlp between SADC and SBC was meant to be soon transformed mto an "mdependent" 
sub-grant relat~onshp " The Mlsslon also apparently assumed that a "mature" SBC and an 
SBC that wouId be treated as an "equaln by SADC meant more or less the same thrng 

Of the two characterizations of the situation quoted from the M~sslon Comments above, 
the second "outcomes were not foreseen flexibility is a virtue" comes much closer to the 
mark as we see it, than does the proposition that the partles agreed that SBC would be the 

52 Mission Comments, p 10 

53 Mission Comments, p 24 

54 The term "mstituuon strengthemng" was not used m the Grant Agreement Amendment 
The Grant Agreement Amendment IS reproduced m full m Appendu 6 



inst~tutional "equal" of the SADC Secretanat at the tune they signed the 1990 Grant Agreement 
Amendment 

These are no mere esotenc or metaphysical points If everyone was fully agreed in July- 
August of 1990 that SBC was to become "mature" and "mdependent" from the SADC Secretanat 
in the way that the Mission came to see "disengagement" m 1991, then the subsequent conduct 
of SBC and the SADC could be seen as "wrong" and that of the M~ss~on  m 1991 as "nght" 
If there was no such consensus or if there was a consensus on some other relat~onshp, what was 
called for in 1991 was a careful restructuring. of basic relationshi~s, rather than a fulfillment of 
the intent of an existmg agreement 

As we see it, the Mission made ~ t s  own vislon of independence of the SBC (a vision 
which the Assessment Team m fact shares) the central focus of its efforts m 1991 We do not 
think that the parties shared this vis~on m 1990 If the Miss~on really held the same views 
concerning SBC's mdependence In July-August, 1990 (when ~t entered mto the Grant Agreement 
Amendment) as those ~t acted upon a year later, it certainly did not succeed m commumcatmg 
them to the other parties at the tune the Grant Agreement Amendment was slgned In 1990, we 
believe, the M~sslon accepted an SBC that had been designed and launched by the SADC 
Secretanat In 1991, it no longer accepted SBC as it was 

2 Guidance Concenung the Fmt Grant (USAID Issue 2) 

Two forms of guidance were provided by both SADCIS and USAID One was the 
wr~tten guldance provided in formal documents The other was oral and provided m meetings 
and vla telephone 

Both written and oral gu~dance from SADCIS was extensive Wntten guidance was 
provided via Secretmat drafting of the SBC Constitution There were also volummous wrltten 
Mmutes available to SBC from the vanous SADC meetlngs m whch SBC had been discussed 
Dunng this early penod, Dr Bbenkele met regularly w~th Mr Hove and Mr Maphanyane If 
anything. SBC probably felt at th~s  period that ~t had too much mput from SADCIS 

Dumg thls same penod, while there was substantial oral mput from USAID, via Dr 
Armsuong, there was very little In wnting contained In the Mission records exammed by the 
Assessment Team Such wrltten documentation from that penod that was provided, provided 
very little in the way of substantive Input Our impression IS that Dr Armstrong's sigmficant 
constructwe personal involvement served to offset the llrnited amount of issue-related 
documentation However, a vanety of substantive issues were emergmg even at ths  early date 
whlch In the view of the Assessment Team, should have been addressed and sunply were not 

3 Guidance Regarding Second Grant (USAID Issue #3) 

In the July-August 1990 Grant Amendment USAID prov~ded a clearer d ~ r e c ~ o n  than it 
had previously of what it expected as a result of providrng fundmg to SBC However, the 



Amendment gives the mpression of havmg been executed with only very lmrted technical input 
from people w ~ t h ~ n  or without the Misslon Certainly, although rt raised a number of key issues, 
grant mplementation, as embodied in the Amendment, did not seem to focus clearly on how 
these lssues were to be resolved Little m the way of other wntten documentation was issued 
by USAID dunng that penod to further c l a w  key Issues Issuance of PIL No 1, which should 
have clarified how the project would be managed, was delayed and when issued, did not deal 
with management lssues w~th the thoroughness requlred by the realit~es of the situation 
Substantwe oral support continued to be provided by Dr Armstrong only through November, 
1990 At that key juncture, Dr Armstrong was w~thdrawn from Botswana A new Project 
Manager, Mr Greenberg, came on board m early 1991 The tlrmng of h s  transition, m the 
view of the Assessment Team, could probably not have been worse, comlng as it d ~ d  during the 
cruclal start-up penod, at which tune key questions would normaily be expected to arise Dr 
Bbenkele mentioned to the Team feel~ng "bereft" dunng this penod and his letter on Dr 
Armstrong's departure, certainly ind~cates that 

In the absence of further USAID documentation and of the strong personal input of Dr 
Armstrong, it should not have been surpnsmg that SBC became rncreasrngly dependent on the 
SADC Secretanat Although there was little further mtten lnput from the SADC Secretanat, 
SBC increasmgly turned to the SADC Secretanat for approval of anythmg substantive and a 
good deal of what in retrospect seems quite mvial With SADC/S media te ly  at hand and 
USAID at some distance m Harare, this was almost mev~table 

Discuss~ons with those present in USAID at the tune ind~cate there was awareness of thls 
outcome Apparently, however, the potentla1 consequences were not seen as senous enough to 
&arrant any focused action at the tlme In retrospect, it is clear to the Assessment Team that 
when the Mission became aware that the departure of Dr Armstrong was necessary, ~t should 
have immed~ately entered into negotiations with SBC and the SADC Secretariat to assure that 
a long-term technical advisor was In place as rap~dIy as possible A more extended discussion 
of thls requirement 1s contamed m Subsect~on 8 below 

4 Process and Results of Forming NBCs (USAID Issue #4) 

Unravehng the formation process of National Business Counclls (NBC's) IS qulte 
difficult, In part because our mformants seemed to be descnbmg some of the same circumstances 
d~fferently and tn part because there seemed to be a vanety of issues behmd thelr differing 
perceptions There simply was not time to put together balanced mdlvidual hstones of SNBC's 
as we have sought to do for SBC grant rtself 

A few po~nts can be usefully made, however First, the NBC conceDt is still quite weak 
This, we belleve, it qulte unportant The NBC concept is one that onglnated from above It 
came out of meetings of the Counc~l of Mnsters It was a noQon mandated by the Councll for 
the respective Mmsters to mplement It was not a nouon that came out of the pnvate sector 
And imtiatly, it was not Implemented by the pnvate sector The mpression of the Assessment 



Team IS that, In general, the pnvate sector cont~nues to only superfic~ally understand the Idea 
and only a few people we spoke w~th seem to accord a very much value 

It rmght be noted that a smlar  top-down effort to establ~sh Nat~onal Coordlnatmg 
Cornnuttees (NCCs) m the Eastern Canbbean fa~led miserably (See Appendlx 10) Thls is not 
to say the same h g  w~ll happen m Southern A f m  The cmumstances of the two reglons 
d~ffer However, if the notion does survlve, it can be expected for it to take considerable tune 
for it to be fully understood and accepted 

At the moment, ~t appears to the Team that m most countnes, the only substance 
embodied m NBCs is the one unposed by the SADC-~mt~ated mandate whch m turn has been 
endorsed by some governments and m the real~ty of USAID fundmg Without these two props, 
NBCs would only exist on paper 

Probably, NBC's In the short-run w~ll only have substance to the degree Nat~onal 
Governments use them as d~alogue vehcles Actually, this is not a bad bas~s on whch to lzlltlate 
them If t h ~ s  proves v~able m some countnes, as it seems to a certam extent m Malawi, 
Nam~bia and Botswana and to a lesser extent, m Zlmbabwe and Zamb~a, the probablhty 1s that 
more business people wrll come to see their utility At that porn& the busmess commumty may 
expand NBC functions and they may take on a legitmate role m the busmess cornrnumty 

5 SBC's Actions Resvondinp. to Assessments (USAID Issue #5) 

USAID Issue #5 is concerned with SBC's "cognisance and mcorporation mto actlon of 
the findrngs of the SBC assessments of 1989 and 1991" As far as we could determine from the 
Mission files and staff, there was no assessment in 1989 It seems most unlrkely that such an 
assessment would have taken place, since the Acting Executive Dlrector armed In Botswana to 
start the project up in November if 1989 

An internal assessment was carned out by the Mission m late September, 1991 As far 
as we could determine from file reviews, copies of thls assessment were not provided to SBC 

The Assessment Team devoted consrderable attention m ~ t s  d~scuss~ons w~th SBC 
d~scuss~ng the general matter of orgaruzat~on's response to USMD dlrect~ves, particularly ~ t s  
actions to response to the USAID cntiques of the two work plans SBC subm~tted In the view 
of the Assessment team the SBC Secretanat 

o Took appropriate cognizance of the points in the mmmunlcatlons received from 
USAID, mcluding the cntiques of the two work plans, 

o Found some of the points presented by USAID to be off the mark and/or to pose 
p o k y  dilemmas whch the SBC Secretanat could not reasonably be expected to 
resolve, 



o Lacked the experience and ortentatlon requlred to deal with USAID'S 
requirements and expectations, 

o Found ~t qulte difficult to prepare responses for USAID wh~ch USAID could find 
acceptable 

In short, we thmk that the receptivity and cornm~tment to be responsive was there The 
understanding of what USAID was dr~vlng at and what land of response would meet the 
Mtssion's expectations on the wlde range of Issues it posed was not 

In the view of the Assessment Team, thls sltuatlon IS not very much drfferent from that 
wh~ch the USAID Regional Mlssion (RDOIC) encountered penod~cally w~tlun CAIC in the 
Eastern Caribbean and wh~ch the USAID Regional Mlsslon (ROCAP) largely avoided m Central 
America by provldmg su~table asslstance to FEDEPRICAP from the start Even wlth a tested 
and seasoned local staff, A I D Misslons are very d~fficult lnstltutlons for a prlvate sector 
organlzatlon to understand and deal wlth (see the previous chapter and Appenduc 10 for extended 
treatments of th~s theme) In the vlew of the Assessment Team, the presence of a qualified 
foreign consultant could have helped substantially to bndge thrs gap 

6 The Performance of SBC's Executwe Dlrector 
(USAID Issue #6, see Appendlx 3) 

The positlon of Executlve Dlrector 1s the key to the performance of a buslness 
association, particularly durlng ~ t s  start-up years Stature and expenence are especially 
Important in apex (umbrella) organlzations because of the diversity of interests wh~ch assert 
themselves wlthln such organizations Heads of reglonal busmess associations are normally 
expected to have access to leaders at the highest levels of government and buslness To recruit 
and retain qualified Ieadership for such organlzations usually requlres an excellent compensation 
package and the loyal support of strong backers We would judge that the three years of 
executive experience wh~ch SBC's Executlve D~rector had III one of the reglon's less effectlve 
natlonal chambers fell far short of normal requuements, but that the man hlmself has 
considerable personal potentla1 

We have heard many different vlews concemng the performance of the Executive 
Director We have exammed documents he has prepared and have held discuss~ons wlth hm,  
but we certamly have not been able to conduct what we would regard as a full and fair 
mvestigatlon of his competence Nevertheless, we conclude that while he does not possess the 
substantial semor-level experlence and regional stature normally required of a Executive Dlrector 
of a reglonal busmess association, many of the problems whch SBC has encountered and many 
of the criticisms whch it has received could have been avo~ded had he received sustarned senlor 
guidance, asslstance and support equivalent to that received by the Executlve Directors of 
business associations whlch USAID has funded elsewhere m the world 



Wlth few exceptions (notably support prov~ded by SBC's Chauman and by USAID'S 
Llalson Officer), nelther A I D nor SADC, nor SBC's g o v e m g  structure have glven SBC's 
Execut~ve D~rector the klnd of guldance and baclung he has needed to perform well m a difficult 
start-up sltuatlon Glven h s  own Imted expenence, the ground-breakmg nature of the task that 
he confronted, the drffemg objectives of SBC's constltuencles, and lmtat~ons m the level and 
quality of assstance he has received, we would judge that he has performed well 

Perhaps the most eloquent document m the project files IS the letter wntten by the 
Executlve D~rector to the Zmbabwe Mlsston upon the termmation of the posltlon, m Botswana, 
of the L~alson Officer who had been prov~dmg gwdance to h m  We read tius letter, whlch was 
cast in the form of an expression of appreclatlon, as a call for help As we see ~ t ,  th~s call was 
not answered 

Wlth the benefit of hmdslght, lt seems clear that SBC's first Executlve Dlrector should 
have been clearly ~dentlfied before SBC started operation Agreement on the cand~date should 
have been reached as part of a three-way "bonding" process Fallrng ths,  the Charman of 
SBC, at the very least, should have been consulted before an Intern D~rector was selected by 
the SADC staff By actlng urnlaterally, the Secretanat staff lost an opportumty to endow the 
Executlve Dlrector with the support of persons wlthin the busmess cornmumty who m~ght have 
seen h ~ m  as "the~r man" had other selection procedures been utlllzed 

Regardlng the Industnal Econornlst, thls posltlon was vetoed by the SADC Secretanat 
We understand from USAID that although the Mlssion did not formally oppose SBC havlng an 
mdustrlal economist, they felt that the SADC Secretarlat made a wlse dec~slon The fear IS, 
apparently, that SBC would duplicate the SADC Sector Coordlnatmg Umts The Assessment 
Team IS of the opposlte vlew In our oplmon, there need have been llttle fear on the part of 
elther SADC Secretanat or USAID of "dupllcat~on " Instead, both o r g w t l o n s  should have 
focused on the lssue of "comrnumcatlon " In our opmlon, one of the reasons for contlnulng 
difficulty In communlcat~on between SADC/S and USAJD on the one hand and SBC on the other 
IS that they do not speak m the same professional jargon If properly quahfied, an economist 
on the SBC staff mlght have been able to amculate Issues m a way whch would have made 
USAID, the SADC/S the busmess comrnuruty more comfortable 

Regardmg the Trade and Investment Adv~sor, ~t IS our understandmg that the person 
finally selected for thls posltlon was not the first cho~ce We were told that there were several 
reasons the first cholce was not finally selected, lncludmg remuneratlonS5 SBC IS st111 
basically tled to SADC pay scales These pay scales do not reflect the reallties of pnvate sector 
salanes and allowances We doubt SBC wrIl ever have the top talent ~t needs untll ~ t s  pay 
system IS completely severed from SADC gu~dellnes 

55 The Mlsslon believes that SBC lost a good candidate because of the reluctance of the SBC 
Executive Director to pay a candidate for a staff positlon a higher salary than h s  own 



7 Payment of Fees bv SNBCs 
(USAID Issue #7, See Append~x 3) 

Only three SNBC's -- Zunbabwe, Botswana and Malaw1 -- have somewhat consistently 
pa~d thew membership fees It is our understanding that at least two of these three have now 
permanently ceased thew payments, although thls has not been confirmed offic~ally by the 
orgamzations mvolved 

Payment of fees has always been a delicate Issue Some of the SNBCs have no regular 
budget of thew own and no way to pay fees to SBC Indiv~dual officers m at least two told us 
mformally that they have consc~ously chosen not to pay any fees to SBC because they do not feel 
they are receiving services to just@ the fee The rndlv~duals who told us that the two countries 
which were prev~ously paylng and have now decided not to say thew NBCs are talung h s  action 
because they have been disappointed In the quality of servlces they have been receivrng from 
SBC and feel SBC responsiveness to the~r needs has been decreasmg 

This is a very complicated issue In other parts of the world, it has also proven very 
difficult to get naoonal organtzatlons to pay dues to regional organmoons Sometunes h s  is 
due to a perception that the reglonal o r g m t l o n  is not respondmg to local needs More often, 
however, it is in reality a situation m whlch the local o r g m t l o n  has a very hard tune ralsmg 
Funds to sustain Itself, much less send it somewhere else In other parts of the world, the 
majority of financial support for regional business orgamtlons from members comes from 
indrviduai business members, not from organ~zational members 

In the v~ew of the Assessment Team, the likelihood of SBC gemng any substantla1 
financial support from SNBCs in the foreseeable future is mlnunal It IS probably a waste of 
tlme for SBC to focus on SNBCs as a source of funds and only distracts them from pursuing 
more lihely sources of funding 

SBC has thought a good deal about thls Issue They are considemg opemng up 
membership to individual firms However, there are Issues of pmlple  lnvolved Some of the 
Council members feel that SBC should remain a pure "apex" o r g m h o n ,  with only ~ t s  
orgamzational members havlng firm members In the view of the Assessment Team, the 
practical issues of fund ralsrng should be paramount and firms should be allowed to jom SBC 

8 SADC Secretariat and USAID Oversight of the Grant 
(USAID Issue #8, See Appendix 3) 

The SADC Secretanat's oversight of SBC has been more pervasive due to its physical 
proxlmlty, but has been very erratic m the judgement of the Team Because of the heavy 
workloads of the SADC/S staff, the management style seems to have been "management by 
exception " Action was not taken until something was brought to thelr attenhon Substantial 
delays were at vanous tunes experienced m obtalrung approval for key actions, such as h g  
staff or approvmg budgets At different tunes, different SADC/S staff were pnmanly 



responsible for mteractlon wlth SBC On some occasrons, different staff had to be seen, 
dependmg on the Issue It was not unusual for the person responsible for a glven issue to 
change Gwen the always heavy travel schedules of SADC/S staff, thls was difficult for SBC 
as well as confusmg 

The Assessment Team dld not have access to the files of the SADC Secretanat, but the 
documentation we have examlned suggests that the process of clearance of SBC's work plans 
by the SADC Secretariat proceeded very slowly mdeed Whether the delays were due to lack 
of Interest m SBC's needs, fadure to assign respons~b~l~ty to a slngle project officer, pollcy 
uncertarntles, or some other reason IS not clear Whatever the reasons, the record we have 
exam~ned suggests that USAID responded wlth wntten comments much more rapldly and much 
more fully to Work Plan subm~sslons than dld the SADC Secretanat Our analysis of the 
Secretanat's comments on the M~ss~on's deslgn of the Enterprise Export Support Project 
(d~scussed above) rndlcates that the Secretar~at's staff capabllltles have been qulte unpresslve 
when the matter is one to whlch it attaches suffic~ent prlonty It would appear that the 
Secretar~at staff d ~ d  not attach a sunllar priorlty to SBC's Work Plans 

USAID overs~ght IS descnbed m detall m Chapter 3 In the vlew of the Assessment 
Team, USAID oversight In general can best be charactenzed as havrng "m~ssed the markn The 
key mlsslng lngredlent throughout has been what we would charactem as Strate~c Oversight 
By that IS meant that USAID has been both too M e  mvolved and too much lnvolved m SBC 
It has been too llttle mvolved m ~dentify~ng and followmg-up on the key strateg~c Issues on 
wh~ch ~t could reallst~cally have a constructive unpact (e g , resolvmg pollcy d~fferences with 
the SADC Secretmat and the SBC Counc~l and the provlslon of advisory assistance to SBC) 
Instead, tt has tended to get too heavlly involved in the details of SBC operat~ons (e g , 
prepartng work plans, getting involved In "correctmgn what ~t perceived to be deficlenc~es in 
the process of choosmg the Execut~ve Secretary, and the llke ) 

Although USAIDIZunbabwe d~d,  In ~ t s  1991 mternal assessment, acknowledge the 
l~m~tations of its own overs~ght process, the M w o n  nevertheless continued to thrnk of the 
problem as bemg "out there" The "solut~ons" considered by USAID - havmg SBC reexarmne 
tts cholce of Execut~ve D~rector, making SBC more Independent of the SADC Secretanat and 
USAID, and/or havlng USAID/Botswana take over the job from USAID/Zmbabwe - essenhally 
fit this superfic~al charactemtlon of the problem 

A USAID document wr~tten In early November, 1991 descnbes Dr Bbenkele as 
appearing to be "helplessIy buffeted between h ~ s  Board, and especially between SADC/S and 
AID " Another vlew IS that USAID and the Secretar~at had together fash~oned a Gordlan Knot 
wh~ch only they could untle Rather than devotmg the mtrative and energy requrred to set 
matters anght between themselves concemng strateDc fundamentals, they too often assumed 
the role of observers - notlng SBC's struggles to extricate melf from the resultmg dilemmas 
wlth far more detachment than was justified under the cururnstances When they dld move m, 
they often moved to counter the other's mnfluence, and the knot remimed tied Each saw the 



other's intervention as mappropnate, m part we think, because there were other problems at 
Issue between the two institutions 

In early November 1991, Mr Greenberg met wlth oficlals of USAIDIBotswana to 
d~scuss the possible devolution of management of the SADC Secretanat Techmcal Support Grant 
to USAIDIBotswana At that meeting, Mr Greenberg presented USAIDIZunbabwe's reasons 
for wishing to delegate management of the SADC grant to USAIDIBotswana 

o Management difficulty from Harare, given grantees are m Gaborone 

o Llrnited management capablllty to handle m Harare 

o Understand~ng that USAIDIBotswana wlll have a PSC business assoclatlon 
speclalist on board early next year 56 

Although the USAIDIBotswana officials showed some mterest, the proposed devolution 
did not take place and orga~llzatlonal respons~bility remamed with USAIDIZmbabwe 57 

USAID'S support of CAIC, a reglonal busmess assoclatlon in the Caribbean and of 
FEDEPRICAP, an apex busmess assoclatlon m Central Arnenca provlde a considerable contrast 
to the circumstances of SBC '* Both projects had full-tune USAID Project Managers dumg 
crltrcal periods of thelr h~story as well as other forms of support when ~t was needed CAIC's 
Executwe Dlrector is a former executive of a multmational company who subsequently headed 
a major mlning parastatal in Guyana and then served as that country's Ambassador to the Umted 
Nat~ons CAIC recelved hlgh-level consultmg ass~stance, particularly when ~t was at loggerheads 
wlth USAID A Vice President of Pnce Waterhouse, who had expenence wlth USAID 
assistance to busmess assoclatlons elsewhere, worked personally wlth CAIC's Executwe Dlrector 

56 Don Greenberg memo of November 18, 1991 on the subject of Devolution of 
Management of SADCIS Techmcal Support '$ant to USAIDIBotswana 

The M~ss~on  comments that the reason the Botswana Mission chose not to be involved 
at the time was that SRBC was considering a move to Narnlb~a or other country at the tune 
Misslon Comments, p 21 

58 The Mission states "USAIDIZlmbabwe never determined that a full-tune project officer 
on the scene was necessary, part~cularly wlth the expectation that a strong experienced director 
would be hired l b s  declslon may have contributed to the lack of performance of SBC, 
especially with a director that lacked expenence It was expected that Dr Armstrong would 
provlde assistance w~th any imtial start up problems, particularly m the area of A I D 
documentat~on and requlrernents When the lla~son posltion was created, the grant amendment 
added another USD 3 million Into SADCIS and SBC was not even under consideration " Mission 
Comments, p 12 



and Board m the preparation of a strategic plan for submission to USAID at one critical 
juncture Later the servlces of a seruor consultant and management specialist were provlded 
from the staff of Louis Berger International to help with the preparation of another critical 
strategic plan for submlsslon to USAID 

FEDEPRICAPYs Executive Drector was a leadmg busmessman and former Deputy 
Mimster in the Government of Costa Rica He and his orgamzabon have had the benefit of an 
USAID-funded task-order contract, dedicated to FEDEPRICAP alone Thls contract provides 
expatnate consultmg services on an as-needed basis and has been used for assistance m 
FEDEPRICAP's strategic plamng 

With the benefit of hmdsight, it seems clear that a resident senlor busrness association 
advlsor, familiar wlth USAID procedures, should have been on the scene from the start to 
provide counsel to the Executive Director and SBC's Chaman The presence of such an 
advisor should have been a condltlon for the irut~al grant Failrng h s ,  such an advisor should 
have been put In place before the SADC Liaison Officer/Project Manager was withdrawn from 
Gaborone at the end of 1990 In any event, some kmd of consrrucQve response should have 
been framed to Dr Bbenkele's October, 1990 request for the contmued involvement from Dr 
Armstrong Although USAID did push SBC to lure a consultant, m the view of the Assessment 
Team, the Misslon did not understand the lrnportance of thrs step and as a result, did not push 
the issue to a satisfactory solution 

Requirements for consulting assistance and the tune and attention of a Mission Project 
Officer are in some measure interchangeable, particularly at tunes when there is little potential 
for conflict between the association and the Mlssion However, strategic plamng activities 
often produce a need for outside assistance, as does any kmd of activity m which the rnterests 
of the Misslon and the association diverge 

As suggested previously, conflicts between a Misslon and the business association it 
supports can anse for many reasons For example 

o Ne~ther businessmen nor busmess assoc~ation executives may understand official 
jargon, procedures, and program concepts, 

o Business people may have little patlence w~th A I D reportmg and documentation 
requirements which they may regard as unduly burdensome and umecessanly 
expensive, 

o Business people may regard USAID'S dec~sions and policies as legalistic, 
intruwe, or nsk averse, 

o Advocates and negotiators from the busmess commumty may bmg bafflrng or 
confrontat~onal styles to thev dealrngs w~th USAID that upset and anger Mrssion 
personnel, 



o There can be substantial divergence m the underlymg Interests of USAID and 
busmess associations concemg  such matters as the use of business associations 
capacities for delivery of USAID programs and the amount and duration of 
USAID support of busmess association adrnlnlstrative expenses 

The absence of outside advisors to a busmess assoclatlon receivmg USAID funding can 
have a polarrzmg influence on the conduct of Mission supervisory personnel, pushmg them 
toward positions that are either too favorable or too unfavorable to the orgauation receivmg 
funding Well delivered outside assistance can help to avoid such problems and help to remedy 
them when they occur 

In Central America, the CARANA Corporation provided assistance dlrectly to 
FEDEPRICAP under a three-year, $600,000 contract An Evaluation Team said t h s  about what 
CARANA provided to FEDEPRICAP 

In terms of overall guidance, CARANA has provided a lot of what might be called hand- 
holding to get the plamng done, and has been very helpful m d e f m g  strategy and 
determimng the fields m which FEDEPRICAP should work CARANA has conducted 
the strategic plamng sessions from wh~ch came the four programs whlch form the heart 
of FEDEPRICAP's activities 

On the administrative side, CARANA has been helpful in defimng responsbillt~es and 
settlng up a program cost-accounting system, among other items The value and extent 
of CARANA's services is at least one of the reasons that FEDEPRICAP has had such 
a clean audit 

The key to choosing a consultant is getting someone who can work with you on policies, 
procedures and strategies so that when problems come up you can solve them Thus, it 
IS necessary to look for someone who will work with the organrzation to develop ~tself - 
- someone who IS a good teacher This is what they have m Mr Landman Moreover, 
he has helped them bu~ld espnt de corps 

There has been and remams constant contact between CARANA and FEDEPRICAP not 
only at the Executive Director level but wlth the techmcal directors as well 59 

As described in Append~x 10, FEDEPRICAP started with many advantages that SBC has 
not had a full set of cornrn~tted and well-placed mentors, a seasoned Executive Director, and 

59 Annador Carballldo and Joseph Borgatti, Evaluation of FEDEPRICAP (Miam Florlda 
Management and Business Associates, 1991), pp 27- 28 Mr Carballido IS a Central Amencan 
businessman who owns an ocean freight brokerage busmess and has been extensively lnvolved 
m shipplng rate negotiations Mr Borgattl has been CEO of a large venture capital Tim and IS 

former Vice President of CITIBANK 



an array of well-financed institutions at the natronal base of its pyramid Yet USAID'S regional 
ofice saw fit to provide a seemingly well-endowed association with the "hand-holding" of 
experienced outsiders with whom the management was comfortable The results of h s  
assrstance, as perceived by two experienced busmessmen, appear to have been salutary 

In summary, SBC has recelved s~gmficantly less support from consultants and from its 
Project Officers than did regional busmess associations whch have obtamed assistance from 
A I D elsewhere From the perspective of the Assessment Team, the need for such support 
should have been clear 

In our vlew as well, the relat~onshp between USAID/Zunbabwe and SBC has been made 
more difficult by the interconnection of this relanonslup wtth the Mission's unsuccessful attempts 
to develop a regional export support program Given these repeated frustrations -- and the 
possibility that they could affect the Mrssion's mteractions with SBC -- it would have been 
destrable to have provided SBC with a semor consultmg advtsor who could act as a buffer m 
SBC's relationships with the Mission It rmght also have been a good idea for the Miss~on to 
separate destgn of the regional project deslgn from management of the SBC sub-grant 

The importance of the long-term advisor position was recogwed m the Internal Mission 
Assessment of SBC m September, 1991 By then, however, action was long overdue In any 
event, no long-term advisor was hired untd December, 1992 Even then, he was hred only to 
asstst rn affiltate development, rather to assist more generally Th~s is far too lmle and far too 
late In the judgment of the Assessment Team, putting suitabIe long-term assistance in place 
should have been a condit~on of the USAID grant in the first place The Assessment Team 
understands that, after problems started to emerge, the Mlssion placed considerable pressure on 
SBC to htre an advisor However, in our vrew, when this did not succeed, the Mission should 
have taken the next log~cal step which would have been to hold discuss~ons with the Council and 
SADCIS to assure adequate assistance Such dtscusstons should have been pursued until this 
rssue was resolved 

9 Work Plans 
(USAID Issue #9, See Appendlx 3) 

We saw in Chapter 3 that Dr Arrnstrong mformally Indicated to SBC m January of 1991 
that rts Work Plan was satisfactory, but the SADC Secretarrat dtd not agree Dr Bbenkele had 
dtfficulty obtalnlng clearance from the SADC Secretanat and finally submitted it directly to 
USAID rn August of 1991 In the meantime, respons~b~lity for approval of the work plan w i t h  
A I D had devolved on Mr Greenberg 

On August 28, 1991, USAID wrote a detailed response to the SBC Strategic Plan, draft 
work plan, budget appendlx and other correspondence then pendmg Key elements of the 
lengthy covemg letter are set forth below 



In summary, it is the USAID/Zunbabwe assessment that the SBC work plan is not 
yet acceptable, although certam specific individual activities identified m the work plan 
are acceptable These specific mdividual activities should be unplemented immediately 
so as not to break the momentum of SRBC 

Pnor to development of a final work plan, USAIDfZmbabwe strongly urges that 
SRBC undertake a strategic p l m n g  exercise that wlll produce a complete Strategic Plan 
for SRBC An lmportant part of the Strategic Plan will be a strategy to disengage SRBC 
from USAIDIZlmbabwe and the SADCC Secretanat When h s  plan has been ratified 
by the SRBC Counc~l and Board, work should commence on developmg a final work 
plan Both the strategic planning exercise and development of the final work plan will 
require utillzat~on of an outside consultant (or consultants) 

The attached General Review of the SRBC Work ulan, Budpet and Tunetable, stated m 

The future status of SRBC will be addressed m detail m the disengagement 
strategy to be developed by the SRBC Executive Drrector and the USAIDIZmbabwe 
Trade and Investment Advlsor, to be included as part of the SRBC strategic plan 

We note, however, that the tone of the work plan concemg the status of SRBC 
IS disconcerting It reads as if SRBC was a "lower organ" of the SADCCISecretanat, 
whose approval and concurrence was necessary for every activity and position taken by 
SRBC Thls lnfenor status is a particular concern in light of the fact that one of SRBC's 
major roles IS policy analysis and dlalogue actlvitles The SRBC should present itself 
at a mlnimum, as an eaual partner with the SAbCCISecretariat and the SADCC Sector 
Coordinating Umts 

Actlon The "equal partnern status for SRBC vis a vls the SADCCISecretariat and the 
SCUs should be an agenda Item at the next SRBC Council meeting The details of how 

+ this will be accomplished, however, will be part of the "disengagement" strategy 
component of the SRBC Strategy Plan Disengagement Strategy from USAID and 
SADCCiS The SRBC Executwe Director should take a leadership role and prepare an 
issues paper to help gwde debate at the next council meetmg, and to provide input into 
the development of a strategic plan The USAIDIZunbabwe Trade and Investment 
Advisor wlll assist the Dlrector in thls " The activities approved for med ia t e  action 
included the followmg 

1 Workshop on h v a t e  and Publrc Sector Cooperation m Investment Promotion 
2 BuyerISeller Meeting and Follow-up Mlssion 
3 PTNFCCI Consultation 
4 FCC1 Meetmg 
5 Subcommittee forrnatlon and field work m RSA 
6 South Afncan Business Association Dialogue 



7 Hrrrng of Trade and Investment Adv~sor 
8 Hrrrng of Short Term Admmstratrve Consultant (Feb ,1992) 

Assessment Team comments on specrfic elements of the USAID letter follow 

a General Acce~tabrhty of the Work Plan 

It can be sa~d rn general that, at the tune of the Assessment Team's field survey, ne~ther 
USAIDIZunbabwe nor SADC Secretarrat had anythmg very favorable to say about SBC's work 
plamng efforts smce January of 1991 

In the very early days of the field work In Zlrnbabwe, the Assessment Team reviewed 
SBC's work plans "cold," that is, wrth as llttle reference as possrble to the comments, arguments 
and characterizatrons made by others concemng the ments of these documents Our conclus~ons 
were 

o SBC's work plans showed dlstlnct mprovement over tune when compared to each 
other, 

o These work plans compared favorably wrth those prepared by busrness 
assocratlons m slrnrlar stages of development elsewhere, and 

o W~th the assistance of an lntermed~axy who understood USAID jargon and 
attitudes, and could edlt the documents for USAID consumption, these documents 
readlly could have been brought to USAID standards 

We contmue to hold these vlews after a thorough revlew of the Missron files We also 
belleve, however, that USAIDIZlmbabwe and the SADC Secretar~at placed d~fficult and 
unnecessary obstacles rn the path of SBC's work plannlng process 

More unportantly, the whole focus on work plans, m the opmon of the Assessment 
Team, mlssed the mark It IS not the capability to wnte work plans that counts It IS the 
abrhty to carry out a few actrvltres competently Grven the lmrted numbers and capabrlitres of 
the staff of SBC, the substantral attentron whlch SBC was forced to grve to p r e p m g  work plans 
we deem to have been a significant dlstractlon from carrying out a few actlvltres well 

Desprte these obstacles, the SBC Secretanat contrnued to make changes m the work plan 
A revlsed work plan was approved by the SRBC Councll on January 20, 1992 These changes, 

The Mission's view of thls assessment 1s as follows "It IS puzzling that the mission's 
painstaking efforts to help SBC develop coherent work plans are charactenzed as 'very far off 
the mark' The Mission's was offered as constructwe cnuclsrn to SBC so that change would 
occur, not as a publ~c report card " 



however, contmued to be made without the Input of a tecbcal advisor USAID contmued to 
press SBC to hire such a person In fact, the job was offered to at least one person However, 
for one reason or another, the posltlon contrnued to be unfilled 

b D~sen~agement Strategy 

In Chapter 3, we saw that a May, 1990 USAID Project Paper Supplement that had 
described the SADC Secretmat as the pnmary overseer of a fledgllng mtltutlon and quoted the 
objectives llsted m its Constitution wh~ch had been drafted by the SADC staff Whlle a project 
paper is an internal A I D document of no external contractual effect, we thrnk that the 
Supplement at least shows that some knowledgeable and responsible persons m the M~ss~on  
understood the SADC Secretanat's vlsion of SBC and knew whch objectives had been listed m 
SBC's Constitution 

We understand that the process by which the Mtssion dtstanced itself from the onglnal 
SADC concept of SBC's role -- and sought some measure of control over the SBC's 
disengagement process m the bargam -- was as follows 

(1) An Amendment to the Grant Agreement was executed m late August, 1990 
which provided that SBC would subm~t, through the SADC Secretanat, an annual 
work plan to AID for ~ t s  review and concurrence ' h s  work plan was to set 
forth the SBC program of actlon to be financed by grant funds for the followmg 
year 

(2) A trilateral meetmg was held among the USAID/Zunbabwe Misslon 
D~rector, the SADC Secretariat, and the SBC Execut~ve Secretary to d~scuss a 
dtsengagement strategy In the first half of 1991 The glst of the meetmg was that 
all parties agreed that d~sengagement was necessary in order for SBC to fmd ~ t s  
own footing The details of the disengagement strategy were to be jolntly 
developed by the USAID/Z~rnbabwe and SBC 6' 

(3) The Issue of d~sengagement was raised at an Ad Hoc Meetmg of the 
G o v e m g  Counctl of SBC July of 1991 by Dr Bbenkele and Mr Greenberg 
The outcome of the meeung was that the Chairman of SBC (Mr Thomson) and 

