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FORWARD

ACCION Internationnl/AITEC, a private non-profit organization
was contracted* by the Office of Urban Development, Deyelupment Support
Bureau, Agency [or International Development to study projects which
assisted the smallest econumic activities of the urban poor. AITEC was
to determine if it were posgsible to reach these tiny enterprises in
large numbers and at low cost. If it proved feasible to assist this
sector, project would be developed with local agencies and AID missions.

AITEC contracted two other non profit organizationas, Partnership
for Productivity for Asin and the Development Group for Alternative
Policies for Africa, to carry out the remcarch and project development
phases of this work. In turn, AITEC would dirvect the project, complete
the field work for lLatin America and synthesize the results of the
investigation,

The program began with a series of workshops held in early 1979 to
define the research problem., 1In the spring the rescarch teams visited
twenty countries to identify rrojecta and carry out their initial in-
vestigations. In the summer they completed jn-depth studies of the most
promising projecta.

This volume of case studies was written by Fred M. 0'Regan and
Douglas A. lellinger of the Development Group for Alternative Folicies

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

*Contract Number DS-otr-C-0013, Small Enterprise Approachea te Fmplovment
PISCES Phage .
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Volumes of case studies are also avallable for the PLillippines,
India, and Latin America. A Final report will synthesize the resvlts
of thess studies and suggest practical approaches to develop new
projects,

These case atudies will be useful for any practitioner, plunner
or funder who hopes to upgrade exiating employment and income programs
for the poor or create new ores.

Quectiors and inquiries should be directed to ALTEC, 10-C Mount
Auburn Street, Cambridge, Mass. 02138, or to the bDevelopment Group for
Alternative lPolicies, 1010 Vermont Avenue, N,.W., Suite 521, Washington,

D.C. 20005.

/ f ///k

!J ffrey Ashe
PISCES Project Director
Executive Director, AITER
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Introduction

This exploratory study was undertaken to examine and assess various
methodologies utilized by income- and empluyment-gencration prograns
which directly reach and assist the very poor in urban and peri-urban
areas in Africa. The principle objective of the research was to abstract
elements of structure and process which seem to be related to effective-
ness in assisting 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, it is not
concerned with the informal enterprise sector in toto, as are most
studies on this subject. fhe informal sector in Africa includes a
broad range of enterprises in terms of size and relative sophistication;
not all people engaged in econcuic activities in the sector are necessarily
poor. Accoidingly, this study was undertaken with the specific purposc
of examining those programs which assist the very poor who (i) are en-
9ayged in self-employed activities of one iorm or another, and (1) are
not nomally assisted by conventional small-scale enterprise proyrams.

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 which wish to either initiate or strengthen
programs of suppurt to incone-generating activities among the very poor
in Africa urban and peri-urban areas.

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

initial search through secondary sources, an exploratory trip was made



to directly contact and outline the assistance methodologies of various
projects which appedred relevant to the purposes uof this study. An
effort was also made in preliminary project selection to include programs
which collectively served populations in and around both primary and
secondary cities in East, West and Southern Africa; an attempt was also
made to include both Anglophone and Francophore 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 channcls differed from the descriptions rendered, with
some proving to be more relevant to the research and others less so.
At the same time, other projects were identified through further {nvesti-
gation in the field. AVl projects deemed relevant to th2 research are
included in this report. They are:

== The Urban Conmunity Improvement Program of the Hational

Christian Council of Kenya, which supports income-generating

activities as part of its integrated community-upgrading
program;

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

-~ The Kaviangware Community Developinent Project of the Institute
for Cultural Affairs (Kenya), which promotes employment
generation as a major part of its general conmunity 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. Homen in Development Program (Swaziland), which is
engaged in the formation of production groups invelving 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;



-- The artisan-assistance efforts of L'Institute Panafricain
pour le Developpement (Cameroon),, which focus on the 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

-- 1he 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, con-
cerns over publication of infor ation, such as budgets and funding
sources, which was considered sensitive by some program administrators
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 Hationa)
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 tn 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. A1l 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
application to every employment- and/or income-gencration effort among
the urban poor in Africa. While the projécts which were selected for

in-depth analysis (and upon which many of the conclusions are based)

employ most 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 additiona) constraint in drawing conclusions relates to the
nature of the programs themselves and to their clientele. The urban
and peri-urban poor in Africa constitute a very diverse group in terus
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 Homen in Development Project, extend
technical assistance and credit to artisan groups. Similarly, some of
the programs service inner-city slum areas, while others deal with peri-
urban or secondary-towa populations.

Vespite its limitations, however, we believe the study brings to
Tight many important elements of program methodology related to reaching
and assisting the urban and peri-urban poor in Africa. Quite a few com-
monalities in structure and precess emerged from an analysis of the
various programs, and the mere in-depth studies undertaken in Kenya
have allowed for a more thorough exploration of some of these key factors.
He are therefore confident that the conclusions prescated pryvide an
indication of those programmatic elements which are important in the
attempt to effectively assist the economic activities of the very poor.
In this sense, we believe an important groundwork has been laid both
for further investiqation .n this critically important area and for the

strengtheningor initiating of assistance efforts.



I. Project ldentification

Nane: The Urban Community lmprovement Progranme
of the Hational Christian Counci) of Kenye (NCCK)

Principals: Ms. L. Kadzo Kogo, Director

Hr. Charles Gikonyo, Director, Small Business Scheme
and Handicrafts Industries

Mr. Helson Kibathi, Outreach Coordinator, Nairobi

Consultants: Fred 0'Regan and Douglas llellinger, The Development GAP

I1. Setting

A. Kenya has experienced tremendous urban migration since the
early 1960s, Hairobi, one of the largest cities in East Africa, has
become a classic example of urban dualism, with sophisticated conmercial
and industrial sectors, on the one hand, and sprawling squatter-settle-
went slums, on the other. The Mathare Valley and Kawangware -- two of
the larqest settlements -- have combined populations of over 150,000,
On a smaller scale, secondary cities such as Mombasa and Kisumu are
experiencing similar urban problems. In the words of {CCK,

Kenyo like any otier developing country is experiencing

rapid changes in the suciety. The changes have brought

about sucial problems which were never faced Ly the

traditional society. This is especially true in the

major towns where one finds a multitude of schcol

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 alarming 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 1L0O‘s well-known
identification of the informal artisan as a legitimate "target" of

development aid. Kenya's public development assistance programs,



hewever, have not expanded sufficiently to address the problems of the
urban informal sector. Witn the no.table 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

developnent sector and has been mostly church-related.

111, Project Description

A. The goal of HCCK's Urban Community Inprovenent Progranme (ucip)
is to upgrade the quality of every aspect of local squatter-commnity
1ife, principally by helping people to become economically independent
and to make desired changes in their own lives. Based upon this conpre-
hensive perspective, the program is designed to deliver services in the
areas of housing, health, education and literacy, nutrition, child care
and employnent.

B. Orief Description_and History. The Hational Chiristian Council

of Kenya Is the nation's pioneer agency in urban development. Its
approach in all areas of development is to identify unuwet needs amony the
poor, begin organizing communities around these needs, initiate service
delivery, and then advocate the adoption and expansion of the new program
by the puhlic sector. The Urban Community Improvement Program operates
in Mairobi, as well as in the secondary cities of llonbasa, Kisumu,
Eldoret, Hakuru, Kakamega and Hyeri. The Mathare Valley in Hairobi was
chosen as the initial site for assistance because of its extreme poverty
(per capita income estimates range from $13.00 to 3$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 §0% of the adult population is female, with an average

of six children to each woman).



