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FORWARD
 

ACCION International/AlCEC, a private non-profit organization
 

was contracted* by the Office of Urban Development, Deyelupment Support 

Bureau, Agency for International Development to study projects which
 

assisted the smallest economic activities of the urban poor. AITEC was
 

to determine if it were possible to 
reach tlae tiny enterprises in
 

large numbers and at low cost. 
 If it rroved feasible to assist this
 

sector, project would be developed with local ngencies and AID missions.
 

AIIEC contracted two other non profit organizations, Partnership
 

for Productivity for Asia and for
the Development Group Alternative 

Policies for Africa, to carry out the research and project development 

phases of this work. In turn, AITEC would direct the project, complete 

the field work for latin America and synthesize the results of the 

investigation.
 

Thie program began with a series of workshops held in early 1979 to 

define the research problem. In the spring the research teams visited 

twenty countries to identify rcojectn and carry out their initial 
in

vestigations. In the summer they completed in-depth studies of the most 

promising projects.
 

This volume of case studies was written by Fred M. O'Regan and
 

Douglas A. Hleclinger of the Development Group for Alternative Tolicies
 

based on their 
field studies of nine projects in six African countries.
 

*Contract Number DS-otr-C-O013, Small Enterprise Approaches to Fmpl.yment 
PISCES Phase I. 
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Volumes of 
case studies are also available for the Phillippines, 

India, and Latin America. A final report will synthesize the results 

of these studies and suggest practical approaches to develop new
 

projects.
 

These case studies will be useful for any practitioner, planner 

or funder who hopes 
to upgrade existing employment and income programs
 

for the poor or create new ones.
 

Quectiors and inquiries should be directed 
to AiTEC, 10-C Haunt
 

Auburn Street, Cambridge, Hass. 02138, or to the Development Group for
 

Alternative Policies, 1010 Vermont Avenue, N.W., 
Suite 521, Washington,
 

D.C. 20005.
 

Jffrei Ashe 
SCES Project Director
 

Executive Director, AlTEC
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Introduction
 

This exploratory study was undertaken to examine and assess various
 

methodologies utilized by income- and empluyent-generation programs 

which directly reach and assist the very poor in urban and per-urban
 

areas In Africa. The principle objective of the research was to abstract 

elements of structure and proces3 which seem to be related to effective

ness inassisting people at this economic level. A synthesis of these key 

progranmatic factors is presented at the conclusion of this report. 

There are two distinct features of the study. Firsc, itis not 

concerned with the informal enterprise sector in toto, as are most 

studies on this sutJect. [he infor,ial sector in Africa includes a 

broad range of enterprises In terms of size and relative sophistication; 

not all people engaged in econciiic activities in the sector are necessarily 

poor. Accoidingly, this study was undertaken with the specific purpose 

of examinig those programs assist the very poor whowhich (i) are en

gaged in one or andself-employed activities of rorm another, (ii) are 

not normally assisted by conventional small-scale enterprise programs. 

Second, the study focuses upon assistance methodologies utilized in 

ongoing projects to reach and assist this segment of the population. 

Thus, it should prove useful to professionals working with donor 

and other assistance agencies whilc wish to either initiate or strengthen 

programs of suppurt to Income-generating activities among the very poor 

In Africa urban and per-urban areas. 

The research was carried out in two phases. On tie basis of an 

initial search through secondary sources, an exploratory trip was made 
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to directly contact and outline the assistance methodologies of various
 

projects which appedred relevant to the purposes of this study. An
 

effort was also made in preliminary project selection to include programs
 

which collectively served populations in and around both primary dnd
 

secondary cities In East, West and Soithern Africa; an attempt was also
 

made to include both Anglophone and Francophone countries. The only
 

change in original itinerary occurred when a visit to Ghana had to be
 

cancelled on route.
 

As is normally the case, many of the projects identified through
 

intermediary channels differed from the descriptions rendered, with
 

some proving to be more relevant to the research and otlers less so.
 

At the same time, other projects were identified through further Invest'

gation in the field. All projects deemed relevant to tha research are
 

included in this report. They are:
 

The Urban Community Improvement Program of the Nlational
 
Christian Council of Kenya, which supports income-generating
 
activities as part of its integrated community-upgrading
 
program;
 

--	 The Village Polytechnic Program (Kenya), which offers infor
mal training and enterprise-develupment assistance to youth 
throughout the country; 

--	 The KaiangwareCoimunity Development Project of the Institute 
for Cultural Affairs (Kenya), which promotes employment
generation as a major part of Its general cormiunity develop
ment strategy;
 

--	 The Small Industries Development Organization (Tanzania), which 
provides technical and managerial assistance to locally pro
moted Industries on a national basis; 

--	 The U.N.D.P. Women in Development Program (Swaziland), which is 
engaged in the formation of production groups involving very 
poor women; 

--	 The Centre d'Education a la Promotion Collective (Cameroon), 
which has initiated artisan-assistance activities complemen
tary to its ongoing community education program; 
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--	 The artisan-assistance efforts of L'lnstitute Panafricain 
pour le Developpement (Cameroon),. which focus on tie up
grading of the artisan sector in a major urban settlement; 

--	 The Centre National de Perfectionnement des Artisans Ruraux 
(Upper Volta), which provides training, technical assistance, 
and credit to a network of artisans throughout the country; 
and 

-- ihe Indigenous Business Advisory Service (The Gambia), which 
extends managerial assistance and promotes credit extension 
to local entrepreneurs. 

As the time spent with these projects during this first visit by 

necessity differed from one project to the next, the level of detail 

and analysis on each correspondingly varies. At the same time, co11

cerns over publication of infor ition, such as budgets and funding 

sources, which was considered sensitive by some program adinistrators 

have been respected and the material not utilized even where available. 

Consistent with the methodology established for the work on all 

three continents, one program -- the Urban Program of the National 

Christian Council of Kenya -- was selected as the focus of an in-depth 

study. This project was chosen on the basis of its offering a wide 

range of income-generating and other supportive assistance to extremely 

poor clients In both primary and secondary' cities. To broaden the scope 

of in-depth analysis, a follow-up study of the Village Polytechnic pro

gram, which concentrates on training, was also undertaken. All of the 

field research In Africa was conducted between April and August of 1979.
 

As a limited and exploratory effort, this study was not designed
 

to produce conclusions on methodology that are universally valid for 

alplilcation to every employu nt- arid/or income-generation effort among 

the urban poor in Africa. While the projects which were selected for 

In-depth analysis (and upon which miany of the conclusions are based) 

eumiploy nst of the assistance techniques utilized by the other programs 



examined, they are limited to the context of one country on a vast and
 

diverse continent.
 

An additional constraint in drawing conclusions relates to the
 

nature of the programs themselves and to their clientele. The urban
 

and per-urban poor in Africa constitute a very diverse group in terms
 

of ethnicity, age, sex, type of employment, skill levels, and degree of 

poverty relative to the rest of their respective nations' populations.
 

At the same time, the programs identified serve different groups in 

different ways. Some, like the Village Polytechnic program, train youth, 

while others, such as the Swaziland Womepn in Development Project, extend 

technical assistance and credit to artisan groups. Similarly, some of 

the programs service inner-city slum areas, while others deal wi th perl

urban or secondary-towa populations. 

Despite its limitations, however, %vebelieve the study orings to 

light many important elements of program methodology related to reaching 

and assisting the urban and peri-urban poor In Africa. Quite a few coin

monalities In structure and precess emerged from an analysis of the 

various programs, and the more In-depth studies undertaken in Kenya 

have allowed for a more thorough exploration of some of these key factors, 

Weare therefore confident that the conclusions prest.nted pvvide an 

Indication of those progranmatic elements which are important in the 

attempt to effeLtively assist the economic activities of the very poor. 

in this sense, we believe an Important groundwork has been laid both 

for further Investigation ,n this critically important area and for the
 

strengtheningor initiating of assistance efforts.
 



I. Project Identification
 

Name: 	 The Urban Comnunity Inrovement Progranmie
 
of the N#ational Christian Council of Kenya (NCCK)
 

Principals: Ms. L. Kadzo Kogo, Director
 

ir. Charles Gikonyo, Director, Small business Scheme 
and Handicrafts Industries 

Mr. Nelson Kibathi, Outreach Coordinator, Nairobi 

Consultants: Fred O'liegan and Douglas Ilellinger, The Development GAP 

II. Setting
 

A. Kenya has experienced tremendous urban migration since the 

early 1960s. Nairobi, one of the largest cities in East Africa, has
 

beco ei a classic example of urban dualism, with sophisticated conmlercial 

and industrial sectors, on the one hand, and sprawling squatter-settle

mint slums, on the other. The Mathare Valley and Kawangware -- two of 

the larqest settlements -- have combined populations of over 150,000. 

On a simller scale, secondary cities such as Mombasa and Kisumu are 

experiencing similar urban problers. In the words of ICCK, 

Kenya like any other developig country is experiencing
 
rapid changes in the society. The changes have brought

about social problems which were never faced by the
 
traditional society. This is especially true in the
 
major towos where one finds a multitude of school
 
leavers frustrated b-, unemployment, old people Isolated
 
from their families, couples whose marriages are under
 
strain and destitute families living in poverty. These
 
problems are increasingly alaring from year to year.
 

In Kenya, urban informal-sector economic activity is, by African 

standards, both widespread and vibrant. As such, it has been the object 

of much research and was the focal point of the 11's well-known 

Identification of the informal artisan as a legitimate "target" of 

development aid. Kenyj's public development assistance programs, 

5
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however, have not expanded sufficiently to address the problems of the
 

urban inforyal sector. With the notable exceptions of the urban Village 

Polytechnics and fairly recent housing projects supported by the World 

Bank and USAID, assistance to the urban poor has come from the private 

developnnt sector and has been mostly church-related. 

ill. Project Description
 

A. The 9oal of fCCK's Urban Conununity Improvement Prograne (UCIP) 

is to upgrade the quality of every aspect of local squatte--conInity 

life, principally by helping people to become economically independent 

and to imake desired changes in their own lives. Based upon this coniire

hensive perspective, the program is designed to deliver services in the 

areas of housing, health, education and literacy, nutrition, child care 

and emrployment. 

B. Brief Description and Ilstory. The Ilatlonal Christian Council 

of Kenya Is the nation's pioneer agency in urban development. Its 

approach In all areas of development is to identify unmet needs nong the 

poor, begin organizing communities around these needs, initiate service 

delivery, and then advocate the adoption and expansion of the new program 

by the public sector. The Urban Community Improvement Program operates 

in Nairobi, as well as In the secondary cities of lionasa, Kisumu, 

Eldoret, Ilal:uru, Kakamega and tlyerl. The filathare Valley in Nairobi was 

chosen as the Initial site for assistance because of its extreme poverty 

(per capita income estimates range from $13.00 to $20.00 per month), 

its lack of essential services and infrastructure (despite its close
 

proximity to the city center), and its particular social characteristics
 

(NCCK estimates that 80% of the adult population is female, with an averag
 

of six children to each wmnan). 
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C. General Structure and Function.
 

1. Organizational structure. 
NCCK isa constituent organiza

tion representing about forty distinct me ber churches and private, 
mostly religious associations within Kenya. Itisgoverned by a general
 
assembly, made up of nneer church representatives who meet at least 
once a year. and a variety of committees which oversee the diverse 
functions and departnents of the organization. The organization is 
headed by a general secretary, who reports to the assenly and its 
executive connittee and is responsible for all financial, administrative 
and staff functions. 
 The purposes of NCCK are both ecclesiastical and
 
developmental, with the latter purpose apparently dominant. 
 Its
 
ecclesiastical functions include facilitating inter-church cooperation 
and coimunication, publicizing and promoting church efforts, channeling 
international funds for church construction and other such activities, 
and strengthening members' approaches to religious and family-life
 
education. The Council 
 Is noted for speaking out on major moral and 
social issues, such as the refugee problems of East Africa and inter

ethnic rivalry in Kenya. 

The development assistance functions of itCCK are far-reaching. 
One of its most significant development roles is that of a conduit of 
private, mostly church-related, international funds to local conmunities 
and representative organizations. 
 Through its Projects Endorsement and 
Priorities Conmittee, the Council channels roughly $250,000 each year 
to forty local self-help projects. These funds are received from private 
donors, including Christian Aid (Britain), KED (Germany), and CODEL (USA). 

NCCK also delivers a broad range of technical, managerial, planning, 
and training services to development projects and service programs of its 
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own. To do this, the' organization employs a staff of approximately 120 

people, who are divided Into var'ious departiaents. These include the . 

Department of Rural Development, the Urban Communi ty Improvement Program,
 

the Village Polytechnic Support Program; t D e
 

T ng, end the Cottage Industries (handicrafts) Program.
 

them-Although the.various departments coordinate activities among 

selves and come under the central control of the General Secretary, 

Each Is administered independently,
they are somewhat autonomous. 

receives earmarked development fundsoperates under its own budget, and 

from international entities. Host of the departments are overseen by a 

sectoral committee appointed by the general assembly. 

The Urban Community Ilmprovement Program (UCIP) is one of' the larger 

better known, and most important programs of NCCK. It provides housing, 

•nutrition, small-business and organizational assistance through local
* 

social workers to the urban and peri-urban poor in Nairobicomunity 

and secondary cities. 

The director of UCIP is lis.L. Kadzo Kogo, who has been with the 

five years and recently received a masters degree in socialprogram for 

work in the United States. She is supported by staff both In Nairobi 

InNairobi, there are two administrators,and the secondary cities. 

one midwife, one small-business
seventeen nutrition workers, two nurses, 


worker specialized in resettlement,.expert, one conmunity development 

two social workers, one assistant social worker, and nine comunity 

Two social workers operata in Miombasa and Kisumu, whileorganizers. 


Conmunity organizers
Kakamega, Eldoret and Nakuru are assigned one each. 


also utilized in these secondary cities.and social-work assistants are 

residents of the community and have beenAll community organizers are 



ORGAIIIZATIONAL DIAGRAM FOR THE
 

:1IATIO;IAL CHRISTIAN COUNCIL OF KE;IYA*
 

General Assembly
 

General Secretary
 

SAdmini strati on 
and Finance Urban Communlty Improvement Program 

Rural Development fNairobi Secondary 
F1 aProgram Cities-ous-inog 
Social work ocui-tork 
Health 
Nutrition 

Conimunity
organization 

Group formation 
Education Program 

Small Business Scheme 

Cottage Industries 
Program
 

Village Polytechnic 

Support Unit 

* The programs shown are not inclusive of all NCCK efforts. 
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trained by NCCK; some also receive specialized training intechnical
 

fields. All specialized personnel, such as nurses and social workers,
 

are certified intheir respective fields. Based on current budget
 

figures, the average staff salary is roughly $300 per month, which is 

quite competitive in Kenya considering that housing and other benefits 

are also provided. 

2. Relationships with Other Programs. The activities of the 

urban program are carried out in coordination with a nuiiiber of other 

programs, both Intrinsic and extrinsic to 11CCK itself. Anong the most 

notable of these working relations are with: (a) the World Bank and 

Nairobi City Council Inthe planning of a self-help housing program; 

(b) the Ministry of Conperatives in the training of production co-op 

mneers In athare; (c) all local hospitals and health clinics; 

(d) the Ministry of Housing and Social Services in the areas of Village 

Polytechnic development and direct social referral on social services; 

(e) various local government schools for the purpose of primary-school 

and literacy education; (f) the Kenya Cooperative Development Bank for 

the extension of credits to small businesses; and (g)various local
 

churches and community organizations.
 

3. Role of Beneficiaries. Within the 1iCCK's organizational 

structure itself, beneficiaries play no direct participatory role, but 

within project development and assistance activities they are directly 

involved. For example, NCCK was Instrumental in helping to form the 

Hathare Valley Development Conmmittee, which was composed of fifty 

representatives drawn from both the local cormunity and the city's 

broader private and public sectors. All development programs within 

the Valle3, including Nairobi City Council efforts, were carried out 
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with the advice and consent of this group. Duriiag the early stages of
 

NCCK's urban improvement efforts, the Committee assisted in fostering 

public support for the program's local activities. As assistance was
 

delivered, local committees began to play a cnordinating role; hence 

the Conmittee outlived its usefulness and ceased to function. 

The local-level coordinating committees are colnKosed of chiefs,
 

District Officers, village leaders, and representatives from UCIP-assisted
 

groups. Leadership in these groups revolves each year, with NCCK social
 

workers providing leadership training. The goal of both NCCK and the
 

villages is to create integrated programs which, in time, the latter
 

can carry on themselves.
 

D. Funding. Exact figures on total funding of NCCK programs were 

not available. However, current figures on sone of the urban program 

cononents do give a fairly solid picture of the scope and emiphasis of 

various UCCK activities. Total funds budgeted for urban housing, for 

example, equal $2,678,494; of this $442,200 is for program costs, while 

$2,326,295 is used to cover capital costs associated with housing pro

jects and the construction of community centers. The budget for 

community social wiork (social services) is roughly $100,000 for all
 

seven cities within which the program works, while the total, published
 

budget for the small-business program is $37,879.
 

Most funds for NCCK are provided by international agencies. N1o 

detailed figures on donations were available. Major donors include 

ICCO of Holland, EZE of W. Germany, the World Council of Churches in 

Geneva, and CODEL and Church World Service of the United States. 

E. Beneficiary Characteristics. The people serviced by the Urban 

Coamunity Improvement Program are indeed the poorest of urban residents 
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in each of the serviced cities. As previously mentioned, the population 

of the urban dnd per-urban squatter settlements in Mathare Valley 

suffers from extremely low per-capita income and consists In large part 

of women With dependent children. Ethnically, the entire urban popula

tion being served incorporates a diverse mixture of tribes from throughou 

the nation.
 

It is interesting to note that although there are many skilled and
 

semi-skilled artisans residing in slums like the Mathare Valley, the 

actual beneficiary population of the urban program In many cases is 

below this skill level. The majority are women and youths who, for the 

most part, have had neither the training nor traditional apprenticeship 

opportunities which would provide them the necessary skills to compete 

in the informal sector. This population group is clearly distinct in
 

character from the urban, self-employed artisans assisted in other 

African development programs. 

F. Project Activities. 

1. Approach. The general approach to assistance of UCIP is 

to: (a) work with the community in defining and prioritizing problems 

to be attacked; (b) organize the community to begin working totard the 

solution of these problems; (c) institutionalize both decision-making
 

and development-action capabilities within the community; (d)deliver
 

services and funds In support of these efforts; and (e) advocate, to 

the government and the general public, continued support (in the form 

of needed services and relevant policy decisions) to the community. 

All assistance activities revolve around the core activities of 

the social workers and conmnus.ty organizers. Social w.orkers are sent 

into depresspd urban areas where they work with local populations In 

http:conmnus.ty
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identifying local problems and finding practlcal solutions. I-lore
 

specifically, the social workers are directed to "... help people 

enhance and more effectively utilize their own problein-solvinq and
 

coping capacities; establish initial linkages between people and
 

resources systems; facilitate interaction, modify and build new rela

tionships between people anj societal resource systems; dispense material
 

resources; and serve as 'change agents' ... specifically employed for 

the purpose oif creating planned change." 

Into the early 1970s, IICCK social workers handled cases ,ndiv1

dually, adopting social ca;e work as their operational method until it 

became clear that this method was no longer adequate. In many Instances, 

whole comiunities were found to require assistance, often in a material 

or financial form, and basic economic problems were growing faster 

than they could be solved. As itwas considered futile to continue
 

attacking root economic problems at an individual level, emphasis shifted 

to group work, where it remains today. 

The IlCCK has typically begun its work in poor commuunities in 

response to crisis situations, such as the outbreak of cholera in 

iathare Valley in 1969. The organization responded in that instance by 

successfully organizing the people to put in a piped water system in
 

order to avoid eviction from the land. Generally, action is not taken
 

until the social workers have been able to informally survey, or assess,
 

the needs of the people and organize the conmunity. Conmiunity organiza

tion is carried out through the process of comiiiunity meetings, which 

are always coordinated with the local chief and sub-chief and carried 

out in consultation with the local District Officer and/or the local
 

Co,,nunity Development Officer. Initially, the NCCK social worker helps 
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organize groups and assists them in determining their most pressing 

social and economic problems, as well as possible solutions. A deci

sion is then made on how to attack the major problem, or problems, 

immediately facing the community. 

Subsequently, people from the various communities (Hathare Valley, 

for example, isorganized into nine villages) will approach the social 

workers with requests for assistance on specific local problems. Once 

the latter decides that the number of requests reflects a community 

problem, a community meeting Iscalled and the group decision-making
 

process isutilized again to decide upon the action that should be taken.
 

The NCCK nutrition program grew out of the Hathare srcal-work program 

in this manner, as did the small-business assistance effort. Inboth
 

cases, simple surveys were carried out prior to project design, with
 

the focus on the types of existing economic activities, family back

grounds, and local demand patterns of a limited section of Mathare. 

One of the principle needs which has surfaced inalmost all cases, 

however, has been the need to find income-earning opportunities. In 

dealing with this problem, 11CCK has addressed the issue of unemployment, 

which ithas found to be a root cause of much of the suffering Inurban 

areas. The majority of the people who come from the rural areas into 

these towms are illiterate, have very little formal skills training, 

and, hence, are ill-prepared for urban life. They are therefore unable 

to find worthwhile work (and end up living inslums where housing is
 

the cheapest), to afford nutritious food, and to provide school fees
 

for their children. NCCK endeavors to create employment for these
 

people and/or to prepare them for employment. ItIswith this inmind
 

that in the early 1970s social workers began to encourage the formation 
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of groups in which young and old were taught such trades as traditional 

handicraft production and dressmaking. After training, they were
 

expected to form cooperatives or find employment in established firms. 

At the same time, NCCK set up a series of handicraft-production work

shops, which are now acinistered by the Cottage Industries Program 

rather than by UCIP. 

As the training and organizational assistance proved insufficient
 

for the creation of new enterprises, UCIP social workers tried to
 

convince formal enterprise programs to provide assistance. Unsuccessful
 

in this endeavor, NCCK then established the Small Business Scheme (SOS) 

under UCIP in 1975. It was designed to provide management and financial
 

assistance to small-scale enterprises in the urban and per-urban Informal 

sectors of Nairobi. The next two sections present descriptions of 

specific NCCK emloyment-generation activities, including the operatio.1 

of the SOS in Nairobi and other progranms in the secondary cities. 

2. Nairobi. In Nairobi , UCIP's social workers reconmnnd 

clients for the SOS program on the basis of their need, reliability, and 

accessibility to !CCK staff. Most have nc regular employment or salary 

and may have about $70 in cash on hand. (For those even worse off -

usually women who cannot support their children -- the SIS may make 

available a small grant of about $14 to buy produce which is then sold to 

generate some family incojl and allow for reinvestment in more oroduce.) 

The social worker then brings the prospective borrower to the administra

tor of the SOS for an interview and further screening. The client's 

plan and request for financial assistance are reviewed to determine 

how much capital the borrower would be able to handle; this process is 

facilitated if tlh2 person or group nas a record of borrowing from NCCK 
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in the past. Clients who have outgrown the tCCK program, or are 

financially better off to begin with, are referred to commiercial 

lending institutions.
 

The administrator also asks for an identity card and requests
 

that a loan application be completed, with the help of the social
 

worker ifnecessary. That form, entitled "Nairobi Urban Squatters' and 

Low-Incone Areas Small Business Loans, Assistance and Training --

Creation of Employment Under the Small Business Loans Scheme - Business 

Loan Application Form," requests the following information: 

1. 	 nane, Identity card number, district, sub-location (plot), 
parents' names, home address, name of chief at home; 

2. 	 marital status, number of wives/whether husband is alive, 
number of children, number in secondary school, primary 
school, nursery school, and at bone; 

3. 	 amount of money spent monthly on school fees, clothing, 
housing, and food to feed the whole family, plus total
 
amount spent on all the children inone year;
 

4. 	 name of the business, postal and business addresses of 
the enLerprise, monthly rent, nature of present or 
proposed trade )r business, length of time in this 
trade, type of business (private or limited company,
 
registered partnership, unregistered partnership, or 
registered business), photostat copy of certificate of 
registration, present or intended nunber of regularly 
engaged employees, and the name, address, and occupation 
of each partner, ifapplicable;
 

5. other employment status, other salary or income, other 
business interests (including farming), educational 
level, amount of conmercial or technical training 
received, and person who keeps the books;
 

6. 	 amount of loan required, amount of monthly repayment 
expected, average monthly profit expected with loan, 

complete
 
budgeted proposal for loan use;
 
details on how loan would be used, and a 


7. nature and value of security offered, including land, 
buildings, machinery, vehicles, tea stumps, coffee
 
trees, other cash crops, or cattle dip; ifno security
 
to offer, qive names and addresses of three guarantors, 



16 

which can include businessnen, M.P.s, Councellors,
 
accountants, managers, senior public or private
 
sector officers, edvocates, priests or pastors, or
 
other trustworthy people;
 

8. 	 estimated v.lue and list of present saleable stock, 
average total goods purchased monthly, average sales 
per day/week/onth, average monthly gross profit, 
names and addresses of a few good customers, details 
and copies of outstanding orders, bank where applicant 
has 	a current or savings account, if any;
 

9. owner of present business site if not owned by applicant,

degree of permanance for applicant of present business 
premises, whether permission has been granted by owner 
to trade there, whether the Government or the Nairobi 
City Council has approved the premises, and whether 
the 	 applicant has received a Governnant trading
license or a NCCor other kiosk card; and 

10. 	 nuiiber and total size of loans received frum tIrCK. 
and source and date of any other business or agricul
tural loans received (or applied for) in the past five 
years.
 

In addition, signatures are required under the following statements:
 

"I understand as a condition of the loan and agree to 
enloy at least 75% ot business labour requirements 
out of bonafide residents of the area/villages where 
the business is situated." 

"I understand that: (1) If I am granted a loan I must 
start and/or continue to maintain acceptable books of 
account. (ii)All the facts given above will be 
checked at my place of business and that my application 
will be rejected outright If I have given any false 
in fonnati on." 

Given the level of clientele, it is not expected that all items 

un the form will be completed. After the relevant information is 

provided, the application is submitted to, and evaluated by, the SOS 

administrator. His recommendation, along with that of the social 

worker, is attached to the application before it goes to a five-member 

Small Business Committee. The individuals on this loan committee are 

nut im;bers of the NCCK General Assembly, but rather appo,nted by the 
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organization on the basis of their expertise inbusiness and enterprise
 

development. Disbursement of approved loans are made by check from
 

IICCK's central accounting office to the borrower's bank account, which
 

he or she must open to get the loan. The loan agreement contains a
 

draw-down schedule, and the program administrator, with the help of the
 

social worker, checks to see If the initial disbursement is used for 

the purposes laid out in the agreement before the next one is made. 

The management assistance cumponent of SBS was initiated after the 

completion of an assessment of the needs of the intended beneficiaries. 

A survey carried out by 1ICCK when the program was initiated revealed 

that the beneficiaries usually Identified the lack of money and adequate 

facilities as their major problems. Inaddition, however, itwas
 

discovered that a lack of management know-how was the principal problem 

facing most of the enterprises. HCCK therefore employed a full-time 

small-business administrator, who, in collaboration with officers from 

the government's Cooperative Development Department, provides technical 

advice and expertise to these people.
 

The Intensity of the management assistance provided to a client is
 

decided on a case-by-case basis. For example, itcan be a prerequisite
 

to funding for a group lacking a bookkeeping system, or it can be extended 

supplementally when an adequate accounting system already exists. 

Regardless of the client, the primary focus of all training ison teaching 

them how to record sales and purchases, cost their inputs -- including 

their own labor -- and mark up their goods In order to produce a profit. 

After the discipline of making daily bookkeeping entries isestablished,
 

monthly close-outs are taught. Costing is particularly emphasized with 

commodity retailers, who oust learn how to cost their stock. All 
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individuals and groups are taught to physically separate their revenue
 

into three bags -- one to be the source of funds for the purchase of
 

new stock and for loan repayment, the second for covering labor costs, 

and the third for profits. in this way, they can see how much of the 

money they are able to personally consume or save. 

In addition to assisting them with pricing and cash accounting, 

the program administrator also advises .clients on marketing, Joint 

purchasing of materials on a wholesale basis (from a factory, if possible), 

licensing, cooperative registration, and how to get access to public 

extension services, among other things. These matters are taught in 

weekly sessions, with follow-ups with group leaders, treasurers, and 

financial managers. As NCCK's clients are extremely poor and have very 

limited entrepreneurial and technical skills, no fees are charged for 

the training and assistance.
 

Just as NCCK's approach to the delivery of the social services
 

evolved from a case-by-case to a more group-oriented approach, SBS
 

financial assistance has moved froi an individual to group orientation.
 

There are many reasons for this, not the least of which is that search-

Ing for an Individual loan defaulter Ina place like Mathare can be a 

hazardous, impossible task. the increased interest in a group orienta

tion is also due to the greater ease and cost-effectiveness of training 

and the greater financial discipline practiced by group manaers 

responsible to the other members. Leadership in these groups rotates 

annually, unless the same officers are chosen at the yearly elections.
 

It has been found that this enhances mutual trust, while also spreading 

responsibility and the acquisition of financial skills.
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This preference for group lending was operationalized in 1978 

when a "Trade in Group" program was announced, wherein loans would be 

made to groups. Four groups were organized in areas of charcoal 

selling, meat butchering and retailing, second-hand clothes marketing, 

and patchwork material production. The Ministry of Cooperative Develop

ment was approached and responded favorably to the Idea of registering 

these groups in a cooperative society (the Nathare Kogeria Handicraft 

Society) so as to allow them access to a number of services. These 

services include training facilities in simple bookkeeping at a Nairobi 

cooperative college and the acquisition of loans from the Cooperative
 

Bank of Kenya.
 

It has proven easier to monitor the use of funds by members of 

the Society because an officldi from both the Ministry of Cooperatives 

and VlCK are signatories to bank accounts. In fact, monitoring may
 

be unnecessary, as group members check on their financial officers
 

and are directed to report any misuse of funds to the officials men

tioned above. Success in the cooperative area has led the SOS
 

administrator to encourage the development of other trade groups in 

such areas as woodworking, leather work, metal work, bicycle repair,
 

and the retailing of such commodities as fruit, vegetables, and fish.
 

SOS loans are made at a 3.5-percent annual interest rate; apparently
 

taken on the average outstanding balance. 1ICCK considers this to be the 

maximum it can charge retailers, who usually work on a 10-15% mark-up, 

and ailow them a fair profit. The mark-ups of these retailers are 

often limited by government controls on certain basic couvwodities, and,
 

operating at low volume, this places them at a great disadvantage. 

After a two- or three-month grace period, monthly payments are required, 
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with the clients making the paymen-'s directly to the HCCK/UCIP central 

office; that office issues a receipt and also notifies the SBS office 

of the repayment. The amrtization period granted the borrower is 

detenined by the size of the loan, type of business, size of enter

prise, and volume of sales. Larger clients may get as much as two 

and a half years to repay loans for the purchase nf inventory or tools,
 

while'very poor clients dealing in low volume may be given only three
 

ilon ths. 

Total lending in 1977 and 1973l amounted to twenty loans for $8,599. 

Individuals accounted for 68 percent of the total, with such loans 

ranging from $67 to $934; average loan size was $366. Groups received 

the remaining 32 percent of the loan capital in this period. NCCK lent 

three groups wlth a total of 21 nmmbers a total of $1400 ($67/mutner), 

while providing the largest (162 mmibers) $1333 worth of financing. 

Except in two or three cases, repayment has been very regular. Eighteen 

thousand six hundred dollars is budgeted for SBS loans in 1979, and 

group lending should increase substantially while individual lending 

drops off. 

3. Secondary Cities. The social workers of UCIP began working
 

In the secondary cities of Kenya at the same tine as they began their 

work in Nairobi. Since then, they have helped organize a nuinber of 

groups in five urban areas and have delivered or facilitated the delivery 

of assistance in time areas of organizational development, education, 

training and marketing. Financial assistance is also necessary, but,
 

although sane credit has been available through tNCCK's Cottage Industry 

program, the Small Business Scheme does not operate in the secondary 

cities. Nonetheless, NCK's effort through the UCIP social workers 
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and the Cottage Industries program has helped a number of groups develop
 

considerable potential for growth as small-scale enterprises.
 

a. Mombasa, the country's second largest city with a 

population of 800,000, has been a site of much NCCK activity. The
 

Tototo Home Industries Project has operated inMombasa since 1967 under
 

the auspIces of NCCK's Cottage Industries Program, and UCIP social workers
 

have worked there in association with Home Industries in both urban 

and nearby rural areas since 1969. 

The objective of the Tototo Home Industries Project is to train 

and assist girls, women, and men in the lowest Income groups to produce 

and market handmade articles, while generally participating Inthe 

economic and social development of the area. As many as four hundred 

people, mainly women and girls, presently benefit directly from the 

project. These include young girls with limited education who are 

trained indressmaking; poor urban women who are given workshop space 

for training, production, and Income generation indressmaking piece 

work; and twelve organized groups of rural and urban women who are 

provided markets (and some technical assistance and business advice) 

for their handicrafts and other products made with local raw materials. 

All operations are supervised by the director, Elvina Mutua. A designer 

and a product-quality advisor assist the various groups, while an NCCK 

store,with a staff of five, purchases and sells, at a fifty percent 

mark-up, the goods produced by the groups and the workshop. 

The Tototo Workshop (Towosho), situated inold town Mombasa, is 

one of the programs run by the ICCK Project. The program employs and 

t,ains more than seventy women and girls indressmaking, and has a five

person staff. The staff includes three teachers responsible for 'he 
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training, a general supervisor, and a production supervisor.
 

At any one time. there are two distinct groups receiving training.
 

Training category "A"currently contains soni fifty girls who are
 

taking a dressmaking course. These are girls who do not qualify for
 

secondary schools and whose parents cannot afford to put them through
 

private schools. In 1975, twenty school leavers were accepted into
 

the course; the nuniber of trainees increased to twenty-five in 1976, 

thirty in 1977, forty-six in 1978, and finally fifty in 1979. Due 

to this large nuner and the limited capacity of the workshop, training 

is delivered by two Instructors in four daily two-hour shifts, with 

the girls taking turns on the six available machines. In each of the 

first three years, an average of seven girls were referred by NCCK 

social workers as needy cases and paid no fees. This nunber has in

creased to ten or fifteen and the $6.50/month paiid by the other girls 

is not enough to cover all the training expenses. Tototo also cannot 

afford to purchase the two new sewing machines which are needed, nor 

hire a highly qualified teacher to train the girls to a Grade I 

Governnent Trade Test level and diploma. 

Presently, the IW-nionth couise prepares trainees to a Grade II 

level, which qualifies them for jobs in factories, shops, and Village 

Polytechnics, as well as for self-eniiloyient. In 1975, for exaiple, 

of the seven girls who finished training and passed the governmient test, 

one was helped by her family to open a business, another was employed 

in a factory, and a third by a private shop, while four others went 

on to category "B" on-the-job training. In 1978, when sixteen girls 

conpletedone-and-a-half-years' training, thirteen passed the exam and 

went out to find employment or start their own business. The thirty 
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others receiving training in 1978 completed their course InJuly
 

1979.
 

The category "B"training and production program shares the same,
 

limited space with the straight training component. Thirty very needy
 

women -- mainly unmarried and divorced mothers -- are referred to the
 

project by FICCK social workers operating in the Mombasa slums. Their
 

training, which iscontinued until the individual finds employment,
 

consists of making dresses by hand, by machine, and through the process
 

of tie-dying. The women are paid for what they make, earning an average
 

of $32/month in 1978. On the average, leavers are employed at a
 

starting wage of about $41/month. Inthe event leavers are interested
 

Inself-employment, the women are encouraged to first learn how to hand
 

sew, for even ifthey were to set up a cooperative, the cost of a sewing
 

machine might be prohibitive. This training inhand sewing calls for
 

the women to work at home, bringing in their work to be checked each 

week.
 

Inthe meantine, other women are working on machines, while others 

are turning out finished tie-dye products. These products Include 

dresses, shirts, and tablecloths produced ina variety of designs on 

contract to shops, which, Inturn, sell to both the tourist and local 

markets. A technical production supervisor IsIncharge of the whole 

production process, from design through final preparation. The products
 

thal are sold to the IlCCK store are priced to cover all costs, including
 

training, and to turn a profit. Somewhat faulty, but improving, inven

torying and cost accounting systems were responsible for a slight loss
 

in 1978.
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The two training programs are not self-supporting, as trainee 

fees and the limited sales of student-made articles together only 

wver about one-quarter of expenses. Category "B" badly needs financing 

for the purchase of more raw materials and two additional sewing 

machines in order to adequately expand training and production.
 

About $13,000 would do as seed capital for the former, while $1300
 

would cover the latter. The project's supervisors feel corfident that. 

with this investment, the profits from Category "B" production could 

within one year easily support Category "A" training, including the 

salary of a new teacher. In addition, the wlole program could use imore 

physical space. 

Since the Tototo training program was recently registered under 

tile Village Polytechnic program, tile lihistry of Social Services has 

visited the workshop often and has nde a $1300 grant. Part of the 

grant was used to purchase two sewing nchlines to add to the three or 

donated by Bread for the World of Gennany, while tile rest went toward 

teacher saldries. Other grants have been made to the Tototo Project 

by such church-related groups as Christian Aid, the Anglican Church of 

Canada, and the Swedish Section of the Lutheran World Federation. The 

project has also received one soft loan froi.. Germany for purchasing 

materials, and utilizes bank overdrafts for meeting iinediate purchasing 

needs. 

As far as workshop 9,-aduates are concerned, many go back to their 

rural areas, as a wage of $40/month can barely support a single woman 

in Moubasa, much less a woman with .-hildren. Those who would like to 

attempt self-employment are in need of small loans for the purch.'se 

of materials, tools, and equipment. The case of two women who went 
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through the training &nd production program and set up their own 

dressmaking shop illustrates the problems associated with initiating 

one's own enterprise. Although they were fortunate to have two sewing 

machines and some limited funds of their own, they have not had the 

capital to invest inenough materials to produce at any significant
 

volume, nor the collatoral to secure a loan (which would be risky 

anyway, due to banks' inclination to repossess rice repayments fall 

inarrears). In addition, the two partners had to pay $67 for a trade
 

certificate, $13 ip city licensing tax, $16 for disposal services, and 

$27 for a month's advance rent.
 

The immediate solution to their financial problem was to rent two
 

additional machines at $6.60/month each, and start training ten students,
 

charging each $8.00/month. After six months inoperation, they clear
 

$7.00/month inthis fashion, but hope to expand the production part of
 

their business as they become better known and are able to obtain credits
 

to purchase materials inbulk. They have good skills, produce a good
 

cross-section of dresses, and keep a good, simple, daily record of 

accounts, but they suffer badly Incompetition with local Asian 

shopkeepers. 