61 The M~ss~on states The degree of dtsengagement was not discussed m deta~l at that 
trilateral meetmg It IS not llkely that a consensus would have been developed m one m o m g  
session, one can assume that there would be d~fferences The details of the disengagement was 
to be developed m a disengagement strategy, to be developed jolntly by USAIDfZmbabwe and 
SBC Contrary to the draft final report, we 'go back to both the SADCC Secretanat and 
the business comrnumty' It was not an attempt 'to apply pressure along the most pliable leg of 
the mangle,' ~t was a d~alogue begun with all partners " Mlsslon Comments, page 20 



Dr Bbenkele were instructed to meet with the Executive Secretary of SADC (Dr 
Makoru) to discuss the issue and bmg it to the Maputo Council meetrng to be 
held several months later 62 

(4) In late August 1991, the USAID Project Manager conditioned approval 
of SBC's Work Plan on the development of a d~sengagement strategy 

(5)  In early November, the USAID Project Manager Indicated that he 
preferred not to participate rn the process of developing a disengagement 
strategy The SBC Executive Dlrector apparently mterpreted thls posltion as a 
withdrawal by from the activity by Mr Greenberg 

When the Executive D~rector faded to press the ~ssue of Mr Greenberg's participatxon, 
the Mission apparently thought the ball was m SBC's court done A I D could awart a 
submiss~on wh~ch, ~f it proved suitable, could prov~de the larger framework Into whlch a rev~sed 
SBC Work Plan could be fit At thls pomt, the Mission must have known that "disengagement" 
could mean different things to d~fferent people, and a very difficult process of d e f m g  its 
apphcatlon still lay ahead 

The disengagement imtlatlve suffered a senous setback at its Annual General Meetlng 
held In Maputo m January of 1992 The Counc~l resolved that there was no need to d~sengage 
from SADC after revlewing the minutes of the meet~ng between the Chaman and the Execut~ve 
Secretary, SADC The Council resolved that th~s Issue be forgotten as "the work~ng relat~onship 
between SBC and SADC was reported by the Secretary to be favorable The AGM decided to 
retaln ~ t s  name as the SADCC Regional Busmess Counc~l It pornted out that it was already 
an mde~endent instltutron It dec~ded that it would use ~ t s  own funds to pay its Executwe 
Secretary And it approved the work plan he had submitted to USAIDlZmbabwe 

c Issue of SBC's Relat~onsh~~ to the SADC Secretanat 

SBC's view is that the expectation contained in Mr Greenberg's cntlque that SBC could 
negot~ate some sort of "equal statusn w~th the SADC Secretanat was totally unrealist~c As SBC 
sees ~ t ,  "Busmess operates w~thin the framework of SADC " The SADC Secretariat has no 
objection to SBC "autonomy", but SBC feels that USAID and SADCIS define "autonomyn in 
totally different ways 

In the vlew of the Assessment Team, th~s is one of the mportant areas in which USAID 
and the SADCISecretanat need to have h~gh level d~scuss~ons so that they can develop a 
consensus SBC has felt caught In between two different perceptlons whlch ~t has relatively M e  

62 Report of the July 19, 1991 Ad-Hoc Meetmg of the Governrng Councll of SRBC at 
Harare, Zlmbabwe 



capacity to influence To assign the Executive Secretary the task of accompl~shing th~s  result 
by h~rnself was to ask h m  to court dlsaster 

One can appreciate the Mission's dllernrna as well SADC had acqulred a very strong 
position as an exclusive channel for USAIDys regional programs, through ~ t s  posltlon as the 
or~ginal creator and orgamer of SBC, and through its superlor documentation of the purposes 
of the sub-grant If the M~ssion were to enter a renegoQatlon process smply on the basis of a 
posltion paper, it could start out m a posltion of some considerable weakness and perhaps 
embarrassment If it started with an enthusiastic endorsement of mdependence from SBC's 
Governance structure, perhaps the Ilkellhood of a positwe outcome would be stronger But 
whatever, the M w o n  may have thought ~t accomplished m its Tnlateral Meeting w~th  the 
SADC Secretary and in the July 19 Ad Hoc Meetmg m Harare, the "ground rules" ultlmately 
became clear SBC was not about to venture down the path of disengagement wlthout talhng 
with Dr Makom first Once that dlscuss~on had taken place, the Mission's disengagement 
mltlatives were rejected -- together w~th ~ t s  challenge to Dr Bbenkele's employment and its 
comments on his work plan -- as those of an interfermg outsider 63 

Stratem Plan 

It IS the posltion of SBC that they never really understood what USAID wanted m regard 
to the strateglc plam~ng exerase SBC took the offer of assistance from Mr Greenberg to assist 
In the preparation of the disengagement strategy and the strateglc plan quite seriously They 
assumed that during the course of lengthy mteractlon, they would come to understand what 
USAID wanted When the offer of such mvolvement by Mr Greenberg was in then vrew 
withdrawnhJ, they felt themselves set adrift Dr Bbenkele's solutlon was to suggest that the 
long-term consultant, when hlred, would Interpret what USAID wanted and prepare the plan 
When no long-term consultant was lured, one of the Items whch was not lmplemented was 
development of the strategic plan 

In the view of the Assessment Team, a strateglc plan is an extremely mportant 
document However, any expectation on the part of USAID that SBC could develop such a plan 
wlthout a substantial amount of tune devoted to the subject by the USAID Project Manager 
and by an outslde consultant was totally unrealistic We know of no A I D project anywhere - 
In the world where such a basic and difficult change could be executed w~thout very heavy and 

See Section B-5 of this chapter 

The Misslon Comments state "Greenberg merely stated hepreferred not to take an active 
role In the disengagement strategy, the reason was that the unpetus and content of thls 
disengagement should rest wlth SBC ~tself, wlth the help of outside consultants, not an interested 
patty such as USAID/Zlmbabwe The Intent was not to deny SBC assistance Mission 
Comments, p 20 



sympathetic Mlsslon participatlon Given the early stages of the development of SBC, this was 
even less llkely to occur m Southern Afr~ca 

A number of actlvlties were approved m the letter The Assessment Team bel~eves that 
all of these act~vltles have been unplemented There IS considerable dlsagreernent about the 
performance of SBC m carryng out these actlvltles Of those actlvltles approved at that tune, 
it IS our rmpresslon that 

1 The Workshop was not well run, but despite that, had a number of 
beneficial side-effects, lncludlng mteractlon of busmess people and even actual 
orders made 

2 The BuyerJSeller Meeting and Follow-up Mlsslon were relat~vely 
successful However, SBC cannot take full credit for th~s success, which is to be 
expected 

3 The PTNFCCI Consultat~on occurred, but it is hard to identify any 
beneficial result 

4 The FCC1 Meetlng occurred Thrs probably resulted m better 
understanding, but httle tangible 

5 Subcommittee format~on and field work ~n RSA did occur Although there 
are differences of opmon on the lrnportance of tlus, the Assessment Team view 
IS that the Impact has been posltlve and meaningful 

6 The South Afr~can Business Association Dialogue IS contmuing and 111 the 
view of the Assessment Team, 1s quite healthy 

7 The Trade and Investment Advisor was hred He was the second cho~ce 
and is not particularly strong 

8 The Short Term Adm~nistrative Consultant was hued 

f Summary Assessment 

The Mlsslon's Internal Assessment of October 30, 1991, whlch assumes Mr Greenberg's 
participatlon m the disengagement strategy, set a May, I992 target date for ~ t s  completion That 
meant that the revislon of the Work Plan whch had been approved m pmc~ple by the Mission 
in January of 1991 might not have been started until 17 months later The Assessment Team 
bel~eves that a Mission should not link a longdelayed annual work plan to a strategy for 
changmg a busmess association's rdahonshps with its bas~c constituencies hmual work plans 



are not meant to bear the load of such changes whlch can take months or even years to work out 
when confl~cts or misunderstandmgs occur 

USAID/Zunbabwe appears to place great we~ght on the Grant Agreement Amendment 
of July-August 1990, as the event whch distanced the Mlssion from SADCYs historical 
involvement in the project des~gn and from the concept unbedded (as we thmnk) m SBC's 
const~tutlon But all we can find m the Grant Agreement Amendment that seems pertinent 1s two 
sentences In Attachment B-d that glve the M~ssion the right to revlew and concur on an annual 
work plan settlng forth a program of actlon to be financed w~th grant funds durmg the followmg 
year We do not th~nk that such language justlfies the kmds of delays whlch SBC experienced 
In order to fit the work plan into a larger strategy Nor does such language prov~de a foundat~on 
for USAID/Zlmbabweys efforts to acheve the laudable goal of mdependence for SBC 

We belleve that the process of Work Plan review as performed by the SADC Secretar~at 
and USAID impeded rather than assisted SBC's performance, eroded rather than built mutual 
confidence and understandmg, and was used for purposes for which ~t was never intended 
Linked, as ~t became, to a cho~ce of sldes m a competltlon between two contending glants, the 
process could go nowhere but awry 

10 SBC Relationsh~~s w~th Sector Coordlnatmer Umts 
(USAID Issue #lo, See Append~x 3) 

As far as the Team could determme from mtervlews w~th SBC staff, they have had only 
l~rn~ted interaction wlth the Sector Coord~nating Unlts other than SITCD Our unpresslon 1s that 
both SBC and SITCD have made efforts to cooperate Although they do not meet regularly, 
the) do interact They have now negotiated a formal agreement to cooperate It 1s our 
Impression that this formal agreement has yet to really be act~vated 

11 Relatlonshi~ Between SBC Counc~l. Board and Secretanat 
(USAID Issue #11, See Append~x 3) 

T h ~ s  a another extremely compl~cated issue, whch ~t IS d~fficult to unravel However, 
some useful polnts can be made The prunary l ~ n e  of comrnumcatlon IS between the Cha~rman 
of the Flnance and Management Committee, who IS also the Council Chaman and the 
Executive Secretary At least two other members of the Fmance and Management Comm~ttee 
also talk regularly to the Executive Secretary and other members of the staff However, there 
has been cons~derable crltlcism, both by people on and off the Counc~l, that the Secretar~at has 
not been properly superwed, e~ther by the Ftnance and Management Cornm~ttee or by the 
Council 

Both the Flnance and Management Cornrn~ttee and the Councll meet regularly and make 
important decisions These two entitles seem to have sorted out useful roles for themselves 
The Board was dissolved m 1992 In practice, ~ t s  role was confusrng smce its members were 



staff of NBCs rather than busmess people Its role m the selection of the Executrve Dlrector and 
In other dehcate matters may have led to its dem~se 

There IS considerable cnttclsm from busmess people outside the Counc~l that ~t represents 
a rather narrow constmency and has not evolved rapidly enough to meet changmg needs 
Crlt~crsm 1s part~cularly placed on the Councll for not pushmg SBC to focus on a few b g s  
wh~ch ~t would then assure were done to a very hlgh standard 

12 Relatlonshl~ Between SBC Secretanat and SNBC's 
(USAID Issue #12, See Appendlx 3) 

Commumcat~on between SBC and the SNBC's does not yet appear to be consistent 
Accordmg to officials of the SNBC's, SBC cornmumcation wlth some seems to be excellent, 
while w~th  others, the Assessment Team heard nothmg but complamts Instances where 
communlcat~on was cons~dered "good" were those in whlch a member of the SBC staff had a 
good personal relatlonsh~p w~th staff or Counc~l members of the SNBC Llkew~se, Instances 
where cornmumcation was cons~dered "madequate" were those m whlch for one reason or 
another one or more SBC staff member (or Counc~l Member) did not get on well w~th key staff 
or Councll members of the SNBC 

T h ~ s  "personallzed" bas~s for cornmumcatlon needs to be broadened and deepened 
Commurucat~ons need to be "~nstitutronalized" through mechamsms such as the Newsletter and 
other more regular~zed forms of comrnunicatlon 

At the moment, thls is a problem It was not poss~ble for the Assessment Team to 
determrne just how serlous the problem IS nor to ldenttfy concrete remedies This IS one of the 
areas In wh~ch outs~de techcal  assistance is vrtally needed 

Our understandrng IS that there have been senous problems between USAID and the 
SNBC In Lesotho and we heard comments that, m Botswana, the M~ssron was attempted to hold 
to pre-set objectives when ~t should instead be "readmg and reactmgn to the needs of the 
busrness cornmumy, llke a good quarterback responding to rapidly changrng defenses Gwen 
the nature of the relat~onshlps between USAIDIZunbabwe and other bilateral Mrss~ons on the 
one hand and SBC's relationship to USAIDIZunbabwe on the other, we doubt that SBC should 
attempt to inject ~tself mto such slruatlons at h s  time 

F CONCLUSION 

There has been something fundamentally amlss m the dynam~cs of the relat~onshps 
among SBC, USAID/Zlrnbabwe, and the SADC Secretanat - - somethmg whch merely 
replacing a Executive Duector or mprovmg the quality of SBC staff cannot "fuc" We have 
~dentified the underlymg problem as "possesswe momsm" - a set of arrangements that have 
bound the three parties too closely and too exclusively together, with too little appreciation of 



the forces separately affectmg each of them Each of the persons mvolved m the project seemed 
to agree on the proposltlon that SBC should do a few lrnportant thmgs But, w~th the poss~ble 
except~on of those m SBC Itself, the actors m each lnstltut~on have seemed compuls~vely meted 
to thev own concepts of what those few unportant thlngs should be Vlewed from this 
perspectwe, it is dlfficuli to cast great blame on ensnared actors who have struggled w~th these 
arrangements and w~th each other It IS qulte clear, however, that the status quo IS not 
satisfactory and that the structure of the baslc arrangements among the pames requlres 
fundamental revlslon 

But whatever troubles this project has experienced, ~t also has prov~ded a taste of real 
pay-dirt After all the pros and cons of project des~gn, management, personnel, work plans, and 
performance are recounted, rt 1s clear that a reglonal busmess organuatlon can make an 
lrnportant contribution to constructwe change m Southern Afnca The SADC Secretanat has 
lnlt~ated something new And for all the problems ~t has struggled w~th  m this project, the 
Agency for Internat~onal Development remams the most umovatwe, venturesome, and flexible 
of mternational development agencies Not unlike entrepreneurs m the world of commerce and 
industry, USAIDIZunbabwe and its partners have painfully muddled thelr way m the duect~on 
of s~gn~ficant opportumty, each sensrng that the creatlon of more effectwe busmess associations 
can shape the d~rection and magrutude of growth of the reglon But the partners are now havmg 
severe problems d~gestmg the mcompletely prepared three-comered meal they have served up 
for themselves Adjustment to the mtld lessons of the venture expenence IS now requued As 
In many entrepreneurial undertalungs, the second major step -- the step now before the Miss~on, 
the SADC Secretarrat, and SBC - is llkely to be more important than the first 



CHAPTER 6 

REGIONAL ISSUES AND THE MISSION'S REGIONAL PRIVATE SECTOR PROGRAM 

A INTRODUCTION 

Thls Chapter is orgamed in four sections, lncludlng thls mtroductlon Sectlon B 
contains an assessment of several general issues affecting the Mission's Southern Africa Reglonal 
Program Sect~on C sets forth suggestions concemmg USAID/Zunbabwe's Southern African 
regional private sector strategy Section D presents a brlef conclusion 

B ISSUES AFFECTING THE MISSION'S REGIONAL PROGRAM 

The Work Statement for this assessment of the SBC sub-grant provides for the Contractor 
to provide "input into the development of an A I D Southern Afrlcan regional prwate sector 
strategyw It does not explicitly requlre analys~s of the structure of the Missions overarching 
reg~onal program or of matters of political and economic phdosophy on which 
USAID/Zimbabwe and SADC may differ These subjects pose difficult and controversial larger 
issues, the implications of whch reach well beyond the ambit of the present assignment 
However we gwe such matters attention in this Chapter because 

o These larger issues have been very much on the minds of decision-makers as they 
have pondered the future of SBC, 

o M~ssion management expllcltly requested that we address the broader contexts of 
the sub-grant 

The followmg subsections present our views concerning concepts of pluralism, statism, 
monism, and equity as we belleve them to be relevant to the present assessment 

1 Pluralism 

Our view 1s that USAID Zimbabwe's Southern Afrlcan Regional Program should not be 
solely tled to SADC dellvery systems We antxipate that both SADC and the Mission ultmately 
will benefit from an orderly transition In their relatlonshlps which elminates this element of 
compelled exclusivity 

Our field work in connection wlth the SBC sub-grant suggests that the problems facmg 
the Mission's regional pnvate sector activities (and, by extension, ~ t s  entlre regional program) 
are complex These problems include (a) the Mission's own willmgness to devote its llrnlted 
staff to the necessarily tme-intens~ve requirements of most pnvate sector projects, (b) the 
wllllngness of A I D 's other country mlssions to accept leadership from USAID/Zunbabwe and 
cornrnlt their own lmiited staff resources to regionally-onented endeavors, and (c) difficulties 



whlch the Mlsslon has had In sellmg ~ t s  reglonal approaches and project des~gns to 
A I D IWashmgton The compelled ut~llzat~on of the SADC channel for dellvery of reg~onal 
act~vltles exacerbates these problems By placmg ~ t s  relat~onshlps wlth SADC on a more flexible 
basis, the Miss~on can devote greater attention to solving these other difficult problems 

The basic objective should be for each orgamtlon to have a suffic~ent range of cho~ces 
such that neither IS forced to deal exclus~vely with the other and such that each can collaborate 
freely in areas of mutual Interest Ne~ther should be subserwent to or totally dependent on the 
other over the long term Ulhmately, relat~onshlps among equals should preva~l along each leg 
of the USAID - SADC - SBC mangle That cannot happen as long as USAID has no choice 
but to operate through SADC 

In the past, exclus~vity m the relat~onslup between SARP and the SADC Secretmat has 
contributed to a form of bureaucrat~c gr~dlock That phenomenon has Impeded the M~sslon's 
efforts to des~gn a reg~onal pnvate sector program Each organlzat~on has a d~fferent style of 
operation, SADC's perhaps be~ng the more structured Each organization t r d s  its own 
distinctive anchor of precedent, procedure, and admlmstrat~ve style When these anchors 
become entangled m the course of a project design, much energy can we wasted 

Southern Afnca is entemg a penod of raprd and unportant change Wrllmngness to 
experiment and tnnovate are assets of great value that A I D can bnng to the reglon Ab~lity 
to move is important Requlnng SARP to operate only through SADC glves SADC a negative 
power that 1s particularly inappropnate In a period In which lnnovatlon w~ll  be at a prernlum 
USAIDIZlmbabwe should not termlnate ~ t s  assoclatlon wlth SADC The exclus~vrty should be 
ended and the relatlonshlp restructured 

2 Statism 

In the past, SADC has been cntlcized within the Miss~on for a "statlstn onentation 65 

However, In our vlew the Secretanat appears to be trylng to create a platform for itself that IS 

wlde enough to accommodate the predllectlons of most of its d~nors  and members We certamly 
have seen evidence of a predisposition for all-encompassmng, non-competitlve arrangements 
Such a predlspos~tlon may be regarded as one of the hallmarks of statist socletles, but ~t certamly 
exlsts In many other kmds of socletles as well, including our own 

SADC's 1989 Productwe Sectors paper explicitly rejected the idea that SADC's approach 
was to be one of "concentration of authority In centrailzed planrung and executive bodies at the 
regtonal level w66 A Heads of State Declaratlon6' acknowledges that the SADC Treaty 

65 M B Ell~s, Regional Integration and the Evolution of SARP (May 29, 1992) 

66 Southern Afncan Development Coordmaoon Conference, SADCC the Productwe Sectors 
-- Enmne of Growth and Develo~ment (Luanda, Angola February, 1989), p 17 



envisions "strengthemg the powers and capacity of reg~onal decis~on-malung, coordinating and 
executing bodies," but ~t IS hard to read e~ther the Declarat~on or the Treaty as an invitation to 
a regional superstate 

From an outs~de perspectwe, SADC's Productwe Sectors paper had sigmficant flaws 
Its enthuslast~c exposition of the vlrtues of Southern Afnca's parastatals and their capaclty to 
"unleash the enormous mvestrnent capacity of the pnvate sector" IS d~sturblng and most 
unconvincing The record of most of the reg~on's parastatals has been appallmg Nevertheless, 
our field interviews lead us to believe that the Productwe Sectors paper was well rece~ved by 
the busmess commumty m the region at the tune ~t was issued The document brought the 
strategic Importance of investment, product~on, and trade to center stage It issued a call for the 
business commumty to take part In the affairs of the reglon from whch ~t had been excluded m 
the past That call represented an encouragmg change of direction and an acknowledgement of 
leg~t~macy of busmess endeavors after a long per~od of being left out m the cold Product~ve 
Sectors and the change of att~tude it reflected was regarded as a major step forward To many 
of the busmess people, that was the most that could be expected at the tune under the 
circumstances 

SADC has made its mark as an effectwe grantsman, attractmg substant~al amounts of 
donor fundmg to its programs Most donors have d~fficulty In finding reliable and acceptable 
routes for c h a m e h g  asslstance to the pnvate sector and other mtended beneficlarles of thelr 
programs Some donor agencies are barred from dealmg directly w~th busmesses and busmess 
or_ranIzatlons by leg~slat~on, others by mandate. st111 others by precedent Wh~le A I D ~tself 
has been a ploneer In find~ng ways to channel asslstance to the prlvate sector, it too IS 

constramed by ~ t s  regulations and tradmonai practice The v ~ o n  of "the good parastatal," a 
puhl~clj respons~ble ~nst~tutlon whose staff understands donor objectives, compl~es w~th  donor 
adrnln~strat~ve requirements, and accounts respons~bly for the donor funds has a powerful appeal 
In the development commumty If we were to find a forebod~ng qual~ty In SADC, ~t would be 
that of a too-successful salesman of parastatal projects rather than that of a burgeonmg reglonal 
superstate .) 

I 

3 Mon~sm 

SADC's approach to busmess representation ties a defimt~on of "enterpnse" (one which 
encompasses both publlcly and pr~vately owned organmt~ons) to. mdlvldual nat~onal busmess 
councils and to the reg~onal busmess council Each of nat~onal-level ~nstitutions is to be an apex 
organlzatlons representing the entire enterprise community SBC (m theory at least) IS the 
creature of these national level organnations The monol~th~c nature of the structure is not 
reassurmg Requmng enterprise to speak w~th "one vo~ce" could mean that private enterpnse 

- - - 

67 Heads of State or Government of the SADCC Declarat~on issued at the tune of the s ~ g m g  
of the treaty establ~shmg the Southern Afncan Development Commumty at Wmdhoek Nam~bia 
(August, 1992). p 10 



really has "no voice" m such cnt~cal policy matters as parastatal divestiture, promoting freedom 
of competition, and reducing government regulation Some authontanan countries establish a 
single Chamber of Commerce and Industry which is used as a choke-pomt to head off dissent 
and complaints and as a one-way channel for delivermg ~nstmctions Others use busmess 
associations as frameworks for val~dat~ng monopolistic arrangements, both public and pnvate 

In fully developed free societies, enterpnses have the capacity to speak with one or many 
vorces as they choose Public and private enterpnses have some interests m common and some 
that are in conflict The same is true for large and small busmesses and various sectors such 
as mlning, manufacmng, and trade If the enterpnse commumty is dlvided on an issue, and 
government has not the tune or inclmat~on to listen to several busmess volces, then government 
is not really interested in heanng all that industry has to say on that Issue An all-encompassmg, 
monol~thtc structure is arguably more effic~ent m drsseminatmg mformation and instructions 
from the top down and possibly in serving as a channel for servlce delivery However, servlce 
dellvery IS seldom the prrmary purpose of representative busmess mt~tutions and the "one vo~ce" 
rat~onale IS highly suspect 

A monol~th~c structure can convey the unpresslon it distnbutes power among members 
more on the basis of their numbers rather than then economlc power If the mterests of all 
enterprises from the street vender to the lnternatlonal mmmg corporation to the fefillzer 
distrlbut~on parastatal must be represented w~tlun a smgle busmess association, then the 
l~hel~hood that a small, powerful, self-interested and ethmcally unrepresentatrve mlnonty wlll 
dornlnate its dellberatlorn may appear to be reduced 

The notion that the governance structure of a business association can be used as a 
mechanism to empower and target the less affluent and lnfluenual members of the business 
community can be attractwe to donors whose program rat~onales target the less fortunate in 
societj By apply~ng the equivalent of "one enterpnse - one vote" or "one business assoclatlon 
- one vote" the resources and energres of the wealthy few can be put to the service of many 
small and med~um-sized enterpnses wtthin the busrness commumty As described in Appendlx 
10 A I D Itself attempted something of the kind by conditionmg its assistance m Eastern 
Caribbean on the creaQon of National Coordination Counc~ls (NCCs) m each country, w~th 
cntena whrch sought assurmg that these Counclls represented the total~ty of the busmess 
community The condlt~ons were a fallure They attempted to prescnbe the rules of 
representatlon by means of wh~ch business leaders were to serve thelr own mterests and those 
of their cornmumties on a voluntary basis 

Most busrness leaders srmply were not interested m particlpatmg on the bass of the 
cr~terla wh~ch A I D had established for them Groups meetlng the prescnbed cntena sunply 
could not be assembled and maintamed When the conditions on representatlon were removed, 
exsting orgamtlons selected m each country (business associaoons m some cases, National 
Development Foundations backed by the bustness commuluty m others) were able to focus quite 
effectively on the needs of an emerglng group of formerly drsadvantaged entrepreneurs If the 
orgarmation selected to prov~de the assistance were not to perform effemvely, other omens 



could be examined The approach worked What did not work was the prescription of a single, 
"totally representatlve" institutional structure, conce~ved by A 1 D , that attempted to subject the 
voluntary efforts and dec~s~on-malung processes of business leaders to a form of governance they 
perce~ved to be artificial, unwieldy, and meffic~ent 

We would characterize A I D 's attempted lrnpositlon of NCCs in the Car~bbean as one 
of "possessive momsm" rather than one of "stat~sm " By "possessive momsm," we mean 
arrangements which create exclusive and extended relationshps of ownership, control, 
dommance or governance such that the voluntary behav~or of one party is subjected to the 
sustamed control of another on the basis that a group, state, or region can be properly served 
only by a smgle, comprehensive entlty Such relat~onshlps exist m both autho~~tar~an and 
democratic socletles, though certainly more m the former than m the latter The formal 
governance structure of the SBCJSNBC network fits withm the defimtion The current 
relationship between SADC and USAIDIZimbabwe w~th respect to regional activities also fits 
within that defimtion In our view, the arrangements constitute weaknesses in both cases 

In an open market, businesses take Investment risks m order to gam competltwe 
advantages and, once gamed, they are loath to rel~nquish them Although donor and reclplent 
organizations have mterests and objectives In common, they also compete w~ th  each other 
Although often treated as subjects not fit for pol~te d~scuss~on w~thm the development 
commumty, w~wner~hip"  and "poachingw constitute real issues affectmg inst~tut~onal behav~or 
in the real world 

Serviceable channels for the dehvermg of donor funded servlces are at a premlum m 
Southern Africa From a donor's pornt of view, the prospect of developmg a superlor 
delivery/distribut~on system is a very attractive one 

Potentially, the SBCJSNBC network has several attractive features which ultimately could 
render it a far more serviceable donor funding channel than that of the "good parastatals " The 
network is non-profit and region-wide It cames an Image of business-relatedness that makes 
it acceptable during a period In which donors are emphasmng open markets and trade and 
investment It 1s not assoc~ated with past parastatal and other forms of failure on the part of 
public ~nstitutions It IS on a track which leads forward and upward as many of Southern 
Afnca's parastatals -- including some of the "good parastatals" -- face prospects of demise 

It has, In theory at least, ready access to a knowledgeable and influential body of 
members, some of whom are prepared to contribute tune and money to efforts they cons~der 
worthwhile Once they are well organ~zed and governments are democratized, businessmen can 
strongly mfluence the course of public policy The donor that can llnk policy reform or 
development services to this powerful instrument has unusual prospects as an agent of change 

A favorable view of the donor servicedelivery potentials of the SBCJSADC network (or 
something ldce ~ t )  raises the potentla1 for conflicts over control Ironically, these favorable 
prospects could lead to a "control it or kill itw psychology -- a negative form of possessive 



momsm that seeks to restrict both the number of business associations and the number of 
development instltutions providing assistance to any given association Such practices run 
contrary to the mterests of achievmg better busmess representation and more suitable donor 
service delivery in the region A pluralist phdosophy would attempt to encourage two or more 
approaches to busmess organnation m the region and encourage fundmg of any given association 
by more than one development institution with the idea that the needs of busmess orgarmations 
and development institutions could best be served m this fashon 

The Lusaka Declaration which created SADC m 1980 referred to the creation of "genuine 
and equitable regional integration " The term "equity" and language conveying sunilar 
connotations appear repeatedly In SADC documents Some persons familiar with the economic 
difficuIties plaguing the Third World have come to regard "equity" as a sugar coating typically 
applied to justify a panoply of ill-conceived and destructive pol~cies Authontarian rule, 
monopoly, pan-terntorial pricing, Imprudent subsiduation, discrunlnatory restriction of busmess 
opportunities, and the destruction of free instltutions all have been justified m the name of 
equity Where "equity" is the only word on the label, some say, totalitanamsm, mcompetence, 
corruption, and failure are inside the package 

"Equity" is a particularly troubling concept m the context of regional mtegration since 
h~stor~cal experience suggests that productive competitiveness tends to be concentrated and 
une~enl} distributed in spatial terms Achievement of a "balanced" distribution of benefits 
as reg~onal trade barriers are reduced among countries in diffemg stages of development (which 
IS the caqe in the Southern region of Africa) IS basically impossible It is conceivable that all 
partles can be winners, but the we~ght of professional opinion now says that the slzes of their 
respectrve winnings are bound to be d~fferent While some countnes may benefit relatively more 
than others Integration efforts may be considered a success if all countnes benefit over the 
status quo siruation Polit~cally, however, the relat~ve dlspmty of benefits does tend to cause 
tenslon (e g , as it did in the old East Afncan Comrnunlty) The use of the term "equity" in the 
context of regional development bnngs to mind a long list of wasteful and failed attempts to 
ach~eve spatially balanced distribution of industries, jobs, or mcome 

But the yearning for greater fairness in the dlsmbution of resources withm society and 
the desire to create "level playing fields" on which human effort and talent can compete are 
h~storic and deeply felt needs Indeed, such felt needs constitute one of the underpimngs of the 
fore~gn aid program The Agency for International Development ztself has never fully resolved 

c f , Michael E Porter, The Com~etitive Advantage of Nahons (New York The Free 
Press, 1990) 



the "effic~ency-equ~ty" d~lernrnas wh~ch it repeatedly faces on its own 69 Articulating equlty 
as an objective 1s not equivalent to misusing the Concept m practice Rejecting a development 
institution smply on the grounds that it uses "E-words" IS unthmkable m articulatmg its mission 
However, concepts such as "equity", "balance", "mutual benefit", and "support of the 
disadvantaged" do m fact carry utoplan as well as a polltical nng m the context of a treaty 
concerned wlth reg~onal mtegration There IS merit underlining the lessons of economic h~story 
m thls context Members of the staff of the SADC Secretanat and other persons who may 
influence the future course of events m the application of the SADC treaty should be involved 
In studies of the outcomes of regional mtegratlon schemes elsewhere m the world Such studles 
are discussed m the followmg sub-sect~on of t h~s  chapter We do not, however, find the use of 
the rhetoric of equlty in the SADC treaty as offensive or foreboding m itself 

C USAIDJZIMBABWE'S REGIONAL PRIVATE SECTOR STRATEGY 

Append~x 7 contalns a review of A I D 's private sector projects m the SADC region 
As can be seen, they range from no prlvate sector activltles whatsoever (Angola and Narnib~a) 
to a private sector project that will be at the center of a M~ssion's activities for the next five 
years (Botswana) Involvement of busmess associations m those countries that have private 
sector activttles underway ranges from none at all (Zambia) to occasional (Malawi), to utiluat~on 
as a maln channel of servlces (Botswana) In some cases, pnvate sector activities appear to be 
incidental to other activities such as dlstr~button of food (Mozambtque) For the most part, the 
projects that provtde direct assistance to enterprises (as distinguished from trade and Investment 
trlps or internat~onal tratning) are oriented to small or medium businesses However, the 
Tanzanta Mwon 's  Finance and Enterprise Development Project (FED) alms at nothing less than 
the restructurtng of Tanzania's financial sector 

The Mlsston's most recent Regional Development Strategy Statement (FY 1991) contains 
a sectlon on "St~mulus to Trade and Entrepreneurship " The sectlon calls 'for a $35 millton 
effort over five years supervised by a direct-hire economist The strategic objectwe of the 
project was to st~mulate trade and entrepreneurship The program was to have two elements 
one focusmg on trade Itself, the second encouragmg the growth and maturation of the prlvate 
sector through unproved policy clunates and assistance to entrepreneurs with export 
objectives 70 

* The basis A I D IS currently using for rdentlfying country missions to be ellrnlnated or 
downgraded appears to be based on equlty rather than efficiency critena See Section E-3 of 
this chapter 

70 Regional Development Strate- Statement (Southern Afnca FY 1991) Volume I (1989), 
pp 42 -52 



The Missions view is that the strategy was pursued as a coherent package by USAID 
Zunbabwe, although a series of factors prevented the lrnplementation of a centerpiece project 
to promote exports and mvestrnent Some examples lnclude the SADC Secretariat techmcal 
support grant, providmg funds to SBC, and a series of activities funded though project 
development funds (such as support for the World BanMED ADB regional mtegration mtiative 
and support of PTA's Trade Development Strategy) Some of the elements of the strategy are 
Imbedded in the programs of mdividual country Missions However, as noted at the b e g l u g  
of thls section, the pattern of the prwate sector programs currently bemg undertaken by the 
bdateral missions emerges as somethrng of a potpourri 

Our vlew is that considerations of unplementat~on are cntical to strategy and program 
formulation Strategy and program deslgn should realist~cally balance "pos~tives" agamst 
"negatlves" On the positive side lie the confluence of powerful factors drivmg the emergence 
of the private sector in Southern Africa which are discussed m Chapter 2 of this report 
Negatlve factors that should be considered could include 

o The Mission may not be able to devote the personnel and management attention 
that such a program needs 

o Individual country msslons and/or A I D /Washugton may not be prepared to 
gwe the support that such a program needs 

o Inadequate overs~ght or support can d~sillusion the pnvate sector and lead to 
outcomes that are worse than no program at all 

o Other M~ssion programs are deemed to have higher pnonty, particularly in a 
period of uncertainty 

The Progress Re~ort of The President's Cornrnisslon on the Management of A I D 
Programs suggested that, In countnes where M~ssions are eluninated or downgraded to AID 
Representative status, very sunple interventions are initially in order, ones which provide the 
United States wlth presence and visibility but little nsk Programs m other countnes, it 

recommended, should be simplified, operating in fewer sectors with fewer projects " 
Most regional private sector programs, particularly those lrkely to have a sigmficant 

impact on the reglon's trade and investment, require hwh staff intensity and involve taking k h  
risks Launching such programs In the face of lim~ted or dwindlmg resources, means choosing - 
this kind of program activlty over others 

Mission Comments, p 6 

The Pres~dent's Comrniss~on on the Management of A I D Programs, A Promess 
Reuort, (Washmgton September 30, 1992), p 12 



The Miss~on should seriously thmk through the staffing unplicat~ons of focuss~ng ~ t s  
efforts on private mvolvement and policy change Beyond this, it IS our opimon that there is 
little that a development agency can do to stlrnulate the private sector m a region unless business 
persons in that region are themselves prepared to put thelr own money, tune, and creativ~ty into 
the effort The Mission may wish to test the will of the busmess comrnurnty m thrs regard, 
involving them m program design and seelung advance commitments on participation m 
particular projects Indeed, the Miss~on may wish to seek their advice at the start on whether 
they really prefer that the Mission develop a regional program requlrmg contributions on their 
part over, say, a telecommumcat~ons program that would permit them to sit on the sidelmes 

Given sufficient commitment within A I D and the private sector, there are four 
Important long-term objectives to which a regional pnvate sector program could be directed 

Tourism IS an industry with sigmficant potentla1 in the region It is regional as well as 
national In its character because (1) ~t draws visltors across borders withm the region, (2) 
vlsitors from outslde the region may be attracted by tours whch offer a multi-country "circu~t" 
within the reglon, and (3) indiwdual country industries benefit by the establishment of reglon- 
w~de standards The tounsm trade currently faces common public relations problems of 
countenng foreign perceptions concemng the effects of drought, murgency, and AIDS in the 
regon As Haven North points out, regional approaches to tourism can be tied in with 
preservation of w~ldl~fe and regtonal collaborat~on in dealing w~th ecological problems 73 A 
long term goal should be to develop and matntaln tourism as a reg~onal asset 