C. General Structure and Function,

1. Organizational structure. NCCK is a constituent organiza-

tion representing about forty distinct menber churches and private,
mostly religious associations within Kenya. It is governad by a gencral
assenbly, made up of member church representatives who mect at least
once a year, and a variety of committees which oversee the diverse
functions and departments of the organization. The organization is
headed by a general secretary, who reports to the assembly and its
executive committee and is responsible for all financial, administrative
and staff functions, The purposes of NCCK are both ecclesiastical and
developnental, with the latter purpose apparently dominant. Its .
ecclesiastical functions incrude facilitating inter-church cooperation
and communication, 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 HCCK 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 Committee, 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 fts
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trained by NCCK; some also receive specialized training in technical
flields. A1l specialized perscnnel, such as nurses and social workers,
are certified in their respective fields. Based on current budget
figures, the average staff salary is roughly $300 per wonth, which is
quite competitive in Kenya considering that housing and other benefits
are also provided.

2. PRelationships with Other Programs. The activities of the

urban program are carried out in coordination with a number of other
programs, both intrinsic and extrinsic to NCCK itself. Among the most
notable of these working relations are with: (a) the World Jank and
Nairobi City Council in the planning of a self-help housing program;
(b) the Ministry of Conperatives in the training of production co-op
menbers in Mathare; {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;
(a) 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 HCCK'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
Mathare Valley Development Conmittee, which was composed of fifty
representatives drawn from both the local community and the city's
broader private and public sectors. All development programs within

the Valley, including Nairob! City Council efforts, were carried out
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with the advice and consent of this group. During 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 Committee outlived its usefulness and ceased to function.

The local-level coordinating committees are comwosed of chiefs,
District Officers, village leaders, and representatives from UCIP-assisted
groups. Leadership 1n 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 thanselves,

D. Funding. Exact figures on total funding of NCCK programs were
not available. However, current figures on some of the urban program
conponents do give a fairly solid picture of the scope and emphasis of
various HCCK activities, Total funds budgeted for urban housing, for
example, equal $2,678,594; of this $442,200 is for program costs, while
$2,326,295 s used to cover capital costs associated with housing pro-
Jects and the construction of community centers. The budget for
conmunity social work (soclial 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 agencles. o
detailed figures on donations were available. Major donors include
1CCO 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

Community 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 and peri-urban squatter settiements 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—enployed.artisans assisted in other
African development programs.

F. Project Activities.

1. Approach. The yeneral approach to assistance of UCIP is
to: (a) work with tlie community in defining and prioritizing problems
to be attacked; (b) oraanize the community to begin working tovard the
solution of these problems; (c) institutionalize both decision-making
and development-action capabilities within the cormunity; (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 conmunity.

M1 assistance activities revolve around the core activities of
the social workers and commui.ity organizers. Social vorkers are sent

into depressed urban areas where they work with local populations in
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identifying local problems and finding practical solutfons, Horz
specifically, the social workers are directed to “... help people
enhance and more effectively utilize their own problem-selving and
coping capacities; establish initial linkages between people and
resources systems; facilitate interaction, wodify and build new rela-
tionships between people and societal resource systems; dispense material
resources; and serve as 'change agents' ... specifically employed for
the purpose of creating planned change.”

Into the early 1970s, HNCCK social workers handled cases indivi-
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 communities 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 it was considered futile to continue
attacking root economic problems at an individual level, emphasis shifted
to group work, wherc it remains today.

The HCCK has typically bequn its work in poor communities in
response to crisis situations, such as the outbreak of cholera in
Mathare 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 bzen able to informally survey, or assess,
the needs of the people and organize the community, Community organiza-
tion is carried out through the process of community meetings, which
are always coordinated with the lccal chief and sub-chief and carried
out in consultation with the local District Officer and/or the local

Community 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 (Mathare Valley,
for exanple, is organized 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 is called and the group decision-making
process is utilized again to decide upon the action that should be taken.
The NCCK nutrition program grew out of the Mathare s~cial-work program
in this manner, as did the small-business assistance effort. In both
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 in almost all cases,
however, has been the need to find income-earning opportunities. In
dealing with this problem, NCCK has addressed the issue of unemployment,
which it has found to be a root cause of much of the suffering in urban
areas. The majority of the people who come from the rural areas into
these torms are §lliterate, have very Vittle formal skills training,
and, hence, are ill-prepared for urban life. They are therefore unable
to find worthwhile work (and end up living in slums 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. It is with this in mind

that in thg 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 dreesmaking. 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 admninistered 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, HCCK then established the Small Business Scheme (SB8S)
under UCIP in 1975. It was designed to provide management and financial
assistance to small-scale enterprises in the urban and peri-urban informal
sectors of Nairobi. The next two seciions present descriptions of
specific NCCK employment-generation activities, including the operatioa
of the SBS in Nairobi and other programs in the secondary cities.

2. Nairobi. [In Nairobi, UCIP's social workers recomnend
clients for the SBS program on the basis of their need, reliability, and
accessibility to HCCK 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 SBS may make
available a small grant of about $14 to buy produce which is then sold to
generate sone family income and allow for reinvestuent in more oroduce.)
The social worker then brings the prospective borrower to the administra-
tor of the SB5 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 the person or group nas a record of borrowing from NCCK
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in the past. Clients who have outgrown the HCCK program, or are
financially better off to begin with, are referred to cormercial
lending institutions.

The administrator also asks for an fdentity card and requests
that a loan application be completed, with the help of the social
worker if necessary. That form, entitled "Nairobi Urban Squatters' and
Low-Income 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. name, fdentity card number, district, sub-location (piot),
parents' nanes, 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 home;

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 in one year;

4. name of the business, postal and business addresses of
the enterprise, monthly rent, nature of present or
proposed trade or business, length of time in this
trade, type of business (private or 1limited company,
registered partnership, unregistered partnership, or
registered business), photostat copy of certificate of
registration, present or intended nurber of regularly
engaged employees, and the name, address, and occupation
of each partner, if applicable;

5. other employment status, other salary or income, other
business interests (including farming), educational
level, amount of commercial 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,
details on how loan would be used, and a complete
budgeted proposal for 1nan use;

7. nature and value of security offered, including land,
buildings, machinery, vehicles, tea stumps, coffee
trees, other cash crops, or cattle dip; if no security
to offer, give names and addresses of three guarantors,
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which can include businessmen, M.P.s, Councellors,
accountants, managers, senior public or private
sector officers, advocates, priests or pastors, or
other trustworthy people;

8. estimated value and 1ist of present saleable stock,
average total goods purchased monthly, average sales
per day/week/month, 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
pramises, whether permission has been granted by owner
to trade there, whether the Government or the Hairobi
City Council has approved the premises, and whether
the applicant has received a Government trading
license or a NCC or other kiosk card; and

10. nunber and total size of loans recefved frum HCCK,
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 followinq statements:

-- "l understand as a condition of the loan and agree to
enploy at least 75% of business labour requirements
out of honafide residents of the area/villages where
the business is sfituated.”

-~ "I understand that: (i) If 1 am granted a loan | must
start and/or continue to naintain acceptable books of
account. {11) A1l the facts given above will be
checked at ny place of business and that my application
will be rejected outright if I have given any false
infonnation,"

Given the level of clientele, it is not expected that all items
un the form will be ccmpleted. After the relevant information is
provided, the application is submitted to, and evaluated by, the SBS
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

not acrbers of the NCCK General Assenbly, but rather appo.nted by the
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organization on the basis of their expertise in business and enterprise
developnent. Dishursenent of approved loans are made by check from
HCCK's central accounting office to the borrower's bank account, which
he or she nust 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 {f 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 HCCK when the program was initiated revealed
that the beneficiaries usually identified the lack of money and adequate
facilities as their major problems. In addition, however, it was
discovared that a lack of management know-how was the principal problem
facing most of the enterprises. HNCCK therefore employed a full-time
small-business administrator, who, in collaboration with officers from
the government's Coopevative Development Department, provides technical
advice and expertise to these people.

