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I. E X E C U T I V E S U M M A R Y
 

PROGRESS TO DATE TOWARDS ACHIEVING PROJECT OBJECTIVES
 

1985
 
From July (start of the implementation effort) through December
1985, overall RPED Project development proceeded much according
to that envisioned in TNS/R's Work Plan. 
The number of short­term Business Advisory Services (BAS) outputs exceeded plan by
37%, with the increases occurring in the two chronologically
earliest target areas of activity: "Client Contacts to Discuss
Services'(38% over plan) and "Requests for Services Received byTNS/R" (113% over plan). TNS/R achieved 70% of target in "Ser­vices Provided Clients." 
 In the last category of BAS, "Assis­tance Programs Provided," 
none were planned or completed in 1985.
The same pertained to Management Assistance Program (MAP) tar­gets, which require longer maturation.
 

TNS/R's Training and Institutional Development Component also
met 1985 Work Plan targets. The long-term CPA training effort
got under way (occupying far more of the Training Specialist's
time than anticipated); training relationships with l.al insti­tutions were established; and the Specialist evaluated IWAGU's
training activities and trainers' skills. 
She also developed the
scope of work for the Institutional Needs Assessment survey.
At the OA/R's request, TNS broduced that study in December 1985
and began the Demand Analysis study.
 
All expatriate staff were present upon initiation of implementa­tion activities; and three of an anticipated five Rwandan pro­fessionals (Project Advisors) were employed in 1985. 
Local pro­fessional and administrative staff underwent TNS training.
 

1986
 
The 12-month 1986 Project Work Plan targets are not divided by
months or quarters. Nevertheless, it is evident that the RPED
Program achieved tangible outputs during the January-March period
covered by this report. With a planned 1986 shift in BAS effort
from "spreading the news" to work for clients, the rate of new
client contacts were to be halved. 
However, an early, but rather
unfruitful effort to 
contact rural cooperatives rather than urban
enterprises brought the number of new-client first-three-month
visits to 64% of the year's goal. 
 Requests for BAS assistance con­tinued to exceed plan. Seventeen percent of the year's planned
BAS client interventions took place during the period, in the
form of accounting and management systems design and planning.
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By the end of March, a potential MAP client had been identified
and preliminary discussions started. 
(Two MAP clients are to be
signed up in 1986; 
the first by mid-year.)
 

Training/Institutional Development outputs also were generallyon target through March 1986, thewith 40% of year's service ag­reements signed; one of an anticipated three collaborative semi­nars was undertaken (sessions presented to 
development officers
of the Protestant Council); 
and requests for training services
 came in at a high rate. However, none of three TNS seminars to
be conducted during 1986, or the two training consulting servicesto be arranged during the year, took place during the period, asthe Training Specialist continued to spend large amounts of time 
on the CPA Training Program. 

TNS/R's 1986 goal to complete its Rwandan professional staffing
was was set back when one of the three Project Advisors departed
to take a high-paying job for a multilateral agency -- leaving!four vacancies in that position. TNS/R continues to try to fill
the gap. It has completed its key administrative staffing. 

POLICY ISSUES 

Appropriateness of Project Objectives
 
Nine months of Project experience indicate that the Rwandan busi­ness environment may morebe primitive and the local small andmedium enterprise (SME) sector is far less extensive than origi­nally anticipated. 
In all, 80-100 enterprises (20%-25% of which
are public or mixed) have more than 30 
employees, and employ a
total of 14,000; while small enterprise is dominated by farming,
commerce and service industries.
 

Rwandan private development faces basic restraints that have and
will continue to influence implementation of the RPED Project,
including: shortage of educated personnel (only 2%A of the populacehave gone beyond primary school); agriculture is primarily sub­sistence and notcould presently generate sufficient surplus forlocal processing nor increased demand for industrial goods; thesmall internal market and low per-capita purchasing power limitinvestment opportunities; and great transportation problems. 
TNR/R has thus far been unable to find as a longer-term potentialMAP client the medium/large agricultural processing enterprisethat TNS programs in other developing countries have helped so
successfully. 
The firms that process Rwanda's key agricultural
commodities are public or mixed. 
 Although the Government of
Rwanda (GOR) is interested in privatizing many, the process almost
certainly will be long. 
Of 400 or so official, registered private
cooperatives in Rwanda, 80 
are Banque Populaire savings and credit
coops, and the rest are overwhelmingly marketing oriented. 
Al­
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though some may-engage in minor artisanal sidelines, very few
 
are believed to have allied processing enterprises.
 

Because of the priority placed by the GOR, RBD, OAR/R and
TNS on private agri-business development, the evaluator re­
commends that TNS, Inc. recruit, on a priority basis, a 
specialist to o6nduct a six-week survey of Rwandan ag­
related private enterprises and recommend those appropri­
ate for MAP intervention. 

Further to help ensure significant RPED Project impacts in the

BAS and training areas, it is recommended that TNS/R expand Pro­
ject assistance to not-yet exploited sectors --
 including the
service industry (hotels, restaurants, banks, etc.) and quali­fied commercial firms -- that are important to Rwanda's private
enterprise development. Indeed, the manufacturing, service andcommercial sectors often overlap (sometimes within the same firm)
and BAS and TNS training seminar activity in management & organi­zation, marketing, financial planning and other key business func­
tions can be individualized easily to meet the specific needs of
 
each functional sector.
 

TNS/R Work Plans and havefor 1985 1986 undervalued the potential
impact of TNS training courses conducted for the Rwandan business
 
community. 
A sizeable increase in their number (and a broadening

of their audience base) is for the ofcalled during rest Project
activity -- through occasional use of TNS/R's long-term expat­
riate specialists, new medium-term Management/Organization and
Marketing Specialists discussed below; short-term specialists re­cruited for specific sessions; and Rwandan Project Advisors.
 

Appropriateness of Client Selection Criteria
 

Current TNS/R client selection C¢iteria are appropriate and flex­
ible; they will not hinder or limit the employment incidence call­
ed for in the Project design, or by the expansion of TNS/R assis­
tance to the new, not-yet exploited private sector areas recom­
mended above. 
The criteria, therefore, do not require adjustment.
 

Project Staff
 

Position descriptions for expatriate staff are short and general;

they should be expanded into fully detailed job descriptions,
view of potential gaps of responsibility 

in 
and the contemplated en­

largement of expatriate staff. Adjustments need not be made in
their job qualifications summaries. Expatriate staff levels are
 
sufficient for current Project concentration on financial/account­
ing assistance. 

However, there is general agreement that the Project should expand
its areas of expatriate expertise as soon as possible into two 
others cited in the Project Paper and substantiated in the recent
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--Demand Analsis study: Marketing and Management/Organization.
Analysis of Prject Budget vs actuals indicates there is suffi-Cient underspending in the Expatriate Specialist line items to
finance fully the two additional specialists for 2-2k years each.
As for other expertise that may be needed: a Production Technolo­gies Specialist might be assigned on a short-term basis, after
receipt of a substantial MAP assignment; and procurement services
assistance normally can best be provided through backstopping

services from TNS/Kenya and/or TNS, Inc. 

Currently, with two Rwandan Project Advisors on staff and a third- an Agronomist/Agriculturalist -- scheduled to join the begin.
ning of May, TNS/R is only half-way to 
its goal of six local pro­fessionals. 
The current Project Advisors are rated highly in
ability, motivation and effort; some of the Advisors to be re­cruited should possess other functional areas of expertise. Pay
scales are being adjusted upwards to better retain local staff.
 

Measuring Project Impact
 

For micro-economic interventions of incividual RPED Project as­sistance-r-small-scale, practical measurements are most appropriate.
Section III-D of the report recommends and details three such sur­veys: (a) Impact Survey of BAS clients; (b) Impact Survey of
clients; and (c) questionnaires 
MAP
 

to be completed by participantsTNS training seminars and courses. The 
at 

first two would be conduct­ed as part of the Project's formal mid-term and end-of-project
evaluations, and separately as OAR/R and TNS desire. 
The last
would be distributed at the end of each seminar/training course. 

Priorities for the Studies
 

The subject areas of studies to be undertaken under the T/A compo­nent of the new PRIME private enterprisa project potentially may
overlap some cited in the RPED Project Paper. 
For that reason,
both OAR/R and TNS/R are aware of the need for changes in RPED
study approach and priorities. The evaluator agrees with TNS/R
that the study component of RPED activity should henceforth focus on "applied" reports and manuals that will help prepare the grounddirectly for the more 
effective accomplishmnent of sp-ecific planned
Project outputs. 
 The TNS/R list has been expanded slightly by the
evaluator (see report Section III-E for details). TNS/R and OAR/Rshould meet in the 
near future to review, prioritize and time­
schedule the components of the list.
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OAR Rationale for Accepting Evaluation Recommendations
 

OAR/Rwanda reviewed the evaluation on May 15, 1986 and found it to be well
 
done. OAR accepts the evaluation recommendations, although OAR agrees with
 
Technoserve that it is more appropriate to recruit only 1 additional
 
expatriate advisor at this time. 
The most important recommendations which OAR
 
accepts, and the rationale for doing so, are listed below.
 

1. Future annual workplans should be disaggregated on a semi-annual basis.
 

This will permit better estimates of performance relative to targets for
 
periods of less than one year.
 

2. Filling vacant Rwandan Project Advisor positions should be given high
 
priority. TNS/Rwanda's ability to undertake MAP and BAS assignments depends
 
on having sufficient experienced staff. Ongoing efforts to fill vacancies
 
should therefore be redoubled.
 

3. TNS/Rwanda's Rwandan salary scale should be re-examined with the objective
 
of remaining competitive in a limited labor market. 
The loss of one Rwandan
 
Project Advisor (due to a better offer) and the difficulty in filling three
 
other vacancies raises the question of whether the present salary scale is
 
competitive.
 

4. TNS should recruit on a priority basis a specialist to undertake a
 
six-week survey of Rwandan Ag.-related private enterprises and recommend those
 
appropriate for MAP intervention. TNS/Rwanda has thus far been unable to
 
locate a medium-large ag-processing enterprise of the type that TNS programs
 
elsewhere have worked with successfully. Furthermore, only very limited
 
information isavailable on this type of enterprise.
 