Removmg Barriers to Trade 

The private sector has shown a keen interest in removing barriers to trade within the 
reglon The objectwe can be pursued through a combination of urnlateral, bilateral, and 
multilateral actlon Technical expertise IS needed w~thin both the government and bus inks^ 
communltles to ach~eve optimum results through collaboration The goal is regional m character 
and assistance can be provided on a reg~onal basis 

Chana~ng; Relat~onsh~ps Between Governments and the Business Cornmunlty 

Relat~onsh~ps between the busmess comrnunlties and their national governments vary from 
country to country but, in general, they are not healthy Problems mclude (1) private sector 
representation has been excluded from the process of making lmportant government decisions 
affecting busmess, (2) one or a few private sector firms dominate the process of making 

-- - 

73 W Haven North, Reshamng the U S A I D Remonal Program Stratem for the Southern 
Afncan Region Study Agendas on the Imvlicatlons of a Post-Avarthe~d South Afnca for 
Remonal Economic Coo~erat~on (December, 199 1) p 20 



lrnportant government decisions affect~ng business, (3) government polrcres exclude the pnvate 
sector from rmportant fields of endeavor, and (4) government regulatory pracbces permit 
government officials to dominate the pnvate sector m important fields of endeavor 

The problems created by dom~natlon can be more senous than those of exclusion Where 
a prlvate busrness dominates government declslon malung, ~t has little lncentwe to change, 
particularly if the change replaces ~ t s  monopoly posrtlon wlth effective cornpetloon Where 
government regulatory practices enable domination of the pnvate sector, some f m s  may have 
llttle lncentlve to change because they have gamed favored poslt~ons through influence or 
cormption Others may fear to advocate change for fear of retallation from a dommbng 
government The changes needed are on the natlonal level and the means of change are 
essentially politrcal However, a regional program that can encourage change withrn the reglon 
and find ways to unpact on national-level business-government relatlonshlps could make an 
important contrlbutlon 

A very wide range of activities can contribute to changmg relatlonshps includmg hgh- 
level encouragement and persuasion, publlc relations actlvlbes, policy reform, and busmess 
organmtlon Changes m attitudes, philosophy, and human behavlor are required as well as 
polltlcal action The goal can be expected to rernam important to the reglon for many years 

Divestiture of government-owned businesses IS In order throughout the region, and so far 
seems to have been gtven a high prionty only In Zambla The process 1s difficult and will 
requlre a decade to complete, IF  not a generation Divestiture requlres expertise and techmcal 
sh11l of a h~gh order As more countries come to grips with the problems of selling off or 
shurting down the~r parastatals, there IS 11kely to be a need for a regional source of expertise m 
thlr area As the divesttture process gam momentum, some attention should be given to 
reg ronal ownership patterns, lest narronal monopohes be replaced by reglond ones 

USAIDIZunbabwe has used policy condlt~ons on mfrastructure mvestment projects to 
encourage pollcy reform and development of the pnvate sector The telecommumcations project 
the M~sslon is currently designing focuses on policy reform allowrng prwate sector lnvestrnent 
In the sector -- "and would require A I D to be a quarterback, not 'slt on the sldelrnes *n74 

Im~lementation Issues 

Reglonal pnvate sector projects are, for the most part, dtfficult ones to execute There 
IS a strong argument that the A I D Project Officer responsible for a reglonal actlvity and the 

" Miss~on Comments, p 7 



Project D~rector of the orgarnation prlnclpally responsible for carrymg ~t out should be located 
m the same country Both the Mlssion and the project officer feel a sense of ownershp, so it 
IS deslrable that the project deslgn activity take place m the country mlssion as well If these 
conditions cannot be met, and an A I D Project Officer with some subject matter competence 
cannot be asslgned to the project, gong forward wlth the regional actwlty should be carefully 
reconsidered 

The crltical question, from our pornt of vlew is not whether the fundlng of regional 
projects is put mto a "bilateral envelope," a "reglonal envelope," or both It IS rather one of 
whether there are sufficient funds and sufficient leadership m place at the nght tune to make the 
project work If busmess persons are to comrnlt thelr tune and money to an A I D -assisted 
project, they need someone on the A I D side whom they can understand and trust Because 
A I D has an operating style which IS dramatically different than that of the private sector, a 
substantial amount of "intermedlatlon" (explanation of jargon, help m wrltlng reports and filling 
out forms, explanation of puzzlmg admmstrative behav~or, and the Me) IS requlred If the 
"envelope" provides ~mplementmg money but not a sultable A I D mterlocutor, it is lxkely to 
fall For thelr part, bllateral Mlssions are perfectly happy to have supplemental fundmg for 
projects which they regard as unportant to own programs whether these projects are called 
"regional" or not However, they do not want to be placed m the position of devoting thelr 
limited manpower to projects which do not fit m wlth thelr objectives sunply because money is 
ava~lable for this purpose 

"Umbrella" or "Christmas tree" projects which offer a w~de  range of servlces and/or 
opportunmes for supplemental fundlng to bllateral missions in the reglon should be put the same 
standard The essential point is that reliable and responsible forms of intermediation exlst at 
points of contact between A I D , lrnplementlng organizations, and the prlvate sector 

D CONCLUSION 

Difficulties encountered in the triangular relationships among SBC, SADC, and USAID 
have been made more difficult to solve because of the "exclusive dlstnbutorshrp" tle between 
USAIDIZimbabwe and SADC established by Congressional earmark wlth respect to reglonal 
programs If this exclusivity were removed, it would be much easier for A I D to render 
effective assistance to regional business associations in Southern Afrlca 

The Mission's regional private sector strategy should be congruent with the substance of 
its private sector program and with the financial and management resources ~t intends to devote 
to efforts in thls area Promis~ng areas for program assistance xnclude tourism, removing 
barrlers to trade, changmg relatlonshlps between government and the private sector, and 
d~vestlture 



Chapter 7 

PRINCIPAL ALTERNATIVES FOR REGIONAL ASSISTANCE 

A INTRODUCTION 

This chapter discusses principal alternatives for future USAID assistance to busmess 
organizations m the Southern African region The theoret~cal options run a very wide gamut 
indeed They range from havmg no regional business assoc~ation program of any lund, to A I D 
contr~butions to an occasronal regional conference or round tables sponsored by others, to 
continuing SBC's funding on its present bas~s, to substantially changmg the structure of 
assistance of SBC, to creating a varlety of new regional busmess institutions 

The present chapter focuses on what the Assessment Team believes to be the pnnclpal 
relevant alternatives for regional assistance by USAID By "relevant," we mean pertment to the 
decisions which USAIDIZlmbabwe is faced m connection with its disposition of SBC sub-grant 
Combmations of, modifications to, and additions to these alternat~ves are possible, and Indeed 
hkely as discuss~ons among concerned parties proceed Alternatives are presented here as an 
ald to a process of negotlatlon and as a basis for the recornrnendat~ons m th~s  report 

The six alternat~ves considered are as follows 

ALTERNATIVE ONE 

ALTERNATIVE TWO 

ALTERNATIVE THREE 

ALTERNATIVE FOUR 

ALTERNATIVE FIVE 

ALTERNATIVE SIX 

USAIDIZlmbabwe would terminate the Sub-Grant at ~ t s  presently 
scheduled completion date (PACD) and provide no further support 
to business orgammons in the region 

USAIDIZimbabwe would provide a llrnited amount of assistance 
to SADC to enable the Secretariat Staff to work directly wlth the 
busmess community 

USAID/Zunbabwe would fund A I D assistance to national and 
regional business orgarmations through IESC andlor CIPE 

USAID/Zimbabwe would provlde regionally- onented bilateral 
support to busrness orgamzations in Zunbabwe and encourage 
other USAID Misslons in the region to support thelr local busmess 
orgatllzatlons wlth a reg~onal orlentation m mmd 

USAIDIZimbabwe would provide targeted assistance to SBC in the 
context of certaln preconditions needed to effect major changes 

USAIDIZunbabwe would support the establishment of a new 
regional pnvate sector busmess organmition whose core servlces 
would be financially self-sustammg from the start 



Sect~on B descnbes each of these alternat~ves m greater detad Sect~on C provides an 
assessment Sect~on D presents a br~ef conclus~on 

B DESCRIPTION OF PRINCIPAL ALTERNATIVES 

The SIX pnncipal alternatives for the unmediate future are described below With the 
exception of the first alternatwe, they are by no means mutually exclusive In theory, at least, 
alternatives TWO through SIX could be pursued sunultaneously 

ALTERNATIVE ONE Termlnat~on 

USAIDIZimbabwe would terminate the Sub-Grant at  its presently scheduled 
completron date (PACD) and provlde no further support to business organ~zations 
In the regon 

The mam elements of Altematrve One are as follows 

o USAIDIZunbabwe would promptly ~nform SBC, SADC Secretanat, and the 
business commuruty that no further fundmg would be provided to SBC beyond 
the current project completion date 

o USAID/Zimbabwe would contlnue to provide funds to SBC at current level 
through the current project cornplet~on date 

o USAIDIZimbabwe would restore authoruat~on for SBC to expend funds for 
position of Executive Director, retroact~vely and untd August 31, 1993 

o USAIDIZunbabwe would encourage SBC to use a pomon of its fundmg, should 
~t so choose, to ~dent~fy other sources of funding 

o USAIDIZunbabwe would terminate the sub-grant at PACD 

ALTERNATIVE TWO New SADC Staff Pos~tion 

USAIDlZ~mbabwe would prov~de a lrrmted amount of assstance to SADC to enable 
the Secretanat Staff to work drrectly wth  the business commumty. 

The mam elements of Ahernatwe Two are as follows 

o USAID would negotiate w~th SADC an extension of the grant PACD substantially 
beyond the current prqect compleuon date m order to fund the services of a 



positlon on the SADC Secretanat staff to assist SADCIS m its llalson with the 
prtvate sector, including funding to allow for organmition of the regular meetlngs 
with the private sector 

o USAID would contmue to provlde funds to SBC at reduced levels sufficient to 
provrde for busmess association contmuity requirements through the present 
project completion date 

o USAIDIZunbabwe would restore authomtlon for SBC to expend funds for the 
posltlon of Executive Director, retroactwely and until August 3 1, 1993 

o USAIDIZlmbabwe would encourage SBC to use a portion of 1t.s funds, should it 
so choose, to ldentlfy other sources of fundmg 

ALTERNATIVE THREE Serv~ces Dellvery by IESC and orlCIPE 

USAIDIZlmbabwe would fund USAID assstance to national and regonal 
bus~ness organuat~ons through IESC and/or CIPE 

The mam elements of Alternative Three are as follows 

o USAID/Zimbabwe would sign a grant agreement w~th IESC and/or CIPE to 
provide small amount of add~tlonal funds (e g , approxunately US$150,000 per 
year for five years), whlch CIPE and/or IESC can use to support establ~shed 
nat~onal-level busmess organlzatlons In those countries in whlch IESC does not 
have a b~lateral program able to support th~s functlon More than one such 
grouplng could be supported In each country National Business Councils could 
be reclplents 

o USAIDIZimbabwe would mclude ~n the IESC Grant a small amottnt of additional 
funds (e g , approxunately US$50,000 per year for three years), wh~ch IESC 
could use to support regional-level groupings of busmess people, who establish 
themselves as "clubs" or other formal or lnformal mechamsms More than one 
such groupmg could be supported SBC could be a reclpient 

o These grant funds could be utllized to subsidize up to 100% of the cost of an 
IESC volunteer requested by the business groupmg, to pay per dlem costs (not 
transportation) for small business people to attend reg~onal meetlngs or 
workshops, to pay the costs of preparation of studies (either utihzing IESC 
volunteers, ABLE or consultants, as appropnate) on Issues of importance to them 
and to make small grants to the busmess organmitiom for purposes to be 
mutually agreed, but not resmcted m any way 



o USAIDIZmbabwe would contlnue to provide funds to SBC at current level 
through PACD to allow them to transfer functions to SADC and/or a new 
regional business orgamtion 

o USAIDIZmbabwe would encourage SBC to use a portion of its funding, should 
it so choose, to identify other sources of funding 

o USAIDIZimbabwe would restore authorization for SBC to expend funds for 
position of Executive Director, retroactively and untd August 31, 1993 

ALTERNATIVE FOUR Building Regional Capabilities Bdaterally 

USAIDIZimbabwe would prov~de regonally-oriented bilateral support to business 
organ~zat~ons m Z~mbabwe and Botswana for regonal extension actmties and 
encourage other UDSIF M~ssions m the region to support thew local busmess 
organizations ulth a regonal orientation in m n d  

The main elements of Alternative Three are as follows 

o USAIDIZmbabwe would assist prrncipal Zmbabwe busmess organxzations to 
register as PVOs 

o USAID/Zimbabwe would provide a grant or grants to Zlmbabwe business 
association(s) to 

- Increase their own institutional capacities 

- Increase their bilateral relationships with other busmess 
associations in the region 

- lncrease theu abihty to provide assistance to weaker busmess 
associations in the region 

- Increase their focus on regional issues 

o USAIDIZmbabwe would encourage and, to the extent possible, support other 
USAID Missions to establish or expand their projects of support to national 
business organizations 

o USAIDIZmbabwe would cont~nue to provide funds to SBC at current level 
through the current project complet~on date 



o USAIDIZzmbabwe would restore authonzat~on for SBC to expend funds for 
position of Executive Director, retroactively and unt~l August 3 1, 1993 

ALTERNATIVE FIVE Contmue the SBC Project w~th  Major Changes 

USAID/Zlmbabwe would provlde targeted amstance to SBC m the context 
of ce-n major precondit~ons needed to effect major changes 

The maln elements of Alternative Five are as follows 

SBC would be requrred to obtaln substantial fundlng from at least one other 
source in order to quahfy for further A I D fundmg 

A strategic plan, including a comprehenswe financial strategy, would have been 
prepared laying out the future d~rection of SBC and h s  plan would have been 
accepted the busmess commumty 

There would have to be tangible evidence of widespread support for SBC from 
the business cornrnumty 

An Executive Director wlth reg~onal stature and qual~ficat~ons satisfactory to all 
parties would be selected 

Any outstanding issues concerning authority and control, includmg the substantive 
independence of SBC, would be resolved in writmg to the satisfaction of all 
parties in advance of the commitment of funds 

At least one long-term expatnate senior advisor would be assigned to SBC for the 
term of USAID assistance 

* 
An USAID project manager would be asslgned to the Botswana Miss~on (or 
wherever SBC 1s headquartered) to supervise th~s  actlvlty 

The USAID project manager would be required to have suitable techcal  
qualifications for and interest in a project of th~s  kind 

The USAID project manager would spend at least 50% of hls tune on th~s  
activity 

USAID would encourage other funders, such as the vanous German agencies, 
CIDA, etc , to provide nonduplicatwe support 



o USAID/Zmbabwe would restore authomtlon for SBC to expend funds for 
position of Execut~ve D~rector, retroactively and untll August 3 1, 1993 or such 
other date as may be mutually agreed upon 

ALTERNATIW SIX Independent Prwate Sector Assoc~ation 

USAIDIZunbabwe would support the estabhshment of a new re~onal  private 
sector business organnabon whose core semces would be finanaally self- 
sustwing from the start 

The maln elements of Alternatwe SIX are as follows 

o USAID/Zlmbabwe would contlnue to provide funds to SBC at the current level 
through the current project complet~on date 

o USAID/Zmbabwe would restore authomtion for SBC to expend funds for 
posltion of Executive Director, retroactwly and untd August 31, 1993 

o USAIDIZunbabwe would indicate that USAID would conslder fundrng of a new 
regional pnvate sector business organuatlon, If stlff pre-cond~tions are met, 
relatlng to its having clear support (both financ~af and otherw~se) from the private 
sector 

o Key requirements will include (1) lnitial and contlnulng sustenance of core 
functions by the pnvate sector, (11) separation of core costs from cost of donor- 
funded activlt~es, (111) mdependence of government and reg~onal publlc 
organmtions, (IV) freedom to designate country coverage for ~tself, (v) freedom 
to hmlt membership to entities able to pay full cost for the proportionate share of 
servlces they receive 

* 
o Should the business cornmumty be able to satisfy these conditions, 

USAIDIZunbabwe should consider provldmg fundrng vla a US PVO such as 
IESC or CIPE or by such other means as they deem appropnate for lunited 
agreed purposes m connection with the founding of such an o r g m t l o n  

C ASSESSMENT 

Of the SIX alternatives described above, Alternatives One, F~ve, and SIX go most dlrectly 
to the heart of the issues exammed in this assessment Alternatives Two, Three and Four are 
less fundamental m their nature They could be considered "partial" or "palliatmg" alternat~ves 
because they are less fundamental m thew charactenstlcs Conceptually, Alternatwes Two 
through SIX all could be pursued sunultaneously or m any combmabon A discussion of the 



ratronales of each of the alternatrves is presented below Whatever course the Mission decides 
to pursue, the Assessment Team believes rt should do so with a long-term vision of rts 
relationshp to the busmess cornmumty firmly m mind 

ALTERNATIVE ONE Straight Termrnatron 

The 1st of alternatives descrrbed m the previous section does not mclude a "status quon 
alternative The absence of status quo alternative represents a judgement that current 
arrangements are fundamentally unsatrsfactory and that s~gmficant changes will be requrred rf 
further USAID funding is to be justified Whde the Assessment Team favors a contmuation of 
USAIDiZunbabwe fundmg of a regional business assocration m some form, ~t prefers no funding 
at all (ALTERNATIVE ONE) to no change at all (the "Status Quo") 

There are three basrc arguments for termination Frrst, successful assistance to busmess 
associations has proven to be h~ghly management intensrve from A I D 's viewpomt Demands 
on USAID'S staff tune are llkely to grow rather than dlmmsh as regional institutions mature 
The more successful and mdependent of USAID a busmess organmition becomes, the more 
problems and opportumties it can pose for Missron management As an association organrzes 
the busrness comrnumty and involves business leaders m its achvities, ~t becomes a potentially 
hlgh pay-off actrvrty m terms of policy change and Impact on regronal productivity However 
as the organizatron grows m power and assertiveness, it is quite llkely that requirements lmposed 
by publ~c institutions which circumscribe rts objectrves, strategies, hrmg decisrons, membership 
polic~es or other important characterrstrcs of ~ t s  operations will become subjects of continuing 
lrrrtation whether such circumscription comes from A I D or elsewhere Llke Gulliver, A I D 
IS bound by a multrplic~ty of strlngs Mediating between a constrained giant and business 
communltj that has l~ttle interest in trad~ng their own constraints for A I D 's, requires tune, 
energ] , and resources wh~ch the Missron may belleve that ~t cannot spare 

Second, the Mission may judge that a project wrth such a high-nsk, high-pay-off, 
management-rntensrve profile simply may not fit well into its portfolio dunng a tlrne of change 
and uncertainty It is also possible th,at the Mlssion may conclude that it has other urgencres or 
opportunlttes for utllrzrng Mrssron resources which have higher pnority than those of the SBC 
sub-project Examinatron of such other urgencres and opportumties has not been part of the 
present assessment 

Frnally, questlons of portfolro profiles, pnoritres, and payoffs aside, the Misslon sunply 
may feel that rt does not like, does not want, or does not "ownn thts project It may fmd that 
rt IS too far away from the SADC rn drstance and rn spirlt, for collaboration m thls difficult area 
to continue 

Our review suggests that there IS very little that we or others have observed about the 
SBC sub-grant that the M~sston has not already seen for Itself What stands out m much of the 
recent record and m our mterviews 1s not an absence of perception or analytical might, as an 
undertone of frustration It IS that undertone, more than any parhcular set of facts or 



conclusions, that deserves the M~ssion's searchg  and forthr~ght reexammation When all is 
said and done, USAID/Zlmbabwe may have no heart for a project of thls type at this tune If 
that is the case, there is l~ttle pomt now m going through the motions of attemptmg to retam or 
replace it The best thmg under such circumstances would be to prov~de a decent mterval for 
SBC's leadershp to pursue other sources of fundmg 

The Team sees no ~ustification whatsoever for m e d i a t e  termmation of the SBC sub- 
grant As indicated earlier m this report, the actlvitles whlch have been carried out by SBC are 
of reasonable qual~ty glven the constramts under whch it has been operatmg and are sufficiently 
valued by theu constituencies to be contmued, at least untd PACD If the Mission 
Independently dec~des to termmate ~ t s  support, or SBC prefers to seek fundmg from other 
sources rather than making changes In exlstmg arrangements, SBC should be given a reasonable 
chance to pursue construct~ve alternat~ves 

I 

ALTERNATIVE TWO New SADC Staff Pos~t~on 

ALTERNATIVE TWO would perrnlt the SADC Secretanat to set its own pnontles 
concernmg its relat~ons wlth the busmess commumty, create and service busmess advisory 
cornmlttees composed of representatives from enterpnses of its own choice, dec~de how to seek 
adv~ce from such commmees and how to d~ssemlnate its vlews to the enterpnse commumty 
Rather than relymg on a reg~onal business assoclatlon to serve SADC's needs m this regard, the 
Secretanat would prov~de th~s  servlce for Itself 

A public reg~onal organization can expect a certain amount of cooperation and 
collaborat~on from busrness associations, but ~f an association draws on the voluntar~ly 
contributed funds and tlme of busmessmen or mdeed on donor funds in any substantla1 way, 
sooner or later that association must march to the rhythms of these drummers as well as to the 
Secretariat s beat It wpld  be far better for SADC to carry on its own business liaison funct~on 
than for the Secretmat to attempt to press a busmess assoclatlon into the mold of a subs~d~ary 
SADC staff Once a busmess haison funct~on IS In place w i h n  the Secretanat, ~t would, 
perhaps, be somewhat easler estabhsh an arms-length relat~onshp w~th a regional busmess 
organlzatlon 

In the beginning, the SADC Secretanat saw correctly that ~t needed a line of 
commun~cat~on to the enterpnse community That need continues While the establ~shment of 
SBC was at the time an important means of s~gnallng the private sector that its views were 
welcome, it should now be evident that any busmess-controlled mtitution w~ll  have great 
difficulty In serving the Secretanat In the way the Secretanat ongmally envisioned The 
Secretariat s role in creatlng SBC, SADC's convenience to donors as a channel of fundmg, and 
its capabilities in the field of grantsmanship, may help to keep SBC "w~thin the fold" for a 
while But sooner or later, SADC's grlp is bound to sllp The more Independent and devoted 
to ~ t s  own constlNencles a reglonal business association becomes the less confidence the 
Secretanat can have that SADC's cornmumcation needs will constitute its first pnonty 



A business associaQon is an overly complex and unnecessarily expensive cornmunlcation 
device for SADC Whatever SBC's ultmate fate may be, busmess orgamzations will continue 
to develop in the region with mtemational assistance USAID could assist SADC to separate 
i t .  own needs from those business associations helping the Secretariat to carry out its 
commumcat~ons with the busmess community directly It could, for example, fund the costs of 
one person m the SADC Secretariat whose sole function would be to serve as the cornmumcation 
11nk with the pnvate sector A small amount of money to allow h s  person to orgame periodic 
meetings and to prepare pnvate sector-imtiated policy papers wlll round out thls capability 

If properly qualified and sufficiently energetlc, thls person could play an extremely 
important role He or she could travel in the region, participating in national-level meetrngs 
He or she could o r g a m  regional meetings for exchange of ideas between the pnvate and public 
sector One such forum could be a meeting of mimsters with leaders of the regional business 
community, carried out, say, on at least a yearly basis In preparation for this and other 
meetings, this person could encourage the prlvate sector to submit thelr ideas In the form of 
position papers on key pollcy issues This person could also convey the pos~tions of SADC to 
the business community on a regular basis A SADC busmess newsletter produced on a 
quarterly basls might be a one good means of accomplishmg h s  

ALTERNATIVE THREE Services Delivery by IESC andlor CIPE 

The Internat~onal Executive Servlce Corps (IESC) and Center for Internat~onal Private 
Enterpse (CIPE) associated w~ th  the U S Chamber of Commerce each have experience m 
pro1 idmg support to business organmtions in the reglon and world-wide ALTERNATIVE 
THREE uould provlde funds which USAIDIZimbabwe could use to provide their services or 
the serwces of any other organlzatlon with appropnate business and regional experience to 
national and reglonal business associations in Southern Africa The availability of such services 
uould perm~t the creation of coordinated strategies for budding up business associatlon 
capab~lities in ways that are comfortable to the Mission The funds could be used to provide 
assistance to new or emerging national or reg~onal business collaboration should the Mission 
deem such assistance to be appropnate The Mission should IESCICIPE to provide techcal  
and financial support to encourage the development of such lnltiatives as special-purpose regional 
business person's clubs or other informal or formal mechmsms for orgaruzing the pnvate sector 
to have an ~mpact on publlc policy 

When a regional business association becomes the pnmary channel of institutional 
development servlces to nat~onal level assoclatlons, a bu~lt-in tension can anse between the 
~nst~tut~onal development needs of the regional business associatlon and the institutional 
development needs of the natlonal busmess associations ALTERNATIVE THREE could be 
used as a mechanism for unplementing a "NATIONAL ASSOCIATIONS FIRST" strategy, 
which many business leaders might prefer to a strategy of buildmg up the capabilities of a 
regional busmess institution first As nat~onal-level busmess orgamzatlons are strengthened 
through such assistance, they can play an increasing role m nat~onal and regional-level policy- 
malung 



IESC or CIPE could serve as the mechamsm for delivemg project support to the regional 
prlvate sector business orgamtion as well If substantial assistance is antlclpated, it will be 
mportant for there to be a USAID-funded project manager for the project, located m the country 
m which the project is located As part of grants to IESC andlor CIPE, the grantee(s) should 
be encouraged to be open to the ideas of busmess people to mtiate new regional-level busmess 
activities 

The use of a conventional USAID contractor was vigorously and eloquently challenged 
by the SADC Secretarrat m the case of the aborted design of the Export Enterpnse Support 
(EES) Project 7s One can argue that busmess institutions are far less llkely to be 
"overwhelmed" by an outside contractor than are pubhc sector institutions Nevertheless, such 
a mechanism still may be subject of considerable objection by the SADC Secretariat However, 
IESC and CIPE both have acceptance and track records withm the region and are perhaps more 
likely to be perceived as non-threatemng 

Just as the SADC Secretariat may have a healthier relationshp with regional business 
assoclatlons when lt has its own cornmumcation capabilities on staff, so too may relationsbps 
between USAIDIZrmbabwe mprove when the Mlssion has alternat~ves for service delivery at 
~ t s  disposal that are more comfortable to ~t and controllable by it than SBC is ever lrkely to be 

Such alternatrve service dellvery mechanisms can also be used to support, supplement, 
and occas~onally provide healthy competition for servlces provided by a regional business 
organrzatlon Responstveness to Mlssron requirements and priorities and a track-record for 
complying with USAID administratrve and accounting requirements may not be overwhelming 
cons~derattons rn selecting channels of asslstance to the business community, but they properly 
maj be determrnatrve in some cases 

ALTERNATIVE FOUR Bulldrng Ree~onal Ca~ablhtles Bilaterallv 

It  is conceivable that regronal capabll~ties could be bullt up through the bilateral actlvlties 
of USAID's country Mrssions rn the reglon (ALTERNATIVE FOUR) There are two countr~es 
in the region wh~ch already have relatrvely strong business organzitions One of these IS 

Zimbabwe The other is Botswana, although rt IS by no means as far along as Zmbabwe 
Zimbabwe's business organlzatlons have already demonstrated that strong business organizations 
can help to define and focus reglonal poltcy issues Support for further strengthemng business 
organizations rn Zlmbabwe and partrcularly, to bolster therr efforts with respect to reglonal 
outreach and polrcy analysrs, could reap d~vidends over the next few years If the USAID 

'' We are inclined to agree with Mr Maphanyane's lnjunctlon that asslstance should seek 
to strengthen the reglon's ~nstltutional structures and mechamsms and to encourage local 
inltiatwes (See Section B-3 of Chapter 3 at footnote 5) ,  as long as that argument is not used as 
a rationale for rnamtamng exclusive and monolltt.llc arrangements 



Mission in Botswana contmues to support BOCCIM's outreach efforts and USAID Missions in 
one or two other countries m the region both strengthen their national orgawations, it is 
conceivable national and regional efforts by the private sector m policy development ultmately 
will merge USAIDIZlmbabwe could encourage other Missions m the region to contmue and 
expand their support to busmess orgamzatlons m thelr countries They would also encourage 
as part of these programs, support of the efforts of those busmess organtzations to undertake 
regional outreach and support activities 

The Botswana Mission might be amenable to expansion of its more modest types of 
regional irutiatives It is also conceivable that BOCCIM and the Botswana Mission could be 
persuaded once again to provide facilities for a regional buslness assouation, particularly if such 
provision were part of an agreement in which the location of the orgamtion were rotated from 
country to country Because of its perceived dominating position in the reglon, Zmbabwe faces 
difficulties in busmess commumty polltics as a site for a reg~onal orgamzation, but this 
conceivably could change if financial limitations were to assert themselves Ultimately, 
however, decisions concemng headquarters locations of regional busmess associations must 
come from the business commumty itself 

ALTERNATIVE FIVE Continue SBC Prolect with Maior Changes 

ALTERNATIVE FIVE would contmue substantial support of SBC by USAID T h ~ s  is 
not a status auo alternative Indeed, it is the most demandmg and complex of the six alternatives - 
Identified in terms of the difficulty of the process and varlety of possible outcomes In effect, 
ALTERNATIVE FIVE requires the disengagement and considered recommitment of the parties 
I f  the process of recommitment does not result in a consensus among the principals, the outcome 
could be termination (ALTERNATIVE ONE) or USAID assistance lmited to one or more of 
the pallrating measures (ALTERNATIVES TWO, THREE, and FOUR) 

Formally, ALTERNATIVE FIVE is framed largely in terms of conditions affecting SBC 
and USAID To recapitulate . 

o SBC would be required to obtain substantial fundlng from at least one other 
source in order to qualify for further USAID funding 

o A strategic plan, ~ncluding a comprehensive financial strategy, would have been 
prepared laying out the future direction of SBC and tt.lls plan would have been 
accepted the business community 

o There would have to be tangible evidence of widespread support for SBC from 
the business community 

o An Executive Dlrector with regional stature and qualificafions satisfactory to all 
parties would be selected 



o Any outstandrng issues concemng authority and control, mcludmg the substantive 
Independence of SBC, would be resolved in wnting to the satisfaction of all 
p m e s  m advance of the commitment of funds 

o At least one long-term expamate semor advisor would be assigned to SBC for the 
term of USAID assistance 

o An USAID project manager would be assigned to the Botswana Mlssion (or 
wherever SBC 1s headquartered) to supervise tlus activity 

o The USAID project manager would be requ~red to have sultable techcal  
qualifications for and Interest m a project of h s  lund 

o The USAID project manager would spend at least 50% of h s  tune on thls 
activity 

o USAID would encourage other funders, such as the vanous German agencies, 
CIDA, etc , to provide nonduplicative support 

In one sense, what is envisioned is a top-to-bottom project redesign, some of whose key 
parameters have been established with the benefit of hindsight But m another sense, the 
characteristics of the redesign and conditions established for further fundmg are far less 
important than an underlying recomrnltment of leaders and institutions to the success of ajoint 
undertaking Without recommitment, a redesrgn, however artfully stitched together, could turn 
out to be a temporary expedient which would fall apart at first buffeting What is needed far 
more than conditions, plans, or formal strategies, is the bonding of leaders to the success of a 
common undertaking These leaders need to face, individually and collectively, the hard 
questions that underlie the problems which have troubled this project in the past 

Quest~ons for A I.D. lnclude 

1 Given the project history, does USAID wish the SADC Secretanat to be further 
involved in its assistance to SBC in any way7 If not, how will USAID channel funds to SBC 
and assure itself of adminisuative regularity m their use? 

2 Does USAID wish SBC to develop into a general channel for delivery of A I D - 
sponsored reglonal programs of assistance to the pnvate sector? If SBC or some other regional 
business association cannot or will not serve this general function, does it have any further 
interest In providing assistance to a regional business associatlon7 

3 Does USAID wlsh to "share" SBC with other donors? Is it prepared to contribute 
to creatmg new arrangements whlch would encourage them to provlde funds to SBC wthout 
ut~lmng the SADC channel9 



4 What evidence of financial or other commitment does the Mission wish to requlre 
of the business commu111ty and other donors as conditions of USAlD fund~ng' 

5 Is USAID prepared to be led by the busmess commuty, following the busmess 
community's vision of what is required to put SBC on a sound footmg rather than the Mission's 
own vision of what a busmess association should be dolng for the reg~on's pnvate sector? 

6 Is USAID/Zmbabwe prepared to devolve on USAID/Botswana (or some other 
Mission) a promismg program of assistance to SBC on whose redesign it now may be required 
to expend substanfial resources and management tune? Is it prepared to devolve on 
USAID/Botswana (or some other M~ssion) an expanded general program of assistance to the 
SADC Secretanat, which includes but is not lmited to assistance to SBC? 

Questions for the SADC Secretarrat mclude: 

7 Can SBC or another regional business assoclafion do anythug for the Secretariat 
by way of facil~tatmg the SADC7s cornmumcations with the pnvate sector that the Secretanat 
cannot do better for itselP 

8 Is the Secretanat prepared to contnbute constructively to the development of a 
representative buslness institution that could become a recrpient of donor fundmg outslde the 
control of the SADC Secretanat, an association whlch rmplements projects and programs not 
approved within the context of the "SADC Systemn, an association which advocates public 
pol~c~es with which it or its member Governments may not agree? 

9 Is the Secretanat prepared to accept an SBC that in fact does not pay much 
attention to the Interests of parastatal enterpnses, glves hnle attention to large enterpnses, gives 
little attentton to medium and small-scale enterpnses, gives little attention to micro-enterprises' 

10 Is USAID prepared to be led by the business commuty, followmg the business 
commun~ty's vtsion of what 1s required to put SBC on a sound footmg rather than its own? 

11 Is the SADC Secretanat prepared to exempt the SBC Executive Dlrector and his 
staff from SADC compensation lun~tations if this is necessary to attract the best talent m the 
region? 

Quest~ons for SBC and the business community lnclude 

12 To what constituencies does SBC wish to give its pmary  attention, that does it 
wish to offer the parastatal firms in the region, to the largest f m s  m the region? To medium 
and small firms, to the smallest micro enterpnses, does SBC want to acqulre new capabd~tles 
to serve more comtuencies or would tt prefer to concentrare for the present on a few9 



13 Is SBC prepared to accept a BOCCIM in place of the SADC Secretariat as a 
channel for USAID funding should USAID requlre that? 

14 Is SBC prepared to alter its Constmtion to permit mdividual firms to be members 
as well as national bodies? 

15 Does SBC want financ~al Independence from the SADC Secretariat or 
USAID/Zlmbabwe soon? If so how and when does it think that independence can be achieved? 

16 If the busmess cornmumy were free to choose its own staffing and compensation 
plan for SBC personnel without reference to USAID requlrernents or SADC regulations, what 
would it choose? 