The intensity of the manageﬁent assistance provided to a client is
decided on a case-by-case basis. For example, it can 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 is on 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 is established,
monthly close-outs are taught. Costing fis particularly emphasized with

commodi ty retailers, whc must learn how to cost their stock. Ml
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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 materfals on a wholesale basis (from a factory, 1f possible),
licensing, cooperative registration, and how to get access to public
extension services, among other things. These matters are taught in
veekly 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 HCCK's approach to the delivery of the social services
evolved from a case-by-case to a wore group-oriented approach, SaS
finan~ial assistance has moved from an individual to group orientation.
There are wmany reasons for this, not the least of which is that search-
ing for an individual loan defaulter in a 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 nananers
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 retalling, 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 Mathare 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 Soclety because an official from both the Hinistry of Cooperatives
and N~CK 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 SBS
administrator to encourage the development of other trade groups in
such areas as woodworking, leather work, metal work, bicycle repair,
and the retalling of such commodities as fruit, vegetables, and fish.

SBS loans are made at a J.5-percent annual interest rate; apparently
taken on the average outstanding balance. HNCCK 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 l1imited by government controls on certain basic conmodi ties, 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 paynenis directly to the NCCK/UCIP central
office; that office issues a receipt and also notifies the SBS office
of the repayment., The amortization period granted the borrower is
determined by the size of the loan, type of business, size of enter-
prise, and volume of sales. tLarger clients may get as nmuch as two

and a half years to repay loans for the purchase nf inventory or tools,
vhile“very poor clients dealing in low volume may be given only three
months.

Total lending in 1977 and 1973 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 with a total of 21 nembers a total of $1400 ($67/ncnber),
while providing the largest (162 menbers) $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 time as they began their
work in Nairobi. Since then, they have helped organize a nunber of
groups in five urban areas and have delivered or facilitated the delivery
of assistance in the areas of organizational development, education,
training and marketing. Financial assistance is also necessary, but,
althougli some credit has been available through NCCK's Cottaye Industry
program, the Small Business Scheme does not operate in the secondary

cities. Nonetheless, NCCK'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. Monbasa, 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 1n Mombasa since 1967 under
the auspices of NCCK's Cottage Industries Program, and UCIP social workers
have worked there in assoctation 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 in the
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 in dressmaking; poor urban vomen who are given workshop space
for training, production, and income generation in dressmaking 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.
A1l 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 in old town Mombasa, is
one of the programs run by the HCCK Project. The program employs and
trains more than seventy women and girls in dressmaking, and has a five-

person staff. The staff includes three teachers responsible for the
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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 some 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 number of trainees increased to twenty-five in 1976,
thirty in 1977, forty-six in 1978, and finally fifty in 1979, Due
to this large number 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 paid 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 1
Governnent Trade Test level and diploma.

Presently, the 18-month couise prepares trainees to a Grade II
level, which qualifies them for jobs in factories, shops, and Village
Polytechnics, as well as for self-employment. In 1975, for example,
of the seven girls who finished training and passed the government 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" cn-the-job training. In 1978, when sixteen girls
conp]etednne-anq-a-half-years' training, thirteen passed the exan and

went out to find employment or start their own business. The thirty



23

others receiving training in 1978 completed thelir course in July
1979,

The category "B" training and production program shares the same,
limited space with the straight training conponent. Thirty very needy
women -- mainly unmarried and divorced mothers -- are referred to the
project by HCCK social workers operating in the Mombasa slums. Their
training, which is continued until the individual finds employment,
consists of making dresses by hand, by mchine, 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. In the event leavers are interested
in self-employment, the women are encouraged to first learn how to hand
sew, for even {f they were to set up a cooperative, the cost of a sewing
machine might be prohibitive. This training in hand sewing calls for
the women to work at home, bringing in their work to be checked each
week.

In the meantime, other women are working on machines, while others
are turning out finished tie-dye products. These products fnclude
dresses, shirts, and tablecloths produced in a variety of designs on
contract to shops, which, in tum, sell to both the tourist and local
markets. A technical production supervisor s in charge of the whole
production process, from design through final preparation. The products
thaf are sold to the NCCK store are priced to cover all costs, including
training, and to tum 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
cover ahout 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 cor.fident that,
with thic investmnent, the profits from Category "8" production could
within one year easily support Category "A" training, including the
salary of a new teacher. In addition, the whole program could use more
physical space.

Since the Tototo training program was recently registered under
the Village Polytechnic program, the Hinistry of Social Services has
visited the workshop often and has made a $1300 grant. Part of the
grant was used to purchase two sewing machines to add to the three or
donated by Bread for the World of Germany, while the rest went toward
teacher salaries. 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 recelved one soft loan frow Germany for purchasing
materials, and utilizes bank overdrafts for meeting inmediate purchasing
needs,

As far as workshop graduates 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 children. Those who would like to
attenpt self-enployment are in need of swmall loans for the purch>se

of materials, tools, and equipment. The case of two women who went
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through the training and 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 in enough materfals to produce at any significant
volume, nor the collatoral to secure a loan (which would be risky
anyway, due to banks' inclination to repossess tice repayments fall

in arrears). In addition, the two partners had %o 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 in operation, they clear
$7.00/month in this fashion, but hope to expand the production part of
thelr business as they become better known and are able to obtain credits
to purchase materials in bulk. They have good skills, produce a good
cross-section of dresses, and keep a good, simple, daily record of
accounts, but they suffer badly in competition with local Asian
shepkeepers.

In addition to the workshop, NCCK, through the work of UCIP social
worers, 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. UNCIP often donates finitial
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. Soclal workers also teach handi -

crafts as part of their community work. Group workers can earn as much
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as $40/uonth, or about $24 on average. Hhen the market allows a group
to make a profit, it generally invests in other projects that which
is left afler 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 Bomani women's group has successfully built a small
bakery and is selling bread; the women at Hgamani on the outskirts of
Monbasa are selling eggs from their poultry project; the Mawani Group
is selling firewood; and the Mkoyo women are building a badly needed
nursery in their village. The problem is that the tight handicraft
market severely 1imits the speed at which these groups can expand
their other economic and social projects. llelp has been solicited from
the Ministries of Agriculture, liealth, and Social Services for the
support ot 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 s in good financial shape, with $80,000 in total sales and
a healthy profit .argin in 1978, The store's profits, totalling
$7,123, were used to support both the training and the group projects;
defictts run by those projects can be as much as $17,800. [f the shop
has a major probl:m, it fs the lack of sufficient up-front capital to
pay its suppliers within a wonth's time.

b. NCCK's support for employment and income generation
s not as highly developed in the country's third largest city, Kisumy
(pop. 150,000), as it is in Mairobi 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 NCCK's local Wananchi Craft Shop does market the goods
of various independent groups under the Cottage Industries program.

Hhat other economic activity that does take place under HCCK's auspices
is stimulated by UCIP and its social workers. Upon entering a comrmunity,
the social worker for Kisumu, Herea Acko 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 purpeses.

