_}>t>’]E¥E§C;;:1%Pg32Zf

'i‘of.ﬁc’%@ilsfFiIe'Cop};,

Official File Copy

| A Midterm Evaluation
of the Entrepreneurial
Training for |

Disadvantaged
Africans Project in

~ South Africa

fPrepared for the U S Aoencv for Internationa]
;:Deve]opment under contract number DDC 10°6 I 14-5049 00

Susan Goldmark
~John Hannah
Martin Sebesho

Aoril 1987

DAY

Development Alternatives, Inc. 624 Ninth St‘rééf. NW Washlngton,DCZOOO1




PREFACE

This midterm evaluation of the Entrepreneurial Training for Disadvantaged
Africans Project was commissioned by the Agency for International Development and
conducted over a five-week period in March-April 1987, This project is a
collaboration between Birch & Davis, a U.S. technical assistance contractor, and the
National African Federated Chamber of Commerce (NAFCOC), a confederation of
Black business groups throughout South Africa. The three-person evaluation team
comprised Susan Goldmark and John Hannah from Development Alternatives, Inc.
(DAI) in Washington, D.C., and Martin Sebesho from Controlled Management Dynamics
CC (COMAD) in South Africa. :

The evaluation’s scope of work was to

determine the degree to which project start-up, initial participant training
and counseling, establishment of regional training and counseling centers,
ongoing training and counseling, and commodity procurement activities are
proceeding in relation to the original plan. Recommendations will be made
concerning necessary improvements or adjustments to the project design,
implementation schedule, contractor and NAFCOC activities, and budget.
The evaluation will emphasize methods to maximize the effectiveness  of
training and counseling during the last two years of the project.

(See Annex A for the complete scope of work.)

DAI team members spent the first week in discussions with Birch & Davis
project management, trainers, and consultants and reviewed all pertinent documents,
At the same time, Martin Sebesho conducted preliminary interviews and read
background documents in South Africa. The entire team met in Johannesburg on
March 23, 1987, and, after a briefing with AID/Pretoria as well as the
AID/Waushington project manager, attended a two-day NAFCOC agricultural meeting in
Potgrietrus. This meeting allowed the team to observe NAFCOC's impressive lobbying
efforts and meet with NAFCOC management, trainers, and entrepreneurs who had
participated in the pilot training sessions. The team traveled with NAFCOC's
Training and Education Manager, E.F.T. Maahlo, for the next week to Tzaneen,
Durban, Pietersburg, and other towns to interview members of NAFCOC's
Management and Education .committees, staff of other institutions that offered similar
assistance to Black entrepreneurs, volunteer trainers, and entrepreneurs who had
participated in the pilot training program. After conducting these interviews and
site  visits, evaluation team members met again with Dr, Sam Motsuenyane,
NAFCOC'’s President, to share our preliminary findings and elicit his views on the
project.

These discussions indicated that substantial changes in the management and
implementation of the project were needed for it to achieve its objectives. Two
choices existed. The team could proceed with its original schedule, report NAFCOC -
grievances and suggestions to AID/Pretoria, debrief Birch & Davis upon the return of
team members to the United States, and then write a final report based upon each
party’s observations. The alternative was for the evaluation team to play a more
active, catalytic role by convening a meeting among NAFCOC, Birch & Davis, and
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AID project managers to discuss the issues that had been identified during the
evaluation and decide on joint recommendations for action. NAFCOC, AID/Pretoria,
AID/Washington, and evaluation team members decided that the second alternative
was preferable. On extremely short notice, Birch & Davis’s President traveled to
South Africa to° participate in a roundtable discussion that was attended by
NAFCOC's senior management staff, Birch & Davis's Project Coordinator, AID
representatives, and the evaluation team. Most of the recommendations cited in
this report are an outgrowth of that meeting.

Before its departure, the evaluation team presented AID/Pretoria and the
AID/Washington project manager a summary of our findings and recommendations.
All three team members returned to Washington, D.C., to write the final report and
to debrief Birch & Davis management during April 13-21. Although individual team
members took responsibility for writing discrete sections of the report, each section
was thoroughly discussed, agreed to, and edited by all three individuals. Thus, we
view this as a product of the team as a whole rather than of individuals.

The evaluation team would like to thank several individuals who greatly assisted
this effort. Dr. Sam Motsuenyane, NAFCOC President, graciously spent much of his
precious time providing the team with his insights on the project. His comments
during the two-day roundtable discussions were of critical importance. We would
also like to thank Stan Khubeka, NAFCOC Executive Director, for his assistance and
E.F.T. Maahlo, Training and Education Manager, for arranging and accompanying the
team on site visits. Willy Davis, Birch & Davis’s President, and Dianne Felton, Birch
& Davis’s Project Manager, were both extremely helpful and cooperative throughout
the evaluation. Finally, the team would like to thank Tim Bork, Mark Johnson, and
Stafford Baker of AID for their insights and assistance. This report, however,
reflects the team’s findings and recommendations rather those of the U.LS,
government. :

Susan Goldmark
Team Leader

April 1987
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 The ‘evaluation process took  the form of ‘personal interview
people who were involved in project ‘implementicn,  including: - L

o Birch ‘& Da
- and trainers;

o The National African Federated Chamber of “Commerce's' (NAFCOC)  President, -
. Public - Relations ‘and"

- Executive Director, Education Manager, Trainers,

- Coordination Manager, and chief Accountant; -~ ¢

® Memoers 01 NArCUC's Executive and Regional ‘Educést,iqgf_ﬁ%!n?li_tteqs;’ .
e Vpltﬁntee;_traiﬁerﬁ a‘nd’ tfﬁined entfepréﬂeu::s;‘
. 'Qtyhet‘" iﬁﬁtitutio-lis‘ot"fe'i'ing-‘ similar assistance to Black entrepreneurs,and
i AID staff involved in project supervision. M

Furthermore, the evaluation team reviewed project literature and documents
such as project contracts between AID and Birch & Davis, and AID and NAFCOC.
Minutes of meetings of the NAFCOC Education Committee and correspondence
between NAFCOC and Birch & Davis formed part of the resource materials for the
review process. After the evaluation team identified its preliminary findings, a formal
meeting was held among NAFCOC senior management staff, Birch & Davis’s President,
AID representatives, and the evaluation team members. The major findings and
recommendations that are covered in the Executive Summary were discussed with all
parties.

PROJECT SUMMARY

The objective of the project is to provide management’ traihiné] and counseling -

services to Black entrepreneurs throughout South Africa:  to  enable . them ' to
participate in the national economy of the country.

The project is a collaborative effort betveen Birch & Davis, the U.S. technical
assistance contractor, and NAFCOC, a confederation of predominately Black business
groups throughout South Africa. Birch & Davis has a four-year contract to develop
curricula and materials, train local instructors and counselors, strengthen the
institutional capability of NAFCOC to deliver and sustain the management training
and counseling services, and provide project management and support. With funds
provided in the U.S. technical assistance contract, NAFCOC is responsible primarily
for setting up and staffing four regional centers to coordinate and deliver training
and counseling services to Black entrepreneurs.

‘&' Davis’s President, 'P'ro_i‘ec't: Dircctor, Project Coordmator,consultants,



SUMMARY OF FINDINGS

1. The purpose of the project, fo train and assist Black én_tféprene;irs 3 m
- management skills and operations, is valid and responds to a significant and -
growing demand. o ’

2. The basic strategy of developing appropriate materials, training instructors
who in turn train entrepreneurs, and following up the training with direct
counseling assistance to entrepreneurs appears to be valid, achievable, and
 directly responsive to the type of assistance Black entrepreneurs need.

3. NAFCOC is the appropriate organization to implement project activities given
its recognized long-standing commitment to Black business development, its
national organization and membership base, and its established leadership role
in representing and advocating the rights and interests of the Black business
community in South Africa. Furthermore, education and counseling activities
appropriately serve the objectives of increasing membership and, in turn,
strengthening NAFCOC as an organization. ‘ ‘

The_Devel £ Curricul | Training Material

Birch & Davis is responsible for preparing and producing three sets of training
materials: for training entrepreneurs, for training instructors, and for training
counselors. To date, the contractor has completed a basic business skills curricula
and introductory-level course material: in marketing, accounting, and general
business. The materials for the introductory-level operations management course and
intermediate-level marketing, accounting, and general business courses are expected
to be completed within the next two months. An advanced-level curricula is expected
by December 1987.

Guidelines and materials to assist instructors to teach the basic and
introductory-level courses are completed. The contractor has not as yet started to
prepare specific materials for training counselors.

l. The completion of curricula and training materials for entrepreneurs,
instructors, and counselors is more than one year behind schedule. Delays in
the preparation of materials have pushed back instructor training and, in
turn, the training of entrepreneurs.

Although the original time schedule for materials development (two months)
was overly optimistic, other factors played a significant role. Only limited
use was apparently made of available materials in South Africa as well as
the United States as the contractor focused on developing a completely new
and unique set of materials for NAFCOC. More important, the task of
developing materials was delegated to four outside consultants whose time
and schedule were defined by teaching responsibilities. Consultants’ work
schedules and products to a very significant extent have delayed the
progress and pace of project activities to date,



2, In terms of quality, the materials are well presented and cover appropriate
subject areas. However, interviews with members of NAFCOC's Education
Committee as well as trainers and entrepreneurs indicate that these materials
may be too sophisticated for as many as 60 percent of Black entrepreneurs.
This is primarily because of the prevailing educational levels of the majority

of business persons. In this respect, the materials, including the basic skills -

course, are more appropriate for trainers (most of whom have a Standard 10
level of education) than for the entrepreneurs themselves. '

If the current materials are to be used to train entrepreneurs, some subject
areas will need to be simplified, for example, to teach how to set up basic
cash books instead of more elaborate accounting systems and procedures.
This might include developing more simplified materials that address
widespread needs such as bookkeeping, or ensuring that instructors can
modify existing materials to the level of particular classes. In either
situation, instructors indicate they will need assistance .in simplifying the
existing materials as part of their training preparation.

3. The current materials are structured for presentation in two- to. three-week
sessions. Entrepreneurs indicate that they are unabie to be away from their

businesses for more than three days or. so. Therefore, the structure of"

materials may also need to be modified so they can be presented in
self-standing modules of much shorter sessions.

4. There is a significant demand among entrepreneurs for training; therefore,
project activities should move as quickly as possible from developing
materials and training trainers to training entrepreneurs. NAFCOC is also
concerned that the training of entrepreneurs begin as quickly as possible to
demonstrate its ability to meet the needs of its membership.

Selecti | Training of Trai

NAFCOC is responsible primarily for recruiting and selecting instructors and
counselors to be trained. Two groups of instructors receive training: instructors
employed by NAFCOC in the regional centers, and "volunteers" who have expressed a
willingness to conduct the training. For both groups, the selection criteria
emphasized a Standard 10 level of education (matric degree).

1. NAFCOC has employed two full-time instructors who are going through the
training. Several other full-time staff members are also taking the training.
In an effort to recruit volunteer instructors, however, individuals were
selected who may not be likely candidates to train entrepreneurs. For
example, several are unemployed and see the training as a means to obtain a
job. Among these, some indicated they would leave the training as soon as
they found a job. Others are individuals with limited education or business
experience who may not have the potential to be effective instructors.

o<



2. The probability that volunteer instructors will be available to train is.
untested.  NAFCOC will not have control over their participation. Those
most likely to actually train will do so because of perceived self-interest, for
example, a bookkeeper who sees the training as a means of identifying new
clients. However, it does not appear that volunteer instructors were
selected with a clear understanding of the skills they would bring to the
training or to what extent their self-interest might be served.

3. As training of instructors is dependent on the completion of training
materials, this phase of the project is also significantly behind schedule.
According to the contractor’s most recent schedule, the training of
instructors through Level II courses will not be completed until the end of
the contract period. In addition, there have been extended gaps in the
training, waiting for materials to be completed and fcr instructors to come
from the United States. In addition to delaying the training of
entrepreneurs, this prolonged activity has resulted in a loss of interest and
some attrition among the local instructors. :

4. Greater utilization could be made of qualified individuals in South Africa to
train instructors if funds were made available to pay for them and if more
initiative were taken by NAFCOC staff and the U.S. contract team to recruit
these individuals. Using more local expertise should reduce costs as well as
accelerate the training if the materials are available.

5. Practical, on-the-job experience is to be given to instructors, in addition to
the ‘"pilot" training they conduct to improve their training skills, One
instructor, in the Johannesburg office, now spends some time visiting
businesses together with NAFCOC counselors. This aspect of instructor
training seems important, given that few of the trainers have had prior
business experience. '

Vi ] T T

Birch & Davis is responsible for developing and conducting a counseling skills
course for counselors employed by NAFCOC and assigned to each of the four
regional centers. The counselors, once trained, will provide technical assistance to ,
entrepreneurs. In addition, NAFCOC is responsible for setting up a practical training
program for the counselors as a follow-up to their skills development course. :

1. Entrepreneurs as well as business professionals stress counseling as extremely
important given the relatively low levels of development in the Black
business community. As a follow-up to training, this activity not only helps
to solve specific problems but also helps to ensure that the training remains. .
relevant and targeted to the practical needs of entrepreneurs. iz



2.

NAFCOC has employed two-full time counselors in its Johannesburg and
Durban regional offices. In addition to having their matric, the individuals

~ have received one year of training in industrial management under a program

‘conducted by the government of Germany. However, both individuals are

young and without prior business experience. These factors call attention to
the need for a carefully thought-out approach to enable counselors to
receive the practical training essential to establishing their credibility.

Because the U.S. contractor’s counselor training package is not yet ready,
the two individuals are receiving the instructor training. While this body of

knowledge is relevant, it does not address their need for problem-solving

skills and practical experience. Instructors are being trained to transfer
knowledge to entrepreneurs. The counselor training is to focus on identifying
and analyzing business situations and formulating cost-effective and workable
solutions. '

NAFCOC's Counseling Committee has come into being because of a
recognized need for such services and the willingness on the part of
experienced (often retired) business professionals to assist emerging Black
businesses.  Representatives from several programs existing in South Africa
are members of the Counseling Committee. There has not been much effort
to date within the project to tap these resources as a basis for developing a
strategy, timetable, and budget required to implement this project activity.

Training of E

Birch & Davis is primarily responsible for ‘developing the training materials;
training those who will deliver services to the entrepreneurs; and assisting NAFCOC,
especially the Training and Education Department, to develop the capabilities to
market, organize, and deliver the services to entrepreneurs.