We do not see continued support of a changed SBC (ALTERNATIVE FIVE) as a means 
of maintaining a single business association or busmess association network in the region We 
anticipate that a multi~licity of reg~onal and national associations ultmately will arise m 
Southern Africa However, relatively few of these associations may have the capability to serve 
as effective channels for donor assistance, particularly for the specialized requlrements of the 
Agency for International Development 

SBC well could become a preferred donor channel, specialumg perhaps m assistance to 
lesser developed nat~onal chambers and services to medium-slzed and smaller businesses 
Should the organization evolve In this direction, we would judge that there is little llkellhood that 
SBC uill become "financially self-sustaining" in the sense that 1t.s members will be willing to 
pat either for the full cost of formerly donor-subsidized services or that they would maintain, 
at the~r own expense, the high costs of speciahzed overhead capabilities set up specifically for 
the purposes of handling donor-sponsored activities If financial sustalnability is to be attained, 
t t  IS more hhely to resemble that of an mternational consulting firm than that of a conventional 
busmess association L~ke an lnternat~onal consulting firm its fortunes may be expected to wax 
or wane with its abilities to secure donor funding and to deliver servlces that donors and 
rec~p~ents value In this sense, SBC's destmy may be more llke that of FEDEPRICAP than of 
CAIC 76 

The key to the Independence and ultimate sustainability of such an orgamtion will be 
developing a capability to convince a vanety of donors to utilue its servlces Thus, if A I D 
arms at early independence and sustainabil~ty for a regional business orgarmation, it should 
encourage ~t to develop relationships with other donors at the earliest possible tune If A I D 
wishes SBC to divorce itself from the SADC Secretanat (and SBC agrees), another channel for 
drsbursing and accounting for forelgn assistance funds would have to be found One alternat~ve 
would be for USAID to build up SBC's own accounting and admmstrative capabilities 
Realistically, such an alternative would make SBC more, rather than less, dependent on A I D 

76 The histones of these orgamtlons are descnbed m Chapter 4 and Appendlx 10 

123 



in the short run A second alternatwe would be to fund SBC through BOCCIM Whether a 
substant~al number of donors would find direct fundmg of busmess assoclatlons attractive under 
e~ther of these alternat~ves 1s problematic A thlrd alternative would be for USAIDIZlrnbabwe 
to work w ~ t h  other mterested donors to identify or establ~sh a mutually agreeable non-SADC 
funding channel 

ALTERNATIVE SIX Independent Re~ional Prlvate Sector Or~aruzations 

ALTERNATIVE SLX envisions creatmg a new regional pnvate sector o r g m t i o n  w~thrn 
the reglon Such an organuabon would have the followtng characteristics 

o The assoc~at~on's core functions would be financially self-sustainmg from the 
start At a mmrmum, neither USAID nor any other donor would pay for ~ t s  
Executive Secretary HIS or her compensatlon would come from prlvate sector 
sources alone Loglstlcal support (office space, secretarial service, and 
administrative support of the Executive Secretary's functions) would be provlded 
elther by natronal business assoc~ations or dlrectly by the pnvate sector 

o The association would not be directly sponsored by SADC, PTA, or any other 
publlc sector o r g w t l o n  tn the regton, although it could certainly represent the 
Interests of its members to such orgarmations and receive funds from them for 
designated purposes 

o Any actrvitles which the assoaatlon performs for USAID or other donors would 
be provlded at full cost, preferably by means of setting up an mdependent cost 
center, so as to permit the orgamzatton to remam self-sustaimng when donor 
fund~ng ceases 

o The assoctatlon would be free to designate ~ t s  country coverage, includ~ng some 
or all of the SADC countnes and other counmes as ~ t s  see fit 

o The assoaation w1l1 be free to l m t  ~ t s  membershp to those entitles or f m s  
whlch are able to pay for theu proportionate share of the core servlces whch lt 
recelves 

The gist of ALTERNATIVE SIX IS that the core funct~ons of the new reg~onal 
assoclatlon should be financially independent from the start and should remain so if the new 
assoclatlon accepts donor fundmg of panlcular actlvltles which it may carry out wlth grant 
funding A corollary is that actlvltles conducted w~th donor funds should be rendered at full 
cost, through dlrect cost recovery of approprlate overheads, and/or by other means Ne~ther 
donors nor governments should assume that the business commumty wlll cross-subsldlze 
activities they sponsor however mentonous such activities may be Nor should the association's 
members assume that its reglonal business association can carry out donor-sponsored actlvihes 
as effictently and cost-effectwely as ~t can render services to themselves 



The USAID Miss~on in the Canbbean started to focus on issues of sustainability farrly 
late in the process of providing asststance to the Canbbean Association of Industry and 
Commerce When it did, it d~scovered to its surprise that most of ~ts fundmg of admmstrative 
costs (costs whch ~t thought would be reduced sharply as CAIC's membershp assumed a greater 
share of the burden) were attributable to the special requlrements of its own programs Much 
of what USAID had thought were "subs~dies" of CAIC's regular programs or general overhead 
turned out to be requirements for accountmg and admmstrative capabilities whch A I D itself 
determined to provlde essentially for its own protection The cr~tical mass of accounting and 
admlnlstratlve capabil~ties and sharply higher overheads assoaated w~th doing busmess with 
donors constitutes a senous hazard for development institutions and busmess associatrons, neither 
of which understand the seriousness of the problem before it hts Just as cost and admimstrative 
patterns differ dramat~cally for donor-funded and conventional busmess association services, so 
too do the personnel skills typrcally required Because of these differences, there is a strong 
argument for assigmng donor-funded services and traditional services to separate umts and cost- 
centers within a business association It can be argued, for the same reasons, that busmess 
assoclatlons in developing countries ultlrnately become either speclallzed conduits for donor 
support a trad~tional trade associations 

We would anticlpate that a regional orgawtlon whose centraI rationale is that of 
malntaining financial mdependence in the key services rt renders to ~ t s  members would focus on 
pohcy advocacy and that its core funct~ons will receive thelr pmcipal support from the larger 
firms In the region It is not clear whether and when the reglon will be ready for such an 
organlzatlon or mdeed for "pohcy advocacy" as this term has been used In some other contexts 
As descr~bed In Chapter Four, relationships between governments and the business commumty 
In the repon have tended to be elther very close or very drstant There has been practically no 
br~dg~ng of an arms-length gap For those busmessmen who have grown used to a remote 
relat~onshlp, passlng resolut~ons at reg~onal conferences may seem a bold step forward in 
"adt ocatmg " the~r Interests But bridging exlsting gaps between government and busrness in the 
reglon requlres much more closure indeed 

Larger firms in the region may not be ready to take part m the creation of such an 
organmtlon for a vanety of reasons They may belleve that thelr individual relatronshps with 
governments are satisfactory They may fear that, m creatmg a new association, they are 
~dentifying themselves wlth pol~tically unpopular ethnic mmonties They may be awaltlng the 
outcomes of unfolding events in South Africa Whatever the case, the experience of CAIC m 
the Caribbean suggests that a tlme may come when such firms may be able to take a politically 
acceptable, socially respons~ble, and orgamtlonally effective lead 

The justification for USAID prov~ding support t~ new reg~onal pnvate sector business 
organmttons IS that fundamental changes m the polit~cal and busmess environments are takmg 
place in the region and that creatlve responses to these changes should be encouraged SADC 
and USAID dld ploneenng work m the imtial establshment of SBC They deserve credit for 
these imtiattves, but the need for ploneemg continues 



USAIDIZlmbabwe has had difficulty defmng ways to assist m pnvate sector development 
on a reg~onal basls It has been tryng for at least sut years to defme a larger private sector 
program, wlthout success The view of the Assessment Team IS that ttus difficulty m large part 
has reflected the dominance the public sector has exhibited m the region untll very recently The 
ability of USAID to develop a flexible response to pnvate sector imtiatlves m the field of 
business organnation can dlrectly bolster the processes by whrch the pnvate sector emerges as 
an Independent and vital force m the region 

Support for a range of approaches to regional business orgarllzation does not represent 
the scale of programrnatx activity whlch USAID has sought m the past for its pnvate sector 
program nor the relatively hlgh ratlo of program expenditure to Mission management tune But 
prov~dlng flexible support for pnvate sector uutiatives provides a means for encouragmg the 
emergence of private sector leadership that can have a sigmficant Impact m the real world If 
USAIDIZimbabwe supports the development of business orgamzations m a variety of ways 
w~thin the region and encourages pluralism and flex~blllty at the national level, it may find, that 
the key to creating a workable reg~onal private sector program for the region lies very close at 
hand 



Chapter 8 

FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS 

A INTRODUCTION 

T h ~ s  chapter presents the princ~pal findmgs, conclus~ons, and recommendations of the 
Assessment Team Sect~on B summarizes our mam findmgs SecQon C sets forth conclusrons 
Sectron D contains our recomrnendatrons 

B FINDINGS 

The pr~ncipal findings of t h~s  assessment are as follows 

1 SBC, the SADC Secretanat, and USAIDIZlmbabwe together have made a modest 
start on establtshmg a reg~onal busmess association m Southern Afnca The arrangement has 
fallen well short of its potential, but the sub-grant has establ~shed a platform from whch more 
s~gnificant efforts can be launched 

2 Whrle SBC theoretically represents the entm business cornmumty, the 
organlzatlon bas~cally has been oriented toward rned~urn-slzed busmess and toward nat~onal 
business associations in the less developed nations w ~ t h ~ n  the Southern Afr~can region 

3 USAIDIZlmbabwe and the SADC Secretanat have been operattng at cross- 
purposes in the~r oversight of SBC Agreements on fundamentals between the two o r g m t l o n s  
and n ~ t h  the busmess cornmunrty are required for the organmtlon and the project to make 
s~gn~ficant progress In the future 

4 USAIDIZlmbabwe was placed at a s~gmficant disadvantage by not p repmg  ~ t s  
own deslgn for the project I t  accepted the SADC deslgn m 1989-1990 and was constramed by 
rts acceptance thereafter 

5 The project has not received sufficient oversight, either from USAIDIZlmbabwe 
or from the SADC Secretariat 

6 USAIDIZunbabwe and the SADC Secretanat subjected SBC's work plans to 
excesswe delays and revlews 

7 The Executive Director d ~ d  not recelve adequate consultmg support 
USAIDlZ~mbabwe, m particular, should have perceived the problem and vrgorously pursued it 
to an early solution 



8 USAIDIZlmbabwe correctly perceived that the project was m trouble m 1991, but 
drd not choose wrsely rn the means rt selected to set the project straight 

9 USAIDIZrmbabwe did not apply ~ t s  own standard properly m retroact~vely judging 
the performance of the Execu~ve Drrector at the tune hls employment was ra~fied by the SADC 
Secretanat m early May, 1990 

10 USAIDIZmbabwe mrsread the ldcely reactlons of SBCs governance structure 
when the Miss~on combtned a challenge to the procedures used to employ the Execut~ve Dlrector 
wrth Imtlatlves for drsengagmg SBC from SADC and w~th cntlcism of the Executive Director's 
work plans By focussrng attention on the selectron of the Executwe Director, ~t lmpenIled the 
atta~nment of ~ t s  other objectives 

11 It IS unllkely that a regronal busmess association in Southern Afnca wrll be fully 
self-sustamng soon An orgamtron whrch seeks to serve any but the largest f m s  and any but 
the most affluent natronal business organrzatlons IS ldcely to requue outs~de support for a long 
tlme to come 

12 Ne~ther the troubles SBC sub-grant has encountered m its early years nor rts need 
for extensive outsrde support are unusual rn the early years of a regional busmess associatron 
project The partles should learn from thelr past m~stakes, renew theu resolve, and move 
forward to establ~sh~ng better arrangements for the future 

C CONCLUSIONS 

The prlnc~pal conclus!ons of thrs Assessment are as follows 

1 Substantla1 growth In the rnfluence of natlonal and reg~onal business ~nst~tut~ons 
In Southern Afr~ca rn coming decades is vrrtually inevitable Four major lnfluences are 
converging to strengthen the posltlon of pnvate enterprise m Southern Afnca and lay the 
groundwork for substantral growth m the number, ambrt, and influence of busmess mtutlons 
F~rst, populat~on growth, particularly urban populatron growth, IS proceedrng very rapidly m the 
reglon as ~t IS throughout Sub-Saharan Afnca The numbers of enterprises and persons engaged 
In busmess will grow raprdiy as these trends assert themselves Second, macroeconomrc 
lmperatlves and requirements of rnternatlonal financ~al rnstrtutlons are placmg pressures on 
governments to reduce the role of government In the economres of the reDon and to place a 
h~gher degree of rel~ance on busmess inltlatlve Thud, lnfluences from outs~de and insrde the 
reglon are laylng the groundwork for democrat~c reforms whrch can glve the busrness 
cornrnunrty a larger voice rn the formulat~on of nat~onal pol~cy Fmally, the techcal and 
conceptual influences which have lent strength to the format~on of reg~onal grouprngs worldw~de 
are starting to assert themselves m the reglon 



Experience elsewhere suggests that where the pnvate sector grows strong, strong busmess 
orgamzations ultimately emerge The emergence of more vital busmess orgamzanons m Southern 
Africa is presaged by sunilar developments elsewhere Business orgarmations serve as a means 
of comrnuriicating, identifying common problems and makmg common cause to solve those 
problems The Assessment Team has been unpressed by the speed with whlch national-level 
business organnations have grown m just the last five years and believes thls growth is destmed 
to continue 

2 Development assistance to busmess organlzat~ons can have a s~gmficant influence 
upon emergrng patterns of economc actmty and of government-busmess relatrons in the 
region rf ~t IS rendered wth an understandmg of the lfferences between these organizations 
and most other recrplents of forergn a d  

Development assistance will not, m our view, change the basrc direction of events with 
respect to the ultimate development of vital busmess orgawtlons m the region The forces at 
work have a strength of their own and the ultimate outcome seems virtually Inevitable However, 
development assistance can speed up the process of maturation of these orgamatlons and the extent 
to which they can exercise a salutary lnfiuence m the region durmg therr early stages of 
development In an envlronrnent in which key requisites of leadership, dependence, and pracncal 
knowledge of how to create value is m short supply, such assistance, wisely applied, can be very 
important 

Simply put, the reason that USAID elsewhere has been drawn Into the business of supporting 
development of regional business organlzatrons is that while the tuning IS right for their emergence, 
the private sector resources needed to support them can be scarce indeed As in the case of the 
support it renders In other areas, USAID 1s sunply getting ahead of the curve by responding with 
\Ision to a felt need 

The need of the moment is to get the pnvate sector on rts feet m the developing world, and 
Southern Afr~ca represents an important opportunity National and regional busmess orgaruzatlons 
are a key tool in budding open societies and market economies As m other regions, donors 
including USAID, are playing thelr legitunate and unportant role m the development of these 
associations The payoff will be a stronger pnvate sector, better able to articulate rts problems and 
needs and to fight for ~ t s  needs against entrenched public sector interests 

But donors should never forget that many representative business institutions are essentially 
born to fightn As they mature, they do not necessarily grow more cooperative or more benlgn, 

There is a substantla1 lrterature on thrs subject in the fields of Amencan assocratlon 
management and the management of orgamtlons engaged m advocacy U S experience 
perhaps embodies more contention than that of countnes that have emphasized public - pnvate 
partnership pmciples to a greater extent than has been the case m the United States 
Nevertheless, there 1s an underlymg aggressiveness m healthy busmess associations everywhere 
whch denves from the strength of the separate Interests of theu members and from then 
separate ambit~ons and sources of wealth and power 



at least as viewed by the outs~ders They contend with governments They struggle among 
themselves They engage m mternal battles And, on occasion, they fight with the very donors 
that supply them wlth the development ass~stance they need to grow As compared wlth 
lmplementlag mtitut~ons whose purposes and operatmg styles are essentially designed to fit m 
wlth donor culture and expectations, these orgafllzahons are very d~fficult to handle 

3 The divergence of interests between the regon's large firms and other 
elements of the busmess community m Southern Africa poses a thorny d~lemma wh~ch 
donors providing ass~stance to busmess assoclat~ons elsewhere m the world have not really 
been able to resolve. Whlle final or ultlmate solutions to this dllemma do not seem llkely 
to emerge m the near future, the encouragement of a pluraIistic business association 
structure offers the most promse for enabl~ng donors to accomplish their purposes m the 
Southern African regon 

In Southern Africa as elsewhere, the large firms usually are best able to prov~de a 
regtonal busmess association w~th the leadershp ~t needs to make an Impact on events in the 
region and w t h  the asslstance ~t needs to become rndependent of outside asslstance For the 
most part, capable leaders in small and medium-sad f m s  are deeply engaged m matters 
pertaming to the growth or survival of their firms, and the~r orientation IS often local or national 
rather than regional Large firms are more llkely to be able to supply expenenced board 
members who have the tlme, information, connections, and strong motivation to guide a reglonal 
association in directions that will provlde sigmficant payoffs Board members from these larger 
firms also are more likely -- particularly ~f a substantial amount of their firms' money is 
~ m o l ~ e d  -- to set standards with respect to efficiency, performance, and amb~ence with whlch 
outsiders are comfortable 

But provtding public subsidles for an association that IS seen as essentially controlled by 
large firms poses sertous problems, whether the source of public funds is domestic or fore~gn 
From the point of view of many persons withln the region, large firms appear to be dominated 
b~ ethnic mmonties and foreigners -- groups that are seen as being least m need of support from 
the publlc coffers These firms are also seen as located pnmar~ly m a few countries with 
economies and busmess associations that are relatively strong Many people feel small and 
medium-stzed enterpnses and struggling busmess assoaat~ons in the smaller countnes have those 
needs best mentmg asslstance with publlc funds Donors of development assistance frequently 
mirror the ast~tudes reflected in such needs-onented appraisals But smce a reglonal busmess 
association which is seen by the large firms to be controlled by small firms, small countries, and 
"mlnor league" standards of performance 1s unlikely to excite the enthusiast~c particlpat~on of 
large firms' top executives, everyone faces a dllemma 

In the Caribbean, this dilemma was largely -- ~f not totally - resolved for a decade when 
the large firms located m three counmes with dominant economies reached out to smaller firms 
and to counmes with less v~brant economies with USAID assistance However, as the threat 
of c o r n m u m  receded and A I D fundmg became less abundant, CAIC substantially reduced 
~ts involvement wlth the A I D 's programs of assstance to smaller enterpnses located m the 



smaller countnes of the Eastern Caribbean This development caused at least one rueful 
observer withrn A I D to remark that the reg~onal M~ssion would have been well advised to 
keep more than one reg~onal busmess associat~on alive and well m the region 

Clearly questions of governance are closely related to whch elements of the business 
cornrnumty it in fact represents The "one-country, one-vote" structure whch the staff of the 
SADC Secretariat ~ncorporated into SBC's Const~tution vutually ensured control by small 
countnes and other than lead~ng firms Ironically, this structure has been one whlch has tended 
to reduce partic~pation by the large firms, an unportant part of the total "enterprise commumty" 
wh~ch SBC was supposed to represent in accordance with the SADC theory Iromcally too, the 
proposal to permit indiv~dual firms to be members of SBC -- the form of apex structure whlch 
permits large fums to have a heavy influence within CAIC -- has been proposed for SBC by an 
Executive Director who has come to represent the "small country, small firm, minor league" 
constituency in the minds of some observers 

In our vlew, there is no s~ngle permanent or ultimate solution to the problem of how 10 
mob~lize the capab~l~ties of large firms m larger countnes to solve the problems of smaller firms 

and business associat~ons located in smaller countries - part~cularly the problems of the smallest 
firms located in the countnes with the smallest economies CAIC's example suggests, however, 
that A I D assistance can help accomplish this objective for a reasonable penod of tune when 
condmons are nght 

Over the long term, we believe that more than one regional busmess association will be 
requ~red tn Southern Afr~ca More than one channel for d~stnbuting donor funds to busmess 
awxiatlons also would be des~rable The "monist~c" formulation that there must be a s~ngle 
business association for the reglon tends to promote more than the necessary mmmum amount 
of confrontation over who IS to control that s~ngle organization and to draw donors into the hand- 
to-hand combat for control which is almost sure to emerge Zimbabwe provides a nat~onal 
example of loosely configured alliances of busmess associat~ons wh~ch could serve as a model 
for the region Wtth such loose reg~onal alliances in place, donors could stand somewhat above 
the fray, g~vtng pos~tive support to those regional orgamtlons whose objectives are compatible. 
w~th their own at any given point m tune 

4 USAIDfZimbabwe and the staff of the SADC Secretanat vastly 
underestimated the amount of time and energy this project would requlre of them and the 
amount of support and assistance that SBC's Executive Director would need The notion 
that these requirements attach to the qualifications or arcurnstances of a part~cdar 
Executlve Director 1s fundamentally flawed As a new business association grows into 
adolescence and adulthood it can present more rather than fewer problems to those who 
assist it A business association project IS a high-risk, hlgh-payoff, management-intensive 
item in a donor's portfolio, and it should be handled wth these characteristics well ur 
mmd. 



USAIDtZunbabwe and the SADC Secretanat have been very busy -- ~f not harned -- 
institutions USAIDtZunbabwe has a llmrted staff and a double respons~bllity for national and 
regional programs SADC has been able to attract substantial fundmg from donors w ~ t h  its 
"lean, mean, " non-bureaucrat~c Image Its success produced a fat portfolio whch overstretched 
the capabilit~es of ~ t s  lean staff At one tune or another, each mstltuhon's staff has seen SBC 
as one wh~ch would help ~t solve ~ t s  problems rather than one whch would absorb a substanha1 
amount of its own energles The M~ssion's notlon of the "mature mstltutlon," an SBC not 
requlrlng a great deal of its attention, is testmony to the continumg appeal of h s  kind of Idea 
to harried and overloaded staffs But In the real world, support requlrements often grow as the 
strength, experience, and competence of the busmess assoclatlon grows 

The notion of the "mature Institution," one that knows how to deal w~ th  A I D , whose 
Executive Director can and will on his own write work plans that meet A I D standards, and 
that does not need substant~al involvement or assistance from others, evokes the unage of the 
"sycophantic" A I D rmplementing orgamzation (described m Chapter 4), the "good parastatalw 
(described in Chapter 7), and what others have called "rnilu-A I D 'sw m Central Amer~ca It 
also has the feel of a contractor team headed by an experienced Chef of Party who knows what 
A I D wants and is strongly motivated to supply a good work product to an xmportant client 
The image is not that of an institution wlth a strong sense of its own ident~ty and mdependence 

A strong sense of independence on the part of a business association almost inevitably 
means more tlme spent on oversight on A I D 's part because the reciplent of A I D funding 
is less controllable and more A I D funded support because the recipient treats its own 
ohjectrves as more important than those of A I D -- particularly w~th  respect to those activities 
u h~ch  A I D deems important to its own exercise of leadership and author~ty The Executive 
Director well may be able to write a work plan satisfactory to A I D w~thout outs~de assistance, 

but she may not do so either because she believes she has more unportant thrngs to do or 
because she is not anxious to yield any kind of leadership or control at all to A I D In such 
circumstances, a Mission can end up funding a good deal of outslde support to obtam those work 
products which it wants or needs for those of its purposes whch the mdependent association 
does not share 

The capablfit~es of an Executive Director are Indeed unportant and h s  conduct of h s  
positzon can make a s~gmficant difference in project outcomes, mcluding SBC's relationships 
wlth donors However, when A I D pushed seriously for SBC mdependence, it was movmg 
In a direction whlch would require s~gnificant ~nvolvement on ~ t s  own part The idea that 
~ndependence could greatly enlarge the Impact and accompl~shrnents of SBC was sound The 
idea that "disengagement* in combination wlth the selection of a new Executwe Dlrector would 
produce "institut~onal maturity" and in turn would reduce requlrements for A I D oversight and 
consulting support was not 

5 The tnpartlte relationships among USAJD/Zunbabwe, the SADC Secretanat, 
and SBC requlre the equ~valent of a three-member "Super-Board " Even if such a 
structure cannot be established as a formal governance mechanism, the three part~es should 



feel themselves bound to the norms of consultation and role-restramt customarily attach~ng 
to membersh~p on a Board of D~rectors 

For all practical purposes, the Executive Director reports to three Boards of Dlrectors 
the SBC's General Council, the SADC Secretariat, and USAIDfZlmbabwe USAID and SBC 
have each criticued the staff of the SADC Secretariat for mterfemg m SBC's operatlons and 
these criticisms seem mented But, in the~r relationsh~ps with SBC and each other, none of the 
parties has been behaving as if each were a responsible member of a common governance body 
Driven by their respective lmperatlves as publ~c mstitutions, USAID and SADC in particular, 
have Intervened with SBC m ways that responsible members of a Board of Dlrectors should not 
The proper job of a Board member is participation in the process of establishmg organrzational 
policy Areas of overs~ght may properly be ass~gned to mdiv~dual Board Members or groups 
of Board Members, but none should Intervene on matters of h~gh lrnportance w~thout the 
participation of the entlre Board or at least a suitably empowered Board committee Each 
member owes an obligation of candor to the others and a full and falr opportumty to participate 
in the malung of major decisions 

By the same token, each has an obligation to consider nnpact of favored imtiatives on 
the welfare of the o r g m t l o n  as distinguished from the mterests of the institution which the 
Board member represents From this point of view, USAID'S essentially urnlateral action m 
intervening to challenge the employment of the Executive Dlrector on the basis of a defect m 
the selection procedure appears to have been inappropriate Had the Mission felt bound by 
Board member norms it would have at least presented the basis for its posltlon to its Board 
Memher peers" in SBC and in the SADC Secretanat for thew review and commentary For 
a Board member to move against an association's Executive Director on the basis of a unilateral 
judgement concerning his performance is a violation of the norms which apply to Beard 
membership particularly where such actlon can adversely affect the fmnc~al  interests of the 
association Had USAID then concluded that it was compelled to act umlaterally in the exercise 
of its ult~mate responsibility as a donor, at least an attempt achieve consensus among three 
parties -- deliberating as equals in considermg the best Interests of the association -- would have 
been on the record as evidence of good faith Had the matter of SBC's disengagement from 
SADC and USAID been regarded as a "Super-Board issue," study and discussion of the meanmg 
and ments of "disengagement" probably would have been carned considerably further at the 
"Board" level before the subject was introduced at the July, 1991 Ad Hoc Meeting of the SBC's 
Governing Council and thereby placed on the track leading to the rejection of the Mission's 
posttlon on th~s issue 

By draw~ng on the analogy of Board member responsibility, a set of behavioral standards 
could be applied by experienced representatives that would place reasonable llmits on means 
used to resolve differences on matters of policy and personnel which are virtually certain to anse 
tn a governance relat~onshlp among strong partles In our view, such hlgher-order norms of 
~nstitutional behavior should apply to tripartite relationsbps lnvolvmg donor-assisted busmess 
associations, whether A I D , the SADC Secretanat, and SBC are lnvolved or not 



6 The d~fficulties encountered by SBC, the SADC Secretanat, and 
USAIDIZimbabwe in worhng out their relationships represent the lower end of a normal 
learmng curve 

It is very easy for members of an Assessment Team to identify difficulties encountered 
and lessons learned with the benefit of hmdsight concemmg h s  and smilar projects in whuch 
A I D has been involved around the world But the most profound lesson of all is that the 
regional business orgaruzations ass~sted by A I D m the past each has had troubles at the start, 
and every party to the transaction has made one kmd of rmstake or another It would have been 
astounding if thls umque three-way arrangement were have had a l e m g  curve without a lower 
end 

The persons responsible for the execution of the SBC sub-grant were lookmg forward and 
they could not be prescient concemng outcomes No study, however profound and no staff, 
however capable can provlde 20-20 foresight We hope that thls assessment, once assunilated, 
can help to release the future of this project from some of its bondage to the past, but we cannot 
provlde a blueprint for flawless prospective execution In the end, the problem is essentially one 
of three institutions, each marchmg to the beat of a different drummer, findmg a way to work 
together for a tlme That will not happen easdy and no consultant's proscription will avoid the 
onset of penodic difficulties But we do thmk that, with the benefit of lessons learned and 
suffic~ent energy devoted to a common undertalung, a mlateral relaQonshp can be made to 
work 

D RECOMMENDATIONS 

The pnnclpal recommendations of the Assessment Team are as follows 

1 USAID's focus should be on the strategic issues of how to encourage the 
emergence of business orgalmations which will support the development of strong 

s business leadership in the region USAID should enter into lugh-level discussions with 
the business community and SADC to resolve outstandrng rssues and define a framework 
for future cooperation on pnvate sector development focused on leadershup development 

2 The Assessment Team prefers one or more of the alternatives that will keep some 
form of regional associatton for Southern Afr~ca alive In all probability, this will 
requlre the process of renegotiation, redesign, and "rebondmg" set forth m 
ALTERNATIVE FIVE (Continuing the SBC Project with Major Changes) described in 

Chapter 7 

3 The Mission should now undertake an mternal review of the eleven pmcipal 
elements of ALTERNATIVE FIVE and of the "Quesbons for A I D " l~sted under that 
alternatwe If h s  revlew mdlcates a threshold of merest m movmg forward, the 



Mission should inrtiate discussions with other parties concemg  h s  alternat~ve as 
appropriate Such a process should take place in an atmosphere which encourages frank 
interchange and the rebuilding of mutual trust If, however, the parties cannot agree on 
the major changes needed to establish an effective regional association, the USAID sub- 
grant should be brought to an end m a way that perm~ts SBC reasonable opportumty to 
pursue alternative sources of fundmg 

4 The Mission should extend a tune-lunited opportumty to the region's pnvate 
sector to receive USAID assistance m launchmg a regional prwate sector advocacy 
orgamat~on whose core functions and personnel would be paid for by the private sector 
itself but which USAID and other funders could support programmatically 
(ALTERNATIVE SIX as described m Chapter 7) Such assistance could be prov~ded via 
or separate from SBC The M~ssion's consideration of other alternatives should await 
the outcome of threshold decisions on ALTERNATIVE FIVE and ALTERNATIVE SIX 

5 The Miss~on should fund SBC through the extended project completion date (now 
May 31, 1994) and then cease further assistance through the existmg grant mechamsm 
If funding IS provided by USAID to SBC through some other financing mechamsm 
beyond that date, it should be done only on cond~tion that SBC has already obtamed 
funding from other sources, and has completed a strateg~c plan which refines and 
narrows SBC's range of activities 

6 USAID, the SADC Secretanat, and SBC's governance structure should ensure 
that the SBC Secretariat utilizes the servlces of a long-term techmcal advisor for the 
remaining permd of USAID assistance A I D should ensure that the Mlssion7s Project 
Manager has sufficient tune available to devote to the demanding responsibilit~es of a 
project of this kind 

USAID should encourage SBC to now concentrate its efforts on 

Secunng donor fundmg in addit~on to USAID to sustain ~t after the current project 
* 

completion date, 

Encouraging a hlgh-level dialogue between USAID, SBC and SADC to resolve 
outstanding strategic and programmatic Issues and to determine whether a bass 
exlsts for continued USAID assistance after the end of the current project, 

Carefully reviewing the major issues which have been the source of the contention 
between themselves and the~r vanous constituencies and revismg or restructuring 
SBC or reconstituting a new regional business organlzatlon, as warranted 

Concentrate on carrying out a few act~vlties extremely well, probably mcludmg 
affiliate development, arranging rneetmgs and cross-border tmps for businessmen 



8 SBC should resist the temptation to undertake activit~es whch do not relate to the 
four areas listed m Recommendation 7 until its future funding is adequately 
assured 

9 USAID/Zmbabwe should restore rembursement of the salary of the Executive 
Duector retroactively and through August 31, 1993 



APPENDIX 1 

ACRONYMS 

ACCODA 

ACCPAC 

AMCHAM 

ASEAN 

Beua Corndor(s) 

BOLSEN 

BOCCIM 

CIC AA 

CARICOM 

CARIFTA 

CAIC 

CDB 

CALA 

CIPE 

CFU 

European Parl~amentary Foundation with office m Johannesburg 

An accountmg package ut~llzed by SRBC 

Amencan Chamber of Busmess m South Afnca 

The Association of Southeast Asian Naaons -- Brunel Darussalsalam, 
Endonesla, Malaysia, Phllippmes, Smgapore, and Thailand 

Two transportation routes from Mozambique's second port to land 
landlocked countries of Zmbabwe, Zambn and (theoret~cally) Zaue One 
corrldor runs northwest from Bexra to Harare (Zimbabwe), Lusaka 
(Zambia) and Labumbash1 (Zalre) The other runs north to Blantyre 
(Malawi) and Llongwe (Malawi) 

Bolsa Centroamencana de Valores (Assoclafion of Central Amencan Stock 
Exchanges) 

Botswana Confederation of Commerce, Industry, and Manpower Acts as 
Botswana National Business Counc~l 

CanbbeadCentral American Action, an organnation m Washmgton, DC 

Caribbean Common Market 

Canbbean Free Trade Area 

Caribbean Association of Industry and Commerce 

Caribbean Development Bank 

Canadlan Association for Latin Arnenca and the Canbbean 

Center for International Pnvate Enterpm, associated wlth the U S 
Chamber of Commerce 

Cornrnerclal Farmers Umon (large farmers) m Zmbabwe did not jorn 
SNBC 



CZI 

ECODEF 

EEC 

EES 

EOPS 

ESKOM 

FABROS 

FCCIA 

FEDEPRICAP 

FNF 

Gabarone 

IESC 

IMANI Development 

LBII 

LDC 

Maputo 

Confederation of Zlmbabwe Industnes National Manufacturers' 
Assoclatlon 

Eastern Caribbean Orga~lzatlon of Development Foundations 

European Econormc Commumty 

Export Enterprise Support Project 

End of Project Status 

South African parastatal handling rural electrrficatton 

Foundatlon for Afncan Busrness and Consumer Services, South 
Afrlcan orgaruzatlon mamly servmg black small businesses and 
lnformal sector (street vendors, hairdressers, etc ) 

Federation of Chambers of Commerce, Industry, and Agnculture, 
(an apex orgamzat~on?) composed of busrness o r g m t l o n s  m the 
e~ght states of the Preferent~al Trade Area (see PTA) 

Federation of Pnvate Entitles for Central Amenca and Panama 

Freder~ck Neibeur Foundatlon, German funder of busmess 
organmt kon connected with German polltIcal party 

Cap~tal of Botswana 

International Executive Service Corps, a non-profit orgamzatlon 
prov~ding A I D - f~~liinced tecbcal assistance m developmg 
countries through experienced volunteers 

Consultmg fm m Zimbabwe 

LOUIS Berger International, Inc , the fm carrymg out the 
assessment of A I D assistance to SRBC 

Lesser Developed Countries 

Capital of Mozambique Also the country's mam port It has not 
served landlocked counmes m recent years because of actmhes of 
a rebel group whch has controlled much of the countryside 



MDC 

MTCT 

NAFCOC 

NBC 

NIS 

OECS 

PACD 

PID 

PSIAP 

PTA 

PVO 

RDOIC 

SACOB 

SAFER 

More Developed Countries (m Canbbean) 

Mlmstry of Trade and Commerce of Tanzama 

Nabonal Afncan Federated Chamber of Commerce, provides 
t r a m g  m busmess slulls for black busmess persons m South 
Afnca 

Na~onal Busmess Council, same as SNBC 

New Independent States (formerly w i t h  the Soviet Umon) 

Orgaruzation of Eastern Canbbean States 

Project Activity Completion Date 

Project Ident~fication Document 

Pnvate Sector Assistance Project, whlch funded the core 
component of assstance to the Canbbean Assoc~ation of Industry 
and Commerce from 1981 through 1987 Subsequently merged mto 
the SEA Project 

Preferential Trade Area for Eastern and Southern Afnca, 
headquartered in Zamb~a PTA has 21 member states Only one 
member of SADC, Botswana, IS not a member of PTA An 
important focus of PTA on monetary arrangements which facilitate 
reg~onal trade among its members, utilizing their national 
currencies 

Pnvate Voluntary Orgaruzation 

Regional Development OfficeICanbbean (USAID regional 
Mission) 

Reglonal Development Support Office1 East Afnca, located m 
Nairobi, Kenya 

South Afr~can Chamber of Busmess, Malnllne Busmess 
Organizat~on 

The Southern Ahcan Foundation for Economic Research 



SADC 

SADCC 

SACU 

SARP 

SBC 

SEA 

SITCD 

SUE 

SNBC 

SRBC 

TCCI A 

VITA 

WID 

ZNCC 

In August, 1992 a treaty creatmg the Southern Ahcan Development 
Commumty (SADC) was slgned by the SADCC states When ratified by 
seven states, SADC wlll become successor to SADCC 

Southern Afncan Development Coordlnat~on Conference, Founded m 
Botswana m 1979 The Secretanat is now located m Botswana Members 
are Angola, Botswana, Lesotho, Malawi, Mozambique, Namib~a, 
Swaziland, Tanzarua, Zarnb~a, Zlrnbabwe Purpose of orgamtlon to 
reduce dependence on South Afnca m transportation and 
commwcations, trade, energy lndustry agriculture, and other fields 

Southern Afnca Customs Umon 

The Southern Afr~can Regional Program of USAIDfZunbabwe 

SADCC Busmess Council, formerly the SADCC Reg~onal Busmess 
Council 

The Small Enterpnse Assistance Project funded assistance to small 
enterpnses m the Eastern Caribbean through CAIC and then became the 
parent project mto wlch the PSIAP project was merger 

S ADCC Industry and Trade Coordinatmg Div~s~on m Tanzania 

Small and Medlum Enterpnse 

SADCC National Business Council, same as NBC 

SADCC Regional Business Council 

Tanzan~a Chamber of Commerce, Industry and Agriculture Serves as 
Tamma's SNBC 

The country M~ssion of the U S Agency for Internat~onal Development 
in Zimbabwe 

Volunteers in Technical Assistance, a non-profit organrzatron providing 
A I D - financed technical assistance m developrng countries 

Women in Development 

Zlrnbabwe National Chamber of Commerce 



APPENDIX 2 

THE ASSESSMENT TEAM 

The Assessment Team consisted of Harvey A Lerner, James S (Jason) Brown, and 
Barbara F Phllips 