Inaddition to the workshop, NCCK, through the work of UCIP social
 

worl-ers, has assisted rural and urban groups in the production of 

handicrafts to generate the income necessary to undertake more stable 

economic (and sometimes social) endeavors. UIJCIP often donates initial 

materials (deducting their cost when paying the groups after marketing 

their output) and advises on product quality and design, new product 

lines, and simple business practices. Social workers also teach handi

crafts as part of their community work. Group workers can earn as much 
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as $40/ i3 th, ot about $24 on average. When the market allows a group 

to make a profit, it generally invests in other projects that which 

is left after their members are paid. 

Regarding reinvestment, one enterprise, the Shimoni Group, for 

example, puts one-quarter of its profits into a poultry project. At 

the same time, the Domani women's group has successfully built a small 

bakery and is selling bread; the women at igamani on the outskirts of 

Monbasa are selling eggs from their poultry project; the Mawani Group 

is selling firewood; and tue tkoyo women are building a badly needed 

nursery in their village. The problem is that the tight handicraft 

market severely limits the speed at which these groups can expand 

their other economic ,and social projects. Help has been solicited from 

the Ministries of Agriculture, Health, and Social Services for the 

support of these activities and other ways are being explored to help 

the women raise more funds. 

The Tototo Home Industries store Is the principal outlet for 

workshop products and those handicrafts produced by the other groups. 

The shop is In good financial shape, with $80,000 in total sales and
 

a healthy profit .aargin in 1978. The store's profits, totalling 

$7,123. were used to support both the training and the group projects; 

deficits run by those projects can be as much as $17,800. if the shop 

has a major probl, m, it Is the lack of sufficient up-front capital to 

pay Its supplleii ,ithin a ,onth's thme. 

b. NCCK's support for employment and income generation 

is not as highly developed in the country's third largest city, Y'sumu 

(pop. 150,000). as it is in thairobi and Mombasa. As in Mombasa, there 

has not yet been established a division of the Small Business Scheme 
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in the city, but rICCK's local Wananchi Craft Shop does market the goods 

of various independent groups under the Cottage Industries program. 

What other economic activity that does take place under IICCK's auspices 

Upon entering a community,isstimulated by UCIP and its social workers. 

the social worker for Kisunu, Herea Aoko Otongla, conducts a general 

survey, meets with people to determine the common interests and problems 

that exist, and helps to form groups for social and economic purposes.
 

One of these groups, the Town Group,consists of two organizations -

a girls' club and a women's group. The girls' club was formed to help
 

Group discussions
uneducated school leavers, including single mothers. 


are held, and family planning, hoe economics and bead work are taught.
 

The women's group consists of twenty-nine women, half of which cone
 

All members of this group are unemployed,
from outside the town. 


but at the community center they make tie-dye materials, papyrus lamp 

shades, and necklaces from local beads.
 

With UCIP assistance, the Town Group was able to obtain two sewing 

machines, allowing tailoring to be introduced using their tie-dye
 

skirts, shirtsmaterial. The women are learning how to make dresses, 

and tablecloths, all which are popular inthe surrounding community. 

Profits have been minimal, but $2.50 to 6.60 per month has been dis-

The women have now reached a stage where theytributed to each member. 


need professional guidance if they are to turn out more professionally
 

A tailoring training program has been established,
finished goods. 


but itlacks the support necessary to properly assist the tailoring
 

groups.
 

The Orongo Group, located ina new squatter settlement, has been
 

the most successful of the UCIP-assisted groups inKisumu, with some
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fifty menbers. The ren make fish traps and baskets, while the women 

work with fabrics. In addition, land has been acquired for a small
 

agricultural project. In 1979, h)wever, local competition wiped out 

much of the market for fish traps and it was found that the lake flooded 

the acquired land when the rains came, so interest and attendance fell 

along with group Income. Regardless, the meners continue to meet on 

their own. Soon they will be constructing, on a recently dorted plot 

of land, a building to be used for a meeting place, a nursing school,
 

and a store for their handicrafts, as well as a bakery for the village. 

Another organization in downtown Kisumu Is a group of ten to 

fifteen wonien that has benefited from UCIP assistance. Like other 

groups. it neets twice weekly. It has focused on sewing, tie-dye, 

nutrition, hoe economics and kitchen gardens, but has not been very 

active due to Individual household problems. 

Thirty-five female menijers fron all three groups In Kisumu have 

also joined the UCIP's tailoring program. About half of those are 

able to pdy the menbership fee of $1.40. Although the girls cal come 

to the Christian Fellowship Center daily for training, the young woen 

can meet only twice a week for a total of only four hours -- not 

sufficient time to learn a trade. Their Income from the sale of their 

dresses, skirts, blouses, tie-dye materials, and bead products has been 

small, despite time fact that most of these products are 3old. 

As the social worker, Miss Aoko, is an expert in neither tailoring 

nor dressmaking and Is overwhelmed with her group work, comnmittee 

meetings, adilnistration, and nmrketing activities, an Instructor who 

can also help turn out quality products Is badly needed. Skills 

training should extend into the tie-dye area, while a grant would be 
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most useful for the purchase of more sewing machines with which to
 

teach; presently, there are two machines for twenty trainees. In 

addition to a tailoring instructor, a general business advisor for the
 

area isbadly needed to help organize groups Into workshops, help them
 

set up books, and assist inthe marketing of their goods. This advisor
 

could also extend assistance to individuals who presently eke out an
 

existence by trading inproduce and other commodities. Inaddition,
 

a small loan fund would be useful both to groups, and individuals. 

On the other hand, the Wanachi Crafts Shop has been doing quite
 

well since itwas taken over by NCCK inJune 1978. In the first twelve 

menths of operations, monthly sales averaged over $1,035, while monthly 

rent, shop salaries, and licensing fees totalled about $780 by the end 

of the period. Most of the margin ispassed on to the various producer
 

groups. These groups could use the assistance of a designer who could
 

help them redesign their products; NCCK feels that poor or unvaried
 

design is responsible for a recent decline in the shop's sales. For 

their part, the groups complain that it istoo expensive for them to 

transport their articles to market, thus NCCK has decided that it must 

both hire a designer and purchase a vehicle to cover all of Western 

Province. 

c. InKakamega (pop. 50,000), UCIP's social worker is
 

responsible for organizing groups among the city's poor, Mrs. Batroba 

has been very effective inher work since she started in 1972. In
 

addition to working with orphans and poor families and helping to 

start a Village Polytechnic, she has helped crganize three producer 

groups and one group of retailers. The last iscomposed of six older, 

poor and illiterate women who began by selling vegetables, seeds, and 
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maize and who now sell fish and old clothes as well. Mrs. Batroba
 

advanced each of them $14 from the NCCK emergency fund to purchase 

initial stock to sell in the local market. As in the case of the Small 

Business Scheme in lairobi, it is expected that those who receive such 

grants will be able to begin generating Income for their families by 

rapidly turning over the produce they purchase. Being Illiterate, the 

women do not keep books and receive no assistance in that area, as the 

local social worker does not have this expertise.
 

Another seven woiren, all members of the same local church, belong 

to a knitting group. As a pre-cooperative, they meet two days a week
 

to produce sweaters and are now eiployed in different shops the rest 

of the time. iith savings from piecework and some knowledge gained by
 

one ienber from a friend, the group was able to purchase its own
 

machines and move from small handicraft production into the manufacture 

of sweaters; IiCIP also advanced it s(me $275 for that purpose. The 

women now make an average income of $24/month. and, with their husbands 

unemployed, this money goes directly to support their families and pay 

their children's school fees. 

Another group of thirty, very poor, 4uslim women, who are organized 

around their desire for literary training, has moved on to handicraft 

production as well. The social worker saw that some of the menbers 

were able to make such things as mats, baskets, and tablecloths, and 

encouraged the others in the literacy class to learn from them. They 

now purchase palm leaves, sisal, and thread for very little and turn 

these materials into income-generating products. Information on exact 

incomes was not available. 
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Finally, a new group of seven women (also from the same church) 

has been forned and has begun making brooms from grass. The social
 

worker will be checking the quality of the products before searching
 

out markets inKisumu. She feels that new groups like this one lack
 

the experience to deal with credits; however, the other Kakamega groups, 

particularly the retailers, could use additional funds on a credit 

basis. The program would also benefit from assistance inthe areas 

of skills training, production management and marketing. 

d. An IlCCK social worker began operating InEldoret 

in 1969. She originally worked on a case-by-case basis,distributing
 

milk and food to the poor. The social worker has also attempted to
 

pursue community organization but has found itdifficult because of
 

the highly transient nature of the urban squatter population inthis
 

city of 75,00 inhabit.ants. The new migrants heve not been able to 

secure settling rights on their occupied lands, causing an air of
 

uncertainty which makes organizing difficult.
 

Nonetheless, the social worker has beei able to start one small
 

women's group. Established in 1976 with the help of a UCIP contribution
 

of $70 to cover start-up costs, its purpose isto help destitute women
 

begin to earn incomes for themselves and their families. The group
 

members, which now total ten, make and sell sisal products and have 

learned tie-dye. They meet once a week in the Municipal Social Iall 

and also work at home. 

The social worker has also been pursuing the construction of a 

community center in Eldoret. She has been instrumental in finalizing 

plans for the center and acquiring approval for Its construction. Once 

the center isbuilt, the social worker will assist women and girls in 
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learning such crafts as weaving, pottery making, tie-dye, bead work, 

and sewing, and eventually will introduce courses in typing, bookkeeping,
 

and adult literacy.
 

e. NCCK has its own comunity center in Nakuru which
 

helps the social worker there to provide support to existing groups
 

and promote the organization of new ones. Beyond extending health and
 

educational assistance, she has assisted four women's groups develop
 

income-generating possibilities.
 

The Doboro Comunity Group was one of the groups organized with
 

fICCK assistance. The Community of 3,500 is located twenty miles from 

Nakuru in the fesuit forest. The social worker has started adult 

literacy classes and has tried to stimul'ate alternative income-generating 

activities since the traditional village collection of honey has been
 

disrupted. Ilandicraft production and nodern beekeeping are being pursued 

as substitutes.
 

A second group, conposed of nineteen church women, was organized 

by a inister's wife. The purpose of the group Is to establish a means 

through which the nembers, who are all unemployed with large families, 

could earn some kind nf living. The church granted the group $40 and 

each nmber makes a monthly contribution of $.65 to purchase wool and 

thread to ma.e crochet articles and children's clothes. The products 

sell well In the conriiiaity, but generate low profits due to insufficient 

sales volume. With the help of the UCIP social worker, the group has 

applied for a $265 grant for raw materials. It is believed that this will 

help qenerate another $13 per month per person, which Is still insufficient 

but better than the current monthly earnings of $2.50 to $6.60. 
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The Tembuya women's group was formed In the early 1970s by the 

UCIP social worker, but did not gain momentum until 1977. Itstarted 

with seven members, who had no steady income and relied on occasional 

casual work for survival. Members, however, were able to raise the
 

group's start-up capital by contributing $1.30 each per month. This 

was used to buy raw materials to make articles needed by local working 

mothers, including wool for making ponchos and materials for children's 

clothes. In 1977, membership reached fifteen and Income per member grew 

to about $20 per month. Output has since expanded and members are now 

earning about $27 per month. 

A fourth group to grow out of ?1CCK efforts InIakuru Is a small
 

one of six married women, each with a sewing machine at . . . The 

women use the machines to make garments from scrap material they buy 

from local industry. Their Incomes are reported to be low, but indis

pensible, as their husbands do not make enough to support their respective 

families.
 

The Bangladesh Group, a self-help organization registered with the
 

government, operates Independently of the social worker but comes into
 

contact with the tCCK community center because of the need for marketing
 

assistance.
 

A handicrafts store has been opened with help from UCIP. The four
 

woren's groups contribute $6.60 per group per month toward rent and a sales

girl's salary. Ten percent of sales also goes toward the shop's expenses.
 

The store has been successful, interms of soles volume, although the theft
 

of about $400 caused a temporary setback. Figures on participant incomes
 

were not available.
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G. Impact and AsSessment
 

1. Nairobi. To more clearly analyze and assess UCIP's
 

work in Nairobi, an informal survey was conducted of both group and
 

Individual clients of the Small Business Scheme. The interviewing of
 

clients was carried out by UCIP community organizers in The Mathare
 

Valley. Responses from clients were sought concerning: the use of
 

SOS credits; improvements made as a result of t4CCK assistance; current
 

levels of income, sales, and equipment; the biggest problems of their
 

enterprises; and NCCK services that were perceived to be most benefi

cial. Responses were received from the majority of members of the four
 

cooperative groups formed !n the Mathare Valley (with the exception of
 

a patchwork sewing cooperative which, with over 100 members, Is unchar

acteristically large) and from four of the eleven individual client
 

enterprises currently being assisted. The individuals queried included
 

two tailors, one kerosene and clothing retailer, and one general dry
 

goods retailer, while butchers, charcoal sellers, patchwork sewers,
 

and second-hand clothing retailers made up the four co-ops, respectively.
 

The major findings of the survey are as follows:
 

a. Of the four cooperative groups receiving assistance,
 

SBS credits played a direct role in the creation of three of them which
 

now employ 28 people. The fourth group, a patchwork cooperative, has
 

expanded by 62 members since receiving SBS assistance -- although t-his
 

expansion is also due to assistance from the NCCK Cottage Industries
 

program. Of the four individual enterprises which responded, only one
 

had increased employment beyond the owner or inmnediate family members;
 

this enterprise (a tailor) had hired two people.
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b. The vast majority of SBS credits to these groups were
 

used to purchase raw materials for production or stock for retailing.
 

The only other use of credits that was reported was for the purchasing
 

of minor tools and equipment such as butchery knives and sewing machines.
 

This result isnot surprising given the need of people at this economic
 

level to quickly turn over stock and materials to maintain incomes.
 

c. Of all 22 clients interviewed, only one had received
 

any assistance outside of that provided by NCCK. This client had re

ceived training insewing from a Village Polytechnic.
 

d. Responses identifying the most difficult problems facing
 

the clients' enterprises varied widely and addressed most of the problem
 

areas commonly associated with the very poorest of informal-sector enter

prises. Responding clients focused on the lack of sufficient capital,
 

tools, materials, markets and secure physical space. While it is diffi

cult to abstract a clear consensus from the responses received, greater
 

emphasis was placed on problems associated with marketing and insufficient
 

capital. Inmany cases, problems were reported intrying to sell what was
 

already being produced or instock. At the same time, many clients said
 

that they needed more capital --especially for the purchase of better
 

tools. Inaddition, most clients interviewed -- Including all individual
 

clients --mentioned the lack of secure, well-located premises for produc

tion and/or sales as a major problem.
 

e. The average income of the clients who responded was $36
 

per month. Monthly incomes, as reported, ranged from $16 to $80, with
 

Individual entrepreneurs at both ends of the income spectrum and exhibit-


Ing higher average Incomes than group members. This may be due inpart to the
 

fa:t that, ingeneral, co-op group members are less skilled than their
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individual counterparts. On the other hand, group Incomes were reported
 

to be more stable than individual incomes. The average number of dependen
 

per client -- both group members and individual entrepreneurs -- was found
 

to be 6.5 people.
 

f. In response to questions concerning improvements in the 

enterprise made as a result of NCCK assistance, the majority of clients 

noted improved management and bookkeeping as the major advances. Improve

ments in tools, stock, and/or materials were also cited. No clear dis

tinctions In the types of improvements made emerged between individual and 

group clients, although the former tended to emphasize stock and sales ior

provemenis in addition to better bookkeeping, while the latter tended to
 

cite better group management and greater unity and cohesion within the 

cooperative. Estimated increases in sales ranged from 30 to 500 percent,
 

with the number of exact responses heing too few to abstract a meaningful
 

average.
 

g. Responses regarding the most valued NCCK/UCTP services
 

varied significantly between individuals, on the one hand, and group mem

bers. on the other, except for credit, which emerged as the single most
 

valued service within both client categories. Beyond credit, individual
 

entrepreneurs cited only SOS assistance in locating and purchasing stock
 

and materials. Group clients, however, cited the full range of NCCK/UCIP
 

social services being offered in The Hathare Valley. In order of client
 

preference, these services are: nutrition (child feeding program), health
 

(innoculation, health education, and nurse-practitioner pediatric services)
 

conunity and group organization, and individual social case work. As
 

most respondents cited two to three categories of LUCIP social and organiza

tional assistance, these services, taken together, far outweigh all other
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types of assistance offered interms of client preference -- at least In 

so far as the very poor, group clients are concerned. 

This last result isnot surprising given the fact thbt the majority
 

of UCIP clients are at the rock bottom of the economic ladder inNairobi
 

and are therefore far more concerned with their own survival and that of
 

their dependents than with economic growth per se. This basic fact underlies
 

NCCK's approach to all of its urban anti-poverty work.
 

Although limited inscope and technical personnel, the Small Business
 

Scheme inNairobi has produced moderate but significant results. The pro

gram isclearly reaching the poorest and least skilled segment of the
 

urban population and, within this difficult context, has managed to regis

ter some Important gains inthe areas of group-enterprise formation, credit
 

extension and the upgrading of management and bookkeeping capacities among
 

While the results of the program are by no means astounding in
clients. 


terms of increased incomes and enterprise growth, new enterprises and Jobs
 

have been created, and, inmost cases, have survived. This viability of
 

enterprises isdemonstrated by the fact that twei.ty loans, totalling
 

$8,590, have been made with only one recorded default. Only one enter

prise (the butchers' co-op) has failed, its members citing lack of capital.
 

Improvements clearly seem to have been made by clients Inthe purchas

ing of stock and raw materials, inthe upgrading of tools, and Inenterprise
 

management. Perhaps most importantly, the Small Business Scheme seems to
 

be-achieving its major goal of affording clients, for the first time, some
 

measure of economic security and an enhanced pcrception of dignity and
 

self-worth.
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In large part, the success of the SBS itself is probably due to the
 

extremely sound promotional, outreach and organizing work performed by
 

UCIP social workers and community workers. This Is understandable since
 

the Small Business Scheme was, In the first instance, planned as a comple

ment to the sociAl-service and conimunity-organizing network already estab

lished in the Mathare Valley. At the same time, however, the program has
 

added two significant services without which sustained, independent employ

ment among UCIP clients would not be possible: credit and management
 

assistance. While the credit component has been rather slow to develop in
 

terms of loan volune, the scheme is well thought out (see the Analysis sec

tion which follows) and seems to be appropriate to the needs of most
 

clients that it has reached. Similarly, management and general enterprise
 

assistance seem to be equally significant, since most clients report
 

improvements in the quality and level of their stock and raw materials 

brought about by NCCK assistance in bulk procurement, and in bookkeeping, 

as a result of NCCK training and on-site assistance. 

The one missing elemenc of the SBS appears to be in the area of mar

keting assistance. Although marketing advice to clients is provided by the
 

SBS administrator as part of management training, many clients report con

tinuing problems in this area. While most small-scale entreprene
 

(especially retailers) usually complain of low sales regardless ot Jir actual
 

volume, the low incomes of SBS clients would seem to indicate that there 

are in fact some marketing problems. Probably NCCK's major problem in this 

regard isa lack of technical personnel. The program has only one small

business expert who simply cannot maintain a sufficient level of technical
 

follow-up to satisfy all client needs. The program is still in its develop

ing stages, however, and I1CCK hopes to add technical personnel as increased
 

funding is received and the program expands (see Future Plans).
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2. Secondary Cities
 

A broad canvassing of 1ICCK clients inthe five secondary cities whicl
 

the program serves was not possible. The following discJssion is therefore
 

based upon informal discussions with social workers, support staff and some
 

clients, as well as upon observations of the program's operations inthese
 

cities, and a review of program reports and documents.
 

With the exception of clients Inthe Tototo Industries' training
 

program InMombasa, the direct economic impact of NCCK's work insecondary
 

cities int~rms of production, sales, incomes, and enterprise growth, is
 

somewhat lower than that InNairobi. This conclusion, however, must be
 

considered inlight of the distinct settings inwhich the secondary-city
 

program operates and the more limited objectives of this program at its
 

current stage of development.
 

To begin with, the majority of secondary-city clients are located
 

inper-urban areas, are engaged insubsistence agriculture to produce
 

basic foodstuffs for the family, and thierefore do not pursue direct income

producing activities to the same degree as their counterparts ininner

city slums. These clients --mostly very poor women with large families -

are basically traditional, rural people who are not accustomed to urban life
 

and who possess veiy little knowledge of the mechanics of trade ina cash
 

economy. InMombasa, for example, a large number of the clients served by
 

CIP social workers are squatters inper-urban areas who have never lived
 

ina truly urban environment and who have had little exposure to artisan
 

production or trade. Inaddition, they lack access to potentially profit

able cities for marketing whatever goods they may produce, because they are
 

located far from the city center and their typically large families limit
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their mobility. These types of clients constitute a very difficult segment
 

of the society to reach 6nd assist.
 

As the only assistance entity reaching these clients, NCCK's objective
 

isto slowly introduce income-generating activities which build upon exist

ing knowledge and skills, patiently attempting to help these clients to es

tablish viable enterprises of one sort or another. For the most part, its
 

work ha: focused on group formation and the production of either simple
 

handicraft items or local primary goods, such as poultry (Mombasa) and
 

honey (Mombasa and Kakamega). The major exception to this approach inthe
 

secondary cities isthe Tototo program incentral Mombasa which focuses
 

heavily upon client training in a new skill area -- sewing. Inall cases,
 

NCCK has played a major role inmarketing the goods that are produced, through
 

the opening of handicraft stores (Kisunu and Mombasa) or by establishing
 

marketing links for the work,groups.
 

This approach, while necessary inthe attempt to help generate some
 

form of cash income among the exceedingly poor, low-skilled, and relatively
 

isolated clientele, constitutes a major challenge to the social workers
 

who have implemented It. Groups must be organized, product ideas and
 

skills introduced, markets identified, and, inrany cases, marketing outlets
 

established. All of this has had to be accomplished without large-scale
 

funding and/or outside technical and managerial assistance.* Within this
 

context, NCCK's results have been impressive, especially inthe area of
 

group formation and concomitant social development. Numerous work groups
 

incorporating poor women have been formed as a result of sound community
 

organizing, and the vast majority of these groups have established internal 

democratic decision-making processes and seem to have made significant 

*As mentioned previously, The Small Business Scheme operates only in
 

Nairobi. 
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gains Inachieving a higher level of self-initiation and enhanced control
 

over their social and economic environment.
 

As a result of this effective social work and group organizing (and,
 

inthe case of the Tototo program inMombasa, sound training), incomes
 

have begun to be generated by'clients. These economic results, however,
 

have not come about without considerable effort and some trial and error
 

inthe choice of goods to be produced and the identification of marketing
 

channels. The marketing of handicrafts has run into some difficulties,
 

for example, due to the variable demand for these goods intourist markets.
 

Marketing such goods from secondary cities, i.e., outside the major tourist
 

centers of Nairobi and Mombasa, presents additicaal problems of transport 

and central-city market identification. Throug, the establishment of handi

craft stores in Mombasa and Kisumu and a central marketing outlet in 

Nairobi, NCCK has played a major role in the marketing of simple items
 

produced by work groups. However, due to the relatively low quality of
 

handicrafts produced by many of the groups which have not received the
 

comparatively intensive training afforded to clients inthe Tototo program,
 

incomes to many producing gruops have not been very high.
 

As the same time, demand for fairly high-quality items, stich as fish
 

traps produced by groups near Kisumu, has fluctuated sharply, making it
 

difficult for the craftsmen involved to form stable enterprises. Some
 

problems are also present in the social workers' attempts to gnerate In

comes through such activities as poultry raising and beekeeping. While
 

potentially profitable as group industries, technical assistance isrequired
 

insuch endeavors to adequately plan production and to determine the appro

priate costing of both inputs and imd products. Such detailed business
 

advice is,inmost cases, beyond the expertise of the social workers, and
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the participation of public-sector, technical advisors has not always
 

proven to be reliable. As a result, some of the group enterprises seem 

to be generating quite small profits and, hence, low incomes for its
 

members. 

Inlarge part, the shortcomings inthe delivery of technical and busi

ness assistance inthe secondary-city program are due to a lack of technical
 

staff to back up the promotional and organizational work of the social
 

workers. This lack of personnel (inall components other than the Small
 

Business Scheme inNairobi and the Tototo Industries Project inMombasa) is,
 

Inturn, due to a lack of funds at the disposal of NCCK.
 

Despite such limitations, however, 1ICCK has rendered impressive achieve

ments inthe secondary cities. Inall cases reported and observed, incomes
 

have been generated among very poor clients, many of whom are receiving
 

cash incomes for the first time. Viable, internally supportive group, have
 

been formed, and no cases of groups breaking up were reported, regardless
 

of the level of economic return. As inthe case of Nairobi, services in
 

the areas of nutrition, child care, literacy and individual social case
 

work are delivered simultaneous with coniimunity and group organization.
 

By all accounts, these services are deeply aIvreciated by NCCK's clients,
 

the vast majority of whom receive no other assistance.
 

Perhaps most importantly, however, clients are given the opportunity
 

for the first time to produce and market goods through their own labor,
 

thereby increasing their economic capacities and their sense of individual
 

self-esteem. Itwas this aspect of their work that most social workers
 

interviewed found most rewarding. Given the level of poverty and isolation
 

at which this program operates, the introduction to clients of methods by
 

which they can initiate their own economic activities is in and of itself
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a significant achievement, and the commitment and general competence of
 

the NCCK workers involved inthis difficult and sensitive task are
 

clearly exceptional. With technical support, especially inthe areas
 

of training and marketing, and additional funds for enterprise creation
 

and expdnsion, there Islittle doubt that the economic gains of the
 

secondary-city program could be increased significantly.
 

IV. Analysis of Methodology
 

The major points of analysis may be summarized as follows:
 

1. NCCK's urban improvement program isessentially a social
 

program with economic spin-offs. Its specific purpose Isto reach and
 

assist, inwhatever way possible, the very poorest of urban and per-urban
 

squatters. The organization realizes throuqh experience that clients from
 

this segment of the population are at a basic physical survival level,
 

and, inmost cases, do not possess sufficient economic knowledge or produc

tive skills to make them competitive even within the informal sector. Thus,
 

the goals of the program are "not to make them rich," but rather to afford
 

the very poor some measure of physical security together with greater
 

control over their own lives and an enhanced awareness of their own self

worth.
 

2. Consistent with this view, the program isbased upon outreach
 

(through personal contact within poor communities), comprehensive needs
 

assessment,and community and group organization. Perhaps the most dis

tinguishing aspect of this program is the fact that itoperates almost en

tirely within the squatter communities --community educators are recruited
 

At the same time, social
from the communities and they remain to work there. 


workers work with these educators and organizers to comprehensively assess
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local needs, while beginning to organize the community around meeting
 

these needs.
 

These two essential program elements -- direct, continuous per

sonal contact and local needs assessment -- have allowed NCCK to a)plan
 

service programs which are directly related to client needs and priori

ties; b) escablish trusting relations with squatter conmunities and
 

thereby generate support for programs within the communities; c)form a
 

decentralized network of community-based personnel throuqh which services
 

can be promoted and delivered, and d) identify the poorest people within
 

communities who are most inneed of services. Inshort, the formation of
 

such direct and continuous outreach links within communities isa critical
 

factor inMCCK's success inidentifying, reaching and assisting the very
 

poor.
 

3. NCCK understands that the problems and needs of the poor are
 

multifaceted innature and can vary intype and intensity from one setting
 

to the next. Therefore, its basic program development methodology calls
 

for the initial establishment of successful service efforts to meet
 

priority needs within a community, and then the building of additional
 

programs on top of the existing promotional and service structure to in

creasingly meet total client needs. As a result, a diverse array of
 

service programs have been developed by the organization inits work in
 

various communities with which it is involved. NCCK's high degree of
 

flexibility inresponding to priority needs as they arise isbest exempli

fied by its work i~iThe Hathare Valley inNairobi. Hlealth problems were
 

initially identified as the major priority inMathare and a community
 

preventive health system was thus Initiated. This was followed by the
 

establishment of programs innutrition, child care, literacy, employment
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and housing. Such compounding and expansion of services over time, to

gether with community organizing, isundoubtedly a major factor inNCCK's
 

ability tu establish significant levels of trust and popularity within
 

local communities.
 

4. The fact that employment services have not been among the
 

initial services delivered by NCCK to the very poor reflects the fact that
 

the most immediate needs of clients at this level are often those of a
 

physical nature, i.e., food, health maintenance, nutrition and shelter.
 

This certainly appears to be the case with NCCK's clients, the majority
 

of whom are poor women with dependent children. Itistherefore NCCK's
 

contention that basic support services must precede or accompany any em

ployment-generating efforts at this level.
 

5. NCCK's responsive, diversified approach to service delivery
 

isbased upon a decentralized organizational structure. While administra

tive and financial management services operate ina centralized manner,
 

as control
program-planning, budgeting and fund-raising activities, as well 


over day-to-day program operations, are left to those directly involved
 

with the distinct programs and sub-programs. At the same time, field
 

. aff are extended significant responsibility and latitude informing
 

relationships within local communities and Indelivering services. This de

centralized decision-making structure affords NCCK both flexbility in
 

terms of diversified program planning and the capability to respond quick

ly inmeeting client needs inthe areas of program initiation and service
 

delivery.
 

6. Perhaps the most critical factor inIICCK/UCIP's success is
 

Its sensitive, committed and highly competent staff. While salaries with

inthe organization are generally competitive InKenya, total benefits in
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most cases do not equal those at comparable civil service levels. HCCK,
 

must therefore depend upon factors other than financial remuneration to
 

attract and keep competent personnel. The organization's profes

sional and para-professional personnel find NCCK's autonomy, together with
 

the independence extended tn staff and a shared sense of comiltment, to 

be more attractive than the more lucrative employment which many of them 

could obtain elsewhere. 

7. It should also be noted that the network of field 

staff already in place within local conmunities provides the outreach and 

assessment mechanism through which clients to be assisted in self-employ

ment are identified and selected. As the selection of clients is based 

upon economic need and accessibility to local social workers (for the pur

pose of follow-up), the selection process is informal. Such informal selec

tion seems highly effective, however, since conmmunity workers know the
 

local communities and residents well and can therefore identify clients who 

are truly needy and reliable.
 

8. Field staff are also in a position to maintain intensive per

sonal contact with clients throughout the assistance process. This inten

sive follow-up Is a crucial aspect of the program, as many clients are 

being introduced to formal economic activity and enterprise assistance for 

the first time. These people require significant personal attention to 

gain self-confidence and acquire the basics of enterpri"e ;:.aagement. Such 

attention is extended from the beginning in the SBS application and selec

tion process in Nairobi, with potential clients usually being assisted in 

filling ouL their questionnaires and accompanied by field staff during their 

interview with the SBS administrator. 
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9. As the field workers know the clients well, the latter are
 

not referred unless staff are fairly certain of acceptance. Also, no at

credit for the client until the SBS administrator
tempt ismade to secure a 


issatisfied that their financial management capabilities have progressed
 

to a sufficient level. These steps are indicative of NCCK's patient at

tempt to bring clients along at an appropriate pace. Itisaware of client
 

too soon. The
limitations and iscareful not to push too much assistance 


low failure rate of client enterprises isinall probability related to the
 

adoption of such an approach.
 

10. NCCK has limited financial and technical resources and there

fore lacks the capacity to engage Inwholesale, specialized training 
ina
 

variety of technical fields. Itthus attempts inall cases to build upon
 

the existing productive skills and enterprise knowledge of Its clients.
 

After utilizing their personal knowledge of clients to identify economically
 

viable trade areas, field personnel advise inthe formation of enterprises
 

Hence, the
and then concentrate on financial and management assistance. 


relevant to their backgrounds
majority of clients are engaged intrade areas 


and experience, e.g., handicraft production, the retailing of basic goods, etc.
 

Where extensive training has been carried out, such as inthe Tototo program,
 

skill that isat least somewhat familiar to the

the focus ison sewing -- a 

women Involved. This approach isalso quite appropriate to the needs of 

clients, as most of them are extremely poor, have many dependents 
and therefore 

cannot afford the time to attend lengthy training courses 
without earning
 

some income Inthe process.
 

11. Group enterprise formation has become a critical element of
 

NCCK assistance, especially among the poorest and least skilled 
of clients.
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As most clients are not entrepreneurs by choice, and would as soon engage
 

in steady wage employment if It were available, individual entrepreneur

ship has not been the focus of the program. Rather, clients are advised
 

to form collective enterprises in order to share knowledge and skills
 

among themselves, provide group guarantees for credit, purchase raw
 

materials and market products in bulk, and increase their accessibility
 

to professional assistance from both NCCK and other sources. In addition,
 

NCCK believes that the poor must become organized at all levels if they are
 

to effectively demand increased access to resources and gain further control
 

over their lives. In large part, however, NCCK's group work with clients
 

is carried out to enhance self-confidence among clients through internal
 

group support and a shared responsibility in decision-making. The rotation
 

of group leadership and group management responsibilities among members,
 

as advised by NCCK, seems to be a very effective mechanism for promoting
 

trust among group members, many of whom have not previously worked together.
 

The viability of most of the work groups which have been formed is evidence
 

of the organization's success in this endeavor.
 

12. The use of separate funds as a means of teaching accounting
 

and financial management to clients seems to be an innovative and highly
 

effective management-assistance technique. As most of the clients are
 

illiterate and lack any formal knowledge of bookkeeping or management, the
 

physical separation of cash income into distinct "accounts" is an excellent
 

method of Introducing discipline in financial management. Judging from
 

client reports of Improved bookkeeping and the low default rate in the
 

credit program, this method has worked exceedingly well.
 

13. Flexibility also characterizes NCCK's delivery of financial
 

assistance to client enterprises. As previously stated, clients are
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/ 15. An examination of the program also calls attention to 

the need to provide marketing assistance and technical training as a 

complement to management and financial assistance to enterprises at 

level of society. While the majority of NCCK-supported enterprises 

seem viable, the rather low quality of the goods and services produced, 

together with the difficulties of marketinq inherent to all informal

sector activities, poses the problem of possible enterprise stagnation 

in the future. To counter this potential problem, further and rather 

intensive assiitance in either the establishment or identification of 

marketing channels must be undertaken. At the same time, training and 

technical assistance In costing, production planning and skills upgrading 

will also be necessary. NCCK is well aware of the upgrading needs of 

the program, but currently lacks sufficient financial resources to ac

quire technical personnel to meet these needs. 

V. Future Plans
 

Currently, NCCK/UCIP plans to upgrade the enterprise-assistance
 

efforts of the Small Business Scheme in Nairobi and extend the credit
 

and technical assistance components of that program to the secondary
 

cities of Monasa, Kisumu, Kakamega, Nakuru and Eldoret. The two basic
 

elements of this improved and expanded program would be 1) a team of
 

four new technical extension agents hired to cover the Nairobi, Monmbasa,
 

Kisumu/Kakamega and Nakuru/Eldoret areas, and 2) an expanded revolving
 

loan fund which NCCK would like to increase to a total capitalization of
 

approximately $105,000 by 1982. NICCK is presently seeking international
 

assistance to help them achieve these goals.
 

To effectively incorporate these new components into tie overall 

program, the technical extension agents would provide back-up business
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advisory services to the social workers ineach of the cities; expand pro

gram outreach; coordinate the delivery and collection of loan funds; and
 

deliver basic managerial and accounting assistance to Individual and group
 

enterprises. Consistent with the program's current operations, these ex

tension agents would work directly with their social-work counterparts,
 

receiving referrals from the latter as clients are continually Identified.
 

They would also assist inthe organization of work groups, inaddition to
 

coordinating the flow of credits and delivering on-site technical assistance.
 

Qualifications for extension agents would include a B.A., or equivalent,
 

inbusiness administration or economics.
 

The build-up of a technical staff to handle all direct field work
 

would free the present program director to handle full-time program ad

ministration and management. Inthis capacity, he would be incharge of
 

program planning, staff selection and training, central credit administra

tion, and overall program coordination. The increase inloan-fund capital
 

isbeing planned to match the expansion inprogram activity.
 

With outside assistance, NCCK has also drafted preliminary plans
 

for the construction of a small Industrial estate which would provide
 

secure, sheltered sites to poor artisans who are currently operating
 

either out of their homes or innon-secure premises. The development of
 

this small estate, however, isnot being pursued as a priority at this
 

time, as NCCK first wishes to concentrate on the upgrading and exp'ssion
 

of Its current enterprise-assistance efforts.
 



I. 	Project Identification
 

Name: The Village Polytechnic Program (VP), Kenya
 

Major Participating Agencies:
 

- Village Polytechnic Support Unit, Ministry of
 
Housing and Social Services
 

- Center for Research and Training (CRT)
 
- flational Christian tounc'l of Kenya (tICCK) 

Consultants: Fred O'Regan and Douglas Iellinger, The Development GAP
 

II. 	Setting
 

One specific problem facing Kenya has been the growing problem of 

unemployment among primary and secondary school leavers and ycuth in 

general. In Kenya, ac in other African countries, independence was
 

accompanied by an enormous push toward fontal education, especially in 

rural areas. Significant subsequent gains in general education, however, 

have proved to be a mixed blessing. While Kenya has succeeded in pro

ducing hundreds of thousands of primary and secondary school graduates 

each year, the labor absorption capacity of the formal sector has not 

grown accordingly.
 

Equally critical has been the lack of vocational skills training
 

within a fornal education system which continues to turn out thousands of
 

graduates who share high expectations but are ill-equipped to pursue formal
 

or self-employment. Thousands of youths caught in this bind flock to cities, 

further swelling slum populations and contributing to growing urban crime 

rates as their frustraticn rises. With 65 percent of Kenya's population 
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under twenty-five and almost 50 percent under fifteen, training and 

employment opportunities among the young are critical issues. 

At the same time, demand for affordable, nood quality, locally produced
 

goods and services has continued to grow within local communities -- both 

-urban and rural. Given Kenya's current foreign reserve problems, the need 

to substitute for imported consumer goods and materials has also become 

increasingly important. Hence, there exist economic reasons beyond employ

ment generation for stimulating such local production.
 

III. Project D scription
 

A. The goals of theVillage Polytechnic (VP) program are various,
 

and can be divided into three categories. At the level of the individual,
 

the major objective Is to provide sound, iiformal trainig in marketable 

skill areas to primary-school leavers and other youths between the ages of 

16 and 25. Beyond this, the program isdesigned to assist VP leavers secure
 

sustained employment, preferably in their home areas and in the form of 

self-employment Inwork groups.
 

As reg.ards local communities, the goal Is to provide needed, locally 

produced goods and services to communities throughout Kenya at a competitive 

price, while promoting self-sustaining and locally controlled economic 

development. Innovative thinking has particularly been shown in this 

area, as the architects of the program saw that, by exploiting local 

markets, money would be retained in the given rural or pert-urban area,
 

thus providing the basis for other local economic initiatives. 