10

The project’s technical assistance philosophy is defined as developing a body
of knowledge that is passed on to instructors who, in turn, make it available
to entrepreneurs. Consistent with this philosophy, each subsequent activity is
dependent upon the completion of the preceding activity. This rather fixed,
sequential approach, as opposed to a more flexible, dynamic one, has slowed
the pace and momentum of the project in delivering services to
entrepreneurs.  More specifically, delays in preparing materials have delayed
the training of instructors, thus delaying the training of entrepreneurs.

NAFCOC is increasingly concerned that it is taking so long to deliver
services to entrepreneurs and strongly suggests that much more attention
within the project be directed to this goal,

A few entrepreneurs have received some training by attending the pilot
courses set up so that trainers can gain more practical training experience.
Some specific benefits have resulted. For example, a shopkeeper reported
learning how to improve the profitability of some underutilized floor space.
Entrepreneurial-level training is starting in the Orange Free State with a
modest program of courses planned over the next month.
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The' project has not formulated as yet a strategy, timetable, orestxmate ;fbf;_‘_

resource requirements for delivering training to entrepreneurs,

‘ " RN

Although Birch & Davis is primarily responsible for managing project 'acfivities,f“:"
including funds designated for NAFCOC expenses, both organizations are required to
establish procedures to ensure coordination and monitoring of all project activities.

1.

The Steering Committee to coordinate planning and monitoring of project
activities between the U.S. contractor and NAFCOC has not been established.
Although informal pianning and work scheduling have occurred, primarily
through: periodic visits by the U.S. contract team, formal planning and
monitoring procedures have not been established to the extent necessary to
keep the project on a reasonable schedule. Without jointly developed work
plans and schedules, it has not been possible to monitor project performance
and take corrective actions as necessary.

An important factor contributing to inadequate planning and monitoring is
that NAFCOC, particularly, was not aware of the importance of the U.S.
contractor's scope of work or the work plan contained in the original grant
agreement, although copies of the Birch & Davis contract (not including
budget information) were made available. Nor has NAFCOC been aware of
the financial resources available to the organization under the technical
assistance contract. This unfamiliarity with basic project information,
combined with NAFCOC's posture of assuming that the U.S. contractor was
fully responsible, has resulted in NAFCOC taking a much less active role in
project management than is required if the project is to achieve its
objectives.

The U.S. contractor’s Project Coordinator position does not appear to be
well utilized under this project. He has no clear authority, and his
relationship with NAFCOC is unclear. ’ ’

NAFCOC has suffered serious cash flow problems that began under its
original grant agreement and that have continued under the technical
assistance contract. This has caused some bitterness among NAFCOC senior
management staff. The situation has been exacerbated by NAFCOC’s not
having established adequate financial systems to prepare and submit vouchers
accurately in a timely fashion. This has resulted in gaps as long as seven
months between submission of vouchers and reimbursement.

Project management time in Birch & Davis headquarters appears to be more
than required given the level of activity to date and ‘the existence of a
South Africa-based Project Coordinator. Lo
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NAFCOC is responsible for delivering and sustaining training and cbunseling
services begun under the project. Birch & Davis has responsibility for providing
assistance to NAFCOC to enable the organization to deliver and sustain these
services.

1. NAFCOC's Training and Education Department does not have sufficient
capacity to assume the increased management role that will be required to
deliver training and counseling services on a national basis. The leadership

of this department needs to be reinforced and supported, and the ‘
management responsibilities and authority of the regional training staff needs o

to be clarified and strengthened.

2. NAFCOC's current level of financial resources will not be adequate to-

continue to support the training and counseling activities when AID funding
ends, nor can it be expected that educational activities will fully recover
real costs.

3. Although NAFCOC's management staff has begun a process of long-range
planning (that is to include strengthening its financial base) and a further
management review is anticipated, adequate attention thus far has not been
given to defining and planning for the increased role NAFCOC will be
expected to assume to maintain its educational programs,

Project Budget

‘1. At the time of contract negotiations, the AID Contract -Offiéex‘:“ﬁand‘ Bitéh &
Davis management agreed that there would be flexibility gmdng - the line = -

_items of the contract budget.

2. At current levels of effort, funds for direct labor and other direct costs will

be exhausted by May 1987. Therefore, ail concerned parties will need to
- agree on how remaining funds will be reallocated.

RECOMMENDATIONS

The following recommendations include those that have been agreed upon by

NAFCOC senior management and Birch & Davis senior management during meetings

‘held on April 7-8, 1987, as well as additional suggestions from the evaluation team.

The latter group of recommendations will be identified with an asterisk.

n D ] I [: "o l II e ![ ol

1. Existing training materials need to be modified to meet -vthe, needs of the

majority of Black entrepreneurs: | L

14 «



E'NAFCOC, in concert thh erch & Dav V"‘?.an ‘{;NAFCOC'S Educauon
~'Committee, will take responsnbxhty for develop1 trammg modules for;._‘__:‘;i

' .;,'Black entrepreneurs; and

‘¢ NAFCOC will need both US. and local techmcal assnstance to modxfyiff:f.}?
- training materials for Black entrepreneurs. : ’ i o U

2, Level I training is an important objective. . However, the 1mmedxate prnonty‘
.. should be to deliver training to Black entrepreneurs. This priority should be
' reflected in the time and money allocated to completing the Level III

program and materials.

3. Birch & Davis should complete the Level II cours* materials as quickly as
possible. It should abandon plans to develop Level I advanced course
materials if their completion and the training of trainers in the advanced
level will require a significant investment of scarce resources. NAFCOC
should investigate the need for its trainers to receive advanced courses and,
if . such need exists, identify local universities and other institutions to
provxde this training.

L The training of trainers schedule should be accelerated; and completed i
cost-effectxve manner: S e

o Appropnate and affordable local . 1nstructors shoul b 1dent1f1ed tohelp

~ conduct the training of tramers

e The Port Elizabeth and Cape Town trauung staff" dbehired ‘at the

same t1me

. Trammg of trainers should begin in August 1987, The‘ Port Elizabeth
. and Cape Town offices should open after these individuals have
- completed their training; and

o The training of trainers should be conducted over a concentrated block
of time, and all trainers should complete Basic, Level I, and Level M
training by December 1987. (Newly hired staff would complete Basic
and Levels I and II in accounting, general management, operations
management, and marketing. NAFCOC staff from the Johannesburg and
Durban offices who have completed some training courses would join
this training at their appropriate levels.)

2. Trainers should receive practical, on-the-job training experience as part of
their training experience. NAFCOC and Birch & Davis will assume
responsibility for planning, implementing, monitoring, and evaluating a
practical, on-the-job training program.
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Addmonal volunteer trainers should be carefully selected according to their

potential training ability, skills, educational level, and likelihood that they
will train entrepreneurs after their own training has been completed.
Special attention should be gnven to bookkeepers and other professionals who
already have some expertise in the subject matter and a strong self-interest
to offer mtroductory training to Black business people -- a potential market
for follow-up services to be offered by such private individuals. Rather than
requmng volunteers to undergo the full training course, consideration should

be given to developing a more flexible and cost-effective approach that

trains experts in specific subjects.

Counselor Development

NAFCOC counselors can be trained to “be quahﬁed counselors,_ butv'k"l thexrff
training should include a period dunng whxch they serve as"’mterns to

counselmg service:

e The project's counselors need to be- attached to a’ counselmg
for a long time before they can act as independent counselors;

o, NAFCOC'’s Counseling Committee and Birch & Davns should develop a,yi:u,:':

strategy and work plan for the project’s counseling component; and

e Pro;ect counselors should be responsible for identifying Tocal experts (xn "

~particular, experienced business people) who could be available to serve
as counselors to Black entrepreneurs. The counselors should serve as
intermediaries who match the needs of individual entrepreneurs with
appropriate counseling experts. :

T o e EE'

"Durmg the next year of project implementation, its focus should be shnfted i
- from the training of trainers to the training of Black entrepreneurs.

'Reglonal Education Committees should advise the Training and Education
Department of the training needs of local Black entrepreneurs. The
Training and Education Department should use these recommendations to
develop appropriate schedules and training modules.

NAFCOC’s Training and Education Department and Birch & Davis should-“__‘
develop a written strategy, plan, and timetable for 1mplement1ng the

program to train entrepreneurs,

NAFCOC staff, Birch & Davis consultants, and local experts should be
- involved in modifying existing materials and developmg new appropnate e

trammg materials for entrepreneurs,

/6™



5.

NAFCOC should develop a plan by whxc:' evaluate the eft‘ectxveness and:;}i‘
impact of the entrepreneurral trammg Results should ‘be: used to ‘modify
~ the training courses.

10.

NAFCOC and Birch & Davis shouldrevise the f»i,!exis;t"inglff’p_‘rojéct;
implementation plan to reflect current prxorrtles B , R
NAFCOC and Birch & Davis should undertake strategic planmng sessxons onf“

a regular basis. They should jointly develop annual work plans and quarterly
schedules. Birch & Davis should submit quarterly reports to AID on progress;,

. toward achrevmg these. obJectxves, and obstacles encountered.

‘NAFCOC and Birch & Davis should establish a subcommrttee that would::
 meet each month to monitor the project’s progress.

"~NAFCOC’s Training and Education Department and the four regional units

should develop annual, quarterly anéd monthly plans and schedules that

'clearly define the regional units’ authority, responsibilities, and priorities.

The regional units should submit monthly reports on progress toward
achieving the work plan, obstacles encountered, and suggested modifications

gffor the next reporting period. One of the two trainers in each unit should
“be appointed to manage the office. Eventually, when_ funds permit, new
‘staff members may have to be hired to manage the four units.

.f"Brrch & Davis’s Accountant should assist NAFCOC’s Accountmg Department

to improve its financial systems and controls.

NAFCOC should reconcile the $10,600 drscrepancy m xts records regardmg
the $150,000 grant from AID. :

NAFCOC and Birch & Davis should develop a budget for NAFCOC costs and
commodities under the remaining two years of the contract. NAFCOC ‘should
monitor on a monthly basis its expenses against this budget.

NAFCOC should telex the required information on project expenditures to
Birch & Davis at the end of each month. Formal vouchers to back up this
information should be mailed at the same time. Birch & Davis should
reimburse NAFCOC for these expenditures 15 days within receipt of this
telex.

The roles of NAFCOC's Training and Education Manager and the Birch &
Davis Project Coordinator should be clarified and revised to avoid
duplication and improve efficiency. :

Project oversight responsibilities should be shifted from AID/Washington to
AID/Pretoria staff to reflect the change in project planning, management,
and monitoring responsibilities from the United States to individuals based

- in South Africa. *
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11. Funds remaining in the project should be reallocated according to the .
proposed budget shown in Chapter Seven. The funds remaining to NAFCOC
under the line item "Other NAFCOC Costs" should not be reallocated to -
cover Birch & Davis costs (direct labor, overhead, other direct costs, and
consultants) unless NAFCOC fully realizes the implications of this
reallocation and concurs with the decision. The proposed commodities
budget of $250,000, which was developed during the roundtable discussions
among NAFCOC, Birch & Davis, AID representatives, and the evaluation
team, seems reasonable. AID should reallocate the difference between the
amount remaining in this line item and the $250,000 amount required to
cover Birch & Davis's costs (direct labor, overhead, other direct costs, and .
consultants), *

Project Sustainabili

I. NAFCOC should re-examine the strengths of its various departments to see
how each may be enhanced. An outside expert from Birch & Davis should
conduct a management audit, provided it meets project priorities and
available funds, that would analyze the strength and weaknesses of each
department and recommend ways to upgrade performance and institutional
capacity. This management audit should begin in early July 1987 to
coincide with NAFCOC's annual conference.

2. All concerned parties including AID should determine whether it is
necessary to wait until a formal management audit is completed before
acting to eahance the institutional capacity of the Training and Education
Department.  Those deciding upon the advisability of this activity should
also take into consideration the priorities of the project and its resource
allocation implications. *

3. NAFCOC should consider whether it should hire another senior-level staff
person with strong management skills to help plan and manage its training
program. If such needs exists, AID should consider providing a grant to
NAFCOC to cover the costs of this individual. *

4, Birch & Davis should consider placing a full-time U.S.-based staff member
to work as a counterpart to the top manager of the training program.
Ideally, this individual should be familiar with the project, have strong
management skills, and have experience in training trainers. If remaining
project funds are inadequate to fund a full-time Birch & Davis counterpart,
AID should consider providing additional funds to cover these costs. *

5. NAFCOC and Birch & Davis should begin immediately to explore alternative
strategies to ensure the financial viability of this project after AID funds
are fully disbursed. NAFCOC's Fund-Raising Committee members should be
involved in this process. :

6. An outside expert might be required to help NAFCOC plan and impiém’erit,
these strategies. * , o



BLACK BUSINESSES IN SOUTH AFRICA

Black businesses contribute relatively little to the economy of South Africa.
Several factors have caused this situation, paramount among them being the apartheid
government policies that deliberately make it difficult for Blacks to participate
meaningfully in the country’s economy. (When capitalized, the term "Blacks" is used
in South Africa to include blacks, coloreds, and those of Asian origin.) The goal of
apartheid is not only to separate Blacks from whites but also to remove from blacks
any claim of citizenship in the country by relegating them to the so-called
homelands, which are almost completely dependent on white-controlled South Africa.
This policy has ensured that 83 percent of the country’s land remains in the hands
of whites, who make up 14 percent of the population.

Until the late 1970s, Black businesses were not allowed to incorporate legally,
thereby further stymieing their growth. Blacks are still not ullowed to own or lease
land for personal or business reasons in white-designated areas, except by concession.
There are a myriad of other laws controlled by local and homeland authorities that
affect the development of Black business. These laws ensure that Black businesses
can develop and grow only according to the dictates and the designs of government
policies.

Although some of these laws have been less rigidly applied in recent times,
these changes have not significantly helped the development of Black businesses.
Recently, Blacks with permanent residential rights in the designated areas have
gained the opportunity to receive land under the 99-year leasehold system. Within
the homelands, they are permitted to engage in almost all types of business activity.
These concessions are significant in what they have not provided. Blacks still do not
have freehold rights. Black entrepreneurs do not have the right to operate businesses
in white areas except by concession. And the community councils and homeland
governments are still dominated by white administrators.

The homelands policy has effectively divided South Africa into two countries --
one developed and the other underdeveloped. Black townships near white cities are
also largely underdeveloped. The white-dominated economy is unique in Africa in the
degree of its sophistication and industrialization. It is a modern, western-type,
cash-oriented economy that offers a high standard of living and per capita income
for the white minority. The homelands and many parts of various townships, in
contrast, have all the characteristics of a Third World economy -- poverty, illiteracy,
overcrowding, and malnutrition. The per capita income of Blacks living within the
homelands is less than one-tenth that of the average white South African. The
unemployment rate among Blacks living in townships near metropolitan areas is
estimated at 50 percent, while in the homelands it is even higher.