Mr Lerner is D~rector of Private Sector stud~es for Lours Berger Internatronal, Inc He 
has led evaluat~ons of more than twenty-five A I D projects, mcludmg three evaluafions of 
A I D asslstance to the Caribbean Association of Industry and Commerce He headed a Berger 
team whrch designed the Malawi Enterprise Development WED) project and participated m a 
review of recent Mission revlew of the transportation sector m T m a  He performed an 
assessment of pnvate sector mvolvement m fertrllzer distribution and marketmg systems m 
Kenya and a study of potentials for fertilizer manufacture m Burundi Earlier, he headed several 
studies of satellite and terrestrial cornmumcations systems for Ahcan countnes south of the 
Sahara Mr Lerner holds degrees from Wesleyan Umversrty, Harvard Law School, and 
Georgetown Law Center He also has done graduate work International Econormcs at 
Georgetown Uruversity and m Business Policy and Labor Relatrons at Harvard Busmess School 
He was Vice Presrdent of Economic Consultmg for Checch and Company and Regional Director 
of Litigation Support for Coopers and Librand He also served m planmng agencles m the 
Executive Office of the President of the Umted States and practiced law m Worcester, 
Massachusetts 

Mr Brown served as Project Officer for A I D 's assistance to the Canbbean Association 
of Industry and Commerce He parttctpated in the deslgn of an A I D agnbusmess development 
project in Indonesta which placed heavy emphasis on busmess and trade associatron 
development He served as Ch~ef of Party for a World Bank-financed Berger project providmg 
asststance to the Export Support Board in Indonesia He also headed a Berger study concerned 
with regional industnal development in the Ph~llppines His most recent assignment has been 
an evaluation of a project m Malawi carried out by the International Executive Service Corps 
Mr Brown was Vice-President of the Chamber of Commerce m Alexandria, Vlrglnla He has 
served on several Board for the U S Chamber of Commerce and developed a moel  for the 
provision of assistance by the U S Chamber to its constituent local chambers For a ten-year 
penod, Mr Brown was President and General Manager of COMP-TROL, Inc (a management 
consulting and accounting firm) and of James S Brown, Inc (an export marketmg and 
consulting fm) Mr Brown holds a Masters' Degree m Development Economrcs from the 
University of Virginia and carried out doctoral studtes m Busmess and Fmance at the Umon 
Graduate School 

Barbara Phllips m a Berger management special~st who has partic~pated m Berger 
evaiuatlons of A I D reg~onal trade and mvestrnent mtiatwes, export-onented assstance 
provided by the International Executwe Serwce Corps, and A I D asslstance to the Carrbbean 
Assoclatron of Industry and Commerce She has done graduate work toward an MPA degree 
at the George Washmgton Umversity She has also owned and operated her own busraess 
providrng advice to public agencies and pnvate enterprises 



APPENDIX 3 

ISSUES FOR CONSIDERATION BY THE ASSESSMENT TEAM 

1 Comparison of goals, objectives, activihes of SRBC that were expected from the pomt 
of view of USAIDIZunbabwe, the SADCC Secretanat, the SRBC staff, and the busmess 
commumty For example, the relat~ve unportance of buildmg up the constituent SNBCs, policy 
dialogue with government organs, and providmg information services 

2 Gu~dance given by the SADCC Secretanat and USAID to SRBC to accompany first 
grant of the $386,000 to SRBC from USAID Zunbabwe 

3 Guldance glven by SADCC/Secretanat and USAID to accompany the second grant of 
$1,900,000, exarnimg the level of effort devoted to drawmg up the grant document, especially 
selection of activities and the budget 

4 The process and results of the formahon of the national busmess councils (e g , new 
orgamtlons, consortium of all natlonal busmess groups, etc from the perspect~ve of the 
SADCC member business cornmumties and governments Examme guidance given by SRBC, 
lnformal and formal 

5 SRBC's cognisance and incorporation into actlon of the fmdmgs of the SRBC assessments 
of 1989 and 1991 

6 Recruitment and terms of service of the Executive Director, Trade and Investment 
Advisor, and Industrial Econom~st 

7 The payment of fees by member SNBCs 

8 SADCCfS and USAID Zmbabwe oversight of the grant 

9 SRBC's response to overs~ght, e g , response to USAIDfZunbabwe letter or 18 August 
1991, glving detalled cntique and guidance for the work plan and strategic plan 

10 The respectwe relationships and responsibilities of the sector coordmng umts and the 
SRBC, especially SITCD, but also the agriculture, fisheries, rmrung, and transport umts 

11 Relationslups and cornmumcation between the Adv~sory Councll, the Board, and the 
Secretanat of SRBC 

12 RelaQonshps and commurucatlon between the SRBC Secretanat and the member 
SNBC's 



APPENDIX 4 

LIST OF PERSONS CONTACTED 

BOTSWANA 

Millard W Arnold 
Policy Analyst 
Botswana Confederation of Commerce Industry & Manpower 

Robert Ash 
Management Assistance Speclalist 
Botswana Confederatlon of Commerce Industry & Manpower 

Edwm Bbenkele, E C K , Ph D 
Executwe Dlrector 
Reg ~onal Busmess Councll, SADCC 

William M Cam 
Traimg Advisor 
Botswana Confederatlon of Commerce Industry & Manpower 

E M Dewah 
Deputy Dlrector 
Botswana Confederatlon of Commerce Industry & Manpower 

T T Gofharnoduno 
Director 
Mhago Building Conswc~on (PTY) Ltd 

S 0 Ham 
Trade & Investment Officer 
SADCC ReglonaI Busmess Council 

C J G Hove 
~conomlc/Project Officer 
Southern Afncan Development Comrnuruty 

A L Jordan 
General Manager 
Lonrho Holdlngs Botswana (Pty) Ltd 



K G Kgoroba 
President 
Botswana Confederation of Commerce Industry & Manpower 

David H Mandel 
Assistant Duector 
Untted States Agency for Internat~onal Development 

E Maphanyane 
Sentor Project Officer 
Southern Afncan Development Commumty 

J R Monamets~ 
Admmstrauon Officer 
SADCC Regional Bustness Council 

M M Mothoagae 
Director 
Hotel and Tounsm Association of Botswana 

E A Mwda 
Secretanat Staff 
Southern Afncan Development Comrnunlty 

E S S Nebwe 
Special Adviser 
Southern Afncan Development Coordination Conference 

Ishmael Nshaka 
Managmg Dlrector 
EXIM Enterprises (Pty) Ltd 

Peter h l ey  
Project ManageriPnvate Sector Advisor 
Botswana Pnvate Enterprise Development (BPED) Project 
U S Agency for Internat~onal Development 

MALAWI 

F James M Abel 
Marketmg Manager - Afnca 
0mn.m Fertdlzer Lunited 



Ephram W T Chuwa 
Informa~on and Research Manager 
Associated Chambers of Commerce & Industry of Malawi 

George A Jaffu 
Commercial Dlrector 
Lonrho (Malawi) Ltd 

P M Kazembe 
Executive Secretary 
Associated Chambers of Commerce & Industry of Malawi 

Rudi Klauss 
Coordinator 
Academy for Educational Development, HRID Project 

P B Mbewe 
Chairman 
Tawa Industnes Lxmlted 
David E McCloud 
Project Development Officer 
Uruted States Agency for Internat~onal Development 

Alan T Miller 
Project Manager 
The Expement in International Living, USAID/SHARED 

Mary Nyandovi-Kerr 
W I D Coordinator 
The Experiment In International L~ving, USAIDISHARED 

# 

I Panjwam 
Manag mg D~rector 
Royale Chemicals Llmited 

Mark K Phm 
Managing Duector 
Candlex Limited 

P l h p a  
Admlmstrat~on Manager 
Associated Chambers of Commerce & Industry of Malawi 



Harry I Thompson 
Chaman  
Associated Chambers of Commerce & Industry of Malawi 

Jovita Culaton Vlray 
Chef Tecbca l  Advisor 
Uruted Nations Industrial Development O r g w t ~ o n  

MOZAMBIQUE 

Antomo A Matos 
General Manager 
Sociedade Austral de Desenvolv~mento S A R L 

NAMIBIA 

C Bessinger 
Deputy Secretary General 
Nam~b~a Nat~onal Chamber of Commerce & Industry 

REPUBLIC OF SOUTH AFRICA 

Ron F Haywood 
Deputy D~rector General 
South Afncan Chamber of Busmess (SACOB) 

Dr Morley Z Nkos~ 
Director General 
National Afncan Federated Chamber of Commerce & Industry (NAFCOC) 

Wolfgang H Thomas 
General Manager, Western Cape Reglon 
Small Busmess Development Corporat~on 

M~ke Visser 
Keeaanshoop Agenc~es 



TANZANIA 

Pamck Fleuret 
Project Development Officer 
Uruted States Agency for International Development 

Clement S Kaaya 
Corporate Chef Executive Officer 
Slnana Corporation 

M J Kassaja 
Semor Trade Officer 
SADCC Industry & Trade Coordlnation Division 

L D Mwaisaka 
Councillor 
T m a  Chamber of Commerce Industry & Agriculture 

E C  Mzena 
Chaman 
Dar es Salaam Chamber of Commerce 
Managlng Director 
Assoc~ated Enterprises Limited 

A T Pallangyo 
Director 
SADCC Industry & Trade Coordlnation Divislon 

Obote B Rubagumya 
Sales Manager 
R S R (Tanzarua) Lunited 

ZAMBIA 

Bernard Chsanga 
Chef Executwe 
Zambia Confederat~on of Industr~es and Chambers of Commerce 

John Hudson 
Execuwe Dlrector 
Zambla Natlonal Farmers' Umon 



Robert H Lrndstrorn 
Country Dlrector, Zarnb~a 
International Executive Service Corps 

Val Mahan 
General Development Officer 
Agency for Internat~onal Development 

Silanda Matale 
Managlng Dlrector 
KLEC Investment Ltd 

Hon A Mkandaw~re, M P 
Chauman 
Vipya Investment Lmted 

Francls S Mphepo 
Cha~rman and Chtef Executwe 
Computer Systems Zambla Lmted 

Charles L Mutemwa 
Director 
Slamte Investments Ltd 

J M Mwamhma 
Manager, Trade Information Services 
Export Board of Zarnb~a 

K P Ranchhod 
Managing Director 
Polypackers Ltd 

Raymond G Jubitz 
Managmg Director 
International Executive Serv~ce Corps 

Sangayakula Sanga 
Consultant 
Pateke Serv~ces Lim~ted 

Joseph A Zulu 
Dlrector of Trade 
Department of Trade 



ZIMBABWE 

Robert Armstrong 
Agncultural Officer 
USAIDIZlmbabwe 

R K Banks 
Managmg Drrector 
Umon Carb~de Group of Compmes 

Patrlc~a Buckles 
Chef 
Office of Project Development and Implementation 
USAIDIZunbabwe 

David Chaplm 
Director 
CIDA 

Charles Chvo 
Trade Development Officer 
Confederation of Zunbabwe Indusmes 

J A Deary 
Past President 
Confederat~on of Zimbabwe Indusmes 

Mona Gledltsch 
Program Officer 
NORAD 

Donald E Greenberg 
Trade and Investment Advisor 
USAIDIZunbabwe 

Lukonde F Hatendl 
Managmg Dlrector 
M'Pole Executive Tours and Travel 

&chard Hess 
Managmg Dlrector 
Imam Development (Pvt) Ltd 



Mlke Humphrey 
Dlrector - Export Development 
ZmTrade 

Godfrey Karoro 
Zmbabwe Correspondent 
Inter Press Service Tercer Mundo S A 

Peter F Kunjeku 
Executive Officer (Projects) 
Confederation of Zunbabwe Industnes 

Dawd Long 
Brooke Bond 

Ted Mukum 
ZNCC 

W Z Maisin 
Deputy D~rector 
Zunbabwe National Chamber of Commerce 

Ibbo Mandaza 
Executive Director 
Southern Afnca Pol~tical Economy Series 

Dr Casper M Mombeshora 
Managing D~rector 
Makonde Industries (Pvt) Ltd 

Bernard Musarurwa .. 
Clvrl & Pl-g Partnership 

Nsls Nlelson 
Program Director 
Swedecorp 

Barnabas G Nyamapfene 
Assistant Director 
Confederation of Zlrnbabwe Industnes 

Alison Rees 
Publ~c Relations Assistant 
Conf&rat~on of Zmbabwe Industnes 



M L Sifelam 
Chief Executive 
ZunTrade 

Geoffrey Stiles, Ph D 
Energy Conservation Advisor 
Techcal  and Admnustrative Umt, SADCC 

B J Stock 
Chairman, Transport & Commumcatlons Committee 
Confederat~on of Zlrnbabwe Industries 
Consultant 
Imam Development (Pvt) Ltd 

Moosa Suleman 
Managing Director 
Furncraft 

James Torond 
President 
Zimbabwe Natlonal Chamber of Commerce 
Partner 
Price Waterhouse 

0 M Tshabanp 
Deputj Secretary 
Government of Zimbabwe 

T Uts~wegota 
General Manager 
Mazongororo Paper Converters 

Bnan Warren 
Managing Partner 
Civil & Plannlng Partnership 

OTHERS 

Chff Barton 
IMCC 
Ballston, Virgma 



Joseph Borgatti 
Co-Author 
FEDEPRICAP Evaluation 

Pamck Carmlchael 
Former Deputy Executive Dlrector, C AIC 

Richard Ernst 
Project Officer 
ROCAP, Guatemala 

Pirie Gall 
A I D Washington 

Mlcheie Garnty 
Former Consultant to SRBC 

John Stanley Goddard 
Goddard Enterprises 
Bndgetown, Barbados 

James Grossman 
RDOIC 
Barbados 

Waiter Hecox 
Former Consultant to USAID/Zlmbabwe 
Colorado Spnngs, Colorado 

Rudolph Herwg 
ACODA 
Johannesburg, South Afnca 

Alllson Hernck 
Former USAID/Zimbabwe Dlrector 
Washington, D C 

Lrnda Keys 
A I D IWashmgton 

Robert Landman 
Carana Corporation 
Arlington, Vugma 



Peter Medford 
Project Officer 
RDOIC Barbados 

Roberto Murray Meza 
Businessman 
San Salvador 
El Salvador 

W Haven North 
Former A I D Official 
Former Consultant to USAIDIZunbabwe 

Charles Patalif 
Former Ch~ef 
RDO/C Pr~vate Sector Office 

John Ravel1 
Swedecorp 
Sweden 

John Sullivan 
Center for International Pnvate Enterprise 
U S Chamber of Commerce 

P A Thompson 
Exectwe D~rector 
Caribbean Association of Industry and Commerce 

Paul Tubner 
A I D Washington 

Brad Wallach 
USAID Philippines 

Harvey Wallender 
International Executive Serv~ce Corps 

Albert Zucca 
Project Officer 
ROCAP, Guatemala 



APPENDIX 5 

LIST OF ASSESSMENT TEAM'S INITIAL HYPOTHESESIPREMISES 

The hypotheses/premlses with whlch the Assessment Team started with project m August, 
1992 were presented to the Misslon as follows 

1 That the prmclpal objective of our assignment is to d o r m  future Mlssion decisions 
History is pertment and lmportant to the extent that it throws light on such decisions, but the 
focus of our effort is to be prospective rather than retrospective 

2 That the willingness of busmess firms to commit money and the tlme of key personnel 
to buslness association activities IS an important indicator of project success 

3 That a busmess association can have the capacity to substantially influence constructwe 
changes m publlc policy 

4 That conflict between USAID Missions and the busmess associations whch they support 
is not unusual, and can be salutary m cases where the busmess association's view have 
widespread support in the busrness comrnumty 

5 That any effectwe program of assistance to a regional busmess assoclatlon m the SADCC 
region w~ll  require a substantial cornrnmnent of Mission staff m e  and funded for an extended 
pend  

6 That the USAID has an optlon to follow a "bottom-up" (bulld nat~onai associations first) 
strategy similar to that used in Central Arnenca 

7 That it is highly beneficial for persons provldmg oversight and techcal support to a 
buslness association prcrject to be located m the clty m whlch the busmess association IS 

headquartered 

8 That the involvement of larger firms in a reglonal busmess association project supported 
by USAID is an mportant key to its success where such f m s  bnng thelr resources and 
transnational orientations consuuctively to bear on regional problems and opportumaes 

9 That an USAID regional business association project can and probably should serve the 
larger needs of the regional business community, mcludmg m some fashon large, medium, 
small, and mlcro-scale enterprises and businesses owned by e t h c  mrnonties 

10 That, under new socletal arrangements m South Afnca, the buslness commumhes of 
South Afnca ultlrnately may provide very substantial leadershp contributions to a regional 
buslness association in Southern Afnca 



11 That, if USAID chooses to substantially reduce or termmate its current assistance, such 
steps should be carried out m a way that preserves its relationshy with the busmess community 
m tact 

12 That a central question faclng the Zunbabwe Mission is whether, given present 
uncertamues and prospective resource limitations, it wishes to c o m t  itself to expend the energy 
and money needed to make a business assocration project of any lund m the region a success 



APPENDIX 6 

JULY-AUGUST 1990 GRANT AGREEMENT AMENDMENT 

The July-August, 1990 Grant Agreement Amendment consmted of a covemg letter- 
agreement and signature page, the Grant Agreement Amendment (Attachment A), Payment 
Provisions (Attachment B), and the Budget (Attachment C) The covemg letter was dated July 
24, 1990 and was signed by Mission Director Hemck on that date It was s~gned by Dr 
Makom, the Execut~ve Secretary of SADC on August 29, 1990 

The provislons concemng annual work plan revlew and concurrence are contamed m 
Paragraph D of the Payment Provisions The entlre agreement lncludmg the attachments follow 



6 

r 
UNITED STATES AGENCY FOR INTERNATIONAL DEVELOPMENT 

SOUTHERN AFRICA REGIONAL PROGRAM 

I PASCOE AVENUE 
P 0 BOX 3340 
HARARE 
ZIMBABWE 
PHONES 7 2 2 1  an9333 1 

July 24, 1990 

Dr. S.H.S. Makonl 
Executlve Dlrector 
Southern Africa Development 

Coordlnatlon Conference 
Prlvate Bag 0095 
Gaborone, Botswana 

Subject. SADCC Technical Support Grant (No. 690-0215.33) - 
Grant to the SADCC Secretarlat 

Dear Dr. Makonr : 

1. T+e subject Grant Agreement between the SADCC Secretarlat 
(hereinafter referred to as the Secretarlat or Grantee) and the 
Government of the Unlted States of Amerlca, actlng through the 
Agelcy for International Development (hereinafter referred to as 
;ID), das executed and became effective on July 30, 1987. I have 
r - e  -070: to refer to the letters from the Secretarlat to AID aated 
, - - o  9, -9e9, Se~tember 29, 1989 and Yarc5 27, 1990 requesting 
=z=,:-2-2, ass,s:ance uncer t9e sublect Grant for (a) support to tre 
:-zre=zr,at for a ser-es of aporox-nately twelve studles and 
z=::ez=o-=,~c dorks?o?s, sem-nazs anc conferences and ( b )  su?port 
- - C  ,-, ,-s:,:~:,onal srrengt7eqAng, s:~c,es and tralnlng conauctea 
L ' 0  C - I-. :-e a,s~,ces of t-e SADCC 3e5,onal 3uslness Council (SRBC). 

- - I am  leased to :?form you that, pursuant to the author~ty 
c~?ta-ned In the Forelgn Asslstance Act of 1961, as amended, AID 
?ereby amends the subject Grant to the Secretarlat to obllgate the 
aacltlonal sum of three milllon Unlted States Dollars (~~$3,000,000) 
to be used to support the Secretarlat and the SRBC as more fully 
cescrrSea below and rn Attac9ment A. This Amendment replaces In ~ t s  
en:,re:y the texz, ,?clud~ng t9e cover letter and Attachments, of 
=-e  su3:ect Grant Agreement and Srlngs the total level of AID 
f-?c:?g under the Grant to iJS$3,750,000. 

7 - T+e Grant 1s app1:caS~e to comm,tments made by the Grantee I n  
fur~herance of the ?ro3ram o~]ect,ves durlng the perlod beglnnlng 
July 30, 1987 and e n d ~ n g  August 31, 1993. Funds disbursed by AID 
~ u t  not committed by t3e Grantee or SRBC, as appropriate, at the 
ex?lratlon of thls perlod shall be refunded t o  AID. 



- 2 - . 
4.  his Grant 1s made to the Grantee on condltlon that the funds 
will be administered In accordance wlth the terms and condltlons as 
set forth in t h ~ s  letter, Attachment A (Descrlptlon and 
~mplementatlon Plan), ~ttachment B (Payment Provlslons), Attachment 
c (Budget), and Attachment D (Standard Provlslons), all of which 
have been agreed to by your organlzatlon. 

5 .  The Partles hereto agree that of the ~~$3,000,000 In additional 
funds provlded under thls Amendment, $1,060,000 shall be dlsbursed 
by AID to the Secretarlat to be used by the Secretarlat to frnance 
agreed upon studles and corresponding workshops, semlnars and 
conferences a s  provlded for in Attachment A and $1,900,000 shall be 
dlsbursed by AID, upon request by the Secretarlat, directly to a 
separate bank account of the Regronal Buslness Councll to be used by 
the Council for the purposes also Set forth rn Attachment A. Except 
as otherwxse provlded herein or In wrltlng by AID, all wrltten 
communlcatlons pertaining to grant funds disbursed directly to the 
SRBC, lncludlng grant implementatron and reporting correspondence, 
shall be made dlrectly between AID and the SRBC. A copy of all such 
wrltten communlcatlons shall be provlded to the Secretarlat. 
Written reports on the expenditure and utllizatlon of AID funds by 
the S23C shall be submltted by the SRBC to AID through the 
Secretarlat. 

6 Yhe ?art:es furt+er agree that the Secretarlat shall be 
:es=ons,Sle for account-ng for a l l  funds provlded to ~t under the 
::a-: for c9e f,nanc,ng of studres and corresponding conferences, 
-O:~S*CCJS a 7 2  sem-nars and t9at, suDJect to paragraph 5 above, the 
c = 9 t  572,- 3e res~ons-ble for account~ng for all grant funas - 
:,s3~rsec c,rectly to ,t by X D .  It &s understood that f,nanclng 
r e m r z s ,  ,?clud-nq aocumeqtatlon to support entrles on accounting 
: ~ C ~ T C S  ara to suostantlate charges wlthrn this Grant, shall be 
na,?ra,?ed In accordance with the Grantee's or the SRBCfs as 
approprrate, usual accountrng procedures, whlch shall follow 
generally accepted accountrng practices. All such financial records 
shall be maintained for at least 3 years after final disbursement of 
funds under this Grant. It 1s further understood, In accordance 
w ~ t 9  t+e f~nanclal regulatxons and rules of the Secretariat or SRBC, 
as aporoprlate, that t9e funds provlded under this Grant wlll be 
c:ec,:ea to a separaze Secretarrat or SRBC account, as appropriate, 
establ-shed for purposes set forth r?  Attachment A. Funds wlll be 
rna~nta-ned :n these accounts unt-l d-sbursement for the purposes as 
cescr~bed rn Attachment A. 

7. The Grantee conflrms that the programs and actlvltles funded by 
thrs Grant wzll be covered by the Grantee's usual audzt procedures 
and that the Grantee wlll furnlsh to AID coples of all relevant 
audlt reports along with such other related informatxon as may be 
requested by AID with respect to questions arlslng from such audit 
reports, The Grantee agrees that, if AID so requests, funds - 
disbursed dlrectly to the SRBC under the Grant wlll be subjected to 
two Independent external audits during the life of the Grant. 



. 
8 .  r t  1s understood t h a t  t h e  funds granted hereunder s h a l l  be 
disbursed by AID on an "as  needed' advance b a s i s  xn accordance w l t h  
t he  procedures s e t  f o r t h  I n  Attachment B t o  t h i s  l e t t e r  e n t i t l e d  
Payment P r o n s i o n s .  The Secretariat on its own behalf  and on behalf 
of t h e  SRBC s h a l l  make reques ts  f o r  disbursement of funds ~t 1s 
responsrble  f o r  admlnisterlng under the  Grant. A l l  r eques ts  f o r  
l n l t l a l  and subsequent disbursements s h a l l  be made In wri t ing  t o  the 
C o n t r o l l e r ,  USAID/Zrmbabwe, C/O USAID/SADCC Lla lson  Off lcer ,  P.O. 
Box 2 4 2 7 ,  Gaborone, Botswana. - 

9.  The p a r t l e s  agree t h a t  t h l s  Grant and t h e  a c t i v l t l e s  flnanced 
herewlth s h a l l  be managed by the  Grantee or SRBC, a s  appropriate ,  In  
accordance w i t h  t h e l r  established p o l l c i e s  and procedures.  The 
proposed budget f o r  t h l s  Grant 1s provlded In  Attachment C t o  t h l s  
l e t t e r  e n t l t l e d  Budget. 

1 0 .  I f  the  use of the  funds r e s u l t s  I n  the a c c r u a l  of l n t e r e s t  t o  
t h e  Grantee o r  the SRBC or  t o  any other  person or  e n t l t y  t o  whom the 
Grantee or  t h e  SRBC makes such funds ava i l ab le  i n  ca r ry lng  out the 
purposes of t h l s  Grant, t h e  Grantee s h a l l  refund t o  AID any amount 
of l n t e r e s t  so  earned. 

11. The Grantee on ~ t s  own behalf and on behalf of t h e  SRBC, a s  
appropriate, s h a l l  prepare and submzt t o  A I D  t h e  requrred f rnanc la l  
a-c  zecknrca l  repor ts  i n  accordance with the schedule s e t  fo r th  I n  
1 L C  , ,-ac-me-ts A and B. 

- - - -L. ,s Acreement, ,n w+ole or - n  p a r t ,  may be terminated by 
e - r - e r  x r t -  a t  any tame 1.130- 30  cays w r ~ t t e n  n o t l c e .  T h l s  
- = : o e ~ e - -  nay ~e rev-sea only 5y :he wrl t ten mutual consent of the 
za::,es *ere to .  

- - - ?-e X Z 3  o f f l c e  responsrble  fo r  monrtoring t h l s  Grant 1s the 
So~:?e r?  Afrlca Reglonal Program Offrce,  USAID/Zlmbabwe, P.O. Box 
6 9 8 8 ,  Zarare ,  Zimbabwe. The  SADCC Lralson Offrcer  based I n  
Gaborone, Botswana, nowever, w i l l  be the A I D  o f f l c l a l  responsible 
f o r  lmplementatlon of the Grant lncludzng r e s p o n s i b l l l t y  f o r  
a d m l n i s t r a t l v e  approval of f l n a n c l a l  vouchers. 

1 4  P lease  l n d l c a t e  your acceptance of t h i s  Grant Agreement 
Amercneqt by slgnrng the or:g,nal and three coples  of t h l s  l e t t e r  I n  
the  s?ace provlded below a?d re:urn:?g t ? e  o r l g i n a l  and one copy t o  
:?e unaers-gned. TWO cop-es may be retalned I n  your f l l e s .  
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THE UNITED STATES OF AMERICA 

BY: A ~ C  

Alllson B. Herrlck 
Director, U S A I D / Z ~ ~ ~ ~ ~ W ~  and 
Southern Afrlca Regional Program 

DATE : act: SA, k ? , ~  
ACCEPTED: 

SOUTHERN AFRICA DEVELOPMENT COORDINATION CONFBRENCE 

S.H.S: Makonl 
Executive Secretary 

Attachments: 
A. Descrrptlon and Implementat~on Plan 
B. Payment Provlslons 
C .  Budget 
D. Standard Provrsrons 



DESCRlPTION A N D  IMPLEMENTATION PLAN 

A r BACKGROUND 

The SADCC ~ e c h n l c a l  Support P ro jec t  (690-0215) was 
approved and authorized by A I D  on June 1 ,  1984 f o r  an 
amount of US$4,300,000. The i n i t l a 1  Projec t  Assrstance 
Completion Date was May 31 ,  1988. The Pro jec t  i n l t l a l l y  
provlded assistance through separa te  Grant Agreements t o  
the SADCC Sector Coordination U n i t s  responsible fo r  
F lsher les  Development (Malawl) and Manpower Development 
(Swaziland) , and t o  the SADCC S e c r e t a r l a t .  

Under the s u b l e c t  pro jec t  component, AID and the SADCC 
S e c r e t a r i a t  entered xnto a Grant Agreement dated July 30, 
1987. The purpose of the Grant t o  the SADCC S e c r e t a r l a t ,  
r n l t l a l l y  funded a t  US$750,000, was t o  support i t s  
o b ~ e c t l v e  t o  plan for a  program t o  increase the 
production of goods and se rv lces  i n  the reglon, 
particularly export  products. Accordingly, the Grant was 
t o  flnance a s e r i e s  of s tud les  on export  pre-flnance 
revolving funds,  investment codes of member S t a t e s ,  a  
macro-economic survey and a computerized data/lnformatlon 
network. To  allow more time t o  achieve grant  objectives, 
the Grant explratkon da te  was extended from May 31, 1988 
t o  May 31, 1989, and then agam from May 31, 1989 t o  May 
31,  1990 

3y l e t t e r  dated November 3 0 ,  1989, USAID/Zlmbabwe 
csnccrred w l t h  a  request from the SADCC S e c r e t a r l a t  t o  
rezrocram -os t  of t9e remarn-ng US$386,000 balance of 
G : c o t  funds 50 suD?ort t7e establishment of a  Secretar  l a t  
for t9e SkOCC RegLondl Bus~cless Councll ( S R B C )  I n  
GaDo:o?e. 

Slnce t h a t  t lme, t ?e  S e c r e t a r i a t  and A I D  have engaged i n  
cont,nurng dlaloque and have determined t h a t  fur ther  A I D  
a s s i s t ance  should be provided as  described herein.  

B. PROJECT DESCRlPTION 

1 Purpose 

The purpose of  the G:ant, a s  hereby amended, 1s t o  
provlde ( a )  support  t o  t7e SADCC S e c r e t a r r a t  for a s e r l e s  
of twelve s t u d l e s  and cor:esponding semrnars, workshops 
and conferences and ( b )  f u n d r n g  f o r  l n s t l t u t r o n a l  
strengthening, s t u d l e s ,  t ra in lng  and l ~ m l t e d  operational 
support t o  the  SRBC. The a c t l v a t i e s  to  be car r ied  out 
under the Grant w i l l  be i n  support of the SADCC 
productive sectors. 
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( 3 )  Mac )Economic Polrcy 

Various SADCC member S t a t e s  hove followed a  wide 
d l v e r s r t y  of macro-economic pol ic ies .   his s t u d y  would 
be an I n i t i a l  t h i n k  piece t o  examine these varying macro 
economic p o l r c i e s ,  and assess  the d l f f r c u l t i e s  I n  and 
po ten t ra l  for  coordlnat lon of  fu tu re  pol ic ies .  The study 
would a l s o  help form the bas i s  of a follow-up plan of  
actron.  

( 4 )  Investment Flnance Study 

~ h l s  s tudy would lden t r fy  c rea t lve  ways t o  accommodate 
and promote lnvestment i n ,  and exports w l t h l n  and from 
the SADCC reglon, and would dea l  w i t h  such toplcs  a s  
export  c r e d r t  f a c l l r t l e s ,  export  pre-flnanclng revolving 
funds, c a p r t a l  markets, c r e d l t  allocation and venture 
c a p i t a l .  

( 5 )  Non-Economlc Barr rers  t o  Economic Development 

 his s t u d y  would address the c l a s s i c  non-financial 
c o n s t r a r n t s  t o  development such a s  r n s t i t u t r o n a l  
capacrty,  human resources and s k i l l s ,  entrepreneurshlp,  
t rade  b a r r r e r s  and general  government r e g u l a t ~ o n s  and 
procedures. 

( 6 )  Industry and Trade Export Promotion 

T?:S study would be the bas ls  for  the development of the 
S A D C ~  s t r a t e g y  for export promotLon I n  the context of the 
S x C C  Industzy and Trade sec tor .  

I- acd, t ion  t o  these s:x saec-f:c s tudies  present ly 
,ce? t ,  f , ec ,  t + e  SADCC Secretar r a t  would develop and 
conduct during the l i f e  of t 9 e  Grant, s lx  addl t lonal  
s t u d i e s  addressing i ssues  of cur rent  l n t e r e s t  t o  SADCC. 
T9ese s t u d i e s  would address a wlde range of I ssues  which 
m i g h t  lnclude matters  involving Namrbia, fu ture  reglonal  
economic r e l a t i o n s  includrng those w i t h  a  democratrc 
Republic of South A f  r l c a ,  marketing of SADCC products,  
tourism and m i n i n g .  

c .  Correspondino Seminars, Conferences or Workshops for  
l a e n t l  f led and Future Studies 

To ensure t h a t  the s tud ies  funded under the Grant have 
maximum lmpact, funds have been provided for  a  
corresponding serxes  of seminars, workshops, conferences 
or other  s l rnl lar  a c t l v a t r e s  which w r l l  address and 
develop implernentatlon mechanisms for  the recommendatlons 
a r l s l n g  from each of the  studles.  
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2 .  S u p p o r t  t ~ D C C  S e q i o n a l  B u s i n e s s  Cr ell 

The p r o p o s e d  s u p p o r t  t o  t h e  SRBC w i l l  c o n s l s t  o f  f u n d i n g  
f o r  r n s t i t u t i o n a l  strengthening, s t u d i e s ,  t r a l n i n g  and  
v e r y  l l m i t e d  operational s u p p o r t  and w i l l  a s s l s t  t h a t  
i n s t l  t u t l o n  t o  become f u l l y  functional. 

(1) I n v e s t m e n t  S t u d i e s  

T h e s e  s t u d i e s  would p r o v i d e  t h e  SRBC w l t h  ~ n f o r m a t l o n  
which would s u p p o r t  t h e  f e a s l b l l i t y  o f  l d e n t l f l e d  
b a n k e b l e  p r o j e c t s  i n  t h e  SADCC r e g l o n .  These  s t u d l e s  
a l s o  would r d e n t l f y  p r a c t r c a l  b u s m e s s  l e v e l  c o n s t r a i n t s  
which  ~ n h r b i t  t h e  f r e e  f l o w  o f  goods  and s e r v l c e s  w i t h l n  
a n d  among SADCC member s t a t e s  as w e l l  a s  t h e r r  movement 
l n t o  and o u t  o f  t h e  r e g i o n .  SRBC a n n u a l  r e p o r t s  g o r n g  
o u t  t o  i ts  c l i e n t  b u s i n e s s  o r g a n i z a t i o n s  would b e  g r e a t l y  
s t r e n g t h e n e d  by t h i s  a d d l t r o n .  

( 2 )  SupplylDemand S u r v e y s  

T h e s e  s u r v e y s  would d e v e l o p  a r e a l r s t r c  p r o f r l e  o f  SADCC 
r e g i o n  supply/demand p o t e n t i a l .  Market  and p r o d u c t  
s t u d i e s  w i l l  f a c l l l t a t e  a n d  e n h a n c e  r n t r a  SADCC and 
e x t e r n a l  e x p o r t  t r a d e .  

5 T r a i n i n a  and I n f o r m a t i o n  D r s s e m i n a t l o n  

f ? e c , a l : t e d  Scve : / se l , e r  n e e t . n g s  w l t h  p r o p e r  £0110 , U P  
~ c c l d  9 e l p  s iy i i  f A c a n t l y  I n c r e a s e  t r a d e  w l t h l n  t h e  r e g i o n  
dnc exte:?aL e x ? o r = s  Many r e ~ l o n a l  b u s l n e s s n e n  a r e  n o t  
s , f f . c : e i t l y  : n f o : ~ e d  o f  SADCC o r  e x t e r n a l  m a r k e t s  o r  
s o u r c e s  o f  s u m l y  

( 2 )  SADCC N a t i o n a l  B u s i n e s s  C o u n c l l s  (SNBC)  T r a d e  
Promot ion  O f  f l c e r  S e m i n a r  

P u r p o s e  To t r a i n  t r a d e  p r o m o t l o n  o f f i c e r s  r n  SADCC 
N a t i o n a l  B u s l n e s s  C o u n c i l s  r n  d a t z  b a s e  d e v e l o p m e n t ,  
management and d l s s e m l n a t l o n  o f  l n f o r m a t l o n .  