5. TNS/Rwanda should begin providing BAS assistance to not-yet-exploited
 
sectors such as service industries and commercial firms. 
Given the limited
 
numbers of manufacturing and ag.-processing firms inRwanda, TNS should
 
increase its potential BAS client base by serving other sectors, particularly
 
as manufacturing and processing activities are frequently carried out by
 
commercial and service oriented enterprises.
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6. TNS/Rwanda should significantly increase the number and audience base of
 
seminars and training courses to be offered during the remainder of the
 
project. The potential impact of seminars and training courses has been
 
undervalued in the 1985 and 1986 workplans.
 

7. Position descriptions for expatriate staff should be expanded into fully
 
detailed job descriptions. This will help avoid potential gaps of
 

responsibility.
 

8. TNS should increase the expatriate staff in Rwanda by 1 person with an MBA
 
and experience in Marketing. The Demand Analysis carried out in 1985 strongly
 
indicates the need for a multi-dimensional approach to meeting Rwanda's
 
private enterprise development needs. Accounting, management, and marketing
 
are the three main areas in which enterprises are interested in receiving
 
assistance. Many enterprises need assistance in several 
areas. At present,
 
TNS/Rwanda's expertise is concentrated in accounting and finance, leaving
 

marketing and management uncovered.
 

9. TNS/Rwanda should develop a system of surveys and questionaires to be used
 
in follow-up impact surveys of past clients. 
These surveys and questionaires
 
will assist the project in measuring its impact on clients over the life of
 

the project.
 

10. TNS/Rwanda should concentrate its policy studies component on producing
 
applied studies and how-to manuals. As the PRIME program will be focussing on
 
the larger macro-economic issues, TNS resources should concentrate on
 
micro-sectoral studies such as "Marketing Activities and Needs in Rwanda" and
 
topical manuals such as bookkeeping and marketing methods.
 

11. TNS/Rwanda should formalize its present coordination with IWACU to ensure
 
the two assistance organizations do not compete for the same Cooperatives as
 

clients.
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12. OAR/Rwanda should extend the PACD of the project following the next
 
evaluation to permit Technoserve to complete the CPA training program and to
 
compensate for the 9 month delay in the start of project activities.
 

13. OAR/Rwanda should incrementally fund the cooperative agreement with TNS
 
by $1.5 million as soon as possible.
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PREFACE
 

The RPED Project 

Technoserve's (TNS's) PrivateRwanda Enterprise D, elopment (RPED)
Project 696-01.21 is designed to promote private sector growth
through direct technical and management assistance to small 
and
medium enterprises (SMEs). It has three main components: (a)management services to SKEs in the form of short-term business ad­visory services and longer-term management assistaace programs;(b) training and institutional development, through collaborativeactivities with Rwandan institutions, seminars and courses, and a program to train Rwandan OPAs; and (c) studies and policy analy­ses pertinent to project implementation and.'the growth of private
enterprise in Rwanda. 

The Project has a four-year life, currently from August 1984through July 1981. However, it got off to a late start and Pro-.Jeot implementation commenoed 1on July 1984, nine-plus months

before the start of this evaluation, The RPED Project has a

$4 million funding level.
 

Objectives of the Evaluation 

Because the Project represents a trial effort to assist a new

sector in Rwanda which may, by its nature, require a considerable
amount of fine-tuning to respond effectively to local needs, AID

is having it implemented through a Cooperative Agreement, to pro­vide for maximum flexibility and for substantial involvement in

project implementation by the Agency. 

The aim of the "Formative" Evaluation of TNS/R's RPED Project,which this is the report, is to assist OAR/R and Technoserve to 
of 

evaluate the first nine months of project implementation and to
conduct an initial assessment of the appropriateness of Project
design parameters. The Evaluation Scope of Work called for exami­
nation of the following points: 
1. TNS/R's progress towards achieving Work Plan Objectives from 

July-December in 1985 and January-March 1986. 
2. Specific policy issues related to 
direction and orientation 

of the Project:
a) Are Project objectives appropriate, given the Rwandan
 

private enterprise environment?

b Are the client selection criteria appropriate?
 
c Are the staff levels appropriate?

d)How can the Project measure its impact?
el Recommend priorities for the studies to be undertaken by 

±
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TNS withi-r the context of tne 1IibTY Frogra- and consi­dering RPED Project experience to date. 

Evaluation Methodology/Schedule 

The Evaluation took place from 9 April through 3 May 1986. Afterthree days of initial briefing and documentation search at TNS,
Inc. in Norwalk, CT, the evaluator proceeded to Rwanda where the
remainder of the effort took place. 
First he examined the cownn­nents of the Evaluation Scope of Work and discussed Project prog­ress with personnel from OAR/R and TNS/R.- Then he interviewedrepresentative numbers of TNS/R business advisory services clients;
Chief of the Ministry of Industry's PME Studies Division (the GOR's
designated Project Coordinator); and officials at collaborativeinstitutions such as the national training center for Rwandan co­operatives, and the Rwanda Chamber of Commeice and Industry.
 
The evaluator also reviewed pertinent background documents andreports at OAR/R and TNS/R. 
 Debriefing sessions were held with
each of the entities; and this Evaluation Report was, written, re­produced and subtitted to OAR/R and TNS/R in Kigali. 
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I. E X E C U T I V E S U M1 A R Y
 

PROGRESS TO DATE TOWARDS ACHIEVING PROJECT OBJECTIVES
 

1985
 

From July (start of the implementation effort) through December
 
1985, overall RPED Project development proceeded much according

to that envisioned in TNS/R's Work Plan. The number of short­
term Business Advisory Services (BAS) outputs exceeded plan by

37%, with the increases occurring in the two chronologically

earliest target areas of activity: "Client Contacts to Discuss
 
Services"(38% over plan) and "Requests for Services Received by

TNS/R" (113% over plan). TNS/R achieved 70% of target in "Ser­
vices Provided Clients." In the last category of BAS, "Assis­
tance Programs Provided," none were planned or completed in 1985.

The same pertained to Management kssistance Program (MAP) tar­
gets, which require longer maturation.
 

TNS/R's Training and Institutional Development Component also
 
met 1985 Work Plan targets. The long-term CPA training effort
 
got under way (occupying far more of the Training Specialist's

time than anticipated); training relationships with local insti­
tutions were established; and the Specialist evaluated IWACU's
 
training activities and trainers' skills. She also developed the
 
scope of work for the Institutional Needs Assess nent survey.

At the OAR/R's request, TNS produced that study in December 1985
 
and began the Demand Analysis study.
 

All expatriate staff were present upon initiation of implements­
tion activities; and tiree of an anticipated five Rwandan pro­
fessionals (Project Advisors) were employed in 1985. Local pro­
fessional and administrative staff underwent TNS training.
 

The 12-month 1986 Project Work Plan targets are not divided by

months or quarters. Nevertheless, it is evident that the RPED
 
Program achieved tangible outputs during the January-March period

covered by this report. With a planned 1986 shift in BAS effort
 
from "spreading the news" to work for clients, the rate of new
 
client contacts were to be halved. However, an early, but rather
 
unfruitful effort to contact rural cooperatives rather than urban
 
enterprises brought the number of new-client first-three-month

visits to 64% of the year's goal. Requests for BAS assistance con­
tinued to exceed plan. Seventeen percent of the year's planned

BAS client interventions took place during the period, in the
 
form of accounting and management systems design and planning.
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By the end of March, a poten-ial,, MAP client ha beer. idern-ified 
and preliminary discussions started. (Two MAk clients are to be 
signed up in 1986; the first by mid-year.) 

Training/Institutional Development outputs also were generally 
on target through March 1986, with 40% of the year's service ag­
reements signed; one of an anticipated three collaborative semi­
naro was undertaken (sessions presented to development officers 
of the Protestant Council); and requests for training services 
came in at a high rate. However, none of three TNS seminars to
be conducted during 1986, or the two training consulting services 
to be arranged during the year, took place during the period, as
the Training Specialist continued to spend large of timeamounts 

on the CPA Training Program.
 

TNS/R's 1986 goal to complete its Rwandan professional staffing
was was set back when one of the three Project Advisors departed
to take a high-paying job for a multilateral agency -- leaving
tour vacancies in that position. TNS/R continues to try to fill 
the gap. It has completed its key administrative staffing.
 

POLICY ISSUES
 

Appropriateness of Project Objectives
 

Nine months of Project experience indicate that the Rwandan busi­
ness environment may be more primitive and the local small and
medium enterprise (SME) sTctor is far less extensive than origi­
nally anticipated. In all, 80-100 enterprises (20%-25% of which 
are public or mixed) have more than 30 employees, and employ a
total of 14,000; while small enterprise is dominated by farming,

commerce and service industries. 

Rwandan private development faces basic restraints that have and
 
will continue to influence implementation of the RPED Project,
including: shortage of educated personnel (only 2% of the populace
have gone beyond primary school); agriculture is primarily sub­
sistence and could not presently generate sufficient surplus for
local processing nor increased demand for industrial goods; the 
small internal market and low per-capita purchasing power limit
 
investment opportunities; and great transportation problems. 

TNR/R has thus far been unable to find as a longer-term potential
MAP client the medium/large agricultural processing enterprise
that TNS programs in other developing countries have helped so 
successfully. 
The firms that process Rwanda's key agricultural

commodities are public or mixed. 
 Although the Government of
 
Rwanda (GOR) is interested in privatizing many, the process almost
 
certainly will be long. Of 400 or so official, registered private

cooperatives in Rwanda, 80 are Banque Populaire savings and credit 
coops, and the rest are overwhelmingly marketing oriented. Al­
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though some may engage in minor artisana. sidelines, very few
 
are believed to have allied processing enterprises. 

Because of the priority placed by the GOR, RBD, OAR/R and 
TNS on private agri-business development, the evaluator re­
commends that TNS, Inc. recruit, on a priority basis, a 
specialist to conduct a six-week survey of Rwandan ag­
related private enterprises and recommend those appropri­
ate for MAP intervention. 

Further to help ensure significant RPED Project impacts in the 
BAS and training areas, it is recommended that TNS/R expand Pro­
ject assistance to not-yet exploited sectors -- including the 
service industry (hotels, restaurants, banks, etc.) and quali­
fied commercial firms -- that are important to Rwanda's private
enterprise development. Indeed, the manufacturing, service and 
commercial sectors often overlap (sometimes,.within the same firm)
and BAS and TNS training seminar activity in management & organi­
zation, marketing, financial planning and other key business func­
tions can be individualized easily to meet the specific needs of
 
each functional sector. 