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
wmeducated school leavers, including single mothers. Group discussions
are held, and family planning, home economics and bead work are taught.
The women's group consists of twenty-nine women, half of which come
from outside the town. All members of this aroup are unemployed,
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
materfal. The women are learning how to make dresses, skirts, shirts
and tablecloths, all which are popular in the surrounding comuni ty.
Profits have been minimal, but $2.50 to 6.60 per month has been dis-
tributed to each member. The women have now reached a stage where they
need professional guidance 1f they are to turn out more professionally
finished goods. A tailoring training program has been established,
but 1t lacks the support necessary to properly assist the tailoring
groups.

The Orongo Group, located in a new squatter settlement, has been

the most successful of the UCIP-assisted groups in Kisumu, with some
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fifty mepbers. 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, however, local competition wiped out
much of the market for fish traps and 1t was found that the lake flooded
the acquired land when the rains came, so interest and attendance fell
along with group tncome. Regardless, the menbers continue to neet on
thefr own. Soon they will be constructing, on a recently donated plot
of land, a building to be used for a meeting place, a nursing school,
and a store for thelr handicrafts, as well as a bakary for the village.

Another organization in dewntown Kisumu {s a group of ten to
fifteen wonen that has benefited from UCIP assistance. Like other
groups, it neets twice weekly. It has focused on sewing, tie-dye,
nutrition, home economics and kitchen gardens, but has not been very
active due to individual household problems.

Thirty-five female nembers from all three groups in Kisumu have
also joined the UCIP's tailoring program. About half of those are
able to pay the membership fee of $1.40. Although the girls can come
to the Christian Felluwship Center daily for training, the youny women
can neet only twice a week for a total of only four hours -- not
sufficient time to leam a trade. Thelr income from the sale of thelr
dresses, skirts, blouses, tle-dye materials, and bead products has been
small, despite the fact that most of these products are sold.

As the social worker, Miss Aoko, {s an expert in neither tailoring
nor dressmaking and 1s overwhelmed with her group work, committee
meetings, aduinistratfon, and marketing activities, an instructor who
can also help turn out quality products {s 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 is badly needed to help organiie groups into worksﬁops. help them
set up books, and assist in the marketing of theli goods. This advisor
could also extend assistance to individuals who presently ake out an
existence by trading in produce and other commodities. In addition,

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

On the other hand, the Wanachi Crafts Shop has been doing quite
well since it was taken over by NCCK in June 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
o{ the period. Most of the margin is passed 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 1s responsible for a recent decline in the shop's sales. For
their part, the groups complain that it is too 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. In Kakamega (pop. 50,000), UCIP's social worker is
responsible for organizing groups among the city's poor. Mrs. Batroba
has been very effective in her 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 is conposed 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 Mafrobi, 1t 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 women, 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 enployed in different shops the rest
of the time, |lith savings from plecework and some knowledge gained by
one menber from a friend, the group was able to purchase its own
machines and move from small handicraft production into the manufacture
of sweaters; UCIP also advanced it some $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 thelr families and pay
their children's school fees.

Another group of thirty, very poor, Muslim women, who are organized
around their desire for literary training, has moved on to handicraft
production as well., The soclal worker saw that some of the members
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 materfals into income-generating products. Information on exact

incomes was not available.
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Finally, & new group of seven women (also from the same church)
has been foramed and has begun making brooms from grass, The social
worker will be checking the quality of the products before searching
out markets In Kisumu, 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 en a credit
basis. The program would also benefit from assistance in the areas
of skills training, production management and marketing.

d. An NCCK social worker began operating in Eldoret
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
pursve comnunity organization but has found 1t difficult because of
the highly transient nature of the urban squatter population in this
city of 75,000 inhabitants. The new migrants have not been able to
secure settling rights on their Jccupied lands, causing an air of
uncertainty which makes organizing difficult.

Nonetheless, the social worker has bee1 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 is to help destitute women
begin to eam iIncomes for themselves and thelr 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 Hall
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 1s built, the social worker will assist women and girls in
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leaming 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 comwnity 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 Community Group was one of the groups organized with
HCCK assistance. The Community of 3,500 is located twenty miles from
Nakuru in the Nesuit forest. The social worker has started adult
literacy classes and has tried to stimulate alternative income-generating
activities since the traditional village collection of honey has been
disrupted. Handicraft production and modern beekeeping are being pursued
as substitutes.

A second group, composed of nineteen church women, was organized
by a minister's wife. The purpose of the group is to establish a means
through which the members, wlo are all unemployed with large families,
could earn some kind nf living., The church granted the group $40 and
each member makes a monthly contribution of $.65 to purchase wool and
thread to maxe crochet articles and children's clothes. The products
sell well in the conmunity, but generate low profits due to insufficient
sales volume. With the help of the UCIP social worker, the group has
applicd for a $265 grant for raw materials, It is believed that this will
help generate another $13 per month per person, which is still insufficient

hut 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. [t started
with seven members, who had no steady income and relied on occasiona!
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, OQutput has since expanded and menbers are now
earning about $27 per month.

A fourth group to grow out of NCCK efforts in Hakuru fis a small
one of six married women, each with a sewing machine at ..~ . The
women use the machines to make garments from scrap mate:-ial they buy
from local industry. Their incomes are repurted to be low, but indis-
pensible, as their husbands do not make enough to support their respective
famfilies.

The Bangladesh Group, a self-help organization registered with the
government, operates independently of the social worker but comes into
contact with the HCCK community center because of the need for marketing
assistance. .

A handicrafts store has been opened with help from UCIP. The four
women's groups contribute 3$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, fn terms of sales 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. Nairohi, 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 comunity organizers in The Mathare
Valley. Responses from clients were sought concerning: the use of
SBS credits; improvements made as a result of NCCK assistance; current
levels of income, sales, and equipment; the biggest problems of thelr
enterprises; and NCCK services that were percelved to be most benefi-
cial. Responses were received from the majority of members of the four
cooperztive groups formed in 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 qeneral dry
goods retailer, vhile 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 this
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 immediate 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 1s not 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 in sewing from a Village Polytechnic.

d. Responses identifying the most difficult problems facing
the clients' enterprises varied widely and addressed most of the problem
areas conmonly 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. In many cases, problems were reported in trying to sell what was
already being produced or in stock. At the same time, many clients said
that they needed more capital -- especially for the purchase of better
tools. In addition, 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
fndividual entrepreneurs at both ends of the income spectrum and exhibit-
ing higher average incomes than group members. This may be due in part to the

fact that, in general, 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 im-
provemerits 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/UCIP 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 SBS assistance in locating and purchasing stock
and materials, Group clients, however, cited the full range of NCCK/UCIP
social services being offered in The Mathare Valley. In order of client
preference, these services are: nutrition (child feeding program). health
(innoculation, health education, and nurse-practitioner pediatric services)
conmunity and group organization, and individual social case work. As
most respondents cited two to three categories of UCIP social and organfza-

tional assistance, these services, taken together, far outweigh all other
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types of assistance offered in terés of client preference -~ at least in
so far as the very poor, group clients are concerned.

This last result is not surprising given the fact that the majority
of UCIP clients are at the rock bottom of the economic ladder in Hairobi
and are therefore far more concerned with their own survival and that of
their dependents than with economlc growth per se. This basic fact underlies
HCCK's approach to all of its urban anti-poverty work.

Although Vimited in scope and technical personnel, the Small Business
Scheme in Nairobi has produced moderate but significant results. The pro-
gram is clearly reaching the poorest and least skilled segment of the
urban population and, within this difficult context, has managed to regis-
ter some important gains in the areas of group-enterprise formation, credit
extension and the upgrading of management and bookkeeping capacities among
clients. While the results of the program are by no means astounding in
terms of increased incomes and enterprise growth, new enterprises and jobs
have been created, and, in most cases, have survived. This viability of
enterprises {s demonstrated by the fact that twenty loans, totalling
$8,590, have been made with only one recorded default, Only one enter-
prise (the butchers' co-op) has failed, {ts members citing lack of capital.

