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SMAIL GROUP EXERCISE TO
 
DISCUSS WORKSHOP PRIORITIES
 

'T begin discussions about SEAP and the Workshop, participants:were 
given a "Feedback Instrument" (see Appendix II) which asked them 
to respond to the following:

• What I need to )aw more about SEAP is ... 

* The things I like ncst about 	SEAP are .. 

* My main concerns about SEAP are ... 

* The major contributions that 	I could nuke to SEAP are..... 

* I hope that this Workshop would. give priority to as. 

1,.
their responses, participa.a divided into 

After carpleting 
groups to discuss their ideas.:A st of point is pesent 
below. 

Group I 	 Group II 

What I need to know more about What I need to know more about SEAP is 
SEAP is 

Clearer definition of goals 	 Institutional objectives particular 
and objectives of the SEAP 	 ly relating to business and finan-
Unit; 	 cial objectives. bw will SEAP 

solve some of the traditional 
problems of lending to small busi
nesses; 

Understanding USAID policies; 	 Need for clear definition of SEAP's 
goals and objectives. Is SEAP 's 
organisational structure and staff
ing sufficient to satisfy its 
objectives;
 

Clarification of CAIC rela- Definition of the sphere of 
tionship to the project and influence of SEAP. Question of 
other external relationships; whether there will be other donors 

to SEAP; 

-hat kind of efficient marketing 
strategy will SEAP develcp for 
small and medium-sized businesses 
intra and extra-regionally; 

oeo2 
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.Z[*group 	 II 

The organisation and objectives of 
the NCC's and the possibility of 
conflicting roles with other estab
lished country-based organisations; 

Is there a "hidden agenda" in the 
SEAP project. If so, this agenda 
should be spelled out.
 

Thbng liked most about SEAP Things liked most about SEAP 

That the project is catering Magnitude of human and financial 
to a target group %hich was resources can make a significant 
not traditionally supported inpact. The project will break 
by some financial and dev- new ground for the private sector; 
elopmental institutions in 
the region; 

* 	 Funding appears to be avail- * The constituency SEAP will serve 
able to implement the project; will be an exciting ne ground; 

* 	 The project seem challenging 0 The enthusiasm and energy of the 
and different; 	 Unit in trying to tackle long 

standing policies of the regional
 
private sector;
 

* 	 The project is providing a The potential of the project to 
service directly to the private deliver practical results rapidly 
sector. 	 and efficiently;
 

o 	The enunciated effort to integrate 
national private sector bodies and 
institutions; 

* 	 The potential for institutional 
change in helping small and 
medium-sized businesses; 

Provision of credit guarantees to
 
small business;
 

The potential of the Unit to
 
strengthen CAIC, the umbrella 
private sector organisation of the
 
region; 

T
The potential of the Unit to create
 
a more broad-based mnebership for
CAIC. 
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Recognition of the importance of 
small scale enterprise in aiding 
the economic develpmvent of the 
region. 

Main concerns about SEAP 	 Main concerns about SEAP 

0 That the project reaches the * Given resources - human and 
ultimate beneficiaries in the financial - sane of the goals not 
-field while being sensitive realistic 
to the internal and donor 
agency concerns; 

0 	If procedures become too * 	 Major focus of the project needs to 
caplicated, bow will it affect be clearly defined as small scale 
the delivery and if the delivery enterprise project, and objectives
is affected then there will be is very complex;rejection. 

r 	There is some controversy in 
designated territories (OECS) about 
the project. Business organisa
tions seen very concerned about 
this controversy and bow it can 
impede the project; 

SAlthough project designed for 
quick delivery, the tendency
towards red-tape is already emerg
ing. This will be an impediment to 
the project; 

* 	 How well the organisation functions 
vis a vis the legal corporate body
CAIC within uhich it is supposed to 
operate; 

Who will control the project -
USAID, CAIC, or SEAP/RCJ itself; 

* 	 There was some concern expressed 
as to whether the "clients" for 
whom the project was designed 
actually understand its objectives
and whether they could then fully 
access it. 
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Major'.outribqtipns I could make 

Participants felt that in their 
respective areas of responsibil-
ity, they could do the follow-
ing: 

- react in a timely and r~oitive 
manner; 

.-. function more efficiently; 
- be more involved cperationally; 
- assist with restructuring of 

project to achieve its cbjec-
tives; 

- assist with team development; 
- provide organization develcp

ment assistance to the target 
group; 

- provide problem solving and 
assist with co-ordinating the 
project with other activities. 