TNS/R Work Plans for 1985 and 1986 have undervalued the potential 
impact of TNS training courses conducted for the Rwandan business
 
community. A sizeable increase in their number (and a broadening
of their audience base) is called for during the rest of Project 
activity -- through occasional use of TNS/R's long-term expat­
riate specialists, new medium-term Management/Organization and 
Marketing Specialists discussed below; short-term specialists re­
cruited for specific sessions; and Rwandan Project Advisors.
 

Appropriateness of Client Selection Criteria
 

Current T:%'S/R client selection criteria are appropriate and flex­
ible; they will not hinder or limit the employnent incidence call­
ed for in the Project design, or by the expansion of TNS/R assis­
tance to the new, not-yet exploited private sector areas recom­
mended above. The criteria, therefore, do not require adjustment.
 

Project Staff 

Position descriptions for expatriate staff are short and general;
they should be expanded into fully detailed job descriptions, in 
view of potential gaps of responsibility and the contemplated en­
largement of expatriate staff. Adjustments need not be made in 
their job qualifications summaries. Expatriate staff levels are 
sufficient for current Project concentration on financial/account­
ing assistance. 

However, there is general agreement that the Project should expand
its areas of expatriate expertise as soon as possible into two 
others cited in the Project Paper and substantiated in the recent
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Diemand Aria s~s szudy: barketing a::d ,aaeent/Qrgan zat ion.Analysis of PrcjecT Budget vs a-zuals indicates there is suffi­
cient underspending in the Expatriate Specialist line items to
finance fully the two 
additional specialists for 2-2-2 years each.
As for other expertise that may be needed: 
a Froduction Technolo­gies Specialist might be assigned on a short-term basis, after
receipt of a substantial MAP assignment; and procurement 
services

assistance normally can best be provided through backstopping

services from TNS/Kenya and/or TNS, Inc.
 

Currently, with two 
Rwandan Project Advisors on staff and a third
- an Agronomist/Agriculturalist 
-- scheduled to join the begin­
ning of May, TNS/R is only half-way to its goal of six local pro­fessionals. 
The current Project Advisors are rated highly in
ability, motivation and effort; 
some of the Advisors to be re­cruited should possess other functional areas of expertise. Pay
scales are being adjusted upwards to better,.retain local staff.
 

Measuring Project Impact
 

For micro-economic interventions of individual RPED Project as­sistance-p-small-.scale, practical measur'ements are most appropriate.
Section III-D of the report recommends and details three such sur­veys: (a) Impact Survey of BAS clients; (b) Impact Survey of MAP
clients; and (c) questionnaires to be completed by participants at
TNS training seminars and courses. 
 The first two would be conduct­
ed as part of the Project's formal mid-term an1d end-of-project

evaluations, and separately as OAR/R and TNS desire. 
The last
would be distributed at the end of each seminar/training course.
 

Priorities for the Studies
 

The subject areas of studies to be undertaken under the T/A compo­nent of the new PRIMCE private enterprise project potentially may

overlap some 
cited in the RPED Project Paper. For that reason,
both OAR/R and TNS/R are aware of the need for changes in RPED
study approach and priorities. The evaluator agrees with TNS/R
that the study component of RIED activity should henceforth focus
 
on "applied" reports and manuals that will help prepare the ground
directly for the more effective accomplishment of s7ecific planned
Project outputs. 
The TNS/R list has been expanded sli htly by the

evaluator (see report Section III-E for details). TNS/R and OAR/R
should meet in the near future to 
review, prioritize and time­
schedule the components of the list.
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II. PRO GRESS TCvfARDS 

A 0 I II V IG PR0JRCT 
 0BEC I V I 

II-A. TNS INPROGRESS 1985 (JULY-DECEBER) PLANNED VS ACTUAL 

II-A-1. OVERALL PROGRAM DEVELOPMENT 

To all intents and purposes, RPED Project operations began inJuly 1985, some six months behind schedule. Although the ActionMemo and accompanying Project Authorization P;lemo had been signedby the Director OAR/R in November 1984 GOR/TNSand 1he Coopera­tive Agreement (Accord de Projet) was signed by both parties thefollowing month, the Agreement was not ratified by the ConseilNationale de Developpement until mid-June 1985.. (The TNS Projectteam had arrived at Kigali the previous month, with special per­mission of the OAR Director. An initial lack of in-country of­fice facilities and h1ousing forced the team to delay project im­plementation efforts until July.* 

From July through December 1985, overall program development pro­ceeded much according to 
the first six months' activity foreseen
in TNS/R's 1985 RPED Project Plan. 
TNS/R developed its policies
and procedures and became registered with the Caisse Sociale duRwanda. Program promotion was extensive, through handouts, radioand press coverage, and initial contact visits to potential cli­ents. External Program reports (Financial, "1988 Work Plan" and"1985 Semi-Annual Report (July-December)-) were submitted to theOAR/R -- the last in 'Varch 1986. Standard and internal were reportssubmitted to TNS, Inc. on a timely basis. No meeting withthe signatories of the Cooperative Agreement heldwas in 1985;the first took place in January 1986.
 

II-A-2. PROGRAA COMPONENT DVELOPMENT 

Pursuant to the Work Plan, implementation of the three ProgramComponents got wayunder during the last half of 1986: (a) Manage­

* Therein lies a lesson for TNS and OAR/R. The delayed start 
of the RPED Project is typical of the behind-schedule commencement
of most PVO programs the evaluator has assessed -- and reflectsboth overoptimism by the PVO and AID and a failure to schedule
sufficient time for processing final approvals through the host­government and PVOfor the to get its "sea legs." 
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ment Services, (b) Training/Inst-ctionai DeveJopment, and (c) 
Studies/Policy Analyses, got under way during the last half of 
1985. 

II-A-2(a) Management Services Component 

As anticipated, the Management Services Component formed the core
 
of the RPED Program effort, with (1) short-term Business Advisory
 
Services (BAS) getting off to a fast start and (2) the longer­
term Management Assistance Program (MAP) effort in an initial 
stage of development, preparatory to provision of T/A (scheduled 
to start in 1986) to the first MAP clients. 

(1) Business Advisory Services (BAS)
 

The 1985 Work Plan was followedtbrough specialist visits to enter­
rises and cooperatives after initial coordination with MINIMART
 
Ministry of Industry/Artisans), Ministry of Cooperatives and the
 

CCI, Chamber of Commerce and Industry. Planned vs actual BAS out­
puts are compared below:
 

OUTPUTS 	 Work Actual1985 BUSINESS ADVISORY SERVICES 	 Plan 1985 
Target Category 

o 	Client "Oontacts to Discuss Services 50 69
 
o 	 Requests for Services Received 81 17 
o 	 Services Provided to Clients
 

-- Project Analyses 4 4
 
-- Project Planning 2 0
 
-- Project Systems Design 4 3
 

o 	 Assistance Programs Provided
 
-- Project Implementation Assistance 0 0
 
-- Project Participant Training 0 0
 
-- Project Performance Monitoring 0 0
 

Total Outputs 1 68 93 

Overall, the number of BAS outputs in 1985 exceeded Plan by 37%
 
(93 vs 68 planned). The increases occurred in the two chronolo­
gically earliest target areas of activity: "Client Contacts to 
Discuss Services," 38% over plan (69 vs 50); and "Requests for
 
Services Received," 113% over plan (17 vs 8). In the third cate­
gory, "Services Provided to Clients," TNS attained 70% of target,
 
with seven interventions vs a planned 10. In that category, four
 
"Project Analyses" were made vs four planned; three "Project Sys­
tems" were designed vs four planned; aid no "Project Plans" were 
developed for clients, vs two planned. As for the last target 
category, "f.ssistance Programs Provided," none were either planned 
or completed in 1985. Individual BAS assignments averaged 15-20 
person-days of TNS specialist activity. 
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(2) eianaEmen't AssLsta:ce Progr.ams (JCr) 

TNS's MAPs provide longer term, often wide-ranging management as­
sistance to selected enterprises/institutions. BefOre initiating 
MAP efforts, TNS/R must first have an adequate number of Rwandan
 
staff specialists (Project Advisors) trained and available for 
long-term full-time assignment of six months or more. Such as­
signment usually involves the person's TDY relocation on-site.
 
MAP efforts, therefore, take far longer to crystallize than do
 
BAS efforts. For those reasons, no MAP outputs were planned for
 
1985:
 

1985 MANAGEMENT ASSISTANCE PROGRAM OUTPUTS Work Actual
 

Plan 1985
 

Target Category
 
o Project Agreements Signed for Services 0 0
 
o Services Provided to Enterprises 

-- Project Analyses 0 0 
-- Feasibility Studies 0 0 
-- Business plans 0 0 

o Number of Active Projects 0 0
 

II-A-2(b) Training and Institutional Development Component
 

The.1985 Work Plan called for the Train.ing Specialist to concen­
trate initial efforts on the formal, long-term (three-years plus)
 
CPA (Accountant) Training Program; preparing the scope of work
 
for an Institutional Survey regarding TiOS's training activity; and
 
developing collaborative relationships with local organizations.
 
These were accomplished, with the first activity -- CPA Training
 
Program occupying a larger proportion of the Specialist's time
 
than originally contemplated.
 

The Specialist's collaborative training activities included con­
tacts with several entities including: IACU, the training center
 
for cooperatives; Chamber of Commerce and Ind-istry (CCI), Rwandan
 
Development Bank: (BRD); Banques Populaires; and others. In Decem­
ber, TNS/R completed its first collaborative training assignment
 
when the Training Specialist devoted 11 days evaluating IN/AGU's
 
training actiiities and developing recommendations to strengthen
 
the program and trainers' skills. As a result, TNS 9 conduct
 
two "Training of Trainers" short programs in 1986.
 

With the employment of initial Rwandan professional staff members,
 
TNS/R's expatriates conducted training for the new employees in
 
TNS methodology and philosophy, and in the use of microcomputers.
 

II-A-2(c) Studies and Policy Analysis Component
 

This activity is intended to produce studies and analyses of the
 
Rwandan private enterprise environment and development of an
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in-fcorrmation database concerrL4'ni suc. 
e:-er 	r es, and guides to
 
Program implementation and modificatior, as-the basis for a policy

dialogue between O/E, TNS/R and the GOR.
 