Finally, at the national level, the goals are to further the process
 

of democratization and decentralization in the nation's development, while 

helping to shift the emphasis of Kenyan education toward non-formal training. 
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The best and most succinct statement of the goals of the VP program,
 

however, has been made by the NCCK. "The basic aim of the programne," it 

states, "is to give school leavers fromt the local area, skil:s, understand

ing, and values which will make them able to engage in money-making 

opportunities where they live and at the same time contribute to local 

development by building up the economic strength of their conmmunity. The 

dual objective of developing individuals and their conmmunities are inter

dependen t." 

B. Brief Ilistory and Description. The Village Polytechnic Program 

was begun by the National Christian Council of Kenya after it organized dis

cussions on the problems of prinary-school leavers with government, church, 

and academic representatives. The first four, experimental VPs were 

established as low-cost training centers by NCCK and local conmunities in 

four different provinces in 1966. The program spread rapidly through self

initiated (laraibee) eff-ts inother comnunities, with the help of 11CCK's 

promotional efforts and its publication of The Vil la e Polytechnic hand

book. In 1971, management of the overall cvement was assumed by the 

Ministry of Housing and Social Services, which assembled a distinct pro

ject unit to provide promotional, managerial, financial and technical 

support to VPs throughout the country. Although coordinated and assisted 

by the govornment, the VP movement itself consists of over 200 conmunity

managed progran. The government's role is thus one of providing responsive 

support; there is no central implementing, administrative or executing 

unit per se.
 

C. General Structure and Function
 

1. Organizational Structure. The organizational structure of the 

program is therefore dualistic, includilig the government and PVO support 
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system, on the one hand, and the Village Polytechnic unit within the
 

community, on the other. 

a. The Support System. The VP program within the Ministry
 

of Housing and Social Services consists of two major sub-units: Administra

tion and Finance, located inthe Central Ministry offices, and the Center
 

for Research and Training (CRT), located at Karen, 30 km. from central 

Nairobi. The central administrative/finance unit consists of three people 

-- the Principal Youth Officer and two assistant officers, one of whom is 

incharge of monitoring all finances; actual accounting isperformed by 

the central finance department of the Ministry. The research and training 

unit consists of a specialist ineach of the following areas: general 

education; occupational surveys; village technology (one Kenyai, plus three 

UNICEF appropriate technology experts); general curriculum development; 

informal curriculum development; rural industrialization; instructor training; 

research; women's education; and community education. These profes

sionals often travel in teams to Village Polytechnics to help organize 

courses, upgrade the skills of the instructors, and evaluate the level and 

condition of the VP's tools and equipment. The CRT isdirected by a 

Research and Training Committee. 

Inaddition, there are sixteen field extension agents -- Provincial 

Youth Training Officers (PYTOs) and District Youth Officers (DYOs) --who 

operate within the eight provinces of Kenya and are attached to regional 

development offices; one of these agents isresponsible for the Nairobi 

area. The program also utilizes the services of other government technical 

personnel, including comrunity development officers and agricultural experts. 

The functions of this personnel will be described inthe section on project 

activities. 
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In addition to the government support system, a number of assistance 

organizations, both domestic and international, contribute substantially to 

the development of VPs. This assistance can be either direct, delivered 

to individual conmunities and VPs, as In the case of Peace Corps volunteers; 

or in the form of indirect financial assistance, exemplified by NOVIB's 

financing of a tools and equipment credit fund for trainees, with loans 

made through the Ministry. Much of this assistance is coordinated by the 

Project and Finance Committee, which annually decides which VP and other 

youth development projects will receive financing or other aid. Along 

with the Government, NCCK and other private groups sit on this connittee. 

b. Local VP Units. Currently, there are approximately 270
 

Village Polytechnics throughout Kenya, with a total of about 300 projected
 

by the end of 1980. Of these 270, 220 receive government support and, of 

those, only 190 are considered proper VPs. The others include Christian 

Industrial Trailing Centers (CITCs) and Craft Training Centers, which are 

somewhat more structured, provide higher skills training (although in 

similar trade areas), and tend to prepare leavers for wage employment.
 

(The fact that the Government is changing the name of all VPs to Craft 

Training Centers reflects its interest in further structuring the indivi

dual projects; for that reasons, NCCK is not in agreement over the change
 

in name.) Of the total of five urban VPs in Nairobi, Mombasa, and Fica, 

three are CITCs. There are also approximately 30 per-urban VPs function-

Ing in district towns or located near, and using the services of, such cities 
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as Kisumu, Kakamega, and ryere. These tend to be larger than rural VPs, 

offering more courses to a greater number of trainees. 

The structure of a typical VP Includes a VP management conmittee com

posed of fifty percent community representation and fifty percent public 

officials. Public representation on an average VP committee of thirteen 

will usually include the local VP field representative, the District Youth 

Officer, the District Development Officer, and an education outreach officer. 

These representatives serve inan ex-officio capacity, except for the VP 

field rep, who usually plays an active advisory role to the committee.
 

Typically, the community membership will include the local chief or s101-chief 

a local pastor, and a women's representative, along with the local people who
 

were active in the formation of the VP. In some cases, members are chosen by 

categories, with the whole community called together on a given day inorder
 

to form farmers' groups, businessmen's groups, parents' groups, etc. and 

choose representatives from within each one.
 

These committees, along with the VP managers, are charged with the
 

responsibility of running their respective VPs. The manager is the key
 

person, as he has the most direct involvement in the long-term planning 

and development of hE center. Although the managers report directly to
 

the committees, there is now some confusion over whether they are employed by 

the committees.or the government. 'While the committees understand the needs 

of their local areas, the government feels it knows more about the overall 

program and the training requirements for managers and trainers. Hence, 

the government requires managers to send regular reports on their 

http:committees.or
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VPs to the proper officials and also reserves the right to transfer 

managers from one VP to another. These policies demonstrate the chang-

Ing nature of the VP program Itself, with original decentralized
 

decision-nakii,, processes being replaced by more direct government 

involvement In the entire prugrawn.
 

Most VP managers, especially those In smaller, rural VPs, carry 

out part of the training, while also administering the VP center. On 

average, with the manager included, a center will have five instructors. 

In some instances, these trainers are expatriates serving two-year stints,
 

during which they train Kenyan counterparts. The urban and peri-urban 

VPs tend to have a larger number of courses and instructors. For example, 

the Kisauni Polytechnic in Monbasa -- one of the oldest and largest VPs 

-- has a total staff of eighteen, including thirteen instructors teaching 

close to 150 trainees in nine courses (plus some bookkeeping and simple 

cost accounting). With an operation of this size, the manager no longer 

teaches a course as he did when lietook over six years ago. Likewise, 

at the Maseno Craft Training Center near Kisumu -- which was established
 

one year after Kisauni in 1968 with the help of 1ICCK -- a manager, seven 

instructors, and three support stafl are responsible for some 109 trainees. 

In sum, the 220 government-supported centers throughout Kenya employ 

approximately 1100 trainers teaching some 19,000 trainees at any one 

time. With thirty national-level staff, forty-two provincial personnel, 

and the number of trainers expected to climb to 1,250 with the addition 

of new centers next year, the government considers this to be a signifi

cant program. 
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2. Salaries. Salaries within the support system itself vary
 

according to organization, position, etc. Government VP employees within
 

either administration and finance or research and training are civil
 

servants. While their average salary is calculated at about $500 per month
 

(b.vdividing the total number of Ministry eliployees assigned to the VP 

program into the stated allocations for recurrent salary expenses), this 

figure has not been verified. VP managers receive somewhat less from the 

government -- about $300 plus certain allowances.
 

On the other hand, instructors' salaries are very low. Grade 2 and 

Grade 3 instructors in rural areas make less than $100 per month, while 

even Grade 1 trainers received only $120 a month before new pay scales 

recently went into effect. The top trainer salaries in the larger, urban 

VPs, however, reach $150 per wonth. Althouqli the Youth Services 

Department establishes grade levels and pays instructors' salaries through
 

grants from the Ministry, the trainers are hired directly by the local 

management cowniittees and are not civil servants. Thus, they do not receive 

tue pension and health benefits of their PVO or civil-servant counterparts. 

This condition, together with the comparatively low salaries offered, is 

cited as a major cause of rapid turnover among trainers at the local level. 

The salary problei is difficult as the Mlinistry already sparids three

quarters of Its VP 1Kloney on instructors' salaries, leaving shortaes in 

otlar areas, such as the local stockino of tools and equipment. 

3. Relationship among Contributingi Entities. As it is referred 

to in Kenya, the VP program is actually a "movement," which is rather loosely 

coordinated at the national level. lhe relationship between the government's 

central VP program units and participating assistance organizations is In

dicative of the excellent relationship between the public and private develop

ment sectors in the country. Within the flexible structure of the VP
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program, the private Kenyan and International assistance agencies are 

seen as an inherent part of the movement, rather than as external contri

butors.
 

While coordination by government of all contributors is stressed. 

the VP directorship within the Ministry of Housing and Social Services 

does not attempt to dominate all assistance activities. Essentially, 

private groups initiate VP support activitirsln whatever manner they wish, 

as long as they follow the general quidelines which govern the establish

ment of all VPs. Many assistance organizations also contribute centrally 

to tire entire movement by providinq manaqerial, technical and research 

support through the Center for Research and Training at Karen (see
 

"Project Activities").
 

interestlnqly enough, most inputs into the VP movement come from 

private and international assistance entities rather than from other Kenyan 

the support
government agencies. Criticism, both internal and external to 

system itself, has been raised over the problem of lack of coordination with 

other public proqrams in such areas as agriculture, commiunity development, 

and general, formal education. Coordination is reported to ire 

Iniproving, ihoevvr, especially with tie Iiristry of Education and the 

iiMinistry of Conlc rce aln Iiui try. 

Tire list of entities contributing to the VP movement is a lengthy 

NORAD, NOVIB, CIDA, DANIDA,one and includes the UNDP, ILO, UNICEF, FAO, 


Oxfam, CEBEIO, CARE, and the WCC.Volunteers Involved in promotion, train-


Ing, and research come from the U.S.A., Denmark, lolland, the U.K., Germany,
 

Sweden, iorway and Japan. Negotiations are currently in progress withltire
 

World Bank for soft credits to construct and equip fifteen distinct VPs.
 

This list of participants does not include the many local churches, mis
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sions and civic groups within Kenya that have been instrumental in initiating 

and maintaining many VPs.
 

The full participation of these contributing agents together with 

that of the local conmunity management comrnittees is evident in the many 

workshops, conferences, general meetings and implementational activities 

which, in sum, determine the overall direction of the movement. in fact, 

the qovernment VP unit depends strongly on contributing agency inputs for
 

the continued promotion of new VPs, for technical and research support, and
 

for the introduction of innovations within the system itself. More than 

seventy VPs currently receive voluntary agency assistance.
 

Illustrative of this point is the role of the National
 

Christian Council's VP unit. Consistent with its general policy 

of initiating new development efforts and advocating their expansion through 

formal government channels, NCCK began the VP program in 1966 and handed 

over central managenent of tire support prograim to the Ministry in 1973. Since 

that time, NCCK's small VP unit has assumed an initiating, promotional and 

advisory role; it continues to promote the creation of new VPs -- especially 

in neglected areas -- proving technical and managerial assistance to local 

programs where necessary. NCCK now sees its role as that of an innovator 

and trouble shooter seeking to identify problems and introduce new 

neLtiodologies, especially in the areas of local program management and Job 

creation for trainees. Coordination of effort between NCCK and the govern

menit VP unit is very strong, with the former contributing thought piece2 

and operational suggestions (such as the idea of a revolving loan fund) 

together with assistance requests from local VPs with which it is in 

contact. Out of ICCK's total VP-support budget of $40,000. roughly 

$13,000 is channeled directly to local Vils, while the reaininder is used 

for its generanl support activities. 
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Likewise, government assistance is provided only upon request to
 

local VPs, and only after a rather thorough consultation with central re

search and training staff. Usually, the government support unit does not
 

provide financial assistance to a local VP until it has completed one to
 

two years or operation. This is done purposely to ensure local comitment
 

to the project. After such time, research and training staff visit the
 

site to determine the viability of the project and its assistance needs
 

with the local conmittee.
 

The government's role, however. has evolved over time into a 

more pervasive and directive one vis-a-vis the local management costittees 

in the some 220 VPs the GOK* currently assists. leither the chairpersons 

nor the treasurers of the conintteps, for example, can any longer issue 

VP checks on their own, as the co-signatures of the local Youth Officer
 

and/or the VP manager are now required. At least in part, these
 

tightened fiscal procedures have arisen out of the government's desire 

to guard against misuse of funds. At the same tie, however, such policies 

can lead to decreased local control and participation, a concern which
 

has been raised by NCCK.
 

4. Role of Beneficiaries. It is the responsibility of the local
 

communities to plan, initiate, manage, evaluate and, to the extent possible, 

finance their own VPs. The movement is conceptualized as a self-help,
 

community-development effort, and without coimunity involvement in all 

phases of operation no government support is given. (The couiiunity's 

role is further detailed under "Project Activities.") Despite govenuent 

policy to involve trainees in decision making -- perhaps, as has been 

recommended. through the establishment of local Trainee Councils which 

would conaunicate with the respective management conimittees -- substantial 

*Government of Kenya. 
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progress in this ared has not been imde. One would speculate that this 

is, to some extent, due to the limite(d role traditionally extended to 

youth in coniunity decision-making in African society. 

D. Funding. In the initial five or six years of the VP movement, 

NCCK and the individual sponsoring churches were the principal sources of 

funding of the individual VP projects along with the respective couunitles. 

Although the Council still utilizes about $40,00{ per year in church and 

other private donations for project innovation, it is the qnvernment, 

picking up on ICCK's work, which has become the major funder of VP efforts. 

Starting in 1971 with the support of twenty VPs, tile GOK has annually 

increased its coamtitment to the program. In 1980, the number of local 

projects receiving assistance will reach 250, with tile total number of 

trainees exceeding 22,000. Most of that support has gonie fairly evenly 

into Western, Nyanza, Rift Valley, Central, Eastern, and Coast provinces. 

Figures on total appropriations and expenditures for 1979 are esti

mates based on various interviews and available data, and iiclude only 

funds channeled centrally through Ministry accounts. They are as follows: 

I) 	 Recurrent support costs, incliiding iS$ 67,567 
salar~es, for central addministra
tLive staff 

2) 	 Support to local VI's 

(a) 	 trainer salaries US$1,197,297 
(b) 	 workshop construction 54,054 
(c) equipment and materiaIs 297,297 
(d)miscel laneous, including 13,/19 

(irants to participating 
Keinyai aqenci es 1,632,367 

3) IResearci and Training Center, recurrent 

(a)salaries 162,059 
I) furnishings, supplies, etc. 110,568 
c) operational eapenses, including 81,081 

staff traililrj 
(d) vehicles 	 81,081 

434,789 
4) One-time construction costs (work

shops id housing, Research and 
Tira irniq (.enter) 588,675 

Total Expenditures tlS$2,723,3911 
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These figures do not include local loan funds, which will be discussed
 

under "Project Activities."
 

More specifically, government assistance takes the following
 

forms:
 

1) Staff Salaries. An evaluation of local instructors is
 

carried out by an education specialist, while an economist conducts a
 

detailed occupational survey. Upon completion of these studies, the
 

government will often agree to subsidize trainer salaries but only those
 

trainers who are judged to be qualified and who are teaching in trade
 

areas deemed to be relevant. (Total annual support: $1,197,297)
 

2) Tools and Equipment. Again, assistance is provided only
 

in trade areas approved by the staff economist, and financial resources
 

available in this area are severly limited. (Total annual support:
 

$297,297)
 

3) Training Materials. These include timber, cloth, metals
 

and specific materials that are not easily ubtained locally. Some sub

sidies are available, but, like tools and equipment, most materials are
 

secured locally. (The figure on total annual support in this area is included
 

in appropriations for tools and equipment.)
 

4) Construction Grants. This includes funds for workshops
 

and staff housing. Assistance is only given to complete buildings already
 

under construction. (Total annual support: $54,054)
 

5) Travel Subsidies for Trainer Follow-Up with Work Groups.
 

Funding is provided for this activity to promote on-going technical
 

assistance, especially in rural areas where travel can require overnigi't
 

journeys of 100 to 200 miles.
 

6) Equalization Grants. Special emphasis Is placed on the promotion
 

of VPs In poor, relatively neglected parts of the country, such as the
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northern part of Kenya. In these areas, government provides heavier sub

sidies -- up to 85% of total expenses. Total annual appropriation is es

timated at roughi; $100,000, much of this being channeled to voluntary 

agencies.
 

Government reports indicate that joverniiit and coipiuunity financial 

support for the VP program as a percentage of total assistance expenditures
 

has risen fr., 57 percent In 1975-76 to 74 percent in 1979. Minimum 

foreign contributions being sought each year by the government to cover 

the balance of projected expenditures is slightly over $800,000. In 1978-79,
 

this i.mount was raised from four principal donor sources. Some of the 

figures which follow represent ongoing conf,ributions, while the others 

represent one-year, one-time donations: 

DANIDA ....... US$472,972
 
CIDA ....... 324,325
 
EEC ....... 81.081
 
IBRD ....... 40,540
 

US$918,918
 

On the other hand, local contributions to the VPs have unfortunately
 

diminished as expectations from government have grown. Even If all forms 

of local inputs -- donations of land, "larambee" construction, proceeds from 

fund-raising drives, VP proceeds from local contracts, trainee fees, etc. -

were to be included, the VPs on the whole are not drawing the forty-percent 

local support originally expected. In an effort to raise more money, some 

VPs have increased fees above the average $5-to-$25 per year level (depend

inq upon the course taken, with the urban-VP average sonmewhat higher) and 

haverequLired that trainees buy VP-made uniforms. While many trainees can pay 

this amount, some of the poorest cannot, and the situation has been exacer

bated In cases l Ike the ltaseno VP near Kisumu where th fees for at least 

one course were raised to over $100 per year per trainee. Very poor trainees 
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can, insuch cases, be screened out of the VP movement, and without
 

increased community and public financial support to VPs This could
 

become a serious problem. 

E. Beneficiary Characteristics. Trainees must be between 16 and 

25 years of age. The majority are between 16 and 18 upon entering the 

program and between 18 and 20 upon leaving. Figures for 1976 show that
 

75% were male. Although specific data was rot available, it is clear
 

that most of the trainees, like the VPs themselves, are located in rural 

areas, as one of the basic goals of the program is to stem youth migration 

to the cities. The approximately 25% of the trainees which are Inthe
 

larger, urban-based VPs come in part from the urban slus, but there is 

evidence to suggest that most are rural youLh who are temporarily in the 

c:ties looking for Jobs. The exception may be the Mathare Valley VP In
 

Nairobi, as it appears that most of the students there come from the 

surrounding slum area.
 

It is clear, however, that regardless of their place of origin, the 

vast majority of trainees are from the poorer segments of society. 

Although no figures on trainee incomes were available (as program research
 

focuses on training and job-creation information), most peuple Interviewed 

maintained that trainees had hardly any income and were dependent on 

their families (or relatives, inthe case of migrants) for support while
 

training. Itwas also pointed out that it cculd be assumed that trainees
 

were from poor families, since the "well-connected youth" continue in
 

school and find white-collar employment. On the other hand, VP youths 

are essentially primary-school leavers who have usually completed up to 

Standard VII (roughly 8th or 9th grade, U.S.), although there are also
 

drop-outs from secondary schnols. A quick interviewing of some twenty
 

trainees yielded the information that only three of their fathers had 
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gone beyond Standard VII education and only three had salaried jobs;
 

average land ownership was 1.5 acres.
 

F. Project Activities
 

1. Promotion and Creation of VP Programs. The VP movement is
 

well known in Kenya. It is promoted in newspapers (through numerous
 

articles reporting on local VP activities), through radio spots and
 

news. and on television. Pamphlets and other simply presented publica

tions are prepared by the VP Center for Research and Training, as well as
 

by NCCK. 
The promotional publications present the steps and organizational
 

guidelines to follow in the creation and management of a local center.
 

Although NCCK turned over ianagenent of the program to the
 

government six years ago, it has continued to 
 remain active in the promotion 

of new VPs. In the early days, the Cnuncil's director of the VP program, 

Edward Wanjala, spent three weeks out of every month visiting various 

conmnunities upon request to promote and help establish the individual pro-

Jects. Today, once a connunity becomes .interested in forming a VP, it
 

will more likely contact the local government extension agent through the
 

regional or district developmpnt office. This agent becomes responsible
 

for advising tile community and helping it secure necessary assistance. 

The first organizational step to be taken by a commnity is 

the formation of a local management comnittee (the composition of which 

is described in section I1. C. l.b.) through tie election of at-large 

comnounity members. The committee must mobilize its own resources to 

begin a program. Land must be set aside to establish the training center,
 

and although many VPs begin either in luIckly constructed sheds or in 

the open, workshops must eventually be built. In addition, tools and
 

equipment must be bought or donated in order to initiate time training program. 

NCCK, in a few selected cases, still makes small grants of cipital and tools 
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and equipment to communities which make counterpart contributions of time
 

and resources. Whereas HCCK felt that a project could be initiated with
 

as little as $675, when the government took over in1973 itfelt that
 

ten times that nmount was necessary to cover salaries and other recurring
 

costs, as well as $1350 for workshop construction. Inany event,
 

no government assistance isusually channeled until a VP iswell underway.
 

Prior to initiating training, the management comnittee --with ex

tension agent assistance -- seeks to determine what skills, produ~cts or 

services could best be developed to serve both the job-creation ,,eeds of 

trainees and the future development needs of the community. To help in 

this regard, some years ago ICCK produced the book, What Happens tr Money 

to show comnunities how to trace their expenditures andin a Rural Area, 


determine which external sources of supply could be replaced by local VP

trained artisans. This determination, together with an assessment of
 

resources, forms the basis for planning the Initial training program.
 

Once the sizeof the initial trainee enrollment and the skill areas to
 

be pursued are established, the committee recruits local, skilled arti

sans 
to become trainers and has the responsibility to raise funds to pay
 

them. Trainers are given guidelines for the formation of work plans
 

(internal curricula), program maiiagement, trainee evaluation, etc.
 

In the selection of enrollees, the trainers work inconjunction with
 

the management committee. While functional literacy ai'd adequate dex

terity are two qualifications for acceptance, great emphasis isplaced
 

on individual economic need. There isusually substantial competition
 

for the limlted number of spots available at each VP; at the Kisauni VP
 

in iombasa, for example, there were 75 applicants for the 15 slots in the
 

and in thimotor-mechanics course this past year. Applicants are Interviewed 
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case of prink~ry-school leavers, a meeting is held with the parents to deter

mine which is the best trade area for their son or daughter. Even if 

the trainee plans to return to his nearby rural area from an urban-bised 

VP, the VP trainers and managenent %silloften know enough about the 

area and the local demand conosition to be able Lo give good advice. 

Trainees can lose their seats if. after two weeks, they do not prove 

themselves to be dedicated students. Mianagement cunittees are mrandated 

to set fees for trainees and to base the rates on local inco:e leveli.
 

2. Training. Training isoffered ina wide variety of trade 

areas. In the 192 VP projects assisted I)ythe government as of Iarch 1978, 

there were thirteen trades which were taught at at least two VPs. They were: 

Carpentry (178 courses in 1978; 24Z of the trainees in1976) 
Masonry (160 ; 20% 
Tailoring/ 
Dressmaking (158 ; 22% 
HIume Economics (137 ; 4% 
Agriculture C74 ; 0% 
Metal Work ( 46 ; 5% 
Leather Work ( 18 ; 3% 
Motor Mechanics 1* 7 

; 5% 
Typing/Rookkeeping ( 14 ; 2% . ) 
P1 lihing 110 ; ) 
PaintInq/ ,, 
Signwriting ( 6 ; I% ) 
Electrical ( 4 ; 2% ' ) 
Fitting/Tanning ( 2 ;.05% 

The urban VPs are typically larger than their rural counter

parts and offer a broader range of courses. The Kisauni VP inMombasa,
 

for example, offers training inten of the above areas, while the tiaseno VP
 

near Kisumu offers seven courses and the Keveye Craft Training Center in
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the per-urban area between Kisumu and Kakamega offers six. Many of the ruri
 

and per-urban VPs teach agriculture to all the trainees, reqardless
 

of their specialty, Inorder to make them more self-reliant upon returning
 

home. It istypical that the trainees are each given a small plot to 

work and that they get part of the return from the marketing of the 

produce they harvest. At one peri-urban VP --Solongo, also 

between Kisumu and Kakamega -- fish breeding will also be taught at a 

new project site. 

As far as training methodology Isconce ied, the approach taken 

in VP programs Is termed "work directed," with trainees taught skills 

through the production of marketable goods and services for which contracts
 

have been secured. It Isthe responsibility of the local management
 

committee and tle manager, as well as the instructors, to secure such
 

contracts from local sources for their VP. This isdone for two basic
 

reasons: first, to get trainees involved inincome-producing, professional
 

activities as quickly as possible and thereby instill discipline and a
 

confident attitude toward self-employment; and, second, to raise money
 

to defray the operating costs of the VP, which Inmany cases has become
 

an important, low-cost producer of essentials within the community.
 

Insoine trade areas, itiseasier for the VPs to get contracts
 

than inothers. Masonry and carpentry, for example, are both
 

popular with trainees and money-makers for the VPs, despite the fact
 

that training materials are rather expensive. If trainees help build
 

a house or make some furniture on contract, the VP typically will charge
 

for labor, have the client supply the materials, and perform the
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work at a discount rate. Sonmeof the profits will be used to 

subsidize courses which cannot generate much contract work, such as
 

typewriting, clothes-making, and home economics (which is 
one course
 

demanded of all 'IPs by the government).
 

According to the program's guidelines, the earnings from
 

contract work are to be divided into three equal shares. One

third is to be distributed to the trainees as pocket money; another
 

third should help capitalize local loan funds or individual trainee
 

savings accounts for the purchase of leaverg tbnls and equipment; and
 

the remaining share is to be utilized for general VP ope-rating expenses.
 

While figures were not available on the actual disbursals of such funds,
 

and it is therefore difficult to estimate the extent P the problem,
 

it was reported that a number of local projects have not been paying
 

attention to these guidelines, especially in regard ,o paying trainees 

their share. Many trainees leave the program without any cash 

savings and therefore do not have the capital to start the~r 

own endeavors. Often, money is diverted from the trainees to py for 

much needed tools and equipment at the VP itself, but there have been 

cases cited in which trainees have been exploited as cheap labor to 

carry out Jobs for privileged persons in the coitunlty. 

Training iithods in VPs are highly flexible. The training 

curriculum for each trade area is determined by the trainer 

in consultation with the manager, who also coordinates work-plan 

development. The content of the training is highly influenced by 

the level of tools and equipment available, as well as by the types of
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local contract work that can be arranged. These constraints are viewed
 

as positive rather than negative program factors, as trainees have the
 

opportunity to work under the local conditlons they will race upon
 

leaving the program. Similarly, in order to accomodate entrants'
 

varying skill levels and the levels demanded locally in the various
 

trade areas, the program is designed with no set period of Instruction.
 

A trainee supposedly leaves the program as soon as he feels comfortable
 

with his skill and is encouraged to leave when a solid employment
 

opportunity arises. The final decision Is made in consultation with
 

the trainer.
 

Two major problems have arisen, however, in this regard. 

First, the average of two years of course work for trainees has 

Increasingly become institutionalized for all trainees. While this 

may be necessary in highly technical areas which require more standard 

training, a great deal of flexibility has been lost to accomodate the In

dividual's needs and those of the community. Second, there has been a
 

decrease in the degree of individual counselling and follow-up due to
 

the fact that in general, classes are getting too large. In many cases,
 

there are twice as many people in a course than the ten to fifteen recom

nmnded by those involved in making VP policy, despite the fact that there 

are not enough tools and equipment to go around. In sum, these policy

makers see a danger that the VP program is taking on the characteristics
 

of more conventional training forms rather than remaining what might
 

be called a "structured apprenticeship" system.
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Finally, itshould be noted that strong emphasi'. isalso placed on
 

working ingroups within the VPs. This isdone mainly to ensure the
 

internal transfer of skills from more advanced to lesser advanced trainees 

and to introduce trainees to normal working conditions. inaddition, self

reliance is stressed from the beginning of training, with, for example. 

construction trainees building the workshops inmany of the new VPs.
 

3. Job Creation Procelss. As far as job creation is concerned, 

the emphasis ison self-employnment inresponse to local demand. in 

reality, however, although seventy to eighty percent of VP leavers find 

employment, about two-thirds of-these are employed by existing firms.
 

This is particularly true in urban areas where the competition faced by 

would-be entrepreneurs ismuch stiffer. Of the 39 students who finished
 

the motor-mechanics course at Mombasa's Kisauni VP last year, for example, 

eighty percent secured wage jobs in local service centers. It isalso
 

estimated that sixty percent of the leavers from the CITCs in Mombasa 

and flairobi found wage employment and that the leavers from Nairobi's
 

Undugu VP also had little trouble in doing so. On the other hand, those
 

who had taken plumbing and typewriting courses at Kisauni had trouble 

finding jobs. Most leavers in the tailoring and dressmaking areas pursue 

jobs in factories, although some do try to leave to set up their own 

shops intheir home areas. In fact, most urban-VP leavers are encouraged
 

to go back home to work. From various studies carried out in tiheearly
 

1970s, however, it would appear that close to forty percent of the 

leavers who found employment did so in the urban areas and almost a third 

did so outside their home areas.
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is not to say that there are not examiples of successful atteiptsThis 

at self-employment. Most self-emloyment has been achieved in the form 

groups, with little individual entrepreneurial successesof cooperative work 

being reported, especially in urban areas. Group formation is encouraged 

by the VPs to allow the leavers to: 1) share and better coordinate 

raw materialsenterprise nianageient functions; 2) lower costs in purchasing 

or agricultural inputs; 3) pool their individual savings; 4) form group 

to 
guarantee nchanisms for obtaining credit; 5) give greater security 

follow-up technical assistancecontractors; and 6) more easily receive 

from trainers.
 

a trainee goes toThe process of forming work groups begins when 

develop.an instructor with an enterprise idea he or she would like to 

the area to determine the level of
The instructor will typically survey 

local need and demand, and, if sufficient, will get others at the VP 

arefrom the trainee's home area to form a group. Often, these groups 

formed during the second year of training and can also be of assistance
 

of work groups at the
in training first-year students. The initiation 

at theVP site is sometimes restricted, however, by the lack of land 

center.
 

In Nairobi, two work groups have been establishedAt the Undugu VP 

is technically part of on the VP grounds. Oie, a carpentry workshop, 


thie VP Itself and is used to help1 leavers make the transition out
 

of the VP. There are six workers at any onc time (two of whom 

and a graduate from a higher-level technical 
may be second-year trainees) 

Although they do have orderssome
school who helps In product design. 
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from schools for desks, it is more difficult to get contracts in urban
 

areas due to the higher standards demanded. This has been found to be an
 

even more restrictive fector for urban VP leavers in a field like masonry,
 

for they are effectively kept out of building construction by very high
 

engineering standards.
 

A more typical VP-leaver work group -- in that it is not run
 

by the VP itself--is the Kisauni Building Cooperative Society located
 

in Mombasa. It was organized by a qualified builder/contractor from
 

the government's Youth Services Division who began working with the
 

youths at the Kisauni VP for five weeks in May 1977. Charged with
 

promoting youth employment in the area, he has brought together fifteen 

VP leavers--eight masons and seven carpenters--who have carried out three major 

Jobs from early 1978 to date. First, they constructed buildings at the 

VP, then a private house, and, most recently, the grandstands for the 

Mombasa Agricultural Show Grounds. These jobs have not paid well (the
 

last job yielded each worker only $30/month) and were undertaken principally
 

to give the leavers needeC: experience. Their biggest problems have been
 

the lack of tools and equipment, working capital (to bridge payment delays and 

dot1n tine), arid further technical and managemnent assistance. Although being 

registered as a cooperative has permitted some access to the extension 

services of the Ministry of Cooperatives and the Kenyan Savings and Coopera

tive Union, greater technical upgrading in the areas of planning and blue

print reading, along with more bookLeeping and management assistance, 

is needed if the group is ever to become s6lf-managed. 
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A look at a more successful work yroup would also be instructive.
 

The Maseno Builders' Society was initiated on the VP grounds outside
 

Kisumu in 1972 by five VP leavers with some basic tools and the help of
 

a German volunteer. Later, thanks to a grant from the German Voluntary
 

Services and $3,000 inprofits on its first major construction job, 

the Society was able to purchase two machines and new tools, as well 

as construct Its own building. Subsequent profits, which have been 

maintained at a 25% rate, have inlarge part been reinvested inbuilding 

construction and the purchase of adjacent land. Expansion has also meant 

an increase in the number of workers -- currently, 23 cooperative members 

are employed fil1-time and as many as forty non-members may be employed 

on a job basis; salaries vary according to experience and skill level, b-1 

average somewhat under $50/month. Inaddition, the group iscommitted 

each year to taking on, on a six-month probationary basis, two new VP
 

leavers, who are usually first given sub-contract work to do when they 

are still at the VP. 

After successfully establishing the group on sound footing, the 

German volunteer left after five years, to be replaced by a Kenyan tech

nical advisor. The latter isnow responsible for managing the workshop
 

(although ultimate control rests with a Members' Comittee), pursuing
 

contracts, and, with the assistance of a second technician, designing
 

the group's pro'ucts. The workers do get some ad hoc training inproduct
 

design. The group also has two bookkeepers, one of whom came from the
 

VP, as did the present general foreman.
 

The Society works on a contract-to-contract basis, with most of
 

the contracts coming from the private sector and calling for building
 

construction, furniture making, and other wood-working. Ituses the
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contracts as a guarantee for the purchase of materials, as it has never
 

taken out any type of a loan. It has been able to grow in a stable
 

fashion without outside financing, but now may approach the Cooperative
 

Bank for a credit to buy a molding machine or a large vehicle. A loan 

could also help it build a materials store or showroom it has planned.
 

Despite varying degrees of success, the three work groups de

scribed above have two important things in couiamn: they have survived 

over a period of time, and they may have done so due to a high degree 

of professional follow-up and supervision. In recent years, in fact. 

it has become clear that such groups not only need follow-up, but also 

Intensive supervision. Most leavers, particularly in urban areas, do not
 

appear to be ready to qo it alone at first, and, Just as Importantly, 

most prospective clients tend to perceive them as too young to compe

tently run group enterprises. Therefore, each VP -- i.e., its management 

committee, the trainers, and especially the manager -- tahes on the 

addLd task of securing contracts from local sources for the products 

and services of groups and individuals even after they leave the center.
 

Unfortunately, VPs have been unable, in many cases, to effectively 

assist In the establishment of sound VP-leaver group enterprises, as 

evidenced by the thousands of VP leavers each year who must search for 

wage employnent. The management obstacles to crtating one's own enter

prise are too great for most leavers, and their former instructors, 

overburdened with too many students, are unable to give the leavers the 

attention they require. Furthermore, even if a VP sets aside fair 

shares of contract profits for leaver touls and equipment, in some fields, 

like carpentry and masonry, this capital may represent as little as ten 

percent of that needed to get a successful enterprise off the ground. 
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In the meantime, the situation isbeing exacerbated by
 

the growing number of VPs and trainees per VP which have put a further
 

strain on public resources and on local trainers and managers, respective'
 

Little counselling or follow-up assistance isgenerally given to leavers,
 

much less intensive supervision. iany VPs do work hard in pressuring
 

local institutions and businesses to purchase products from their leavers,
 

but tiis can often run into conflict with their efforts to secure contracl 

for the training programs themselves. There also remains the problem 

of a lack of leaver tools and equipment and other resources needed for 

enterprise start-up. With greater resources of Its own, IICCK, as a progr2 

innovator, would choose to focus on this last problem in particular and 

on follow-up assistance and supervision, in general. 

Undugu and Hlaseno do provide two models for overcoming these 

difficulties. In the former case, the VP has accepted contracts for 

relatively sophisticated goods, such as modern furniture, to be produced 

by leavers using the tools and workshops already available. With the
 

leavers being paid normal skilled labor rates on such projects, contractin
 

of this nature can provide a transitional step for them toward successful
 

entrepreneurship. The Maseno case, meanwhile, provides an example of
 

intensive supervision being applied to a work group, interms of both
 

time and professional expertise.
 

Based upon cases such as these, as well as upon the lessons learne
 

from their failures, the orginators, instructors, managers, and adminis

trators of the VP program have developed various ideas for program reform
 

in the follow-up area. Itisclear, above all, that the VPs must limit th
 

number of trainees and/or allocate more resources to follow-up activities.
 

Extra funds would allow for the hiring of more staff and the purchase
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of vehicles, freeing instructors to assist and supervise geographically
 

dispersed leaver groups. Better yet, supervisory personnel could be
 

hired, or, as in the Kisauni case, full-time government personnel could
 

be provided to work closely with a number of groups. Thought has been 

given to the idea of having a single nmnager directing and coordinating 

the activities of a series of similar groups in an area enconpassing a 

few VPs. This supervisor would arrange for contracts and instruct leavers
 

in leadership, bookkeeping, administration, finance, production, marketing, 

etc. over a perlo, of two or three years, leading to some form of self

management for the entire group or the splitting off of self-reliant sub

groups.
 

4. Revolvin Leaver Loan Scheme. In 1975, mainly through the ef

forts of IlCCK, a loan scheme was established to proivide small credits to
 

VP leavers for the purchase of tools, equipment, raw materials and agri

cultural inputs. The program was initiated through the government VP
 

support unit and has received grant financing from Freedom from ilunger 

(Canada), IOVIB and CEBEMO. Total loan capital is roughly $135,000.
 

The program is structured around a revolving loan fund, with 

credits disbursed through local management coimittees. The local 

cornilttees first apply to the central VP support unit for funds; requests 

are assessed and apuroved by a central finance comnittee within the VP 

ummt in Nairobi. All local VPs are required to raise matching funds of 

at least $13.50 per VP leaver before funding can be approved. Upon
 

approval, funds are disbursed to the VPs as grants. Loan management 

is the responsibility of local cotimittees, assisted by field agents and 

VP managers. A separate bank account must be opened by each VP for thdir funds. 
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An annual financial report, detailing the total amount lent, the number
 

and amounts of loans, and the trade areas and groups or individuals
 

The report must also contain repayment
receiving loans, is also required. 


Information.
 

Approvals on the loans themselves are made by the local comittees.
 

Decisions must be based on the applicant's need (level of income, number
 

of people he/she supports, etc.), and projected ability to repay. Managers
 

usually play a strong advisory role in this process, and field agents
 

(usually PYTOs) are also available for advice.
 

Reliable, current figures on the loan schemes were not readily
 

available, and a compilation of data on both the CEBEI1 and N0VIB loan
 

funds is only now being undertaken. The following fiqures are therefore
 

only estimates drawn from interviews and require verification. Of the 220
 

operatinq VPs, about 190 have applied for loan funds and about 70 have
 

Based on various estimates, the average grant is
received such funds. 


probably about $1,500. 
The number of individual loans made was not as-


Sample data available from reports from fc!rteen VPs
 

show that most loans are made to working groups with between seven
 

these groups,
 

certainable. 


aid nine members, the loan average being about $475 to 


or roughly $60 per group member.
 