Reforms, such as removing statutory and traditional ' barriers  to ‘Black
advancement in the work place, have been constrained by decades of state neglect of
Black education. Although the government recently has increased state spending on
Black education, it has publicly rejected calls for integrating the national education
system.

The development of Black business in South Africa has been hindered further by
legal constraints, lack of access to financial resources, and limited technical skills.

Although many legal constraints have been removed or reduced in terms of
severity of application, two all-embrasive pieces of legislation still hinder freedom of
mobility and ownership of property among Blacks -- the Group Areas Act and the
Land Act. The Group Areas Act reserves certain areas for specific racial groups, and
it is only within those areas that they can operate and conduct business. The
location, size, and desirability of sites in the Black areas are extremely limited.
Because of these restrictions, Blacks have little opportunity to take advantage of
normal cost-saving business practices such as bulk buying. The location of many of
these businesses does not allow them to compete for the best business opportunities. ’

The Land Act prohibits Blacks from owning land, particularly for farming. As a
result, South Africa has virtually no Black commercial farmers. All available land is
linked to the hoinelands or to tribal land tenure. -

The second, more subtle, constraint on the development of Black businesses is
the lack of financial resources for further development. Most banks apply stringent
conventional banking conditions that require land or other immovable assets as
security for a loan. Few Blacks can fulfill these conditions because of the
prohibitions against owning land.

)
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The third principal constraint that affects the development of Black businesses
is the lack of technical skills among entrepreneurs. This is a result of limited
experience and education. It is estimated that about 60 percent of all Black business
people have less than a primary education. Since South African corporations have

' severely restricted upward career advancement for most Blacks, few have developed

the business skills needed to manage a successful enterprise. Few Black entrepreneurs
have had experience in managing a business prior to establishing their own, and few
businesses'have existed for more than two generations.

THE EVOLUTION AND ROLE OF THE NATIONAL AFRICAN
FEDERATED CHAMBER OF COMMERCE '

"~ The National African Federated Chamber of Commerce (NAFCOC) is a legally
~recognized organization that represents formal and informal Black businesses in South

Africa.  Although this Black business organization dates back to the early 1940s,

- NAFCOC was formally established in 1964 to protest the observer status to which the

government had relegated Blacks in the economic activity of South Africa. The
objectives of the organization are to:
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‘. Organize, promote, and" build a. spirit ofunxty and cooperatlonamong Black.

‘businesses in both the rural and the urban areas; =

0 Sérvé as the sole ofﬁcxalbody ‘representing Black business nationally with

* power to make representations to local and national government authorities;

e Defend the interests of Black business and take appropriate actions to

oppose any measure that threatens the survival, progress, and development of
" its members; - oo .

sponsor candidates for commercial training; and

e Encourage the establishment and niaintenanée_ “of commercial colleges and“ff,

e Collect and ‘impart information on all matters  of commercial interest to: -

members,

NAFCOC has developed into a formidable voice of Black business in South
Africa. Besides encouraging the development of strong cooperation among Black
business people, NAFCOC has succeeded in pressuring the government to listen to
the needs of Black entrepreneurs, particularly im areas of land ownership, business
licensing practices, availability of credit, and expansion of business opportunities.
Few major decisions are taken on issues that affect Black businesses without
consultation with the organization. NAFCOC is represented in most Black business
development organizations and enjoys political acceptance both locally and
internationally.

Although it is difficult to establish accurately the number of Black businesses in
South Africa, according to the Financial Mail of February 22, 1978, there were about
35,000 registered traders (Yoth retailers and manufacturers) and perhaps 65,000
unregistered traders.  More accurate statistics on the number and distribution of
Black businesses are still unavailable. NAFCOC estimates that it has about 15,000
members, or a significant percentage of South African Black businesses. This
membership includes retailers, manufacturers, and farmers. Some of these members,
however, are inactive and have lapsed in their payment of dues.

At present, NAFCOC is composed of 18 regional Chambers of Commerce, which
are affiliated to the national organization. These regions comprise both rural and
urban groupings, NAFCOC is a three-tier body consisting of individual members in
branches, branch affiliation in regions, and regional affiliation in the national body.
Each branch and region is led by elected members who are voted into office every
second year.

The organization provides a number of services to its members, the most
important of which are lobbying and advocacy, education and training, and legal
representation. The services and activities are coordinated by various committees
composed of NAFCOC staff and members. These committees include the Finance
Committee, Legal Committee, Strategy Committee, Transport Committee, Scholarship
Committee, Agricultural Committee, Education Committee, and the Secretariat.

2]



The membership of NAFCOC and some of the activities of the organization have
been directly affected by the instability within the country. Courses in some areas
have had to be cancelled because entrepreneurs could not leave their businesses
during periods of political disturbance. The Natal Regional Chamber of Commerce has
threatened to secede from the National Chamber because of a difference in views
about foreign investment. The National Chamber at its 1986 Annual Summit adopted
a neutral position on foreign investment. The Naral Chamber of Commerce, as a
result of the influential position of the Kwa-Zulu homeland government, supports
foreign investment in South Africa. :

OBJECTIVES OF THE U.S. AGENCY FOR©
INTERNATIONAL DEVELOPMENT IN SOUTH AFRICA

The U.S. government's assistance program in South Africa is committed to the

- establishment of a non-racial, democratic form of government. The program

provides rasources only to those disadvantaged and oppressed by apartheid to
implement projects that they view as critical to promote social, political, and
economic change through non-violent means. The goals of U.S. government
assistance are to: :

o Build bridges between the United States and the legally disadvantaged;

¢ Promote communication and - ccoperation within and between the Bl'aCljé?;,.‘
- communities and between Black communities and whites in South Africa; i

‘o Axd the dévelobi_nent of future South African leaders;

e "-‘AssiSt,"“iti ‘the most direct way feasible, Black organizations and inksfti‘tﬁtidtﬁ”
- to undertake sound and effective programs and projects; and B

e Avoid the pursuit of programs that are solely economic in nature - and the
. rightful responsibility of the South African government and that are financed
- or controlled by it.

'All fin_ancing decisions are based on the following criteria:

X} B]_agk_]’_r_mng&q All projects should respond to priorities as percéived and
expressed by the Black community and its leaders;

e Black Participation: All projects should maximize Black participation in
policy making, management, and implementation. Priority is given to
projects that enhance Black leadership and experience through active
participation at all levels;

o Community Consultation and Accountability: Projects should be accountable

to beneficiaries during their implementation to ensure that they remain
relevant and maintain community support;



ougn;gﬂqmmemg_l AID/Pretoria does not fund projects or organizatiq‘xjsf«'fihatg‘
- are owned, financed or controlled by the South African gove‘rnment,for_ ,by

the government of the so-called independent states; and

-o Political and Social Impact: All activities should contribute to- 'disrhantlinéi

apartheid, establishing a nonracial democratic society, or providing the

foundations for nonracial institutions for a post-apartheid South Africa.

The AID program began in 1982 with funding for external scholarships, labor
union training, human rights activities, and entrepreneurial training. In 1985, AID
obligated about $19.6 million for FY 1986 and requested $25 million for its FY 1987
program.  Three full-time staff professionals working within the U.S. embassy in
Pretoria manage the AID portfolio. However, some projects, such as Entrepreneurial
Training for Disadvantaged South Africans, predate the establishment of an AID

office in Pretoria and, therefore, still are managed by AID/Washington staff. This

project also predates the AID mission’s current emphasis on funding projects that are

managed principally by Black South Africans rather than relying upon U.S. contractor

support.
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PROJECT SUMMARY

The goal of the four-year entrepreneurial training project is to improve the -
level of management skills among Black entrepreneurs to increase their ability to -

participate in the South African economy. The project purpose is to strengthen and
expand NAFCOC's capability to provide management training and counseling serviccs
to Black business persons in the major regions of the country.

The project is structured as a collaborative effort between NAFCOC and Birch
& Davis, the U.S. technical assistance contractor. NAFCOC is responsible primarily
for setting up and staffing four regional offices to coordinate and deliver training
and consulting services to Black entrepreneurs. Birch & Davis’s responsibilities are to
develop basic, intermediate-, and advanced-level training materials for entrepreneurs,
to train local instructors and business counselors, to assist NAFCOC strengthen its
institutional capability to deliver educational and counseling services, and to

coordinate project management activities. The project’s tasks and implementation

schedule are summarized in Table 1.

During the four-year project life, 2,300 entrepreneurs are to be trained and - -

approximately 500 businesses are to receive counséling assistance. As a ‘result of
project assistance, NAFCOC is expected to have the capacity to train and counsel at
least 1,000 Black business persons a year.

A grant agreement with NAFCOC was signed in September 1983 providing
$150,000 in start-up funds for the first 10 months of the project. A contract was
signed in February 1985 with Birch & Davis, an established 8(a) consulting firm
located in Silver Spring, Maryland. This contract providad $2.753 million for technical
assistance as well as additional funding for NAFCOC support. The grant oagreement
work plan and contractor’s scope of work comprise the basic description of how the
project is to be carried out. The two documents are complementary in that the grant
agreement provides the activity timetable, the contractor’s scope of work, and a
detailed plan for implementing the various activities.

SUMMARY OF PROGRESS TO DATE

NAFCOC has established two of the four regional units, one in Johannesburg to
provide training and counseling services in the Transvaal and the Orange Free State
and the other in Durban to coordinate and deliver services in Natal. The offices in
Cape Town and Port Elizabeth are scheduled to open in August 1987 and January
1988, respectively.

An instructor, counselor, and secretary have been hired in Johannesburg and in
- Durban. The two instructors and two counselors have received training in a basic

business course and introductory-level marketing, general business, and accounting



PROJCT IMFLEMENTATION SCHEDULE

ELAPSED TINE BY YEAR 1IN MONTUS

TASKS YEAR ) . YEAR 2

TASK 1--Project Starxt-up

TASK 2--Develop Curricula For Entrepreneurial Training
TASK )--Develop Inatructor Trajning Curricula

TASK 4--Develop Counaelor Tralning Cucricula
TASK 5--Conduct Instructor/Counselor And Counselor Training

TASK 6--Conduct Entreprenet:xial Training

TASK 7--Davelop Statistical Profile Of Disadvantaged
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TASK 8--Arrange For U.S. Training
TASK 9--Supplementary Study
TASK 10--Assist In Institution Building

TASK 11--llelp Establish Units And Publicize
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TASK 12--Project Managesent And Reporting
.Ml
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taught by U.S. instructors. In addition to the four staff instructors and counselors,
approximately 40 “"volunteer" instructors have participated in these courses. The
NAFCOC instructors and counselors are teaching "pilot" courses to entrepreneurs to
gain additional practice in delivering the course materials. The counselor assigned to
the Johannesburg wunit spends some of his time visiting businesses with
representatives of the Norton/Barlow Rand Industrial Counseling Service.

Approximately 86 entrepreneurs have received training as part of the pilot -
courses designed to test course materials and give instructors practical experience.
At the time of this evaluation, NAFCOC was just beginning to organize training
courses for entrepreneurs in the Orange Free State. :

Birch & Davis has completed a three-week introductory course in Business
Basics for Entrepreneurs. It has also completed three of four introductory-level
courses for entrepreneurs in marketing, accounting, and general business. Drafts of
an  introductory-level operations management course and intermediate-level
accounting, marketing, and general business courses are now being completed. All
intermediate-level mater‘als are expected to be completed by September 1987. Work
on advanced-level materials have not yet started, but the contractor anticipates that
this material will be available by December 1987. Advanced training for selected
entrepreneurs in the United States has not yet been planned.

In addition to the course materials for entrepreneurs, Birch & Davis has
developed trainer guides for each course that include suggestions on how to conduct
the training, visual aids, and discussion guidelines. The contractor has not yet begun
to develop special training materials for counselors.

Birch & Davis's scope of work included conducting a management study of
NAFCOC’s operations and developing a statistical profile of the Black business
community. In March 1986, NAFCOC decided to contract one of these special studies
to a South African firm. Controlled Management Dynamics completed the management
assessment in July 1986, and the results are being reviewed by NAFCQC’s
Management Committee. AID contracted with another local firm, Consumer Behavior
Limited, to compile a profile of the Black business community. This study will be
completed in late April 1987.

NAFCOC expended the initial $150,000 grant in October 1986. As of February
1987, $§1,459,231 of the $2.753 million remains in the Birch & Davis contract.
However, certain line items including direct labor, overhead, and other direct costs
will be exhausted by May 1987,

GENERAL FINDINGS

The project's purpose, to train and assist Black entrepreneurs in management
skills and operations, is valid and responds to a significant and growing demand
among Black business people for assistance in improving and expanding their
enterprises.



ll .

The original strategy to develop *appropriate "training - courses, ;ffaiﬂ,:'inst‘ruéfbrsf‘;w'

who in turn teach entrepreneurs, and follow up the training with ~direct ‘ counseling’

services appears to be valid, achievable, and directly responsive to the type “of

assistance Black entrepreneurs require.

NAFCOC is the appropriate organization to implement the project activities,
given its long-standing commitment to Black business development, its national

organization and membership bases, and its established leadership role in representing
and advocating the rights and interests of the Black business community. Education
and counseling activities are part of its current priorities, and the further
strengthening of these activities should directly contribute to institutional growth. ‘
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o ' CHAPTER THREE
THE DEVELOPMENT OF CURRICULUM AND TRAINING MATERIALS
ORIGINAL PLAN

The ' project provides technical assistance to develop training courses and
materials that will give Black entrepreneurs the knowledge and practical skills needed
to establish and operate businesses successfully. In addition to preparing materials
for training entrepreneurs, the contract team is responsible for developing courses
and materials for training NAFCOC instructors and counselors. These courses are to
include practicai techniques for conducting training and providing consulting services.

Trainine Materials for E

A project objective is to strengthen the educational program of NAFCOC by
improving its existing courses and developing additional ones to meet a broad range
of training needs among entrepreneurs. The project plan calls for the U.S.
contractor, with assistance from NAFCOC, to develop training courses and materials
for entrepreneurs at three levels. These are:

e Introductory courses for an estimated 65 percent of Black business people
who have recently established, or who are in the process of setting up,
business activities, These courses are to teach basic business principles at
the grassroots level and include such subjects as start-up of a business,
banking and finance, bookkeeping, marketing and merchandising, procurement,
contracts, personnel management, and setting goals and priorities;

o Intermediate-level courses for an estimated 30 percent of entrepreneurs
having a working knowledge of business principles. These courses are to
include such subjects as accounting, banking and finance, marketing,
personnel, general management, organizational structure, and business
communications; and

® Advanced-level courses for the estimated 5 percent of business owners and
managers who have considerable experience as well as education. Courses at
this level are to include such subjects as financial planning, business policy
and decision making, accounting and financial controls, and microcomputer
applications.