1985 activity in the component was planned at a low level, with
 
only one study to be completed. The study, Institutional Needs
 
Assessment, evaluated opportunities for TNS/R collaborative
 
training activities with Rwandan institutions; prepared by a
 
Rwandan consultant, it was published in French by TNS in December
 
1985. At OAR/R's request, TNS/R rushed to completion a Demand
 
Analysis study prepared by a consultant from TNS/Kenya that exa­
mined specific needs for the services offered by the Program.

That report was published in English in January 1986.
 

I-A-3. PROGRAM PERSONNEL 

TNS/R 	accomplished its 1985 personnel goal by establishing a core
 
group of qualified, professional staff members to implement plans

of the RPED Program. The Work Plan called for an active, on-site

TNS/R complement of three expatriates and six local nationals.
 

As noted earlier, the three expatriates: Program Director, Busi­
ness Advisor and Training Specialist, arrived in Kigali in May

1985. With Program operations beginning in July, three Rwandan
 
professional staff were employed during the remainder-of 1985:
 
an Accounting Advisor in September, and two Project Advisors in 
December -- all with educational backgrounds in accounting and
 
finance and previous private sector experience. TNS/R was unable
 
to fill an Agricultural/Agronomy Advisor staff vacancy during
the period. Two administrative positions were filled in September 
- a Secretary-Receptionist and Planton. 

I-B. 	 TNS/R PROGRESS DURING THE FIRST QUARTER OF 1986:
 
PLANNED VS ACTUAL
 

According to TNS/R's "1986 Work Plan" (dated December 1985), 
the
 
12 months are to witness finalization of a fully operational ?.PED

Program: "This will involve the employment of a full complement
of .appropriately qualified staff, the establishment and furnishing
of office premises, the full development of office procedures and
the acquisition of required Program equipment. 
 By the end of the
 
Plan period, it is expected that the office will be in full opera­
tion and there will be six Rwandan professional staff members 
working alongside the three expatriate staff members." The Work 
Plan also calls for TNS/R to work closely with OAR/R's PRIME
Program, thus avoiding duplication of efforts and ensuring coordi­
nation of the two private enterprise initiatives. 

The "Formative" Evaluation of which this is the report was con­
ducted in April-May 1986, a time when monthly RPED Project data
 

8
 

-IV 



were available through March. Thus, this section of the report 
is limited to assessing three months of actual performance vs a 
12-month 1986 Work Plan that seldom cuantifies anticipated efforts
 
and results into monthly, quarterly or semi-annual targets. As a
 
result, the evaluator generally lacked specific three-month bench­
marks for measuring planned-vs-actual performance. It is clear,
 
however, that, in terms of activity and outputs, the Program has
 
made a good start towards meeting its 1986 goals.
 

II-B-1. PROGRAM COMPNENT DEVEOPMIENT 

II-B-1(a) Management Services Component
 

(1) Business Advisory Services
 
;9 

The Program Plan for BAS activity calls for a 1986 shift from
 
"spreading the news" to a more focused effort -- providing advi­
sory services to potential clients identified through contacts 
made with various Rwandan institutions during 1985. For that
 
reason, the Plan set a 1986 target of only 50 initial client con­
tacts to discuss services -- the same number as planned for the
 
last six months of 1985. The Plan anticipates a significant in­
crease in requests fcr BAS services during 1986 from enterprises
 
contacted in 1985 and from new contacts. And, based on 1985 ex­
perience (and staffing pattern), it anticipates that accounting
 
systems would constitute a prime area of demand. Therefore,
 
TNS/R's Plan focuses its 1986 professional staff recruitment
 
in accounting and general management. Finally, services provided
 
to BAS clients during the year are to increase at an accelerated
 
rate and provision of "Assistance Programs" (see chart below) to
 
clients is to commence.
 

OUT.PUTS, Pork ActualBUSINESS ADVISORY SERVICES 
1986 MarchJanuary-March 1986 

o 	Client Contacts to Discuss Services 50 32
 
o 	Requests for Services Received 20 10 
o 	 Services Provided to Clients 

-- Project Analyses 8 0 
-- Project Planning 6 2 
-- Project Systems Design 10 3 

o Assistance Programs Provided 
-- Project Implementation Assistance 3. 0 
-- Project Participant Training 3 0 
-- Project Performance Monitoring 2 0 

Total Outputs 00 
 47
 

9 



The 47 BAS outputs during the first three months of 1986 consisted 
primarily of 32 "Client Contacts" -- almost two-thirds of the 50 
such contacts targeted for the entire year -- and 10 "Requests for 
Services Received," half of the year's goal. 

Seventy-two percent of the "Client Contacts, some 23 visits, were 
made to rural cooperatives during the first six weeks of the year, 
as TNS/R's efforts to contact new enterprises shifted from the 
urban centers of the prefectures to the communes, with a main 
focus on cooperatives, particularly those with potential for heal­
thy growth. The process was difficult and disappointing in terms 
of results and in light of the BRD and TNS, Inc.'s interest ii 
promoting agriculture-related enterprises in rural areas. TNS/R
 
specialists discovered that many on the list of cooperatives had
 
gone out of business or were virtually impossible to find; that
 
few had tangible assets; and that their activities usually were 
limited to marketing members' products.
 

During the three months, under the category of "Services Provided 
to Clients," five interventions, or 21% of the year's goal of 24 
interventions, took place: three of the 10 planned "Project Systems 
Designs;" two of six "Project Planning" interventions; and none of 
eight planned "Project Analyses." Under the "Assistance Programs 
Provided" category, none of the six interventions planned to be ac­
complished during the year took place from January through March. 

Pursuant to terms of the Cooperative Agreement, BAS clients have 
begun to pay symbolic sums to be turned over by TNS/R to the "As­
sistance Fund for Rwandan Small and 1Yedium Enterprises."
 

(2) management Assistance Programs
 

The 1986 Work Plan calls for TNS/R to identify and sign an Agree­
ment of Services with a first MAP en terprise by mid-year and to 
bring a second MAP client "on board" during the second or third 
quarter of 1986:
 

Actual

NMANAGE YiNT ASSISTAACE PROGRAM OUTPUTS 1986 

Plan MarchJanuary-March 1986 

o Project Agreements Signed for Services 2 0
 
o Services Provided to Enterprises
 

-- Project Analyses 0 0 
-- Feasibility Studies 0 0 
-- Business Plans 2 0 

o Number of Active Projects 2 0 

The Plan notes that "MAP output targets are projected at a low 
level because of the effort required to identify clients and the
 
need to carefully analyze the needs of the enterprise. This nor­
mally requires a two step approach: (a) a short term agreement for 
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T1%S/R to Undertake a detailed analysis for the client; a-d (b) 
deveaopment of a comprehensive Agreement for Services specifying 
in detail the tasks and responsibilities of each party."
 

By March 1986, TNS/R had identified one potential MAP client, 
SOCORWA, a Kigali-based cooperative of the handicapped that manu­
factures and markets men's clothing and uniforms for institution­
al and commercial clients, and curtains for commercial clients. 
SOORWA has been a TNS/R BAS client; it received a plan for reha­
bilitation of the Cooperative on 17 April 1986. If its Board of 
Directors accepts, SOCORWA will become TNS/R's initial MAP client, 
and one of the Program Advisors will be assigned full-time to the 
undertaking for approximately six months. 

II-B-l(b) Training and Institutional Development Component 

Under the Work Plan, the primary activity to be taken by this com­
ponent early during 1986 is the CPA Training Program, with expec­
tation that the trainees and subcontractor would be selected and
 
a contract signed with the latter by the end of March. The selec­
tion procedures for both trainees and subcontractor have proven
 
more complex and time-consuming than originally anticipated and
 
the Mearch target date Was not met. At mid-April, neither OAR/W
 
nor TNS/R anticipated start of the CPA Training Program until
 
the summer. Hence, significant inputs of the Training Specialist'S
 
time will continue to be required for that task through the next
 
several months.
 

The 1986 Work Plan also calls on TNS/R to further plan and develop
 
its institutional relationships and collaborative training activi­
ties during the 12 months; and provide management services and
 
staff training/development assistance to at least five institu­
tions. Under the Plan, TNS/R also will begin conducting seminars
 
and short courses.
 

1986 Actual

TRAINING/INSTIT'JTIONAL DEVELOPiVT 
 Jan-

SERVICE OUTPUTS, January-March 1986 

Work Yarch
Plan 


External Training Activities
 
o Requests for Services Received 12 4
 
o Service Agreements Signed 5 2
 
o Collaborative Courses and Seminars 3 1 
o Consulting Services Arranged 2 0
 
o TNS Seminars and Courses 3 0
 
Internal Training Activitie s
 
o Staff Training Sessions Provided 15 8
 
o Training Documents Developed 2 0
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During the first three months of 1986, TNZs/R recorded sever. out­
puts, 28% of the 25 planned for the year. It achieved outputs in 
three "External Training Activities:" received four "Requests for 
Services," a third of the year's anticipated total; signed two 
"Service Agreements," 40% of anticipated 12-month total; and cre­
ated and participated in delivery of one series of "Collaborative 
Seminar" sessions, vs three planned for the year. The seminars 
occupied six days of the Training Specialist's time; they were 
conducted for 25 representatives of local church development offi­
ces of the Protestant Council of Rwanda. 

During the period, the Training Specialist maintained contact
 
with and discussed provision of TNS services to IWACU, the BRD 
and Banques Populaires, and the Chamber of Commerce and Industry.
 
However, TNS/R did not become active in two areas of external
 
training: providing "TNS Seminars and Courses," and arranging 
"Consulting Services in Training."
 

During January-March, eight training sessions were conducted for
 
TNS/R local staff -- old as well as new employees. 

II-B-l(c) Studies and Policy Analysis Component
 

As noted earlier, the English version of the Demand Analysis study
 
was issued by TNS/R in January 1986. The draft scope of work for
 
a third study, covering the Special Guaranty Fund of the Ministry
 
of Finance and Economy was approved by OAR/R during the period.
 
TNS, Inc. has identified a consultant to start the study in May.
 
A related study of the Equity Paeticipation Fund, originally con­
ceived by OAR/R as a TNS/R initiative, now is to be done under
 
the new PRIME Project.
 

II-B-2. PROGRAX P.RSONNEL
 

TNS/R's overall personnel goal for 1986 is completion of its
 
Rwandan professional and administrative staffing. For the profes­
sional staff this originally meant a rise from three Project Ad­
visors at the start of the year to six by mid-1986. As of now,
 
with departure of the Accounting Advisor early in 1986, TNS/R's
 
professional staff is down to two Project Advisors, with a third
 
Rwandan professional -- an Agronomist/Agriculturalist -- scheduled
 
to join the Project in May. TNS/R actively continues search and
 
interview activities to fill the vacancies.
 