Seventy-five percent of the loans disbursed, however, are said
 

This is no doubt due to CEEO'!
 
to be related to agricultural activities. 


requirement that its funds be used for agricultural production. 
Of the
 

remaining loans, the trade areas most conmmonly recetvinq credits (inorder
 

of incidence) are carpentry, tailoring, masonry, home economics, and
 

leatherwork.. By and large, leavers from urban VPs and those trained
 

to these loan
in non-agricultural areas elsewhere have limited access 
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funds. Since conventional public and private financial institutions
 

do not serve their needs, these leavers are left with virtually no
 

source of credit for either start-up or working capital.
 

The credit terms of the local revolving funds are determined by
 

the respective management comittees, according to some external guide

lines. Interest rates cannot exceed two percent per annum, and most
 

VPs lend at one percent. There isa further encouragement tha. no
 

interest be charged on loans repaid within eighteen months. Repayment 

periods vary with local conditions and trade areas. For example, 

with agricultural loans the first fully crop season is usually considered 

a grace period, with repayment scheduled over two to three years. In non

agricultural areas, the grace period is usually six to eight months, with 

repayment schedules similar to those in agriculture. 

No cash loans are made. It is the manager's responsibility
 

to draw down on the loan account for the purchase of tools, equipment
 

and/or raw materials, and then to schedule and monitor loan repayment.
 

At least eighty percent of the non-agricultural loans are made for the
 

acquisition of tools and equipment, with the remainder going toward raw
 

materials purchase.
 

Security for loans usually takes the form of group guarantees
 

and collective responsibility for repayment, with the tools and equipment
 

purchased being offered as further collateral. In the case of individuals,
 

the co-signature of a notable local person or relative is usually required.
 

Although no comprehensive fiqures on repayment were readily available,
 

d2fault is reported to be fairly high. It is maintained by many, however,
 

that the proublem does not lie with the VP-leaver groups thenmselves. 
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On the other hand, virtually everyone interviewed mentioned
 

that there infact have been big problems with the administration of
 

the loan scheme. The problems most often cited were: 1) committees
 

simply sitting on the loan funds or utilizing them for other purposes,
 

such as covering operating costs; 2) funds simply disappearing; 3) lack
 

of adequate financial management and reporting; and 4) lack of adequate
 

follow-up and loan collection. The reasons most commonly cited as
 

causes of these problems are the lack of adequate central management
 

controls over the revolving scheme itself and the lack of experience in
 

financial and/or credit management among local management committees.
 

These issues are the subject of much discussion in local and regional
 

management conferences, and the government intends both to tighten its
 

control over the funds and Increase its on-site management assistance
 

to local program,
 

5. Other Activities of Village Polytechnics. Aside from their
 

role inlocal training and production, VPs also serve as centers for
 

informal adult and community education (most notably in the fields of
 

literacy, nutrition education, and comuity development) and as focal
 

points for the introduction of appropriate village technologies. These
 

additional functions have for the mnst part accrued naturally to VPs,
 

since they constitute centers of community participation and operate
 

in*a flexible, informal atmosphere.
 

G. Impact. The impact of the Village Polytechnic program which is
 

now in its fifteenth year of operation, must be considered in light of
 

the original goals of the movement (see pp. 2-3). To begin with, the
 

270 VP centers established by communities around the country are proof
 

that, at least in the area of informal training, the development process
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has been significantly enhanced and decentralized in Kenya. Likewise,
 

the establishment of a simi'ar number of conrmunity-based management
 

connittees wo.rld arpear to have further democratized development efforts 

at the local level. Although greeter public-sector involvement has led 

to a tighter structuring of the training program itself, the program has
 

remained a significant innovation vilhin the Kenyan educational system and 

has been accepted on equal footing with the country's formal education
 

program. It has positively influenced many commmunities to accept purely
 

vocational or prevocational training as an integral part of the national
 

development effort. In so doing, the individual VPs have in most cases
 

established themselves as important parts of the communities in which they 

are situated.
 

Direct, comnunity-level impact, however, is difficult to measure. 

While VPs and their leavers have successfully produced and marketed goods
 

and services for local consumption, and local resources have been mobilized
 

in support of the VPs, it is unclear to what extent local self-reliance
 

and control have been enhanced. On the other hand, it is apparent that:
 

1) a majority of the leavers (about two-thirds of those who find employment) 

remain in the local area and make a productive contribution to the broader
 

community; 2) at least some additional capital generated from these
 

activities is retained locally for other conmunity endeavors; and 3) VPs
 

have made a positive contribution toward increasinq the awareness of
 

commmunities as to alternative forms of local economic development. 

Most important, from the viewpoint of PISCES, is the impact of the
 

VP program on the intended beneficiarle; -- the trainees and the leavers.
 

In 1979, the program turned out approximately 9000 young people (at time cost 

of approximately $150 per trainee per year in national and foreign funds) trained 
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in a varietyiof Important trades. This number is significant when it
 

is taken Into account that only twenty-five percent of the 220,000 youth
 

who sat for secondary-school entry exams in 1978.were accepted for
 

* 	further education. Among those who have taken technical qualifying exam 

for public licensing in various fields after completing their VP course, 

* a high percentage have done very well, attesting to the quality of the 

: skills training. In Mombasa, for example, over 80 percent of the second
 

,year trainees in electrical work and auto mechanics passed qualifying ex
 

in 1978. This success in training has been accomplished at a relatively 

low cost and, for the most part, without screening out the country s poo 

. froir participation in the program. 

The second objective of securing employment for these trainees 

* upon leaving the centers seems also to have been successfully fulfilled. 

As mentioned earlier, the average employment race of leavers in the early 

to1mid-1970s, as determined by four separate studies, was found to be ov 

70 percent. This is clearly an impressive outcome. In addition, while 

three of the studies found female employment to be about twenty percent 

below that of male leavers, all of the studies concluded that woinen were 

* 	almost as successful as men In establishing themselves in self-employ- '. 

ment -- an important objective of the VP program. As cited earlier,. 

about one out of every four VP leavers initiates independent enterprise 

activity on his or her own* or, more commonly, as part of a group. TheK 

self-employed, however, represent as much as one-third of the total numbe 

t*' of employed VP leavers. Unfortunately, ,uxact figures on individual versu
 

group self-employment were not available. However, most trainers and 

managers who were consulted reported that most self-employment -- especial 

ly 	in urban and pei-urban areas .- resulted through group formation.
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While exact figures on VP-leaver incomes on a national basis were
 

not available, itwas determined through interviews with managers and 

trainers at seven different urban VPs that, in general, VP-leaver in

comes conpare favorably to those of unskilled laborers, but vary signi

ficantly according to trade area. For example, while unskilled laborers
 

in the construction industry earn a monthly income of approximately 

$60 to $65, VP-tvained carpenters and masons employed with private en

terprises can earn up to $160 per month and are rarely hired at less 

than $110/month. The earnings of VP leavers employed as auto mechanics 

and electricians were reported to he higher, averaging $150 to $170 

monthly. At the same time, however, incomes in other areas, such as 

tailoring and secretarial work, were reported to be significantly lower. 

For example, VP leavers in sewing and dressmaking who find employment 

with clothes manufacturers in Mombasa and Nlairobi earn. in m st cases, 

less than $45 per month. Similarly, VP-trained secretaries who find 

government employment will start at approximately $40 to $45 and will 

earn up to $80 per month after three to four years. 

Incomes among VP leavers who form work groups were reported to 

he, in most cases, lower than those of their salaried counterparts. 

It was felt, however, that the self-employed enjoyed the potential 

for higher longer-term incomes, since their enterprises would eventually 

be generating greater profits and the workers' equity in the firm would 

be increasing over time. 

IV. Assessment and Analysis. 

The Village Polytechnic program in Kenya is a unique and im

purtant attempt to link non-formal vocational youth training with 
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collective self-employment within the context of increasing local
 

self-reliance. While the program isfocused primarily on rural
 

areas, itoperates in secondary cities and towns, as well as
 

peri-urban areas on the outskirts of cities and the densely populated
 

areas between such town as Kisumu and Kakamega. VPs are also found
 

i all primary cities, including Nairobi. Given the higher level of
 

competition and technical standards facing enterprises inmany trade
 

areas inprimary cities, however, much of what can be learned from
 

the VP program might better be applied to enterprise-support ac

tivities Inless-concentrated centers of activity;
 

These lessons, which cover program orientation, administration,
 

and methodology, are presented as follows:
 

1. Comunity orientation. The VP program isdesigned to ac

complish much more than the training of youth, the generation of em

ployment, and the development of enterprises. Inaddition to Its
 

specific objective of providing school leavers with competitive skills,
 

the program also has been concerned with the development of the entire
 

community by giving localities greater control over their own social
 

and economic development. its creators and current sponsors have
 

understood that without the generation and commitment of resources at 

the local level and the improvement of capabilities of communities 

to resolve their own problems, the country would lack the ability to 

bring about meaningful change on a national basis. Hence, local manage

ment connittees, through which the participation of a cross-section of 

community leadership Isachieved, are established to help assess com

munity needs and determine appropriate trade areas for VP skill training. 
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The VPs then attempt to turn out trained leavers who are able to
 

use local resources and secure contracts to produce for local needs
 

anj meet local Jemand. The success of this strategy is evident.
 

By responding to local priority needs for youth education and new 

goods and services and by promoting the VP concept through churches and 

other local-level institutions, NCCK was able to spark off a national 

comunity level which spread without large-scalemovement at the 

outside support. 

2. Decentralized program administration. Closely related to 

the conmunity orientation of the VP program is the decentralized nature
 

indiof Its administration. In the early years, the VPs were run as 


vidual program units responsible for their own operations, with IlCCK
 

an initiator
as a promoter and coordinator of activities, as well as 


of new VPs. As a private-sector, non-bureaucratic institution with
 

an interest in stimulating rather than controlling the movement, NCCK 

was the Ideal institution to work at this level. It has allowed both 

its own staff and those working in the VPs themselves a maximum of 

operational latitude, and, thus, has attracted dedicated program per

sonnel, VP managers, and trainers who enjoy ,orklng with youth. As is 

its nonnal practice, NCCK turned over administration of the program to 

the government to ensure the availability of resources as the program
 

rapidly expanded. Although the government does not Intervene in the 

running of VPs during their first one or two years of operation, once
 

it has been asked for assistance it has tended to centralize control
 

and administration. In turn, the centralization of control poses the
 

problem of an increased fonrmallty In training and a decrease in local
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participation and support. This shift in emphasis points to the Im

portance of the educational process which must accompany the transfer
 

of program responsibility from smaller social organizations to larger,
 

usually public entities once local endeavors grow to a significant
 

level. Some attempt must be made to transfer the knowledge and
 

sensitivity of the original promoters to public agency personnel when
 

the latter take over control of the program.
 

3. Selection of proqram participants based on economic need.
 

The VP program attempts to reach and assist the very needy among Kenyan
 

yoLth. Ilence, the interview and selection process Isestablished not
 

only to determine functional literacy and physical dexterity, but also
 

to ensure the admittance of candidates from truly low-income families.
 

Dedication to learning isdetermined during an initial probationary period
 

for trainees. At least inprincipal, fees are kept low and income is
 

generated by and for the trainees during training inorder to decrease
 

individual financial strain. Despite problems in these two areas, the
 

VOs seem to have been successful inretaining most of the poor, unskilled
 

entrants and transforming them into artisans with competitive skills.
 

4. "Work-directed" training. The key to the VP training program
 

itself isits "work-directed" methodology. The attempt ismade to place
 

trainees inas realistic a work environment as possible so as to render
 

the training relevant to local needs and conditions and to prepare trainees
 

for the transition to self- or wage-employment upon leaving the program. 

In essence, the trainees go through a structured apprenticeship, learning 

their trade on the job and turning out marketable products on contracts 

with local firms, individuals, and public entities. They are also intro

duced to the practice of self-reliance by making uniforms, preparing food, 
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typing letters, repairing auto engines, or constructing workshops tor the
 

VPs themselves. Finally, in recognition of the difficulty in making It
 

on one's own after leaving the VP center, trainees are given experience
 

in working and producing together in groups.
 

5. Link between training and self-emplonlent. It is this rucog

nition of the need of trainees for support when they leave the centers 

that has led the VPs to establish a variety of follow-up mechanisms. On 

balance, however, these support activities have not worked well, making 

the transition for leavers considerably more difficult. On the positive
 

side, the formation of work groups are encouraged during the second year
 

of training and trainers are able to assist a number of trainees in Iden

tifying enterprise possibilities in their home areas; at the same time 

they help locate colleagues from these same areas who are interested in
 

going into business on a cooperative or partnership basis. Far less
 

successful have been the attempts to set leavers up with capital -- i.e., 

savings and tools and equipment -- with which to start their own enter

prises. That the VPs have almost universally failed to provide trainees
 

with adequate returns from VP contracts does not, however, indicate the
 

unworkability of this mechanism. Rather it points out the need to find
 

new sources of financial support for the VPs themselves. Likewise, VPs
 

have the best of intentions to assist leavers with intensive counselling
 

and follow-up assistance during the formative stages of their self-employ

ment. Trainers, however, have been severely restricted In their extra-VP
 

activities by the increasingly large work load they must carry as VPs con

tinue to accept greater numbers of trainees without having the financial
 

resources to adequately manage them.
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6. Self-employment through work groups. This emphasis on col

lective self-employment is rooted inboth the original goals of the VP
 

program and inpractical business sense. The VPs were seen from the
 

start as a means by which to increase comnunity self-reliance. Rather thai
 

having them go off to the primary cities to find unskilled, wage employ

ment, young people would be trained to meet the needs of their own rural,
 

per-urban, and urban-slum areas. To do this, however, leavers would have
 

to initiate their own enterprise, and this was correctly seen as difficult
 

to accomplish on an individual basis. Group formation was encouraged not
 

only to help overcome a lack of individual self-confidence and business
 

knowledge, but also for the technical reasons listed on page 23, that is:
 

1) to share and better coordinate enterprise management functions; 2) to
 

lower the costs of purchasing raw materials; 3) to pool individual savings;
 

4)to form group credit guarantee mechanisms; 5) to give contractors greate
 

security; and 6) to allow for easier follow-up technical assistance from
 

VP trainees and other institutions. While these methods of job creation
 

appear to work well when adequate follow-up support isextended, the fact
 

that approximately two-thirds of employed VP-leavers initially or even

tually opt for salaried employment iswitness to the difficulties facing
 

yourt people considering self-employment.
 

7. Assistance to work groups. There is strong reason to believe,
 

infact, that most young VP leavers are not ready to effectively manage
 

their own enterprises without intensive supervision over a period of time.
 

Inpart, this isdue to the fact that the VPs provide trainees with, at
 

best, only introductory bookkeeping and managerial assistance. Principal

ly, however, VP-leaver enterprise problems appear to result from the lack
 

of any types of prior managerial experience on the part of leavers. This
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problem is compounded by the fact that the intensive follow-up delivery
 

of technical and managerial assistance by VP trainers, which is called for
 

as part of the VP program, has not been forthcom.,.. due to work overloads.
 

On the other hand, there have been instances of non-VP personnel from 

government or voluntary agencies providing the intensive supervision and
 

management which appears to be needed by these groups in their formative 

and early stages. While leaver work groups have apparently survived with
 

very little assistance, they have not flourished. Thus, the close super

vision of these groups uy managers and outside technicians is increasingly
 

appearing to be one effective way to span the transition from training
 

to full self-management. 

8. Revolving loan fund. In order to help leaver groups obtain 

the raw materials, tools, ard equipment which they were not able to finance 

from their minimal returns from VP contracts, PICCK established the Revolving 

Leaver Loan Scheme as a new credit system. In terms of assistance method

is well adapted to the need; of the leavers,ology, this decentralized scheme 

with an average loan size of $60 per group member, low interest rates to
 

assist in enterprise start-up, flexible credit terms, and only personal
 

guarantee requirements (i.e., group guarantees or co-signatures). The
 

were It not for the poor administrative
scheme would appear to work well 


charged with managing thecapabilities of the local mangement connittees 

funds at the local level. What is clearly needed, and currently being
 

considered by the government, is the exercise of greater adnnistrative 

control over tireprogram while intensive managerial assistance is extended
 

to the various comittees. 



Inconclusion, therefore, Itisclear that ina 
program of t ls
 
nature a balance must be struck between decentralized administration and
 

local control, on 
the one hand, and the extension of intensive technical
 

assistance from central 
sources, on the other. 
The rapid spreading and
 
apparent success of the VP training program demonstrate the critical
 

importance of promoting development programs within local comunities in 
response to 
local need and of leaving responsibility in the hands of those
 
most involved in,and affected by, project implementation. Without such 

an operational methodology,itis doubtful, that NCCK could have gotten
 
the movement off the ground Inthe first instance. Thus, while itis cru

cial 
that the levels of technical and managerial assistance be increased, 

to strengthen the capacities of VP-leaver groups and management comiittees 

it is equally important that this be accomp1lshed without over-central izin 
•
control over the operation of the programa 6cal levels.
 

V. Future Plans . K 
Both the government's Ministry of 
 ous...and Social Services, as..pro 

gram administrator, and NCCK, as programinno ator, are interested in 
seeing the VP program progress ina 
variety of areas. The government looks
 
forward to an expansion of the number of local centers to approximately 300
 
up from the current 270. Inaddition, it intends to exercise greater con
trol over the individual management committees, particularly as regards
 

the management of credit funds, and, If resources permit, deliver increased 

managerial assistance directly to the VP units themselves.
 

NCCK's focus, on 
the other hand, will be on finding ways to reverse th
 
trend toward increasingly structured training programs and centralized pro-i
 

gram administration, as well 
as on improving VP follow-up with leaver group


V#++: :: + :
+++: : 
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Inthis second area, NCCK would like to increase the availability of tools.
 

equipment, and other inputs to such groups, provide them with more inten

sive techpical and managerial assistarce, and perhaps hire technical per

spnnel who could help supervise new collective enterprises on a regional
 

basis. At present, however. NCCK has only one person engaged inVP sup

port activities, and its ability to accomplish these tasks will depend
 

upon the qrganization's success infinding the required resources.
 



I Project Identification 	 'A 

Name: Institute for Cultural Affairs (ICA)Kawangware Comunity Upgrading Project,
Nairobi, 	Kenya


Principals: 	 Fred Lanphear, ICA Regional Director,
 
East Africa.
 

fir. and Mirs.Gene Colvin
 
Coordinators, Kawanoware 

Consultants: Fred O'legan, The Development GAP
 
Jeffrey Ashe, Accion/AITEC
 

11. Setting
 

j 	 :As urban migration in Kenya continues, the squatter settlements ina
 

* 	 around central Nairobi have grown enormously. Taken together, the Matha 

Valley and Kawanqware -- two of the larqest settlements -- have populati 

of over 150,000. Kawanqware's problems are quite similar to those faced 
Mathare,* but it differs in two essential respects. First, its adult a 

19 'i 	 . tion is proportionately higher, perhaps 40-45 percent of the total. Sect 
far from the city center, Kawangware is more economically, politically a, 

socially isolated. Residents come from various Kenyan tribes and live in 

villages. The number of people in the settleent who are less than fully 
. 

S. 'employed is extremely high. 

I.I 
Ill. Project Description 

A. The goal 	 of ICA's effort is to "enhance the total quality of life 
through 	community mobilization." Its stated economic'objactives are to.
 

double the gross product of the community within five years and to create 

one thousand additional Jobs per year.
 1
 
*See Study In Urban Community Improvement Program, National Christian' 

Council or Kenya. 
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B. Brief History and Description. The Kawangware project began 

in1975 as an effort of the Institute for Cultural Affairs (ICA). an
 

rican PVO witha religious affiliation to the Ecumenical Institute.
 

ICAhasovr 200people engaged in its developmental affairs, with well
 

Ver 50 community projects being promoted indifferent parts of the world.
 

Ithough the stated aims of ICA are outwardly developmental in nature,
 

ontroversy has arisen regarding possible subtle proselytizing efforts
 

hile worklng within communities. 

ICA has developed small enterprises inconstruction,
 

tal fabrication, sewing, and basket making, and has promoted urban
 

griculture through training programs, demonstration farms, and marketing 

ssistance. These are deemed cooperative endeavors as they seek to equitbly
 

pread the benefits among all participants.
 

The growth of small enterprises and the expansion of small
 

arms are constrained by the lack of credit, due primarily to the strict
 

ollat ,eral requirements of commercial loan funds. However, an AT1project,
 

cheduled for implementation inlate 1979, provides ICA with funds
 

to, establish a credit mechanism to assist the enterprises and farms.
 

.C Organizational Structure. There.are presently fourteen ICA per

sonnel working in Kawangware, and five of these reportedly are involved 

directly In community development at.the site. The rest are engaged in constructing 

and organizing an ICA training center inKawangware for all of Eastern 

and Southern Africa. All ICA personnel live together inthe community 

itself and receive minimal living allowances. Two of the members hold 

regular professional jobs inNairobi and support the other twelve on 

monthly allowances of approximately $70. 

*Appropriate Technolony International, Washington. D.C.
 



The group isheaded by Mr. Fred Lamphear, an agronomist who
 

holds a teaching position at the University of Nairobi inaddition to
 

his role as director for ICA projects inEast Africa. ICA's Kawangware
 

program isheaded by Mr.Gene Boivin who has worked incomnunity develop

ment for eight years. There are also a number of Kenyans employed in vario
 

development assistance positions. These include four village promoters,
 

three local fund-raisers in the community, ten agricultural assistants,
 

ten construction supervisors, eleven pre-schoul teachers and three
 

health workers.
 

a. Relationship with other projects. Aside from relations witl
 

in.erna ional funders, the project did not appear to have a continuous
 

workirg relationship with any local assistance agency or project. Those
 

Interviewed, however, did speak of having well-established ties with both
 

public and private sector individuals inKenya.
 

b. Role of beneficiaries. The stated ICA methodology relies
 

almost entirely on coninunity mobilization and participation. As will be
 

described later (see Project Activities), local participation inKawang

ware isstructured through two integrated organizational networks: local
 

"guilds" (cooperatives) and a federation called the Kawangware Cooperative
 

Society. Both planning and implementation of development projects are re

portedly carried out through these bodies. Leadership meetings are held
 

once per week; additionally, there are open "marathon" corimunity
 

sessions occuring six to eight times per year and lasting up to 24 hours.
 

D. Funding. Exact figures on total program funding and a breakdown
 

of total expenditures were not readily available. Recorded donations
 

include: $52,000 from the Barclay's Bank Development Fund for urban
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agricultural Irrigation; $8,000 from the International Heifer Fund for live

stock purchases; and contributions from World Neiqhbors (figures not
 

available). As stated previously, Appropriate Technology International has
 

approved a low-interest loan to the Kawangware Co-op Society for $72,340
 

to be used to establish a credit system for local co-ops and enterprises.
 

Total operating overhead in Kawangware, including administration and
 

promotional expenses, is estimated to be $37,000 per year.
 

E. Beneficiary Characteristics. The direct beneficiaries of ICA efforts
 

are primarily young adults wh. live in Kawangware and have nunerous dependents.
 

They are of different tribes and religions, and have come to the urban center
 

in hopes of finding work. Unable to secure such employment, they have turned
 

to the small-business and urban-a riculture opportunities offered by the ICA
 

project. While income figures on Kawanqware residents were not available,
 

the general level of poverty is at least equal to that of the Mathare Valley
 

(see case study on National Christian Council of Kenya).
 

F. Project Activities
 

1. Approach. Upon entering a poor coimnunity, ICA begins with an
 

intensive program of gathering information from local residents called a
 

"Consult." ICA personnel arrive in fairly large numbers (about 30 in the case
 

of Kawangware),having paid their own travel expenses. According to a pre

scribed methodology, they canvas the conmunity for five days,eliciting local
 

needs. They try to reach as many people as possible -- up to 40 percent of
 

the residents -- and recruit and rapidly train local volunteers to assist
 

them in this effort. Basic to the approach is an attempt to have residents
 

discover underlying social "contradictions" which inhiDit human developnent.
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After collating information eollected through the "Consult,"
 

a comprehensive development plan isdrafted. 
 All areas of implementation
 

are outlined on the basis of this plan, which isapproved by the community
 

at their regular meetings. While the community upgrading Isviewed as an
 

integral and comprehensive effort, there are a 
number of distinct programs
 

which include low-cost housing, pre-school education, conmunity health
 

services, and employment and incomp-neneration projects. The generation of
 

employment and income are accomplished through small business and urban
 

agriculture projects.
 

2. Small business. Four distinct industries are presently operatir
 

They are: 1)a construction cooperative which employs 18 people to construc
 

low-cost houses, market booths, etc., 
inthe community; 2)a metal fabricat
 

enterprise,which is a privately runmetal-box business employing 20 people;
 

a handicrdfts cooperative employing 30 women (mostly on consignment basis)
 

inthe production of banana leaf baskets and other artifacts, and 4) a sewin, 

(garment) co-op which employs Li people. 

With the exception of the metal enterprise, all of the above
 

mentioned enterprises were instituted through ICA's promotional, training
 

and ongoing management progrims. 
A central finance and accounting office
 

has been opened inorder to manage ICA finances and to serve as an ICA fund

ing channel. This office isnominally under the board of the general co-op
 

society,but ismanaged mutually with ICA. 
 Excluding the private metal in

dustry, individual salaries for all enterprises, reportedly averaging $32/
 

month, are paid by the central accounting office. Any resulting profits
 

are reinvested inmaterials and equipment. 
There also exists a central
 

equipment pool established to lend tools to the various industries, along
 

with a wholesaling unit which provides lower-priced consumer goods to local
 

retailers.
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Although a Small Business Association was initially organized,
 

it is at the moment largely inuctive. The most significant accomplishment
 

has been to convince some local retailers (the majority of whom are in far
 

better financial condition than most residents) to initially capitalize the
 

wholesale unit with initial investments of $300 each.
 

Loans can be channeled to the local co-ops through the 

central finance unit. It is not clear how much credit has so far been
 

channelled. All loans are made in-kind and do not carry an interest rate.
 

The metal industry has thus far utilized approximately $1000 in cicdit,
 

and has made timely repayments of all loans received.
 

3.Urban agriculture. Given e fact that Kawangware township it

self contains 900 hectares of land (.f which only 200 hectares are densely
 

populated), and that most residents are recent migrants from rural areas,
 

a highly labor-intensive agriculture project has been developed as an attempt
 

to generate employment. The scheme is based on single-acre units being
 

worked by five-person teams, each having a team leader. The major crop is
 

French beans, which are harvested every ten weeks throughout the year.
 

Each acre is divided into three rotating plots with 1/3 being harvested, 1/3
 

maturing and 1/3 being cultivated and seeded. Given the full-)ear growigg
 

season, teams are continually harvesting and boxing beans, weeding, fertiliz

ing and sowing. The beans are boxed on site, sold for export in Nairobi
 

and flown to Europe for retail sale.
 

The project is divided into "farms," each one consisting of five
 

single-acre units(and therefore 25 people) and an additional sixth acre which
 

Is planned to be utilized conmunally for animul-husbandry projects. Each
 

farm is ove seen by a manager, who receives $53 per month. Each team leader
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earns $33 per month and each team member has a monthly salary of $27.
 

There are currently two farms inoperation as well as a demonstration
 

farm,which also serves as a training site. The program trainers and farm
 

managers select the five sepdrate teams at each farm unit. Itis felt that,
 

Ideally, each team should have two women and three men, each with adequate
 

basic skills inone of the following arees: management, marketing, crops,
 

livestock, equipment, or irrigation. An effort ismade to form teams with
 

mixed ethnicity so as to eliminate any problems regarding ethnic rivalry among
 

teams. 
 Each team meets once per month with the farm manger to review all
 

progress made to date. Additionally, weekly meetings are attended by all
 

farm employees, and every three months there isa "celebration" inwhich
 

the entire agricultural project unites to assess and evaluate agricultural
 

progress. Participation by all members isencouraged.
 

The project ismanaged centrally. All farms benefit from the use of
 

an equipment pool, a central supply service and a shared irrigation scheme.
 

Credits are extended on an in-kind basis for all inputs: seeds, lime,
 

fertilizer, tools, and insecticides. Salaries are paid through a central
 

finance unit, with corresopnding deductions for the repayment of all bor

rowed inputs, including initial capital investments for the collective
 

irrigation system and land rental.
 

Training isprovided at the demonstration farm site. The training
 

courses have a three-month duratinn and are designed to provide on-the-job 

practice along with theoretical instruction. Management, marketing, crops,
 

livestock, equipment, irrigation, English and literacy are the subjects
 

currently being taught. Training facilities are extremely simple and are
 

As most of the trainees
designed to operate as an actual working farm. 


are illiterate, the training iscarried out informally ard experientially;
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trainees tend tu crops and livestock under trainer supervision. There are
 

reportedly no formal selection criteria for trainees other than that they
 

be Kawangware residents of 18 years or older. Recruitment problems were re

ported and said to be due to residents' interest In secuinq urban factory
 

work. ICA now maintains, however, that 30 trainees enroll each month and
 

25 are finally selected to join teams -- the other five eiter dropping
 

out or being de-selected due to lack of interest.
 

According to ICA figures, the total costs of working one acre per
 

year for French bean production equal $2516. The total gross income per acre
 

is estim-ted at $3067 and the balance, or profits, should therefore equal
 

S417. As the costs per acre reflect both capital costs (lease
 

of the land, irrigation expenses, etc.) and operating costs, including
 

worker salaries, the balance of income over expenditures represents net
 

profits to be distributed to workers and reinvested for expansion. Cur

rently it is reportcd that the two existing fanns are either operating in the 

red or "just breaking even." 

The lack of profits is attributed partially to motivational problems 

with some team workers who are said to simply want their monthly salary. 

Problems have also been attributed to marketing. While the Maiiobi export
 

market is said to be sufficient to absorb all current and future bean pro

.liction, the prices paid for the beans fluctuate from a high of $2.15 per box to
 

to a itw of $ .70 per box.
 

To expand the marketing and profit potential of the urban agriculture 

scheme. ICA is currently experimenting with the raising of locally consumable 

crops, including tomatoes, brocolli, cabbage,and lettuce, as well as with animal 

husbandry. In the latter cateqory, both chickens (layers) and pigs are being
 

experimented with at the demonstration farm. Neither local cash-crop nor
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animal production, however, has been introduced to the two existing farms
 

Of the options being considered, pig production isdeemed the .,ost feasib
 

with potential profits at $916 per five-member team per year, and will co:
 

tute the first addition to the current bean production.
 

G. Future Plans
 

Currently, ICA plans to expand the agriculture scheme by six acr
 

(one farm) each month over the next two years. The consequent increase ir
 

employment through this scheme isestimated to be 26 people per month, or
 

approximately 650 people over two years. Itbelieves that incomes to the
 

farm workers can increase to a total of $67 per month thrcugh a combinatic
 

cash-crop and animal production. Inaddition, plans call for an expansion
 

Lhe small-business scheme, the initiation of low-cost housinq (with conco
 

growth inconstruction employment) aridthe strengthening of the community'
 

organization.
 

The principal stimulus for this growth will come from the credit
 

systems that will b3 established by the ATI loan. The Kawangware cooperat
 

society wi1l lend at commercial rates to the cocperative farms, to the
 

four group enterprises, and to the whol4saling unit. ATI's loan to the
 

Society will be interest-free and will be repaid over 12 years. The interl
 

and capital repaid on loans made to groups by the Society will form a revo
 

loan fund. About $61,300 isbeing made available for Society Lending and i
 

loan-guar3ntee fund will be established in the Cooperative Bank of Kenya.
 

H. Assessment and Analysis
 

1. After cutting through the rather complex terminology used by
 

ICA to conceptualize its work, one discovers a traditional, but well-thougl
 

out, community development methodology. Local needs are elicited incompre
 

hensive fashion, priority needs are identified,and programs planned to meet
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these needs through widespread community mobilization. At the same time,
 

the basic approach calls for the establisaiient of local-level organizational
 

mechanisms and capabilities through which social and economic gains can 

become self-sustaining within the conmunity. 

In recognition of the need to upgrade the coniunity in compre

hensive fashion, social services and local organizing are planned in coordina

tion with programs of economic develolmient in various sectors. Given the 

general level of poverty within -the coiirnunity itself, the stated economic 

goal of the program is to generate sustained growth within the whole Com

munity, and thus income and employment generation are not viewed as ends in 

themtselves. This comprehensive methodology seems very well suited to the 

general upgrading needs of Kawangware.
 

2. The program is somewhat difficult to Judge in regard to total 

Impact, as the focus of the interviews and site visits was upon only its 

employmant and income -aneration aspects. In terms of employment, to date 

the project has reportedly created 70 jobs in the small businesses, 50 in the
 

urban agriculture scheme, and is training 25 people per month in basic agri

cultural concepts; incomes have been estimated at approximately $30 per month. 

These results in employment certainly indicate that progress has been made, 

but considering the five years of ICA involvement in the community, they 

are not actually impressive. Furthermore, most of the enterprises created 

have resulted from such intensive and continuing ICA involvement in planning, mar

ketifg and management that it is difficult to tell how viable these enterprises 

actually are.
 

While a rather low impact In Job creation is understandable 

within a comprehensive conmmunity development scheme in which a high percentage 

of Inputs are relegated toward citizen mobilization and organizational develop
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ment, solid achievements in these latter areas are not highly evident in
 

Y.awangware. Neither the public works the 1housing schemes have beennor 


implemented to any recoqnizable extent, and the central cooperative
 

society has yet to assume a significant role. 

3. In part, implementational problems must be attributed to the 

sheer difficulty of attempting to implement a fairly comprehensive, comnuni 

upgrading methodology among very poor, low-skilled clients. In such circum
 

stances, it is difficult to expect any inmediate results. the timeAt same 


however, ICA's implementation mpthods seen to some extent, questionable. 
 TI
 

most basic problem seems to be the denree to which central control over the 

development program Itself in Kawangware is exercised by ICA. For example, 

while policy control over the economic develorment process is meant to be 

exercised through the Kawangware Cooperative Society, the society itself is
 

administratively and politically weak and ICA appears 
to play the central
 

decision-making role in all aspects of the program. 
 At the same time, all
 

group industries are administered centrally thr'ough an ICAlfinance unit,
 

which handles all accounts and pays both staff and participant salaries.
 

While some degree of cintralization and facilitator control is
 

Inherent to any development intervention, in this case central control 
seems 

to be Inhibiting the independence and potential self-reliance of the client 

enterprises. With the exception of the metal-fabrication industry, which 

existed prior to the initiation of the project, all of the enterprises
 

developed are actually ICA industries which employ local workers. ICA iden

tifies the Industries, recruits the workers, provides initial capital througl
 

its own finance unit and seems to play a heavy management role. While such 

Intensive intermediary involvement In such enterprises may be justifiable at 

the outset, the future Independence and self.-ieliance of these Industries 
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cannot be proioted in this manner. This calls into question the Impact
 

of the program under ICA's stated goal of promoting self-initiated and
 

sel f-generating development.
 

4. p. :te its Implementational problems, the proqram does demon

strate some i , "ig concepts and techniques in promoting income 

generation at thli.economic level. For example, given the fact that 

Kawangware isa rather isolated settlement, and thus possesses a self-con

tained internal economic system, the attempt to "export" locally produced 

goods to generate influxes of capital into the comniunity is a necessary 

step In generating economic growth. At the same time, every effort seems 

to be made to involve the very poor in these endeavors and to equally 

distribute any resulting benefits. 

The most interesting aspect of this program involves the urban 

agriculture scheme. Although marketing and recruiting problems have 

occurred -- the latter perhaps being due to ICA's promotional methods rather 

than to a lack of local interest -- the scheme seems to be highly practical 

and well thought out. As the majority of residents are essentially rural 

people, work in aqriculture is complementary to existing skills, and the 

project makes sound use of an accessible and valuable local resource -- arable 

land. In addition, with five people employed per acre, the scheme is highly 

labor intensive.
 

Since land that can be used for cash crop production is acces

sible to many African squatter coimnunities -- especially those in per-urban 

areas -- urban agriculture would seem to present a potentially viable 

mechanism for employment and income generation. Through its promotion of a 

team approach in crop production, its collective approach to the acquisition 
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and use of tools, equipment and essential inputs, and its establishment of 

a central irrigation scheme, ICA has Introduced what seems to be an effi

cient, low cost production and employment scheme that could be adopted 

elsewhere.
 

However, while It is difficult to actually judge the economic
 

viability of the project from the information made available, the widely 

fluctuating prices on the French beans reflects the unstable market conditi,
 

for this crop. This hei;ig the case, the experimentation with lucally
 

consumable cash crops which fetch somewhat lower but more stable prices
 

may prove more worthwihile than continuing to concentrate solely on the cur

rent export crops. While the projections in potential incomes from poultry
 

and pin raising are reported to be hiqh, the scheme has not yet been Imple

mented and thus no assessment can be made.
 



I. Project Identification
 

Name: Tanzania Small Business Industries Development Organization (SIDO)
 

Principals: Mr. B. Mramba, Secretary General
 

Mr. fllagala, Director of Planning
 

Mr. D. Rulagora, Director of Training
 

ir.J. Lunyungu, Hire Purchase Officer
 

Consultant: Fred O'Regan, The Development GAP
 

I. Setting
 

Tanzania is one of the poorest developing nationswith a population
 

of approximately 17 million and, according to World Bank figures, a
 

per capita GNP of $180 per year. The country suffers from an extreme
 

scarcity of natural resources, with minimal exportable mineral wealth and
 

a relatively low percentage of highly arable land as compared to its
 

immediate neighbors, Kenya and Zambia. As a consequence of its modest
 

extrart ve wealth, Tanzania inherited comparatively little in terms of
 

infrastructural, financial, and orqanizational development at independence.
 

Most of Britain's colonial energies and resources in East Africa were
 

focused upon countries such as Kenya, Uganda, and Zambia.
 

The nation is perhaps best known for Its innovative developmental and
 

political philosophy of "Ujamaa," a theory of African socialism espoused by
 

President Julius K. Nyerere. In this reqard, Tanzania has been jokingly
 

referred to by observers as being one huge integrated development project
 

rather than a nation; in fact, the pervasiveness of fyerere's influence
 

is such that it is difficult to explain any government program without
 

setting it within the Tanzanian socialist context.
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Tanzania's major national goal isto achieve local, self-reliant develop

ment through the decentralized channeling of technical, managerial and finan

cial inputs to locally controlled development endeavors. The strategy is
 

based mainly upon rural development through the mechanism of "Ujamaa' villages
 

roughly 2000 collectively run communities which contain over 80 percent of
 

the rural population. Capital and services are delivered through an inte

grated, centralized network of technical and financial aqencies, while
 

promotional and organizing activities are undertaken through regional
 

and village-level development cominissions and political party units
 

of Chama-Cha-Mapinduzi, the national political party. The national development
 

agencies, therefore, are usually more technical than promotional innature
 

as compared to their counterparts in other countries, since they respond to 

technical and capital needs as these arise out of ongoing local-level develop

ment activity.
 