As described in the project plan, the average length of each course is expected
to be three days, with some courses requiring only one day and others five days or
more. For example, an accounting or bookkeeping course might require considerably
more time to teach than a course on how to get a business license. Because of the
unlikelihood that entrepreneurs can be away from their businesses for more than one
day at a time, the courses are to be designed so that tliey may be taught in one-day
modules. :

~5
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The contractors scope of work written' by erch ‘& Davxs as part of xts proposal

sets out a detailed and comprehensxve plan for. developrng the trarmng courses and;.:

maternals The principal steps in the plan 1nclude' ;j - :;

’. Collecting mformatlon in South Afrxca on’ trarnxng:’”needs, _ exxstms traxnnnsr\v:f'?
o courses, and appropriate tralmng methodologres, i SR

'3 "_.Developmg procedures for acccssmg South Afncan trammg and counselmg_fi
o resources; - ' : i &

L o Conductmg 8 hterature search. to locate materxals that could be used m the
proJect trammg, - ~ ' , : SR 3 R

e Assemblmg a currxculum desxgn team and developmg a trmetable for ma f
~development that is consxstent thh the pro;ect traxmng schedule, R

e Defmmg the trarnxng obJectrves for each course, -

o Developing course deslgns, | mcludnng “methods to° be used,rnstructronal
o modules, and time reqmred for teachmg each module' B Al o

o Developing a trainee manual for each course to “be- us
_ ‘as a resource for future reference by entrepreneurs' S

o Revxewmg the trarnee manuals estabhshed by“ NAFCOC andother South
" African sources; :

‘e Preparing audlo-visual materiaIS' '
e Developmg evaluatlon materials; -

° Pre-testmg courses with entrepreneurs and makmg revxsrons as necessary,
7 and ~

L o 1Repr0duc‘ing the final training materials.

jals f¢ ini nselors

“In addition to developing materials for training entrepreneurs, the U.S.

“contractor is responsibls for developing courses and materials to train NAFCOC

instructors and counsclors. The success of the project depends to a large degree on
the effectiveness of trese individuals. They are primarily responsible for the quahty
of training and consuiting given to entrepreneurs. They also play a key role in
strengthening NAFCOC's institutional capability to provide ongoing educational
services.

The contractor’s scope of work specifies a plan and a process for desrgmng and
developrng materials for the followmg courses: : e
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e ‘A basic skills development course to teach instructors how to deliver the
-'business courses to entrepreneurs. As part of the materials for this course, a _,
trainer’s manual will be written to serve as a reference guide for the

- instructors; and

e A counselor training course to provide the knowledge and skills required to
provide  consultation and problem-solving  assistance  to individual
entrepreneurs. This course will include different case studies and other
practice materials for the manufacturing counselors and the
non-manufacturing counselors to reflect the different requirements of their
future clients.

In addition to the course materials, the scope of work required the development of =

self-assessment instruments and other materials to evaluate the competencies of
instructors and counselors in delivering training and technical assistance to
entrepreneurs.

It was assumed in the scope of work that the contractor would be able to

develop much of the training materials by using or adapting existing courses and
materials from South Africa and elsewhere. For this reason, it was planned that the
introductory- and intermediate-level courses for entrepreneurs and the courses for

training instructors and counselors would be completed by the end of the third -

month.

PROGRESS TO DATE

erch & Davis has completed the followmg curncula and: ourse - materxals /for‘,

the training of entrepreneurs;

o A basic introductory and overvxew course on marketmg,,
business, and operatxons management entltled Busmess
Entrepreneurs; . Y e

e Introductory (Level VI) eourses(‘ in aecoun'ting;‘
managemaont; T : : o

¢ Drafts of Level I _course. in ' operations management and mtermedxate-level .

(Level ) accountmg, marketmg, and general busmess courses° and

‘e Trainer guxdes for the basic business and Level I courses, rncludmg vxsual'»
- aids and course evaluation materials for mstructors to use in- delxverrng these_

courses.

NAFCOC members and representatives of other trammg groups in South “Africa f
have reviewed the business basics and Level I courses, and NAFCOC's " Educatxon,
Committee has approved these materials, Some of the’ materrals have been pre-tested-

in pilot training programs attended by entrepreneurs T

accountmg ; general}_,

3



The contractor’s curriculum development team, composed of three Howard
University professors, expects to complete the intermediate-level materials by
September 1987. This team is being assisted by the two Birch & Davis trainers.
Birch & Davis has begun to discuss ideas for the advanced-level courses, but work on -
these materials has not yet formally started. 3

Birch & Davis indicates that it expects to prepare a counselor training progrfém,
and associated course materials after the other course materials are completed. RIS

FINDINGS AND RECOMMENDATIONS

Plan and Schedule for the Development of Materials

The development of training courses, although an important aspect of project
activities, was not intended to be the predominant and resource-consuming activity
that it has become. Birch & Davis’s scope of work was to develop courses for
entrepreneurs by using or adapting existing materials. Birch & Davis, however, is
involved in developing a totally new curricula. In addition, the materials are being
developed as a general resource for NAFCOC rather than, as intended, a set of
specific courses to meet the particular traiuing needs of entrepreneurs. To justify
this new approach, Birch & Davis describes its objective as developing a boedy of
knowledge that can be used by NAFCOC instructors to train entrepreneurs. NAFCOC
has generally supported Birch & Davis's approach. An increasing number of private
and university-affiliated groups provide training programs for Black entrepreneurs
today, and NAFCOC is particularly interested in having its own, unique program.

The decision to develop a new and unique set of materials has required the
contractor to allocate significantly greater resources than planned to this activity.
This decision has also caused a substantial delay in training instructors and
counselors and, most critically, in delivering services to entrapreneurs.

The completion of curricula and training materials for entrepreneurs, trainers,
and counselors is now more than a year behind schedule. NAFCOC is expressing

. growing concern about the delay in beginning training entrepreneurs.

. Birch & Davis has not yet started to develop advanced-level materials. It is

-generally believed that the vast majority of entrepreneurs will benefit most from

introductory- and intermediate-level training. Although advanced-level training
remains an important objective for NAFCOC, the organization wishes that the focus

- of project activities should now shift to training entrepreneurs. Therefore,
- discussions with Birch & Davis and NAFCOC on April 7-8, 1987, concluded that Birch

& Davis should complete the Level II materials as quickly as possible. It should
abandon plans to develop Level IIl materials if their completion and the training of
trainers in the advanced level require a significant investment of scarce resources.
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1 n levan
NAFCOC’s Education Committee and others in South Africa have reviewed the
basic and introductory-level course materials. The evaluation team also spoke with

NAFCOC and volunteer trainers as well as a number of entrepremeurs about the
quality, appropriateness, and rclevance of training materials. These sources generally

describe the materials as being relevant in terms of the subjects c¢overed, but too

sophisticated for as many as 60 percent of Black entrepreneurs. Written comments on

the introductory basic business course given to NAFCOC by one small business

advisory bureau, for example, stated that;

The level of this course, bearing in mind that it is an introductory course
aimed at potential businessmen who have not owned a business before, is
far too high. Too many aspects are also dealt with in too little detail. This
will only confuse the potential small businessman. Often the idea is
created that an American manual is compiled for local purposes. To reach

the course attendants, we should adapt to local standards.

Based on evaluation team interviews, the materials appear to be more

appropriate for instructors (most of whom have a Standard 10 education) than for
entrepreneurs. Birch & Davis views its task as producing materials for the
instructors, However, its scope of work states that the technical course materials are
to be developed for entrepreneurs. Currently, trainers photocopy sections of the
materials to give to entrepreneurs in the pilot training.

For these materials to be most useful for entrepreneurs, they will need to be
simplified. The materials, as currently organized, also need to be restructured into
modules that can be taught in less time than the two to three week sessions.
Entrepreneurs confirm that they are unable to be away from their businesses for
more than about three days. Thus, the training sessions will need to be structured
into two to three day courses, as recommended in the project identification
document. The trainers indicate that they will require additional assistance to
simplify and restructure the materials into shorter teaching modules.

At the April 7-8 meetings at NAFCOC, it was agreed that NAFCOC, in concert
with Birch & Davis, will take responsibility for developing modules to train

entrepreneurs. NAFCOC will need both U.S. and local technical assistance to fulfill
this responsibility. = The evaluation team urges that this process begin as soon v'asA

possible,

33
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(CHAPTER FOUR

TION AND TRAINING OF INSTRUCTORS
“ORIGINAL PLAN

~ The granr agreement and technical assistance contract provide funds for hiring
and training additional NAFCOC instructors. The success of the project depends to a
very large degree on the effectiveness of these instructors. They organize and
conduct the training programs for entrepreneurs and provide on-site, follow-up
assistance to help entrepreneurs apply their training to specific business operations.

The schedule for selecting and training instructors also determines when the training

of entrepreneurs can begin.

NAFCOC is responsible for selecting one instructor for each of the four.
regional units established under the project. The U.S. contractor is responsible, with

assistance from NAFCOC, for training the instructors.

The project plan calls for the instructors to be hired as each of the four:
regional units open in months 1, 13, 19, and 25. Each instructor/counselor is’
expected to train "approximately 300 entrepreneurs during each twelve month period -
of full-time instruction." Each instructor is' supposed to "participate in a training:

and orientation program which will be approximately six months in duration."

The instructors’ training program is to be designed in "response to the calibre. .
of instructors and counselors who will be recruited.” Trainers are to receive training
in the functional areas of business to be covered in the introductory- and
intermediate-level courses. Course materials are to include manuals, case studies,

and textbooks. The grant agreement specifies that
special emphasis will be placed on how to teach people who have little or
no formal education. The approach to training instructors will include
methods such as role playing, case studies, and lectures. Additionally, each
instructor trainee will participate in on-the-job training by observing and
assisting experienced instructors in actual teaching and follow-up situations.

The contractor’s scope of work further specifies the process by which
instructors will be trained. It states that the contractor will: s

¢ Train instructors in a basic training skillsvcourse; \ S
-~ 'e Train instructors in selected technical course materials; -

e Observe each instructor deliver technical course matetials; o

e Give feedback to the instructor on his or her strengths’k_a‘n‘q'j.j‘;",:j‘pi:c\it}'rliexéx (

.. work with the instructor to resolve problems; and

3¢-
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‘mstructors are to be tramed or what criteria should be used to select mstructors.-«

20
o_ Approve the 1nstructor for. solo traxnmg or recommend a specxﬁc plan for‘

' strengthenmg instructor competencies. -

The last;‘fOur steps are to be repeated for each new technical course.

Neither the grant agreement nor contractor’s scope of work speclf e’ how

PROGRESS TO DATE

NAFCOC has been responslble pnmanly for recruxtmg and selectmg mstructors
Birch ‘& Davis  has been m charge of scheduhng ‘and .conducting the instructor.

trammg courses.

NAFCOC has employed two full-time instructors thus far, one in its
Johannesburg office and the other in Durban. To increase the cost-effectiveness of
the instructor training as well as the numbers of entrepreneurs that could be trained,
NAFCOC and Birch & Davis decided to open the instructor training to other NAFCOC
staff members and volunteers, in addition to the full-time instructors employed by
the project. In Johannesburg, 17 instructors attended the business basics course and
26 individuals participated in the introductory-level marketing and general
management courses taught by Birch & Davis trainers. In Durban, 20 individuals
attended the business basics and introductory marketing and general management
courses.

NAFCOC attempted to select instructors with some business background or
academic training in business administration and a Standard 10 level of education
(matric degree). However, the educational requirements were relaxed for individuals
attending the first instructor training course in Johannesburg in May 1986.
According to NAFCOC officials, they were given insufficient notice to find
candidates for training. Thus, they included individuals who had less than a Standard
10 level of education. Feedback received during this course indicated that the
training materials were too sophisticated and the pace of the course was tho fast for
those with lower educational levels. Thus, only candidates with at least a Standard
10 education level were accepted for the instructor training courses held later in
Durban. Those with a matric degree who were interviewed by the evaluation team
believed that the materials were appropriate to the training of instructors. All the
instructors interviewed believed that the Birch & Davis trainers were excellent
teachers.

As of April 1987, the following instructor training courses have been conducted

by Birch & Davis:

Business Basics S May 5-23, 198
Marketing I ' “May 26-June 13, 1986
Management and °ersonnel I ‘May 26-June 13,.1986

Accounting and Finance I July 14-August 1, 1986 -



Business Basics . . September 22-October 10, 1986
Marketing I ' - January 26-February 13, 1987
Management and Personnel I .. January 26-February 13, 1987
Accounting and Finance I = = November 3-21, 1986 e e

course.

As part of their training in the technical course materials, instructors practice
teach segments of the courses to their peers and receive feedback and evaluations
from the Birch & Davis trainers. Instructors who demonstrate potential in the
technical courses are selected to teach in pilot courses, where they present parts of
the technical course materials to entrepreneurs. NAFCOC's Training and Education
Department staff attend these courses to evaluate and give feedback on each
instructor’s performance. This process is being used to qualify instructors to train
entrepreneurs,

The two full-time NAFCOC instructors for the Port Elizabeth and Cape Town
units have not yet been selected since these offices have not opened. NAFCOC and
Birch & Davis expect the Port Elizabeth office to open in August 1987 and the Cape
Town office in February 1988.

The program for supervised follow-up assistance to entrepreneurs to give

Table 2 illustrates the schedule used to train instructors in the business. basics

b

instructors practical experience in helping business people apply the training to

business operations has not yet been developed.

FINDINGS AND RECOMMENDATIONS

Selection of Instructors

The strategy of training additional instructors "(bbth ‘volunteers and NAFCOC

non-project staff) is a potentially cost-effective method to reach larger numbers ' of

Black entrepreneurs. However, this assumes that these instructors will be qualified
and available to conduct the training.

Instructors have not been selected according to a well-defined strategy.
Instead, particularly during the first training session, there was a greater emphasis
on filling the classroom than on selecting the most appropriate individuals to serve
as instructors. In an effort to recruit volunteer instructors, individuals were
selected who may not be likely candidates to actually train entrepreneurs. Others are
individuals with limited education or business experience who may not have the
potential to be effective instructors.