Concerning administrative staff, TNS/R filled the key position
 
of Administrative Assistant on March 1. 
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II-C. RELATIONS WITH. OAR/RWAiDA AAD TK:E GOR 

Because the RPED Project is a Cooperative Agreement, not the nor­
mal OPG that a PVO like TNS, Inc. concludes with AID, the OAR/R 
has played an unusually close collaborative role throughout Pro­
ject design and the first nine months of implementation. Such 
collaboration has been continuing, positive and frank; and over­
all relations between TNS/R and the OAR/R are quite good. 

Under terms of the Cooperative Agreement, the GOR has designated 
a representative to work closely in liaison with TNS/R during 
project implementation. The official, Chief of MINIART's PME 
Studies Division, meets periodically with TNS/R personnel and 
participates in pertinent decisions.
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III. POLICY I SSUEs
 

IU-A., APPOPRIATENESS OF PROJECT OBJECTIV2_S
 

III-A-1. 
MANAGEENT SERVICES TO ENTERPRISES AND COOPERATIVES 

(a) 	 Background: Size and Composition
of Rwandan Enterprise 

The Purpose of the RPED Project, as defined by the Project Paper,

is "To promote private enterprise, especially agri-industry

initiatives."
 

The basic Project design assumptions of the RPED Project have
 proven essentially correct during the first nine months of TNS/R's
assignment, i.e., 
(1) private enterprise will help serve the needs
of Rwanda's poor; (2) Rwanda continues to have political stability
and a strong currency; and (3) the GOR continues to accord private

enterprise priority in development. Further, development of the
PRIME Project corroborates AID and GOR strong interest in creating
a policy climate that encourages private initiative.
 

However, nine months of on-site TNS/R experience indicates that,
in many respects, the Rwandan business environment appears to be
 more primitive and local private operation of important Rwandan
enterprises far less extensive than originally anticipated -­ and
that promotion of private agri-industry initiatives may be more
difficult. The differences between initial perception and appar­
ent actuality reflect internal as well as 
external factors.
 

The 	July 1985 World Bank report No. 
5302-RN, Rwanda, the:,a..ufac­
turing Sector: Performance and Policy Issues, upon which muchthe enterprise data cited below are based, notes that the size 

of 
anddepth of private enterprise are limited. Only about 14,000 per­sons 
are employed in Rwandan medium and large enterprises, and an
additional 25,000 industrial artisans and others work in small­

scale enterprises (brick and tile-making, grain milling, bakeries,
garment-making, wood and metal products, etc.)* Further, small-

The recent BRD/Ministry of F:Lnance and Economy study of PMEs
 
uses the following breakdown of Rwandan enterprises: Small Enter­prises--3-30 employees, net assets of 0.5-1.5 million FRW and sales

from 0.3-12 million FRW; Medium Enterprises--30-100 employees, net
assets of 15-75 million FRW and sales from 12-50 million FRW; 
and
Large Enterprises--100+ employees, net assets of 75+ million FRW

and sales of 50 million FRW and more.
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scale industr:es represen; orly a small proportion of small-2cale
enterprises in Rwanda, probably not more than 255 -- with agri­culture, commerce and service industries remaining the dominant

activities for small enterprise. 

In all, only some 80-100 enterprises (including 20 public andmixed enterprises) have over 36 employees. With the exception of
food processing (done mainly through publicly controlled enter­prises), modern manufacturing relies mainly on imported inputs.
A high percentage of modern firms are controlled by foreign and/
or locally based expatriate interests; and newer firms often are
joint ventures between foreign and Rwandan entrepreneurs.
 

The World Bank report lists four basic restraints to Rwandan in­
dustrial development:
 

o Acute shortage of educated personnel --. only 2% have gone
beyond primary school;
 

o Agriculture is primarily subsistence and could not presently

generate sufficient surplus for local processing, nor

rapidly growing rural incomes requisite for increased

for increased demand for industrial goods;o The small internal market and low purchasing power of thepopulation limit investment opportunities; and o Great transportation problems, 

The size, complexion and restraints of Rwandan small, medium and
large industry, summarized above, have and will continue to inl.Lu­ence implementation of the RPED Project in ways discussed below.
 

(b) Business Advisory Services 

The technical assistance that TNS/R's BAS Component has begun

providing to Rwandan private enterprises largely has been to 
ex­isting firms in the PME category and to existing cooperatives.
Unlike TNS, Inc's experience in some other countries, all BAS
clients in Rwanda to 
date have been private businesses with the
larger armong them in the medium enterprise category. Evoki, an
agri-based sole proprietorship; SOCOR'NA, 
 a garment manufacturing

cooperative of handicapped workers; and COC1iABRIOORU,. a lime­processing cooperative--all in the 30-45 employee/member category.)
 

It is logical that initial TNS/R BAS efforts concentrate on ex­isting firms, rather than devote significane effort to assisting
in the formation of new firms. 
BAS assistance is, by definition,
short-term; and BAS clients often can, by absorbing and applyingthe techniques taught them, improve operations significantly andgenerate new employment rather quickly. On the other hand, help­ing in the formation of new firms is a far longer and more uncer­tain process; one that produces few if any jobs in the short term.
(And few relevant new businesses are being formed in Rwanda at
 
this time.)
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One lesson that the BAS Component has learned about iTsclients Rwandamis that it can provide T/A most effectively an" efficient­ly and generate outputs more quickly through a consecutive ef­fort, requiring 15 days or so of chronogically concentrated work,rather than the periodic provision of inputs at the raterelatively few of adays per month -- a technique it originally
employed.
 

TNS/R has begun charging BAS clients a nominal fee, generally
1% of monthly sales. 

(c) Management Assistance Programs and
Agricultural Processing Cooperatives 

Although it has identified one potential MAP- client, SO0ORWA,TNS/R is finding it difficult to locate the medium-to-large ag­riculturally related MAP client with which so successfully elsewhere 
TNS, Inc. has workedin Africa and in Latin America. In­deed, based on experience to date, it 
appears quite uncertain
whether the Project Paper's "Purpose" stress on agri-business
enterprises as prime MAP targets in isRwanda practical withinthe life of the Project. 

Some medium and large-scale agri-business enterprises include
foreign participation. Others are large undertakingsby bilateral aid. financedBut generally, the most important are GOR
controlled -- especially the companies that process the nation'skey agricultural commodities, often for export. The GOR fullyowns large coffee and tea processing enterprises, sugar refining
and banana juice processers, 
cessers. (It aleo owns 

and fruit juice and pyrethrum pro­fully sizeable printing, paper products
and match manufacturing enterprises.) 
 Publicly controlled en­terprises generate about one-third of the modern -anufacturing
sector's value added. 

Many of the GOR processing enterprises have component coopera­tives, but half of their Board members generally are GOR offi­cials and their Directors are Government appointees.reportedly assumed The GORcontrol over these enterpripes to save themfrom failing; because they are faring poorly financially, it mightgladly relinquish control privateto investors. 

Privatization of at least one Government enterprise -- OVIBAR, alarge banana juice proces3or 
-- is now undergoing study, with theblessings of the GOR. 
 Since its creation in 1977, OVIBAR has
been in deficit because of technical problems and managerial dif­ficulties. TNS/R conceivably could find the task of transforminga privatized OVIBAR into a successful operation; it is a taskthat fits well within TNS, Inc.'s experiential backgroundcess. However privatization of of suc­an OVIBAR promises to be a long­
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term process, one that may take up t: tw, years or so from fea­
sibility study to GOR decision and action to 
proceed.
 

During the first month and a half of 1986, TNS/R's ianagement Ser­
vices Component, as noted on page 10 
of this report, concentrated
 
overwhelmingly on a search in the communes for private rural pro­
cessing enterprises that could become MAP clients. 
The search

produced disappointingly few tangible results. It found numbers 
of small, primitive cooperatives, but they lacked buildings and

full-time staff, and almost all had been formed to market members' 
output. The few processing cooperatives identified were disorgan­
ized and generally artisanal in size aid character. They proved
difficult to contact (almost all lacked on-site telephones) and 
most required sizeable expenditures of time to reah when they--
could be located. Few 
are not cost-effective 

if any had assets. Those 
targets for MAP services, 

reaohed 
and few 

to date 
appear

cost-effective candidates for BAS assistance..
 

There is also the complicating matter of competition. IWACU, the
 
national training center for Rwandan cooperatives has an AID-sup­
ported Technical Assistance Bureau with on-site expertise provided

by expatriate personnel. The Bureau reportedly provides Rwandan
 
cooperative members with much the 
same type of financial manage­
ment assistance as that provided by TNS/R's BAS; and is concerned
 
about duplication of approach to the 
same coops. TNS/R and IYACU's
 
T/A Bureau meet periodically to eliminate "poaching" on the other's
 
territories, but the overlapping function restricts TNS/R's acti­
vity in the small and medium processing cooperative area.
 

Inquiry at I4ACU, NMINIMART and other knowledgeable sources reveals 
that it 
is not yet known whether Rwanda has a prototypically me­
dium/large, privately owned cooperative that processes a key agri­
cultural comumodity. There is general agree-,ient that Rwanda has 
some 400 officially registered "private" co' eratives, 80 of which 
are savings and credit cooperatives of Ban.ues Populaires. The
over-whelming n-.ber of registered cooperatives are knocm to be
marketing cooperatives. Although some may engage in rinor arti­
sanal sidelines, very are to have alliedfew believed processing
enterprises. And, as noted earlier, the largest, which supply

key agricultural commodities for, prooessing, generally are 
in the
 
public sector, are mixed, or have expatriate ow.:ership/control.
 

Recommendation: The G0R, RBD, OAR/R and TNS rightly agree
that the growth of private agri-business is a priority eco­
nomic development objective for Rwanda. However available 
information and TNS/R activity to date make it unclear whe­
ther such enterprises exist. In order to better determine 
the nature and scale of potential RPED Project activity in
that area, and spark Project outputs -- the evaluator re­
commends that TNS/R have TNS, Inc. speedily recruit and field 
a short-term (six weeks or so) specialist to survey existing 
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agriculture related private enterprises and recommend thoseappropriate for MAP intervention. The matter should betled one way of the other, and quickly. 
set-

Initial research for the survey could be accomplished inadvance of the specialist's arrival by the Rwandan Agricul­tural Advisor scheduled to join TNS/R in Thelay. Advisoralso might be assigned to assist the specialist during the survey.
 