Planning for both general economic development and service delivery Is
 

participatory, with central agencies aggregating local inputs and deter

mining policies and resource allocations that are then directed down

wards. At the same time, rather strict control over both the economy and
 

the delivery of development-related services isexercised centrally. The
 

end result Isthus a mixture of centralization and decentralization inall
 

development activity. The most relevant point to be considered isthat all
 

planning and implementation of development activity involves a high level
 

of coordination among different central agencies and local officials (both
 

administrative and political) who are responsible to their respective communiti,
 

While development agencies are held technically responsible within their
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respective domair.s, they are not usually charged with direct outreach and 

promotional activities to the same degree as their counterparts in other 

African countries. Host development endeavors, including small produ'tion 

units, are expected to arise out of the decentralized promotional apparatus 

in place at regional and comnunity levels. 

Tanzania has not experienced as high a level of urban growth as have 

many African nations. This is in part due to the expansion of economic 

opportunities in the rural sector, as well as to strict social and legal 

controls on migration, with urban squatters in some cases simply shipped 

back to their rural areas. Migration 'n,s, of course, continue despite 

controls, and the problem of urban settlements is :-.obably undcrestimated 

by the government. Large comnunities with substandard housing and services
 

exist in:all major cities and, while the distribution of incomes is compara

tively excellent in Tanzania, general poverty is widespread.
 

The official emphasis on employment in Tanzania is not one of employ

ment creation per se, for within the socialist structure all citizens are 

understood to be employed in one capacity or another. Rather, stress is 

placed upon improvement in working conditions -- including increased in

comes to workers -- and greater self reliance. In this regard, the term 

"informal sector" isnot used in Tanzania. In the words of SIDO's General 

Secretary, "... in a sense, we consider the whole country to be one in

formal sector to be upgraded; we do not promote the dualism out 'f which 

the term 'informal sector' has arisen." Similarly, the term "industry" 

is used rather than the more capitalist term, "enterprise." 

Perhaps most importantly, the upgrading of small-scale industries is
 

viewed as a primary vehicle through which to achieve increased earnings,
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greater domestic production, stronger support to other economic sectors
 

(especially agriculture) and, ultimately, local cooperative self-reliance.
 

III. Project Description.
 

A. Program Goals. The Soall Industries Development Organization
 

(SIDO) was created by an Act of Parliament in 1973 to promote the creation
 

and growth of "small scale production ... in both urban and rural areas ...
 

to help in achieving the broader goals of self-reliance, balance regional
 

development and a high level of community and cooperative control over the
 

means of production." Within this context, small-scale industries are 

defined as "any unit whose control -- in terms of capital and know-how -

is within the capability of our people." These industries range in size 

from very small groups of artisans and school leavers (termed "small-scale 

industries" or "small-production units") to more developed, more highly 

mechanized cooperatives and worker partnerships in industrial estates 

(termed "larger small industries"). Major emphasis is placed on the in

creased production of goods and services and not on comnercial (i.e., 

retailing) activities. 

B. Brief History and Description. SIDO is a parastatal organization
 

which operates as a semi-autonomous arm of the Ministry of Labor. While
 

It is immediately answerable to only its board of directors, the board is
 

chaired by the Junior Minister of Labor and SIDO Is expected to coordinate
 

all activities with his ministry and other appropriate government entities.
 

(See General Structure and Operations.)
 

The organization was created with the strong backing of President
 

Nyerere, who retains an active interest In all SSI activity. It replaced
 

the National Small Industries Corporation, which had been in charge of
 



SSI*activities. SIDO's creation was viewed as both a gesture to emphasize
 

the importance of SSI development nationally and a means to expand pro

motional and technical support to this sector.
 

SIDO's major responsibilities in tevins of SSI assistance are to upgrade
 

local skills (both technical and managerial), introduce and diffuse tech

nologies (through both training and on-site technical assistance), provide
 

industrial and physical planning services, and assist in the procurement
 

and distribution of tools, equipment and scarce raw materials (,hrough a
 

central purchase and sup[ly service). While the organization is engaged
 

in general SSI promotion, its main role is to provide technical back-up
 

to ongoing promotional efforts taking place at local levels. (See Project
 

Activities.) Its only credit functions relate to equipment and raw materials;
 

SIDO does not engage in cash credits. Lending for start-up and working

capital purposes are the responsibility of banks, all of which are nationalized
 

and mandated to provide such credits.
 

In addition to its direct assistance role, SIDO is charged with all
 

national small-scale industrial planning -- including the planning and 

development of industrial estates. It also plays a strong advisory role with
 

the National Planning Conmission in the latter's formation of long-term
 

industrial strategies.
 

C. General Structure and Operations
 

1. Organizational Structure and Staffing. As a parastatal
 

organization, SIDO is headed by a ten-member board of directors, composed
 

of public ministry officials, party members and artisan association
 

leaders. (Diaqram 01iilustrates the structure of the organiza

tion.) The staff is headed by a General Secretary and by the directors of
 

*Small-scale industry.
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four departments: Accounting and Financial Administration; Research and
 

Planning; Traininand Marketing. The General Secretary, Mr. Basil
 

Mramba, has headed SIDO since its creation. Ileholds a degree in poli

tical science and has had over ten years experience in eiployment programs. 

The department directors are highly qualified technically; most have 

masters degrees and over ten years of work experience. SIDO has about 55 

pp,-ssional engineers and over 40 economists, most of whom are either 

Industrial economists or marketing experts. Staff salaies reflect 

those of the government in general in being rather low. The highest 

grade professionals may earn appr(iximately $500 per month (President 

Nyerere earns approximately $550 ?er month), with the average profes

sional salary being between $200 and $250 per month.
 

Outreach and most service delivery to Industries are carried out through
 

a decentralized system of Small Industries Promotional Officers (SIPOs).
 

Each of Tanzania's twenty regions has one SIPO team which consists of an
 

a marketing expert and an industrial engineer.
economist/coordinator, 


These SIPO teams are backed up by SIDO's central administrative and techni

cal staff in Dar-es-Salaam,which consists of about 40 professionals.
 

Training staff number approximately 180 and operate either in travelling
 

(for village and on-site training) or out of the twelve Tralning-cum-


Production Centers (TPCs) operated by SIDO. Other professionals are engaged
 

in economic and physical planning, equipment and material procurement,
 

teams 


industrial estate management, and goods and services procurement for govern

ment agencies. Total SIDO staff, including non-professional!*, totals roughly
 

400, all of whom are civil servants.
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2. Relationship with Other Programs and Institutions. SIDO
 

coordinates its efforts with a wide range of Tanzanian and international
 

developmient agencies, both public and voluntary. Its closest working re

lationships are with the Ministry of Labor, to which clients may be re

ferred for technical and vocational training, and the Department of Coop

eratives, through which most managerial training to small Industries is
 

delivered. In addition, it puts clients in touch with National Bank out

lets for cash credits and deals with all ministries in coordinating tenders
 

for the purchase of goods and services from small industries. As has been
 

stated, SIDO works in close coordination with all regional and community

level development-promotion entities, Including district and regional de

velopment commissions, local political party leaders, village and urban

community councils, local churches and artisan associations.
 

SIDO receives volunteers front a number of countries -- the
 

U.K., West Germany, Japan, Holland, and all Scandanavian nations. Volun

teers usually have technical backgrounds and are assigned direct training
 

and technical-assistance roles, mostly at local levels with production
 

units and/or training centers.
 

3. Role of Beneficiaries. While there is little direct bene

ficiary participation within SI0 itself, artisans and workers in general
 

play strong roles in the determination of local and regional-level develop

ment policies through their participation in arlisan associations, coopera

tive organizations and local political party chapters. As SIO plays mainly
 

a technical role, direct beneficiary participation in its activities are
 

not deemed essential. It was not directly ascertained what role clients
 

play in SIDO's planning at the national level. However, local consulta

tion and needs assessment were cited by staff as primary functions in all of
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SIDO's activities, and it could therefore be assumed that those processes
 

do impac, on policy formulation.
 

D. Funding and Expenditures. SIDO's funding is provided by both the
 

Tanzanian government -- through central allocations authorized by the parlia

ment -- and international agencies, with domestic funds composing sixty
 

perccnt of the total and international assistance the remainder. The major
 

international donors are DANIDA (Denmark), SIDA (Sweden) and various Dutch
 

development agencies. Funding has also been received from the World Bank
 

and UNDP. Published figures on the Tanzanian government budget for 1978-79 

show international grants to SIO totalling $3,484,770 (mostly from Scandanav

ian countries) and loans totalling $1,543,111 (from World Bank and SIDA).
 

These figures are probably lower than actual current support, as they do
 

not include in-kind equipment and organizational support assistance.
 

S100's total operating budget for fiscal year 1978-79 was approxi

mately $12.8 million. Of this, approximately $2 million was for operating 

costs (including salaries) and $10.8 million for direct development expendi

tures. The reported budget for fiscal year 1979-80 total roughly $18 million, 

with $2.2 million in recurrent operating expenses and $16 million in project 

development expenditures. The majority of development support allocations 

are targeted for the development of "larger small industries" and industrial 

estates; twelve such estates are being developed. Close to $4 million 

is allocated for construction costs, $8.8 million for equipment and machinery, 

$2.1 million for direct training and technical assistance, and roughly $1.2 

million for small-scale production-unit equipment and raw materials. The 

large capital expenditures allocated to physical development and equipmnent 

reflect the agency's movement toward "larger small industry" development over 

the last few years. The allocations toward training, technical assistance, 
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and small-scale production unit tools and equipment (totalling $3.3 million)
 

reflect continued SIDO support to small-scale production units. This con

tinued support to smaller-scale productlon units was confirmed personally
 

by SIDO's General Secretary.
 

E. Beneficiaries. lhere iscurrently no specific SIDO program aimed
 

exclusively at the urban sector. Its policies emphasize a balance of urban
 

and rural service delivery. At the present time, however, about forty per

cent of SIDO's clientele are urban based and a trend inthis direction will
 

be strengthened by the current planning of new Industrial estates for either
 

secondary towns or per-urban areas.
 

SIDO clients include members of all Tanzanian ethnic and religinus
 

groups. While exact figures on client incomes upon entering the SIDO pro

gram were not available, they were cited as being less than $40 per month
 

on average and as low as $5per month inthe case of school leavers. Al

though criteria for client selection differ by program, Itwas repeatedly
 

emphasized by staff members that, consistent with all government policy,
 

primary consideration inall cases isplaced upon economic need (see
 

Project Activities). It is assumed by the agency that assistance to small

scale producers (not retailers) inevitably reaches the poor. Given the
 

general level of poverty inTanzania outside the commercial sector, this
 

isno doubt substantially true.
 

Most of the entities being serviced by SIDO are small groups of
 

artisans, since the movement toward promotion of "larger small industries"
 

has only occurred during the last few years. These smill groups are a mix

ture of existing SSIs and newly initiated units which have arisen either
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independently or as a result of direct SIDO promotion. SIDO skill acquisi

tion programs are aimed mostly at youth, especially school leavers,
 

whereas skill-upgrading training and general SSI assistance are aimed at
 

all Tanzanians engaged In independent production. The male-to-female ratio
 

of clients receiving training is 2.5 to 1, and this ratio was cited as being
 

generally representative of all SIO clientele.
 

F. Project Activities
 

I. General Approach. SIDO's activities in support of SSI creation
 

and growth are broad and comprehensive. In all cases, its promotion and
 

service delivery is responsive in nature and planned on the basis of an
 

assessment of a) local SSI assistance needs and b) local demand for SSI
 

goods and services. These assessments are continuous, and are done on
 

both a general and case-by-case basis. For example, when SIDO first
 

initiated activities it carried out surveys of urban-based SSs to elicit arti

san views on assistance needs. The majority of responses to this survey
 

indicated that tools, equipment and raw materials were the most immediate
 

needs of small producers, and SIDO has In large part focused on the
 

delivery on these inputs. SIDO continues to elicit local artisan needs on
 

a regional basis,both fonzially through surveys and informally through
 

reg[,:,' contact with clients.
 

At the same time, surveys and issessments of local demand tor 

different SSI goods and services are carried out to identify local marketing 

potential of various qoods and services. The resulting demand analyses deter

mine which types of production units are to be promoted, and which skill areas 

are to be emphasized in the areas of training and technical assistance. 

Lastly, feasibility studies are carried out on each SSI which
 

is seeking assistance. These studies,or "profiles," for sr.mal'i
artisan groups
 

take into account local demand for the products in questioi, the skill
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levels (both managerial and technical) of the artisans, and the appropriate

ness of the technology being utilized inproduction. Additional considera

tion isgiven to the availability of local resources to support the producers,
 

Including raw materials and maintenance and transportation services. These
 

analyses are used to determine whether or not a particular small industry
 

isviable and to form a base of information upon which appropriate assistance
 

inputs are determined.
 

SIDO's specific assistance activities will be discussed under
 

the headings of promotion and selection; technical and managerial assistance;
 

financial and material assistance; and training.
 

2. Promotion and Selection. SIDO's promotional role involves both
 

responding to requests for assistance from existing artisans and SSIs and dir

ectly creatinq small industries to fulfill local demand. In the latter case,
 

data on local demand isreviewed and, ifcertain necessary products are not
 

being locally produced, SIDO will directly promote the creation of apprupri

ate Industries -- often on its industrial estates. SIDO's promotional activi

ties according to the demands of these different roles, and thus will be
 

discussed separately.
 

a. Direct promotion of SSIs. Inthis work, SIDO will plan
 

the appropriate production process for the industry inquestion, assist in
 

acquiring the physical plant, procure the initial equipment and raw materials,
 

and recruit both local workers and technical specialists to work with the
 

industry typically for a period of two years. Such industries may be "larger
 

small industries" inregional industrial estates or small village or local
 

SIDO will often recruit workers for
urban-comnunity production centers. 


these new industries through advertisements and published notices which are
 

sent to local development commissions, training institutions, representative
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comunity councils and schools. The selection of workers is made by the
 

local promotional team in conjunction with the technical personnel directly
 

responsible for the industry. In all cases, economic need, together with
 

some experience or training in a related skill area, forms the basis for
 

selecting Individuals for inviediate employment. The determination of need 

is based on one's level of income, number of dependents, age, and family 

educational aridfinancial background.
 

In many cases, skills training must precede the establish

ment of such industries. In such instances, trainees are recruited from
 

local coninunities to attend either regional vocational training institutes 

or SIDO's Training-cuin-Production Centers with the understanding that they
 

will return to their respective conmunities to work In the new industries
 

(see Training). This training currently serves roughly 2,000 technical
 

trainees per year; this is in keeping with plans that call for the eventual 

establishment of over 8,000 new cominunity-level industries nationwide. 

These smaller, local-level industries employ from five to seven workers in
 

rural areas and ten to fifteen in urban coiinunities; larger small industries 

employ up to 45.
 

b. Industrial estates. Many of the larger small industries
 

initiated by SIDO are planned as part of the develoinnent of regional indus

trial estates. There are currently three operating estates in Dar-es-Salaam,
 

Arusha and Dadoma, with twelve additional estates under development. As 

stated earlier, SIDO has allocated large amounts of capital for industrial

estate industries (see Funding). lhile labnr-intensive, these larger small
 

industries are more heavily capitalized, in terms of equipment and physical 

plant, than their smaller, coninunity-level counterparts. They are created
 

to generite employment while providing goods which are currently imported 

and must be produced with more sophisticated technology than those 
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turned out at the artisan level. The Dar-es-Salaam industrial estate, for
 

example, contains a foundry, a metal-work shop, an eyeglass-frame shop, a
 

furniture-production shop, a central machine shop, and a chain-link fence
 

production shop.
 

The Dar-es-Salaam estate consists of twenty distinct physi

cal plants available for small industries, with a ten-person central adminis

trative and technicai staff and an on-site equipment maintenance and repair
 

shop. There are currently thirteen industries operating within tne estate,
 

employing between five and forty-five people, or an average of twelve per
 

Taken together, the three operating industrial estates incorporate
industry. 


approximately 45 industries of varying size which employ a total of 650 to
 

700 people.
 

While SIDO maintains no equity in any supported ventures,
 

it grants Industrial-estate industries subsidies in the provision of plant
 

and equipment and intensive technical assistance. Rent of physical facili

ties may be subsidized for up to two years, and a technical expert isoften
 

a full-time basis to oversee production and management and provide
retained on 


ongoing training to workers. If Tanzanian experts are not available for the
 

particular Industry in question, expatriates are used (often as part of a
 

Management and
foreign assistance program) while a Tanzanian is trained. 


accounting assistarce is provided to these industries by industrial-estate
 

staff. Assistance in the form of equipment and raw materials is provided
 

through SIDO's equipmc i hire-purchase program and raw-materials supply divi

sion (see section on Material and Fquipment Provision below). Like all SIDO

promoted entities, larger small industries both within and outside Industrial
 

estates are usually organized as either cooperative or worker-managed partner

ships.
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c. Responsive assistance. As one of its major activities, SIDO
 

provides assistance in response to requests from existing artisans. These
 

services are open to any Tanzanian engaged In self-employed production activi

ty, ind are promoted through radio and newspaper advertisements and frequent
 

contact with all local development, adininstrative, 	and political entities.
 

The promotional information distributed by SIDO explains the assistance
 

services available and urges potential beneficiaries to contact regional SIDO
 

promotional teams either direct'y or through local 	development conmissions.
 

SDO will only assist producers who work collectively in
 

groups of at least five people. This requirement is the same for all small
 

client industries regardless of size. According to senior SIDO staff, this
 

policy is followed to 1) ensure maxinum labor utilization among all assisted
 

entities; 2) facilitate service delivery and thus assist more clients per
 

man-hour of assistance; 3) streamline management and production processes; 4)
 

lower costs incurred in raw-material procurement and marketing; and 5) allow
 

for the formation of group mechanisms for the guarantee of credits. SIDO
 

policy, however, is to assist all needy Tanzanians engaged in self-employment.
 

Therefore, when individual artisan. approach field 	staff, they may be referred
 

to existing group production units engaged in a similar trade within their
 

locality. At the same time, field staff from both SlOG and local develop

ment agencies are continually organizing 3roups of artisans in the same
 

trade areas to form collective production units.
 

3. 	Organizational, Managerial and Technical Assistance.
 

Once contact
a. Organizational and management assistance. 


is established with the beneficiary group -- 0hether it be a SIDO-initiated
 

industry or an self-established group -- regional SIDO staff assist the
 

beneficiaries in gaining legal status, either as a cooperative or as a
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This isdone to qualify them for reprivate, worker-managed partnership. 


for working capital or equipment, as well as additional
ceiving bank credits 


services from other public agencies.
 

Initially, SIDO advised most assisted production groups
 

to adopt cooperative status, as co-ops are eligible to receive on-site
 

managerial and accounting assistance from Department of Cooperative field
 

Over the
agents and low-interest credits from national cooperative banks. 


last four years, however, SIDO has begun to promote worker-partnership
 

structures along with cooperatives. According to staff, SIDO has made this
 

regulations and bureaucratic "red tape"
change bccause of the complex 


surrounding cooperative operations. For example, co-ops must have the
 

co-signatures of Department of Cooperative field agents on checks and bank
 

withdrawals, and must conform to rather stringent management strurtures
 

SIDO has concluded that cooperative structures
and administrative systems. 


can work well for larger, more established groups of producers which can
 

Given current Tanzanian
 benefit from centralized administration and inputs. 


that the co-op system
regulations and controls, however, itdoes not feel 


lends sufficient flexibility and autonomy to small production units in
 

Such units must often alter their production and
 their formatlwL stages. 


management style until an optimum system evolves.
 

Inmany cases, therefore, a worker-partnership arrange

ment has proven to be more approrpiate, especially for new groups of arti

used to working together. While these partnerships have
 sans who are . t 

many of the democratic elements often found incooperatives -- such as 

elected, chosen or rotating managers and equal incomes -- they also have 

status (thegreater flexibility then co-ops inachieving legal 


registration process, for example, is faster and less complex) and in
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stituting and P-'_.rIng accounting systems (there are less controls on
 

the accounting and expenditure of income). Despite being able
 

to receive credits and services from cooperative sources, they have also
 

demonstrated, according to SIDO, a greater ability to "get off the ground"
 

by efficiently utilizing available inputs (they do qualify for SIDO and
 

bank credit) and "feeling their way through" to the adoption of the most
 

appropriate production and management systems. It should also be noted
 

that, over time, worker-partnerships can change to coeperative status.
 

While the client group is gaining legal status, SIDO 

field staff continue to assist it in designing and implementing a managerial 

The group is usually advised to select members toand production system. 


be charged with accounting and management responsibilities, with the number
 

of individuals selected for these functions varying with group size; for
 

groups of less tilan ten, however, members do not serve "Inan administrative
 

capacity on a full-time basis. Follow-up training and on-site management
 

assistance are then focused on these members, creating an efficient delivery
 

system for the upgrading of a groups' capabilities in these areas. This
 

has been cited by SIDO as a major advantage of grouping.
 

SIDO policy is to nake local SSIs as independent as possible
 

in the shortest period of time, delivering increasing levels of assistance
 

they continue to demonstrate their feasibility at each
to these units as 


stage of their growth. Initial on-site accounting and management assistance,
 

provided by either S!DO 'jr Department of Cooperatives field staff, focuses on
 

a simple "in-out" cash accounting system. After management assistance is
 

can be referred to the regional training institutes of
initiated, clients 


either the Department of Cooperatives or the Ministry of Labor for further,
 

more intensive skills upgrading. The decision to refer clients for
 

on the basis of progress made by the production
intensive training is milde 
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group as a whole. Continued training isprovided through local, small

group courses conducted by Department o Cooperatives agents. As the group pro.
 

gresses further and more sophisticated assistance is required, one to three meml
 

charged with management duties may be referred for more intensive training.
 

Such training isfree of charge to clients and usually of three months'
 

duration.
 

SIDO's management and accounting assistance program has
 

recently intensified. Initially, itrelied upon Department of Cooperatives
 

staff for most of the extension work, but, because of increased management
 

needs and the proliferation of non-cooperative groups, SIDO iscurrently
 

Initiating a small management training institute. The first function of
 

this institute, which is receiving assistance from Holland, will be to
 

produce a Swahili-language accounting and management manual for use by
 

both field staff and local production units. Currentlyall such materials
 

are available only in English.
 

b. Technical assistance. SIDO's technical assistance is
 

provided, inconjunction with management and accounting assistance, by re

gional field staff and, when necessary, by central technical staff and/or
 

consultants. Itis planned on the basis of the initial feasibility profile
 

of the client unit, which details its particular technical assistance needs.
 

Its focus isgenerally on the design and organization of production processes;
 

technology transfer; and the upgrading and maintenance of tools, equipment,
 

and physical plant. In the first stages of the program, clients are advised
 

on efficient group production techniques, including division into sub-units
 

of individuals and small specialized groups. On site assistance then focuses
 

on these sub-units. As the production unit progresses and enlarges,
 

selected members may be referred to SIO and Ministry of Labor regional
 

vocational training centers for intensive technical skills upgrading.
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At the same time, assessments are made of the work group's
 

tools, equipment and physical plant. Reconmendations are made regarding
 

new toolsand equipment needs, leading in some cases to applications by
 

clients to SIDO's equipment hire-purchae program; raw material needs are
 

handled ina similar fashion. Physical plant upgrading is viewed as a
 

primary concern by SIDO only after equipment and raw material needs are
 

satisfied. Once groups reach a certain size and level of sophistication,
 

they may be either reconmended for a plant within an industrial estate
 

or referred to a bank for credit to upgrade facilities. This process is
 

utilized for all client groups except for SIDO-initiated larger small
 

industries for which initial equipment, materials and physical space are
 

procured from the outset.
 

Within the S1DO promotional team, it is the industrial
 

engineer who is charged with carrying out preliminary technical feasibility
 

assessments and providing on-site technical assistance. His particular
 

responsibilities are in the areas of production organization and
 

the procurement, installation and maintenance of equipment.
 

Central technical staff are also available for both consultation and the
 

delivery of direct technical assistance when necessary. Many of these
 

technicians have either equipment or trade-area specializations and can
 

provide either case-by-base or region-wide assistance in a particular
 

product or service area. For example, a mechanical engineer may be called
 

in to advise on the specific type of equiptnent needed to upgrade a local
 

construction unit, while a specialist in agro-processing may be assigned
 

to a particular region for one year to provide assistance to a number of
 

local food-canning industries.
 

At the same time, one of SIDO's major goals is to act as
 

a conduit for the transfer of technology -- both internationally and
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intranationally. This role isplayed ina number ways. The research and
 

planning division iscontinually monitoring technical developments inlabor

intensive production processes and equipment that are relevant to Tanzania'
 

consumer and industrial needs. Technological information isassessed and
 

disseminated to SIDO regional staff through in-house publications and
 

training seminars; in turn, field staff advise client groups on new produc

tion techniques and the availability of affordable and efficient tools
 

and equipment.
 

SIDO also has an appropriate technology research, develop

ment arid dissemination unit inArusha. This unit develops A.T. equipment
 

(much of itenergy-related), introduces these innovations to local villages
 

and SSIs, and evaluates their efficiency and adaptability inlocal,
 

usually rural, environments.
 

As a further effort to introduce production technologies,
 

SMIO sponsors and coordinates "sister industries" projects with
 

Inthis program, small industries are initiated
Scandanavian countries. 


with the assistance of established firms from the aonor nations.
 

The types of industries promoted Inthis program include a foundry,
 

cutlery production unit, and an eyeglass manufacturing unit. Equipment,
a 


technical assistance, and employee training are provided by the parent
 

Industry, with SIDO providing physical plant and materials on a credit
 

basis to the new industries. This program isessentially part of SIDO's
 

"larger small industry" development program, but iscited as a major
 

The largest concentration of
technology transfer and training effort. 


thEse industries -- twelve to fifteen -- Is in the Arusha region.
 

4. Provision of Haterials and Equilient. All transfers made unde
 

SIDO's loan program are made in-kind inthe form of either tools and equip
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ment. Scarce raw materials are made available to clients through a central
 

supply system, but on a cash-payment basis. As stated previously, cash
 

credits for working capital are made by SIDO,
 

The reasons for this approach are two-fold. First, SIDO's
 

initial research on SSI needs (undertaken inurban settings) identified
 

tools, equipment and raw materials as the primary needs of artisans.
 

Second, itisSDO's intent to encouraqe client groups to rapidly become
 

independent. Inthe general secretary's words, SIDO attempts to "wean
 

clients from our assistance as soon as possible." Itis for this reason
 

that no cash loans, including working-capital credits, are made by the
 

agency available. Rather, clients are encouraged to approach national and
 

cooperative banks for all cash and working-capital credits. Inline with
 

this policy, Tanzanian national banks are mandated to lend to small indus

tries, and do so at interest rates averaging about 7 1/2 percent. SIDO
 

staff, however, are not fully satisfied with the response of national
 

banks to the needs of small artisan industries, claiming that collateral
 

requirements are insome cases too conservative. Regional field staff
 

assist clients inapproaching banks, preparing loan applications, and
 

making use of the group guarantee mechanism as the primary means of secur

ing credits.
 

a. The hire-purchase program makes tools and equipment avail

able to clients on a credit basis. Production groups are advised on equip

ment needs by SIDO field staff, who also assist them in the application pro

cess. The information required for application Includes the type and size
 

of the Industry, its total assets, its level of production capdhility, and
 

its financial history. The application must first be approved by the local
 

District Development Conission; it isthen passed on to SIDO headcuarters
 

where it isreviewed by senior technical staff. The approval decision is
 

made on the basis of client need and the overall capability of the applying
 



129
 

production unit. Feasibility studies accompany each application and
 

contain the basic information used to evaluate the applicant.
 

Other than physical assets, group guarantees are used
 

to secu-e the loans. Once an application isapproved, the client signs
 

a repayment guarantee in the presence of a 
magistrate. Incase of default,
 

the equipment isrepossessed by SIDO and made available to other groups.
 

Simple tools, such as manual equipment for carpentry, tailoring and shoe

making, are provided inkits. 
 Such kits, as well as simple tonls and
 

domestically produced machinery, are delivered to clients within three
 

months. The delivery of larger, imported machinery, such as lathes and
 

drill presses, takes six months to one year.
 

A ten-percent down payment isrequired on all 
hire-purchase
 

loans. This cash down payment may be borrowed from banks. The balance
 

of the loan isrepaid over a five-to-seven-year period, depending on the
 

size of the loan and the Lash-flow projections of the work group; there is
 

usually a one-year grace period. Repayments are made either quarterly
 

or bi-annually.
 

To cover SIDO administrative costs, an interest charge to
talling five-percent of the face value of the loan Isdemanded of all 
clients
 

Repayment ismonitored by regional 
teams and managed centrally InDar-es-


Salaam. Failure to meet payments first results inan inquiry by field
 

staff; failure to meet two consecutive payments results Inan official
 

warning letter. Continued failure to make payments finally results inthe
 

repossession of equipment.
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Approximately fifty equipment loans are made to production
 

units each year and, as of May 1979, 273 such credits were reported to have
 

been extended. The loans range In size from $1,000 to $50,000, with the
 

average loan size at approximately $5,500. As the average client group is
 

reported to have twelve members, the average loan breaks down roughly to
 

$460 per individual. Adjusted for interest, repayments per year average
 

$1,150 for a qroup of twelve over a five-year period, or $95 per member.
 

Only about forty of S100's loans have been in arrears at one time or another,
 

and there have been only three defaults resulting in repossession.
 

While information on the breakdown of loans by trade areas 

and the types of equipment purchased was not available, it was reported 

that the smaller loans which were made were extended primarily to such trade 

areas as shoe-making and repair, welding, carpentry, tinsmithing. weaving, 

tailoring, miaize grinding and vegetable canning for the purchase of
 

simple tools and equipment. The types of groups receiving loans are the
 

following:
 

Village-level industries 121 loans*
 
Worker partnerships 73 loans
 
Cooperatives 56 loans
 
District nevelopment Corporations 9 loans
 
Other 14 loans
 

Approximately 120 of the loans have been made in urban or
 

perl-urban areas, while 31 have been made in Oar-es-Salaam. rhese figures
 

do not include $360,G0 in credits have been made available in 1978-79
 

to seventeen industries on the Arusha estate from a special Swedish loan
 

fund.
 

*Villaqle-level Industries are usually worker-partnerships,
 

but may also be cooperatives.
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SIDO also acts as an intermediary in the purchase of
 

equipment for medium-scale industries. In this program, equipment worth
 

up to $100,000 can be acquired by an established industry. No credit is
 

extended by SIDO in this program. Twenty percent of the cost of purchase
 

must be paid in advance by client industries and five percent must be
 

deposited ina bank as insurance of payment upon delivery. Rouqhly $9
 

million in equipment is purchased through this program each year.
 

b. Raw materials procurement program. This service was ini

tiated to make scarce, imported raw materials available to SSIs at whole

sale prices. 
 Such materials Include steel wire (for chain-link fencing)
 

sheet metal, angle iron, plastics, certain types of yarns, and various chem*
 

cals, such as dyes. The program operates as a revolving fund, but not on
 

a credit basis. Clients place orders through District Development Coimnis

sions and SIDO promotional teams. These requests are passed on 
to the
 

central supply officer in Dar-es-Salaam, where they are compiled and the
 

necessary materials are ordered in bulk. Clients pay 25 percent of the tota
 

estimated purchase price upon ordering and pay the balance plus a five

percent handling charge upon delivery. Delivery usually takes two to three
 

months.
 

The total amount of capital allocated for SIDO's upfront
 

purchasing of materials supplies is $115,000. According to staff, the pro

gram is currently meeting only one-quarter of client demand for raw material
 

and the amount of capital allocated for purchasing should therefore be in

creased substantially.
 

5. Training. SIDO offers both technical and mangerial training.
 

The types of training offered and the selection criteria for the acceptance
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of trainees differ with the age of clients, the technical complexity of
 

the trade area In question, and the needs of the local community. In all
 

cases, however, training is geared toward self-employment in trade areas
 

whic, address local economic needs. As part of thLr ongoing activities,
 

regional promotional teams assess both artisan training needs and demand 

for different goods and services at local levels. Onithe basis of these
 

ongoing assessments, decisions are made at the regional level regarding
 

the trade areas upon which training should focus and the type and Intensity 

of training needed in these different skill areas. This approach to the 

planning of training programs Is based on the twofold objective of upqrading 

artisan skills while insurinq that necessary qoods and services are supplied 

within local communities. To ensure the coordination of training with 

other SSI-development activities, SIDO training staff are diffused through

out all departments. In addition, each region has a training officer who 

plans all training programs in consultation with the regional promotional 

team. 

a. Management training. As stated previously, management
 

assistance is delivered on-site to clients by regional promotional teams.
 

More Intensive training is delivered to work group members by Department
 

of Cooperatives personnel. Management training Is also carried out at
 

regionil vocational cetners operated by the Ministry of Labor. In these
 

cente.", training in elementary accounting and managemient is given along 

with technical skills training. In recoqnitlnn of the increasing need for 

management training among SSIs, plans are currently being made by SIDO to 

form its own mangenent training Institute. The institute would provide 

training to production-unit managers and develnp training materials for 

use In local-level training and on-site assistance.
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b. Technical skills training. SIDO technical training Is
 

carried out for the purpose of both skill upgrading and the acquisition
 

of new technical skills. In the case of employed artisans, training to
 

upgrade skills is provided either through short courses of one-to-six
 

months' duration which are offered at reqional wvcational centers or
 

through on-site group training provided by SiO technical trainers.
 

Basic skills training Is focused on youth, especially
 

school leavers. Most of this training is provided through Training-cue-


Production Centers (TPCs). There are currently twelve such centers 
located 

in regional capitals. The courses in each TPC are determined by SIBO 

regional teams, which reconmend the adoption of certain courses on the 

basis of local demand surveys. Trainees who attend regional TPCs are
 

recruited from local communities in groups of three to five per trade area.
 

They must have legitimate economic need, be literate, and possess certain
a 


minimum level of physical dexterity. Local officials must guarantee physi

cal space and, if need be, working capital for these recruits before they
 

are accepted for TPC training. Group recruitment and local sponsorship
 

are required as a means of ensuring that the investment made in training 

will result In the availability of necessary skills and products in lerai 

communities, and that there is local commitment to the developm(ent of SSIs. 

TPCs differ from Regional Vocational Training Centers in
 

that they are oriented toward self-employment and carry out training In 

conjunction with production. Trainees work in groups under the tutelage 

of a skilled artisan and begin to produce marketable goods and services 

after the first three months of training. Income from the marketing of 

TPC products covers approximately 30 percent of SIOO's youth-training costs. 
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This defraying of costs is considered to be crucial, since all training
 

in Tanzania is free to participants and all costs are absorbed by the
 

government.
 

Beginning trainees receive at least six months of training,
 

and training can last up to two years. No certificates are awarded to
 

trainees upon course completion, as the program is meant to be informal.
 

After training, the trainees are expected to return to their comunities
 

and either initiate or join a production unit in their specific trade area.
 

It is the responsibility of the regional SIDO team to follow up with TPC
 

graduates upon their return to their communities and to offer assistance,
 

especially In the acquisition of tools through the hire-purchase program.
 

On average, each TPC covers three trade areas, with 60
 

trainees and three senior instructors in each area. The tGtal number of 

trainees clirr,;Liy attending the twelve TPCs is approximately 2100. A 

specific breakdown of trainees by trade area was not available. The major 

training areas cited, however, were handicrafts production, carpentry, 

metalwork, weaving, vegetable-oil production, and soap manufacturing. Other
 

trades covered include leatherwork, carpet production, bamboo craft, and
 

lime manufacturing.
 

Training In heavier industries, such as foundry and cutlery
 

work, is carried out through apprenticeships within industrial estates.
 

Currently, SIDO employs six hiqhly skilled foremen in industrial-estat

production units who train groups of apprentices. These apprentices are
 

recruited and selected in the same manner as their TPC counterparts.
 

6. Marketing. For the most part, SIDO clients are expected to
 

market their products either within local communities -- in response to pre

determined demand -- or through Regional Trading Centers operated by the 
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government. 
Direct marketing assistance by SIDO staff has not been
 
viewed as a priority, and such assistance usually takes the form of 
advising clients on the determination of appropriate levels of output 
to satisfy local demand. The actual marketing of products is left up 
to the production units themselves.
 

SIDO does, however, offer marketing assistance by securing 
subcontracting arrangements for small industries and by offering tenders 
for government procurement of SSJ products. Subcontracting is arranged 
mainly In the leather and textile industries, with SIDO working out subcon
tracts for small production units with larger domestic and international 
corporations. At the same time, SI00 accepts orders from various govern
ment ministries for the procurement of SSI products and, in turn, offers
 
contracts to be bid upon by small 
Industries. 
 These contracts for the pro
curement of products, such as school equipnent, office furniture, fencing, 
and wiring are distributed to field staff and advertised in newspapers. 
Preference Is given to small local firms which cannot normally compete 
with larger industries. -These production units are assisted in planning 
their production to fulfill procurement orders, and ca,i make use of 5100 
assistance in acquiring raw materials. 

7. liandicrafts. SIDO has a special proqram through which it as
sists artisans In the production and marketing of handicrafts. A handi
craft division within SIDO provides handicraft production units with physi
cal space, tools, equipment and product-design assistance. This division 
operates a handicraft estate In Dar-es-Salaam which houses over 200 artisans 
who work In units of three-to-five persons. 
 The estate's staff provides
 
management assistance to production units and makes tuols and raw materials 
available on a credit basis.
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To assist in the marketing of handicrafts, SIDO has created
 

a subsidiary organization -- lANDICO (Tanzanian Hand-craft larketing 

Corporation). HANDICO is an independent corporation with a board of
 

directors composed of participating artisans, tourist officials and
 

SIDO marketing personnel; the Board is chaired by SIDe's director of
 

marketing. This firm searches out domestic and international markets, 

accepts orders from wholesale and retail dealers, and tills these
 

orders through bulk purchases from artisan production units thronghout 

Tanzania.
 

HANDICO attempts to Increase artisan productivity and Incomes 

through identifying profitable lines of handicraits and then ordering 

these products in hulk from the production groups. The groups are then 

able to systematize their production around a few items h a marketfor whi' 

is guaranteed and make bulk purchases of raw materials to 
fill orders.
 

Major items marketed by IIANDICO include wood carvings, batiks, tie-dye
 

fabrics and Llothing, traditional baskets and Je'wvelry.
 

IIANDICO currently employs approximately 40 people, and has 

average monthly sales of $54,000. Handicrafts are purchased from over 

400 artisans, and there are 245 people currently being trained in handi

craft production -- both within TPCs and in apprenticeships with experi

enced craftsmen. 

.G. Future Plans 

SIIO is currently finalizing its next five-year plan, which covers 

SSI develolent in three different areas: industrial-estate factories; 

private, "larger small" industries;and smaller, artisan-level industries. 