Improvements clearly seem to have been made by clients in the purchas-
ing of stock and raw materials, in the upgrading of tools, and in enterprise
management. Perhaps most importantly, the Small Business Scheme seems to
besachieving its major goal of affording clients, for the first time, some
measure of economic security and an enhanced pciception of dignity and

self-worth.
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In large part, the success of the SBS {tself ¥s probably due to the
extremely sound promotional, outreach and organizing work performed by
UCIP social workers and comunity workers, This is understandable since
the Small Business Scheme was, in the first instance, planned as a comple-
ment to the social-service and community-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. Hhile the credit component has been rather slow to develop in
terms of loan volume, the scheme is well thought out (see the Analysis sec-
tion which follows) ind seems to be appropriate to the needs of most
clients that 1t 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, HWhile most small-scale entreprenev
(especially retailers) usually complain of low sales regardless of  .ir 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 1s a 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 HCCK 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 NCCK clients in the five sacondary cities whic
the program serves was not possible. 7he following discussion is therefore
based upon informal discussions with socfal workers, support staff and sone
clients, as well as upon observations of the program's operations in these
cities, and a review of proqgram reports and documents.

Hith the exception of clients in the Tototo Industries’ training
program in Mombasa, Ithe direct economic impact of NCCK's work in secondary
cities in terms of production, sales, incomes, and enterprise growth, is
somewhat lower than that in Nafrobi. This conclusion, however, must be
considered in 1ight of the distinct settings in which 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
in peri-urban areas, are engaged in subsistence agriculture to produce
basic foodstuffs for the family, and “lierefore do not pursue direct income-
producing activities to the same degree as their counterparts in fnner-
city slums. These clients -- mostly very poor women with large famflies --
are basically traditional, rural people who are not accustomed to urban life
and who possess very 1ittle knowledge of the mechanics of trade in a cash
economy. In Mombasa, for example, a large number of the clients served by
liCIP social workers are squatters in peri-urban areas who have never lived
in a truly urban environment and who have had 1ittle exposure to artisan
production or trade. In addition, they lack access to potentially profit-
able cities for marketing whatever gouds they may produce, because they are

Tocated 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 ind assist.

As the only assistance entity reaching these clients, NCCK's oblective
is to 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 %as 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 appvoach in the
secondary cities is the Tototo program in central Mombasa which focuses
heavily upon client training in a new skill area -- sewing. In all cases,
NCCK has played a major role in marketing the goods that are produced, through
the opening of handicraft stores (Kisumu and Mombasa) or by establishing
marketing 1inks for the work ,groups.

This approach, while necessary in the attempt to help gencrate some
form of cash income among the exceedingly poor, low-skilled, and reletively
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, in rany cases, marketing outlets
established. A1l 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 in the area of
group formation and concomitant social development. Humerous work groups
incorporating poor women have been formed as a result of sound community
organizing, and the vast majority of these qroups have established internal

democratic decision-making processes and seem to have made significant

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



41

gains in achieving 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,
in the case of the Tototo program in Mombasa, 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
in the 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 in tourist markets.
Marketing such goods from secondary cities, f.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 Tow quality of
handicrafts produced by many of the groups which have not recelved the
comparatively intensive training afforded to clients in the Tototo program,
incomes to many producing gruops have not been very high.

As the same time, demand for fairly high-quality items, such 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 grnerate in-
comes through such activities as poultry raising and beekeeping. While
potentially profitable as group industries, technical assistance is required
in such endeavors to adequately plan production and to determine the appro-
priate costing of both inputs and und products. Such detafled business

advice is, in most 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.

In large part, the shortcomings in the delivery of technical and busi-
ness assistance in the 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 (in all components other than the Small
Business Scheme in Nairobi and the Tototo Industries Project in Momhasa) is,
{n turn, due to a lack of funds at the disposal of NCCK.

Despite such limitations, however, NCCK has rendered impressive achieve-
ments in the secondary cities. In all cases reﬁorted and observed, incomes
have been generated among very poor clients, many of whom are receiving
cash incomes for the first time. Viable, internally supportive yircupe have
been formed, and no cases of groups breaking up were reported, regardless
of the level of economic return. As in the case of Nairobi, services in
the areas of nutrition, child care, 1iteracy and individual social case
work are delfvered simultaneous with community and group organization.

By all accounts, these services are deeply apwreciated 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-esteen. It was this aspect of their work that most soclal 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 in this difficult and sensitive task are
clearly exceptional. With technical support, especially in the areas
of training and marketing, and additional funds for enterprise creation
and expansion, there is 1ittle 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 is essentially a social
program with economic spin-offs., Its specific purpose is to reach and
assist, in whatever way possible, the very poorest of urban and peri-urban
squatters. The organization realizes through experience that clients from
this segment of the population are at a basic physical survival level,
and, in most cases, do not possess sufficient economic knowlaedge 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 is based upon outreach
(through personal contact within poor communities), comprehensive needs
assessment, and comnunity and group organization. Perhaps the most dis-
tinguishing aspect of this program is Lhe fact that it operates almost en-
tirely within the squatter communities -- conmunity educalors are recrulted
from the communities and they remain to work there. At the same time, social

workers woik 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 conmunity-based personnel through which services
can be promoted and delivered, and d) identify the poorest people within
communities who are most in need of services. In short, the formation of
such direct and continuous outreach 1inks within communities is a critical
factor in NCCK's success in identifying, reaching and assisting the very
poor,

3. NCCK understands that the problemns and needs of the poor are
multifaceted in nature and can vary in type 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 in its work in
various communfties with which it is involved. NCCK's high degree of
flexibility in responding to priority needs as they arise is best exempli-
fied by its work tu The Mathare Valley in Nairobi. MHealth problems were
initially identified as the major priority in Mathare and a community
preventive health system was thus inftiated, This was followed by the

establishment of programs in nutrition, child care, literacy, employment



45

and housing. Such compounding and expansion of services over time, to-
gether with community organizing, s undoubtedly a major factor in NCCK's
ability tu establish significant levels of trust and popularity within
local communities.

4, The fact that employment services have not been among the
inftial services delivered by NCCK to the very poor reflects the fact that
the most immediate needs of ciients 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. It is therefore 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
1s based upon a decentralized organizational structure. While administra-
tive and financial management services operate in a centralized manner,
program-pianning, budgeting and fund-raising activities, as well as control
over day-to-day program operations, are left to those directly fnvolved
with the distinct programs and sub-programs. At the same time, field
staff are extended significant responsibility and latitude in forming
relationships within local comunities and in delivering services. This de-
centralized decision-making structure affords NCCK both flaxbility in
terms of diversified program planning and the capability to respond quick-
1y in meeting client needs in the areas of program initiatfon and service
delivery.