NqrkhV should give priority to 

Practical difficulties current-
ly being experienced in ipple-
menting the project; 

Provide more information about 
the project to smeone who is 
not in the main stream of 
things; 

* 4. 

Major contributious I coul.d make 

" 	 Co-ordination of human and finan
cial resources to nuke better 
impact; 

* 	 Assist with the inplementation, 
design and delivery of services to 
small scale enterprises in the 
OECS; 

0 Assist in promoting the project on 
the international market, high
lighting its major achievements; 

* 	 Administrative Assistance - ensur
ing that systems are in place 
delivery of swift responses; 

* 	 Assist Programme Managers with 
clerical and secretarial duties in 
order to ensure wnoother working
coxitions so that technicians can 
implement the programme;
 

0 	Give experience of working with 
institution building in the 
regional private sector to the 
SEA Project to aid in the delivery
of 	the programmes; 

0 	 Institute cmunications network 
and institute information system 
to help promote the work of the 
per'ject. 

orkshop should give Priority to 

' 	 Realistic assessment of %hatcn be 
achieved in the next year; 

Identification of specific indica
tors of progress toards realistic 
accamplishments; 
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Group I 	 Group Ii 

Clarifying SEAP goals, objec- Setting UP edequate evalu&....
 
tives, develcping an implemen- criteria*
 
tation strategy and determin
ing apprcpriate evaluation
 
criteria.
 

Priority to be given to the manage 
ment and operating system (MIS); 

Better co-ordination of the work 
of SEAP within CAIC, the regional 
umbrella organisation to make it 
better serve a broad-based regional
private sector, ultimately aiding
the 	econoimic development of the 
region. 

Beginning the Logical Framework Analysis 

After each group presented their ideas and suggestions, the larger 
groups went on to begin constructing a logical framerk for articu
lating SEAP goal, purpose, outputs, inputs. In the log frame tednique,
this was essentially the first column, or 'Narrative Summary' (see 
Appendix V ). Several goals for the SEAP were identified. It should 
be noted that the goal(s) of a project visually slated in one or two is 
(are) : 

sentences, according to log frame application (see SEA Project Paper).
However, this begins with a listing of goals, which are then distilled 
into ne or two statements. 

Mr. Harvey Lerner was asked at the end of the Workshcp to reconsider the 
goal and purpose of the SEAP in light of participants' suggestions to 
see whether they should be reformulated, and how. 

SEAP Goals 

S1. Increase employment;
2. 	 See whether SEAP can facilitate exports by focusing on 

small and medium sectors; 
o 3. Develop entrepreneurship in small and medium sector;
* 4. Increase productivity;
* 5. Increase net foreign exchange earnings;
* 6. Increase private sector contribution to e c develcpment;

7. 	 Enhance awareness of importance of small and medium sector 
to econonies of OECS; 
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8. Achieve efficient use of development resources;*
9. Assist inport substitution and foreign exchange savings;
 

° 10. Improve standards of living;

S11. 	 Increase danestic savings, and mobilize capital resources 

for develiopent;
* 12. Encourage co-ordination among business groups in strengthening

the private sector. 

SEAP 	 Purpose 

As 	 stated in Project Paper to "increase the ability of local entrepreneurs
to.establish, expand, or increase the efficiency of their micro, small and
 
medium scale enterprises in order to produce and sell their ;,ods and ser
vices in the local, regional, and extra regional market".
 

outputs 
" Credit through NF's for micro entrepreneurs;
" 	 T.A/Training for target group entrepreneurs, and institutions,
 

eog. NDF's, NOC's, FCU;
 
Mbilization of local financial resources;
 

(There was also nuch discussion at this point wether the NCC is it' 'f 
an output of the SEP. The group agreed this needed clarification) 

* 	 Money, both from AID and local resources; 
* 	 Local and regional institutions, including BIMA.* 	 International .institutions for Technical Assistance, including AID;CAIC;
 
0 RXC staff;

0 	Entrepreneurs; 

Local/regional financial institution; 
o 	 Time;
" Information Data Base (e.g. cIN),
0 Local expertise. 