Within the last two categories, five-year investments totalling $45.5 

millin are being planned to create approximately 25,000 jobs. Approximately 
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700 "larger small" industries which are to be developed or assisted out

side Industrial estates will absorb $32 million In Investments and pro

vide 16,000 jobs. Over 3000 small, coinunity-level production units will
 

also be developed through a total investment of $13 million, with the 

expectation that at least another 9000 . hbs will be generated in the 

process. Sixty percent of SIDO's support activities are slated to he
 

focused on rural areas and forty percent on urban and per-urban areas.
 

Based on past experience, it is expected that half of SIDO's finances 

will go toward the purchase of tools, equipment and raw materials, with
 

the remaining fifty percent being invested in training and technical
 

assistance.
 

There are no current plans to institute any special program aimed 

at the urban poor, as SIDO maintains that this sector of the population 

is already serviced by the organization as part of its ongoing activities.
 

According to the general secretary, however, SIDO can receive and utilize
 

funds earmarked for specific projects or sectors as long as they cnnfonn 

to established goals and policies. Thus, funding specified for use in
 

urban or perl-urban areas could be utilized by SIDO In carrying ouL. its
 

future plans.
 

II. ! lac t 

According to SIDO estimates, up to 5000 small industries have 

been assistEd either directly or indirectly at one time or another. It 

is further estimated that these industries provide employment to approxi

mately 25,000 Tanzanians. In addition, roughly 2000 people per year re

ceive technical skills training. Calculating that all program beneficiaries
 

continue to receive some degree 3f assistance, it is estimated that recur

rent operating costs and technical assistance and training expenditures
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together averaged less than'$200 per individual in 1979. As SIDO does
 

not regulate SSIs nor dispenses cash credits, it does not keep close
 

check on its clients' financial performince or collect figures on client
 

incomes. (Data on client p rformance. however, is currently being col

lected as part of an evaluation scheme.) Various estimates by SIDO staff
 

place small-production-unit worker incoms at between $60 and $75 per
 

month. In addition, SlDO estimates that ten percent of Tanzania's GNP
 

is produced through such industries.
 

Short site visits were made to the Dar-es-Salaain industrial estate and
 

over fifty work groupsall artisan-production cooperative comprised of ill 

central Dar-es-Saldam. In both sites, and particularly in the case of the
 

artisan cooperative, clients certainly apFeared to be representative of the
 

urban poor, and relations between SIDO staff and clients were excellent. Ad

ditional interviews with SILO field and administrative personnel left the
 

firm impression that they were highly motivated and serious about their work.
 

IV. Analysis
 

An analysis of SIDO's support of small ilidustries is presented in the
 

following points:
 

1. SIOO represents a relatively large-scale effort to promote the
 

develolnent of small-scale industries on a nationwide base. As such, its
 

goals encompass the increasing of domestic production and the provision of
 

essential goods and services at local levels, in addition to the generation
 

of employment and income. It therefore promootes both "larger" and "smaller"
 

small-scale industries. The program is somewhat unique in comparison to
 

its public counterparts in other nations, however, in that, consistent
 

with Tanzanian policies, it places greater emphasis on meeting these goals
 

through the collective mobilization of the poor at local levels.
 

Given the Tanzanian context, it is impossible to analyze SIDO in
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isolation, as the agency essentially plays the role of a technical con

duit In a national attempt to generate self-reliant, worker-controlled
 

Industries in all sectors of the economy. It is an Integral but small
 

part of a broad, decentralized model of development and is thus highly
 

dependent on the local promotional, financial and administrative functions
 

of other agencie,, and organizations in the Tanzanian syst-m. Its success,
 

therefore, is lirgely dependent on the success of the whole Tanzanian 

development model.
 

An er.ormous amount of research has been (one on this model, and 

a prolonged discussion of the strengths and weaknesses of Tanzania's de

velopment process is heyond the scope of this analysis.* There are, how

ever, two salient points which should be noted. rirst, there are few
 

countries in which public policy supports development of and by the
 

poor to the same extent as in Tanzania. The pursuit of development from
 

the bottom up is, in fact, the dominant national pri, rity. Second, this
 

policy support has been translated into a high level tf promotional and
 

organizing activities at local levels, both rural and urban. This local
 

promotional activity in turn provides a sound basis for reaching the poor
 

with the delivery of various types of assistance. Taken together, the
 

policy and local organizational support afforded by the Tanzanian model
 

make possible a much broader approach to directly assisting the very poor
 

than is possible in most countries.
 

This does not mean, however, that SIDO is totally free from promo

tional responsibilities or that the Tanzanian system always works to the
 

benefit of the very poor. According to SIDO'r general secretary, one of
 

the organization's major challenges is to establish trusting relationships
 

*A sound analysis of Tanzania may be found in "A Critical Assess
ment of the Tanzanian Model of Oevelor'nent," by R. Blue and J. Weaver
 
(Reprint no. 30, Agricultural Development Council, New York, N.Y.. July,
 
1977).
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among poor artisans, who often distrust formal, public-sector development
 

efforts. At the same time, the hesitancy of national banks to take risks
 

in extending working-capital credits to small work groups can undermine
 

SIDO's promotional efforts. Still, in pursuing its SSI assistance efforts,
 

SIDO enjoys a level of political and organizational support far above that
 

found in most African countries.
 

2. The great deal of attention paid by SIDO to analyzing local demand
 

In the process of promoting SSIs isdue to its policy of ensuring a) that
 

local consumer needs will be met, and b) that assistance will be extended
 

to local industries which are feasible. This assessment of demand seems
 

crucial to the selection of appropriate trade areas to pronte through on

site assistance, training, and credit extension, and is undertaken prior
 

to the delivery of assistance in all cases. This up-front work could well
 

be related to the very low default rate of the credit program and certainly
 

contributes to an efficient use of assistance resources.
 

3. SIDO's policy of only assisting groups of five or more people
 

allowsit to extend direct assistance to a far greater number of beneficiaries
 

than would be possible on an individual basis. In addition, the grouping
 

of clients allows for the informal sharing of skilis, the differentiation
 

of production and management functions, and the formation of bulk-purchasing
 

and local-guarantee mechanisms within production units. The differentiation
 

of functions in turn allows the amount of management assistance and training
 

that is required to get a small production unit going to be cut down.
 

4. Although it is a large organization, SIDO is able to get assistance
 

down to local levels because for a public agency, it is relatively decen

tralized and has been allowed to operate with a significant degree of
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autonomy. While the agency must coordinate its activities with other
 

entities, it Is directly responsible only to its own board of directors
 

and is rree to select appropriate assistance methods as it sees fit. This
 

autonomy has allowed SIDO to develop Its assistance methodoloqy in
 

response to local SSI needs, which are continually being discovered. At
 

the same time, SIDO's regional field staff are extended significant
 

latitude in determining tiletype and amount of assistance to be delivered
 

on a case-by-case basis.
 

5. SIDO attempts to promote as much independence as possible among 

clients. In order to "wean" clients from its assistance, it does not 

hold equity in any supported ventures, does not extend cash credits (thus 

forcing clients to deal with the natiunal banking system), and delivers 

only indirect marketing assistance. SiDO also limits its involvement in 

these areas because of the policy- and institutional-support mechanisms -

such as "people-directed" bank lending policies and regional marketinq 

facilities -- which are in place in Tanzania. However, as stated previously, 

problems have arisen in regard to these support mechanisms, and SIDO is, 

to some extent, being forced to adopt an advocacy role In attempting to 

leverage increased cooperation ar.doutside support for SSI development. 

It is also important to note SIDO's problems with promoting the creation of 

new production units in cooperative form which w-ll rapidly become self

sustaining. Rigid administrative and legal requirements facing cooperatives
 

in Tanzania seem largely responsible for these difficulties. To the extent
 

that such requirements exist in other countries, Itmay be preferable not
 

to convert work groups of very poor peopl,. Into cooperatives during their
 

formative staqes of development.
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6. The in-kind credit scheme for tools and equipment operated by
 

SIDO seems to work well, as evidenced by its extremely low default rate.
 

In large part, the success of this scheme may be due to the feasibility
 

studies which are carried out on each group applying for credit. As
 

these studies are carried out to determine the total needs of each as

sited client, other types of services are usually delivered prior to the 

extension of equipment credit. This is also helpful in ensuring that the 

enterprise is ready to manage and repay the loan. In addition, SIDO's 

credit tenns seem very appropriate to the needs of its clientele. Low 

interest rates, together with long amortization periods and group lending 

policies, have allowed SIDO to make relatively large equipment loans 

without placing undue menthly repayment burdens on clients. This provi

sion of equipment is a critical element in SIDO's attempt to generate em

ployment among the poor through the support of both small artisan units and 

larger, more technically sophisticated collective industries.
 

7. SIDO's work-directed training program, carried out through the 

TPCs, Is designated to facilitate eventual self-employment among its trainees 

and the independence of the enterprises which are fanned. While this ap

proach to the training of youth is similar to that of the Village Polytechnic 

movement in Kenya, the SIDO program has a quite different structure. Instead 

of establishing training centers in local cornunities, Tanzania has opted to 

recruit locally, provide training In regional centers, and then have trainees 

return to their coemunities ta initiate production units. As local demand 

is first assessed within conmunities and trainees are recruited locally in 

groups to be trained in needed skill areas, potential employment problems 

of TPC leavers would seem to be minimized. The additional requirement that
 

local authorities ensure support for trainees upon their return also helps
 

in this regard.
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In short, there is one central technical element which appears
 

to be related to SJO's apparent success in assisting employment and
 

income generation among the very poor. Consistent with Tanzania's
 

commitment to local-level, self-reliant development, the agency bases
 

Its selection of trade areas and local industries upon an assessment of
 

local consumer demand, therehy matching local production capacities of
 

artisans with the economic needs of communities. In this fashion, it
 

is attemipting to spur widespread economic developnent of, by, and for
 

the poor with the limited resources available.
 



1. 	Project Identification 

Name: Artisan Training and Credit Program of the Centre 
National de Perfectionnement des Artisans 
Ruraux (CNPAR), Upper Volta
 

Principal: Mr. Da, Director
 

Consultants: Fred O'llegan and Rick Boudreau,
 
The Development GAP 

II. Setting
 

Upper Volta is a rural society whose limited urban areas are charac

terized by recent migration and a marked dependence on agriculturally
 

related activities for survival. In good years, the ninety percent of tile
 

population engaged in agriculture produce just enough for themselves and the 

remaining, non-farm population. Fanning technologies are virtually the same 

as those which have been utilized for hundreds of years. In its efforts to 

increase agricultural production, the government has therefore chosen to 

orient its agricultural policies toward small fanners and to encourage the 

developtient of improved tools and other implements which can be manufactured, 

maintained, and repaired in rural areas and small towns. 

Key to tile goverrnent's policy are the rural and town-related black

smiths and carpenters who make, maintain and repair such things as animal

traction plow equipment. Similarly, other industries, such as construction, 

draw upon local masons, carpenters, and well diggers. Although traditional 

craftsmen exist, their skill levels are inadequate to support the necessary
 

Increase in rural economic activity. At the same time, most Voltaic 

artisans practice their craft on a part-time, seasonal basis with very 

limited tools and often without a fixed, secure workshop. Without 
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access to the necessaty training -- as well as to credit, raw materials 

and support services -- local craftsmen cannot effectively play the 

role laid out for them in the current national econonic strategy. 

ll[. Project Description
 

A. Goal. [ie principal goal of the Artisan Training Program
 

is to raise both the level of productivity and the incomes of existing Vol

taic artisans. The attainment of that ideal is based on the pursuance of 

the following objectives: 

-- upgrade the skills of existing craftsmn; 

-- provide trainees with basic, improved equipmeunt
and techniques to establish or improve 
their workshops ; 

--	 provide in-kind credit for additional tools, raw 
materials and workshop-construction materials; and 

--	 provide follow-up technical assistance and market-
Ing services.
 

G. Erief Description and iiistor. The Artisan Program, which 

began In 1970, is carried out by three organizations: the primary institu

tion responsible for training, CIIPAR; a recruitment and extension agency, Le 

Service d'Assistance, Conseil et Soutien (SACS); and a marketing-as

sistance agency, Atelier Regional pour la Construction de Material Agricole
 

(ARCO.i). With assistince from the UI1DPand the ILO, CtPAR was establisned 

in 1971 to provide training to local artisans. Training centers were 

established in the urban centers of Ouagadougnou and Bobo-Dioolasso, and 

currently over 120 craftsman receive training each year. A combined 

follow-up technical-assistance program and a credit fund were later
 

created to help graduates start up and manage their own workshops. 



146 

CHPAR Is in the process of establishing regional centers in 

Dedougou, Olebougou, Ouahigouya and Fada N'Gourma to facilitate the 

provision of follow-up assistance and to allow the training programn to
 

respond more inmediately to local needs. CIIPAR has also submitted a 

Proposal to USAID to improve the program's capacity to provide rural 

artisans with local training and follow-up management assistance. Spec

ifically, the project would help CUPAR to build, equip, and initiate 

operations in three regional centers and to develop a follow-up business 

ianaagcolant effort based on the innovative work done by Partnership for 

Productivity (PfP) in the eastern regional development district of the 

country. 

C. Orlanizatonal Structure. The Artisan Training program, with 

a total of eighty employees, is under the direction of the National Office 

for Employment Pronotion within the Ministry of Labor. The primary insti

tution in this effort is the training institution, CNPAR, which has eighteen
 

instructors on its permanent staff. SACS supports the centers with three, 

two-meiider teams which provide recruiting and extension services, as well as 

carrying out credit promotion and supervision on loans for tools, equipment and 

the establishment or upgrading of workshop facilities. ARCOJIsubcontracts 

with the graduates of the training centers for the provision of goods and 

services to tile Voltaic governnent. Upper Volta's Regional Organizations 

for Development (ORDs), which are integrated, administrative units for 

regional develoiptient, n(minate local artisans for participation in the 

program. Another organization, SAED, is developing appropriate technology 

prototypes to be disseminated tested CWPAR SACs.and through and Accord-

Ing to current expansion plans, PfP will provide on-site managerial 

assistance in the eastern development region to artisans who have coinpleted 



--

147 

training. Figure I depicts tie institutional relationships of the program. 

Ministry of
Labor
 

I 
Office of
 

Employment Geierationd
 

CNPAR S 

- - -- EAC 

Figure 1
 

D. Funding. Although the UIIDP and the Government of Upper Volta 

Initiated the project, a number of other donors have also contributed 

funds. These Include the European Common Market Fund, USAID, the 

European Ecumenical Council, AlD Suisse, and the World Dank. Figures on 

the program's annual operating budget were not available; third-party 

sources estimated yearly expenditures of the program to he approximately 

$300,000 per year, a figure which could not be verif . *eI relatively 

small size of the credit fund -- about $36,000 lent out ,.reually 

prevents it from generating a margin with which to cover training and ex

tension costs. Hence, the program remains dependent upon outside contribu

tions. 
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E. Beneficiary Characteristics. The people recruited for this
 

program are male farmers, age 20-35 with families who live at a sub

sistence level and earn approximately $50 annually froni their work. They
 

are illiterate, but are usually established, part-tine traditional crafts

men, working as masons, carpemiters, well diggers, blacksmiths or motor

bike repairmen. ihese are ba!.ically one-nman enterprises with limited 

or no access to credit, technical assistance, appropriate equiplnent 

or management assistance. 

F. Project Activities.
 

1. Recruitment. Every year the government's regional develop

ment organization, (OlR10) nominate artisans for the training program ac

cording to the specific needs they see within the region for skilled crafts

men. After the nominations have been made, SACS field staff interview 

and evaluate the nominees. Their criteria for selection are as follows: 

-- the individual must already be a traditional 
craftsman; 

-- lie nust be between the ages of 20 and 35; 

-- lie iust be married, with a family (although 
tilis criterion can be waived); and 

-- the village leader must agree to him going, since 
the village cares for tile fani ly during the training 
period.
 

Formerly, when the selection process was completely in the 

hands of the OttDsand the above criteria had not been set, only twenty
 

percent of the trainees went back to their villages and towns,with most 

remaining in the primary cities. Now, with the addition of the above 

criteria, and tile authority of SACS to reject OR1 nominees and recruit 

trainees on their own, the nulmber of graduating trainees who do not return 

to their villages is well below twenty percent.
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2. The Training Program. The program offers training in
 

carpentry, well digging, masonery, smithery, and engine and motor

bike repair, and each year accepts a total of approximately 120 new 

trainees. The training program lasts seven months, beginning in October 

and ending in April. To date, 804 craftsmen have gone through the pro

gram. Of these, 532 are currently operating craftsmen in their towns 

and villages, eight have become instructors in the program, and the 

remaining 264 have completed the program but have not returned to their 

respective communities. The vast majority of the 264 who remained In 

Ouagudougou and ,obo lioulasso graduated from the program prior to the 

adoption of stricter selection criteria. 

During the training period the trainees receive scholarsiiips
 

of approximately $40 each per month from the government. Of this,
 

they must pay $15 to the center, leaving the individual with a $25 monthly 

stipend on which to live. As this sum Is not sufficient to cover all
 

living expenses in an urban area, the applicant Is forced to live with
 

some member of his extended family near the training center. This has
 

presented a major problem for members of ethnic groups not highly repre

sented In the primary cities. The opening of additional training centers In
 

various regions is expected to alleviate this problem.
 

The training focuses upon the introduction of more efficient
 

and productive tr~hnologies such as metal working under higher temperatures
 

and more advanced techniques of brickmaking. The training makes use of
 

simple tools and equipment, and trainees are taught to produce under con

ditions similar to those they face In their own localities. To further
 

the self-reliant aspects of the training, the trainees are also taught how
 

to construct and/or repair much of their own equipment. In seeking to
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ensure that the program remains relevant to local needs and conditions, a 

strong effort has been made to recruit Voltaic artisans out of the training
 

program to become trainers. Currently eight out of the eighteen instructors 

at the two centers are graduates of the program. 

3. Technical Assistance. Once they return to their local con

munities, thc graduates are visited once every three months 
 by an extension
 

agent from the SACS regional team. In addition to coordinating credit
 

activities (which are listed in the following section), the extension
 

agent reviews the graduate's workmianship. If poor workmanship or tech

nical problems are discovered, the agent will review scne aspects of the 

training and give the graduate further on-site assistance. This oe-site 

technical assistance is meant to both continue the skill-upgrading process 

of graduates and strengthen the reputation of the artisan program at the grass

roots level.
 

4. Marketing Assistance. In coordination with the follow-up
 

assistance fron SACS, ARCOI (the marketing agency) contracts with graduates 

to fill government needs. It receives order from all ministries and 

detenilnes which orders can be filled by local artisans. It then offers 

contracts, in the forum of purchase orders, to the artisans, often dividing 

up a larger order among a number of individuals In the same trade area. 

This assistance Is undertaken for three purposes: (i) to 

Increase the volune of production of the artisans, most of whom have not 

pursued their craft on a full-time basis; (i) to stimulate local demand for 

artisan goods and services through allowing the artisans to demonstrate 

their ability to produce useful products and to function as an established
 

enterprise; and (iii) to provide clients an opportunity to use government 

pnrchase orders as a means of securing working-capital credits. 
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5. Credit. Trainees graduating from the CUIPAR centers become
 

eligible to apply for loans upon their return to local communities. As
 

part of their follow-up efforts, SACS agents assess the credit needs of the
 

clients on a case-by-case basis and assist them in applying for loans.
 

Other than completion of the training, there are no strict criteria for
 

the approval of loans, and thus the decision to extend credit is made mainly
 

on the basis of field-staff recommendations, which are positive in
 

the vast majority of cases. These field staff are also responsible for loan
 

supervision and collection.
 

Loans are given only for the upgrading of tools, equipment and work

shops, and, as much as possible, are extended on an in-kind basis. Mater

ials, for example, are made available for the construction or renova

tion of workshops. No cash credits for working capital are made, but once
 

purchase orders are received from ARCOM, artisans can use these orders to secur 

in-kind raw material loans from centers. centes purchasethe CN1PAR The 

these raw materials tax free and in bulk, and make them available to arti

sans at wholesale prices. This credit program operates separately from
 

the SACS tool and equipment loan program.
 

An interest rate of 8 1/2 percent per annum is charged on 

the declining balance of all loans. Loans for workshop construction are 

repaid over ten years with a three-year grace period; tool and equipment loans 

carry an eighteen-month grace period and are repaid over four years. These 

relatively long amortization periods have been adopted to lower the 

monthly repayments of clients. The average loan size, by trade area, for both
 

equipment and workshop construction is as follows: blacksmiths, $370-$415;
 

carpenters, $115; masons, $70; well diggers, $70. Figures on motorbike
 

repairmen were not available. The disproportionately large size of the
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loans made to blacksmiths isdue to the program's Intention to introduce
 

more permanent workshop facilities and a relatively higher grade of tools
 

and equipoent in this trade area. 

As clients have little physical or cash collateral to offer in secur-


Ing loans -- other than the limited tools and equipment they possess before 

entering training -- and group guarantee mechanisms have not proven viable 

among the widely dispersed clients, the program relies mainly upon the 

force of traditional values to ensure repayment. Defaults, which result
 

in the repossession of equiplimenit by SACS, are reported to be infre

quent, and this was attributed in large part to tile threat of social disgrace 

to tile client within his conaiunity upon the repossession of equipment by tile 

government. It was reported that,in cases where repossession has occurred. 

tie disgrace to tile artisans has been such that they left the coiiunity. 

The only major problem with the credit program occurred in 1976 when loan 

repayment rates plunmieted due to cIlection problems involving tile field 

staff. A foreign expert who originally managed the credit fund was rehired to 

Improve administration and it was reported that repayment rates have since 

returned to normal. 

6. Future Plans: Technoloqical Assistance. One of the highest 

priorities in tile future development of the CNPAR program is to further the 

introduction of new technologies at locdl levels through utilizin!i, the net

work of artisans who ,re trained and return to their coimiunities. For 

this purpose, an appropriate technology (A.T.) workshop is now being organized 

to develop prototype A.T. implements such as animal-traction plows and more 

efficient well plrrps. This center will fully coordinate its efforts with 

tile CIIPAR training centers,which will Introduce these prototypes to trainees 
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and teach them to either produce and/or repair them. It is hoped that in
 

this way the graduates of the program will become change agents in their 

own local communities. They could introduce and maintain improved imple

ments, especially in the areas of agricultural production and well-di.qing,
 

both of which are crucial to the survival of the majority of the population.
 

G. Assessment and Analysis
 

While hard figures on the results of the CNPAR program were 

not available, discussions on program performance were held with both CUIPAR 

professionals and local professionals familiar with the program. All of the 

people queried felt that the program has experienced administrative problems,
 

but that,in general, it is functioning quite well. Specifically, the CNPAR
 

training centers are highly regarded,and both expatriate and indigenous
 

trainers were thought to be competent and committed. Also, despite
 

previous management problems with the credit program, SACS' administrative 

and field staff now seem to be working smoothly. The program has proved to
 

be popular at local levels, as there do not seem to be any recruitment problem!
 

despite the fact that local coninunities must support the families of trainees
 

during their absence.
 

Although the program is not specifically targeted for urban areas,
 

certain aspects of its methodology appear to be relevant to any employment
 

generation effort among the very poor InAfrica. 
 First, its comprehensive
 

approach to service delivery seems well thought-out and quite appropriate 

to the program's major goal of creating viable, fuil-time, artisan enter

prises Intowns and villages. The focus on training to upgrade skills which 

the trainees already possess, followed by the extension of credit, technical
 

assistance and marketing assistance, appears to be both necessary to the
 

creation of viable enterprises and highly suitable to the clientele.
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In addition, the future link-up with Partnership for Productivity should
 

significantly enhance the management-assistance capability of the program. 

Secondly, although it is a government effort, the program seemi 

to operate flexibly and with a minimum amount of bureaucratic detail. In 

comparison with most public-sector, SSE-assistance programs. the implement

ing agencies in the CIUPAR operate withstructure a significant degree of 

autononly. This has allowed them the flexbIlity to decentralize their 

assistance efforts and to adapt or modify their approach over time. Al

though the assistance delivery system Is flexible, it also seems to be 

well co'erdinated. The specific inputs are well-timed and well-ordered, and 

despite the fact that three distinct entities are involved, the program 

appears to have achieved a high degree of integration in service delivery. 

Third, the credit program seeni to be well suited to client
 

needs. The adoption of extended amortization and grace periods allows for
 

affordable monthly payments by clients, despite the fact that the size of loans, 

in comparison to the current cash incomes of clients,is quite large. (For 

example, loans to blacksmiths average BOO% of the annual incomes of clients.) 

At the same time, the extension of in-kind credits in the form of tools, equip

ment and construction materials, ensures that, without iinediate supervi

sion, clients -- most of whom are absorbing credit for the first time -- will 

make appropriate use of the loans.
 

Ilowever, there do seem to be drawbacks to the methodology of the pro

gram in terns of its potential replicability in more densely populated urban 

areas. As the major goal of CNPAR is to create a network of technically viable 

production and service enterprises in secondary towns and rural villages, rath

er than generate employment and income per s, it is delivering intensive 

training and follow-up services on a broad, individual basis. Among more 
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densely settled urban populations who are already engaged in income

generating activity of one form or another and are totally dependent on 

their cash incomes for survival, it would seem preferable to concentrate 

more upon on-site managerial and technical assistance than upon extended 

technical training. At the same time, most of the urban-based programs 
exaninud in the course of this study take advantage of the option of de

livering services to qroups of clients rather than to Individuals in
 

order to use staff time more efficiently.
 

An additional 
area of concern in the CNPAR program is in the area of 
marketing. While trainees are recruited on the basis of local production 

and service needs as determined by regional authorities, in the final 

analysis the success of the program upondepends the effective demand
 

for such goods and services among the rural population. Ultimately,
 

therefore, these artisan enterprises are dependent upon increases in 
 the
 

cash income of rural and upon
farmers, their self-perceived need for
 

the products of CNPA-trained artisans. 
 While tile program's current 

attempt to generate artisan production through government purchase orders 

to graduating trainees is reported to be working well, 
it is not known
 

to what extent local demand has been generated for the goods and srrvices 

produced. Hopefully, the reportedly high loan repayment rate of the 
program Isa reflection of increased artisan incomes generated through local 

sales rather thian through a continued dependence on government purchase 

orders.
 

In any case, however, the fact that the program's success ultimately 

depends on local populations calls into question the program's shortcomings 

in terms of eliciting the participation of local collunities in planning 

and implementation. While tile program has been promoted successfully among 

artisans, It is essentially top-down effort.a Local needs are determined 
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by regional authorities, and there is little evidence to indicate that
 

local populations are consulted In this process. At the same time, 

CIIPAR depends almost totally upon the artisans to act as technological 

change agents at local levels and little seems to be done to directly
 

promote a broader local understanding of the purposes and workings of 

the program. While the CUPAR effort has proved to be generally effective 

to this point, it would seem that a futuN-e expansion of its scope and aims 

to increasingly involve local coiinunlties will be necessary to assure that 

local technological and product needs are validly assessed,and that local 

residents clearly understand that the program Is designed to benefit themi 

as well as the artisans. 



I. Project Identification
 

Name: 	 Women inDevelopment Project (Wlr)-Swaziland)
 
Ntonjenl, Swaziland
 

Principais: Ms. Schielzer
 
linited Nations Uevelopment Program
Ilbabane, Swaziland 

Ms. L. Vilakhazi
 
Project Director
 
Ntonjeni, Swazi land
 

Consultant: Fred O'legan, The Development GAP
 

iI. Setting
 

Swaziland is a small, southern-African kingdom with a population of 

approximately 600,000. The country is landlocked, being surrounded by the 

Republic of South Africa and Mozambique. Its economy is directly tied to 

that of South Africa due to longstanding customs and currency agreements 

which were retained by the Swazi government after the country became Inde

pendent from Britain In 1968. The kingdom's relations with socialist 

Mozan ique are not friendly, and little trade takes place between the two 

countries. 

Swaziland Is a very traditional nation in that It is governed by King 

Sobhuza Ii,his traditional advisors, and local Swazi chiefs who retain great

er authority than do local administrative officials and are therefore crucial 

In the planning of developmint projects. Roughly 85% of the Swazi people 

ate located in rural areas and most of this population lives on the fifty

five percent of the Iand that Is nationally owned. The majority of the 

urban population is found In 14anzini and Mbabane, the nation's two largest
 

towns. The economy, like South Africa's, is highly dualistic, with an
 

expatriate-dominated modern sector on the one hand, and a traditional 

farming and herding economy on the other. While the annual per capita 
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Income in Swaziland is $500 nationally, it is only $100 for the seventy
 

percent of the population which occupies national land and survives through
 

subsistence frming and migrant employment -- largely in South African mines. 

Given both the extreme econoiic dualism of Swaziland and its dependency 

on the South African econoly, it is widely recognized that the need exists 

within the country to pursue self-reliant fons of developmnent which increas-

Ingly involve the poor majority. As it is mainly the male population which 

constitutes the migrant labor force, increased attention is also being paid 

to the need to provide income-generating opportunities to local women who
 

account for most of the local economic activity which currently takes place. 

Ill. Project Llescription
 

A. Goals. The major purpose of the Women in Development Project is 

to increase the cash incomes of very poor Swazi women and to Increasingly
 

involve them in the development process of tile nation. The program has
 

the additional purpose of improving general living conditions at local levels
 

throigh the introduction of new technologies and through the establishment 

of day-care centers for preschool-age children. 

B. Organizational Structure and Staffing. ihe project was Initiated 

by the United Nations Office of Technical Cooperation (U.tl.O.T.C.),which 

continues to provide tile major part of the financial and technical assistance 

needed to sustain current activities. However, as the program is neant to 

serve as a prototype in Swaziland, a strong effort has been made to recruit 

indigenous staff and to integrate tile program with ongoing national development 

efforts. The women-in-development program currently operates independently 

but coordinates its efforts with the Ministries of Agriculture, Ilealth and 

Education, with local district develolx ent officers and with local traditional 

chiefs in the area. It also receives technical advice on enterprise manage

ment and marketing from SEI)CO (The Swaziland Small Enterprise Development 
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Corporation), which usually assists larger and more established enterprises
 

than those being developed in this program.
 

There are currently eleven full-time professionals working on Lhe pro

ject. These include a project director, a project administrator, an income

generation expert, a marketing expeit, an agricultural expert (volunteer),
 

a carpenter and five conunity development officers. Consultants are also
 

used in the areas of marketing and clothes design. The project administra

tor, and the income-generation, marketing and agricultural experts are
 

expatriates provided by U.I.O.T.C.; the rest of the staff are Swazis. The
 

project director is Ms. Linda Vilakhazi, a Swazi who has had more than ten 

years of experience in conimunity development. 

In addition to the women's employment project Itself, there has also
 

been developed a Village Technology Unit (VTU) at the project site. This
 

unit designs and produces simple tools and eq.!pment for use by women
 

in the production groups that have been promoted by the project. It also
 

produces improved Implements for local use that are introduced through the 

women's project; these include grain-grinding wheels, brickmaking machines, 

raised cooking platforms, solar cookers and water filters.
 

C. Funding. The current operating budget for the program is ap

proximately $200,000 per year. Ilost of this is currently provided by U.N.O.T.C. 

However, plans call for the governent of Swaziland to contribute approximately 

$165,J00 during the next two years of the program as the project moves 

toward complete nationalization. 

D. History and General Approach. U.IN.O.T.C., together with the U.11.
 

Development Program (U.H.D.P.), initiated this project in Swaziland In lg16. At 

that time, discussions were held with time Swazi government on the possibility of 
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implementing a prototype woen-in-development project which could be repli

cated elsewhere in the country. Mutual agreement was reached, and It was 

decided to initiate the project at titonjeni , a commiunity of 12,800 people 

located near Pigg's Peak, a district capital in the northern section of tile 

country. 

U.N.O.T.C. provided an expert to initiate the project and to train a
 

Swazi counterpart to serve as the permanent director of the program. lhe 

project began with an outreach effort that was undertaken to establish
 

contact with local contnunities and to assess tile develofiient needs of the 

area. Ihis activity produced three major results. First, incomes in tle 

area were found to be very low, averaging roughly $23 per month per family 

of five. Second, male absenteeism was very high, due to migrant employment 

inSouth Africa:i mines. 1hird, the involvement of local women in income

generating activity was very minimal, consisting mainly of the intermittant 

selling of local herbal medicines and farm products. It was therefore con

cluded that an income-generating project should be initiated among local 

viomen to complement the low incolmes derived from male migrant work and to 

increase the production capacities of the local conmunities. 

The next step in the development of the project was to again initiate 

outreach, through the use of community development personnel, to elicit 

the participation of local women in tile planning of training programs and to 

begin to organize them Into groups, by skill area, in order to facilitate 

the training. At the same time, day-care centers for children were organized 

in the area to allow local women to free.up time from daily activities in order
 

to become involved in production activities. Although this phase of the pro

gram was scheduled to take over one year, motivation among local women to 

participate in income-generating activities was found to be very high and the 

training and Initial production phases of the project were initiated sooner 
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than planned; training was initiated in February 1978.
 

As the participating women did not consider training helpful unless In.
 

comes were generated almost immediately, emphasis was placed on the Initia

tion of local industries that could quickly produce cash incomes for partici

pants. hille cash-crop agricultural development was examined as one option 

since it would complement existing skills and activities 
-- the decision was 

made to initially pursue craft-type activities, such as patchwork and weaving
 

which would render more inmediate returns.
 

E. Project Activities.
 

1. Training and Production. Prior to the initiation
 

of training a'.tivities, 
a study was undertaken by the project's employamnt

generatic' expert to identify specific products which (I) did not require
 

extensive technical training for their manufacture, (ii)could be produced
 

within homes using simple tools and/or machinery and (iII)could be marketed
 

readily. The initial product lines identified included crochet work,
 

mohair spinning, sewing, patchwork, batik work, rag-toy production, and
 

sisal weaving.
 

After these product lines were identified, local women were recruited
 

on a self-selection basis 
to begin training and production. The different
 

product Ideas were discussed with local 
women, and the conmunity develop

rent workers explained to them the varying degress of technical proficiency
 

ind time connitment that the different product lines would require. 
 The
 

decision as to which production group to join was left up 
to the individual.
 

At the same 
time, a small number of women were trained in pre-school educa

tion, and five day-care centers were opened to allow women 
the time to parti

cipate.
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Once the groups were organized, training in manual production tech

niques and enterprise management was initiated. All training was under

taken in groups and emphasis was placed on producing marketable products 

as soon as possible. The wonrun were introduced to the manual techniques 

in, for examlple, crochet work or mohair spinning and began producing 

products for sale within three onths. With some product lines, such as 

sisa7 mats, production for sale began iimediately. The training was nil

tiated at the project center at Ntonjeni, and the groups were encouraged 

to work together on their own in order to assure continuity In production 

and qroup membership. 

Each work group was organized as a pre-cooperative to be managed
 

by the participating women. Eventually, all of the work groups are to
 

form one cooperative society which will facilitate the bulk purchasing
 

of raw materials for all member groups and the collective marketing of 

products. This cooperative society is designed to develop over time as the 

production groups become stabilized and the participants become more 

skilled in management. At the present time the manageirm-nt and marketing 

functions of the project are coordinted by the staff. 

After the first year of training and production activities (as of 

January, 1979), the program had forimed the following work groups: crochet 

work (employing fifteen and producing high-quality hand-crocheted products 

mostly for tourists and the South African market); sewing (employing six 

and producing school uniforms for local schools in timenorthern district); 

pLtclLork (employing six and producing aprons, quilts and placemats for 

local sale); knitting (employing four and producing jerseys and socks 

for Swazi policie); tie an( mli_(employing two and producing) fasn Ion wear); 

rmIg tys (employing two and producing stuffed toys for Swazi children); 
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sisal work (employing fifty-seven and producing a variety of sisal place

mats); batik work (employing three) and mohair spinning (employing eighty

five women In three spinning groups and producing finished mohair for use 

In rug making). hien these groups viurr initially formed, salaries were 

paid by the project out of its training budget. After the first few months 

of production, however, salaries were covered completely by sales, aid 

the borrowed funds used for initial salaries were repaid. 

2. Credit. During the initial training, simple tools and machines, 

such as wooden spinning wheels produced by the VIU, and, when necessary,
 

raw materials, such as mohair wool for spinning arid finished cotton for
 

crochet work, were made available to trainees on a credit basis. To 

initiate tins In-kind credit scheme, $20,OUO was set aside fromi the train-

Ing budget as a revolving equlxinent and raw-material loan fund. The tools 

and equipment have been retained by the work groups who entered into group 

repayment agreements for the loans. Interest . arged on the loans is seven 

percent per annum and amortization periods are quite lengthy. Figures on 

tire size of credits for eqnipment arid materials iere rniot available, but loan! 

were reported to be very small, as in all cases tire equipanrt consists of 

simple tools and sall,manually operated machinery. Repayrments for raw 

materials are deducted regularly from the groups' Income from sales. 

3. Marketing. Various channels have been established by the project 

staff to narket the products from tire wouien's work groups. These include, 

a retail sales shop located in the Village Technology Unit's showroomi. in 

central Pigg's Peak; a sales booth in tine main market in the capital of 

libabane; exhibitions at the annual Swaziland trade fair; aid direct sales 

to two retail stores in Johannesburg, South Africa. In addition, contracts
 

have been established with local primary schools for tire purchase of 
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school uniforms and with the Swazi police for knitted sweaters 

and socks. While -ales volume has been generally good, it was reported 

that overall marketing growth has not kept pace with the expansion de

mands being placed on the program by the increasing number of local
 

women who wish to participate in this program.
 

Marketing problems 
 have also caused a number of adjustments in the 

program. For example, the most popular production line at the outset 

was crochet work. This group grew immediately to over forty members 

organized into three groups, but sales volume could not support this
 

nrumber. The group had to be cut down to fifteen, with the remainder
 

joining the sisal-work and spinring groups. To counter future problems
 

in sales, a marketin' expert has been added to the project staff to deter

mine the potential market for different products, to identify future 

product lines and to assist in establishing viable marketing channels. 

IV. firract 

As of January, 1979, the project had directly created employment
 

for 178 wotiern,with 195 other wome~n 
awaiting either training equipment
 

or the development of new product lines. At 
the same time, five day-care
 

centers had been developed to provide services for over 
300 children.
 

Incomes to participants vary widely according to product lines. 
 The
 

highest incomes were reported in the areas of knitting ($52/month), sewing 

($31/month), patchwork ($31/month), and tie and dye ($36/month). The
 

lower incones viere reported in the areas of batiks (419/iionth), crochet 

work ($9.75/month), toy making ($10/month) and sisal weaving ($5.75/month). 

No figures were available on the mohair spinning group. The average 

muonthly income per participant is approximately $12.50. This income 

ccaplemernts the current inco es of tire participating womn's families, 
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representing a new Increase to farillls of approximately forty 

percent. 