( 3  1 SNBC CEO k o r k s h o p  

Thzs workshop would n a k e  C h l e f  E x e c u t i v e s  i n  SNBCs more  
c m v e r s a n t  w l t h  SADCC r n i  t l a t i v e s  r e l a t e d  t o  t h e  b u s r n e s s  
communrty ,  e . g .  EPRF, ECF a n d  c r o s s  b o r d e r  I n v e s t m e n t s .  
( T ~ L S  wrll requlre a c t i v e  involvement, a s  t h e s e  o f  f l c e s  
have t o  a d v t s e  their own businessmen on SADCC capacity 
aria c o n s t r a r n t s ) .  



t o  be tween  t h e  S e c r e t a r l a t  and USAID f l n a n c i a l  and 
l m p l e m e n t a t r o n  s t a t u s  - r e p o r t s .  The f o r m a t  f o r  t h e s e  s t a t u s  
r e p o r t s  w l l l  be recommended by A I D  I n  a n  lmplementa t lon  
l e t t e r .  The S e c r e t a r l a t  and t h e  SRBC w ~ l l  a l s o  submlt  t o  
t h e  SADCC L i a i s o n  O f f l c e r  on a n  a n n u a l  b a s i s  c o p i e s  of 
a u d i t  r e p o r t s  p repa red  I n  a c c o r d a n c e  w i t h  t h e n  e s t a b l i s h e d  
f l n a n c i a l  regulations. 

b. The p a r t i e s  a g r e e  t h a t  A I D  w l l l ,  a f t e r  a p p r o p r i a t e  
consultation w l t h  SADCC c o n d u c t  a n  e x t e r n a l  e v a l u a t i o n  of 
t h e  a c t l v l t i e s  funded unde r  t h e  Gran t .  The e v a l u a t i o n  w l l l  
be p a i d  f o r  from funds  p r o v l d e d  u n d e r  t h l s  Gran t .  

4 .  S p e c i a l  Provisions 

a. E l i g i b l e  C o s t s  

The G r a n t  may be used t o  f i n a n c e  f o r e l g n  exchange  c o s t s  and 
l o c a l  c u r r e n c y  c o s t s  of goods and s e r v r c e s  r e q u i r e d  f o r  t h e  
P r o ~ e c t .  ( S e e  Budget ,  At tachment  C ) .  

b. G r a n t e e  R e s o u r c e s  f o r  t h e  P r o j e c t  

(1) The S e c r e t a r i a t  a g r e e s  t o  p r o v r d e  o r  c a u s e  t o  be 
p r o v l d e d  f o r  t h e  P r o j e c t  a l l  f u n d s ,  I n  a d d i t i o n  t o  
t h e  G r a n t ,  and a l l  o t h e r  r e s o u r c e s  r e q u l r e d  t o  c a r r y  
o u t  t h e  P r o j e c t  i n  a  t i m e l y  manner. The Grantee w l l l  
p r o v i d e  g e n e r a l  s u p p o r t  including o f f i c e  space ,  
s u p p l l e s  and s e c r e t a r r a l  s e r v i c e s  t o  t h e  s t u d y  teams 
w h l l e  t h e y  a r e  worklng a t  SADCC h e a d q u a r t e r s .  

( 2  The r e s o u r c e s  provided by t h e  G r a n t e e  w i l l  no t  be 
less t h a n  t h e  e q u i v a l e n t  of US$144,000, i n c l u d ~ n g  
r e s o u r c e s  provided on an  " ln -k lndw b a s l s .  

c .  Financial Management 

The S e c r e t a r i a t  s h a l l  e n s u r e  t h a t  t h e  SRBC w z l l  m a i n t a i n  d u r l n g  
t h e  term of t h e  G r a n t  adequate  f l n a n c i a l  and management 
p r a c t i c e s ,  p r o c e d u r e s  and pe r sonne l  t o  a d e q u a t e l y  administer and 
accoun t  f o r  g r a n t  f u n d s  provided  t o  t h e  SRBC. To accornpllsh 
t h i s  e n d ,  t h e  SRBC w i l l ,  i n  a d d i t i o n  t o  i t s  oun s t a f f ,  r e q u i r e  
t h e  s e r v i c e s  of an  a c c r e d i t e d  account lng/management  firm d u r i n g  
t h e  f i r s t  y e a r  of t h e  g r a n t .  A t  a minimum, t h e  following 
a s s r s t a n c e  u l l l  be r e q u i r e d  from t h e  f i r m  f i v e  h o u r s  per  month 
f o r  a  p e r l o d  o f  s i x  months fo l lowed by i n s p e c t i o n s  of t h e  system 
a t  t h r e e  month i n t e r v a l s  f o r  t h e  n e x t  S I X  months ,  t h e r e a f t e r ,  
normal semi a n n u a l  and annual  a u d i t s .  

I t  i s  f u r t h e r  u n d e r s t o o d  t h a t  t h e  SRBC w l l l ,  w l t h i n  n l n e t y  days 
f o l l o u l n g  grant e x e c u t i o n ,  employ a f u l l  time f l n a n c ~ a l  
a c c o u n t a n t  and a  f u l l  time a d m i n i s t r a t i v e  a s s i s t a n t .  Fu l f  i l l l n g  
tbxs s t a f f i n g  r e q u i r e m e n t  i s  a c o n d i t i o n  p r e c e d e n t  t o  
disbursement t o  t h e  S R B C  of funds  s u b s e q u e n t  t o  t h e  f l r s t  
q u a r t e r l y  a d v a n c e .  



ATTACHMENT B 
PAYMENT P3OVISIONS 

1. -periodic advances s h a l l  be n a l n t a i n e d  in a  s e p a r a t e  bank 
account  and n o t  co-mlngled wi t9  o t h e r  funds.  P e r l o d l c  
advances  s h a l l  be l i m i t e d  t o  t h e  mrnimum amounts needed 
t o  meet c u r r e n t  d r sSu r sene? t  needs  and s h a l l  be scCleduled 
s o  t h a t  t h e  funas  a r e  available t o  the  Grantee o r  S X B C ,  
a s  appropr  l a t e ,  a s  c l o s e  a s  1s admln l s t r a  t l v e l y  f  e a s  l b l e  
t o  t h e  a c t u a l  drsbursements  by t h e  Grantee o r  SRBC, 
respectively, f o r  program c o s t s .  Cash advances made by 
t h e  Gran tee  f o r  secondary r e c l p l e n t  organlza  t l o n s  o r  t he  
G r a n t e e ' s  f l e l d  o r g a n r z a t l o n s  s h a l l  conform s u b s t a n t z a l l y  
t o  t h e  same s t a n d a r d s  of  t lmlng and amount a s  apply  t o  
cash  advances  by A . I . D .  t o  the  Grantee.  

3. The Gran tee  on l t s  beha l f  and on behal f  of  the  SRBC, as  
appropriate, s h a l l  submlt r e q u e s t s  fo r  advances a s  
r e q u r r e d ,  buk no t  l e s s  than q u a r t e r l y ,  t o  the  C o n t r o l l e r ,  
u S ~ ~ ~ / Z l m b a b w e ,  C/O USAID/SADCC Lrarson Officer, P.O. BOX 
2 4 2 7 ,  Gaborone, Botswana. Requests  for advances s h a l l  
s t a t e  t h e  f o l l o w ~ n g  

(1) cumula t l ve  advance t o  d a t e ;  

( 2 )  cumu la t l ve  expenditures t o  d a t e ,  

( 3 )  b a l a n c e  on hand, 

( 4  1 3:o;ectea e x ~ e n d ~ : ~ r e s  f o r  t ? e  next q u a r t e r  and 

- c-e eu2,:at:or of :-e G:an:, t ? e  Grantee and t5e  S2EC, 

a s  azD:opr,ate,  w::L s c m l :  t o  t 3e  C o n t r o l l e r ,  - .I- - 5 ; : ;  ,. "aswe w,:?-n 90 days ,  a r e p o r t  showlng t o t a l  
d , s s ~ r s e - e ? = s ,  t o t a l  ac12a?ces rece ived  and any casn  
:e-ta,-,-15 on hand,  wh-c? w z l -  be zefunded t o  A . 1  D. 

C .  If  a t  any t ime t he  A.I.D. Cont:oller de t e rmmes  t h a t  t + e  
Grantee  o r  SiZBC. as apgroFr r a t e ,  ha s  demonstrated an 
u n w l l l l n g n e s s  o r  l m b r l i t y  t o  

(1) e s t a S l i s h  ? rocesurcs  :?a: w:ll nrnimrze t he  t,me 
e l a c s - n g  kezdeeq c z s ?  acvances and t + e  a i s S u r s a n e ~ t s  
t ' l e reof  

( 2 )  r e ? o r t  cash d-ssuzse?e?:s and ba lances  a s  requized 
by t h e  t e r q s  of t - e  s r a n t  i n  a  t imely manner or  

( 3 )  lmpose t 9e  sane szandards t o  tlmrng advances and 
reporting on any s u b r e c i p i e n t  o r  any of t he  
Grantee's f z e l d  o rgan rza t l ons  

The A.I .D.  C o n t r o l l e r  s h a l l  a d v l s e  t h e  D r r e c t o t ,  
USAID/Zimbabwe, who may suspend o r  revoke t h e  advance 
payment procedure .  



d 

pro lec t  pl ~ s a l s  from the  SADCC bus1 s community w l l l  
be presented annually t o  a  group of  po ten t l a1  regional  
inves tors .  

e .  Operational Support 

(1) Rental of Off i c e  Space 

TO supply appropr ia te  f a c i l l t i e s  f o r  the envisaged 
increase i n  s t a f f i n g  l e v e l s .  

( 2 )  Secre t a r  l a 1  Support 

(3 )  Financial Management 

D . IMP LEMENTATI ON 

The Grantee 
* 

The SADCC S e c r e t a r l a t  w r l l  develop and s u b m i t  t o  the 
USAID/SADCC Liaison Off l c e r  stationed in  Gaborone, fo r  
h r s  revlew and concurrence, coples of the  terms of 
re ference  and/or scopes of work for  the  twelve SADCC 
s t u d i e s  and corresponding workshops, conferences or 
semlnars t o  be financed under the Grant. The SRBC w i l l  
develop and submit t o  the  same o f f i c e r  terms of reference 
or scopes of work for  the  l o n g  term s t a f f  p o s i t i o n s  and 
the  malor SRBC s t u d i e s ,  workshops, seminars, tou r s  or 
ot9er  act:vlt.es t o  be flnanced under the Grant.  The 
S e c r e t a r i a t  or the SF!BC, as appropriate, s h a l l  s u b m r t  t o  
t - e  USAIDISADCC L-arson Of f l ce r  coples of a l l  s t u d l e s  
fa-anced uqder :ye Grant. The day t o  day operation of 
:?e act.v~:,es car:-ec O L ~  under the Grant w l l l  be 
conducted by  the SADCC S e c r e t a r i a t  or the SRBC, a s  
2....v , , -oorlate ,  whlc? w . l l  be f u l l y  responsible  f o r  
at9:ev:nS t7e end of projec: goals 

AZD - 
t 

USAID/Zlmbabwe w i l l  be responslble  for over s igh t  of the 
Grant on behalf of A I D .  The SADCC/USAID Lialson Officer 
w i l l  be the responsible AID prolec t  o f f i c e r  f o r  
1nplementat.on of :he Grant, ~ncludrng r e s p o n s l t l l l  t y  for  
t ?e  adm1nlst:at~ve approval of financial vouchers. In 
add1 t ~ o n  t o  general ,mplementation support ,  
US~ID/Zlmbabue 1s responslble  for f l n a n c l a l  management of 
the  Grant on behalf of AID, including the advancing and 
d r sburs lns  of  f u n d s .  

3. R e m r  t rna  and Evaluation 

a.  The S e c r e t a r i a t ,  on i t s  own behalf and on behalf  of 
the SRBC, w i l l  submit t o  the USAID/SADCC Lrarson 
Of f i ce r  o n  a q u a r t e r l y  bas is ,  or as otherwrse agreed 



- 
Annual Wc , P l a n  

The SRBC w i l l  submit, through the SADCC S e c r e t a r i a t ,  an 
annual work plan t o  A I D  for r t s  review and concurrence. 
The work plan s h a l l  s e t  fo r th  the SRBC program of act lon 
to  be financed w l t h  grant  funds durlng the following 
year.  The SRBC w i l l  submit, through the SADCC 
S e c r e t a r i a t ,  a  program of act lon for  the f l r s t  year of 
grant  implementation w i t h i n  90 days a f t e r  grant  
execution, except a s  may be otherwise agreed I n  wr l t lng  
between AID and the Sec re ta r l a t .  

Sus ta inab l l i ty  and Recurrent Costs 

The Secre ta r l a t  s h a l l  exercise  l ts bes t  e f f o r t s  t o  secure 
f o r  I t s e l f  and the SRBC other sources of funding. TO 
ensure the s u s t a l n a b l l l t y  of the a c t r v i t l e s  i n l t l a t e d  by 
the  SRBC under the Grant, the S e c r e t a r i a t ,  i n  con3unctlon 
w i t h  the SRBC, w l l l  develop w l t h i n  18 months pr lor  t o  
grant  termlnatron an act ionable  plan for  frnancrng 
recurrent  cos t s  of the SRBC a f t e r  the  expi ra t ion  of the 
Grant. 

Authorized Geographlc Code for Procurement 

(1 )  The source and or rg in  of commodltles and nationality 
of servrces  (except ocean shipping) frnanced under the  
Grant w i t h  f u n d s  from the 1989 or p r io r  f r s c a l  years  
Southern Africa Reglonal Program ( S A W )  account s h a l l  be 
t n e  countries lncluaed i n  AID Geographic Code 941  or the 
Ln.ted S ta tes  w l t h  zesoect to  foreign exchange c o s t s ,  and 
SAX:  ember s t a t e s  .rcluded l n  code 935 w l t h  respect  t o  
,oca, c~r:eqcy c o s t s ,  except as A I D  may otherwlse agree 

m - W:.:,~C T?e source and o r ig in  of commodities and 
rat:onal,:y of serv ices  (except ocean shlpprng) flnanced 
~ - c e s  r y e  G r a r t  w::? funds eazmarked for SADCC from t h e  
1990 a n d  fu ture  f l s c a l  years '  Development Fund for Afrzca 
(DFA) account shall be the countzies included I n  A I D  
Geographlc Code 9 3 5  or the Unrted S t a t e s  w i t h  respect  t o  
fore ign  exchange c o s t s  and SADCC member s t a t e s  included * 
~n Code 935 w i t h  respec t  t o  local currency cos t s .  Ocean 
shlpplng frnanced by AID under the Projec t  s h a l l ,  except 
a s  A I D  may otherwlse agree i n  wrr t ing,  be financed only 
on f l a g  vessels of :9e countr:es lncluded i n  A I D  
Geographlc code 9 3 5  or the Un-ted S ta tes .  

Alr 

Where appl icable ,  t ransportat ion by a l r ,  flnanced under 
the  Grant, of property or persons, w i l l  be on c a r r i e r s  
holding Unlted S t a t e s  c e r t ~ f i c a t r o n  t o  the extent servlce 
by such c a r r l e r s  1s avarlable .  



ATTACHEMNT C 

BUDGET 

A d d i t i o n a l  A I D  C o n t r i b u t i o n  
$ us 000 

A. S t u d i e s  t o  be  conducted  by SADCC S e c r e t a r i a t .  

S i x  i d e n t i f l e d  studies 500 

C o r r e s p o n d i n g  workshops/seminars/conferences 100 

O t h e r  f u t u r e  s t u d i e s  360 

Cor respond ing  workshops/semlnars/conferences 100 

SADCC S e c r e t a r i a t  Sub t o t a l  1060 

B. Suppor t  t o  SADCC R e g i o n a l  B u s i n e s s  C o u n c i l  

S t u d i e s  300 

f r a l n l n g  and I n f o r m a t i o n  Drs semlna t lon  470 

fcc9nical A s s i s t a n c e  
Long term \ 

Short tcrm c o n s u l t a n t s  

Inbes tmen t  and T r a d e  Promotion Activities 75 

O p c r a t r o n a l  S u p p o r t  

Con t l n g e n c i e s  

SRBC Sub t o t a l  1900 

E v a l u a t r o n  and a u d r t s  40 

TOTAL 3000 

A d e t a l l e d  l i n e  budge t  w i l l  be i nc luded  I n  Imp lemen ta t ion  
Let ter  No. 1. 



APPENDIX 7 

PRIVATE SECTOR PROJECTS IN THE SADC REGION 

Angola 

Angola has no pnvate sector projects 

Botswana 

The Botswana Enterprise Development Project (BPED) 1s the Mission's pmclpal pnvate 
sector undertidung BPED alms to mcrease the number of pnvate Botswana-owned enterprises 
m non-mineral sectors of the economy and to mcrease new jobs m these sectors These 
objectives are to be achleved by lrnprovlng the policy envuonment, upgradrng managed and 
entrepreneurial slulls, and promotmg new mvestrnent The project E bemg implemented by the 
Botswana Confederation of Commerce, Industry, and Manpower (BOCCIM), the Muustry of 
Commerce (MCI) and the Botswana Development Corporatlon The project seeks to strengthen 
BOCCIM's role In the policy-makmg process, provide a long-term advlsor to MCI's Department 
of Indusmal Affairs, and help to restructure the MCI's Trade and Investment Promohon Agency 
It has a major tramng component m whlch the Peace Corps wfl asstst Investment promotion 
will finance trlps to and from the Umted States, The project assgns advlsors to the Botswana 
Development Corporatlon to Identify potentlal lnvestors The project also will facllltate access 
to credlt finance study tours 

Lesotho 

Lesotho has no prlvate sector program as such, but three ongomg projects m Human 
Resources Development, Agricultural PoI~cy, and Natlonal Resources Policy contam elements 
that support the pnvate sector The Human Resources Development Project provides a grant 
to the Lesotho Chamber of Commerce and Industry (LCCI) for staff support and trarnrng 
actlvules, The grant was Intended to support an Execut~ve Duector for K C 1  The Cbamber 
has had four such A I D - funded Executive Duectors, but each has left and there 1s none m 
place at present K C 1  also has been used as an "umbrella orgamzat~on" for pnvate sector 
tralmng m the areas of trade and investment (fundlng trips by busmessmen to conferences m 
Arusha and Gaborone), small busmess (utllrzlng tramers from the Nabonal Umverslty), 
accounting (hution grants), women m business, rural busmessmen, labor w o n  slull t r a m g  

A National Resource Policy project 1s endeavonng to open up Ilvestock marketmg to the 
pnvate sector It seeks to make herders' associations more self-sufficient, and to persuade 
livestock herders become more responsible for range conditions by contnbutlng to range 
mamtenance and rehab11 ltatlon 

The Lesotho Agricultural Pollcy Support (LAF'S) Program has been concerned with 
gettmg a parastatal out of the agricultural mput supply busmess and g e m  the pnvate sector 



mto rlus busrness In 1991, the Mission comrnissloned a study of ways m whch it might assist 
the agnbusmess development in Lesotho, but it has not yet selected any of these areas for 
concentraQon 

Malawi 

The Malawi Enterpnse Development (MED) Program seeks to support policy reform 
favomg the expansion of the private sector m Malawi The prqect is tied mto a World Bank 
IndustIlal Sector loan which is in turn part of Malawi's structural adjustment program Most 
of MED's resources are devoted to non-project assistance A relatrvely small project component 
seeks to support the revitalization of existmg busmesses and the creation of new enterpnses, 
through techcal  asslstance to small and med~um-slzed, modem sector busmesses m Malawi m 
the pnvate cornmerc~al and industrial sector, through techcal assistance, studies, and trallllng 
This component mcludes a grant to the Internat~onal Execubve Service Corps, short term 
techcal  assistance to SME institutions, long term techmcal assistance for the establishment of 
a umt trust, and other smaller activities Th~s project has not provided asslstance to busmess 
associations 

The Human Resources and Institutional Develop (HRD) project, camed out by the 
Academy for International Development has been focussed pmcipally on tralmg and small 
busmess In the past, ~t has worked w~th the Associated Chambers of Commerce and Industry 
of Malawt In sponsoring a tour group visit to the Uruted States and provided tralnrng for two 
persons on the Chamber staff It also has provided a computer and copymg equipment At the 
tune of the vis~t of the Assessment Team's field vis~t, assistance m developmg a Master Plan for 
the Chamber was under consideration 

The Mozambtque Prwate Sector Rehabil~tation Project seeks to rehabilitate Mozambique's 
pnvate sector by lncreaslng the ava~lab~lity of agricultural 1nput.s and by lmprovmg public and 
pnvate sector management skills Business assoclatlons, which are bemg strengthened through 
management assistance, are used as conduits for tramng Government offic~als receive techcal 
asssstance and traming to plan and unplement rehabilitation act~vities The project supplies 
farmers with agricultural equipment and inputs The projects seeks to mvolve the pnvate sector 
in marketmg of malze and to involve pnvate sector truckers m food distnbubon 

Namibia 

No Pnvate Sector Programs 



Swazi1 and 

The Swaziland Busmess Development Project focusses on development of small 
busmesses, providing assistance m the fields of credit, developmg linkages between small and 
large firms, and strengthemng busmess associations 

The Commercial Agricultural Production and Marketmg Project seeks to mprove the 
policy envronment for commercial agnbusmess, strengthen private sector capacity through 
trallung, help small farmers produce and sell horticultural and spec~alty crops m local, reg~onal, 
and export markets 

The Mission recently completed design of the Flnance and Enterpnse Development 
(FED) Project This very complex undertakmg is Intended to provide substantla1 mcentives for 
reform m the financial sector Busmess associations might be mvolved, but are by no means 
at the center of the project's target Some consideratron has been given to assistance to pnvate 
sector marketing of maize and rice 

The Zambia Mission has three current projects which are bemg used to support the 
prwate sector The Private Enterprise Support project teams VITA with Zambian NGOs 
primarily engaged in distributing small hammer mills and oil presses and helpmg set up small 
scale businesses to mill grain and process edibles oils Two trammg projects, the Afncan 
Trarnmg for Leadership and Skdls (ATLAS) Project and the Human Resources Development 
(HRD) Project have been used to train public officials in non-statist approaches and to mprove 
the skills of businessmen The Mission is about to undertake a project to accelerate the process 
of divestiture and privatization It also has on the drawmg board a project that wdl deal with 
the enabling environment for privatization Th~s project probably wdl focus on credit and 
financial mechamms The Zambia Mission is not currently worlung w~th busmess associations 
and has no present plans to do so It is conceivable that VITA make seek to Interest Zamb~an 
busmess associations in becoming involved with 1t.s small busrness project 

The Mission has three pnncipal pnvate sector projects The Zrmbabwe Busmess 
Development (ZBD) seeks to test the effectiveness of fostemg growth of pnvate enterpnses 
through facilitating local and forelgn investment and expandmg mdigenous enterpnses A pdot 
project component will examine the compet~tlve potentla1 of establishmg an EPZ, promote 
llnkages between large and small firms, and possible lnvolve IESC m a partnerdup with a local 
counterpart orgamzatlon to render assstance to Zunbabwean firms An analytxal component 
w ~ l l  carry out studies of mrcroenterpnses, develop a productive sector database, and perform 



research on unplementation support Zimbabwean busmess associations were mvolved m the 
design of the llnkages activity and may be mvolved m ~ t s  unplementation 

The Zunbabwe Gram Marketmg Reform Support Program gives non-project assistance 
to the Government of Zlmbabwe to reduce marketmg controls and p e m t  greater pnvate sector 
participahon m the gram tradmg system The Zunbabwe Pnvate Sector Housmg program 
provides non-project assistance for pollcy reforms that are expected to result m more production 
of affordable housmg for low income households, mcreased pnvate financing of low mcome 
mortgages, and expanded local production of lower cost bulldlng matenals The Program is tled 
to a U S Housmg Guarantee Loan and a tecbca l  assistance grant The project wlll provide 
needed forelgn exchange for plant and equipment for the bulldlng matenals rndustry and remove 
a varlety of constraints to housing construction 

The Mission also manages projects m its Southern Afnca Reglonal Portfolio whlch are 
m support of the prlvate sector in such areas as transport, natural resources, agriculture, trade 
and mvestment pollcy, and soon to be m telecommurucations 



APPENDIX 8 

MISSION'S DRAFT ON PROJECT CHRONOLOGY AND BACKGROUND 

This section provides background and context to the evaluation team It should be checked and 
verified dumg the evaluation team's detailed mvesogations 

A SRBC Chronology 

In October 1986, SADCC held a Semlnar for Busmessmen at Victona Falls m which a number 
of resolutions and conclusions were made to support the region's "enterpnse" cornmuruty 
Following this seminar, SADCCIS cowtuted an Advisory Group of Busmessmen to assist in 
following up on the conclusions and proposals 

A second seminar was held in Gaborone m February 1987, whch endorsed the establishment 
of national business councils, whch would become constituent members of a regional busrness 
council The busmess council network would serve as the vehlcle for consultations amongst the 
region's business commumties, and between the busmess commumty and the SADCC member 
states, on matters of production, enterpnse, and mvestrnent The SADCC Council of Mmsters, 
also meeting in Gaborone m February 1987, endorsed the proposal to establish the councils 
provided that they would not be "government [i e , SADCC member government] funded", and 
that "any requests for external assistance should be cleared with the SADCC Secretanat" 
Ftnallq , although SADCC were to recognize and encourage the councils, they were not to 
become formal organs of SADCC 

SADCCIS, following the Council of Ml~sters  resolution in February 1987, sent communications 
to all member states requesting that the SADCC Contact points convene a national seminar for 
business at whtch the formation of the nauonal business councils would be discussed SADCCIS 
also requested that the Agriculture, Industry and Trade, and Mmng Sector Coordlnatmg Uruts 
convene regional seminars for the business communxty to review thelr sectoral programs 

In November 1987, a thlrd seminar for Business was held m Harare to review progress since 
V~ctona Falls and Gaborone At the Harare seminar, the Executive Secretary of SADCC 
regretted that none of the seminars requested earlier were convened 

Reacting to the Executive Secretary's comments, the business commuruty at Harare mdicated 
that tn some cases the SADCC National Contact Points in their governments were not receptive 
to the business comrnun~ty's imtiatives The commuruty was also concerned about overlap and 
duplication with existmg national business associations such as chambers of commerce, and 

' The enterpnse sector is used by SADCC to mean the en- busmess commulllty, 
regardless of whether ownersh~p is public sector, pnvate sector, or rmxed 



existing regional associations, such as the Belra Corndor Group, whlch was expandmg its role 
to promote Investment in the region Fmally, both Malawi and Zimbabwe stated that they had 
taken steps to establish busmess councils 

At the Harare conference, the Executive Secretary reiterated the commitment to establish the 
busmess council network, and elaborated on thelr roles The nabonal busmess counclls could 
propose projects through the SADCC member states for mclus~on on the SADCC Programme 
of Action, and the regional business council could send project proposals to the relevant SADCC 
Sector Coordinating Unit They would provide lnput mto the region's pol~cies concemg trade 
and mvestment, translate the SADCC Programme of Action lnto commercially viable projects 
and mvestment, and involve the business comrnulllty lnto the promooon of regionaI cooperahon 

By early 1988, four councils had been formed, m Zmbabwe, Zambia, Lesotho, and Malaw1 

In March of 1989, the first SRBC General. Councll meetmg was held m Harare, with all nine 
countries attendmg 

In May of 1989, the first Board meetmg of SRBC was held m Gaborone, where the budget and 
financing plan recommended by the SADCCfS was approved with slight modification, as were 
the terms of service of SRBC staff A number of measures were adopted to Insure coopernoon 
amongst the national business counclls 

July 1989, SADCCIS, after a review of the PID, strongly suggested to USAIDIZmbabwe that 
the proposed SAW Export Enterpr~se Support (EES) project should utilize the SRBC/SNBC 
network, instead of developing a contractor field office network REDSOIESA is asked to 
undertake an evaluat~on of the capab~lit~es of the SNBC network to implement the EES project 

In October 1989, REDSOIESA submitted a report on four of the national business councils to 
USAIDIZimbabwe The assessment concluded that the four busmess counclls (Botswana, 
Lesotho, Swaziland, and Malawi) required additional assistance or restructumg before they 
could unplement EES activities The assessment recommended that a thorough defmtion of 
msututional needs be undertaken dunng EES project paper preparaQon 

In a letter of November 1989, USAIDIZimbabwe a u t h o d  the use of up to USD 386 thousand 
of the SADCC Technical Support Grant to be used to establish a Secretanat for SRBC (some 
could have been used for re-comm~ssion~ng a study on investment codes) No substantive goals, 
objectives, or expectations for SRBC were specified in h s  letter, nor apparently m any other 
cornmumcations between USAID/Zimbabwe and the SADCC Secretanat 

November 1989, Dr Bbenkele, seconded from ZIMCOM m Zambia, starts work as the lnterun 
Executive Director, worlung out of the BOCCIM offices m Gaborone 

In January 1990, the second Council meetmg was held m Blantyre, Malawl It was agreed to 
base the SRBC Secretanat m Gaborone The counclis were advlsed to prepare reports for 



USAID/Zunbabwe on resource requrrements before the end of February 1990, and ratlfied the 
appomtment of the Intern (for 12 months) Executrve Director, seconded from the ZIMCOM 
(Zambla) Note that a quorum was not achleved 

In March 1990, development of the SARP EES project was halted by USAIDfZunbabwe due 
to meconcilable differences m approach with AIDIW 

Around March 1990, the activitres specrfied m the USAID grant to come were worked out 
between USAID/Zmbabwe staff and the Executive Drrector Accordmg to the records, these 
actlvioes were developed and submitted to USAID/Zunbabwe without consultat~on with the 
SRBC Council or Board, because of the "emgencles of tunen 

In Apnl 1990, the thud meetmg of the Councd was held m Lesotho 

April 1990, cable send to AID/W by USAIDfZlmbabwe rndlcatmg that a pmclpal justification 
for supportmg the SRBC IS to unprove crediblllty and establish a track record of the SRBC so 
that it "could generate and marntain the level of support from rts constituent nat~onal counclls 
necessary to achleve ~ t s  broad 0bje~tlVe~ and attam eventual financial sustamabd~ty" (Harare 
2628) 

July 1990, the fourth meeting of the Council was held m Gaborone Only four members showed 
up and no quorum was achleved Note that no fundrng was prov~ded to participants for 
attending 

The Grant to the SADCC Secretariat was signed by USAXD/Zmbabwe rn July 1990, and by the 
Executive Secretary in August 1990 USD 1 9 mill~on was earmarked for the SRBC 

In December 1990, the dlrect hlre AID/SADCC Liaison posltlon resident m Gaborone, was 
abol~shed Management of SRBC grant shlfted to the new contract poslt~on of USAID Southern 
Afrlcan Reglonal Trade and Investment Advisor, resldent m Harare 

% 

In Apnl 1991, the fifth Council meetlng held m Gaborone, with a quorum attendrng (and grant 
fundmg avadable for participation) Concern was expressed that the list of actmties to be 
funded under the grant dld not lnclude strengtherung the md~vldual natlonal busrness councds 
The Council requested to the USAIDlZimbabwe representative that fundmg for SRBC be 
contmued beyond the current expiration date 

In July 1991, the Needs Assessment Workshop was convened m Harare to dlscuss the Needs 
Assessment Study, and to lay out strategies for the SRBCfSNBC network 

The surth SRBC Councd meetmg was held m Maputo m January 1992 A quonun was not 
acheved (only per diems were provided. not transport) 



Swaziland m April 1992 was host to the SRBC Annual General Meeting The Board was 
replaced by an Executive Committee of the Council 

Fmally, the grant expues m 31 August 1993 Note that the language of the grant requlres 
SADCC and SRBC jointly to develop an amonable plan for f m c m g  SRBC, Independent of 
AID fundmg, 18 months before th~s expuatxon date The date of subrmssion would have been 
March 1992 

B Other Regional Business Organtzations m the SADCC Region 

The Preferential Trade Area has established a regional busmess orgammon, the Federation of 
Chambers of Commerce and Industry, and Agriculture (PTNFCCIA) Note that e~ght of ten 
SADCC counmes are also PTA members 

The Amencan Chamber of Commerce in South Afnca has mooted the possibility of expandmg 
therr mandate to become the regional American Chamber of Commerce for all of Southern 
Afma 

C A I D and other donor projects of relevance m the SADCC Region 

At the bilateral level most if not all of the AID missions m the SADCC region have supported 
one or more of the business associations that are the constituents (or hosts) of the national 
business councils 

At the regional level, USAIDlZ~mbabwe expects to receive a jomt proposal from IESC and 
VITA to provide a reg~onal trade and investment advisory service Detads are not available at 
the tune thls PIOIT was drafted L~rnlted support to analyze and promote regional economc 
integration, in conjunction with the World Bank and the European Communxty 

The Nordic/SADCC Advisory Group has been established to promote trade and mvestment 
between the Nordlc counmes and the SADCC region They are also actively cons~demg 
funding of SRBC projects and possibly operations 

ACCODA, the European Parliamentary foundation, is developmg a proposal to work through 
SRBC to promote trade and investment between Southern Afnca and Europe 

The SADCC Industry and Trade Coordinating Division, based m the Mmstry of Trade and 
Commerce of Tanzania, attempts to coordinate donor support for various projects meant to 
promote industry and trade throughout the SADCC region 



Performance Chronology #3 

TRADE AND INVESTMENT DEVELOPMENT 

SBC has helped m the area of trade and mvestment Below is a chromcle of SBC activities 
which have supported h s  mtiatlve 

March, 1989 - First Meetmg of SADC National Busmess Councils, Harare, Zlmbabwe Among 
other thmgs this meetmg charged NBCs to submit bankable projects to the Secretanat 

January, 1990 - Second SBC Council Meetlng, Blantyre, Malawi Th~s  meetmg agam resolved 
to have bankable projects submitted by February 28, 1990 so that these could form the basis of 
the Busmessmen's Conference 

March, 1991 - SBC Business Conference, Mangoch~, Malawi There were 125 partupants, of 
which 25 were donor agencles and potential Investors (only one mvestor from outside the 
region) Bankable projects submitted by the SBC members were presented The mam objective 
of the conference was to facilitate busmess investment m the SADC Region by bmgrng SADC 
Project Sponsors face to face wlth financiers and technology persons from both w i t h  and 
outside the region The international and regional busmess commumty SBC recogmed the 
following shortcomings in the Conference (1) locatlon was too difficult to get to, (2) not enough 
extra-regional Investors, (3) needed more and better prepared projects, (4) needed to change 
program to give more tlme (up to 213) to one-to-one talks between project proponents and 
potential mestors Recommended a consultant be hired to orgame next Conference and expert 
from UNIDO or elsewhere be found to help prepare the projects 

June 1991 - Study commissioned by SBC Council of demand and supply potential of 
intermediate capital goods 

a- April. 1991 - Needs Assessment Study For the SADC Regional Busmess Council, prepared by 
M~chele Gamty, finallzed Six months in preparation Assessed strengths, weaknesses and 
needs of the NBC's, including trade and Investment prronties of local busmess commumties 

July, 1991 - Regional Business Councll Needs Assessment Workshop, Harare, Zlmbabwe 
Focused and provlded recommendations rn areas which rncluded investment promotion and 
expon promotion Workshop resolut~ons were submitted to the Board and Council to form the 
SBC regional agenda and the NBC's nat~onal agenda As approved by the Council, the 
resolutions were made part of the Annual Work Plan 

August, 1991 - SBC submlts SBC Work Plan and Nat~onal Agenda for National Business 
Councils to SADC/S and USAID It tncluded the followtng proposed actwibes related to trade 
and mvestrnent 



APPENDIX 9 

SBC PERFORMANCE CHRONOLOGIES 

Performance Chronology # 1 

DEVELOPING RELATIONS WITH THE SOUTH AFRICAN BUSINESS COMMUNITY 

SBC has taken a leadership role m lrutiating contacts wlth the busmess commwty of South 
Africa Below is a chromcle of the SBC activities by means of whch these contacts were 
developed 

March, 1991 - SBC Business Conference, Mangochl, Malawi There were 125 participants, 
of which 25 were donor agencies and potential mvestors The mam objective of the conference 
was to facilitate mvestment m the SADC Region Leaders of key South Afncan busmess 
organizations were ~nvited by SBC and the conference provided the fvst opportuIllty for senous 
discussions with them As a result of these contacts, representatives of SBC were lnvited to 
South Africa to meet with South Ahcan busrness organzatiom 

October, 1991 - SBC Council Chairman and Executive Dlrector meet with the Busmess 
Associations in South Afnca Natlonal Afncan Federated Chamber of Commerce 
(NAFCOC)(black), South African Chamber of Business (SACOB) (wlute) They also met with 
representatives of large European companles It was agreed that SBC should establish a 
committee of eminent business persons to establish formal relations with South African 
companles and establlsh busmess relationships 

October-November, 1991 - Second Regional Business Conference Inter-Country Trade and 
Sustainable Development, Harare Sponsored by CZI, FNF, SBC and Busmess Council for 
Sustainable Development The Conference resolved that consulta~ons cont~nue with South 
Afncan business on the development of post-apartheid cooperaQon 
November, 1991 - First Meeting of Ernment Group of Busmess Persons to Monitor 
Developments in South Ahca Members G Jaffb, Chaman, G Matenge, A Carnlho 
Discussed minutes of meetmgs with business associations in South Ahca and resolved to open 
dlalogue with these orgamtions It was agreed that the a m  of the Commttee was to momtor 
the developments in South Afnca and advise businessmen and SADC governments on the hkely 
impact of these on business relationships w~th South Afnca 

January, 1992 - Flrst vis~t to South Afnca by Eminent Group of Busmess Persons, led by Mr 
Frank Baffoe The purpose was to follow up on leads generated by Mr Pamck Mafafo, a South 
Afrlcan busmessman, at the Malawi Investment Conference The group met with development 
lnstrtutions and banks to establlsh possible sources of capital for projects and to idemfy poss~ble 
sources of techca l  assistance from South Afrrca 



January, 1992 - Seventh SBC Council Meeting, Maputo, Mozambique The Councd agreed 
that South African o r g m t i o n s ,  SACOB and NAFCOC, should be mvited to jom the Council 
meetings as observers The Emrnent Group of Busmess Persons reported on thelr tnp to South 
Africa National Busmess Councils were encouraged to approach South African Banks dlrectly 
to f u n c e  specific projects 

January, 1992 - Annual Consultative Conference SBC submits position paper m support of the 
theme Future Economic Relations m Southern Afnca The Pomt of View of SBC (prepared by 
Imam Associates) The paper contamed analyses changmg relationship with South Afnca 

February, 1992 - Emment Group of Busmess Persons agam visits South Afrrca Met with 
representatives of NAFCOC, SACOB, and other South Afncan organmtions Began senous 
dlalogue on cooperation Agreed to exchange regular visits Agreed that whle governments 
could not yet cooperate, busmess could 

Apr~l, 1992 - SBC Second Annual General Meetmg, Manzuu, Swaziland NAFCOC and 
SACOB from RSA were present 

August, 1992 - Eminent Group of Busmess Persons, represented by Mr Jaffu and Mr 
Thomson, visit RSA for discussions with busmess orgamzations South Afncan orgamzahons 
agree to rotate their representatwe to SBC depending on the subject matter Subjects for 
immediate focus should include 1) power. 2) movement of capital, 3) movement of people, 4) 
data exchange % 

Septemher/October, 1992 - Eminent Group of Busmess Persons (full group) meet with 
representatives of RSA to draw up formal agreement on how they will cooperate 

October 1992 - Eighth SBC Councll Meetlng Representatives from RSA again present as 
observers As pan of the Council meeting, they held a mint-workshop on the subject of the role 
of the prlvate sector in the South Afncan economy 

? 