The instructors that have been trained under the project can be divided into
three distinct subgroups: RS
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 TABLE 2'

'SCHEDULE FOR TRAINING
(BUSINESS BASICS)

MORNING SESSION (9-12)

AFTERNOON SESSION (1-4) - “ |

Monday Preparations For Tralning
May §
Tuesday Introduction Presentation Of Introductory Chapter
May 8 Overview Of Program Assignment: Study Chapter One
L]
x Waednesday | Review Of Introductory Chapter o Test On Chapter One
w May 7 Presentation Of Chapter One (Group Discussion) Student Presentations Of Chapter One
F3 : Asslgnment: Study Chaptar Two
Thursday Review Of Chapter One Continue Presentation Of Chapter Two
May 8 Presantation Of Chapter Two
Friday Test On Chapter Two Student Presentations Continued
May 9 Student Presentations Of Chapter Two Assignment: Study Chapter Three
Monday Review Chapter Two Test On Chapter Thres
May 12 Presentation Of Chapter Three Student Presentations Of Chapter Three
Assignment: Study Chapter Four
Tuesday Reviaw Of Chapter Three Test On Chapter Four
May 13 Presentation Of Chapter Four Student Prasentations Of Chapter Four
o~ Assignment: Study Chapter Five
&5 [Wednesday | Review Of Chapter Four Test On Chapter Five
g May 14 Presentation Of Chapter Five Student Presentations Of Chapter Five
Asgignment: Study Chapter Six
Thursday Roview Chapter Five Test On Chapter Six
May 15 Presentation Of Chapter Six Student Presentations Of Chaptar Six
Friday Review And Discussion Of Chapters Four, Five, Student Presentations Of Chapters Four, Five
May 18 And Six And Six
Assignment: Study Chapter Seven
Monday Presentation Of Chapter Seven (Costs) Test On Chaptar Seven (Costs)
May 19 Student Presentations Of Chapter Seven (Costs)
Assignment: Study Chapter Seven (Sales And Cash)
Tuesday Raview Chapter Seven (Costs), Presentation Of . Test On Chapter Seven (Sales/Cash)
. May 20 Chapter Seven (Sales/Cash) Student Presentations Of Chapter Seven (Sales And Cash)
ﬁ Assignment: Study Chapter Seven (Accounting)
g Wednesday | Review Chapter Saven (Sales and Cash) Test On Chapter Seven {Accounting)
May 21 Presentation Of Chapter Seven {Accounting) Student Presentations Of Chaptar Seven (Accounting)
Assignment: Review Chapter Seven
TMiLl;f;daY Review And Discussion Of Chapter Seven Student Presentations Of Chaptar Seven
2
Friday Course Overview And Completion
May 23




o NAFCOC staff. members:

g Other NAFCOCstaf £ ;iéé:mbqrvsq who may assist in training entrepreneurs;

° "Volunteer" ‘entrepr,eﬁ'e,'}ﬁ*sf

‘ -:v;-,-"f‘ ﬁbokkeépers g and f :»‘othe’risji

_ ‘professionals . .who - provide - services.
_ businesses, LR E N ey

- ﬁrhplo&eés oflargerBlack ;ltgﬁs‘ihess;is, _

o Uneﬁployed educ‘at’éd’)}c;ur‘igx people.

NAFCOC trained not only ‘those individuals who were hired specifically for the

project, but also members of its administrative, accounting, and legal staff.

The NAFCOC staff members category is the only group that NAFCOC can
control directly, The other two groups are unpaid volunteers who may not be
available to train entrepreneurs when actually called upon. Since the training of
entrepreneurs has not yet really begun, the hypothesis that these volunteers will
leave their businesses to conduct training courses on a regular basis is still untested.
Many of the volunteer trainers manage their own small businesses and, thus, may not
be able to devote a great deal of time to training others. Discussions held between
the evaluation team members and volunteer trainers indicate that certain types of
entrepreneurs may be more likely to conduct traning than others. It appe.rs that
those with the highest probability of serving as trainers will do so because of
perceived self-interest. For example, bookkeepers may view training entrepreneurs as
a means of identifying new clients. However, it does not appear that volunteer
instructors were selected with a clear understanding of the skills they would bring to
the training or the extent to which their self-interest might be served.

The third group of trainers -- unemployed educated youths -- appears to have
the highest probability of drop-outs from the program. Many of the unemployed
individuals apparently view the training as a means to increase their chances of
obtaining a job. A few in the Johannesburg group thought that NAFCOC would offer
them a job if they performed well during the training sessions and were disappointed
to learn that this would not occur. Some of the unemployed individuals indicated
they would leave the training as soon as they found a job and would not serve as
volunteer trainers.

Given the high cost of training instructors (U.S. trainer salaries and travel and
participant per diem costs), the evaluation team recommends that NAFCOC develop a
more clearly defined strategy to attract and select qualified individuals who are most
likely to be available to train entrepreneurs. Additional volunteer trainers should be
carefully selected according to their potential training ability, technical skills,
educational level, and likelihood that they will actually train entrepreneurs after
their own training has been completed. Special attention should be given to

3¢
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bookkeepers and other  professionals. who already. -have | some’ expertise in -the - subject
matter -and a strong. self-interest to ~offer - introductory - training ‘to " Black . business
people -- a potential market for follow-up services to be offered by such . ‘private -
individuals, R U R e T e e T '

Rather than requiring trainees to undergo the full training course, consideration
should be given to developing a more flexible and cost-effective approach that trains
experts in teaching specific subjects. For example, rather than having bookkeepers
undergo the full training course, it might be more efficient to train them only in
how to teach accounting. And instead of training NAFCOC's lawyer in how to train
entrepreneurs in accounting, it might be much more cost-effective to build upon his
comparative advantage and have him focus only on how to train entrepreneurs in
understanding government rules and regulations. Given the importance of his legal
function within the organization, his time should be carefully managed so that it
serves NAFCOC’s most pressing interests.

Training of I

The process of training instructors is significantly behind schedule. In part,
this is because it has taken longer than expected to recruit volunteer instructors,
and in part because the political unrest in the country has required NAFCOC to
postpone at least one of the courses. But more important, the instructors are unable
to complete their training until the course materials are available. At present,
instructors trained in the Level I courses are waiting for the Level II courses to be
completed. There have been extended gaps also in the training, waiting for materials
to be finished and for instructors to come from the United States. In addition to
delaying the training of entrepreneurs, this prolonged activity has resulted in a loss
of interest and some attrition among the volunteer trainers.

As of late March 1987, the contractor’s schedule indicated that the training of
instructors through Level II courses will not be completed until February 1989 or
essentially - when the technical assistance contract ends. This schedule includes

-extended gaps between individual training courses and numerous trips from

U.S.-based, Birch & Davis staff and consultant trainers. Table 3 shows the
contractor’s past and projected training schedule.

At the April 7-8, 1987, meeting it was agreed that the focus of the project
should shift during the third year of project implementation from developing
curriculum materials and training instructors to training entrepreneurs. The general
consensus was that the training of instructors should be accelerated and completed in
a more cost-effective manner so that trainers could start to train entrepreneurs. To
achieve this, it was recommended that;

e The Port Elizabeth and Cape Town training staff should be hired at the same
time;

e Training of instructors should begin in August. The Port Elizabeth and Cape
Town offices should open after these individuals have completed their
training; and



Business Basics'
Marketing I .

Nansgement 1

‘Marketing 11 e

Acoonting 11

“ qaerations Mgt. 11

TABLE 3

TRAINING SCHEDULE -

May 5 - 23, 1986
(Mensah/Robinson)

“ May 26 - June 13, 1986
© .- (Johnson)

" May 26 - June 13, 1986
i ,lt!!trpllv)

July 14 - a1, 1986

(Robinsavuens&u)

April 27 - May 5, 1987

(Henderson/Mensah)

June 15 - July 3, 1987

~ (Johnson)

dune 15 - July 3, 1987

) (Htrphv)

- Sept 1% - octz 1967
(Van l!ooyen) e

May 7 - llaylS 1987

uov z - llov zo 1987
(Van Rooyen) :

Sept 22 - oot 1986

(Mensah/Nelsan)

Jan 26 - Feb 13, 1967
© (Mensah) :

- Jan'26 - Feb 1.3, 1957
' (llelson) .

uovs 211986 L
(Robinsavuonye Haruene)}_

(llendersorvuermh)

suly 13 - July 31 ; ‘1_987;':'

(Jdmson)

~July 13 - .Iuly 5, 19877‘

- upemm

m ‘Em-ﬁ-‘!‘!"gz!AL»-,",;,’ '

Sept 16 ~'0ct 2, 1967
,(ll_a\sdlluelsq\),,' -

Nov 9 - Nov 20, 197871171‘

JanZS-Feb‘lZ 1988

(llensah/llelson) o

Apnl 18 April 29 1988 .
X (llersah) '
o Apri L18 - Apm 29 19aa}”,jf
2 (lelson)‘ ol :
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‘e The training of trainers should be conducted over a concentrated block of

. time and all trainers should complete Basic, Level I, and Level II training by
December 1987. (Newly hired staff would complete Basic and Levels I and II
in accounting, general management, operations management, and marketing.
NAFCOC staff from the Johannesburg and Durban offices who have
completed some training courses would join this training at their appropriate
levels.)

In addition to accelerating the training of instructors through the courses
developed by Birch & Davis, consideration should be given to training the instructors,
particularly the full-time instructors, to deliver NAFCOC's other training courses. In
addition to more productively using the time they have available, this would add to
their experience as well as provide the opportunity to publicize and begin organizing
the training for the new courses.

Although Birch & Davis has made some efforts to recruit South Africans to
serve as trainers, these efforts have not yet borne fruit. Greater use could be made
of qualified individuals in South Africa to train instructors if funds were made
available to pay for them and if more initiative wesye taken by NAFCOC staff and
the US. contract team to recruit these individuals. Using more local expertise should
reduce costs as well as accelerate the training as long as the schedule for completing
materials also is accelerated.

NAFCOC staff, birch & Davis management, AID project staff, and the evaluation
team have agreed that appropriate and affordable local instructors should be
identified to help conduct the training of instructors.

The NAFCOC grant agreement specifies that instructors should receive practical,
on-the-job experience in addition to the pilot training they conduct to improve their
training skills. This aspect of instructor training seems important for at least two
reasons. First, few of the instructors have had much prior business experience. By
spending time at business sites, they will have an opportunity to understand better
how to relate the training to specific business problems. Second, on-site visits
provide perhaps the most accurate way of gauging the appropriateness and relevance
of the training materials so that any necessary revisions to existing materials can be
made as well as identifying what new courses might be needed. It was agreed that
NAFCOC and Birch & Davis will assume responsibility for planning, implementing,
monitoring, and evaluating a practical, on-the-job training program.



'CHAPTER FIVE
COUNSELOR DEVELOPMENT PROGRAM

ORIGINAL PLAN

Project ' activities are intended to expand NAFCOC's counseling services
significantly by  training , instructors and counselors to provide follow-up assistance to
entrepreneurs” who participate in the technical courses as well as other business
people who are engaged in manufacturing and non-manufacturing enterprises.

‘The four counselors hired by each of NAFCOC's four training units are
expected to provide follow-up services to those entrepreneurs who have undergone
NAFCOC training courses. The grant agreement specifies that

When, for reasons of availability or magnitude, it is not practical to use
instructors for an approved counseling assignment, an attempt will be made
to use the services of qualified counselors attached to local universities
. + . . If a situation should arise wherein the counseling expertise to resolve
a specific problem of project participant is not available through the
project's counselors or a local university, such expertise will be provided by
the U.S. contractor . . .

- The grant agreement specified that:

o " The average length of time per counseling e‘ng‘égemevnt will be five days;’hfih s |

e Each inétructor/counselor will prdvide counseling services to approximately
~ 20 entrepreneurs during each 12-month period of full-time instruction: -

g ) Du‘i'in'g each instructor/counselor’s first year of employment, he or she will

counsel 50 percent of the projected total for full-time instruction; during the .

first year of the project, this amount will be 25 percent; and

. Approximately 148 non-manufacturérs will be counseled during. the’ glife’v.:;_'é‘f the

project,

v I

The project provides funds and assistance to employ and train these four
counselors to give on-site consulting assistance to Black manufacturers. These
manufacturers, estimated to number 30,000, cperate in a somewhat different and more
complex environment than do entrepreneurs engaged in other types of business
activities. In addition, many manufacturers are illiterate, or with very little formal

s
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educauon. These factors, together with some of the complexities (such as purchasing,
operatrons, distribution, and selling) associated with any manufacturing enterpnse,‘
requrre that special assistance be provided this group of entrepreneurs.

The grant agreement assumes that:

o The average counseling engagement would last four days;

' o~,_Each manufacturing counselor will assist about 50 businesses during each'
.. period of full-time instruction after his or her first year of instruction; :

. During a counselor’s first year on the job, he or she will assist at least 25
manufacturers, except during the first year of the project when about 12 -
manufacturers are assisted; and .

o About 370 manufacturers will be assisted during the life of the project.

 The project assumed that experienced counselors would not be easrly foundv'l:
Thus, those who were to be recruited were to receive specral training m consultmg‘,,
slulls and techniques in addition to the technical training they receive. :
‘The contract for Birch & Davis specifies that it will
"o . Train counselors in a basic counseling skills course;

‘e Train counselors in all or selected technical courses;

e ',Arrange for a local expert to participate in the counselor’s initial site visits
~ to observe performance and assist with any technical problems;

e Immediately following site visits, have the expert give feedback to the
' counselor on his or her strengths and problems and work with the counselor
to resolve problems; and
o Have the expert certify the counselor for solo site visits.

:erch & Daws S contract detaxls the steps by whrch.

; - A counselor traxmng currrcula wxll be desxgned

A plan for supervxsmg and momtorrng counselo
o Matenals for counselor trarmng wrll be wr1tte HE: "

o Counselors will be tramed. ~
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'PROGRESS TO DATE

NAFCOC has hired two manufacturing counselors, one for the Jchannesburg
region and the other for the Natal region. In addition to having their degrees in
accounting and commerce, both counselors have received training under a grant that

was awarded to NAFCOC by the German government in 1984. The Johannesburg -
counselor has been attached to the Norton/Barlow Rand Industrial Counseling Service .

in an effort to gain experience while waiting for project activities to begin. No plan
has been developed to expose the Durban-based manufacturing counselor or future

manufacturing counselors in Port Elizabeth and Cape Town to on-the-job training -

with local manufacturers.

Birch & Davis has not yet begun to develop ‘the counselor training prdgram and
has not located local experts to accompany counselors on-site visits. The instructors

have not yet provided follow-up services to entrepreneurs attending the pilot or

actual training courses nor have the manufacturing counselors received or provided

any counselor assistance as part of this project.