V. Future Plans 

Further production-group developmlent in the program will focus upon 

mlore locally marketable products, such as bakery goods, soap, candles 

and paper. Emphasis is also being placed on agricultural production,
 

and for this purpose an agricultural expert has been added to the staff 

to lderttify potentially viable agricultural industries and to begin 

train!ng and tecl--Ocal assistance. It was reported that beekeeping, pig

raising and silk-worm propagation are being examined as future possi

crops.
bilities, along with the cultivation of groundruts and other cash 

are also being considered.Food-processing and -preservation industries 

the project's marketing expert will be attempting toAt the saim, time, 

all the country.expand marketing channels to r,gions of 

interest of the Swaziland government,As the project has spurred the 

current plans call for tihe gradual expansion of the program to other 

secondary towns in Swaziland and the appointment of a national cmriisslon 

It was reported, however, that the ,roject's staff wish to furtheron woren. 


solidify tie project at 1ltonjenl before embarking upon an expans ton to
 

other localities. Expansion, therefore, will be very gradual.
 

VI. 	 Assessment and Analysis
 

area, it borders a secondary
Although lltonjeni Is essentially a rural 


town and its residents, in many ways, are representative of the bulrgeoning
 

in Africa.
 
1 t -i-vrrban populations located near secondary cities aridtowns 

Although these populations are rural and traditional in nature, they are 

in a state of transition from subsistance economic life to a greater 
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dependency on, and involvement in, the formal cash-economy. In this
 

sense, the beneficiary population of this program has much in comemon 

with, for example, the population being served by iICCK's urban program 

In the secondary cities in Kenya. Also, the program's major goal of 

assisting clients In the transition to more fornal and organized produc

tion and trade activities is commion to many of the programs identified 

in this study. The means of assistance utilized in the program would 

therefore seen relevant to an analysis of income-generation assistance 

diming per-urban and secondary-city populations in many parts of Africa. 

For the most part, the program has succeeded in achieving its 

major goals. It has directly reached and assisted a client group which 

is isolated from the mainstream of economic activity and which lacks 

access to needed services; has introduced limited but necessary skills
 

training; and has significantly increased client incomes. Furthernore, 

despite marketing problems, the enterprises created through the program's 

promotional efforts seem quite viable, and thus the benefits of the 

project should be sustained for some time to come. This is evidenced by 

the fact that participant incomes began to be generated directly from 

sales after three months of production and have continued to be generated 

on that basis.
 

There are a few major factors which seem to be related to the pro

gram's success, First, tle entire WID program has been extremely well 

prory)ted. Direct contact with tle target collunity was initiated 

early on, local development needs were carefully assessed, and local 

women were invited to participate In both the design and tile implementation 

of the program. 'ui le the project staff, rather than the participants, has 

initiated most activities, nothing seems to have been "laid over" the 
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beneficiaries; instead, the program has grown out of response to what
 

local women have perceived to be their own needs. The pursuance of this 

responsive approach, together with the use of indigenous personnel in 

both administrative and promotional positions, has no doubt ceiitributed 

to the local popularity of the program. 

At the same time, the project has grown slowly and, for the most 

part, its inputs have been carefully planned. The establishment of day-car 

centers, for example, has certainly proven to be a necessary step In 

eliciting the participation of local women. Also, the product lines 

within which training and production were initiated were appropriately 

selected. They have proven to be either complementary to existing skills 

(for example, sewing dnd patcliwork) or easy to adopt by the participants 

(for example, mohair spinninq and crochet work). 

It should also be noted that the careful pace of development of 

the project has allowed it both to "feel its way" into implementation -

correcting mistakes and misdi'rections as itmoved forward -- and to 

establish contacts and relationships with appropriate governmental 

entities. In turn, this approach has allowied the program to enhance its 

popularity nationally and to elicit increased government suppirt for, 

and participation In, its future efforts. 

The only major problem with the project has occurred with
 

marketing -- an area of concern in many other programs. In part, 

this marketing problem seems to have stemoed from the participatory 

aspects of the project itsell and its popularity within the comunity. 

That is, the effort to satisfy the inniediate income needs of the rela

tively large number of women who wiere motivated to participate in the 

program led to an overcrowding in some production areas and, consequent

ly, to a marketing bottleneck in certain product lines. However, the 
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program has manaled to mitigate the problems inherent to this dilenuia. 

This is evidenced by the fact that, despite the shifting of some 

clients from one production area to another, forty-percent increases in
 

participant-family incomes have been maintained. Also, the strengthen

ing of staff marketing capabilities through the addition of an expert in
 

this area, together with the project's movement toward the production 

of more locally marketable goods and its extension of dcnestic sales 

channels, is a positive sign. This Is particularly true in regard to the 

latter adjustment, as the incomes of production groups -- such as sewing, 

knitting and patchwork groups -- which produce to meet local demand have 

been significantly higher than those which focus on tourist or export 

sales. 

Hopefully, these adjustments will produce sales volumes sufficient 

to generate incomes for the ipcreasing number of women who wish to parti

cipate in the production groups. The fact that marketing problems have 

occurred in a well planned project in which at least sonic analysis of de

niand. was undertaken prior to the selection of product lines, and in which 

various marketing channels were directly established, points to the diffi

culty faced in attempting to establish viable markets for relatively isolated 

per-uran populations. 

A rough estimate of the cost of delivering services in this pro

ject would currently average approximately $1000 per year per ,:1 lent. 

However, this figure it based on both start-up costs and current oper

ating costs, and time number of direct beneficiaries will probably double 

over the next year or two. Thus, time average cost per client should 

decrease significantly In the future. 



I. Project Identification 

Hame: Indigenous Business Advisory Service (IBiAS) 
Banjul , The Gambia 

Principals: Mlomadau Gaye, Director (intraining) 
Frank H. Ford; Chief Technical Advisor (ILO) 
lianvan der Ven, Assistant Advisor (It) 
Paul Sevier, Project Manager, Farafenni* (Peace Corps) 

Consultant: Fred O'Regan, The Development GAP 

il. Setting_ 

The Gambia is a small West African nation with a population of 

500,000. The country virtually consists of two extensive banks of The 

Gambia Riverwith Banjul, the capital, sitting at the mouth of the river. 

Farafenni and Basse, the next largest towns, are located upriver. Tradi

tionally, the region which is now The Gambia has had an agricultural 

econony based on one cash crop (groundnuts), and little attention has 

be-n given to the development of an indigenous, non-agricultural enter

prise :ector. The nation Is part of the Sahel and is extremely poor, 

with an annual per capita income of approximately $180. The country's 

traditional reliance on one cash crop renders it extremely vulnerable 

to pronounced climatic changes and fluctuating prices. Thus, the need 

exists to diversify both the economic base of the country and tile em

ploynment opportunities available to Ganbians in both the urban and rural 

sectors.
 

1l1. ProJect Description
 

A. Goals. IBAS was created to alleviate overdependence on a pre

carious agricul~aral econonLy, to develop and upgrade a weak informal 

business sector, and to meet the nation's overall development needs as 

*Mr. Sevier has since returned to the United States and has assisted 
in the preparation of this report.
 

169
 



170
 

specified in the Five Year Development Plan, 1976-1980. Its specific
 

goals are: (I)to Lstablish Itself as a permanent institution providing
 

advisory services to local enterprises, especially those which produce
 

goods or deliver productive services; and (ii)to create possibilities
 

for further expansion of the private sector and increase employment 

opportunities in both rural and urban areas. 

B. Brief 1l1story and Description. IWAS was initiated In 1976 

I.the assistance of tileU.N. [evelolinent Program and the International 

Labor Office (ILO), which continue to Lrovide a significait portion of 

tue assistance needed to sustain operations. The program principally 

consists of a business advisory and extension service whikh offers on

:.itemanagerial assistance, short training courses, and tile promotion 

of a credit smi aLwhich Is implemented largely through the Gambian 

banking system. 

C. Orianizatlonal Structure and Staffin . iBAS is a program of
 

the Gd, Iin Ministry of Economic Planning and Industrial Developw.nt, 

alifough it operates autonomously as a parastatal organization. Its 

rt.ijor relationships are %ilth (i) tile 11.0 and UIIDP, from which It re

ceives technical assistance and vehicles; (ii) the Gambian Colmercial 

and Develowixent Bdalk, which provides credits to IBAS clients from a 

$400,000 line of credit from tile World Bank; (iii) the U.N. Capital 

DevelopIenlt Fund, which has provided a loan guarantee scheme to cover 

IIWAS-approved loans; and (iv) the Peace Corps, which currently provides 

three volunteers to tile program. 

Tlhe program is still In Its developmental stages and receives 

heavy technical support from two resident ILO technical advisors who 

presently manage the project while training Gambian counterparts. The 

Peace Corps volunteers are In charge of delvering managerial assistaRce to 

http:Developw.nt
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clients,until they complete the training of Ganirian staff who will 

eventually take over this responsibility. Two of these volunteers
 

are in charge of the program's operations in Bassz- and Farafenni, 

the two towns other than Sanjul in which the programr operates. Five
 

out of the nine staff neneiners arn therefore expatriates.
 

The program's annual operating budget 
 is approximately $50,000,exclud
ing expatriate salaries, volunteer stipends and vehicles, which are contri

buted by the participating agencies. In addition to providing the
 

operating funds for the program, 
 the Gambian governineit has also 

capitalized a revolving loan fund for WI]AS
of $29,000.
 

D. Beneficiary Characteristics. The beneficiaries of the pro
grain are relatively small-scale entr(epreneurs in areas such as black

smithing, welding, tailoring, auto mechanics, 
 haking and fishing. In
 

terns of annual 
 sales, the size of the assisted businesses ranges fronm 

$1000 
to $75,000. The larger enterprises assisted are located mostly
 

In Banjul, while the smallest client enterprises are mainly located in
 

Farafenni and iBasse. The iajority of the clients outside of Banjul 
 are 

Illiterate, as Is ninety percent of the population in The Gambla, and 

have had little or no formnal education. 

E. Proect /Activties. 

1. ProirKtion and Selection. Clients are either contacted 

by the local IWAS advisor or conne to the local IAS office on the 

reconinnendation of a third party, often an existing WAS client. Criteria 

for tentative selection are several, the ost important being Gamnbian 

citizenship, an existing market for the enterprise's goods services,or 

and client cooperation with WAS In setting project objectives. Clients 

are dealt with mostly on an individual basis, although attempts to organ
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ize businesses of similar types into loose associations for the re

ceipt of credit have proven successful, particularly with fishermen
 

and petty retailers.
 

2. Management Assistance. After an analysis of sales volume
 

and marketing potential isundertaken, the IBAS field agent begins to
 

extend elementary business advice t(clients. This assistance is
 

tailored to the needs of each client, but usually consists of help
 

inbookkeeping, budgeting (including the separation of social and
 

business funds), banking, costing and pricing, and advertising. It
 

isdelivered through thrice-weekly site visits, and ismeant to pre

pare clients for the receipt of credit.
 

3. Semi-Formal Business Training for Clients. Initially,
 

classroom-type business classes for IWAS clients were not thought pos

sible. Attempts to start such a program proved unsuccessful inBanjul,
 

primarily due to the logistical problem of grouping clients together
 

at a selected time on a certain day. Such efforts, however, proved
 

successful inFarafenni and Basse, growth centers considerablj smaller
 

insize and denser than Banjul. Over a seven-month period In 1978, twenty

two weekly business lectures were given to IBAS clients inFarafenni.
 

The material for these lectures was abstracted from different sources
 

and tailored to meet the educational levels and specific needs of the
 

clients. The series covered such tooics as bookkeeping, elementary
 

concepts of banking, promotion, the role of credit, product costing/
 

pricing, quality control, salesmanship, savings, and salary administra

tion. Attendance during the series averaged 70 percent of total Farafenni
 

clients. Although this lecture series was considered successful, the
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degree of assimilation by, ;,nd ultimate value to, the clients was diffi

cult to measure. This seri,,s was due to be repeated in the fall of 1979. 

4. Technical Ps-istance. The provision of technical assistance 

to clients by IWAShas been of a basi: nature. This assistance has been 

limited to helping enterprises in the selection of tools and equipment, 

advising them on quality control in production, and arranging for occa

sional demonstrations )n the proper usage of hand and power tools. 

5. Credit. One of the IOAS' major roles has been in promoting 

and supervising credits. After the IBAS agent finds that the client 

has made sufficient progress in improving enterprise management, he will
 

assist the beneficiary in assessing his or her credit needs and in apply

ing for a loan from either IBAS' revolving fund or from tie Gambian Coimer

cial and Development Bank. There are three basic criteria that the client 

must meet to qualify for credit: 

(i) the business in question must be profitable and 

generally "healthy"; 

(1i) there must be clear evidence of a market for 

the client's products or services; and 

(IMi) the enterprise's pro-foniia financial statements 

and its cash-flow analysis must be reasonably sound. 

Once a determination of 'loan size Is made, an application 

form Is filled nut. "The client is also required to open a hank ac.ount, 

if he or she has not already done so, and to set aside a cash sum equal 

to ten percent of Uie total loan as his or her contribution toward en

terprise improvement. 

The loan application is first approved by the field person, 

who forwards it to Banjul. It Is then reviewed, first by senior IBAS 

a 
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staff, and then, ifthe loan is'to be made by a Gambian bank, by an
 

eight-menber board i.ompo.ed mostly of Gambian government and banking 

officials. This hoard represents the U.II.D.P. and the U.N. Capital
 

Development Fund (U.N.C.D.F.). Upon approval by the board, U.N.C.D.F.
 

will guarantee 75 percent of the loan total, leaving bank exposure at
 

25 percent. After approval, the application is submitted to a bank 

with an agreement of guarantee. 

As an alternative, IBAS can draw down on its own revolving loan
 

fund with in-house approval. This loan fund was established because
 

of problems encountered with the banking system, even when utilizing 

the U.N.C.D.F. loan guarantee mechanism. The Gambian Coimnercial and
 

Development Bank, which draws down on a World Bank loan for on-lending 

to SSEs, has become the only lender to this sector, and this bank often 

takes up to six months to process a loan. IBAS therefore wished to have 

its own fund to dispense small credits --especially for working capital -

more rapidly. 

Bank credits to IBAS clients carry an annual interest rate of 11 1/2%
 

(the standard conmnercial rate), which is charged on the declining balance 

of the loans. Amortization periods vary, but only in a few cases do they 

exceed three years. Grace periods, on average, are six months. As of 

May 1979, forty-nine bank loans, totalling $223,900, have been made to
 

IBAS clients, the average loan size being $4,600. The majority of these
 

cre'its were for tools and equipment purchases and workshop upgrading, 

although in many cases the credits were used for combined hardware and 

working-capital purposes. Interms of loan capital usage, roughly 75 per

cent of the total credit disbursed to date has financed physical improve

ments, with the remainder being used as working capital.
 

http:i.ompo.ed


175 

Credits drawn from the IWAS loan fund, which was initiated 

in February 1979, carry an interest rate to clients of 8 percent on the de

clinIng balance, grace periods of two-to-three months and amortization
 

periods of up to two years. Six loans have been made from this fund, 

all for working-capital purposes and averaging $500 per loan. 

Of all loans disbursed, two-thirds are In the $50 to $2500 

range and one-third are above $2500. Seventeen of the loans made to 

date have been made in the Farafenni area. These lnans range in size 

from $150 to $2500 and average roughly $1000 per loan. They have been 

made to much smaller enterpris2s than those being served in Banjul . For 

example, loan recipients in Banjul average roughly $25,000 per year in
 

gross sales, with the volume of the smallest clients being $10,000 per 

year'. Those in Farafenni average less than $8t000 per year in gross 

sales and range as low as $500 per year in' total volume. 

The vast majority of loans are to individual entrepreneurs. 

The one exception to this Is in Farafenni , where eight fishenilen, with 

the help of the IBAS agent, foned an association and received a group
 

credit of $12,000 for the purchase of outboard motors, nets and other 

equipment. 

6. Handicraft Marketing. In 1978, IBAS created a cooperative 

to promote the production and sale of Indigenous handicrafts. This 

organization, The Gambian Artisans' Marketing Cooperative, Ltd. (GNiCO) 

now has approximately 400 member artisans; half of these members are 

individual artisans and the other half belong to member groups. The 

society Is managed by a Peace Corps volunteer who is training a Gamblan 

counterpart. Funds for staff salaries and vehicles are provided by the
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Gambian government, the U.N.D.P. and the Peace Corps. The organization
 

also receives funds from its members, who are required to become share

holders upon joining. The minimum investment per member is $5.0U. 

Using a core staff of five, GAHCO assists member artisans 

in production -- through limited technical assistance and advice oni
 

quality control -- and in marketing. To assist in this latter function,
 

GAMCO operates a retail store in Banjul which sells to tourists and also
 

exports craft goods to Europe. GA14CO advises clients on the potential
 

marketing volume of different craft lines, monitors production through 

site visits to ensure adequate quality, and buys craft products for retail 

and export sale. These functions require considerable staff travel, as most 

of the artisans are located upriver. GAMCO has also begun to make small 

loans to meibers from its central fund; so far, three short-term loans 

of $35 each have been made to members for the ,)urchase of tools. These 

loans have been made at B-percent interest.
 

The craft products of members are retailed by GA1CO at 30 percent 

above production costs. Crafts sold for export, however, are sold at only
 

5 percent above cost, as GA;ICO has only recently begun to export and is
 

attempting to gain access to secure markets. GA14CO sales are currently
 

about $7000 per month and its operating expenses are roughly 17 percent of 

total sales. letprofits are currently reported at 8.7 percent, the high

est in the organization's brief history.
 

IV. Future Plans
 

IBAS is now entering a phase of expansion and Gambianization. Over
 

the next four years, plans call for the construction of two additional
 

regional offices, the expansion and total nationalization of the staff
 

to a total of thirty Gambians, and the creation of a raw-materials pro
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curement facility. In support of these activities, the Gambian government 

will provide approximately $350,000 for capital development. This will
 

be augmented by grants from the European Economic Conmunity. At the 

same time, both the U.N.D.P. and the I.L.0. plan to terminate mnst of 

their financial and technical assistance by 1982. 

V. Assessment and Analysis
 

As is obvious from time sales volumes and loan absorption capacities 

of IBAS' clients, the program is assisting mostly well-established entre

preneors who are will above the income levels of very poor self-employed. 

Among this clientele, the program has had the effect of increasing 

production and sales, with clients reportedly increasing Incomes as much 

as 50 percent. According to staff, however, the program has not produced 

significant increases in the number of jobs available within the ninety 

enterprises that are now being served. The largest increase in employ

ment has occurred in Farafenni where fifteen jobs, mostly apprenticeships, 

have been created over the last two years.
 

The program's success in raising client production and incomes is due,
 

according to staff, to two major factors: its concentration on the up

grading of enterprise management capabilities (and use of improved equip

ment by clients); and its analysis of both the marketing potential of 

client products and the general health of the enterprise prior to the 

extension of credit. In general, the inputs of the program seem to be 

well planned and well coordinated, and tilestaff appears to be technically 

competent. At the present time, however, both this program and the ap

parently well-managed GA14CO program almost totally dehandicrafts are 

pendent on expatriate staff despite the fact that IBAS operations are 

over four years old. As nationalization has not yet occurred, it is 

difficult to judge timelong-term prospects of tle program. 
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Wlhile the program seems to be iweting its goals, it is sonewhat 

questionable to what extent its general methodology is applicable among 

less established, poorer clients. This is a fairly conventional small

scdle enterprise-assistdnce progrdlli which Is delivering intensive one

on-one services and arranging relatively large loans at a cost of roughly 

$010O0 per client. Most of the programs identified In this study which 

assist smaller clients, concentrate less on delivering such intensive 

individual services and rjore on group-enterprise formation. In this 

regard, it is interesting to note that in Fardfeoni, IWAS has been suc

cessfully promoting qroup formation a mng poorer clients for the purpose 

of facilitating the extension of training and credit. 



1._ Ject Identification
 

Name: Centre d'Education a la Promotion Collective (CEPEC) 
Yaounde, Cameroon
 

Principal: Fr. Paul Iuchs, Director
 

Consultant: Fred O'Regan, The Development GAP
 

ii. Setting
 

Cameroon is often referred to as a microcosm of all of Africa. It 

has 'th Anglophone and Francophone regions, exhibits great ethnic and 

religious diversity, and possesses clinatic zones which range from the rain 

forests of the so:nth to the arid Sahellan plains of the north. WhiIle the 

majority of Cameroonians live in rural areas, urban growth has become a 

burgeoning phenomenin. Yaounde, the capital, has experienced an annual 

growth rate of twelve-to-fifteen percent in recent years. Douala, the 

nation's largest city, is growing at a slightly slower pace. Both cities 

contain large squatter settlements with thousands of small artisan Indus

tries and petty-retailing enterprises. 

While little formal assistance, whether It be in the form of credit, 

technical assistance or training, Is currently reaching the lower end of 

the Infonmal sector in either Yaounde and Douola, some very promising 

assistance efforts have recently been initiated in both cities. lhe artisan

assistanr projects of CEPEC in Yaounde and the Institut Panafricain pour le 

Developpeent (IPD) in iioual , for example, are programs Omiich are passinq 

effectively through their developnental stpgcs and hold great promise for 

getting sustained assls.ance down to the poorest level of society. CEIPEC's 

activities will be described below, with IPD presented in tile following 

raport. 179 
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III. Project esription
 

A. Goals. CEPEC's major purpose is to assist in coimnunity 

development efforts which are based upon authentic African soclo-cultural 

and economic realities. Working on the basis of somewhat complex intel

lectual underpinnings, CEPEC is active at the local level in the areas of 

animation, conmrunity training, and organizational development. Its objec

tive Is to enable conniunitles to identify, plan, execute and evaluate 

thel r own development projects. 

B. Organizational Structure Staffing and Fundig. CEPEC was 

formed in 1970 as part of the Catholic Church's attempt to promote collec

tive, self-defined development at the coiiuiunity level. It is an independent, 

self-administered organization, legally attached to the archdiocese of 

Yaounde. It enjoys the active support of Archbishop Joan Zoa, who is 

noted as a dedicated supporter of development amongst the urban poor. Focus

rig on Yaourde and the surrounding rural areas, the organization works in 

close conjunction with the local branches of the Ministry of Social Affairs, 

the Ilinistry or Youth and Sports, and the administrative offices of Yaounde's 

city government. All of its actvities are planned and coordinated with these 

governmental entitites. Often, the government borrows CEPEC's training 

staff to work in its own cojiraunity programs. Similarly, CEPEC enjoys work

ing relationships with other non-governmental organizations, including BASE, 

another Catholic developmenE organization, through which It receives part 

of its funding; FEMEC, a Protestant organization with which It has jointly 

outlined funding plans for local cornmii ties; and IPD, with which it has 

established training seminars for local comunity trainers and with which 

iL will continne to work in the future. 
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CEPEC currently employs twelve people, Including nine Cameroonians 

and three expatriates. Two are charged with administration and the remainder 

are trainers, or aniateurs, working directly with coimmuni ties. Rev. Paul 

Fuchs, a French development expert, has headed tile organization for the past 

two years. CEPEC's operating budget for 19713 and 1979 is approximaLely $165,00 

Funds are raised frol private international sourc(es (mainly iwereor), frrill 

the archdiocese or Yaounde, and from th. local co:iI mni Lies, i: ir:!i contribute 

15 percenl of tie resources necessary for CLPC's direct support activi ties. 

CEPEC, however, is neitier a iiunder nor an inteniiediary financial conduit. 

C. Pro ect Activities. CPEC's colmunity development approach con

sists of several phases. first, animateurs initiate contact with poor local 

corniiunities and begin to organize group meetings within the colnunity. 

At these meetings, which are held over a period of tarep to four 

o
 
months, the basis for ongoing support from CEPEC is discussed in tie frae-1,

work of the connunity's willingness and ability to Invest time and resources 

in the collectijv- pursuit of local-level development.
 

In tilesecond phase, an intensive conmuonity training program is begun.
 

nine mo)nths to one year, consists of 

two distinct elements: animationl (or consciojsnes raising) and practical, 

Tbis training stage, whicil lasts from 

cotilullity-development skills training. The animation training is aimed at 

the participants' acquisiLion of (I) a comprehensive understanding of the 

social, physical, and economic "milieu" of the collmmnity, and (ii) sufficient 

knowledge and will to work collectively -- across ethnic and religious 

lines -- to solve problems. The coinunity development training focuses 

upon methods of collectively identifying and prioritizing development needs 

planning effective strategies to meet these needs. Concurrent with theand 
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conmnunity training, CEPEC focuses .on the identification and training of
 

potential conmlunity I:'.,ders. Energing neighborhood and conmiunity repre

sentatives are given intensive preparatio, in coumunity-action and organiza

tional-developuent techniques. Leadership training, formerly held at 

CEPEC's training center in Yaounde, is now held in the coinnunity as an 

extension of the nomal coiliunity training program. 

The beginning of the third, or operational, phase overlaps with the 

conclusion of the training phase. At this stage, the attempt is made to 

forn both a pennanent coniounity training facility, staffed by locally 

trained trainers, and a coamunlty developmnent organization with Its basis 

in neighborhood representatives who are selectLd on a block-by-block or 

similar sub-unit basis. As the operational phase progresses, the comunity 

is expected to further elaborate (levelopent needs on a practical, sectoral 

basis and to begin to identify specific initiatives or projects to address 

them. CEPEC emphasizes the utilization of conviunity financial, material, 

and human resources, although it does attempt to identify sources of outside 

support where necessary. CEPEC's final goal is "coimunity self-autonomy" 

in development, a condition in which a comnunity has attained both social 

cohesiveness and economic self-sufficiency. CEPEC's recognition of tile time 

required for the achievement of this goal is reflected in the eight-year 

schedule of support (culminating in 1985) which it has detailed for urban 

colli it is. 

As ai uutgroWth Of its Lraining, promotional,, and facilitator roles, CEPEC 

is now either delivering or -ecuring assistnce in various sectors, Includ-

Ing the artisan sector in Yaounde. Utilizing one full-time staff person, who 

coordinates his efforts with four fiennan and Dutch voluiteers, CEPEC 

is currently involved in: (I) tile formation of an artisa i organization; 
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(1i) the creation of a c'operative for primary-goods and materials pur

chasinri, in conjunctioo with the Yaounde Union of Caisses Populaires 

(Credit Unions); and (iii) marketing research on the demand for artisan 

goods and services. To complement its promotional work, CEPEC is in the 

process of recruiting a technical production and mark:eting expert to con

duct further market research and to deliver technical assistance for the 

upgrading and labor-intensification of production techniques, the diversi

fication of product lines, and the Introduction of additional artisan 

service trades which are deemed viable by marketing surveys. 

Although it is involved in three quartiers in Yaounde, most of 

CEPEC's artisan-,)rolotIon efforts have centered on Le LBriqueterie, a settle

ment with a population of over 50,000 which is widely known as a center of 

artisan-enterprise activity. Together with its artisan-assistance activity, 

the organization is pursuing more broad-based conituunity orgarization and 

training In Le riqueterie, as this comiunity has virtually no fonnal organiza. 

tional structure. CEPEC is also working with the /anunde Union of Caisse 

Populaires to strengthen tire cotimunity's only credit unlon,which is quite 

weak at tire present time. 

Given what It perceives to be a virtual vacuum in tire delivery of promo

tional and technical support to Yaounde's artisans, CEPEC plans to expand its 

role in this sector, integrating small-business development within its com

munity develolnent projects, with planning controlled by representative 

conmunlty-action conmittees. CEPEC has had continuing discussions with IPD 

about thmt organization becoming more directly involved In artisan support 

activities and the training of conmunity field workers In Yaounde, as well 

as in luuala. 
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IV. Assessment
 

As a promotional agency working in coitnunity organization and general 

group training. CEPEC, by initial assessment, appears to be effectively lay

ing the basis for nrban coimunity developtuent in those areas in which It is 

involved. Its programs for comnunity training are planned with precision, its 

staff of Cameroonian traIners'Is appropriate for the task at hand, and Its 

relations, both within the conmiunitles In which it operates and with local 

government, are said to be excellent. By all accounts, it I5 the most active 

orgaiizetiun directly engaged in coimiunity development in the .quartiers 

of Yaounde -- and it is deeply cotmIatted to this task. Althouhj it is not 

specifically an SS-assistatice organiatio n CrPEC's initial efforts in the 

artisan area seem to te very well thought out and potentially quite effec

tive. Its focus on market analysis for the identification of viable product 

lines. for example. seems quite sound given the marketing problems encounter

ed in many programs at this level, and its gradual approach to building up 

a general technical assistance capacity as part of fts coirmunity development 

efforts will assure a continuity in its approach. As It develops in the
 

future, CEPEC's artisan-assistance project could prove to be an extremely 

effective one. 



1. 	 PrEoject Identification 

[lame: Institut Panafricain pour le Developpewent ([PD) 
Douala, Cameroon
 

Principals: Mathieu Gracia, Director, Central African Division 
Allain Lafitte, Economist 

Consul tant: Fred O'Rejgan, The Development GAP 

II. Se n. 

Unlike Le lriqueterie, the comitunity upon which CEPEC (see previous 

report) is focusing its assistance, Zone lylon, the focus of l'D's involve

ment in artisan assistance, is an extremely peor but well organized settle

ment. With a population of over 100,000, this squatter community in Doualia 

has organized a coiinunity action council through which local residents co

ordinate a wide range of self-help activities which include the construc

tion of drainage ditches, footpaths and access roads. The coiiuuunity is 

currently engaged in a self-initiated planning process which it hopes will 

lead to a comprehensive coriaunity-upgrading program. Although Zone Hylon 

Is not noted as a comercial, artisan center, it does, in fact, have an 

active, internally oriented artisan sector geared mainly to the provision 

of services, such as tailoring, shoe repair, and auto repair. 

111. Project Description
 

A. 	Goals. iPD isa well-known, private developmnt institute es

tablished in 1964 to promote African-defined development through training, 

applied research, and project support and consultation activities. The
 

institute's approach to development is based upon "... the understanding, 

mobilization and participation of the local populations concerned." 

185
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B. Brief Description and Ilistory. In its fourteen years of 

operations, IPD has concentrated its efforts on training (primarily 

of development facilitators, but also am.ng organizations and com

munities) and action-oriented develomrient research. In recent years, 

hotever, It has become Increasingly interested and Involved in direct 

consultation in the areas oif managerial assistance, project planning 

and evaluation. Given the impressive experience and capabilities of
 

its professional staff, IPD's increasing interest In project work is
 

of great potential benefit to Cameroon. •
 

C. General Structure
 

1. Or(lanizational Structure. IPD's policies and general op

erations are governed by a council of twenty prominent international 

members, the majority being African. A general secretary, appointed by 

the board, is headquartered in Geneva. There are four geographically 

and administratively distitict IPD components: 

IPB Central Africa - Dnuala, Cameroon (French Speaking) 

IPU West Africa - Buea, Cameroon (English Speaking) 

IPD Sa1] - Ouagadougou, Upper Volta (French Speaking)
 

iNd Progra Support Service - Douala (ilingual) 

Plans are presently being considered for the establishment of an 

additional branch for East and Southern Africa, probably in lairobi. 

iWith a combined staff of approxhiately forty full-time professionals 

and thirty part-time or affiliated consultants, the Central Africa 

Division and the Program Support Service make the louala branch the 

largest single iN unit. The core staff is diverse in tenis of both 

nationality and specialization. The mijorlty are African with expertise 

in such fields as economiics, management, sociology, agronomy, family 

economics, aid comlunity organization and deve1opment. 
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0. Project Activities.
 

I. Training. IPD training for development professionals 

is of both short- and long-term duration. The short courses are 

usually offered as two- to slx-week seminars in specialized areas, 

either as refresher or introductory courses in distinct topical areas.
 

Theso seminars, which are arrangcd and specifically adapted at the
 

request of private and public development agencies, are held either
 

at IPD, at the requesting institution, or in a particulir conmmunity.
 

The areas most often explored in these seminars include project con

ceptualization and planning, regional planning, management, "training
 

of trainers," rural development methodology, and methods and practice 

in community animation and participation. Many of these IPO training 

seminars have been given in Cameroon. Some examples of this activity 

include: 

a. four training seminars on credit management for the 

administrative staffs of Caisse Populaires (credit unions) iiithe
 

Center-South region of Cemeroon and in Yaounde;
 

b. a series of seminars for the training of managers of 

the local marketing cooperative components of ZAPI, a World Bank

supported Cameroonian rural development program; 

c. a series of project management seminars for staff 

members of the Ministry of Social Affairs and involved communlty 

leaders; 

d. a development management seminar for tie Catholic 

Bishops of Cameroon and their inmediate -taffs; and 

c. a planned series of training programs for peasant 

associations, to be implemented with FEIIEC (Cameroon's major Protestant



church develolent organization), BASE (a leading Catholic development 

organization, and ZAPI.
 

As previously noted, IPD and CEPEC have discussed collaborative
 

work in the SSE sector and plan to coordinate their efforts in the future. 

Formal, longer-tern training is aimed at the creation of develop

ment cadres for the promotion, planning, execution, and evaluation of local

overlevel develollnent. Since the program's creation, IPD has graduated 

2,500 diploiiia-level students representing thirty countries. The program 

is organized around "training units," each of a distinct topical nature 

and requiring six months of intensive study and field work. The core 

training units include: development background research; project concep

tualization, execution, and evaluation; participatory planning for re

gional develolmwnt; managenmnt of enterprises and cooperatives; and "train

ing of trainers" in development. Aside from academic studies, all IPD 

students acquire direct field experience by working at the coxuiunity level 

in Cameroon under the guidance and leadership of IPD professionals. Their 

field work duties vary from research to project planning, execution, 

and evaluation within sectors dictated by their area of concentration. 

2. Researcih and Consultation. Upon request, IPN also serves as a 

research ard consultation resource for local c011ixunIlties, mxaking avail

able its prufeSsional staff for assistance in the conceptualizatiun, 

planning. proxition, and execution of local-level projects. lPD personnel 

will often act in an intennediary capacity as well , helping coniuni ties 

to Identify external sourcus of financial arid technical assistance. 

This support may evolve from student involvement. in a certain comixunity 
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or project, from an IPD research effort in the area, or through a re

sponse to a direct request of a certain coniaounity or development organiza

tion. 
 In Edea, for exarple, Professor Casino Dikounie,. former presi

dent of IP, is currently Involved 
 in an exploratory, action-orienited
 

study to integrate conininity development activities with 
 the ongoig
 

industrial development 
 in that area. Following the completion of the 

research. IPD hopes to 
assist in the planning and Initiation of an inte

grated conairunity developnent project in Edea.
 

In Zone Nylon, IPIDhas been actively Involved for the past four
 

years, primarily in small-scale enterprise 
and artisan activities.
 

IPO's support activities in Zone 
lylon are headed by M. Allain Laffitte,
 

an economist specialized in enterprise inanagenient. Up to four profes

sional staff are involved on a 
part-time basis in development support 

activities in the Zone. 

IPO's relationship with the artisan sector in Zone Hylon began 

through a process of participatory action research ("Enquete Participa

tion") initiated by IPD staff and students. 
 In this process local arti

sans and coninunity residents were brought together to detennine what was 

important to thei to 
know about artisan activities and how such Infonna

tion could best facilitaLe the future development of the congnunity. Out 

of tlhis grew a research process based or interviews with a cross section 

of. Zone ilylon's artisans and a general econonic analysis of tiresector. 

Aniong the findings of this research are 
the following:
 

(I) many of tileartisans Interviewed are not entrepreneurs 

by choice; rather, they are rural people who have conieto the city to 

seek secure employsent and, falling to do so, have adopted self-employment 

In trades In which they can quickly begin to generate incole; 
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(ii) there is severe overcompetitlon in certain trade 

areas, such as woodworking, tailoring, and minor Lruction, which 

require little capital investment to enter; and 

(iiI) growth, In tenns of employment and Income wi thin the 

Zone's artisan sector, is dependent upon a lowering of costs in the 

purchasing of raw materials, increased efficiency in production among 

artisans, a greater diversification of artisan product lines and the 

establishment of more marketing channels outside of the li;onlial sector 

in Zone Nylon itself. 

As an outgrowth of its initial research involvement, IPD began 

assisting the artisan sector in Zone lylon. Working in collaboration 

with the local office of the Ministry of Social Services and with the 

Zone's Conmunity Action Coiiuittee, 1I1t1has (i)helped to organize an 

artisan association to represent local producers; (ii) promoted produc

tion groups for the purpose of forming credit guarantee mechnisms and 

buying raw materials in bulk; (iII) delivered managemient and accounting 

introduce newassistance to local artians; and (iv) helped identify and 

product 1ines. To cowtplement its direct assistance efforts, iPD is con

ducting an ongoing arkt ing analysis of tle DOua1a area to deLerili ,e 

vi able artisan products, hille, in collaborationi with other organizations, 

engaging in d promotional campaign to influence middle-class Cameroon

laOs to purchase indigenously produced goods. The organization is also 

assisting a local Dutch volunteer in upgrading the administrative and 

lending capacities of the Zone Nylon credit union. Thie union, 

which was formed through the efforts of the coiiuiunity action coii nittee, 

has reportedly male great strides over the last year and lhds begun ex
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tending small loans to artisans. Details on this lending program, 

however, were not available.
 

IV. Assessment 

iPD's assistance has been delivered through the efforts of 

Allain Lafitte, a staff economiit who lives in Zonie Nylon, alontl with 

other interested staff members and a number of students who are 

specializing in empluyment and itrconte-generaLion assistance. Al though 

this assistance effort is not a foriiwlized one, in that It does not 

have distinct operational and adlministrativo units and a specific 

budget, It seems to be rendering important assistaiv:e to an artisan 

comiunity which would othimise not he served. 

IPD brings to this effort a wealth of competence and experience 

which Is greatly appreciated in Zone Ilylon. It has sensitively estab

lished a sound working relationship with the cominunity's representatLive 

council,and its assistance has therefore become an integral part of 

Zone Nylon's total upgrading effort. In addition, IPO's strategy 

of assisting in the build-up of local organizations, such as the Zone's 

artisan association and credit union, to implehment future devenlopmvnt 

activities within the artisan sector constitutes a sound approach to 

enhancing self-reliance within the conlaunliLy" 

Although IPD has not souqht funding to formalize and expand its 

assistance efforts in Zone flylon, It has continued to provide services 

on an Informal basis and to assist in locating additional sources of 

financial and technical assistance for Zone Nylon's artisan coimilunity. 

Hopefully, IPD will further develop and expand Its direct artisan

assistance activities, as the informal assistance it is delivering 
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seems to be quite effective. As previously stated, IPD and CEPEC,
 

which have excellent relations, have held discussions on possible
 

future collaboration. The development of a fomal artisan-assistance 

program in Douala and Yaounde involving these organizations would cer
tainly present an excellent opportunity for international donors to 

participate in an effective effort in this sector. 