The group also discussed a lack in in-house resources for rketing e .per
tise. 

Definitions of the Target Group 

In 	 cuying out the log frame analysis, it is inportant to;,definehqio the 
end beneficiaries are for the Project. The following definiti 'aire . 

offered from the Project Paper: 

,, 
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SMALL: 	 .Ehterprises with-

Less than ten (10) emplcyees; 
Less than $35,000 in sales; 
Less than $15,000 in assets.
 

MEDIU4. 	 Ten to fifty (10 - 50) erplyees; 
$35,000 - $250,000 in sales;
 
Up to $75,000 in assets.
 

The point was then raised that based on existing allocation of resources, 
there is a heavier emphasis on strengthening the micro/small sector through 
NDF mechanisrn. It was then suggested that there needs to be a better defi
nition of how/whether SEAP will reach upper end of this spectrum, i.e. 
whether there may need to be scme reconsideration of how resources have
 
been allocated. 

SEA Project 	Environnent 

Vihat else is ging on? 

ECSE: 	 Export Develoment 4 . S. 

BCIPS: 	 Investment Pranion
 
Public and Private
 

HIM: 	 A LEAID's focus on Export pranotio, $40m 

CARICOM: 	 Caribbean Export Developm~ent, Proj ~ $&5mu 

CECM: 	 Manufacturing Association 

OTHER 
ACTIVITIES: 	e.g. CARICOM Omuon Market 

Other institutions vhich impact the, jroject' 
envirorment: 

CDB 
OECS
 
aFSC
 

CIDA (shipping piieesn ..
 
OAS
ItO 

UNIDO
 
PEACE ORK
 

..',,IC?
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Mtat is the economnic environment?
 

* 
 Sense of dnturn in the econc ,(several indicators);
 

" Decline inmarket opportunities for indigenous products
 
CARICO/OECS; 

* 	 Declining internationa3 market for traditional export products -
electronic/low end gan.ent;
 

" Sane opportunities are available to the target group;
 

Mht are sone other factors?
 

" Are there firms (within target group) which could pe'etrate t!e: 
extra-regional market? 

* 	 Stability of institutions involved'with SFJIP in the delivery: of 
services;
 

" Existing skill levels of target group;
 

o Presence of local expertise for technical assistance (consultants);
 

o 	 Expectations of target group for money and other types of assistance; 

* 	 Expectations of pressure fran Technical Assistance firms/persons; 

* 	 Perception by target group of these programs being a type of "grant", 
assistance; 

* 	 Feelings of too much money in administrative costs; 

o 	 USAID Regulations and Procedures; 

o Jealousy re: OECS by other CARICOM countries.
 

A Policy Framowork for
 
CAIC/RCJ in Managing the SEA Project
 

Having discussed at sane length the SEA Project goals, purpoae, outputs, 
resources and project enviromient, the participants then went on to one of 
the min purposes of the Workshqp, that is, to develop a policy framewrk 
and cperational guidelines for interfacing the Regional Co-ordinating Unit 
and CAIC. The group identified the following areas of policy and admi
nistration which needed discussion: 

* 	 hat are the roles of CRIC and RCU in regard to private institution 
building; 

09"
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" 	 Ihat is CARICOM - OECS relationship with respect to regional trade 
and investment issues and how might CAIC/SEAP be involved; 

Whtat is SEAP's role in extra-regional export pramotion; 

btat is CAIC's Board role; 

" 	 What is the role of SEAP's Advisory Board Catmittee; 

WIhat is the role of the wider CAIC Secretariat staff; 

WIhat resources and services can be shared letween CIC/RWJ; : 

Is 	 SEAP a department of CAIC or autonamous; 

Where does the final accountability rest; 

MItat distinguishes SEAP within CAIC; 

* 	 How should CAIC/RCU rationalize its various witin an overall organi
zational context; e.g. Information, Training, Tenical Asi , 
Marketing, Policy Research; 

WIho bears reporting responsibility for %bat 

7stitution Building 

In order to identify cmnalities in the mandate of CAIC and SEAP in 
strengthening local institutions, a list was drawn up of those institu
tions each provides direct support to, either in an advocacy role, or in 
a direct financial support role. These organizations are boxed in the 
following diagram. Other organizations with Vhich CAIC or the RCJ 
interact are also listed. The lines indicate canmnalities, and there
fore areas in uhich CAIC/RCU can seek to coordinate activities and share 
resources towards the goal of strengthening local private sector insti
tutions. 