FINDINGS AND RECOMMENDATIONS

As identified in the grant agreement and Birch & Davis contract, counseling

services are an important part, of this project. Most entrepreneurs who attend
NAFCOC’s three-day training course will need follow-up counseling by the trainers.

These services help to ensure that entrepreneurs are appropriately applying the

techniques they have learned. Without such services, entrepreneurs may misinterpret
or misapply the theoretical techniques to their actual situations. Similarly,

small-scale manufacturers need advice from counselors with experience in their field -

of activity.

NAFCOC has one counselor as part of its pre-project staff. This individual is
on a study leave in the United States until June 1987. He normally travels around
the country and assists approximately 50 manufacturers per year. With the increase
in the number of manufacturers in the various regions of South Africa and the
amount of time it takes for a counselor to serve one manufacturer, the need for
more counselors to complement the one permanent counselor already employed by
NAFCOC is very great. Thus, the training of additional counselors should begin at
once.

To date, Birch & Davis has provided only technical training to the counselors.
Although this body of knowledge is relevant and fulfills the program requirements, it
does not address their need for problem-solving skills and practical experience.
Instructors are trained to transfer knowledge to entrepreneurs while counselors need
to be trained in analyzing business situations and formulating cost-effective and
workable solutions. :

The importance of starting the counselor training process was reaffirmed during

the April 7-8, 1987, meetings. It was agreed that:

2



30

o ‘Because of hmxted work experxence of the counselors who have already been N
'employed they should spend a minimum  of ‘three - months thh -the
Norton/Barlow Rand Industrial Counsehng Service or -a similar group to get,
on-the- job exposure to counsehng techniques and on-the- JOb tralnmg, .

o The selectxon and hu'mg of the counselors for Port Elizabeth and Cape Town -
should be completed before August 1987. Their training should begin
immediately so that. they may begin to counsel entrepreneurs by January
1989;

e More emphasis should be placed on selecting volunteer counselors who have
business skills. Volunteer instructors with an accounting background should
be recruited to undergo counselor training, particularly when full-time
counselors are not available. This approach will assist NAFCOC to address
the needs of its members located in areas that are not easily accessible to
the permanent staff. The selection of these volunteers will be linked to the
regional distribution of the chamber to ensure an equal spread of services;

e Because of the delicate nature of counseling activities and the lack of
business experience and youth of counselors already employed, these
individuals will not counsel entrepreneurs alone until all parties are satisfied
with their level of development. Until this time, these counselors will be
used to identify local experts and serve as intermediaries who match the
needs of individual entrepreneurs with appropriate counselor experts; and

e The NAFCOC Counseling Committee and Birch & Davis should develop a
strategy and work plan for the design and monitoring of the counselor
training program. When these plans are ready, the counseling coordinator
should help to manage these activities.

It was also recognized that field visits by instructors and manufacturing
counselors in the Natal region could not begin until problems between NAFCOC and
the regional Chamber of Commerce were resolved. NAFCOC's senior management is
negotiating to ease this tense situation.



. TRAINING OF ENTREPRENEURS .

_ORIGINAL PLAN

The ptoject’s pnmarypurpose is to provide training and counseling services to

Black business people. ' .'Approximately 2,300 entrepreneurs are to participate in
introductory-, intermediate-, and advanced-level training courses during the life of
the project. : ’ ' ‘

NAFCOC is responsible for implementing the training courses for entrepreneurs.
This responsibility includes scheduling the courses, assigning instructors, recruiting
participants, and handling the necessary administrative and logistical arrangements.
The U.S. contractor is responsible for supporting the training at three different
levels. At the technical level, the contractor is responsible for developing the
training materials to be used in the courses and for training the instructors. At the
institutional level, the contractor is to assist NAFCOC to strengthen the capacity of
its Training and Education Department to organize, conduct, and support the training
programs. And at the implementation level, the contractor is to provide technical
assistance in planning the training programs, primarily through the on-site assistance
of the Project Coordinator.

The number of entrepreneurs to be trained in the project is estimated as

follows: - -
YEAR  INTRODUCTORY INTERMEDIATE . ADVANCED TOTAL
First o s0 s
Second = 300 470
Third 700 1,080
Fourth - 800 1,240 -
Total 1,850 925 100 2,875

_ An attrition allowance of 20 percent was made, resulting in a projected total of o
2,300 entrepreneurs trained at the end of the project. An additional - eight

entrepreneurs were supposed to be trained overseas at an advanced level.

PROGRESS TO DATE

As a result of delays in producing training materials and training trainers, few
entrepreneurs have been trained by the project. Most of the training that has
occurred has been through pilot courses, which have been developed to provide more

practical training experience for NAFCOC staff and volunteer trainers. A list of
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these pilot. courses and the ‘number of ‘g‘entrep,‘ ‘neurs, ‘ho recewed trammg as. of
April 1987 are shown below. ;‘;-Each course' covered; three subjects durmg a three-day
training period. Lo '

NUMBER

COURSE — TRAINED
. e ‘ 21

Financial Statements '
Financial Planning
Jqurnals
Managing Your Business
Sources of Finance
Financial Management

Personal Requirements for
Planning and Operating
Your Own Business

Operations Management

Financial Management

Location: Bultfontein 21
Personal Requirements for
Planning and Operating
Your Own Business
Operations Management
Financial Management

In November 1986, the mstructors in the Johannesburg offxce began to train
entrepreneurs in the Orange Free State, Tramers .in “this ‘and ‘the Durban office are

expected to continue these courses. untxl the next erch & Davis training course
.begms. .

Other factors have also inhibited the provision of training courses to
entrepreneurs from the Durban office. NAFCOC has not been able to begin field
training in the Natal region as a result of political differences between the Natal
Chamber and the national office of NAFCOC that have been discussed in Chapter
One, Another more practical problem is that, until recently, neither the
trainer/counselor nor the manufacturing counselor had drivers licenses. One received
her license in early 1987, and the other is undergoing drivers' education training.



FINDINGS AND RECOMMENDATIONS'

The main goal of this project is to train entrepreneurs.. This activity was
supposed to begin in the first year of ‘the  project. NAFCOC is increasingly
concerned that it is taking so long to deliver services to entrepreneurs, and - its-

senior management strongly suggests that much more attention within the project be

directed to this goal. These delays have seriously affected the image of NAFCOC’

among its members. NAFCOC's president expressed very strong feelings about the
delay in training entrepreneurs. For the last two years he has had to apologize to

the membership at national conferences and explain why the program has not reached -

various regions.

The project has not as yet formulated a strategy, timetable, or estimate of
resource requirements for delivering training to entrepreneurs. It is important that
NAFCOC quantify its resource requirements in carrying out the training and
counseling of entrepreneurs; otherwise, underbudgeting may result, which would
severely affect the organization’s ability to implement the entrepreneurial training
program.

Entrepreneurs have indicated that, in general, they cannot afford to be away
from their business for more than three days at a time. Thus, the training courses
have been condensed so that, for example, a few topics from the three-week
financial accounting course attended by trainers is presented during a one-day
seminar. However, rather than developing a new, simplified one-day module that is
geared to entrepreneurs’ most pressing needs in this subject, the Durban trainers
literally copy chapters from the trainers’ manual and distribute to the entrepreneurs
without toning them down. The reason given for this practice is that the pilot
training is not aimed at actually training entrepreneurs or testing the relevance of
the training materials, but at testing the training capabilities of the trainers.

Discussions with members of NAFCOC’s Regional Education Committee, trainers,
and entrepreneurs indicate clearly that the material distributed to the trainee
entrepreneurs is above the competence level of most trainees. This seems to be a
radical departure from the provisions of the grant agreement. Given the trouble that
entrepreneurs experience in arranging for relief during their absence and that they
have not been told that they are going to be used as testing ground for trainee
trainers, it is highly recommended that pilot courses be redesigned to train
entrepreneurs as a first priority and to test the competence of trainers as a second
objective. Trainers will need assistance in developing these materials for
entrepreneurs.

The evaluation team has found, through interviews with entrepreneurs
participating in the pilot training courses, that some specific benefits have resulted
from the training. For example, a shopkeeper reported learning how to improve the
profitability of some underutilized floor space. Another started to compare her
prices with those of her competitors and adopted a strategy by which to compete
more effectively, However, these discussions also revealed that it is absolutely
essential for NAFCOC to provide follow-up services after training. Some
entrepreneurs were confused by certain concepts such as depreciation. Others, who
had never maintained financial records, needed reassurance that the cash books they
had established since the course were correct.

4%
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" One main recommendation of the April 7-8, 1987, meeting was that during the

~next year of project implementation the focus should be shifted from the training of

trainers to the training of Black entrepreneurs. Unless this emphasis is shifted, . the
project will not achieve its objective of training 2,300 business people and counseling
500 entrepreneurs. :

It was specifically recommended that NAFCOC's Training and Education
Department and Birch & Davis develop a written strategy, plan, and timetable for
implementing the training of entrepreneurs program. Unless the plans and’ strategies
are agreed to by both parties, the ability of NAFCOC to monitor the achievement of
training objectives will be elusive.

Given the differing needs of Black entrepreneurs, greater efforts should be
made to develop courses that meet the most important needs for the greatest number
of entrepreneurs. Regional Education Committees should advise the Training and
Education Department of the training needs of local Black entrepreneurs. Currently,
very little information exists about the specific needs of entrepreneurs in the various
regions, This situation is worsened by the lack of empirical data about NAFCOC's
membership -- including educational levels, subsectors, and scale. With guidance
from the regional committees, the Training and Education Department will be in a
better position to develop appropriate schedules and training modules as well as
budget requirements.

After the Regional Education Committees have offered their advice on what
training is required, NAFCOC staff, Birch & Davis consultants, and local experts
should be involved in developing appropriate training materials for entrepreneurs.
Training materials need to be simplified while retaining their high quality.

The use of local experts was an original requirement and an essential feature of
this project. It is anticipated that this aspect is important not only in giving the
project a higher level of acceptability among Blacks but also in ensuring that the
training remains relevant to the needs of local entrepreneurs. Furthermore, the
problems experienced by Birch & Davis when it tried to recruit local experts to
conduct training will be reduced if these individuals are also involved in designing
the contents of the training materials. With an active role played by local experts,
a more effective follow-up will be achieved particularly in some of the areas that
NAFCOC will not have the resources and time to reach.

Some regions have access to other training resources that NAFCOC does not
want to utilize, primarily because they have government connections. This includes
the University of the North's Small Business Advisory Bureau and the Kwa- Zulu
Development Trust. NAFCOC should clarify what relationship it wishes to have with
these institutions since they serve the regions by offering courses to NAFCOC
membership. At a minimum, NAFCOC may wish to certify competing or
complementary services that its Training and Education Department and Regional
Education Committees believe meet their high quality standards.

Finally, NAFCOC should develop a plan by which to evaluate the impact and
effectiveness of the entrepreneurial training. Monitoring of results is an essential
element of any training and development efforts. For NAFCOC this is particularly
important as the results will not only give NAFCOC feedback about the program



progress but. w111 also . serve as a strong foundatxon for any mstxtutlonal strengthenmg
plans. Furthermore, the results’ should be used to- modlfy the - training ‘courses as the
needs of the entrepreneurs change

S0



ORIGINAL PLAN.

Project activities are funded through two interrelated agreements; a $150,000
grant from AID directly to NAFCOC and a $2.753 million contract between AID and
Birch & Davis. The former provided start-up funds for NAFCOC to cover the first
10 months of project costs. Specifically, the grant agreement paid for the salaries
for the instructor, counselor, and secretary in the Johannesburg office; office rent;
travel; publicity; and commodities. ~After the $150,000 grant was spent (estimated to
cover only the first 10 months of project implementation), funds to cover NAFCOC
expenses in the four regional units were channeled from AID through Birch & Davis.
In addition to reimbursing NAFCOC for some of the costs incurred under this
project, the Birch & Davis contract included funds for project management,
development of curriculum materials, training of trainers, and some other direct
costs. AID decided to channel funds to cover NAFCOC costs through a U.S.
contractor rather than providing those funds directly to NAFCOC so that project
inputs would be well coordinated.

The grant agreement states that NAFCOC will have primary responsibility for
implementing the training and counseling activities of the project. The management
support of NAFCOC for this project, as discussed in its grant agreement, includes:

e Education and Counseling Committees: These committees are to serve in an

advisory capacity to NAFCOC. Their responsibilities include advice on the
structure and format of training courses and counseling services and regular
review of training and counseling results. During the first six months of the
project, each committee shall meet at least once per month to advise
NAFCOC on start-up procedures and to review its progress. After the
project’s sixth month, they shall meet every three months.

e Training Counselor/Manager: This individual is to be responsible for

overseeing and coordinating all aspects of the actual training and counseling
of entrepreneurs. His specific duties are to:

-- Supervise instructors and counselors;

-- Prepare and submit monthly reports on the status of training and

counseling aspects of the project to the U.S. contractbr; P

Identify and hire instructor/counselors and manufaétutihéséo:qqq:é{lpigﬁlzf

Interact with short-term specialists who will - co'n_duct"l theoretxcaltrammg
- program for instructors and counselors R

and counselors;

‘Make arrangements, and coordinate ox’i,-vtheijqpv trainmg.for mstmctors
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ecure specxfxc ‘,‘_‘rammg sntes, ,

- Develop and’ coordmate traxmng and counsehng schedules

- VlSlt each traxnmg umt quarterly and observe actual trammg and
counsehng sessions; mcorporate ﬁndmgs in: regular programmatxc reports;
and .

"',-'-y Coordinate publicity for the project.

. Inﬂnm:&ggm_em_rs The project will identify, hire, and train four

instructor/counselors -- one for each of the four training units. In addition
to their training and business counseling responsibilivies, they have the

- following management duties:

-- Submit monthly reports to the training/counseling manager that will
include assessments of (1) the number of entrepreneurs trained and
counseled, (2) evaluation forms to be completed by participating
entrepreneurs, (3) training and counseling schedule for the succeeding
three-month period, and (4) identification, and plan for the resolution, of
any problem areas;

-- Submit a monthly financial report that will include a full accountxng of '
all project-related expendxtures‘ and - '

-- Serve as senior officer and manager of his or her respectwe regxonal*':,
training unit. . : '

~ Manufacturing _Counselors: The four manufacturing counselors stationed in

the four training units have the following management responsibilities:

-- Submit monthly reports to the Training/Counseling Manager that will
include (1) the number and types of manufacturers counseled during the
preceding 30-day period; (2) evaluation forms, which will have been
completed by participating manufacturers; (3) schedule for manufacturing
‘counseling to be conducted over the succeeding three-month period; and
_(4) identification, and plan for the resolution, of any problem areas; and

-- Submit a monthly financial report that will include a full accounting of
all project-related expenditures.