Suilary. of Flndjigs and Conclusions 

I. Central Problems Facin the Very Poor Self-Employed 

The majority of the very poor in African cities are urban squatters, 

and most of this growing population is composed of essentially traditional 

people front rural ereps. This is particularly true of thuse in the newer 

settlements i. dnd around primry cities, as well as those in secondary
 

cities. As the growth 
 of the formal economic sector has not been suffi

cient to ,bs,.b this growing number of job seekers, most seek eimployiient
 

through solie form of petty trade or ortisan activity.
 

As such organizations as tile ilationa' Christian Council of 

Kenya (;ICCK) and the Institut Panafricain pcur le Oeveloppemnnt (IPD) 

in Cameroon, have discovered, many of the poorer artisans and traders 

in squatter settlements engage in entrepreneurial activity as a matter of 

survival ratner than choice and, in some instances, wiould prefer secure wage 

employment if it were available. In addition, the very poorest of those 

engaged in econumic activity -- that is, those who are the focus of this 

study -- lock general familiarity with the workings of the cash economy, 

possess extremely low productive skills, and are therefore not truly 

competitive even within the infornwil sector. Furtherovire, they lack 

access to secure premises, potentially profitable mmurketi-'g sites, and 

essential seivices, and have little or no cmllateral with wliL: Lb ]ever

age financial assistance. 

Given the fact that time very poor in urban Africa ar,. concerned pri

nrily with the day-to-day survival of themselves and their dependents, 

,re often not entrepreneurs by choice, and face severe economic limitations, 

193 
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most of the programs identified as actually reaching this level aim pri

marily at assisting clients to achieve some measure 
of economic security. 

Working with slum dwellers with less than $20/month incomes and an average 

of 6.5 dependents, such as the women in Nairobi's Mathare Valley, it is not 

surprising that these organizations are not primarily concerned with entre

preneurial development and enterprise growth per se, but rather with trying 
to guarantec minimal level of innediate to manysone income as people as 

possible. 
 It is felt in most cases that, once the poor achieve a sustained,
 

secure income, they will have some basis to collectively or individually 

improve their own economic well-being and make use of "harder," more formal 

types of enterprise assistance. Of the programs identified, most work to 

proicde this ;Irst stepping stone in improving the living conditions of the 

poor. 

As is well known, African government economic policies have not favored 

the informal sector. 'lost countries have traditionally favored export

led development together with formal-sector production Zctivity, which has not 
had significant impact en urban incriployment. Only recently (in the 

past decade), have they begun to support informal-sector businesses. In 

general, however, ndtional licensing, registration, tax and credit policies 

continue to inhibit informal-sector activity, thus further isolating the very 

poor from meninciful economic opportunities. For example, in order to legally 

establish a dressmaking shop In Iombasa, Kenya, two clients of the NICCK pro

gram had to pay a total of $96.00 in registration fees and taxes and for man

datory disposal services. 
 Such a sum is far above what can be afforded by
 

the poorest artisans and traders, who, if they cannot borrow the money, tre 

forced to operate illegally and become subject to police harassment. In 

the case of petty retailers, zoning regulations in most primary cities 
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Inhibit their access to central, potentially profitable sites, forcing 

them to compete amongst themselves in very low-income areas. 

WThile the research carried out in this exploratory study was not 

designed to yield conclusive results, there appears to be very little 

meaningful assistance of any type reaching the very poor in urban Africa. 

Many of the programs identified as reaching this population are relatively
 

small and, being quite young, are still in their experimental or formative
 

stages. Furthermore, the majority of these programs are eitlher operated
 

by, or were at least originally initiated by, private development organiza

tions. In most countries, conventional public-sectur agencies were found 

to focus upon comparatively well-establisheJ, more stable enterprises which 

possess assets significantly higher than those of the very poor. 

This absence of public support -- bo'li at the policy and program level -

in the areas of infonmal-sector employment generation, in particular, and 

coimunity economic development, in general, renders extremely difficult tile 

task of delivering services to the very poor self-employed. Institutions 

attempting to help generate self-employment at this level must provide com

prehensive development assistance of a promotional, educational, and organiza

tional nature prior to, or in conjunction with, enterl)rise-improvement ser

vices. As is demonstrated in the case of IICCK in Kenya, such comprehensive 

assistance call be delivered, and delivered well, but not without a considerable 

connaitment of time and resources on the part of assisting enti ties. 

On tie other hand, in lanzania, tine Small Industries Development Or

ganization (SDO), a governmint agency with limited resources, delivers 

widespread technical assistance to small industries incorporating the urban 

and rural poor. It is able to do so because of widespread, publicly supported 
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promotional and organizing efforts at local levels which have been under

taken as a result of firm political support-for development among the
 

very poor. Specific measures have also been adopted within the Industrial
 

sector to support small, indigenous industries: national banks are mandated
 

to lend to small artisan groups; regional marketing channels have been es

tablished for artisan goods; and artisan associations have been organized to
 

give local producers a voice in public policy.
 

As such broad public-sector support does not exist In the majority of
 

countries in Africa. agencies working among the very poor attempt to 
coor

dinate their work with government agencies in order to draw the public
 

sector into assisting clients at this level. NCCK, for example, began the
 

Village Polytechnic Movement and later sought increased public support and
 

involvement. This resulted in the government incorporating the program 

ithin the Ministry of Housing and Social Services. ACCK has also success

fully elicited the irvolvement of the Nlairobi City Council and the Kenyan 

Department of Cooperatives in its housing and employment programs. Similar

ly, the Centre d'Lijcation a la Promotion Collective (CEPEC, in Cameroon
 

works in close re'laboration with the hinistry of Social Services In that 

country, even to the point of lending staff to the Ministry for certain 

projects.
 

The close collaboration which these organizations maintain with govern

ment agencies and officials allows them to play an important advocacy role 

with the public sector. Most of these organizations use their collaboration 

with public agencles to demonstrate both the need and the viability of 

working with the self-employed poor. This advocacy role may prove to be a
 

significant factor in stimulating widespread public assistance to the urban
 

poor.
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II. Assistance Methodolo
 

The majority of the programs Identified as reaching extremely pour
 

urban populations exhibit strong social emphases. For the most part,
 

they are riotprimarily small-scale enterprise programs in the conventional
 

sense of the term. Many, such as NCCK's Urban Conmnity Improvement 

Programne and the Institute for Cultural Affairs' (ICA) Mawangware upgrad

ing scheme in Kenya and CEPEC's program in Cameroon, are essentially com

munity developme.,t programs which have adopted enterprise assistance as a
 

component of their total efforts. 
In general, these programs -- Including
 

those which are engaged exclusively in delivering enterprise assistance 


emphasize Increasing of incomes and production among the poor as crucial
 

to immediate survival and the attainment of individual and family security.
 

These economic objectives, however, are viewed as means toward greater
 

esidssuch as "increased self-reliance" (SIO), "an enhanced feeiing of 

self-worth" (UCCK), and "qreater community awar#.ness and control over de

velopment" (CEPEC).
 

In part, these goals reflect the social and political values and coninitmen
 

of the people and organizations working wth the very poorest sectors of societ
 

More importantly, however, the adoption of more comprehensive assistance
 

objectives appears to stem from the realization of these Institutions that
 

their clients at this extreme level of poverty in Africa face many problems
 

in addition to low Incomes and that they must be addressed simultaneously.
 

It Is for this 
reason that many of the programs identified deliver, inan
 

Integrated manner, a 
wide range of services in such areas as housing, health,
 

nutrition, and literacy together with their employment-generation assistance.
 

To ensure that priority needs are indeed addressed and that local resources
 



198
 

are mobilized on a sustained basis to help meet these needs, most of the
 

programs also elicit beneficiary and/ur coinmunity participation in the 

planning and implementation of programs through the establishment of 

representative organizations in the areas in which they work. The 

NCCK and Village Polytechnic programs in Kenya, CEPEC and IP activities 

in Cameroon, and the UN-supported Women in Development (WID) program in 

Swaziland are illu,.trativ vf this point. 

A. Outreach and Promotion 

Perhaps the key element identified in the programs which are extend-

Ing economic assistance at this level is a sound component of outreach and 

promotion in local urban slums. As the very poorest of urban artisans and 

traders are illiterate, isolated from mainstream programs and institutions, 

and lacking familiarity with credit extension or the cash economy in 

qeneral, the indirect promotion of assistance programs through the media 

or the offering of services through central facilities does not seem practi

cal at this level. Rather, most programs were found to rely upon professional 

outreach and promotional staffs which work directly with poor connunities. 

IN the case of SIDO, for example, the agency dovetails its technical 

and managerial assistanre with the ongoing, organizational work being under

taken by public officials in conva=unities throughout Tanzania. In other 

countries, where such broad organizational efforts among the poor are not 

In evidence, virtually all of the programs researched have developed close, 

personal contact with clients through the establishment of outreach programs 

of their own; NCCK and CEPEC have Incorporated particularly strong capabili

ties in this area. 
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There are a number of factors which necessitate the establishment of 

such promotional components by agencies dealing at this level. First, 

as stated, the potential clients of their programs are physically and social. 

ly Isolated from the mainstream of society, do not normally seek outside 

assistance, and therefore must be reached directly within their own cum

munities. Second, given their very low level of business knowledge and
 

technical skills, a significant amount of personal assistance must be
 

extended to help these clients become involved Inself-supporting economic
 

activity; the establishment of connunity-based programs makes possible
 

inte.,sive contact and follow-up with clients on the part of staff. Third,
 

the highly localized focus of these programs allows institutions to gain a so 

working knowledge of communities and to identify their ineediate, priority 

needs -- both economic and social.
 

This knowledge appears to be essential to the design of service programs 

which effectively address these needs; to the st'mulat.n of coimnunity or

ganization and action to carry out such programs; and to the Identification o'
 

those local residents who are legitimately In need of Income-generation 

assistance and who can be trusted to effectively utilize the assistance given, 

This approach builds c base for an agency's enployment-generation efforts, 

while building tipconfidence and trust in the proqram among local residents. 

The specific outreach and promotion techniques utilized were found to 

vary from program to program. The model adopted by N4CCKinits urban-upgradio
 

and employment-generation work presents, perhaps, the soundest approach, with 

highly qualified social workers and community educators, who are recruited
 

from local communities and trained by NCCK, forming the basic outreach
 

channels through which all services are promoted and, inpart, delivered.
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One variation on this approach Involves the use of students doing action

oriented research as the initial outreach mechanism (IPD). Another Involves
 

the initiation of a broad-based needs-elicitation process using a large
 

group of outside volunteers and locally recruited residents (ICA).
 

In most cases, two factors seem to be shared. First, the programs
 

are promoted within, and directly tied to, specific local cocmunities. 

Second, a strong effort is made to incorporate Indigenous people -- either 

as staff or through their own organizations -- as an essential element In 

the outreach, promotion, and service-delivevy aspects of the program. The 

Village Polytechnic program, with its fonmtion of local-level management
 

commiittees, provides a good example of this approach. In most programs in

volving expatriates, such as CEPEC and UIiD-Swaziland, a decided effort is 

madie to both nationalize the staff and decentralize the decision-making 

and policy-formulation processes to directly involve local residents. The 

Africanization aid localization of programs appears to be essential to en

sure that local needs are identified and addressed, that local residents 

of poor coimunities become actively involved in solving their own problems, 

and that the program is identified as an authenticly indigenous endeavor. 

In the one program identified in which expatriate staff retained strong 

policy and program control -- ICA in Kenya -- little legitimate local 

mobilization was in evidence, and some distrust in the program has begun 

to surface in local Kenyan development circles. 

An additional element in evidence in most of the programs examined
 

is the promotion of group formation among clients. The types of groups
 

formed varies from actual group enterprises, such as those promoted in 

the SIDO, IICCK, and ID-Swaziland projects, to artisan associations, such 

as those organized by IPD and SIDO. The most consistent, and perhaps most
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important, type of group formation, however, was found to take place at 
the enterprise-formation level. 
 Based on the examination of the projects
 

in this study, the promotion of group rather than Individual enterprises
 

seems to be of crucial 
Importance among .he poorest of the self-employed 

for a nunber of reasons. These Include: 

1) Increased efficiency in the use of staff time. Given the in
tensive assistance required at this level, significant nunbers of clients 
cnuld not be reached on an 
individual basis by organizations with limited
 

resources. 
Grouping has allowed for the extension of direct, specialized
 

assistance to clients which otherwise would not have been possible without
 

enormous Increases in cost.
 

2) the sharing of skills and management responsibility among
 
clients. Given the extremely low production and management skills exhibited
 

by clients at this level, the formation of groups is viewed by most agencies 
as an effective means of facilitating the,informal sharing of whatever skills 
exist among group members. 
This is clearly evident, for example, in the
 
group training techniques of the Village Polytechnic program, in which
 

second- and first-year trainees work together to facilitate the trensfer of
 
skills from the more advanced to the less advanced among them. At the same
 
time, group enterprises allow for the specialization of production 
 functions 
and thereby lower training needs among rlients. 
 Similarly, a sharing of
 

management responsibilities by group menbers can be undertaken to take
 

advantage of collective know-how and experience. 

3) the lowering of both fixed and variable enterprise costs. 
 The
 

grouping of clients into collective enterprises lowers enterprise-formation 

and operating costs through the sharing of start-up expenses (including ini
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tial registration and tax payments), the bulk purchasing of either raw
 

materials or retail stock, and the collective purchase and sharing of
 

tools and equipment.
 

4) the formation of group guarantee mechanisms among clients. 

As clients at this level possess virtually no physical or cash collateral, 

qroup formatinn is seen as the most viable alternative in securipg credits. 

Thus, in the majority of cases, those programs which directly extend credit 

as part of their assistance (e.g., NCCK. JID-Swaziland and SIDO) utilize 

group guarantees as the nonal means of loan securement, while those pro

grams which do not extend credit (e.g., CEPEC and IPD) promote group forma

tion to provide a guarantee mechanism with which to help leverage credit 

from formal financial institutions. 

5) the enhancement of client self-cbnfidence and political lever

arie.Most of the very poor self-employed are facing a difficult transition 

from traditional to more formal social and economic activities. Assistance 

organizations therefore pursue group formation as a means by which mutual 

reinforcement and a bolstering ,of self-confidence can take plo,.e during this 

transition period. In addition, grouping facilitates broader organizing
 

efforts among the poor to enable them to establish a collective basis for
 

leveraging increased public assistance.
 

In gcneral, criteria for the selection of clients at this level are so
 

relaxed as to be almost non-existent, with clients usually selected on an
 

informal basis by field staff. In the case of most clients, selection is
 

made on the basis of staff knowledge of both the local residents and the
 

contnunity, in general. Emphasis is placed on actually reaching this level
 

of the population and identifying legitimately needy peo!,le. NCCK, for
 

example, will identify indbiiduals with great need of income, but with io 
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actual skills or trade specialization, and encourage them to form groups
 

while 
product ideas are introduced and assistance is delivered. 
At the
 
same time, it will 
identify potential clients with experience in the same
 

trade area, such as used-clothes retailing, and similarly encourage them to
 
form group enterprises In order to receive managerial and financial assistance
 

A similar policy is followed by SIDO In Tanzania. On the other hand, in the
 
case of training programs, such as 
the VP program in Kenya and the Training

cum-Production Centers (TPCs) In Tanzania, which are aimed primarily at
 
youth, sufficient manual dexterity for the trade area in question and basic
 

literacy must be demonstrated in addition to economic need before a 
potential
 

client is selected.
 

B. Training and Technical Assistance
 

On the basis of the programs examined, itwould seem apparent that In

tensive technical and managerial assistance, together with technical train
ing, are necessary for effective enterprise formation and growth at this
 

economic level in Africa. 
 But, in general, 
the focus of most programs -- with
 
the exception of those aimed primarily at youth 
 Is upon on-site managerial
 

and technical assistance rather than on intensive technical 
training. This 
seems to be due In part to the lack of funding and technical capabilities 

within many organizations to provide Intensive training courses. Of ap
parently greater significance, however, is the fact that adult clients, par

ticularly women, can afford neither to take time away from their dependents 
to attend courses 
not given locally nor to engage In activities which do not
 

generate some form of Income. 

Realizing these limitations, most programs attempt to complement and
 
build upon whatever economic skills and talents clients may already possess,
 

delivering technical assistance and, in some cases, limited training to help
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improve and stabilize local ventures. This isquite evident inthe employ

ment efforts of NCCK, SIDO and WID-Swaziland among the adult poor. Similar

ly, where training courses are offered, as inNCCK's Tototo program, an
 

emphasis isplaced on skill areas familiar to clients inorder to minimize
 

the amount of time and financial costs involved inraising clients to a com

petitive skill level. Petty retailers aside, therefore, the majority of en

terprises promoted or assisted by these programs operate inskill areas close

ly related to traditional African economic activities. These include, for
 

example, sewing and patchwork (supported by rCCK), various types of handicraft
 

production (NCCK, SIDO, and WID-Swaziland), and urban and per-urban cash

crop agricultural schemes (ICA). On the other hand, the youth training pro

grams examined encompass a broader range of skills, Including metal work,
 

carpentry, and auto mechanics, as the young have greater latitude to pursue
 

intensive training Innew trade areas.
 

As the technical assistance objectives of most programs enphasize en

terprise formation, Improvement, and stabilization, rather than rapid enter

prise growth, managerial assistance delivered to client grcups usually fo

cuses on the attainment of "adequacy" inbookkeeping, inventory control.
 

production management, and marketing. The first assistance delivered usually
 

addresses the establishment of a simple accounting system which allows clients
 

to understand the basics of financial management. Perhaps the most effective
 

technique utilized inthe esiablishment of a financial system within encerprises
 

at this level isthe physical division of cash income into different bags or
 

boxes which represent separate accounts (1ICCK). The use of such a system en

courages the separation of personal and business income and encourages re

investment inthe business (overcoming one of the biggest proble's encountered
 

among clients) and the setting aside of funds for eventual loan repayment.
 

Such a technique also surmounts the problem of illiteracy among the clients.
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As most of the clients are assisted in groups. some programs, such as
 

SIDO, focus management training and on-site assistance on a sub-group charged
 

with specific management and bookkeeping responsibilities. Others, however, 

such as the I1CCK and Village Polytechnic programs, focus their assistance -
at least at the beginning -- on the entire group and encourage a rotation of
 

group leadership and management responsibilities. This promotes an awareness
 

of the various enterprise functions and responsibilities among all 
clients.
 

Subsequent, ongoing, on-site assistance in these programs usually focuses
 

upon (i) the formalization of a bookkeeping system (often with the assistance
 

of a literate child or friend) to provide a 
basis for the receipt and manage

ment of credit; (lI)the systematization of production and sales 
functions; an,
 

(Ii) the upgrading of client production skills. 
 These ongoing assistance
 

activities do not differ from those normally associated with formal, small

scale-enterprise programs. 
What Is different about programs operating at
 

this economic level, however, is the intensity of personal 
 contact and fol

low-up that is apparently necessary to improve clients' economic progress.
 

In most cases, program promoters and administrators stressed the need to
 

patiently "stay with" clients until 
an adequate level of enterprise stability
 

is achieved.
 

This approach Is evident In most of the programs examind. The inci

dence and intensity of personal contact by field staff with clients 
in de

livering assistance Is quite high In most of the programs which seem to 
en-


Joy some measure of successwhile problems seem to occur In cases where In

tensive follo-up is not In evidence. For exanple, in the case of NCCK,
 

clients are basically "walked through" the entire assistance process by
 

community workers -- this 
includes personal accompaniment and assistance In the
 

credit application and Interview processes. 
 This intensive assistance seems
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to be related to NCCK's success inimproving client well-being and maintain-


Ing a low default rate on loans. On the other hand, the lack of intensive,
 

follow-up, on-site assistance to graduating work groups Inthe Village
 

Polytechnic program appears to be related to some of the problems which 

have occurred in the formation of viable enterprises among trainees, as well 

as to an unsuccessful pilot credit scheme.
 

C. Marketing Assistance
 

The extension of marketing assistance isan additional support activity
 

which seems to be sorely called for at this level. As most of the enter

prises run by the poor produce and/or market very basic and simple goods and
 

do not enjoy access to potentially profitable markets and marketing sites,
 

clients are placed at a distinct competitive disadvantage. To counter this.
 

programs either assist inthe identification of stable marketing channels or es

tablish central markets for the goods produced by client enterprises. NCCK
 

and SIDO, for example, have established c;entral handicrafts marketing cor

porations and local tourist stores which purchase and retail client craft
 

goods. For non-handicraft products, the Tanzanian Government has established
 

regional trading centers to purchase and distribute small-enterprise goods,
 

while ICA-Kenya has developed an export marketing channel for its urban
 

cash-crop products. Petty retailers, on the other hand, are usually assfsted
 

inlocating and establishing a secure, accessible premise and are advised
 

on obtaining potentially profitable stock.
 

While such measures have established or improved marketing positions 

for assisted enterprises, persistent marketing problems were indicated in
 

all programs. This poses the potential problem of future enterprise stagna

tion. Demand for handicraft items, for exam~ple, can be highly variable, pro

ducing Instability among artisan enterprises. At the same time, simple con
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sumer goods, such as basic clothing and footwear, are subject to signifi

cant market dislocations brought on by highly capitalized formal-sector
 

Industries which can produce such items at greatly reduced cost. 
To counter

act these marketing problems, many programs attempt to identify potentially
 

secure product lines and promote their production and/or sale by client
 
enterprises. In addition, some organizations have initiated campaigns
 

within the country to promote the purchase of indiqenous products.
 

Perhaps the most feasible approach adopted by some programs is 
to care
fully Identify the demand for skills and products within local communit'i1s
 

and then match the areas of training and enterprise promotion these needs.to 

In this way, at least some degree of marketing feasibility is established
 

for 
the goods and services to be produced. In the Village Polytechnic pro

gram, for example, local management committees are required to assess 
the
 

local need for particular skills before selecting the training coursds to be
 
conducted in the cummunity's VP. Similarly, SIDO undertakes demand surveys
 
in communities before choosing trade areas to be developed locally through
 

enterprise assistance and youth training. 
 Most of the programs which have
 
not adopted this strategy prior to Initiating enterprise assistance have in
creasingly realized the need to do so.
 

In all probability, marketing problems will continue to form the greatest
 

constraint to economic qrowth among very poor artisans and traders. 
 As is
 
well known among students of Informal-sector activities, the marketing of
 

small-enterprise goods within that sector's economy poses a problem of static
 
final demand. 
This is an even larger problem for the very poor who are barely
 

surviving against severe-conpetition from more established enterprises. 
At
 
the same 
time, while sound In theory, attempts to "export" the goods produced
 

by the very poor out of local communities can be logistically complex, may not
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always provide stable Incomes, and expose clients to the risk of becoming
 

skilled in areas of production which are dependent on unforseen formal

sector and international market forces. The highly variable export prices
 

being paid for the French beans produced in ICA's urban agriculture scheme
 

Is typical of this problem. If ICA subsidies were not bufferlnC producers
 

from price fluctuations, participant incomes would vary sharply from one 

month to the next and, in all probability, would be lower on average.
 

Based on the litited research conducted in this study, two elements of 

assistance appear to be present in programs which have enjoyed some degree 

of success In grappling with the very diffictlt problem of marketing. These 

are: 1) an emphasis on the identification of iocal needs and consumer de

mand. on the one hand, and the matching of local skills and areas of enter

prise development among the poor to meet local needs, on the other, and 2)
 

the direct intervention of the assisting entity in the identification or es

tablishment of marketing channels for client enterprises.
 

D. Credit 

While financial assistance constitutes an essential element of most pro

grams identified, In no case was it found to be a sufficient means of as

sistance per se. 
 In most cases, credit is delivered as part of a con!Jrehen

sive package of enterprise support, and Is only delivered after such time as 

the clients are considered to have attained an adequate managerial and produc

tive capacity. In short, while most clients (e.g., those surveyed In Nairobi) 

consider credit as the most meaningful type of assistance, the support insti

tutions seem to use financial aid quite conservatively and are very cautious
 

In ensuring that clients are able to successfully utilize and manage loans
 

before they are granted. SIDO, for example, extends credit only after a
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feasibility study of the enterprise has been completed, while NCCK brings
 

clients into the credit application process after they are Judged by field
 

staff to be ready to absorb credit. As 
reported by most program administrators.
 

the reason why this general approach has been adopted is to bolster the confi

dence of clients by ensuring that steady progress is made by them and that
 

this progress is not Jeopardized by pushing too much and too many forms 
of
 

assistance too quickly.
 

Consistent with this cautious approach to credit extension, most of the
 

programs Identified exercise comparatively strict control over the use of
 

credits by clients. One of the major mechanisms of control over credit
 

utilization found In most programs is the granting of in-kind credits 
in the
 

form of tools, equipment and raw materials to production groups. SIDO, for
 

example, employs this practice exclusively, while many Village Polytechnics
 

follow a similar course in the use of their revolving loan funds. In pro

grams which deal with petty retailers, cash credits are made, but close supervi

sion is exercised over the expenditure of the loan monies. 
 HCCK, for example,
 

assists retailers with snall cash credits for the purchase of stock, but In

sists on documentation of stock purchases for draw-downs on 
loans and also
 

monitors the clients' respective bank accounts.
 

According to most program administrators Interviewed, such close super

vision over credit use is maintained to ensure that clients 
-- most of whom 

are receiving credit for the first time -- actually put the loans to use for
 

enterprise Improvement rather than toward meeting 
immediate family and per

sonal needs, and that they do so according to the Improvement plan worked
 

out with field staff. In addition, it is felt that the assurance of proper
 

credit utilization will result in lower default rates. 
 The evidence of low
 

rates of default in such programs as SIDO and NCCK seems to confim the im

portance of this element of control. In cases where close supervision over
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credit utilization is not maintained, such as in the VP program, problems
 

with enterprise improvement and loan repayment have occurred.
 

In most cases, however, loan repayment is not made through field staff.
 

Rather, clients usually repay loans through a central administrative office,
 

while field staff follow up in the case of repayment problems. Centralized
 

repayment has been adopted by most programs to free up field staff time in
 

order to provide assistance to greater nunbers of beneficiaries, as well as
 

to accustom clients to exercising Independent responsibility for loan repay

ment. 

Perhaps the most salient characteristic of the credit programs examined 

is the flexibility they display in credit terms and policies, which allows them
 

to service extremely poor clients. Strict standards are avoided, which, if
 

followed, would eliminate such individuals and groups from participation in
 

the credit programs. This flexibility is exercised in two essential ways.
 

First, collateral requirements in most programs are satisfied simply by per

sonal, usually group, loan guarantees. Such policies allow virtually assetless 

clients to participate ina lending program. Similarly, the size and terms
 

of the loans made are adjusted to ensure that clients can afford to make the 

scheduled monthly repayments. These adjustments take various forms. To begin 

with, the interest rates charged on loans nade by most agencies working at 

this level are well below commercial rates and usually represent nominal 

charges to help defray administrative costs. SIDO, for example, charges 

five percent on loans, while NCCK charges three and one-half percent. Further

more, SIDO makes only a flat, one-time charge based on the face value of a 

loan, while NCCK maintains the flexibility to make grants to the desperately
 

poor to allow then) to purchase initial retail stock and begin to generate some
 

income.
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At the same time, most programs carefully consider loan size and 
amortization periods together inorder to determine affordable monthly
 

repayments for clients. IiCCK, for example, adjusts Its loan terms on a 
case-by-case basis, determining the loan size and repayment period through 
a projection of expected client Income. Even small cash loans to retailers
 
($70 to $100) usually carry a two-to-three-month grace period and a 
relative

ly long amortization period (three to six months) to allow the client a 
multiple turnover of the loan capital. 
 Larger loans for tools and equipment
 
carry amortization periods up to two and one-half years Inorder to lower
 

monthly repayment requirements. Similarly, SIDO isable to extend relative

ly large equipment credits -- averaging $5500 -- to poor clients because it 
grants credits only to groups of five or more, allows a one-year grace period
 
Inmany cases, and amortizes loans over a five-to-seven-year period. 
Both
 
the WID-Swaziland and the ICA-Kawangware projects denonstrate similar ap

proaches to the provision of credit.
 

Generally therefore, itwould appear that no single element of a credit
 
program, such as 
the loan size or Interest rate, can be identified as the
 
key factor in successfully lending to very poor clients. Iloth large as well
 

as small loans can be made with low probability of default If appropriately
 
long amortization periods and lowered interest rates are adopted, together
 
with intensive follow-up and supervision. Similarly (although little
 

evidence of this was found Inthe programs examined), Itcould be argued that
 
higher Interest rates could be charged with a 
further lengthening of repay
ment periods. lhat does seem to be critical, however, Is the flexibility which 
these programs denronstrate Inbeing able to adapt both the size and terms 
of
 

loans 
to fit the specific iscome levels and repayment capabilities of clients
 

at this level.
 



212
 

[II. Organizational Characteristics
 

Consistent with their community-based orientation, most of the projrams
 

examined maintain relatively decentralized organizational structures and
 

decision-making processes. NCCK, for example, extends significant decision

making responsibility to its social workers and community educators. In
 

determining both the type of assistance to be delivered to clients and the
 

pace at which it is to be delivered, the field staff receive technical advice
 

from program administrators, but do not operate according to any strict
 

methodology. Similarly, local artisans and craftsmen who serve as t'ainers
 

inthe Village Polytechnic program receive some technical guidelines, but
 

are extended considerable latitude instructuring their informal courses.
 

SIDO, although a government agency, also extends considerable responsibility
 

to its regional promotional officers upon whom itdepends for the planning
 

and delivery of services Inthe critical area of enterprise formation.
 

Ingeneral, while final decisions regarding, for example, the approval
 

of credit to clients, do not rest with field staff, these people exercise
 

great responsibility ininitially seledting clients to assist and indeter

mining the most appropriate means of assistance. Inmost cases, no strict
 

requirements regarding either client selection or specific assistance tech

niques are laid down. Staff are therefore free to select the most needy and
 

reliable clients, as well as to decide, ineach case, the best way of de

livering assistance to them.
 

Such program decentralization seems to be necessary inthe attempt being
 

made by most of these agencies to directly reach the.very poor and to flexibly
 

respond to client needs. Equally important, however, seems to be the relative

ly high degree of autonomy possessed by most of these programs which allows them
 

the flexibility to adopt whatever development strategy isdeemed appropriate
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and to modify and improve such strategies over time. Many of the agencies 

found to be reaching the very poor are private and relatively small, and
 

are therefore not subject to the bureaucratic entanglements which can often 

Inhibit large public egencles. Those public agencies which do seem to be
 

reaching this level, such as SIDO, are parastatal corporations and are dir.. 
ectly answerable to their own boards rather than to large ministries. Most 

of the program administrators interviewed maintained that the adoption of 

a bureaucratic organizational structure, with prescribed selection criteria 

and heavy staff supervision, would decrease overall efficiency and severely 

limit their ability to reach and assist the very poor. This seems to be true.
 

Dasic to the decentralized approach adopted by most organizations Is the
 

employment of competent and committed field staff who find work among the
 

very poor to be professionaliy vewarding and who work well without intensive
 

supervision. 
 In the case of both NCCK and the Village Polytechnic Program -

which were the focus of' In-depth studies -- personnel working within local 

communities either as trainers, enterprise promoters, or social workers were
 

generally found to he highly committed and seemingly very competent. The
 

ability of sirch program 
to recruit and maintain such dedicated staff is un

doubtedly atcrucial factor in their success. 
 No doubt the comtitment of such
 

agencle. to meaningfully assist the very poor, together with the operational
 

latitude they extend to personnel, contributes greatly to their ability to 
attract such dedicated personnel, who in many cases are accepting lower salarie 

than they could earn elsewhere. most of NCCK's urban upgrading personnel, for 
example, earn less than their public-sector counterparts.
 

At the s me time, most of these organizations take pains to recruit staff 
from within the communities in which they operate. This Is done to maximize thi 
possibility that staff will be both knowledgeable of, and comitted to, 
the
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development of local conmmunities. This is particularly noticeable in the 

Village Polytechnic program, within which local artisans, who are very know

ledgeable of local materials, markets, etc., carry out training and follow

ipactivities. Similarly, SIDO's youth training and handicraft production
 

programs follow a similar pattern of local trainer recruitment, while all
 

local conmunity educators In the NCCK, 1,ll-Swaziland and CEPEC programs 

are locally recruited. It is also interesting to note that participants
 

in these programs sometimes end up as staff. This is certainly the case 

with ICK. which recruits staff from the beneficiary population, while the 

VP program now employs many local trainers who started out as trainees. 

Perhaps more importantly, most of iUesenior administrative personnel 

in these programs began as local-level workers within the same or similar 

programs, and have acquired greater technical and admin,strative experience
 

during their ascendency to higher positions. The administrators of both 

NCCK's urbarn program and the 1110-Swaziland program, fcr example, came out 

of comotunity development backgrounds, while virtually all Village Poly

technic managers began as local trainers. This staff development process 

differs markedly from most civil-service staffed programs within which 

program heads may or may not have had significant local-level experience. 

The internal, locally based recruitment and staff development systems adopted 

by many of these programs serve to maintain a responsive, comnunity-level 

focus in tihe planning and implementation of service programs, which in most 

cases seem relevant to the iniedlate needs of the very poor. As these 

personnel systems reinforce this critical progra: focus, they seem to be 

crucial to success in designing and delivering appropriate services at 

this level.
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IV. Possibilities for International Assistance
 

The findings of this study indicate that a number of viable efforts 

are being made in Africa to assist the virtually assetless urban and
 

pert-urban poor. These programs display some conmon characteristics
 

which seem to constitute important elements of program structure and
 

methodology. Among those key factors that 
 international donors should 

take into consideration in their identification or design of appropriate
 

programs are: 

-- a relatively autonomous, indigenously staffed development organiza

tion through which such assistance can be channeled;
 

-- a sound program of direct outreach and promotion Oilthin poor 

communities;
 

-- an active involvement of local comniuilties in the design and
 

implementation of the progran;
 

a flexible and responsive service-delivery system which can
 

address both the economic and social needs of clients;
 

-- an 
intensive delivery of technical and managerial assistance,
 

together with a close supervision of clients during the enterprise

formation stages; 

-- a highly flexible credit program that can adapt both the size 

and terns of loans to the specific repayment capabilities of the very 

poor; 

-- a strong emphasis on the assessment of local demand in deter

mining appropriate trade and skills areas to promote; and 

-- either the Identification or establishoent of rmarketing conduits 
for the goods and services produced by client enterprises.
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in the short-term itwould seem that international assistance aimed
 

at this sector should focus on the appropriate expansion of existing
 

programs dnd upon the continued technical upgrading of the assisting
 

organizations. Inmost cases, itwould seem that strategies calling for
 

rapid implementatior of large-scale assistance programs should be
 

avoitud. This recomendation isbased on two considerations. First, such
 

extensive efforts require considerable public policy and program supp3rt
 

currently not found inriost African countries. As demonstrated by the
 

programs studied, such support might best be generated through successful
 

demonstratlun and a continuous effort to pull inand involve public
 

agencies on a program-by-program basis. Second, inmost cases the insti

tutional capacities, inboth the private and public sectors, needed to
 

deliver large-scale enterprise assistance among the very poor InAfrica
 

simply do not yet exist. Inthis light, itwould appear clearly prefer

able to bolster the income-generating efforts of existing indigenous
 

development institutions.
 

Where institutional capacities are lacking, outside organizations 

could be cal'ed in to assist inthe establishment and development of 

new, Indigenous institutions.. Tha work of U.I..T.C. Inthe WID-

Swaziland project, as well as some of the programs of such organizations 

as Partnership for Productivity, serve as examples of how institution

building assistance can be delivered.
 

Perhaps a better alternative to the creation of new institutions Isthe
 

addition of income-generation components to existing programs, such as communi

ty development or housing schemes, which already possess sound outreach 

and promotional netkiorks insquatter communities. For example, inLusaka,
 

Zembia, the program of squatter-settlement upgrading initiated by the
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American Friends Service Coimnittee (AFSC) and now operated by a totally
 

Zanbian staff has strong capbbilities Incolonunity outreach and credit
 

supervision as a result of its experience in self-help housing. With
 

some staff retraining and technical assistance, AFSC could incorporate
 

income-generation assistance as part of its total effort, and it currently
 

has tLis matter under consideration. 

in rendering financial assistance to existing, Indigenous programs, such
 

as 
those e'amined In the course of this research, international donor
 

agencies must maintain considerable flexibility. For the most part, as
 

stated, programs operating at this level in Africa are essentially social
 

and educational In nature. Their goal is to provide the first-level out

reach, training, and enterprise-assistance services necessary to prepare
 

clients for the eventual utilization of more formal, harder-term assistance.
 

The programs are not designed to be self-financing, as their priority Is 

to tailor the terms and conditions related to their delivery of credit and serv 

ices to enable them to reach and assist the very poor. Even if these programs 

were to lend at ronnercial rates -- which would be possible, for example, 

through an extension of amortization periods -- their relatively small 

loan volumes, together with a slow turnover in loan funds, would not 

generate sufficient Income to cover most operational costs. lhus, at 

least in the short-term, the expansion and/or upgrading of these programs 

will require assistance in the form of grants and/or soft loans. It is
 

not surprising that these programs are not self-financing, given the
 

level of preparatory work among the very low-skilled clients of these pro

grams, many of whom are receiving aindmanaging credit for the first time.
 

The specific upgrading needs of these prograns vary. ICCK, for
 

example, needs to provide more technical back-up to coninunity-based staff 

engaged in enterprise formation, especially in the secondary cities. The
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Village Polytachnic program, on the other hand, needs to enhance its capa

city to provide follow-up assistance to graduating work groups. The one
 

area in which virtually all programs require upgrading, however, is market-


Ing -- particularly in demand analysis and in the establishment of marketing 

channels for client products. 

Most of the technical inade4uacies in the programs examined seem to re

sult from a shortage of personnel in certain areas, rather than from a low 

skill level among existing staff. For example, the problems encountered in 

providing follow-up assistance to graduating work groups in the Village Poly

techrlc program seem due to the excessive training loads of local trainees 

rather than to any lack of ability on their part. It would therefore seem 

that this problem would best be ameliorated through either a reduction in the 

ntiber of trainees per trainer or the addition of staff, perhaps on a region

al or district basis, charged specifically with delivering follow-up assistance 

to graduating trainees. Similarly, 1ILK field staff have been quite success

ful in delivering assistance to enterprises during their formative stages, but
 

they are currently spread too thin to be able to deliver ure intensie mana

gerial and technical assistance to the groups once they pass the first stages
 

of enterprise development. The addition of technical personnel to back-up the 

field staff would seem to offer the best solution to this problem. 

It would therefore appear that the technical upgrading of support institu

tions would best be accomplished through the addition of appropriate indigenous 

personnel rather than through the delivery of technical assistance or addition

al staff training by outside agencies, which can be costly and would not con

tribute to program expansion. This reconminendation is consistent with the con

clusion that the most effective way to assist the self-employed poor in urban 

Africa Is to assist, at their own determined pace, tho.e indigenous African 
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development organizations which have their roots in poor urban and perl

urban comunities,
 