.010 
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Project Oversight 

A second inportant area discussed concerned the structure and func
tion of SEAP in CAIC, particularly as regards the setting of policies 
and program priorities. The question was raised as to the respon
sibility of the SEAP Advisory B3ard, shether strictly technical, or 
also administrative in the sense it is accountable for giving the 
project direction and overall supervision. 

Many felt that the concept of an "advisory" board As too weak, and 
that SEAP should constitute a Project Oumittee within CAIC, vhich 
reports to the CAIC Board. This vas geerally agreed upon. 

Recommeritions as to %ho should serve on the Project Ommittee 
included: 

- Executive Director - CAIC; 
- CAIC Board Members; 
- Other OECS Representatives; 

/ - USAID Project Officer; 
- Private businessmen fram the region; 

A couple of questions were raised which will need further review, 
such as %ho selects members from the broader constituency, and how 
will the NCC's be represented on this forum. (See follow up activi
ties section). 

It was generally agreed that overall accountability for the SEA 
Project vuld rest with the project ommittee, with responsibility 
for operations and smooth execution of the project resting with the 
Regional Co-ordinator. 

Rationalization of Services 

"b identify service areas offered by CAIC and RCU in its respective 
efforts, the following list was drawn up the group: 

Policy Research Services/studies in, OECS and Barbados

Co-ordination and delivery of Trainin 

Training services 

T.A. T.A. 

Marketing services 
Information 

Liitdmarketing, -services 

(CBIN Network) 
Sponsorship of business 

community 

'3
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T1 group recognized that there will be areas of complafentarity, and times 
during which CAIC and r= might jointly sponsor an activity for the benefit 
of its constituents. cn- ping ammunication of activities was seen as the 

,key to co-ordinating these efforts. 

CAIC Staff Roles 

The group was asked to identify ways in which CAIC staff .ould .- 's,. , 
the S]AP Project. Areas identtfiad n,1w.a .. . 

* Training resources; 

" 1 Technical Assistance services on bsss 

Prootion/public information/library services: 

0 Policy Research; 

* CBIN; 

* Support in designing regional conferences 

" Also converse (RaJ staff roles in CAIC) needs investigation. 

One important camient was also mde that CAIC has had much experience in 
encouraging the formation of institutions (such as the NCC's) to represent 
cam-on interests of the private sector, and that they will be able to offer 
sane guidance in this area to RCU. 

Other Areas 

The discussion concerning how CAIC and RC can co-ordinate their efforts 
in implementing SEAP was quite in-depth, carrying over into the second 
day of the Workshop. Wet areas uhich the group wanted to focus on were 
discussed, and tbose uich needed further clarification were included in 
the follow-up action plan. 

othe Lical Frarrork Exercise: 
Objectively Verifiable Indicators and Means of Verification 

After discussing a plan of action to follow-up on the policy and cpera
tions areas affecting the interface of CAIC and RCU, the group went on 
to further develop the Logical Framework Analysis. Because of the time 
constraint, the facilitators suggested focusing on the"Outputs" raw of 
the Log Frame isee schematic in Appendix ), as a way of demonstrating 
how the noves from the narrative summary, to objectively verifiable 
indicators (OVI's), and the means of verification (MOV's). This began
by restating the outputs or objectives. The following list was 
generated: 

a..13 
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objective: (OUMMTS) 

1) 	 Provide credit to small and micro enterprises 

2) 	 Provide T.A. to micro-, small-, and medium enterprises; 

3) 	 Provide Training to ..... 

4) 	 Provide T.A. to (NDF's, NCC's);

Small Business Support Inst.
 

5) 	 Provide Training ..... 

6) 	 Provide funding to SBSI's; 

7) 	 Mobilizaticn of local financial resources; 

8) 	 Develop an effective RCU for managing SEA. Project; 

9) 	 Co-ordinate relationship with appropriate suporting ag=uu1 
and programs, e.g. IESC, IVS, WIC, BIMAP, Lccal Consultants, etc. 