The U.S. contractor is responsible for providing institutional support and
“technical assistance to NAFCOC in the areas of training instructors and counseiors,
curriculum development, and project coordination. Specifically, the grant agreement
calls for the American contractor to provide the following personnel to supervise and
manage the project:

e Executive Officer: The project will be supervised and controlled by a high-

ranking officer of the firm. The primary purpose of this position will be to
establish project policy from the firm's perspective, review all Key
deliverables, and interact with NAFCOC executives;



' MMA_) The project director’s responsibilities . include

interaction with NAFCOC and AID/Washington, overall management of - all;v

project resources, and responsibility for meeting the project’s obj jectives;

o Fiscal Officerr The primary purpose of this position will be to control and

manage all project finances;

o Project Coordinator (South Africa) This individual will be responsible for -
working with NAFCOC to ensure the proper and proficient overall -
coordination of the project. The individual hired for this position will be a

resident of South Africa with successful prior experience with training and
counseling of disadvantaged entrepreneurs; and

o Short-Term Specialists: These experts will provide specialized assistance to

the project in areas such as curriculum development, training of instructors
and counselors, development of criteria for program evaluation, and

development of a profile on disadvantaged businesses in South Africa. They

will be based in the United States and travel to South Africa on an
as-required basis.

The principal management tasks highlighted in Birch & Davis's contract are:

° Lmson with AID: The Executive Director and Project Director are expected ~
to meet regularly with the Project Officer and other designated officials for

jomt planning, problem solving, and activity review;

e Liaison with NAFCOC: The contractor is to serve as a technical resource to
NAFCOC and liaison and communication will be continuous. This process
includes (1) a series of meetings involving the Executive Officer, the Project
Director, the Project Coordinator, and NAFCOC officials during months 1,
14, and 37, coincidental with the Steering Committee meetings and (2)
structured meetings between the Project Coordinator and NAFCOC staff,
weekly during year one and bi-monthly thereafter; and

e Participation in the Steering Committee: The Executive Director and Pro;ect"
Director are to participate in such meetings to plan, review activities, and :

establish project standards.
The Birch & Davis contract agreement further specifies that

before any AID funds are released to NAFCOC, Birch & Davis will ensure
that appropriate financial controls are in place. If current financial
procedures are deemed to be adequate, no modifications will be made.
Given the existence of any deficiencies or abnormalities in the financial
management system, Birch & Davis will advise NAFCOC of the pelicies and
procedures which need to be instituted.

The contract states that "a Steering Committee will be established representmg
NAFCOC, the contractor, AID/W and the U.S. Embassy/Pretona This committee is
to serve "as a joint forum for discussing significant issues, making major decisions,
and facilitating communication and cooperation among all parties."



~ Since AID did- not ‘have ‘an “office” in : Pretoria \Qﬁbh“r;,th@ “‘project “began, " project
supervision responsibivl‘itiq;v‘_we;qas;ig‘ned;tp‘«a;q’ q\t‘fi_cé"r_;in.AI}_)/V,W'a.ghinggon.,  S Ry

'PROGRESS TO DATE

After signing its grant agreement with AID, NAFCOC appointed the head of 1ts
Training and Education Department to serve as the Training/Counseling Manager: - for

this project. An instructor/counselor, a manufacturing counselor, and a secretary in.

the Johannesburg unit began to work under this project in January 1984, An AID
contract officer visited NAFCOC after the grant agreement was signed to ex»olain
how to prepare vouchers for AID.

Although the expiration of the NAFCOC grant agreement was supposed to
coincide with the beginning of AID's contract with the American contractor, in
reality a significant gap between the two occurred. NAFCOC's grant was supposed
to cover from October 1983 to July 1984; however, Birch & Davis's contract was not
signed until February 1985. Because the Durban unit was opened later than planned,
some expenses were lower than projected, NAFCOC grant funds were not depleted
until October 1986. It was then that Birch & Davis assumed the responsibility of
reimbursing NAFCOC for costs incurred by the project.

The Executive Officer of Birch & Davis has been significantly involved in
managing this project. At the project outset, he conducted a promotional campaign
that included television appearances to publicize this project. He also reviewed
NAFCOC's financial procedures and records to verify that they conformed to AID
standards. He and the Project Manager have visited NAFCOC offices about once
each quarter, a total of 10 trips as of April 1987, and they have maintained verbal
contact with the AID/Washington project officer on a regular basis. As of April
1987, the Executive Officer estimated that he and the Project Director were spending
about 50 and 75 percent, respectively, of their time on the project. The Project
Coordinator was hired in May 1985 and received three weeks of orientation at Birch
& Davis headquarters in September 1987,

Soon after the contract was signed, Birch & Davis hired four consultants to
develop the curriculum materials, three of whom are professors at ¥Howard University.
One of these consultants has left the project, leaving the three Howard University
faculty members on the curriculum development team. As the consultants are
full-time faculty members and are not on the Birch & Davis staff, it has been
difficult for Birch & Davis management to exercise the level of control over their
schedule necessary to ensure the completion of materials on time. Two full-time
trainers were hired in January 1986. At first their duties primarily included
conducting the training sessions; but more recently, they have become involved in
modifying and writing some parts of the training materials in an effort to speed up
the production process.

Birch & Davis has not adhered to a regular schedule in submitting written
reports on project activities and progress. According to its contract, Birch & Davis is
supposed to submit monthly written reports to the AID/Washington project officer.



Instead, quarterly reports: were ‘prepared in April 1985, July 1985, Septémber 1985: a

one -year - gap -the

most recent report was submitted in late January 1987..

‘In"jﬁné ’1’986, NAFCOC' commissioned a manﬁgéméﬁﬁ"' audxttobe conducted’l‘he

findings included:

job descriptions and lack of quantifiable targets;

¢ Some members of NAFCOC's staff were utyxd'éire;mplldﬁdf-iés‘fﬁf resultofunclear

¢ NAFCOC staff salaries are wellbelowprevallms comparatlverates m

organizations;

o Decision making withinv‘m§‘organizagiqnv,is @Géﬂy‘ Q?n!faliiéd; and -

e Criteria used to hire staff ifnéqci‘iwto«; be consistent with -the orgamzatxon’s

needs.

Tq date, NAFCOC has not acted on the :fih&ings and recommendations of this study.

AID’s management of the project has suffered from frequent changes ih ;‘

supervisory personnel. During the first two years of project implementation AID

appointed a succession of five project managers based in Washington, D.C.  These
changes in personnel have made it difficult for AID to monitor contractor and:

project activities on an ongoing basis.
FINDINGS AND RECOMMENDATIONS.

Management Svstems and Personnel

Although Birch & Davis is primarily responsible for managing project activities,
including funds designated for NAFCOC expenses, both organizations are required in
their respective AID contracts to establish procedures to ensure joint planning,
coordination, and monitoring of all project activities. The evaluation team has not
found any evidence that NAFCOC and Birch & Davis have established appropriate
procedures required to manage this project effectively.  Although informal planning
and work scheduling have occurred, primarily through periodic visits by the U.S.
contract team, formal planning and monitoring procedures have not been established
to the extent necessary to keep the project on a reasonable schedule. Many project
activities, such as the completion of the curriculum materials, have slipped far behind
schedule with little accountability and insufficient action to remedy this situation.
Without jointly developed work plans and schedules, it has not been possible to
monitor project performance and take corrective actions as necessary. Specifically:

e The Steering Committee to coordinate planning and monitoring of project
activities between the U.S. contractor and NAFCOC has not been established;

n. occurred . until ‘the 'next report was filed in September  1986. . The .

sS
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o The “NAFCOC Training Counselor/Manager doesfv not prepé;?e and submit
- monthly reports on the status of the project to Birch & Davis, as required
in NAFCOC’s grant agreement; and : ' '

e The instructors do not submit monthly written reports ‘to the
- Training/Counseling Manager that are to include a training and counseling
schedule for the succeeding three-month period.

An important factor contributing to inadequate planning and monitoring is that
NAFCOC was not aware of the importance of the U.S. contractor’s scope of work or
the work plan contained in the original grant agreement although copies were made
available. Nor has NAFCOC been aware of the financial resources available to the
organization uader the technical assistance contract. This unfamiliarity with basic
project information combined with the assumption of NAFCOC that the contractor
was responsible caused it to rely overly upon the contractor’s direction. NAFCOC,
correspondingly, is taking a much less active role in project management than is
required if the project is to achieve its objectives. NAFCOC appears to have
assumed a more responsive posture while Birch & Davis bore most of the planning
responsibilities. If, in fact, this project is to become more of a joint effort with
NAFCOC and Birch & Davis as equal partners, NAFCOC needs to assume a greater
role in the planning, implementation, monitoring, and evaluation process with a full
awareness of the funding implications of the decisions that are taken.

Another factor that has inhibited cost-effective management of this project has
been the relatively small role played by the Birch & Davis Project Coordinator. He
has no clear authority, and his responsibilities toward Birch & Davis as well as
NAFCOC are unclear. Because his job description is very similar to that of
NAFCOC's Training and Education Manager, he is viewed as a potential threat rather
than as an ally and resource by some NAICOC staff members. As a result of the
diminished role of the Project Coordinator, project management responsibilities have
been heavily centralized is Birch & Davis headquarters. This has greatly increased
the cost of managing the project.

The Project Coordinator spends much of his work time performing
administrative tasks -- such as arranging logistics for the instructor training courses
and photocopying course materials. He has also been involved in interviewing
prospective counselor/trainers and evaluating trainers during the pilot training
course. As currently implemented, the position is not a full-time job. Given the
history of his relationship with Birch & Davis and NAFCOC, it is uncertain whether
this individual will be able to assume the authority and responsibilities required for
this position to be fully effective.

During the April 7-8, 1987, meeting, participants agreed to adopt the following

‘recommendations to enhance project management:

e NAFCOC and Birch & Davis should revise the existing pmJect implementation
plan to reflect current priorities and future targets; 7



43

‘e NAFCOC and Birch & Davis' should hold project planning and monitoring

 sessions on a regular basis. This activity should include developing annual
work plans and targets and quarterly activity schedules. As part of this
process, particular attention should be given to delegating more
- responsibilities to project staff in South Africa as a means of encouraging
more initiative and greater utilization of staff resources;

| o NAFCOC and Birch & Davis should establish a subcommittee that would meet .

each month to monitor the project’s progress; 4

e NAFCOC's Training and Education Department and the four regional units
should develop annual, quarterly, and monthly plans and schedules that
clearly define the regional units’ authority, responsibilities, and priorities.
The regional units should submit monthly reports on progress toward
achieving the work plan, obstacles encountered, and suggested modifications
for the next reporting period. One of the two trainers in each unit should
be appointed to manage the office. Eventually, when funds permit, new staff
members may have to be hired to manage the four units;

e Birch & Davis should submit quarterly reports to AID on progress toward
achieving plans and schedules as well as obstacles encountered. These reports
should incorporate the information provided in NAFCOC's reporting process
from regional units to the Training and Education Department; and

‘o The roles of NAFCOC's Training and Education Manager and the Birch &
Davis Project Coordinator should be clarified and revised to avoid duplication
and improve efficiency.

By encouraging more formal planning and monitoring activities, such activities
will allow for more flexibility in how project activities are carried out. There is
considerable rigidity now in the way project activities are implemented. For
example, staff assigned to the two regional units could productively spend some of
their available time in identifying local instructors, assembling resource materials to
be used in training and counseling, and identifying appropriate ways to publicize and
organize the training of entrepreneurs. At present, they are essentially waiting for
the next instructor training courses to be scheduled. By helping them to establish a
work plan and schedule, more activities could be undertaken that directly support the
objectives of the project.

In addition, the evaluation team believes that Birch & Davis should consider
placing a full-time U.S.-based staff member to work as a counterpart to the top
manager of the training program. Ideally, this individual should be familiar with the
project, have strong management skills, and have experience in training trainers. If
remaining project funds are inadequate to fund a full-time Birch & Davis counterpart,
AID should consider providing additional funds to cover such costs.

The evaluation team also recommends that project oversight responsibilities be
shifted from AID/Washington to AID/Pretoria staff to reflect the change in project
planning, management, and monitoring responsibilities from U.S. to South African
individuals. If necessary, AID/Washington might continue to provide liaison support
to Birch & Davis headquarters management.
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Financial Management

NAFCOC has suffered serious cash flow problems that began under its ongmal
grant agreement and have continued under the technical assistance contract. This has
caused some bitterness among NAFCOC senior management staff. NAFCOC senior .
management believed that AID would hand over the entire $150,000 of their grant
upon signing the grant agreement. AID procedures allow non-profit organizations to
receive advances. Although NAFCOC was entitled to an advance, the procedures by
which to initiate the process of receiving advances rather than the more normal
practice of receiving reimbursements for expenses were not well understood by
NAFCOC management. Since NAFCOC never submitted a formal letter and the
appropriate documentation required to receive an advance, AID did not provide
NAFCOC with an advance.

.~ The cash-flow situation of NAFCOC has been exacerbated by its not havmg
established adequate financial systems to prepare and submit vouchers accurately in a
timely fashion. This has resulted in gaps as long as seven months between
submission of individual vouchers. In addition, according to NAFCOC's financial
records, the organization received about $160,600 from AID rather than the $150,000
original grant amount. AID/Washington records, however, show that NAFCOC
received only what was due to it. The fact that this discrepancy exists and that the
NAFCOC chief Accountant does not understand why underscores that NAFCOC's
financial systems need improvement. In addition, in two submissions to AID, there is
a total discrepancy of $17,247 between what was claimed versus what was received
by NAFCOC. Yet NAFCOC's Accountant cannot explain why certain expenses were
not reimbursed by AID. It is due to this lack of information that the evaluation
team was unable to compare the original budget line items with how AID grant funds
were actually spent.

The following recommendations were adopted at the April 7-8 meetings:

¢ DNirch & Davis's Accountant should assxst NAFCOC’s Accountmg Department
) improve its financial systems and controls; o A

¢ NAFCOC should reconcile the $10,600 dnscrepancy m its recordsvv;'
' the $150,000 grant from AID; «

o NAFCOC and Birch & Davis should develop a budget for NAFCOC costs and
commodities under the remaxnmg two years of the contract. NAFCOC should
monitor on a monthly basis its expenses against this budget; and S ’

e NAFCOC should telex the required information on project expendrtures to
Birch & Davis at the end of each month. Formal bouchers to back-up this
information should be mailed at the same time. Birch & Davis should
reimburse NAFCOC for these expenditures 15 days within receipt of this
telex,



At the time of contract negotxatxons, the AID contract officer and Birch' &

Davis management agreed that there would be flexibility among the line' items of the;‘ -
budget. At current levels of effort, funds for direct labor and other direct costs .
will be exhausted by May 1987. Thus_, all concerned parties need to agree on _‘ho‘wf.}-,}

remaining funds will be reallocated.