(d) Extension of Business Advisory Services and
Traimir A. tivity to Hitherto Untouched 
Areas of Private Business Enterprise 

With current prospects uncertain for significant RPED Project ac­tivity in the medium/large-scale key commodity agri-business area,
and given initial indications of the primitive nature and high
cost of servicing 
small rural cooperatives -- TNS/R may have dif­ficulty achieving the cumulative impact on Rwandan private enter­prise anticipated by the Project Paper, unless it expands its BAS
and training assistance to not-yet exploited areas.
 
The Project Paper is quite general in setting the parameters for
TNS/R intervention in private enterprise. Although some phraso­logy indicates that training seminars and coursessubject may cover asuch as Production Planning and Control, the Project Paper
nowhere rules out sectors of Rwandan small and medium private en­terprise such as service or commercial enterprises. Target
clients are invariably referred to globallyz as "enterprises,""private enterprises," "institutions" and '"projects",functionally, -- neversuch as "manufacturers," "processors" orindustrialists." "industry/Indeed, the Project title, "Rwanda Privateterprise Developmert is all-encompassing En­

in implication. 

Given TNS, Inc.'s traditional concentration on assistance to manu­facturing firms and processing cooperatives, TNS/IR's initial focus
on those areas of activity is natural and logical. 
 They represent
the PVO's historic areas of greatest strength.
 

However, other TNS, Inc. project initiatives, often sizeable, have
or have had major components that focus on other areas, including:
non-processing/manufacturing cooperatives (e.g., 
production/mar­keting cooperatives in Latin America and Africa); 
service industry
institutions (e.g., savings and credit cooperatives in Kenya andLatin America); and BAS assistance to 
PVOs in Ghana and Kenya).
 
The evaluator recommends that TNS/R BAS efforts continue to 
em­phasize traditional-to-TNS functional areas, but that it supple­ment such activity as needed to ensure maximum Project impact,
through a judicious level of small and medium enterprises in the
service and commercial sectors.
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It 	 is not surmrisin.g that YINIMART, the GOR' s coordinatin- aency 
for TNS/R, and at least two of TNS/R'S most important collabora­
tive partners in the RPED Project -- the Rwandan Development Bank 
(BRD) and Chamber of Commerce and Industry (CCI) deal with dif­
ferent types of businesses:
 

o 	 XININART has jurisdiction over small and medium private en­
terprises in Rwanda. It has identified 247, of which 207 
are manufacturing/processing enterprises and 40 are service 
enterprises.* 

o 	The BRD's loan portfolio includes both small and medium sized
 
manufacturin/processing industry clients and service indus­
try clients (hotels, garages, restaurants, etc.). The RBD
 
clients appear, generally, to be those over which MINIMART
 
has jurisdiction.
 

o The CCI's membership also is heterogeneous. Its Director
 
estimates that 90% of members are retailers' 6% are distri­
butors/jobbers/importers-exporters; and 4% (some 200 firms)
 
represent small and medium enterprise.
 

(N.B., it is interesting that information from the
 
three above sources indicate a Rwandan PME sector
 
size of some 200-250, including service enterprises 
-- surely a modest target group for RPED Project 
activity.)
 

In private enterprise development assistance, it often is impos­
sible or undesirable to wholly confine efforts to a single func­
tional area of business activity. Manufacturers sometimes whole­
sale and retail some of their own products; retailers may manu­
facture/process some of the products they sell; and so on. 

With many of TNS/R's clients also BRD clients, it might be con­
sidered arbitrary to distinguish between BRD manufacturing 
clients and BRD service clients who need BAS assistance, by ac­
cepting the former and rejecting the latter. And, as TNS/R-. 
OCI collaboration in training develops and the new medium-term 
expatriate specialists arrive to expand TNS/R's arsenal of exper­
tise (see Section III-C of the report) -- TNS/R can multiply the 
impact of seminars conducted for CCI members in basic accounting, 
management and organization, marketing, and other business sub­
jects by conducting appropriate numbers of sessions for service, 
wholesale and retail enterprises, in addition to manufacturers. 

Successful financial, management/organization and marketing 
techniques and tools vary little from functional sector to sec-

MINIMART also has jurisdiction over artisanal enterprises, 
of 	which it has identified 291.
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All private enterprises
tor of the private enterprise spectrum.
must produce and/or sell products and/or services, and all must 

grow.

be effectively and efficiently operated if they are 

to 


And all ligitimate firms satisfying customers' needs contribute
 

private economic development.
in their own ways to 


OMPONENT
TRAINING AND INSTITUTIONAL DEVELOPMENT
III-A-2. 

Project Paper objectives for TNS/R's Training and Institutional
 
They include (a) provision
Development Component are diverse. 


of collaborative training assistance and the conduct 
of short­

term, in-country training courses and management skills,* 
(b)
 

formal CPA training for 9-12 Rwandans; and (c) training 
and
 

The three objectives
skills upgrading of Rwandan TNS/R staff. 


appear appropriate for Rwanda's business environment 
and needs
 

with the shift of implementation emphasis noted below. Con­

clients by TNS/R
siderable training also is to be provided to 
 of new
 
specialists, on-site, through practical applicatic 


techniques in the enterprises being assisted.
 

The training/institutional development outputs assessed 
in Chap­

ter II of the report indicate progress in areas (b) and (c) above, 

progress under objective (a) -- especially in collabo­and some 
 espe­
rative courses and seminars. However, TNS/R's Work Plans --


appear to have undervalued the potential im­cially for 1986 --

pact of TNS seminars and courses conducted for businessmen.
 

The "1985 Program Component Development Schedule" 
does not call
 

probably correctly, given the
 for TNS seminar/course activity --

concentrate on organizational and client/collaborative­need to 


entity contact visits during the earliest monti s 
of Program im-

But the 1986 Work Plan calls for only thlree TNS
 plementation. 
seminars/courses to be conducted during that 12-month period 

-far too modest--g-al, given the salutory impact such sessions 

anl ave-, both on business practices amrong large nunbers of Rwan­

dan enterprises, and in further expanding businessnen's 
knowledge 

of TNS/R and its areas of expertise and potential 
assistance. 

A sizeable increase in the number of TNS-
Recommendation: 

courses is called for during
conducted seminars and short 


The Project Paper lists illustrative examples of 
the subjects


* 
to be offered: Finance and Accounting; Production Planning and 

Control; Supervisor's Role in Management; Export/Import 
Documen­

tation; Marketing; and Stock Control and Stores 
Management.
 

These are seminars that can be tailored easily 
to meet audien­

ces with different types of business activity, 
and different
 

levels of business expertise and education.
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the rest of RPED Project act-vity. Through occasional use
 
of TNS/R's long-term expair2.ates; the new mediu~-term Ma­
nageent/Organization and Marketing Specialists to be 
fielded in the oncoming months; short-term specialists re­
cruited for sessions on specific subjects; and Rwandan Pro­
ject Advisors -- TNS/R's seminar and course activity could
 
provide a dramatic impetus to private enterprise develop­
ment in Rwanda.
 

III-A-3.•STUDIES AND POLICY ANALYSIS COMPONENT
 

See Section III-E, "Priorities for TNS Studies," for details
 
of modifications in the Project Paper approach to this Component
 
necessitated by changed conditions and project experience
 
to date.
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III-B. APPROPRIATEESS OF CLIENT SECTIOI CrTaR IA 

Current TNS/R client selection criteria are appropriate and quite
 
flexible. They will not hinder or limit the employment genera­
tion and benefit incidence called for in the Project design.
 
Changes in the criteria, therefore, are not recommended.
 

The TNS "Project Rating Sheet" enables TNS/R to accept for as­
sistance a wide variety of private sector applicants, whether
 
community-based enterprises or institutions seeking TNS/R tech­
nical support. 

Although the narrative of the Project Paper's Annex J, wbich 
deals with TNS/R's project selection criteria, stresses the vital 
importance of improving the lot of low-income people (a stress 
that reflects TNS, Inc.'s typical project activity of assistance 
to rural cooperatives and agriculture-related enterprises) -­
the "TNS Project Rating Sheet" allocates 70% of rated value to 
"Business Viability" and "TNS Program Goals/Corporate Responsi­
bility" factors (40% and 30%, respectively). The remaining 30% 
of rated value is allocated to "Social Benefit" factors -- at 
least half of which can be satisfied by job-generation aspects 
of the potential project being assessed. 

Since TNS/R reports that acceptable projects must score in the 
30i and over range, it would appear that almost any viable, RPED 
goal-relevant Rwandan owned/operated private enterprise or int-­
pient enterprise with employment-generating potential would 
qualify under current client selection criteria. 

TNS/R's client-selection "Project Rating 
Sheet" appears on the following page. 
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PROJECT RATING SHEET
 

Project Na--:- Project No: 
Project Maager- Rater: 
ProJoct Bae Date: 

......... ATlldE
..... ........ 11..... ......
o.
 

I y Rater NiqhtM lighted 

1. Local initiative ad organlzatsamal potential deeostratel .................................4 .ilt
 
2. Local lhalarshiplmnqeuat capability (training, tperimecel deonstrated......
....... 3
3. Euity imted-cash/laad/buildibsi Iequip/ray saterials (crops, livestock, etc) ....... itX
5 KIll 
4. Fit dth haviro mat (culture, ecology) ................................................... 3 .ilt
5. Local debt caltal available ................................................. ........ 3 lilt
 
,. a ra aterials available .......................................................... 
 .... .... ,ll
7. Eqiipmnt available fro, local sources (eanfacturers, aiats) ......... ............ 3 ... .. Ill
I. Local avalability of technical skills .....................................................3

9. Notestial market acceptao - lack 04 comptitin.................,#,................. 

Til
 
5 .... liii

LL. Lack ofprodeCtion/Focel ingO/llfrastr,ture constraints .......... #........................ 4 .... lil
. 
II. IJ.k of VwmMsst+l/locl tnstitutlcoal constraints ............. 
 ................... 
 .........- lilt
TOTAL.......................... 


41 1 
 .11
 
.4. 
2. 