* 	Needs definition: Realistically related to existJng or potential 
business operations of small, micro, mediun enterprises. 

The group then went on to answer the question of how the project would 
kMow whether progress is being made towards meeting these objectives.
In other words, what are the indicators. A response was prepared for 
itens 1, 2, and 3 on the outputs list. 

Objectively Verifiable Indicators (OVI's) 

1) 	 . Number of loans; 
" Value; 
" 	Sector;
 
" 	Arrearages (aged); 
" 	 Number of graduates. 

2) 	 . Number of businesses serviced 
& Client satisfaction (including tiniliies)i; 
0 Unit (MU) satisfaction; 
* Requests versus deliveries; 
* 	 Average cost of service;
* 	 Level of effort; 
* 	 Type of T.A.; 
* Sector and type of business. 

*..14. 
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3) 	 . Number of clients trained; 
* 	 NLmber of sem .irrs/rkshops;


Type of training 
* 	 Managemient
* 	 Project Appraisal 

• Requests versus delivery;
 
" How is need or demand determined;)

" How is price determined; ) Issue for both T.A. &''Taining

" Performance on' xting,
 

After articulating the indicators, the next step was to determine the 
means of verification. This was done for number 2 n the above list. 

Means of Verification 

2) 	 . Contractual agreemet versus delivery of T.A.; 
" 	 ledger: Requests - deliveries - delivery time 

type 	of T.A. - sector - type of business; 
" 	Business profile on each;
" 	 Evaluatin, through samle survey, of business dv1iti 

sectoral impact;
• 	 Sample survey to measure change in business; 
" 	 Sectoral evaluation -

E8 0anic impact. Analysis. Ekcyrnmt, value-added,. etc 

86-10-15
 



PROGRAM DESCRIPTION
 

A. Goal and Purpose 

The goal of the Small Enterprise Assistance Project (SEA) is to 
increase employment, income, productivity and economic growth in the 
Eastern Caribbean countries by assisting in the development of privately 
owned productive enterprises.
 

The purpose of SEA is to increase the ability of local 
entrepreneurs to establish, expand, or increase the efficiency of their 
.mro-, m.l- and madi-scale enterprises to produce and sell their 
goods and services inthe local, regional, and extra-regional markets. 

B. Statement of Objectives
 

The specific operational objectives of the Small Enterprise
 
Assistance Project are:
 

o 	 to assist micro-enterprises through National Development 
Foundations (NDFs), the Women inDevelopment (WID) and
 

La-,- &)rother Non-Governaental Organizations (NGOs); 

o 	 to support the establishment of National Coordinators to 
facilitate delivery of technical, managerial, and marketing 
assistance to micro, small- and medium-scale entepreneurs. 

credit funds in two countries
o 	 to establish pilot matching 
to assist in the financing of small- and mediu-scale 
enterprises which would not otherwise qualify for 
commercial bank loans; 

o 	 to facilitate the establishment of small business
 
two
investment companies (QBX.) on a pilot basis in 

countries to stimulate increased local capital investment 
and complement commercial bank financing for small- and 
medium-scale enterprises;
 

o to coordinate the provision of technical assistance and 
training assistance to entrepreneurs and supporting 
institutions (NDFs, National Coordinators, banks, business
 

associations); and 

o 	 to establish a SEA Regional Coordinating jUnit (RCU) within 

the Barbados office of the Caribbean Association of 
Industry and Commerce SaIC) to.facilitate and coordinate 
all project activities on a regional basis. 

C. Project Components
 

The Project will consist of the following components:
 



.Technical assistance:1 

a. S4E Technical Assistance Fund 

A modest fund will be established in each 
participating OECS country to be drawn down in response to a work plan 
which identifies local technical assistance needs. Initially, up to 
EC$2500 per technical assistance request may be spent on the basis of 
local initiative. Use of larger amounts must be approved at the regional 
level. Local, regional or extra-regional technical assistance resources 
can be tapped. Once an allocation for a particular country is exhausted, 
requests may be made for additional funds. Local discretion can be 
increased as national groups demonstrate competence in managing this 
fund. The firm utilizing the fund is expected to contribute a portion of 
the cost of technical assistance. The minimum contribution will average 
25%.
 