6. Perhaps the most critical factor in NCCK/UCIP's success is
its sensitive, committed and highly competent staff. While salaries with-

in the organization are generally competitive in Kenya, total benefits in
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most cases do not equal those at comparable civil service levels. HNCCK,
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 to staff and a shared sense of comiitment, 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 {s 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 conmunity workers knuow the
local comunities 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 1s 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 enterprise :anagement, 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 SB8S 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 acceﬁtance. Also, no at-
tempt is made to secure a credit for the client until the SBS administrator
{s satisfied 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. It is aware of client
1imitations and is careful not to push too much assistance too soon. The
low failure rate of client enterprises is in all 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 in whelesale, specializad training in a
variety of technical fields. It thus attempts in all cases to build upon
the existing productive skills and enterprise knowledge of its clients.
After utilizing their personal knowledge of clients to fdentify economically
viable trade areas, Field personnel advise in the formation of enterprises
and then concentrate on financial and management assistance. Hence, the
majority of clients are engaged in trade areas relevant to their backgrounds
and experience, e.g., handicraft production, the retailing of basic goods, etc.
Where extensive training has been carried out, such as in the Tototo program,
the focus 1s on sewing -- a skill that is at least somewhat familiar to the
women invelved. This approach {s also 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 in the process.

11. Group enterprise formatfon 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 gquarantees 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

ts 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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/l 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 marketing 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 assistance in either the establishment or {dentification 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 Mombasa, 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, Mombasa,
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. HCCK is presently seeking international
assistance to help them achieve these goals.

To effectively incorporate these new components into the overall

program, the technical extension agents would provide back-up business
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advisory services to the social workers in each 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-
tensior: agents would work directly with their social-work counterparts,
receiving referrals from the latter as clients are continually identified.
They would also assist in the organization of work groups, in addition to
coordinating the flow of credits and delivering on-site technical assistance,
Qualifications for extension agents would include a B.A., or equivalent,

in business 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. In this capacity, he would be in charge of
program planning, staff selection and training, central credit administra-
tion, and overall program coordination. The increase in loan-fund capital
is being planned to match the expansion in program activity.

Wdith 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 in non-secure premises. The development of
this small estate, however, is not being pursued as & priority at this
time, as NCCK first wishes to concentrate on the upgrading and expsusion

of its current enterprise-assistance efforts.



1. Project Identification

Name: The Village Polytechnic Program (VP), Kenya
Major Participating Agencies:

- Village Polyteclmic Support Unit, Ministry of
Housing and Social Services

- Center for Research and Training (CRT)
- Rational Christian Lounc’l of Kenya (NCCK)

Consultants: Fred 0'Regan and Douglas Hellinger, The Development GAP

1. 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, as in other African countries, independence was
accompanied by an enormous push toward formal 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
cach 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 formal education system which continues to turn out thousands of
graduates who share high expectations but arc ill-equipped to pursue formal
or self-employment. Thousands of youths caught in this bind flock to cities,
further svwelling slum populations and contributing to growing urban crine

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 1issues.

At the same time, demand fo; affordable, cood 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 Description

A. The goals of the Village 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, {nformal trainw.g in marketable
skill areas to primary-school leavers and other youths between the ages of
16 and 25. Beyond this, the program {s designed to assist VP leavers secure
sustained employment, preferably in their home areas and in the form of
self-employment in work groups.

As regards local conmunities, 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 peri-urban area,
thus providing the basis for other local economic inftiatives.

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 programme," it
states, "is to give school leavers from the local area, skills, 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 community. The
dual objective of developing individuals and their conmunities are inter-
dependent.”

B. Brief History and Description. The Village Polytechnic Program

was begun by the National Christian Council of Kenya after it organized dis-
cussions on the problems of primary-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 (Haranbee) effu~ts in other communities, with the help of HCCK's
promotional efforts and its publication of The Village Polytechnic itand-
l_)_o_(_)E_. In 1971, management of the overall mcvement was assumed by the
Ministry of tousing and Social Services, which assembled a distinct pro-
ject unit to provide promotional, managerial, financial and technical
suppert to VPs throughout the country. Although coordinated and assisted
by the government, the VP moveient {tself consists of over 200 comnmunity-
managed programs. The government's role is thus one of providing responsive
suppoit; there is no central implementing, admninistrative or executing

unit per se.

C. General Structure and Function

1. Organizational Structure. The ourganizational structure of the

progran is therefore duatistic, including the guvernment and PVO support
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system, on the one hand, and the Yillage 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 in the 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

in charge of monitoring all finances; actual accounting is performed by

the central finance department of the Ministry., The research and training
unit consists of a specialist in each of the folloaing 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 ¥P's tools and equipment. The CRT {is directed by a
Research and Training Conmittee.

In addition, there are sixteen field extension agents -- Provincial
Youth Training Officers (PYTOs) and District Youth Officers (DYOs) -- who
operate within the efght provinces of Kenya und are attached to regional
development offices; one of these agents 1s responsible for the Hairobi
area, The program also utilizes the services of other government technical
personnel, including community development officers and agricultural experts.
The functions of this personnel will be described in the section on project

activities.



56

In addition to the government support system, a number of assistance
organizations, both domestic and international, contribute substantially to
the development of VPs. ‘his 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 {s 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 committee.

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 Training 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 nam: 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 Hairobi, Mombasa, and Fica,

three are CITCs. There are also approximately 30 peri-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 Hyere. These tend to be larger than rural VPs,
of fering more courses to a greater number of trainees.

The structure of a typical VP includes a VP management committee com-
posed of fifty percent community representation and fifty percent public
officials. Public representation on an average VP comnittee of thirteen
will usually include the local VP field representative, the District Youth
Officer, the District Development Officer, and an education cutreach officer.
These representatives serve in an 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 sih-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 commnity called together on a given day in order
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 hic center. Although the managers report directly to
the committees, there is now some confusion over whether they are enployed by
the conmittees.or the government. hile the conmittees 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
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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-naki.3 orocesses being replaced by more direct government
involvement in the entire prugiram,

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 traln Kenyan counterparts. The urban and peri-urban
VPs tend to have a larger nunber of courses and instructors. For example,
the Kisauni Polytechnic in Mombasa -- one of the oldest and largest VPs
-~ has a total staff of elghteen, 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 mananer no Ignger
teaches a course as he did when he took over six years ago. Likewise,
at the Maseno Craft Training Center near Kisumu -- which was established
one year after Kisauniin 1968 with the help of NCCK -- a manager, seven
fnstructors, and three support stafi 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
tine. 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 adninistration and finance or research and training are civil
servants. While their average salary is calculated at about $500 per month
(by dividing the total number of Ministry e:ployees 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, recach $150 per month. Although 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 coimittees and are not civil servants. Thus, they do not receive
the 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 problem is difficult as the Hinistry already spends three-
quarters of its VP woney on instructors' salaries, leaving shortages in

othar areas, such as the local stockina of tools and equipment.

3, Relationship among Contributing Entities. As it is referred

to in Kenya, the VP program is actually a “"movement,”" which is rather loosely
coordinated at the national level. The relationship between Lhe 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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pragram, 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 activitiesin whatever manner they wish,
as long as they follow the general quidelines which govern the establish-
ment of all YPs. Many assistance organizations also contribute centrally
to the entire movement by providing wanagerial, technical and research
support through the Center for Research and Training at Karen (see
"Project Activities").

Interestingly enough, most inputs into the VP movement come from
private and international assistance entities rather than from other Kenyan
government agencies. Criticism, both internal and external to the support
system itself, has been raised over the problem of lack of coordination with
other public programs in such areas as aqgriculture, community development,
and general, formal education. Coordination is reported to be
inproving, however, especially with the fiinistry of Cducation and the
Ministry of Conmerce and Industry.

The list of entities contributing to the VP movement is a lengthy
one and includes the UNDP, TLO, UNICEF, FAO, NORAD, NOVIB, CIDA, DANIDA,
Oxfam, CEBEMO, CARE, and the WCC. Volunteers involved in promotion, train-
ing, and research come from the U.S.A., Denmark, Holland, the U.K., Germany,
Sweden, Horway and Japan. Hegotiations are currently in progress with the
World Bank for soft rredits to construct and equip fifteen distinct VPs.