Incru4st is ruralfhaginal productivity of target population ......................... 3 --- -- Jilt
le.resWd ownersip participatim ofthe target population ................................ 3 lilt
....
3. hlcressed apoyuat oftarget population ..................................................3 .. Ki
4. lIcreased imcow ofthe t.erget popuation............................................ 5 
 lilt
5. Ptatial fio internal project epanson and/or spin off ............ ................ 2 -- 1111
 
6. lacreua stlizata'. ofra, sateial.s ...........................
 3 tilt
7. greater as. ficres of localskills
........................... 
 ...........3 .ll
 
I. Prod c ;Eositervicet needed locally/natimilly (food, il ............. ......... 3 .. ... li
9. Gupport for ational developent priorties................................ 2 .. . li
Il. Aojact i#act ru lxal/natioai/lel:onal replicabilt and 1. .................. . :....- till
 

c. t ik.w n-.__,_-w_m.9.c: s+'+cynr at... e- t1i l... 1074. ......................... lilt
 .. 
1. Sponsors desire forTe:hnosrre ass:Star,ce ueost'ated ........................ 3 
 till2. Fit ,ithother project actiitylitaf; capatilitr/iocaton............. .......... 5 --- -- 111

3. propr r s of r ject size........................................................... 

4. Poteatial for early start-v# ands6.bstantie ecerition ofoutputs .........................3 

lilt
 
llt
 

5. Project repiicikili y......................................................................
2 ) i
6. Costrihutior to Te:r.noserve I.B. a;, , (nar term) ...............................4 Jilt
7. k efit/cost :spact re: .oks, !oral nves.aert' Im'as distribution ........................ 
 .... 1tilt 
rural productivity
 

I. Potential for gert•ratia
Techr.osere incae (staff costs, returr, on rnvestant, ............ 4 
 till
 
fee rusburseetnt, government funding)

9. Atitwe ef Technoserve donors ............................. ..............
 
TOTAL ...........................if1 
 :ii
 

OVERALL ....................... III 
 ilt
 

* Rater value: 10-9 - excellent; =.good;. = fair; 4-3 =8-7 6-5 poor;
2-1 ­ probable cause for project termination.


*. (Sum of weighted values)/(sum of weights) 
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1ll-C. PROJECT STAFF 

III-0-1. CURRENT STAFF OF TNS/R 

(a) Expatriate Staff 

Position Descriptions/Job 9ualifications: The three expatriate 
Position Descriptions outlined on pages 1 and 2 of Annex G of the 
Project Paper fit the specialists' past and current efforts well. 
However, the Descriptions are quite short and general. It is* 
appropriate that fully detailed Job Descriptions be developed for 
TNS/R's expatriate staff in light of (a) potential gaps in spe­
cialist responsibilities as Program activity continues to expand;
 
and (b) the contemplated enlargement of Project expatriate staff.
 

No adjustments are needed to the Expatriate Qualifications
 
summaries on pages 3 and 4 of Annex G of the Project Paper.
 

Short-Term Consultant qualifications, outlined on page 4 of Annex 
0, are adequately defined. The words "preferably French speaking" 
might be added. (N.B.,the desirability of French language capa­
bility is not mentioned in either the Position Descriptions or 
Job Qualifications for current long-term expatriate staff.) 

Staff Levels: At current RPED Project levels of implementation,
 
and for current Project concentration on financial/accounting 
technical assistance, the three-person, long-term expatriate staff 
can satisfactorily meet their responsibilities. An exception -­
expected to end by summer -- is the Training Specialist's exces­
sive involvement in the CPA Training Program, which reportedly 
has occupied half of her Project effort to date and may have
 
been one of the factors behind the slow start in TNS/R seminar
 
activity. 

However, as noted elsewhere in this report, the level of 
expatriate staff is too low, and additional expatriate spe­
cialists and areas of expertise are required, for the Pro­
ject to achieve maximum impact. Section III-C-2, following, 
reviews the rationale behind the addition of a medium-term 
Management and Organization Specialist and a Marketing and 
Distribution Specialist to the expatriate team in the near 
future. Section 111-0-2 also reviews the cost implications 
of the additional expatriates. 

(b) Rwandan Professional Staff 

Annex G of the Project Paper calls for a six-person Rwandan pro­
fessional staff with backgrounds in business management, account­
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ing, agriculture or a relaced f2-eld -- stipulating What one is 
to be an Agricultural .st/Agr.Icurural Advisor with Rwandan ag
extension or production experience, and that the rest are to be 
"Project Advisors" with "good knowledge of bookkeeping, basic 
accounting and business education, or experience to enable them
 
to provide business extension services to enterprises, primarily

in the area of accounting." TNS/R's 1986 Work Plan further re­
fines the disciplines desired; it calls for three Accountants,
 
two Management Generalists and the Agronomist/Agriculturalist.
 

The two current Project Advisors are secondary school graduates
 
(from Groupe Scholaire de Butar6), have worked for 1-2 years for
 
the BRD with client enterprises, and earlier had been employed
 
by a private printer as accountants. TNS/R's expatriates rate
 
them highly in ability, motivation, intelligence and effort.
 
The evaluator's interviews with the Project Advisors reenforce
 
those judgements. (N.B., it is appropriate here to note the 
ex­
ceptional 	team spirit and fine working relaitionships that appear
 
to exist between and among members of TNS's expatriate and.
 
Rwandan staffers; TNS/R is a well-managed, smoothly functioning
 
operation.)
 

As reported elsewhere in the report, the concentration of Project

professional effort in finance and accounting, although mandated
 
to some degree by the Project Paper, should be broadened to in­
clude expertise in other key functional areas of private enter­
prise development and operation, for optimum impact. W¥hen the
 
medium-term Management and Marketing expatriate specialists are
 
fielded, Rwandazrrzwho eventually can provide those types of tech­
nical services should be recruited as their counterparts.
 

TNS/R is adjusting upwards the pay scales for Project Advisors.
 

III-0-2. 	 STAYFFING R&Q'C1IR ,ENTSFOR EXPANSION
 
INTO OT T=G2T AREAS OF SPECIALIZATION
 

TNS/R's initial activities have concentrated on satisfying a pri­
mary expressed need of Rwandan private enterprise: assistance in
 
in finance and accounting. This Formative Evaluation, conducted
 
so early in the life of the RPED Project, appears fortuitously

timed, for TNS/R and OAR/R acceptance and speedy i-plementation
 
of its reconendation that TNS/ augment its current areas of
 
expatriate expertise -- and thus cover additional areas of Rwan­
dan private enterprise need -- to significantly increase outputs
during the remainder of the Project and further ensure its 
success.
 

The RPED Project's Logical Framework Design Matrix (Logframe)
 
itself envisions a diversity of functional-area technical support
 
to Rwandan private enterprise. The first two End-of-Project In­
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dicators signifying successful accomilishment of Project Purpose
("To promote private enterrrise...e T.rough direct technical- as­
sistance to enterprises...") are:
 

"l1. Enterpreneurial skills in finance, management and 
marketing (have been) strengthened; (and)
 

"2. Management techniques and innovations appropriate 
to Rwandan business conditions (have been) trans­
ferred and "applied."
 

TNS/R's recent Deman d Analysis study (prepared when all BAS Pro­
ject assistance was finance/accounting oriented), corroborates
the need for a multi-dimensional approach to meeting Rwanda's 
private enterprise development needs. The first 52 firms con­
tacted coneentrated on three prime areas of management services
 
need (many gave multiple answers):
 

-- 25 cited Accounting;
 
-- 24 cited Management; and
 
-- 24 cited Marketing.
 

The August 1984 Project Paper had foreseen the potential need
 
for additional specialists, although in retrospect it forecast 
the need too late in the life of the Project. Page 53 of the 
Project Paper states that the "desirability of the addition of 
a marketing and production technologies specialist to the project­
implementation team" should be investigated during the beginning­
of-the-final-year Impact Evaluation. 

Recommendation: Based on analysis of nine months of project
implementation, the evaluator recommends that both a General
MaLnagement_Specialist and a Marketing Specialist be recFuht= 
ed by TNS, Inc. and fielded, on a priority basis, to the
RPED Project for medium-term (i. e., two to two-and-a-half 
year) service. 

The two medium-term specialists would be knowledgeable-and be 
able to provide technical and training assistance in their area 
of specialty, including: 

Management Marketing 
and Organization and Distribution 
o Planning and decision making o Research to define the market
 
o Organizing for action o Organizing for increased sales 
o Supervisor's management role o Setting sales goals 
o Developing leadership skills o Pricing and merchandising
 
o Controlling the enterprise o Channels of distribution
 
o Communicating effectively o Advertising and promotion 
o Motivating employees o Incentives to increase sales
 

Both of the new specialists, for example, could make an initial
demand analysis study to define their areas of activity (a first 
task after arrival); conduct pre-feasibility analyses; provide
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BAS and limited MAP technical assistance Tc enterprises, and trainProject Advisors to do the same, in their areas of expertise; pre­
liminarily define parameters of needed short-term 
expertise for
MAP assignments; conduct seminars and courses t:.rough collaborat­
ing entities (e.g., the Chamber of Commerce and Industry) and for
individual enterprises, and so forth. 

The new medium-term specialists migh recentbe retirees 
(eager to become active again) from medium to large U.S.firms, with overseas business experience and French lan­guage capability, who are knowledgeable and can teach 
others in key areas encompassed by their specialties.
They would be perceptive individuals with a desire to
 
assist developing nations in their private enterprise
 
development efforts.
 

Cost Considerations 

The Long-Term Technical Assistance Line Items (numbers 1-3) of

the "RPED Project Budget" contain sufficient unused funding to
 cover the costs of the new Management/Organization and Marketing/

Distribution Specialists: 

o 
The cost of the current, three-person TNS/R expatriate team

annualizes at the rate of about $150,000 
-- some $107,000, 
or 41+% under the $257,000 projected as the annual cost in 
the Budget for Year One of implementation. 

o 
Line Items 1-3 in the Project Budget fail to incorporate

the 5% annual increase anticipated for the Year One totals to 
compensate for antici-ated inflation and an equal annual 
percentage increase in axticipated salary adjustments (omis­
sions that are comnensated for elsewhere in the Project Bud­get, i.e., Line Items 23, "Inflation" and 25, "Contingency",).
By compounding the $107,000 Year One cost differential axr­
nually by 10% for Years throProject Two gh Four, the over­
all, four-year difference between Budget and actual for the
expatriateiL-am line items becomes $496,600. 

o If we take the Project Budget's overestimated $83,250 annualYear One salary and support cost for a Line Item 2 or 3 long­
term specialist as a base for the initial-year expense of
each of the new medi'm-term specialists (the evaluator isesthe figure for purposes of magnitude only), and compounds
it by 10% annually thereafter it appears that the planned
vs actual differential could pay for at least five person­
years of-ad7LTo~al -x'araxae experi se: _ -: - - _ _ 

- Two specialists for twc-and-a-half years each 
(July 1986 - December 1988) might cost $450,400; and 

- Two specialists for two-years each (July 1986-June 
1988) would cost $349,700. 
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Additional Comments 

A Production Technologies Specialist might most effectivelyassigned beto the RPED Project on a short-term basis. Prerequi­site to the specialist's recruitment would be a substantialMAP assignment, or a contract to privatize a large agri-related
enterprise such as OVIBAR. 