b. Management Support for the Regional Coordinator 

The Project will be managed by the Regional 
Coordinator (RC) and his/her staff operating as a distinct unit within 
CAIC. The Regional Coordinator (RC) will be contracted for by USAID 
whereas the other staff will be employed by CAIC. Both initially and on 
a periodic basis throughout the life of the Project, the Regional
 
Coordinator may require assistance from outside consultants. During the
 
initial stages of the Project, CAIC will contract the services of a
 
senior management consultant for approximately six months to assist the
 
Regional Coordinator in establishing a management system for operation of 
the Project. 

c. PADF Technical Assistance to the NDFs 

One of the elements of the Project will be to provide 
ongoing support to the National Development Foundations (M)Fs). The NDFs 
have been receiving technical and financial support from the Pan American 
Development Foundation (PADF) via a grant from USAID. Under the SEA 
Project, PADF will continue its technical support for a period of 
eighteen months. This support will be geared toward administrative and 
programmatic upgrading. 

d. International Voluntary Services 

International Voluntary Services (IVS) recently began 
a project in the region of placing regionally recruitedprofessionals on 
each of five islands to provide technical backstopping in small-scale 
enterprise, cooperatives and women's programs. Under the SEA Project, 
this activity will be expanded to provide additional technical 
backstopping to micro, small and medium-scale enterprise. 

• , /
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e. International Executive Services Corps 

The International Executive Services Corps (IESC) has 
been assisting small-scale enterprises in the Region for several years. 
They presently have a small grant from USAID to assist in business 
start-ups and other areas in Grenada. Under the SEA Project, the types 
of activities carried out in Grenada would be expanded to other islands. 

2. Training 

SM Training Fund 

A SM Training Fund is established under this Project. 
This fund can be drawn down in response to local SHE training needs 
identified on a island-specific or regional basis. Initially, up to 
EC$2500 may be spent per training request on the basis of local 
initiative. It is anticipated that under this Fund, a number of 
contracts will be let with individuals and organizations to provide
 
training both on a once-only basis and on a continuing basis. The firms 
taking advantage of the training are expected to pay a portion of the 
cost. The minimun payment will average 25%. 

3. Credit 

a. NDF Credit Component 

Seven NDFs are currently being supported by USAID in 
the region: Barbados, St. Vincent, St. Lucia, Dominica, St. Kitts/Nevis, 
Antigua and Grenada. All but Grenada will receive ongoing support from 
the SEA Project. Part of this support will be used by the NDFs to 
provide on-lending to micro enterprises either in the form of direct
 
lending on the part of the NDFs, as a credit guarantee or both. 

b. SME Pilot Matching Credit Fund 

Access to funds by SMEs is constrained due to the 
lending policies of regional banks. On a pilot basis, the Project will 
work with banks on specific islands to establish a separate Fund for SME 
lending. If the banks will agree to loosen loan criteria, SEA will 
guarantee up to 50% of the loans. Banks must provide proof that those 
receiving loans would not have received them under normal banking 
procedures.
 

c. SBIC Pilot Project Investments 

The Small Business Investment Corporation (SBIC) is a 
mechanism utilized in the U.S. to mobilize local investment and to 
provide financing in a manner different than that available through 
normal banking operations. This can involve the SBIC in equity 
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participation, subordinated debt or other financial arrangements. On a 
pilot basis, the SEA Project will seek to identify the potential for 
similar mechanisms in one or more of the OECS States. Local investors 
will establish a company which will make financial commitments to local 
SEs. Once their financing has been provided, they could seek on a 
case-by-case basis 50%reimbursement from the Project. 

4. 	 Organizational Support 

a. 	 The Regional Coordinator (RC) 

A distinct organizational unit - the Regional 
Coordinating Unit (RCJ) - will be established within CAIC with 
responsibility for the establishnent and operation of the SEA Project. 
The SEA RQJ will consist of a Regional Coordinator (RC) as well as a 
number of SEA technical and support staff. The RC who will function as a 
Deputy Executive Director of CAIC will seek the approval of the Executive 
Director of CAIC on all policy matters having a significent impact on 
CAIC operations. All other decisions, including those relating to the 
day-to-day operations of SEA, will be made by the RC who will report on 
all such activities to the Executive Director on a regular basis. A
 
written agreement will be developed, approved by the Executive Director,
 
the Regional Coordinator and USAID, specifying those matters r.-quiring 
prior approval of the CAIC Executive Director. The RC will initially 
have three professionals assisting him: one in finance, one intechnical
 
assistance/training and one in technical assistance/marketing. There
 
will also be a bookkeeper and other support staff.
 