CONCRETE RESULTS TO DATE 

1 Busmess leaders of Southern Afnca are now talking to business leaders of South Afnca on 
a regular and sustained basis 

2 The Development Bank of South Afnca provided techrucal input to a workshop m Lusaka, 
Zambia on the role of development banks m South Afnca 

3 ESKOM of South Afnca is cooperatmg with SBC to develop a workshop on rural 
electnficat~on to boost the development of ma11 scale busmess m the SADC countries 



4 The National African Federated Chamber of Commerce m South h c a  (NAFCOC) has 
agreed to provlde assistance to SBC m the production of a trade and Investment guide book on 
the SADC countries 

5 Balrds Cornrnumcat~on of South Ahca has prepared a comprehenswe project proposal to 
develop the tounst industry w i t .  the SADC countries Funding is now bemg sought 

6 Several South Afncan banks have Indicated they now welcome receivmg projects 
proposals from Southern Ahca 



Swaziland m Aprd 1992 was host to the SRBC Annual General Meetmg The Board was 
replaced by an Executive Committee of the Council 

Fmally, the grant explres m 31 August 1993 Note that the language of the grant requires 
SADCC and SRBC jointly to develop an actionable plan for financmg SRBC, mdependent of 
AID fundmg, 18 months before t h ~ s  expiration date The date of submssion would have been 
March 1992 

B Other Regional Busmess O r g m t i o n s  m the SADCC Regm 

The Preferential Trade Area has established a reglonal business organcation, the Federation of 
Chambers of Commerce and Industry, and Agnculture (PTNFCCIA) Note that eight of ten 
SADCC countries are also PTA members 

The Amencan Chamber of Commerce m South Afnca has mooted the possib~lity of expandrng 
theu mandate to become the regional Arnencan Chamber of Commerce for all of Southern 
Afnca 

C A I D and other donor projects of relevance m the SADCC Region 

At the bliateral level, most if not all of the AID mlssions m the SADCC region have supported 
one or more of the busmess associations that are the consotuents (or hosts) of the national 
busmess counclls 

At the regional level USAIDIZmbabwe expects to receive a jomt proposal from IESC and 
VITA to provide a regional trade and investment advrsory service Detalls are not available at 
the time this PIOIT was drafted Lunited support to analyze and promote reglonal economc 
tntegration, m conjunction wtth the World Bank and the European Commumty 

I 

The NordicfSADCC Advisory Group has been established to promote trade and mvestment 
between the Nordic counmes and the SADCC region They are also actively considemg 
fundmg of SRBC projects and possibly operations 

ACCODA, the European Parliamentary foundation, is devefopmg a proposal to work through 
SRBC to promote trade and investment between Southern AErrca and Europe 

The SADCC Industry and Trade Coordinatmg D~vision, based m the Mmstry of Trade and 
Commerce of Tanzania, attempts to coordinate donor support for various projects meant to 
promote Industry and trade throughout the SADCC region 



November, 199 1 - Chambers of Commerce Execuuve Workshop, Gaborone, Botswana, 
sponsored by CIPE All ten SADC countries sent representatives To tram Chamber managers 
in policy analysis and dialogue and general chamber management Partlapants evaluated the 
Workshop very positively However, participants were mostly jumor employees of the nat~onal 
Chambers, so not as effective as it might have been Those present made a commitment to 
develop work plans and reports for thelr Chambers 

December, 1991 - Three visits were made by SBC to Nambia to assist them to establish a 
National Busmess Council As a result, by the end of the year, the Namibia National Chamber 
of Commerce and Industry emerges as the NBC 

March, 1992 - Fmt  Newsletter produced Provided mformation of use by local affiliates To 
be d~stributed by affiliates to their members 

Apr~l, 1992 - SBC staff meets with Swaziland busmess comrnumty to provlde assistance m 
upgrading the~r NBC 

June, 1992 - Second issue of Newsletter Much better quality 

September, 1992 - Chamber Development Officer b e d  His task is to provide techca l  
asslstance to local affilrates 

September 1992 - SBC staff holds meeting w~th S~emens Nlxdorf to develop a computer 
net~ork system wh~ch will complement the existing fac~l~ties of TINET at PTA and INVIPRO 
at SBC S~emens agrees to develop the software and prov~de hardware to some of the National 
Busmess Councils in the form of a grant 

December 1992 - Expert hired as Chamber Development Advlsor for one year His task is to 
organize tralning for local affiliates and to train the Chamber Development Officer 

Apnl. 1993 - Second Chamber Development Workshop (CIPE funded) 

Concrete Results to Date 

1 National Business Councils, serving as apex orgamzations for national-level busmess 
organizations, have been establ~shed In eight countnes 

2 SIEMENS has agreed to prov~de a grant of computers, software and mformation system 
trainmg to each nat~onal-level apex organization and to SBC 

3 SBC staff and expert have been hired to provide dlrect techmcal assistance and trarnrng 
to local affiliates 



Investment Promotion 
a Workshop on pnvate and publrc sector cooperation, 
b A workshop for National Busmess Councll staff on mvestment promotion 

techmques and strategies, 
c A semlnar for the regional busmess comrnumty on m t m g  respectable mvestment 

project proposals, 
d Institution of the SBC Busmess Conference as an annual event, 
e The institution of an SBC mvestment advisory group, 
f SBC short-term consultants to assist m the design and implementation of national 

workshops to b m g  together officials from the national mvestment promotion 
agencies and nat~onal busmess councils 

Export Promotion 
a Set up an Export Promotron Workmg Committee to assist NBCs m setting up and 

developmg their own export promotion umts, 
b SBC to carry out workshops, seminars, buyerlseller rneetmgs, demand surveys, 

etc in the export field m the region, 
c SBC should facrlitate the trarnrng of cornmema1 attaches m the region, 
d SBC should expand its contacts with donor agencies for financial and techmcal 

assrstance m export promotlon, 
e SBC to provide assrstance m export promobon to Angola and Namrbia SNBCs, 
f SBC should encourage efforts of member states to harmonm and rationalize 

export lncentlve packages and trade policies where these will enhance intra-SADC 
trade, 

g SBC should make efforts to consult regularly and interact with the PTAJFCCIA 
on trade matters 

December 1991 - SBC Trade and Investment Promot~on Officer in hued His task IS to 
organize and carry out the above program 

February, 1992 - Supply and Demand Study completed for SBC by Imam Assoelates The 
purpose of this study was to determine the supply and demand potenual of mtermxilate cap~tal 
goods In the regron The study identrfied sectors in whch mtra-regional trade could be 
lncreased and suggested specrfic actrons SBC could take to stimulate these 

March, 1992 - Buyer/Seller Meeting held m Gaborone Based on results of Supply and Demand 
Study, a meeting was held which drew together potentral buyers and sellers m the region to 
negotiate deals As a result of the success of this effort, SBC was requested to contmue to 
organlze srmilar events durrng the year 

June, 1992 - SBC Investment Advisory Carnmrttee meets for first tune m Gaborone, Botswana 
The purpose of the Cornm~ttee was defined as "To provide a consultat~ve mecharusm whch 
draws on regional expertise to advise SBC on major lnvestrnent uutlatwes m the reglon " It was 
decided that the Committee would always focus on a smgle topic The mbal top~c was the 
revlew of a study by a SADC consultant, entitled "Guidelmes for Establishment of Investment 



Centres In SADC " It was md~cated that SBC intended to have rnvestment conferences slrnilar 
to the 1991 Buslness Conference m Malaw1 on an annual basis The Committee w~l l  ~dentify 
and review bankable projects m the reglon to be presented at these conferences 

July, 1992 - Flrst Meetmg, SBC Trade Adv~sory Comrmttee to review study, entitled Review 
of the Study of SADC Export Development and Promotion Strategy The Committee drafted 
a report on the subject whch was provided to the SADC Secretanat 

August, 1992 - A Trade Mrssion to follow-up on Gaborone Buyer/Seller Meetmg was carrled 
out from Botswana to Zamb~a Orgamed by SBC and BOCCIM 

Concrete Results to Date 

1 Although the quantities are not known, some mtra-reglonal trade orders have been wntten 
either at or as a result of the buyer-seller meetlng and the trade mission 

2 A Trade Advlsory Committee and an Investment Committee have been formed, have met 
and have ident~fied Issues for imtial focus 



Performance Chronology #4 

ADVOCACY OF POLICY AND REGULATORY REFORM 

SBC has helped m the area of advocacy of policy and regulatory reform Below is a chromcle 
of SBC activities which have supported this lmtiative 

February, 1987 - Semlnar for Busmessmen, Gaborone, Botswana on the subject of "Investment 
in Production" Eight countries sent representatives Held on the day precedmg the Council 
of Mimster's Annual Consultative Conference Defined constrants and made recommendations 
for action, as seen from pnvate sector perspective Most of these related to policy and 
regulatory reform These were passed on to Council of Mmsters rneetng the following day 

December, 1990 - Regtonal Business Conference Change - Our only Constant, Victoria Falls, 
Sponsored by CZI, FNF and SBC Resolved that SBC investigate modalities for structuring 
a framework for regional economtc mter-dependence, that SADC and PTA be merged as soon 
as posstble, that every effort be made by businessmen to persuade governments to reduce or 
withdraw bureaucratic delays and opportumties, that busmessmen m the region support their 
regional bustness orgamtions, and through them seek participation with economic development 
of their countries 

March 1991 - SBC Business Conference, Mangocht, Malawt There were 125 participants, of 
which 25 were donor agencies and potential investors The mam objectwe of the conference was 
to factlttate business investment in the SADC Region by bnnging SADC Project Sponsors face 
to face with financiers and technology persons from both within the region and outside the 
region The international and regional bustness cornmumty also provided mput to the SADC 
Secretartat on the SADC industrtal Development Strategy Policies document 

July, 1991 - Reg~onal Business Council Needs Assessment Workshop, Harare, Zlmbabwe 
Focused and provided recommendations in areas which included policy dialogue process and 
development of poltcy analysis capactty Workshop resolutions were submtted to the Board and 
Council to form the SBC regtonal agenda and the NBC's national agenda As approved by the 
Gouncll, the resolut~ons were made part of the Amual Work Plan 

August, 1991 - SBC submtts SBC Work Plan and Nattonal Agenda for National Business 
Counclls to SADCIS and USAID Pan of SBC's mlsston was defmed as " to develop 
sophrsticated policy and analysts and effecttve mechamsms for reachtng governments " Taking 
into constderatton this mission statement and the results of the Needs Assessment Study, SIX 

pnorlty areas were identified for the achievement of the overall SBC rmssion Specific proposed 
activities included 

1 Policy Dtalogue 
a A workshop for Nat~onal Busmess Councll Executives on Pollcy Analysis, 



b The institution of SBC's issue-orrented committees to make recommendations 
through the SBC Secretanat to the vanous SADC organs and sectoral workmg 
committees, 

c The lnstltutlon of an SBC trade advisory group, 
d The institution of an SBC investment adv~sory group, 
e Facil~tation by the SBC of a chamber exchange program 

November, 1991 - Chambers of Commerce Executive Workshop, Gaborone, Botswana, 
sponsored by CIPE Tralned Chamber managers m policy analys~s and dialogue and general 
chamber management 

January, 1992 - Annual Consultatwe Conference SBC subm~ts positlon paper m support of the 
theme Future Econom~c Relat~ons In Southern Afnca The Point of View of SBC (prepared by 
Imani Assoc ) 

February, 1992 - Study on the Supply and Demand Potentla1 of Intermed~ate Cap~tal Goods 
Completed for SBC by Imam Development, Ltd Included recornmendat~ons on policy and 
regulatory reform 

April. 1992 - Second Annual General SBC Meetmg SBC staff recommends to Council that 
SBC focus more attention on advocacy of policy and regulatory reform 

June 1992 - SBC Investment Advisory Committee meets for first tune in Gaborone, Botswana 
The purpose of the Committee was defined as "To provide a consultat~ve mechamsm wh~ch 
draus on regional expertise to advise SBC on major Investment mtiatives in the reglon " It was 
dec~ded that the Committee would always focus on a single topic The tmt~al topic was review 
of a study by a SADC consultant, entitled "Guidelines for Establishment of Investment Centres 
ln SADC " It was indicated that SBC Intended to have investment conferences sunilar to the 
1991 Busmess Conference In Malawr on an annual basts The Cornrn~ttee wdl identify and 
review bankable projects in the region for presentation at the Conferences 
. 

hly ,  1992 - First Meet~ng, SBC Trade Advlsory Cornm~ttee to revlew study, enQtled Review 
of the Study of SADC Export Development and Promotion Strategy Results of the revlew were 
presented to the SADC Secretanat 

Concrete Results To Date 

1 Have for the first tune organued meetrngs of the business cornmumty whch {rovide 
busrness people w~th a venue for thtnklng about, d~scussing and malung recommendations on 
policy and regulatory Issues 

2 Have cornmiss~oned studies whlch have been used as the bas~s for d~scussions by the 
busmess comrnunlty and also as the bas~s for dialogue with the SADC Secretanat 



Appendlx 10 

WORLDWIDE ASSISTANCE TO REGIONAL BUSINESS ORGANIZATIONS 

A INTRODUCTION 

This Appendlx reviews assessments of assistance to regional business associations other 
than SBC, surnmanzmg the lessons learned from thew expenence It recapitulates the results 
of written evaluations and mcorporates addit~onal mformation and judgements provided by 
knowledgeable lnformants 

As far as we have been able to determme, there have been seven assessments of 
assistance to regional business associations which are pertinent to the crcurnstances of SBC 

o Evaluation of the Pnvate Sector Investment Assrstance Project (1982) 

o Evaluation of the h v a t e  Sector Investment Assistance Project (1984) 

o Evaluation of the Pnvate Sector Investment Assistance Project (1987) 

o Evaluatton of the Small Enterpnse Assistance Project (1988) 

o Evaluation of the Portfolto of RDOIC's Pnvate Sector Office (1988) 

o Evaluation of the Small Enterpnse Assistance Project (1989) 

o Evaluation of FEDEPRICAP (1991) 

The first three of these were evaluations of RDO/C'sl then on-gorng assistance to the 
Canbbean Association of Industry and Commerce (CAIC) The fourth was part of a "cluster 
evaluationn of several projects providing assistance to medium and small-scale enterpnses The 
fifth was part of a regronal pnvate sector program evaluation The slxth was an evaluahon of 
two projects wh~ch had been merged into one The seventh was a mid-term evaluation of 
ROCAP's2 assistance with the Federatton of Pnvate Entlties for Central Amenca and Panama 
(FEDEPRICAP) 

RDO/C is A I D 's Regional Development Office for the Canbbean located m Barbados 
The pmcipal focus of its program IS on lesser developed countries of the Eastern Cmbbean 

* ROCAP IS A I D reglonal ofice for Central Amenca and Panama located m Guatemala 



CAIC's membership is drawn from the island nations of the Caribbean together with 
Guyana in South Amenca and Belue in Central Arnenca Most of CAIC's members are located 
in former British colomes, although the French temtones of Martmque and Guadaloupe are also 
mcluded A I D 's, assistance, mtially undertaken m 1981, IS scheduled to be completed m 
December of 1992 

A I D 's program of assistance to the Federation of Pnvate Enbties for Central Amenca 
and Panama (FEDEPRICAP), though mdlrect at the start, can be traced back to 1985 The 
current project is scheduled to terrmnate m 1992, but A I D fundmg is expected to be extended 
with declimg yearly contributions 

Other donors have followed A I D 's lead m funding act~vities carried out by CAIC and 
FEDEPRICAP However, to our knowledge no other development mtitution has irutiated 
assistance to a regional association whose charter to represent the entlre busmess commumty 
A I D and other donors also have prov~ded assistance to range of other regional activities, 
del  very systems, and lnstltutions mcludlng credit umons, cooperabves, and individual sectors 

Section B of this chapter exarnmes A I D 's experience with the Canbbean Association 
of Industry and Commerce (CAIC) Section C with the Federation of Pnvate Entities for 
Central Amenca and Panama (FEDEPRICAP) Section D descnbes other forms of donor 
assistance to regional bustness association Section E provides a summary of lessons learned 
Section F provides concludtng comments 

B THE CARIBBEAN ASSOCIATION OF INDUSTRY AND COMMERCE (CAIC) 

This sectton starts wlth a descnptton of CAIC's background and hstory It then 
summarizes the results of each of six evaluat~ons of A I D assistance to this organlzation carried 
out in 1983 1984, 1987, 1988 and 1989 respectively A concludmg subsection bnefly describes 
the current status of the funding for CAIC's activities 

1 Histoncal Overwew 

The Canbbean Association of Industry and Commerce (CAIC) was formed in the 1940s 
as the Federation of West Indian Chambers of Commerce Since its mcept~on, it has been a 
reglonal organlzation representmg pnvate business In its early days, it was closely tied to a 
local business establishment of old, wh~te plantation, tradmg and commercial families - a 
traditional power base of considerable Importance before mdependence The organnation was 
reconstituted in 1955 as CAIC, establ~shed in Trinidad It was one of the few regional 
institutions in the Canbbean at a tune when most of the islands were bed more closely to thelr 
colomal admimstrators m Europe and North Arnenca than they were to each other 

Independence came to the larger Canbbean natlons m the 1960s, accompmed by 
democratic mtitutlons Nationalism and populism were strong trends m early political 



campaigns, in spite of the misgivings of regional mtellectuals about the vrabillty of small, 
isolated island natrons without some sort of Integration 

Dr Eric Williams, first P m e  Mmster of Tmdad, worked most mtensely for a West 
Indian Federation, but centrifugal forces and the smaller nations' fear of dormnation by the 
larger Jamaica and Trmdad and Tobago kept these plans from cormng to fruition 

Businesses with a regional perspective were CAIC's natural constituency, and a potential 
source of support for public figures promohng the cause of regional mtegration However, 
dunng the 1960's, many CAIC members and other busmessmen with a Caribbean onentatlon 
were Identified by much of the publlc as "big busmess " As such, they represented an unpopular 
minority, who perceived themselves, and were perce~ved by others, as betng very much at odds 
with the political mainstream of the reglon Contacts between such busmessmen and government 
officials, ~f they took place at all, were carefully screened from the eyes of the public, lest they 
provoke unfavorable comment or political consequences In some countries, few businessmen 
had any access to political leaders at all In th~s  inhospitable atmosphere, many businessmen 
all but withdrew from public-pnvate dlalogue Essentially, they took the attitude that they could 
get along best by ignoring the public sector and hoptng that the public sector would lgnore them 

Durlng the 196'0s and 1970s. the presidency of the CAIC moved from island to island 
Each president made use of hls own company facilities to carry out CAIC affavs There was 
no permanent CAIC office or secretanat, although the CAIC Articles of Association were 
established in Tnnidad As far as many members were concerned, CAIC existed more m name 
than in reallty It had no program or plans, few funds, little or no Influence in the public arena, 
and provided little in the way of services 

A second major attempt at reglonal Integration in the public sector took place dunng the 
late 1960s, initiated by then Prime Minister Burnham of Guyana, Pnme Mimster Barrow of 
Barbados, and Pnme Minster Bird of Antigua, which was qulckly supported by Dr Williams 
The new orgawt ion  was known as the Canbbean Free Trade Area (CARIFTA) and was 
formed tp part as a response to the EEC and ~ t s  plans for "stabilmng" trade tn sugar (1 e , 
protecting European sugar producers) At the same tune, there developed a growmg tnterest m 
a Caribbean Cornmumty to facilitate co-operation m culture, educahon, and sports Pnvate 
sector support was solicited for CARTFTA on a low-key basis, and CAIC was the regional 
resource drawn upon for thls purpose, but CAIC and the pnvate sector m general were still 
maintaming a very low profile 

The Caribbean Common Market (CARICOM) took over from CARIFTA m the early 
1970s. and included the concept of the Canbbean Commuruty, although in practice, the umty 
achieved was much less than had been envisioned Oil pnces began to nse m 1973, and 
although the net impact to most economies was negative, oil wealth m Tmdad  and elsewhere 
created new markets and fostered the development of manufactmg m the regron But the 
chmate for busmess was growlng less and less favorable 



During the 1970s, there was a strong polit~cal movement away from free-market 
economies m many nat~ons m the Canbbean As~de from Cuba, th~s  trend was strongest in 
Guyana and Jamaica, and later (after the demtse of the government of Eric Gary), in Grenada 
Prune Mmster Bishop's polit~cal and economic expement m Grenada was cons~dered by many 
soc~al~st and populist politicians as a good model for the region Political confl~ct m Jamaica 
between the pro-busmess Jamaica Labour Party and the mcreasmgly anti-busmess People's 
National Party was becoming vlolent 

Oil wealth accrued by the publ~c sector m Tmdad  was used to mvolve the government 
more deeply m the economy The PNP admlmstration m Jamaica unposed heavy taxes on ~ t s  
baux~te industry, whlle the Guyanese admimstrat~on nationallzed them Governments and much 
of the public throughout the reglon felt that the publlc sector should be act~vely mvolved In the 
economy prov~dlng services, guaranteeing employment, and "ensumg an equitable d~stnbut~on 
of Income " 

The mtellectual commumty and many politic~ans m the region were qulte hostile to 
busmess in general and busmess groupings m part~cular, and the hostility was mutual At h s  
pornt, CAIC still represented the old, mostly whlte commerc~al establishment - a grouplng whch 
had antagonisms not only w~th the labor movement and much of the publ~c sector, but w~th many 
of the new manufacturers and small entrepreneurs as well The economlc and polit~cal 
d~fferences were strongly remforced by ethmc cleavages 

Busmessmen (both the old comrnerc~al establishment and the new entrepreneurs) in many 
countries felt besleged In the face of lncreaslng government regulat~on, taxat~on, and 
nat~onalization From Guyana, Grenada, and even Jamalca, enterprises were actually closing 
d m  n and leaving The ones remaining considered the exodus to be an omlnous trend, and were 
afmd that the reglon was m danger of changmg irrevocably In 1979 and 1980, a number of 
prominent Canbbean busmessmen (most of them still core members of a moribund CAIC), felt 
the need for a grouping to counterbalance the anti-business drift m the reglon 

At the same tlme, USAID was re-exmmng their mode of asslstance to the regron Up 
until that pomt, they had been cha~el l lng most of theu assistance to the region through the 
Caribbean Development Bank The M~ssion was part~cularly mterested m fmdlng a vehicle of 
direct assistance to the prlvate sector The U S was also growmg concerned w~th the polit~cal 
and economic trends In the reglon USAID officers lnvolved m cap~tal and pnvate sector 
development In the reglon met wlth the key members of the reg~onal busmess commumty, 
lncludlng the (then) current president of CAIC and the (future) first pres~dent of a rev~talued 
CAIC The~r efforts converged, and USAID mdlcated interest m provrdmg financial asslstance 
for certaln functions wh~ch could be undertaken by a revltallzed CAIC 

T h ~ s  interest led to a conference of promlnent reglonal busmessmen and USAID offic~als, 
partially funded by USAID As a result of th~s conference, a steermg committee was formed 
and a formal decision was made to elect new leadership to CAIC, to rebudd the mstltution, to 



finance new activities, and to become more mvolved m economlc policy malung m the region 
In short, they voted to commit themselves and thelr resources to revitalumg CAIC 

The core group of busmess leaders felt that m order to ensure the survival of the pnvate 
sector in the region, they needed 

o uruty w~thln the busmess cornmuruty, and 

o a more positive and co-operative amtude towards government and the rest of 
Canbbean society 

For the first tune, the owners and managers of the Canbbean's leadmg pnvate f m s  
began to reach out to the newer and smaller members of the busmess cornmuruty - manufacturers 
and small traders and providers of services This was a signrficant step Socially, the old 
business establishment had looked down on the new entrepreneurs and made few efforts to 
Interact with them Now CAIC sought them out and proposed a dialogue and a common effort 
for creatlng a better clunate for pnvate sector busmess m general Although the pnonties of 
the two groups were often divergent (e g , the manufacturers sought protection and assistance 
while the traders sought relationships with extra-reg~onal markets) the new emphasis was on 
mutual concerns such as social and economic stability, and a reduction of regulations and 
taxation 

In order to implement thelr common agenda, the CAIC sought to present a more positive 
tma_re to the publ~c at large, one which emphasized their role m providmg employment, income, 
and fore~pn exchange 

More importantly, they recognned a need to project a more enlightened position to the 
rest of society in the region (which was simultaneously moving toward the political center, 
disappornted w~th the results of past pollc~es in the region and increasmgly wary of trends m 
Guyana and Grenada) They recognized a need to distance themselves from positions and 
att~tudes wh~ch had isolated them in the past and to demonstrate a smcere willmgness to 
cooperate with labor and consumer groups as well as wlth the public sector 

To supplement their contacts with USAID, these business leaders conferred with overseas 
organizations of West Indlans, such as the West India Committee m England (the old sugar 
lobby in the Commonwealth), Caribbean/Central Amencan Action m the U S and Canadian 
Associat~on for Latin Amenca and the Caribbean in Canada The overseas orgamations 
provided advice, moral support, and expectations of financial baclung to supplement substantially 
the resources pledged by the core group itself 

The CAIC core group sought a more specific formula for solvmg thew mutual problems 
They took considerable care m recrurting an Executive Director who could command respect 
among public sector officials, reglonal leaders, and potential CAIC members throughout the 
Canbbean 



For th~s  posibon, they sought out and recruited Mr Patterson Thompson, the possessor 
of a combination of experience, qualifications, regional identity, and high-level contacts whlch 
most Caribbean observers deemed to be umque Mr Thompson spent the early years of hls 
career m major Bntish-owned conglomerates m Guyana, workmg prmcipally m the areas of 
accountmg and finance He then served as Guyana's Ambassador to the Umted Nations 
Subsequently, he was named Chef Executive Officer of the Guyanese parastatal responsible for 
bauxite production, which was operated profitably under hls direction Mr Thompson 
established a reputation for mtegnty, astuteness, s0~ial consciousness, and political courage 
which made hun widely esteemed m the Canbbean 

The members of the Board who selected Mr Thompson were themselves heads of major 
Caribbean corporations They saw the position for which they were recruitmg hlrn m terms that 
were famillar both to themselves and to Mr Thompson -- as the equivalent of a corporate "Chief 
Executive Officer " Mr Thompson was given the full support of the Board and a free hand in 
selecting and managing hls staff 

With the help of a consultant funded by USAID, the leadershp of CAIC articulated their 
ideas for the organvation in a 1980 document entitled "Creatmg the Future " Thls document 
presented a plan of actlon tied to program goals 

Major activities included recruiting new members, providing t r a m g  and techcal 
assistance and pledges to 

publicize the purposes and actlvlties of the orgarmation, 

develop methods of responding to publtc interest, 

encourage a positive business-community relationship, 

unprove the publlc-policy and cornrnumty-unage clmate for busmess effectiveness 
by working with public officials, 

promote new and expanded busmess activity to create jobs and raise Income 
levels, 

promote exports of Caribbean industries, 

help Identify opportunities for entrepreneurship within the region, 

work for a more equitable distribution of the fruits of pnvate enterpnse between 
people of the Canbbean nations and between the nations themselves w1th.m the 
Commonwealth Canbbean 



"Creating the Future" described a structure for the new orgarmation whch would, among 
other things, "mvolve the top busrness executives m a strong policy development and 
participatory role, develop a meantngful partnershp between busmess and governmental 
agencies, and develop a membershp base that wlll, m a penod of three to four years, 
elminate the need for grants and p e m t  the Association to be adequately financed on a self- 
sustaimng budget " 

The new CAIC established an ofice m Barbados, adopted new Articles of Association, 
set up a professional secretanat, slgned a cooperative agreement with USAID, and began to 
Implement their program on the basis of a detailed p l m g  guide The Articles of Association 
and the plamng gulde called for the establishment of departments of Orgamzational Affalrs, 
Business-Government Relations, Economlc Development, Tecbcal  Assistance and Traimng and 
established an ambitious set of goals and tunetables for each 

The political and economic cllmate in the Cmbbean changed markedly dunng the 1980s 
The soc~alist government m Grenada was removed from office The governments of most 
natlons In the region (with the exceptions of Cuba and Guyana) were supportive of the pnvate 
sector, willing to listen to the representatloris of the pnvate sector, and to take the mterests of 
the private sector into account in the malung of policy 

The criticism of the busrness cornmuruty muted considerably witlun the press and the 
unwerslry community CAIC and local business groupings were accepted by government leaders 
and In some countries, sought out for their views 

Newspapers In the reglon, whlch had earher ignored busmess news, now published a 
busmess page, and reported the views of local busmess on current events Regional instimtions 
such as Caricom, the Canbbean Development Bank, and the Cmbbean Examinations Council 
(publ~c education) consulted regularly with CAIC CAIC was granted observer status with the 
Carlcom Council of Mlrusters - Joint Consultatwe Group (mcludmg attendance at regular 
Carlcom Heads of Government Annual Conferences and Council of Trade Mmsters meetings, 
and speclal meetings on Cancom Rules of Ongin, the Common External Tmff, and Fiscal 
Incentives) 

Evaluations conducted by the A I D Mlsslon found that, although sigmficant socio- 
economic cleavages continued to exlst withrn the busmess cornrnumty itself, CAIC contrnued to 
represent a force for uruty across divergent interests between traditional commerce and the new 
entrepreneurial manufacturers, between the More Developed Counmes and the Less Developed 
Countnes, and among the different language groups m the region 

Publlc officials mterviewed dunng these evaluations made note of a more enl~ghtened 
attitude In local businessmen toward labor and consumer groups, ecolog~cal/env~ronmental 
issues, and toward potential new entrepreneurs CAIC's vigorous lobbymg m favor of a human 
rights treaty before Cancorn and for stiff envuonmental protection laws m Antrgua were noted 
and appreciated Echomg these themes, busmessmen m each of the lslands visited by the 



evaluat~on teams credited CAIC wrth givmg them a sense of umty, provrdmg an effectwe 
common voice, and re-establishmg a sense of pnde m thelr contributions to socrety 

On the one hand, larger socral, politrcal, and economc forces were obvrously at work 
contributing to the changes outllned above (m contrnental North Amenca and Europe as well as 
the Canbbean) Some might say that CAIC was smply ndmg the crest of the wave On the 
other hand, rnterviews with public officials throughout the regron, as well as members of the 
business community, support the clam that CAIC and its affiliates were mportant actors m 
shaping constructive change 

2 Evaluatrons of A I D Assistance to CAIC 

Thrs Subsectron summarizes the SIX evaluations of A I D assrstance to CAIC The first 
three of these evaluations were of the Pnvate Sector Investment Assistance Project (PSIAP) 
PSIAP funded CAIC's "core component" (mncluding advocacy functions and activltres onented 
to CAIC's main constituency throughout the Cmbbean) from 1981 through 1987 The fourth 
was of the Small Enterpr~se Assistance (SEA) Project (undertaken m 1986) wkch was focussed 
on mlcro enterprises and small and medium-slzed busrnesses m the Lesser Developed Countnes 
of the Eastern Caribbean In 1987, the two projects were merged under the rubnc of the SEA 
Project A SEA Project evaluation camed out m 1989 was of thls merged project An 
evaluation of RDOIC's pnvate sector program (1988) viewed assistance to CAIC m the larger 
context of the Mission's Private Sector Program 

1982 PSIAP Evaluation Re~ort 

The first comprehensive evaluation of CAIC, dated March 30, 1982, was prepared by 
Catherine A Pearson. Associate Director, CarlbbeanlCentral Amencan Action Ms Pearson's 
awgnment was to evaluate CAIC's progress in achieving the purposes for which it was granted 
USAID fundlng under the PSIAP cooperative agreement, effective June 1981 through December 
1982 This was the imtial start up phase of AID funding and of the revrtallzaQon of the 
morlbund CAIC 

The report s u m m m d  the overall revltal~zatlon process by observmg that CAIC had 
performed extremely well in those matters essential to the m e d i a t e  establishment and Impact 
of the revltai~zed orgamtton Pearson concluded that CAIC, dumg rts first year after 
revrtallzatlon, had established itself as a major player rn the Cmbbean scene, had successfully 
rallied the support of rts former and new members, had gotten under way quickly with a strong 
Executwe Dlrector and staff, had stimulated the revitalmtion process in local affiliates, and was 
moving promptly into an action mode with responsive pilot programs 

However, m those matters most essential to the long term abil~ty to sustain an effective 
program -- fiscal control, efficient internal adm~mstration, lean staffmg, strong strategic 
plamng, good Internal commumcatlon, morale-bu~ldmg management practices and mutually 



sat~sfying donor relations -- CAIC's performance revealed senous weakness requmg immediate 
attention 

The 1982 report recommended that AID extend its grant to CAIC and renew it at 
increased levels Specific recommendations were made to both CAIC and USAID As 
concerned CAIC, these recornrnendaQons included lmprovlng fiscal and admrnrstrative 
procedures, lrnprovlng its relationshp with AID, establishmg long-term strategic p l m n g  
procedures, and settmg up an emergency process to ensure that a new program and budget could 
be in place m the m e d i a t e  future The recommendations pertawg to AID mcluded the need 
to give an expression of confidence and commitment to CAIC, to establish a closer relaoonshlp 
with CAIC more as an equity partner than banker/supervisor, to make an m e d i a t e  effort to 
correct past difficult~es, and cons~der new fundrng areas rncludmg a deputy dlrector slot and 
technical positions within CAIC 

In retrospect, the most noteworthy aspect of the 1982 evaluation is the extent to whlch 
the findmgs, conclus~ons (both positwe and negative) and recommendations (for both CAIC and 
USAID) were to repeat themselves over the years 

The 1984 PSIAP Evaluat~on Re~ort 

The second evaluation of CAIC, submitted m March of 1984, was prepared by Elmbeth 
Warfield, then of AID/Wash~ngton, m collaboratron with William Phelps and Michael Deal of 
RDO/C It focussed on the penod b e g i m g  January 1983 and runmg through early 1984 
Durmg th~s period, CAIC was concentrating on ~ t s  advocacy role for the pnvate sector m the 
repon and on providmg speclfic services to ~ts members 

The object~ve of A I D 's cooperation wlth CAIC was prunmly to enhance CAIC's 
adm~n~strat~ve capaclty so that ~t could play a leadlng role in the revitalization of the region's 
prlvate sector Toward th~s objective, USAID sought the following 

CAIC must have the admimstrative ability to adequately represent the pnvate 
sector's interests m the reglon and to assist its allied mstitu~ons m becomlng 
more active at the local level, 