This 1ist 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 committees 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 recetve 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 qovernment channels, NCCK began the VP program in 1966 and handed
over central management of the support progyram to the Ministry in 1973. Since
that time, NCCK's small VP unit has assuméd an initiating, promotional and
advisory role; it continues to promote the creation of new VPs -- especially
in neylected areas -- proving technicel and managerial assistance to local
programs where necessary. HNCCK now sees its role as that of an innovator
and trouble shooter seeking to identify problems and introduce new
nethodologies, especially in the areas of local program management and job
creation for trainees. Coordination of effort between NCCK and the govern-
ment VP unit is very strong, with the former contributing thought pieces
and operational suggestions (such as the idea of a revelving loan fund)
together with assistance requests from local VPs with which it is in
contact. (ut of HCCK's total VP-support budget of $40,000, roughly
$13,000 is channeled directly to local VPs, while the remainder is used

for its general 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 financtal assistance to a local VP until it has completed one to
two years of operation. This is done purposely to ensure local commitment
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 committee.

The government's role, however, has evolved over time into a
more pervasive and directive one vis-a-vis the local inanagement committees
in the some 220 VPs the GOK" currently assists. ifteither the chairpersons
nor the treasurers of the committers, 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 time, however, such policles
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, init{ate, manage, evaluate and, to the extent possible,
finance their own VPs. The movement is conceptualized as a self-help,
commun i ty-development effort, and without community involvement in all
phases of operation no government support is given. (The commnity's

role is further detailed under "Project Activities.") Despite government
policy to involve trainees in decision making -- perhaps, as has been
recommended, through the establishment of local Trainee Councils which

would conmunicate with the respective management conmittees -- substantial

*Government of Kenya.
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progress in this area has not Leen nade. One would speculate that this
is, to some extent, due to the limited role traditionally extended to
youth in comwunity decision-making in African society.
D, Funding. In the initial five or six years of the VP movement,
HCCK and the individual sponsoring churches were the principal sources of
funding of the individual VP projects along with the respective communities.
Although the Council still utilizes about $40,000 per year in church and
other private donations for project innovation, it is the qovernment,
picking up on HCCK's work, which has become the major funder of VP efforts.
Starting in 1971 with the support of twenty VPs, the GOK has annually
increased its commitment to the program. In 1980, the number of local
projects receiving assistance will reach 250, with the total number of
trainees exceeding 22,000, Most of that suppurt has gune fairly evenly
into Western, HNyanza, Rift Valley, Central, Eastern, and Coast provinces.
Figures on total appropriations and expenditures for 1979 are esti-
mates based on various interviews and available data, and include only
funds channeled centrally through Ministry accounts, They are as follows:
1) Recurrent support costs, including us$ 67,567

salartes, for central administra-
tive staff

2) Support to local VPs

{(a) trainer salaries US$1,197,297
gb workshop construction 54,054
¢) equipment and materials 297,297
{d) miscellaneous, including Lo 83,9
grants to participating
Kenyan aqencies 1,632,367
3} Nesearch and Training Center, recurrent
(a) salaries 162,059
b) furnishings, supplies, etc. 110,568
c) operational expenses, including 81,081
staff training
(d) vehicles 81,08
434,789
4) One-time construction costs {work-
shops and housing, Research and
Training Center) _ 588,675

Total Expenditures UsS$2,723,398
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These fiqures 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 rconomist 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. Soine sub-

sidies are available, but, 1ike tools and equipment, most materials are
secured locally. (The figura on total annual support in this area is included
in appropriztions for tools and equipment,)

4) Construction Grants. This includes funds for workshops

and staff housing. Assistance is anly given to complete buildings already
under construction. (Total annual support: $54,054)

5) Travel Subsidies for Trainer Follow-Up with Hork Groups.

Funding is provided for this activity to promote on-going technical
assistance, especially in rural areas where travel can require overnigit
Journeys of 100 to 200 miles.

6) Equalization firants. Special emphasis ts 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, qovernment provides heavier sub-
sidies -~ up to 85% of total expenses. Total annual appropriation is es-
timated at roughty $100,000, much of this being channeled to voluntary
agencies,

Government reports indicate that government and community financial .
support for the VP program as a percentage of total assistance expenditures
has risen {voa 57 percent in 1975-76 to 74 percent in 1979. Mininum
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 smount was raised from four principal donor sources. Some of the
figures which follow represent onqoing contributions, while the others

represent one-year, one-time donations:

DANIDA  ....... Us$472,972
CIpA - ..., . 324,325
EEC cevenes 81,081
IBRD  ....... 10,540

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. "Harambee" construction, proceeds from
fund-raising drives, VP proceeds from local contracts, trainee fees..etc. --
were to be ‘ncluded, 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 fncreased fees above the average $5-to-$25 per year level {depend-
ing upon the course taken, with the urban-VP average somewhat higher) and
haverequired that trainees buy VP-made uniforms. While many trainees can pay
this amount, some of the poorest cannot, and the situation has heen exacer-
bated in cases like the Maseno VP near Kisumu where thc fees for at least

one course were raised to over $100 per year per trainee. Very poor trainees
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can, in such cases, be screened out of the VP movement, and without
increased community and public financial support to YPs  This could

become a serious problen.

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. Flgures for 1976 show that
75% were male. Although specific data was rot available, 1t 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 in the
larger, urban-based VPs come {n part from the urban sluus, but there is
evidence to suggest that most are rural youth who are temporarily in the
c.tles 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 trafning and job-creatfon information), most pevple interviewed
maintained that trainees had hardly any income and were dependent on
their families (or relatives, in the case of migrants) for support while
training. It was 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 schools. A quick interviewing of some twenty

trainees ylelded the information that only three of their fathers had



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
quidelines to follow in the creation and management of a local center.
Although NCCK turmned over management 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 Council's director of the VP program,
Edward Hanjala, spent three weeks out of every month visiting various
comnunities upon request to promote and help establish the individual pro-
Jects. Today, once a comnunity becomes interested in forming a VP, it
will more likely contact the local govermment extension agent through the
regional or district development office. This agent becomes responsible
for advising the comunity and helping it secure necessary assistance.
The first organizational step to be taken by a conmunity is
the formation of a Tocal management comnittee (the composition of which
is described in section III, C. 1,b.) through the election of at-large
comunity 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 quickly 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 the training program.

NCCK, in a few selected cases, still makes smal) grants of capital and tools
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and equipment to conmunities which make counterpart contributions of time
and resources. HWhereas NCCK felt that a project could be initiated with
as 1ittle as $675, when the government took over in 1973 it felt that

ten times that amount was necessary to cover salaries and other recurring
costs, as well as $1350 tor workshop construction. In any evert,

no government assistance is usually channeled until a VP is well underway.

Prior to initiating training, the management committee -- with ex-
tension agent assistance -- seeks to determine what skills, products or
services could best be developed to serve both the job-creation reeds of
trainees and the future development needs of the comnunity. To help in
this regard, some years ago iCCK produced the book, What Happens tc Honey
in 3 Rural Area, to show commnities how o trace their expenditures and
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 {nitial training program.
Once the size of the initial trainee enrollment and the skill areas to
be pursued are established, the committee recruits local, skilled arti-
cans to become trainers and has the responsibility to raise funds to pay
them. Trainers are given quidelines for the formation of work plans
(internal curricula), program management, trainee evaluation, etc.