The RCU will manage the resources of the Project. It 
will establish systems for disbursement and control of funds. Itwill 
reach agreements with National Coordinating Committees as to which 
decisions on funds disbursements may be made locally within the framework 
of a yearly-updated work plan approved by the RC. In addition, it will 
have the following responsibilities: 

o 	 assist the N(Cs in the development and updating of 
national work plans, review of plans for consistency 
across the region and approval;
 

o 	 develop and maintain a regional and extra-regional 
technical assistance and training resource roster, and 
deveiop appropriate agreements with organizations who
 
specialize in the provision of such personnel and 
skills;
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o 	 screen requests for technical assistance and training 
fran national office3, both to maximize regional 
economies of scale by coordinating and/or pooling 
redundant requests, and to ensure that requests for 
large interventions are compatible with the project's 
overall strategic objectives; 

o 	 mobilize appropriate internal, regional, and
 
extra-regional resources using the project's technical
 
assistance and training funds;
 

o 	 liaise with Regional Task Forces of CAIC, whose
 
purpose is to develop particular product subsectors in
 
regional and extra-regional markets (e.g.,
 
Agro-Processing Task Force, Furniture Task Force,
 
Garment Task Force, etc.);
 

o 	 establish an information-sharing network among the
 
project's national coordinators, including a monthly
 
newsletter, to facilitate regional coordination of
 
project activities, and to ensure that non-proprietary
 
information generated by the project isavailable to
 
all;
 

o 	 administer all credit and investment funds associated
 
with the project according to the guidelines
 
established in the grant agreement; and
 

o 	 maintain project records and accounts, via a separate

"project" accounting system for SEA activities, and
 
the submission of required reports to RDO/C.
 

b. 	The National Coordinator (NC)
 

The focal point of project activities will be at the
 
national level. Each country will appoint a National Coordinator (NC)
 
who will carry out the mandate of a National Coordinating Committee (NOC)
 
under the leadership of the elected NOC Chairperson. The
 
responsibilities of the National Coordinator will be to establish and
 
maintain a modest secretariat (usually consisting of the NCC Chairperson,
 
the coordinator, a qualified Peace Corps small business advisor or an
 
International Voluntary Services volunteer in a particular technical area
 
and a secretary/bookkeeping assistant) to carry out the following types
 
of functions:
 

o 	 provide or identify consulting assistance for local
 
businesses, primarily in the areas of project
 
identification, problem formulation, project analysis
 
and planning, local market analysis, project
 
financing, financial management, and production and
 
marketing management;
 



o 	 specify problems which cannot be responded to locally, 
and facilitate the utilization of regional and 
extra-regional technical assistance resources through 
referrals to the project's Regional Coordinator (RC), 
along with specific preferences, ifavailable;
 

o 	 broker support from other donors in cases In which 
they are not available from the SEA Project; 

o 	 broker project financing, by improving the quality of 
project design and presentation, and by enhancing 
commercial banks' understanding of, and confidence in
 
funding proposals. 

o 	 develop and maintain a roster of locally available 
technical assistance and training resources; 

o 	 identify and mobilize appropriate local resources to 
respond to client needs wherever possible; 

o 	 coordinate with regional and extra-regional bodies 
including OECS Secretariat (ECSEDA), CARICXI4, etc. to 
assure programs designed for the country are designed 
to respond to most critical needs; 

o 	 monitor, follow-up, and assessment of all SEA 
interventions; and 

o 	 maintain project records, including financial records 
and liaison with the SEA regional coordinating unit. 

Inthe case where the NC isinfact an existing
 
organization, itmay be housed inthe same location which, of course,
 
offers certain benefits interms of administrative overhead and start-up
 
costs and time. Inother cases, a separate office may be established.
 