CAIC's actions must result m a mobllvation of resources among the regions's 
pnvate sector, and 

The efforts of CAIC and ~ts afillates must have a dlrect Impact on the region's 
production and product~v~ty 

In general, CAIC rece~ved h~gh marks for achevmng recogmtion as the voice of the 
pnvate sector withm the reglon as a whole, and for ~ t s  ability to umte and mobilize the pnvate 
sector behmd common goals On the other h a d ,  national level efforts, m pamcular the 
rev~talltation of the local affiliates, were found to be notably less successful In part, USAID 



had been unwlllmg to fund the type of lnstltutional development whch was bemg requested 
(infrastructure, staff and tramng) In other cases, local leadership was lackmg to take positlve 
advantage of the asslstance offered The report suggested llrnited assistance to the national 
prlvate sector bodies m the OECS on a matchmg bass and for a llrmted penod of tune It 
recommended that the Economc Development Department work more closely with exlstlng 
investment promotion agencles and project identification efforts 

The assessment of CAIC's Internal management pomted to the mltigaoon (but not the 
solution) of several problems Identified m the 1982 report These Issues mcluded a continued 
lack of strategic long term p l m g ,  and lunited unprovements m the AID-CAIC relat~onshp 

Specific recommendations for CAIC management flowlng from the evaluation mcluded 

1 The creat~on of a new position of Assistant Dlrector for Admmstration, (also 
proposed in the 1982 evaluatlon), 

2 Management techrucal assistance for CAIC Itself, 

3 Efforts to update CAIC's strategic long term plans, 

4 Regularly scheduled consultatwe meetmgs between CAIC and USAID 

The posltlon of Assistant Dlrector of Admrmstration was in fact filled m August of 1986, 
more than two full years after the evaluatlon 

The 1987 PSIAP Evaluat~on R e ~ o n  

The thlrd evaluation of CAIC (June, 1987) was canled out by a four person team from 
LOUIS Berger International, Inc RDOIC's project officer and CAIC's Executive Director took 
and actlve part and made wntten contnbut~ons to the evaluatlon report 

As a busmess association, CAIC's accompl~shments m the areas of polrcy advocacy, 
building of formal and lnfonnal publ~clpnvate networks, changrng the amtudes of its members, 
and creating a new Image of the pnvate sector In the Canbbean reglon were found unpressive 
CAIC's performance as a development inStlNtiOn was judged mlxed Its provision of tralmg 
servlces to ~ t s  members m the OECS countries was rated as well above average by most 
recipients C AIC 's techn~cal assistance recelved more cntlcism, but some of the clearest 
examples of positlve economlc development impact were assoc~ated wlth h s  servlce The 
utillzatton of the Canbbean Basln Information Network, for whlch CAIC had reglonal 
responslblllty was found to be most ummpresslve The Local Affiliate Development Program 
had provlded a needed stlmulus for buslness orgamzatlons m a number of OECS states where 
grass-roots leadershp had been present 



The evaluation found that neither CAIC nor USAID had squarely faced up to the 
dilemmas posed by the intermurmg of advocacy and development functions m CAIC, the 
differing geographc priorities of the two types of activities, and thelr diffemg constituencies 
Postponement of direct attention to these underlymg problems contributed to a confused 
financial strategy and a troubled admmstrative style CAIC's management and orgaruzation 
structure had been designed and operated on a public sector "secretanat" model Though the 
quality of the CAIC professional staff was generally well above average, there were sigmficant 
financial and admimstrative problems, and management had difficulty m complying with USAID 
procedures The growth m CAIC membershp that occurred m the early years of revitalization 
had levelled off and quite probably reversed itself 

The study recommended that CAIC should develop a strategy for expanding membershp 
and membership commitment, particularly in the wealthler countnes m the region from which 
lt derlved 1t.s most sigruficant financial support Conceivably, such a strategy could b m g  m new 
substantial contributors and broaden CAIC's socio-economic base m these countries at the same 
time CAIC's prmary constituency (the larger busmesses m the region) necessanly had some 
priorities and objectives whlch were different from those whch are typical of mternat~onal 
development institutions However, CAIC's enlightened vision of its capacity to Influence public 
policy in directions whlch enhance economic growth, and its abllity to mvolve the busmess 
comrnunlty in development activities were found to make it a natural partner for USAID m 
spec~fic areas of mutual interest The evaluation recommended that RDOIC's funding of CAIC 
should continue assuming agreement on common goals for the future 

Key findings of the evaluation included the following 

1 CAIC has performed two distinctively different, although related, functions advocacy 
and development The heart of the advocacy functlon at the Canbbean regional level is the 
building of networks of influence and the activation of these networks when unportant issues 
arlse A large staff IS not necessanly required for th~s  purpose On the other hand, the heart 
of an AID-funded regional development function is a staffed-up delivery system, whch requires 
attentive management and support Compliance with donor procedures, documentation and 
operational styles is very Important, and generates substantial overheads Neither CAIC nor 
USAID appeared to have senously addressed the problems resulting from the muimg of 
advocacy and development functions 

2 Advocacy and promotion functions normally requue distinctly diffemg management 
styles, qualify lng experience, and professional temperaments Policy advocacy is essentially a 
form of polit~cal and ideational combat, requlnng intellectual and conceptual slull, access to 
centers of power, and ablllty to crystal~ze public opiruon Investment and export promotion IS 

a form of brokerage, requlnng practical knowledge of business, personal salesmanshp, and an 
onentatlon to tangible results The staff of CAIC's Economc Development Department are 
oriented toward policy advocacy and research by tramng, experience, and temperament The 
Econom~c Development Department has not been properly staffed to handle the more prachcal 
investment and export promotion responsibilities whlch it has been assigned 



3 RDO/C and CAIC each has had some m~sgivmgs concemg the objechves, prlonties and 
performance of the other USAID, wh~ch provides a major proportion of CAIC's budget for 
development programs w~thm the OECS states, has been concerned that top management 
prlonties have been too heavily skewed toward CAIC's advocacy functions and to ~ t s  w~der 
Caribbean role, and too little concerned with effective development admmstrat~on and 
ach~evement of development objectives In particular, RDOIC has been concerned with CAIC 
shortcomings in complymg with USAID documentation requlrements and w~th  CAIC's lack of 
progress toward established targets and financ~al self-sufficiency From CAIC's vantage pomt, 
RDOK has too frequently and too narrowly lun~ted its vislon to the OECS states and a has 
failed to give due cred~t to the very substantial resources m tune and money (over and above 
dues payments) which members devote to supportmg CAIC and pnvate sector causes There 
were also concerns with the complexity, intrusiveness, and burdensome nature of USAID's 
requirements, and with RDOIC's failure to provide CAIC w~th clear and tlmely mstructions on 
these requlrements CAIC has followed a policy of providmg support and services to ~ t s  
members regardless of the political complexion of members' governments, and wants the U S 
Government to support this policy - m Guyana, m particular 

4 RDOIC and CAIC have largely compatible, but distmguishably different, objectives and 
constituencies AS a business association, CAIC is dnven by the mterests of rts members and 
by threats to those Interests The ovemd~ng concerns of CAICYs members are w~th preservrng 
stab~lity throughout the Canbbean, protectrng and expandrng then markets, and keepmg the 
prlvate sector alive wherever ~t exists The CAIC functions whch are of most unportance to 
~ t s  members are those of advocacy and networking Development functions are generally 
percelved as mstrumental They create socioeconomic stability, Increase the public 
pohq ~nfluence of the prlvate sector, help with market access But stabil~ty, market access, and 
the ways in which publlc policy affects them are what count most with Car~bbean busmessmen 

5 As a Congress~onally mandated development institution, AID'S prunary target group is 
the poor majority in those lesser developed countries whose policies and relat~onships with the 
United States meet established cntena USAID sees the pnvate sector as an engme of 
development, and free, compet~tlve economies as an unportant means of achievmg development 
As USAID funds activities to release the potentials of market forces and of enterprise, ~t seeks 
to maintain a clear connection between its pnvate sector projects and its mandated socioeconomic 

and country targets 

6 There are some personnel within the donor community (USAID as well as other donors) 
who express d~ssatisfactlon with the notion of fundlng a business association, whose members 
included many of the largest and most profitable firms in the Canbbean In effect they are 
looking for a channel to the leadership of the newer, small and micro fums m the light 
rnanufacturlng and service ~ndustnes But most owners of such small busmesses lack the tune, 
resources and status w i b n  their cornmumties to match the accomplishments of CAIC's 
leadership CAIC's members, clearly operating m thew own enlightened self mterests, have 
adopted the wews that mcreased productwe efficaency, reduced unemployment, unproved livmg 
standards, good labor relations, and eth~cal busmess behavior serve the mterests of the busmess 



community m the Caribbean region That an important and mfluent~al portlon of CAIC's 
constituency IS a social and economlc elite should neither d~squalifL CAIC as an agent of change, 
nor invalidate the 0bjtX3WeS whch it 1s seelung to acheve 

7 There are three basic channels by whch development services can be delivered to 
businesses m the Cmbbean through government-controlled mstitubons, through consultants, and 
through the mdigenous pnvate sector institutions directly The evaluatron evidence examined 
to date by LBII provides no substantial basis for behevtng that public sector or consulting firm 
distribution systems have been more cost-effecbve or have had greater development Impact than 
have the projects Implemented through prrvate associations W i h n  the private sector network 
itself, there are certainly other ways m whch resources could be channelled and other busmess 
leaders who could be uivolved --but not very many of them In the end, one may doubt that any 
effective dellvery system whch is controlled by the pnvate sector and whch has a reasonable 
chance to be self-sustauung can exclude CAIC's basic constituency One may also doubt that 
CAIC's bas~c constituency will devote any substantml amount of resources or creative energy 
to an organization whlch it does not, m the final analysis, control 

8 There is a vlew w~thln the development commumty that the entlre concept of regional 
cooperation is irrelevant and largely unworkable Slrnilarly, some observers assert that credit 
for successes in the field of policy advocacy (mcludmg the tax reform mtlatrve, reduct~on of 
intra-regronal trade bamers) nghtly belongs w~th busmess leadershp at the nat~onal level W~th 
regard to assistance for pnvate business in particular, some have suggested that more funds be 
channelled d~rectly to the nat~onal affilrates of CAIC, and less to the umbrella orgamzatlon But 
many of the same indlvrduals who make up CAIC's Board of Duectors are key leaders w~thin 
therr natronal business orgamtions, and wear several different hats The willingness of CAIC's 
membersh~p and Board to support and contrrbute to regionally-oriented efforts suggests that they 
are not impractrcal, that a substantial portion of the pnvate sector m the reglon is behmd the 
notion of reg~onal cooperatron and believes that CAIC can be a positive force w~thin it 

9 The purposes of USAID and of CAIC are by no means   den tical However, most 
institutions funded by USAID around the world have dject~ves, values, and pnontles whch 
d~ffer in some sigmficant ways from USAID's own The area of common mterest between 
CAIC and USAID is very substantial Neither mtitutlon need mist that the other become its 
clone in order for there to be an effective partnerdup between the two 

10 There have been sigmficant strengths and shortcomings in the performance of both 
RDOIC and CAIC during the course of thls project and some evidence of clashes m 
organizational style Overall, however, the Cmbbean reglon has benefitted from the 
collaboration between CAIC and RDOIC, and the achievements of the project have been 
remarkable 



The 1988 SEA Evaluation Report 

A three-person evaluation team from Louis Berger International, Inc undertook a an 
evaluahon of a "cluster" of SIX small enterprise assistance projects m 1987-1988 One of these 
was the Small Enterpnse Assistance (SEA) Project, whlch provided assistance to small 
businesses through National Development Foundations and to medium-scale buslness through 
National Coordinating Committees The evaluation found that assistance rendered through 
National Development Foundaoons (NDFs) was quite effective, but that assistance to medium- 
scale busmess (non-NDF component) had been stalled by A I D condibons precedent requlmg 
that National Coordinatmg Committees have a composition broadly representative of the buslness 
commuruty before activities could be undertaken The evaluation found that m most countnes 
operational committees meeting the prescribed standards had not been formed and recommended 
that the conditions precedent be dropped 

The 1988 Pnvate Sector Program Evaluat~on Re~ort 

Asslstance to CAIC was cons~dered in the context of RDO/C9s full pnvate sector 
program in an evaluation report prepared by a three-person team m February, 1988 The report 
ranked projects according to thelr nsk factors (highly innovative, moderately mnovatlve, largely 
conventional) and outcomes (h~ghly successful, moderately successful, largely unsuccessful) 
It found PSIAP to be highly innovative and moderately successful, the NDF component of the 
SEA Project moderately innovative and highly successful, and the Non-NDF component of the 
SEA project h~ghly innovative and largely unsuccessful at that tune 

Wlth respect to the cholce of reg~onal delivery mechamsms for the Mission's private 
sector program as a whole, the report stated 

The pursu~t of institutional goals has been complicated by a fundamental m~smatch 
between the instltutlonal development objective of the program (encouraging the 
independence and self-sufficiency of lmplementlng organuations), on the one hand, and 
RDO/C*s admirustratrve responsibility as a key llnk m the cham of accountability and 
control of U S Government funds and project assistance, on the other These two 
objectives of self-suffic~ency and control can be brought Into reasonable balance, but they 
cannot be optimized simultaneously RDOlC has used reg~onal busmess and cooperatwe 
associations, profit-making project financing institutions, consultmg fums, and 
institutions controlled by the public sector as lmplementmg organilzations 

There have been a number of problems In the relationshp between RDO/C and those 
lrnplementing regional assoclatlons (e g , CAIC and CCCU) which have strong and 
independent leadership andlor alternative sources of funds Although the pattern of 
USAID funding clearly has been very important to both unplementmg associations, 
sustainability Issues have not been squarely and collaborat~vely addressed 



Profit-malung financial services organrations lmplementrng USAID Canbbean programs 
(e g , CFSC and LAAD) generally have sought to maintarn good relations with RDOtC, 
even m the face of some sigmficant difficulties On the other hand, they have not 
permitted themselves to be "mlcro-managed" by RDOIC Instead, they have quietly and 
firmly pursued internally established busmess pol~cles designed to assure thelr contmurty 
and survival 

Where RDOIC has used consulting firms as unplementing organations (PDAP and 
HIAMP), the hlghest degree of flexlbrlity and responsiveness to RDOIC guidance and 
instructions appears to have been acheved In the case of PDAP, this flexibllrty was 
accompamed by relatrvely high costs and shared responsibility for some unsatisfactory 
results In the early years of the program Institutional successors to the consultmg fm 
were not Identified untll the eleventh hour and equippmg successor mstltutions to perform 
the funct~ons of the consulting fum were delayed too long 

Publlcly owned institutions tend to survive, even though the project functions which they 
implement may atrophy when outsrde fundlng stops The Canbbean Development Bank 
undertook no new pnvate sector agnbusmess loan activities when the fundmg from the 
RDOIC's Reglonal Agribusiness Prqect were exhausted CDB reduced ~ t s  level of 
financing of small and medium-slzed businesses through national Development F~nance 
Corporations when EIP II was completed It has contmued to finance Industrial Estates 
as it dld before EIP 11 With the termination of the Infrastructure for Productive 
Investment Project, the Eastern Canbbean Central Bank IS most unldcely to contmue ~ t s  
financmg of pr~vately owned lndusrnal estates and bulldmgs through the commercial 
bankmg system In the Eastern Canbbean Overall, the viability of the mplementmg 
lnstltutions was not seriously affected by the project 

The 1989 SEA Evaluation Report 

At the time of thls evaluatm, the Small Enterprise Assistance (SEA) Project had two 
maln components An "SMEINDF component," undertaken as the onglnal SEA Project m 
February, 1986, accounted for the larger amount of the project fundmg The "CAIC core 
component," had ~ t s  orlgln In 1981 as the Pnvate Sector Investment Assistance Project (PSIAP) 
PSIAP was merged into the SEA Project by amendment m 1987 A four-person team from 
Lours Berger International, Inc carrled out an evaluation of the merged project m 1989 

The evaluation team found that the merged project sewed three dlstinct Canbbean busmess 
const1 t uencres 

Second P r o m  Re~ort Evaluation of the Portfolio of RDO/C's Pnvate Sector Office 
(Louis Berger Internat~onal, Inc February, l988), pp 17-1 8 
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(1) relatively large regional busmesses, most of them headquartered in Barbados, 
Tnmdad , and Jamaica, 

(2) medium and small f m s  mostly located m the OECS States and Barbados, and 

(3) micro enterpnses mostly located rn the OECS States and m Barbados 

The "CAIC core component" whch the SEA project acquued from PSIAP by merger in 
1987 consisted of elements aimed mamly at revitalurng and sustarnrng an orgaruzation whch 
looked for leadershp to the larger Canbbean regional f m s  PSIAP funds defrayed some of 
CAIC's costs of membershp expansion programs, studies used for policy advocacy m national 
and regional fora, trainng and techcal assistance for selected f m s ,  an information network 
used for shamg export and investment opportunties, assistance to national and sub-regional 
business instltuuons, as well as m buildrng the membership of the orgaruzation itself Whlle 
PSIAP served some firms that were medium-slzed by Canbbean standards (and small by those 
used in the Umted States), the project was, m the pre-SEA years, pmarrly identified with a 
program of enlightened busmess leadership supported by the larger firms m the More Developed 
Countries (MDCs) 

The onginal SEA Project (before the merger with PSIAP) sought to combme a new focus 
on the needs of small and medium-sued firms in the region with a conmuation of RDOIC 
asststance to micro-businesses through Nat~onal Development Foundations (NDF's) in the OECS 
countries and through Women in Development, Inc (WID) in Barbados RDO/CYs assistance 
to the NDF s previously had been funnelled through the Dommca Small Enterprise Development 
Project and the National Development Foundatton Assistance Project The SEA project also 
sought to achteve closer collaboration among the various elements of the business cornmumties 
in the OECS countries 

In 1987, at the time the Private Sector Investment Assistance Project was merged rnto 
the SEA project, it was clear that RDOIC's irutlal support of CAIC's revitalization efforts had 
been largely successful CAIC had established itself as a respected and constructive influence 
on the busmess comrnunty and on publ~c policy m the Canbbean region Nevertheless, CAIC's 
handling of ~ t s  development functtons had been quite uneven, ranglng from very good rn some 
cases to quite poor in others Fundamentally, it was apparent that 

o Substantial improvements were requ~red In CAIC's ability to handle the 
admlmstrative requirements of AID financing 

o The organmtlon had not resolved underlying dllernrnas posed by the intermixing 
of advocacy and development functions 

o Relationships between RDOIC and CAXC were too frequently stramed, and too 
often characterrzed by a mutual intolerance of the distinctly different management 
styles of each of the two organuatlons 



o CAIC lacked a realist~c and clearly artsculated financial strategy for the future 

Two years later, both CAIC and RDO/C were found to have made very substantial 
progress in the first three of these areas In these two years, CAIC also had become a leaner, 
better mtegrated, more cost-effective organization for the delivery of development servlces 
Nevertheless, fundamental problems of financial strategy and orgamational destuues remalned 

The prmcipal fmdmgs and recommendat~ons of the evaluation were as follows 

1 RDOIC should add sufficient funds to the project budget to enable the SME program to 
reach its original targets by its PACD If the performance of the SME program 
continues to be satisfactory, RDOIC should cons~der extendmg the program well beyond 
its current PACD 

Total spend~ng on the SEA Project had lagged well behmd the onglnal financial plan, but 
the underlymg dynarntcs of the SEA Project were rap~dly pushmg it toward a prospective 
overrun on the order of $1 8 mill~on The project already had exceeded its targets for micro- 
enterprises but was unllkely to come close to the targets established for Small and Medium 
Enterpr~ses (SMEs) before current project funds are exhausted 

A I D imposed cond~t~ons precedent concemg the establishment and composmon of 
Nat~onal Coordmatmg Comm~ttees In all but one country, the mplementation of the SME 
program was held up for the better part of two years because these condttlons could not 
consc~ent~ously be fulfilled Once they were removed, the nat~onal component of SME servlces 
mowd forward 

SME interventtons were found to have been generally qulte successful in harnessmg the 
enerpes and increasmg the competence of an aggressive and adaptable rlsing class of busmess 
entrepreneurs SEA had demonstrated that ~t could help these entrepreneurs create jobs, expand 
exports, and increase productivity Prospects that the region can finally overcome its chrouc 
dependence CHI outs~de asslstance may well hmge on the performance of the SME target group 
wh~ch the SEA Project has been able to g a l v m  USAID should add funds to the project so 
that at the very least the ortginal SME targets could be achreved 

2 RDOIC and CAIC should consider recovemg a larger proportion of the costs of 
asslstance from SMEs by means of loan financ~ng 

Three-quarters of SEA technical asslstance was bang underwntten m the form of grants 
Many of the SMEs could afford all, or a larger portlon of, the full cost of assistance but d ~ d  
have short term cash flow problems The SEAP contnbut~on for these SMEs could be m the 
form of loans 



3 CAIC and RDOIC should reach agreement on strategies for movmg toward sustainability 
of each of the seven functions whlch RDOIC is presently supportmg through the SEA 
Project 

A project paper amendment prepared by RDO/C had taken sigmficant step forward had 
been taken by addressing issues of sustalnability and self-sufficiency concemg CAIC "core 
functions" in a dlrect and comprehensive way But the financial analysis which ~t contamed had 
three llrnitations Flrst, it did not clearly distinguish among the three types of functions w i t h  
the "core function" basket business association "baselme" functions, development functions, and 
support of admimstrative positions needed for comphance with AID requirements Second, it 
assumed a cut-off of AID funds in 1991 Thlrd, it treated the susta~nability Issue as though it 
were a ball in the court of CAIC, rather than a form of "cooperation game" requmg a common 
strategy for the most effective solution Recognrzmg that RDOIC may not be able to make 
binding commitments for the future, they nevertheless should develop a consensus on realistic 
strategies for dealing with RDOIC support for each of the followmg 

o Membership Development 

o Local Affiliate Development 

o Policy Advocacy 

o Training 

o NDFIWID Program 

o SME Program 

o Administration 

The evaluation presented a recommended program of action m each of these areas, 
treatmg each as requimg distinctly different treatment w~th respect to sustalnabrlity 

Aftermath 

D~scussions between RDOlC and CAIC concemng the extension of some of the elements 
of the SEA project have been inconclusive RDOlC is plannmg to utilue a reglonal o r g m t i o n  
of Nat~onal Development Foundations for this purpose in the future Thus it appears that the 
development functions (and their attendant problems of sustamability) which A I D had 
supported in the past w~ll  be passed on to another organmtlon 

CAIC will be left mainly wlth advocacy functions whch have commanded its larger 
members' support from the start CAIC continues to receive assistance from other sources and 
there is a distlnct possibility that the Miss~on may w h  to lnvolve CAIC m partuxlar projects 



or studies relatrng to the private sector m the Carrbbean m the future Nevertheless, the 
assrstance wrll not be on the same scale as it has been rn the past and a srgmficant chapter m 
CAIC's hrstory will shortly come to an end 

C THE FEDERATION OF PRIVATE ENTITIES FOR CENTRAL AMERICA AND 
PANAMA (FEDEPRICAP) 

A I D 's project prov~dmg assistance to the Federatron of Pnvate Enhtres for Central 
America and Panama (FEDEPRICAP) was undertaken m 1989 The current project m scheduled 
to terminate rn 1992, but will probably be extended wrth declmng yearly contnbut~ons from 
A I D Although the project was formally imtrated m 1989, the hstory of A 1 D rnvolvement 
and fundmg in fact dates back to 1985 

The Federation of Pnvate Sector Entmes of Central America and Panarna 
(FEDEPRICAP) IS a not-for-profit pnvate sector umbrella organzition, enttrely composed of 
national-level orgamzations No mdivrdual f m s  are members of the o r g m t r o n  Its purpose 
is to address problems faced by the pnvate sector development whch requue reglonal solutions 
The founders sought reforms In both the public and pnvate sectors, and thought that the pnvate 
sector should directly influence the socral and economlc development of the regron 

FEDEPRICAP was formed in 1987 followmg a two-year penod m whch a predecessor 
organlzatlon FEDEPRICA (which d ~ d  not ~nclude Panama) had limited success Roberto Murray 
Meza a busmess executive from El Salvador was the moving force behmd both organlzatrons 
Peter Johnson the Drrector of CanbbeadCentral Arnencan Action m Washrngton, DC and the 
organ~zatlon s present Execut~ve D~rector also had leadershp roles m FEDEPRICAP's 
establ~shment ROCAP's first project officer was deeply mvolved m the project des~gn as was 
the CARANA Corporation which provrded consultmg services to FEDEPRICAP dunng most 
of ~ t s  subsequent history The ROCAP M~ssion D~rector was deeply committed to the project 
from the start At the beginning, there was a "bondrng" between the M~ssron, a key busmess 
leader, the Executrve Director, and other key actors whlch had a lastmg effect on the project 

FEDEPRICAP's Executive D~rector (Carlos Manuel Eschevema) IS a former Deputy 
Minster of Plan In Costa h c a  Mr Eschevema has been an executive of Costa RIM'S national 
airline and has operated a Coca Cola distnbutorshrp In Costa h c a  He was educated rn the 
Un~ted States and holds an MBA from Babson Institute 

FEDEPRICAP is an apex associat~on of national-level orgamtions Its members are 
national development rnstltutlons wh~ch recerve fundmg from A I D and traditronal national 
level apex business associations While there are other regional associations representmg 
particular busmess sectors, FEDEPRICAP is the only busmess association representrng the entlre 
busmess commumty at the regional level 



In Central America, the A I D -funded regional busmess associatson was essentially built 
from the ground up The bilateral mssions first built relationsbps with development ~nstitutions 
on a country-by-country basis These national development institutions were founded or 
revitalrzed wlth A I D money m the first instance and became heavlly dependent on A I D 
financ~al support m every case The bilateral missions sought to lnvolve forward-loolung 
business leaders in these mstitutions In the mid-1980's, there was an A I D -oriented business 
constituency in each country holdmg policy views compatible with those of the agency Gwen 
U S concerns w~th  the threat of rnsurgency m Central America and the generous fundmg then 
available for the Caribbean Basm btiative and other efforts, it was not difficult to fmd 
resources for constructive new ideas, of which FEDEPRICAP was one 

FEDEPRICAP's priorities and policy positions have, on the whole, reflected views held 
by a younger generation of business leaders -- those busmessmen who see needs for new 
busmess methods, unproved facilities, policy reforms, attention to non-traditional exports 
FEDEPRICAP's postions by no means please all ~ t s  members all the m e ,  but its status as a 
"puren apex organnation with twin roots m both traditional and A I D -oriented busmess 
constituencies gives ~t considerable freedom of actlon The Conference of the Presidents of the 
Central American States (BIECA) recogwed FEDEPRICAP as the voice of the pnvate sector 
for purposes of representation at its meetings 

FEDEPRICAP provldes support to national-level orgaxuzations m thelr advocacy 
actlvltles, but ~t does not engage in direct lobbying in member countries It carries out public 
educat~on actlvitles in the Unlted States but does not urge specific legislative action on the 
United States Congress 

FEDEPRICAP 's offices are located In Costa Rica, wlule ROCAP's are located in 
Guatemala Thus there is a lack of proxunity between ROCAP's project officer and 
FEDEPRICAP's Execut~ve Dlrector However, ROCAP's project officers have devoted 
substantla1 amounts of time to FEDEPRICAP, and are credited by outside observers with 
unusually hlgh levels of interest and commitment to the success of the project, and wlth enabling 
~t to proceed wlth the flexiblltty it needed to achleve results ' 

FEDEPRICAP's irutial focus was on (1) transportation and the (2) development of capltal 
markets Other pnnc~pal areas have been (3) trade and investment and (4) instntlon bullding 

The CARANA Corporation participated in prepanng the onginal documentation for the 
FEDEPRICAP project and served and prov~ded technical assistance to the project over a penod 
of three years Its contract, whlch prov~ded short term services only, was on the order of 
$600,000 for this penod 

FEDEPRICAP denves less than 20 percent of its fundmg from its members (mcludmg 
those national-level development mtmtlons funded by A I D) It has recently received fundrng 
for spec~fic purposes from the Inter-Amencan Development Bank, and from rnternational 
development agencies m Norway. Japan, and Spam A I D contmues to support 



FEDEPRICAP's overhead budget Persuadmg other donors to support a portion of overhead 
expenses has been difficult, although some progress has been made FEDEPNCAP has sought 
funding from foundations in the Uruted States The financial future of the orgammon appears 
to rest fundamentally on raislng funds from government and non-profit corporations 

FEDEPRICAP was evaluated m May of 1991 by a two-person team provided by 
Management and Busmess Associates of Miam, Flonda Principal fmdmgs of the evaluation 
were as follows 

1 FEDEPRICAP has established itself as the voice of the private sector m the 
region, and is generally taken seriously However, the association's leadershp has tended to 
get too far out in front of its constituencies and needs to pay more attention to its grass roots 

2 It is very difficult for FEDEPRICAP to be a "system of business orgamzations" 
and a "service mstitution" at the same tune In order to handle both of these roles 
s~rnultaneously requres a very clear sense of purpose 

3 FEDEPRICAP's membership is not homogeneous, and faces a basic problem of 
commitment The association has been said not to respond to the mterests of half its members 
(the traditional national apex business assoc~at~ons) The nauonal development entmes (funded 
by A I D ) have different onentations and agendas than do the umbrella chambers The 
development entities are technical and investment-export onented, with special mterests in non- 
traditional products The chamber entitles are activist vehicles defending the mterests of more 
tradlt~onal members, whlch Include wage levels, strike situations, and "banana problems" not 
necessarily concerned with development 

4 FEDEPRICAP has been trying to do too many thmgs for too many constituencies 
at one tlme It needs to concentrate on a few major programs, buildmg on successes to date 

5 FEDEPRICAP should establish a volce at the President Bush's Enterprise for the 
Arnenca's irutiative and the Central Amencan Partnership for Development and Democracy ' 
It should use the latter forum to take the lead for Central Arnerrca m voicmg proposals on 

trade, on how to deal w~th the external debt problem, and how to funnel credit and capital to 
the private sector 

6 FEDEPRICAP wisely chose transportation as its flagshp program Improvements 
in transportation lower costs which are cntical to unports and exports, and th~s  is the sector m 
wh~ch results can best be demonstrated to members It should now concentrate on 
~nstitutionallzing reg~onal and national sh~ppers' councils so that ther negotiatmg capacity 1s 
ma~nta~ned 

' This undedcmg bmgs together the Inter-Amencan Development Bank, the EEC, Japan, 
Mex~co, and the Umted States 



7 FEDEPRICAP has played a fundamental role m helpmg Panama, El Salvador, 
and Honduras to orgame stock exchanges and to orgame stock exchanges into a regional 
association However, FEDEPRICAP should now phase out of its capital mobdlzation activities, 

Ilmiting its functions to possible fundmg m the BOLCEN (Associa~on of Central Amencan 
Stock Exchanges) at that organtzation's request W e  much more could be done regionally and 
nat~onally in the area of capital mobillzahon, the Association has too much on its plate for the 
tune being 

8 FEDEPRICAP has shown too much of a predisposihon to "go it alonen on a 
regional level It should work through complementmg regional organs wherever possible 

9 FEDEPRICAP'S pnonty for institution buildmg should be on its own 
development and governance It could, however, develop an Internal workshop on executive 
management whch then could be taken to national-level organnations 

10 Financial sustalnabllity has had to take a back seat to lnstltutional and program 
development in FEDEPRICAP's pnonties A sustainabllity plan, drawn up by consultants, 
assumes a capability to implement it whlch FEDEPRICAP does not possess The association 
will have to staff up to handle its fundurglcomme~~~al~zation program It will need outs~de 
techntcal assistance to cornmerciallze services, obtam more overhead-sustamg fundmg from 
other donors, and capture endowment funds through debt swaps and other mechamsms 

Not all observers share all of the concerns of the evaluators They assert that the movers 
and shahers in the Central America's A I D -funded development mt~tutlons often are members 
of the same families (and sometimes of the same generations in those families) as the leaders of 
~ t s  tradtt~onal apex organizations Thus what A 1 D funding is domg is to tip the scales in favor 
of progress withm an important socioeconomic leadership stratum, rather than favoring one grass 
roots group over another Some also argue that arguments concemng nsustainability" are vastly 
overplayed The value of Nming a whole generation of business leaders around on matters of 
bustness, economtc, and social pohcy -- so they contend -- is unmeasurable the Umted States 
avoids the expense that could be involved m respondmg to future emergencies, both mdividual 
countries and the region as a whole benefit from services and contacts which busmess leaders 
provide without charge In summary, the argument is that benefits of the underlying changes 
being introduced need to be wetghed against requirements for continued outside funding, and that 
pressing the lssue of sustainabiltty m such circumstances 1s myopic 

D OTHER ASSISTANCE TO REGIONAL BUSINESS ASSOCIATIONS 

As far as we could determine dunng thls revtew, there is no comprehensive list of 
busmess associations worldwide Nor does there appear to be such a list for regional business 
associations The Center for International Pnvate Enterprise (CIPE) m the U S Chamber of 
Commerce started to compile such a comprehensive list m the early 198OYs, but the project was 
not completed We have heard reports that lists have been complled by one or another 



lnternat~onal organmtlon, but our efforts at locatmg them have gone unrewarded Thus there 
does not appear to be a formally comp~led "urnverse" of busmess assoc~ations or of regional 
busmess assoclations worldw~de, one wh~ch could be consulted or sampled m a systematic way 

We sought the adv~ce of knowledgeable donor, busmess assoclatlon, and consultmg 
personnel on the matter of donor asslstance to reg~onal busmess assoclatlons The only 
asslstance to reg~onal busmess assoclatlons whch we were able to discover was that m whlch 
A I D itself has been mvolved Other donors have supplemented or followed A I D asslstance, 
but only A I D appears to have lmtiated assstance to general purpose regional busmess 
orgamtions on ~ts  own Key factors appear to be A I D leadership m the field of private 
enterprise development and the reluctance of other donors to fund the admirnstrat~ve expenses 
of pr~vate busmess assoclations The World Bank has done some ploneer work m the use of 
bustness assoctatrons m connection with export development, but its mtiatlves have been 
dlrected to the nat~onal level 

Over the course of 1t.s h~story, A I D has rendered assistance to a vanety of regional 
assoclatlons and organlzatlons In some cases, th~s asslstance has had l~ttle or no comecoon 
w~th busmess enterprises (e g , asslstance to the Ahcan Adult Educat~on Conference, the 
ASEAN watershed research network, the SADCC Regional T r a m g  Council, and the 
Interscrencta assocratlon for the advancement of sclence m Latm Arnenca) In other cases, 
consultmg or servlces o r g m t r o n  headquartered III the Umted States have provided asslstance, 
on a regronal bas~s, to or through nat~onal-level assoclatlons (e g , IESC asslstance to pnvate 
enterprises through umbrella assoclatlons m Eastern Europe, consultmg firm asslstance m 
expanding non-trad~t~onal exports through the PROEXAG project m Central Arnenca, grants to 
CarrbheanKentral Amer~can Act~on to parr U S Chambers of Commerce w~th those ~n Central 
Amenca) A I D has ass~sted special purpose regronal actlvltles such as providing techmcal 
asslstance to the Caribbean Growers Assoc~at~on, l~nklng of businesswomen's counc~ls m two 
Central Amer~can countries w~th bus~nesswomen In the Umted States, and support of regional 
actrL mes concerned wrth fisheries development 

A I D has supported reg~onal assoclatlons of natronal cred~t umons, both dlrectly and 
through such orgamzatlons as the Cred~t Umon Natlonal Associat~on (CUNA) and the World 
Counc~l of Credrt Umons (WOCCU) A I D has also supported reg~onal assistance m the field 
of cooperatwe development The Bureau for Pnvate Enterpnse has provided a grant to the 
Agribusmess Councd, Inc to burld an emerglng global network of agribusiness trade 
assoclatlons, but we are unaware of any of ~ t s  actlvrtres whch may be of a purely reg~onal 
character 

A I I) has provrded fundrng for actlvltres of the U S -ASEAN Counc~l for Busmess and 
Technology, Inc , a national organizatron in the United States representmg pnvate sector 
Interests In the Assoc~at~on of Southeast AsIan Nat~ons A I D has provided fundmg to CIPE 
(the Center for International Private Enterpnse, wlthm the U S Chamber of Commerce) whch 
In turn has provlded assistance to reg~onal business associations supported by A I D through 
other funding channels Fundrng of servlces of the Internatlond Executive Service Corps (IESC) 
has, on occasion, been mtegrated w~th A I D fundmg of the activlbes of A I D - funded 
reg~onal busrness assoclatlons 