Procurement Services Assistance probably could best be providedto Rwandan enterprises on a backstopping basis from TNS/Kenya or
TNS, Inc. 
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III-D. MEASURING PROJECT IiPACT 

For the micro-economic interventions and impacts of individual

RPED Project assistance, small-scale, client-specific measurements
of impact are most appropriate. This sub-section discusses seve­ral measures/techniques for measuring the impact of TNS/R assis­
tance to prime target groups. 
The Project Paper calls for two formal evaluations of the RPED
 
Project:
 

1. An "i6 .l sold Evaluation,., to take place during
the second vapr of the Project; and
 

2. An "I1oe Evaluation," to be conducted at the beginning ofthe final year of the Project, which focuses, among other
things, on "the impact of the Project on enterprises and 
installations which have been and or are being assisted by,
and/or benefitting from the project."*
 

The impact surv-ys of BAS and MAP clients, discussed lelow, should
be part of the "External Threshold" and "Impact" Evaluations.
But the impact surveys of BAS and MAP clients do not have to be

confined to the formal evaluations. They can be conducted sepa­rately, upon mutual agreement of TNS/R and OAR/R, whenever such
 measurement is deemed important. 
The independent BAS/MAP impact

surveys might be 
udertaken by a French-fluent Project Advisor

from another TNS African program who, on one-to-two-weeks TDY,
would survey recipients of TNS/R management assistance during

an appropriate period. (Recent assistance, i.e., that provided
within the previous six months, will hiave 
 been too clcse, in most 
cases, for measurable impacts to appear.) 

* In view of this Formative Evaluation, nine months into Project
implementation, and early-coursethe modifications it recommends,
the timing of the two forr. evaluations should take place with

somewhat different timing from that suggested by the Project Paper:
 

o The Mid-Term (i.e., External Threshold) Evaluation might beconducted in July 1987 -- 24 months after start of project
implementation. 

o The End-of-Project (i.e., "Impact") Evaluation might be con­
ducted 3-3/4 years after start of implementation. 
The "Impact" Evaluation obviously is a misnomer; neither TNS/R
nor OAR/R should wait until the last Project year to start 
meqsuring impact. 

29 



-- 

III-D-1. IMPACT SJRVEY 0? BAS CLIENTS
 

TNS/R's BAS Management Information System measures outputs in ser­vices provided to clients (e.g., the numbers and names of firms
that received Project Services --
Project Analyses, Project Plan­
ning and Project Systems Design help; and Project Assistance -
Project Implementation Assistance, Participant Training and Pro­
ject Performance Monitoring).
 

Based upon the number of BAS clients to be measured in the impact

survey, the surveyer would take either a representative random
 
sample or a full sample of clients for the survey -- visiting each
in turn, after having obtained MIS data covering Services/Assis­
tance rendered. The survey questionnaire, prepared in advance of
 
the impact assessment, would:
 

- Corroborate that the MIS-indicated work was actually done;
Ask client management what was the measurable impact of the
 
work in terms of:
 

o Cost savings;
 
o Increased sales/production;
 
o 
Added employment generated; etc.
 

-- Ask the client's estimate of: 
o Overall success of the TNS effort;
 
o The most successful aspect of the work;
 
o The least successful aspect of the work;
 

-- Ask for recommendations and/or comments ,regardingfuture TNS
 
efforts of the kind provided the client.
 

The investigator would tabulate and analyze the results of the
 
impact survey, and prepare a short report containing findings,
conclusions and recommendations for more 
effective assistance to
 
BAS clients.
 

(N.B.: To ensure/prepare for client receptivity to, 
and

cooperation with a post-assistance impact-survey visit,

the TNS Service Agreement should have a sentence added under

the "Client Obligations Section" stating that the client
 
agrees to provide TNS/R information concerning results of
work done, at TNS/R's request, after the BAS services have
 
been provided.)
 

III-D-2. IiPAOT SURVEYSOF FLAP 
CLIENTS
 

On-site impact surveys of ivLAP clients would be handled on much
the same basis as that described above for BAS clients. 
 Indeed,

they can and should be done concurrently by the same person, using
the same gsneraltype of questionnaire. The main differences

would be the far smaller number of MAP clients and the longer time
it would take to 
conduct an impact survey of such longer-term

clients. ­
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III-D-3. 	 PkRTICIPANTS.- TNS/R I!N- XJUTRY
 
TRAINING SEICINAiS AND CCURSES
 

The impact of seminars and courses canot be measured as precisely 
as the impact of TNS assistance to BAS and MIAP clients, for the ob­vious reason that participants scatter afterwards and the quality
of their post-session performance normally depends on many otherfactors in addition to the knowledge gleaned at the TNS. seminai­
or training course.
 

However, short exit questionnaires, distributed to and filled out

by seminar/course participants, can reveal valuable information
to TNS/R concerning impact of the session(s) and improvements
that can/should be made in seminar/course content and methodology.The answers to questions such as the following provide valuable 
insights: 

o 	 Will your performance at the enterprise/institution be im­
proved by what you heard 	at the session(s)? 

o In 	 what way? 
o 	 What are the most important new ideas/concepts you heard 

at the session? 
o What are the least important new ideas/concepts you heard? 
o What important ideas/concepts you already knew did the 

session refresh your mind about?
 
o 
What may hinder or prevent you from applying the. ideas/
 

concepts heard at the session?
 
o Other comments and recommendations.
 

Collaborating institutions with which the sessions were organized
are, of course, ideal 	 subjects for impact questionnaires of the
kind discussed above for 	BAS and MAP clients. 
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III-E. PRIORITIES FOR TNS STUDIES 

The Project Paper states that a major output of RPED Project ini­
tiative is to be "field investigations to guide on-going imple­
mentation and to support a policy dialogue with the GOR on major
 
issues affecting private enterprise in Rwanda." At the time of
 
its completion and its acceptance by AID in August 1984, the Paper

envisaged at least four studies, includinf: (a) a credit survey;
 
(b) an institutional needs assessment; (c) an economic analysis;
 
and (d) a study of the market for RPED Project services.
 

The Project Agreement, dated November 1985 c~ted two additional
 
studies: (e) a credit study, to be conducted midway in the project;
 
and (f) an analysis of the development potential of agro­
industries.
 

TNS/R's initial studies under the Project, on Demand Analysis for
 
TNS services, and Institutional Needs, produced respectively in
 
January 1984 and December 1985, were primarily intended for inter­
nal use in guiding the development and direction of Project acti­
vities, and in getting TNS/R's potential services and its exper­
tise known by relevant banks, business and training institutions,
 
and potential clients. Eecause of mutual interest by OAR/R

and TNS/R in speeding the accomplishment of RPED Project outputs,

the studies were completed sooner than originally had been
 
anticipated.
 

A third report, a study of the Ministry of Finance and Economy's
Special Guaranty Fund for PhEs, reportedly is scheduled to startby 
June. It will investigate whether variable rates can make it 
more attractive to banks and more accessible to target clients of 
the RPED Project. An anticirated by-product: the study should 
further intensify TNS/R's relations with the Rwandan banking 
community. 

The Project Paper was developed before a second OAR/R private en­
terprise initiative -- the PRIME Project -- was conceived.
 
PRIME's purpose is to assist the GOR in making n.cessary struc­
tural adjustment and policy changes, in order to stimulate pro­
duction and employment in the manufacturing sector, particularly
 
in the IME sub-sector. Specifically, it aims to help the GOR im­
prove economic performance by reevaluating the existence of a
 
dozen subsidized, inefficient parastatals; tax, credit and tariff
 
policies discriminating against SME's; burdensome price controls;
 
import restrictions; and fiscal deficits.
 

It is PRIME's technical assistance component -- which allocates 
$2 million for five studies/activities in support of the reform 
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program -- that might overla portions of T.Li/'s Pro je-ma'date to prepare studies er"to-surport a policy dialoPae with theGOR on major issues affecting 1rivate enterprise.", PRIME studies
may include several noted in its Progr:.
• Assistance Approval Docu­ment (September 1985): (a) an industrial incentives study; (b)
policy reform/divestiture studies; (c) analysis of household bud,­get survey data; 
and (d) staff support for the BRD.
 
OAR/R, conscious of the potential for overlapping efforts, alread3
has moved the Equity Participation Fund Study, originally schedul­ed to be performed by TNS/R in conjunction with the Special Ge.­ranty Pund Study, over to the PRIME Project. 

TNS/R, equally conscious of the potential problem, wisely has de­cided to focus the Studies/Policy Analysis Component of its Pro­ject activity on "applied" reports and manuals that will help
prepare the ground directly for the more effective/efficient 
ac­complishment of specific planned outputs.
 

For that reason, TNS/R currently is contemplating studies and
manuals from among the following possibilities:
 
o 
Marketing Activities and Needs in Rwanda (it might be done
 as an initial Project effort by the new, medium-term Mar­keting/Distribution 


Specialist ; 
o Organization mnd Management in Rwanda (again, as a possibleinitial effort by the new, medium-term Management Specialist
proposed in Section III-C of this report);
 
o 
Development Potential for Aro-Industries in Rwanda (by an
"outside" short-term consultant) ; 
a 
Feasibility Study Manual for PMEs and/or Cooperatives;
 
o 
Marketing Manual for PhkEs/Cooperatives; and
o 
Manual of Effective Business Maqaement and Organization
(these two manuals could be outgrowths of the new Special­

ists' initial studies); 
o 
Guide to Training Opportunities;
 

o Manual on Establishing a New Business; 
o Standard Bookkeeping Manual; and
 
o 
Credit: What and How to Finance.
 

During the short-term future, TNS/R and OAR/R should meet to
prioritize the components of the list, and establish an implemei.
tation timetable for those accorded top priority.
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