Although the former case ispreferred, there may be instances inwhich
 
the latter ismost appropriate. The local business community will be
 
expected to contribute part of the cost of maintaining the NC. This may
 
take the form of in-kind contributions such as space, furniture and
 
office support such as equipment usage, etc. 

c. 	 National Coordinating Caonittee 

The National Coordinator will be hired by, and operate 
uixer-the direction of, a National Coordinating Comittee (NCC). Each 
couitry will be asked to set up its own National Coordinating Canittee 
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as it sees fit. The NOC could be either a broad-based local business 
organization where there are few private sector organizations or it could 
be a committee of local business organizations, i.e., representatives 
from a local chamber of c erce, manufacturer's association, samll 
business association, and national development foundation. To qualify as 
an NOC, the NCC must satisfy the RC that it is representative of the 
general business community, and not just one or two special interests 
groups. The NOC should be a vehicle for integrating groups within the 
local business community. In several Instances, this committee is 
already in the process of formation. 

The primary functions of the National Coordinating 
Comnittee are: 

o 	 prepare and update a national work plan 
indicating priority activity areas, and an 
operating budget which specifies the level of 
operational funding that can be generated 
locally, together with the amount requested from 
SEA; 

o 	 identify and hire an NC who, as described above, 
will be responsible for providing general 
business planning and management guidance to 
client entrepreneurs, and coordinating the flow 
of external assistance when client needs carot 
be satisfied locally; 

o 	 assist the National Coordinator to develop a 
roster of locally available technical assistance 
and training resources; 

o 	 elect a Chairperson who will supervise the work 
of the National Coordinator, and review requests 
for technical assistance and training which will 
require subsidies from the technical assistance 
and training funds; and 

o 	 nominate one NCC member to serve as its 
representative on the regional SEA Advisory 
Council. 

The NCC would be responsible for generating a series 
of general guidelines on national private sector development priorities, 
within the project's general strategic objectives, along with a national 
work plan and budget each year for the pursuance of these national 
development priorities. Such activities would enhance NC operational 
cohesion as well as foster consensus on the allocation of scarce project 
resources.
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It is also critical that the NC Secretariat be 
professionally mmaged and have the capacity to deal directly with at 
least the simple.: requests for technical assistance. The NOC will thus 
be charged with the responsibility of identifying and hiring, with
 
project assistance, a capable and respected local business professional
 
as the National Coordinator to provide this first line of technical 
assistance as well as to take responsibility for the day-to-day 
management of its activities.
 

Finally, the NC would be responsible for 
contributing at least in-kind administrative support initially, such as 
an office from which to work, clerical support, and a local telephone. 
Over time, this local contribution isexpected to increase. In its 
application to participate in project activities, a NCC would be asked to 
indicate its initial and anticipated sources of local financial support. 

d. SEA Advisory Council 

The RC will work closely with the Regional SEA 
Advisory Council. The Advisory Council will include one representative 
from each participating NCX. Itwill meet at least twice yearly with
 
CAIC and USAID representatives to review project activities, advise the
 
RC on matters of general policy, and suggest priority progran areas for 
the future.
 

e. NDF Support 

In addition to supporting the NDFs' credit activities, 
the SEA Project will provide then with general support for their 
operational budget, including overhead costs, and for technical 
assistance and training of micro enterprise clients. As the Project 
proceeds, it is anticipated SEA funding will focus on encouraging 
experimentation among the NDFs designed to encourage improved efficiency 
by means of increasing the number of clients reached and reducing 
per-client costs. 

f. Project Monitoring, Audit and Evaluation 

A Project monitoring system will be set in place for 
SEA, utilizing resources from USAID's Private Sector Design, Monitoring, 
and Evaluation Project. This Project will specifically focus on the 
development of monitoring and evaluation systems for the projects of the 
USAID Private Sector Division. Once established, SEA Project staff will 
be responsible for utilizing it to determine the statusof activities 
under the Project. After the first eighteen months of SEA 
implementation, a progress evaluation will be conducted and financed 
under the aforesaid Project. The mid-term and final evaluation will be 
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financed from SEA Project funds and will utilize baseline and ongoing 
data gathered by the RC, NCs and NDFB. In addition, the existing CAIC 
financial control systan will be augmnted to accommodate activities 
under the new Project and financial audits of SEA activities will be 
carried out twice yearly. 
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