During the April 7-8, 1987, meeting NAFCOC Birch & Davxs, and' the evaluatxon{”ff
team enumerated a budget for commodities: to be purchased during the remammg two"_.f

years of project implementation.

The evaluation team recommends that funds remammg in the pro,)ect should be
reallocated according to the proposed budget shown in Table 4. The funds remaining
to NAFCOC under the line item "Other NAFCOC Costs" should not be reallocated to
cover Birch & Davis costs (direct labor, overhead, other direct costs, and
consultants) unless NAFCOC fully realizes the implications of this reallocation and
concurs with the decision. The proposed commodities budget of $250, 000, which was
developed during the roundtable discussions among NAFCOC, Birch & Davis, AID
representatives, and the evaluation team, seems reasonable. AID should reallocate
the difference between the amount remaining in this line item and the $250,000
amount required for NAFCOC commodities to Birch & Davis to cover its direct labor,
overhead, other direct costs, and consultants.
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~ COMMODITIES

TABLE 4

PROUECH‘BlHMSET”VERSUSAACTUAl.EXPENDTTURES

PROJECTED BUDGET ESTIMATES

 COST ITEMS . ENTIRE ACTUAL ESTIMATED ESTIMATED  TOTAL

" .. PROJECT REMAINING YEAR 3 . YEAR 4

brua
(*'198:% ,

BIRCH AND DAVIS COSTS

B&D DIRECT LABOR

70234
& OVERHEAD .

OTHER DIRECT COSTS
CONSULTANTS

B&D SUBTOTAL -

- NAFCOC COSTS:

 eoon0
8800

- Vehicles CE 60000
- Vehicles Maint. . 3600
- Office Equipment - 12500
~ Office Supplies ' _ 25200
= Training Equipment 10000 10000
= Faclilities Rental = 3000 . : 15000
= Per Diem for Trainers : o 81900 1500 83400

OTHER NAFCOC COSTS 619245 -
~ Salaries S
~ Office Rental
- Travel/Per Diem
= Program Publicity

SUBTOTAL NAFCOC 1050554~ 947021 -

G&A and FEE 567386 318740 318740

TOTAL 2753000 1459231 1459231

12500
60200

o
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 CHAPTER EIGHT |

INSTITUTIONAL STRENGTHENING OF THE NATIONA

ORIGINAL PLAN

The  project is intended to be a strong stimulus to NAFCOC's ‘growth” and.

development. Financial and technical assistance are provided to strengthen NAFCOC's -
capability to provide training and counseling services as well as to support. other -
targeted areas of need that are identified by the Steering Committee and between

NAFCOC and the U.S. contractor.

The contractor’s scope of work identifies some possible actiirities thatmghtbe
undertaken to strengthen NAFCOC as an organization. These include: f_:,j"-‘: Cnds i

. Facilitate access to international resources for entrepreneurial develoﬁ;ﬁpﬁé i

° Devélop régional résource centers in the units; and | -

. v’le-lovide ad, hoc technical assistance in such areas as fin!an'ciﬁl‘ and.

organization management, strengthening linkages with other local institutions,
on-the-job training for NAFCOC staff, and membership development.

One function of the Project Coordinator is to assist NAFCOC identify specific -

areas in which technical assistance may be required and to convey these needs to
the US. contractor. To the extent possible, NAFCOC and the contractor will seek
pro bono assistance from experts in South Africa to provide the technical assistance,
although it may be necessary to use contractor staff or consultants in special cases. :

PROGRESS TO DATE

Most of the institution-building activities thus far support NAFCOC's education
activities. Project funds have been used to set up and staff two regional units to
coordinate and deliver training and counseling services. The four professionals
assigned to these units, as well as several other NAFCOC staff, have received
training in the technical courses being developed for entrepreneurs. In addition, the
contractor has discussed possible fund-raising activities with NAFCOC management to
identify sources of income to support the educational program.

As a basis for identifying specific organizational needs, a local consulting firm -

completed an assessment of NAFCOC's administrative capabilities in July 1987.



| FNDINGS D RECOMMENDATONS

i F 1] . . l. ) g

As a result of project assistance, NAFCOC is expected to provide training and
counseling assistance to approximately 1,000 Black entrepreneurs a year. This
represents a substantially larger program than NAFCOC has undertaken in the past.
Currently, there is one management person who directs the Training and Education
Department. Additional management resources may be required to provide the
leadership necessary to guide the regional unit staff and to involve the regional and
local education committees directly in publicizing, scheduling, and organizing
programs.

NAFCOC, with assistance from Birch & Davis, should begin to formulate a
strategy for fully implementing the training and counseling services. This strategy
should consider the need for an additional senior management person in the division
as well as identify the support required by regional and local educational committees.
Consideration should also be given to accessing the experience of U.S. trade
associations that are successfully managing national education programs. One way to
do this is to send a semior NAFCOC representative to the United States to consult
with these associations on the management and delivery of educational programs to
their memberships.

NAFCOC's current level of financial resources will not be adequate to continue
to support the training and counseling activities once project assistance ends. This
includes NAFCOC’s ability to retain the regional unit staff and offices. Furthermore,
it should not be assumed that educational activities, even if tuition rates are
substantially increased, will become self-supporting. The Business Advisory Service
associated with the University of the North, for example, charges considerably more
than NAFCOC for educational and counseling programs but recovers only 40 percent
of its costs from tuition.

NAFCOC and Birch & Davis should begin immediately to explore alternative
strategies to ensure the financial viability of this project after AID funds expire,
NAFCOC's Fund-Raising Committee should be involved in this process. An outside
expert might be required to help NAFCOC plan and implement these strategies.

S hening NAFCOC 25 an Organizati

NAFCOC has established itself in a leadership role in representing and
advocating the rights and interests of the Black business community in South Africa.
As evidenced in a conference attended by the evaluation team, NAFCOC provides

. much-needed forums for constructive dialogue between the Black business community

and the government. Its continued leadership role in these areas should be strongly
supported.

In two areas, support could be most effective at this time. One is to assist
NAFCOC improve its management and administrative effectiveness in achieving
current program objectives, The recent outside management audit that focused on
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administrative operations is a start in this process. Further assessments may be
required to examine the capabilities of the various departments to determine how
they might be enhanced, as well as how NAFCOC staff support to regional and local

members can be strengthened. Particular attention should be given to the Training .
and Education Department, given the much greater role this department will be

assuming.

A second area supports NAFCOC's forward-looking planning initiative. A
special committee has been formed recently within NAFCOC to look at the
organization’s future direction and goals. This is a particularly timely exercise given
the assumption that NAFCOC's current president may retire in the next year or Sso.
As part of this process, the committee will look at ways to strengthen the
organization’s financial resources. Although the committee is just beginning its
work, several ideas are being discussed. These include significantly expanding and
strengthening the educational activities of NAFCOC through the establishment of a
Management Training Center, strengtheaing its support of education and advocacy by
establishing a research department, and further develcping its linkages with outside
sources of support and assistance ‘hrough a representative office in the United
States. The efforts should be actively supported to help carry the process forward.

Finally, NAFCOC appears to be in an excellent position to receive support,
including financial assistance from the private sector in South Africa and from
businesses as well as donor organizations outside the country. To attract this
assistance, however, NAFCOC must continue to demonstrate momentum toward clearly
defined and constructive objectives. In part, this can be evidenced by proceeding as
quickly as possible with delivering quality training and consulting services to the
business community.

63
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BVALUATION SOW inhibtironts

'ENTREPRENEURIAL TRAINING POR DISADVANTAGED SOUTH AFRICANS
e
(690-0220)

BACKGROUND:

The project supports a management training and counseling program
for disadvantaged South Africans, implemented by the National
African Federated Chamber of Commerce (NAFCOC), with the assistance
of Birch & Davis Associates, Inc.

The goal of the project is to improve the level of management skills
of disadvantaged South African business persons in order to maximize
their abilities to participate in, and benefit from, the South
African economy. The project's purpose is to strengthen and expand
the existing organizational capability of NAFCOC to provide
disadvantaged entrepreneurs with management training and counseling
assistance. '

The grant agreement with NAFCOC was signed on September 30, 1983,
but most project activities did not commence until the signing of
the Birch & Davis contract in February 15, 1985. Birch & Davis is
responsible for most project activities including development of
training materials, training of NAFCOC trainers and assisting in the
establishment of NAFCOC regional training centers. The Birch &
Davis contract expires on February 14, 1989. '

Recent field visits and contractor reports suggest that project
activities are significantly behind schedule. At the same time,
expenditures for contractor direct costs are ahead of schedule. At
a minimum, the contract budget needs to be .amended, and a redesign
of the project and modification of contractor activities may also be
required.

GENERAL OBJECTIVES:

This evaluation combines the first "in-house®" and *major program"
evaluations planned in the project paper. The evaluation will
therefore determine the degree to which the project start-up,
initial participant training and counseling, establishment of
regiocnal training and counseling centers, ongoing training and
counseling, and commodity procurement activities are proceeding in
relation to the original plan. The contractor's performance to date
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will be evaluated. Reasons for any delays in project activities
will be determined. Equally important will be a qualitative review
of project outputs as a means to accomplish the project purpose as
projected in the original design. Recommendations will be made
concerning necessary improvements or adjustments to the project
design, implementation schedule, contractor and NAPCOC activities
and budget. The evaluation will emphasize methods to maximize the
effectiveness of training and counseling during the last two years
of the project.

SPECIFIC EVALUATION ISSUES:
l. Organization and Administration

The degree to which mechanisms and procedures have been established
and implemented by the contractor, NAFCOC and AID to effectively
manage and control the project's inputs. Special attention to
required and needed reporting procedures, routine monitoring and
adjustment, AID/W and USAID/SA overview responsibilities, and the
heavy reliance on support from the Birch & Davis home office.

2. Realization of Project Qutputs

(a) The appropriateness of selection procedures for NAFCOC
instructors and counselors, the quality and capability of the new
NAFCOC staff, and the appropriateness of the training programs
developed for them.

(b) The appropriateness, cost effectiveness and relevance of the
training materials and courses developad for entrepreneurs (e.g. the
extent to which existing materials were utilized; English as the
language of instruction; the division into introductory,
intermediate and advanced levels; the coverage provided by the
geographic locations of training centers, etc.).

(¢) The quality, access to and utilization of the business
counseling program.

(d) The degree to which instructor, counselor and entrepreneur
training programs have been conducted in accordance with established
schedules; problems and obstacles that have limited accomplishment
of planned outpats; implications for achieving project objectives

within the life of the project.

(e) Progress on the statistical profile of businesses owned by
disadvantaged South Africans. .
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3. Attainment of Project Goals and Purpose

The degree to which: (a) participating entrepreneurs have been
assisted by the project (e.g. the extent to which training and
counseling services have increased access to credit); and(b) .
NAFCOC's institutional capability to provide management training and:
counseling to disadvantaged business persons has increased. o
Explanations for any shortfalls in attainment of objectives.

4. Adherence tc Pinancial Plan

The effectiveness with which Birch & Davis and NAFCOC have managed
the project's financial resources. Over or under utilization of
budget line items with respect to the implementation schedule and
level of effort projections in the contract. Implications for the
balance of the project. '

5. External Factors

The impact of external events such as South Africa's economic
recession and State of Emergency on project implementation.
Implications for the project.

6. Sustainatility

The cost effectiveness of the training materials and courses. The
impact of additional staff and the new regional training and
counseling centers on NAFCOC's recurrent budget. NAFCOC's ability
to raise funds or charge actual costs to continue the training and
counseling programs.

7. Recommendations

Mid-course corrections to project design, and/or amendments to
contract scope of work and budget, necessary to improve project
administration and insure achievement of planned outputs and
attainment of project objectives.

ADDITIONAL INFORMATION:

The evaluation team will consist of a Training Evaluation
Specialist, a Project Development Specialist and a Management
Specialist. The Training Evaluation Specialist and the Project
Development Specialist will be contracted by AID/W through an IQC
mechanism. A Management Specialist from South Africa will be
contracted by USAID/SA and will join the team for field work in



South Africa. The Management Specialist will travel to the U.S.A.
with che IQC team members to participate in the preparation of the
final report.

The team will be led by a Specialist provided by the IQC f£irm. The
team will receive guidance in AID/W from the Project Development
Office responsible for South Africa. In South Africa, the team will
work under the guidance of the USAID/SA Counselor for Development
Affairs (Mission Director) and Supervisory Project Development
Officer.

Specific responsibilities are:

Training Evaluation Specialist - Conducting Washington, D.C. field
work at the Birch & Davis and AID/W offices; reviewing training .
curricula and programs; interviewing project staff and participants
in South Africa; preparing written reports on "Realization of
Project Outputs” and °"Attainment of Project Goals and Purpose".

Project Development Specialist - Participating in Washington, D.C.
field work; interviewing project staff and participants in South
Africa; preparing written reports covering Birch & Davis and AID
*Organization and Administration®, Birch & Davis "Adherence to the
Pinancial Plan" and "Recommendations"”.

Management Specialist - Facilitating and conducting interviews with

training participants and NAFCOC staff; preparing written reports
covering NAFCOC ®"Organization and Administration®, NAFCOC ®Adherance
to Financial Plan®, "External Factors® and "Sustainability®.

The designated Team Leader will also be responsible for supervising
the team, writing the executive summary and face sheet for the
evaluation;, and assembling and editing the reports prepared by the
other team members.

The team will prepare draft reports for USAID/SA review in South
Africa, and will then return to Washington, D.C. for AID/W ceview
and the preparation of the final report.

Work in Washington, D.C. will begin in Pebruary or early March
1987. The evaluation schedule is expected to be:

Week One Washington, D.C. field work,
' travel to South Africa (SAa)



Week Two " SA field work

Week Three 'SA field work, draft reports
Week Pour USAID/SA review of draft ruports,

travel to U.S.A.

Week Pive AID/W review of draft report,
preparation of final report

QUALIPICATIONS:

Training Specialist - An advanced degree in education, business or
related field. Extensive experience in training and private sector
development in developing countries. AID project evaluation
experience., Experience in South Africa would be useful.

Project Development Specialist - An advanced degree in education,
ecoaomics, business, management or related field. AID project
development and evaluation experience. Experience in South Africa
would be useful. ’

Management Specialist - Diploma or Bachelors degree in business,
marketing, management or related field. Several years experience in
collection and analysis of data. Knowledge of the black business
sector in South Africa,
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