In the selection of enrcllees, the trainers wock in conjunction with
the management committee, While functional literacy and adequate dex-
terity are two qualifications for acceptance, great emphasis is placed
on individual economic need. There is usually substantial competition
for the llmited number of spots available at each VP; at the Kisauni VP
in Mombasa, for example, there were 75 applicants for the 15 slots in the

motor-mechanics course this past year. Applicants are interviewed and in the
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case of primary-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-based
VP, the VP trainers and management will often know enough about the
area and the local demand conposition to be able to give good advice.
Trainees can lose their seats if, after two weeks, they do not prove
thenselves to be dedicated students. Management committees are mandated
to set fees for trainees and to base the rates on local incoie levels.

2. TIraining. Training is offered in a wide variety of trade
areas. In the 192 VP projects assisted by the government as of March 1978,

there were thirteen trades which were taught at at least two Vs, They were:

Carpentry {178 courses in 1978; 24% of the trainees in 1976)
Masonry (160 “ 3 202 " )
Tailoring/ " "

Dressmaking (158 " s 224 " )
Home Economics (137 " T}/ " )
Agriculture (74 " ; 102 " )
Metal Work { 46 " ;5% " )
Leather Hork (38 " ;3% " )
Motor Mechanics (7 " ;5% " )
Typing/Bockkeeping ( 14 " i 2 J )
Plumbing (10 " 12 " )
Painting/ " "

Signwriting ( 6 " A} 4 “ )
Electrica) { 4 " s 2% " )
Fitting/Tanning  ( 2 u ;.05 v )

The urban VPs are typically targer than their rural counter-
parts and offer a broader range of courses. The Kisauni VP in Mombasa,
for example, offers training in ten of the above areas, while the Maseno VP

near Kisumu offers seven Courses and the Keveye Craft Training Center in
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the peri-urban area between Kisumu and Kakamega offers six. Many of the rur
and peri-urban YPs teach agriculture to all the trainees, reqardless
of their specialty, in order to make them more self-relfant upon returning
home. It is typical 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 ¥P -- Solongo, also
between Kisumu and Kakamega -- fish breeding will also be taught at a
new project site.

As far as training methodology is conce .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 is the responsibility of the local management
comnittee and the manager, as well as the instructors, to secure such
contracts from local sources for their YP. This is done for two basic
reasons: first, to get trainees involved in income-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 in many cases has become
an important, low-cost producer of essentials within the community.

In some trade areas, it is easier for the VPs to get contracts
than in others. 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, Some of 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 YPs by the government).

According to the program's guidelines, the earnings feom
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 leavers tunls and equipment; and
the remaining share is to be utilized for general VP oparating expenses.
While figures were not available on the actual disbursals of such funds,
and it is therefore difficult to estimate the extent of the problem,
1t 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 ther
own endeavors. Often, money is diverted from the trainees to pey for
much needed tools and equipment at the VP itself, but there have baen
cases cited in which trainees have been exploited as cheap labor to
carry out jobs for privileged persons in the comnmunity,

Training methods in VPs are highly flexible, The training
curriculum for each trade area 1s determined by the trainer
in consultation with the manager, who alsu coordinates work-plan
development. The content of the training is highly influenced by

the level of tools and equipuent 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 conditions they will face 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, hwwever, 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-
mended 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, it should be noted that strong emphasis is also placed on
working In groups within the VPs. This is done mainly to ensure the
internal transfer of skills from more advanced to lesser advanced trainees
and to introduce trainees to normal working conditions. In addition, self-
reliance s stressed from the beginning of training, with, for example,
construction trainees building the workshops in many of the new VPs.

3. Job Creation ProceSs. As far as job creation is concerned,

the emphasis is on self-enployment in response to local demand. In
reality, however, although seventy to eighty percent of VP leavers find
enployment, about two-thirds of-these are employed by existing firms.
This {s particularly true in urban areas where the competition faced by
would-be entrepreneurs is much stiffer. Of the 39 students who finished
the motor-mechanics course at Mombasa's Kisauni VP last year, for example,
elghty percent secured wage jobs in local service centers. It is also
estimated that sixty percent of the leavers from the CITCs in Mombasa

and Nairobi 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 1n factories, although some do try to leave to set up their own
shops in their home areas. In fact, most urban-VP leavers are encouraged
to go back home to work. From various studies carried out in the early
19705, 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 thefr home areas.
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This is not to say that there are not examples of successful attempts
at self-employment. lost self-employment has been achieved in the form
of cooperative work groups,with 1ittle individual entrepreneurial successes
being reported, especially in urban areas. Group formation is encouraged
by the ¥Ps to allow the leavers to: 1) share and better coordinate
enterprise managenent functions; 2) lower costs in pyrchaslng raw materials
or agricultural inputs; 3) pool their individual savings; 4) form group
guarantee nechanisms for obtaining credit; 5) give greater security to
contractors: and 6) more easily receive follow-up technical assistance
from trainers.

The process of forming work groups begins when a trainee goes to
an instructor with an enterprise idea he or she would like to develop.
The instructor will typically survey the area to determine the level of
local need and demand, and, if sufficient, will get others at the VP
from the trainee's home area to form a group. Often, these groups are
formed during the second year of training and can also be of ascistance
in *raining first-ycar students. The initiation of work groups at the
VP site is sometimes restricted, however, by the lack of land at the
center.

At the Undugu VP in Nairobi, two work groups have been established
on the VP grounds. One, a carpentry workshop, is technically part of
the VP itself and is used to help leavers make the transition out
of the VP. There are six workers at any onc time (two of whom
may be second-year trainees) and a graduate from a higher-level technical

school who helps in product design. Although they do have some orders
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from schools for desks, 1t is more difficult to get contracts in urban
areas due to the higher standards demanded. This has been found to be an
even nore restrictive factor for urban VP leavers in a field 1ike masonry,
for they are effectively kept out of building construction by very high
enginecring 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 Monbasa. 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 enployment 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 needed experience. Their biggest problems have been
the lack of tools and equipment, working capital (to bridge payment delays and
down tine), and further technical and management 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 sélf-managed.
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A look at a more successful work yroup would also be instructive.
The Maseno Builders' Society was initfated on the VP grounds outside
Kisumu {n 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 in profits 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 in large part been reinvested in building
construction and the purchase of adjacent land. Expansion has also meant
an increase in the number of workers -- currently, 23 cooperative members
are employed fr:11-time and as many as forty non-members may be employad
on a Job basis; salaries vary according to experience and skill level, bot

average somewhat under $50/month. In addition, the group is committed
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 is now responsible for managing the workshop
(although ultimate control rests with a Members' Committee), pursuing
contracts, and, with the assistance of a second technician, designing
the group's procucts. The workers do get some ad hoc training in product
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. It uses 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 abje to grow in a stable
fashion without outside financing, but now may approach the Cooperative
Bank for a credit to buy a mollding 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 common: they have survived
over a period of time, and they may have done so due to a high degree
of professional Tullow-up and supervision. In recent years, in fact,
it has become clear that such groups not only need follow-up, but also
intensive supervision. Host leavers, particularly in urban areas, do not
appear to be ready te qo it alone at first, and, just as importantly,
most prospective rlients tend to perceive them as too young to compe-
tently run group enterprises. Therefore, eacin VP -- i.e., its management
conmittee, the trainers, and especially the manager -- takes on the
addad 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-lcaver group enterprises, as
evidenced by the thousands of VP leavers each year who must search for
wage employm:nt. The management obstacles to creating one's own enter-
prise are too great for most leavers, and their former instructors,
overburdened with too many sludents. are unable to give the leavers the
attention they require. Furthermore, even i1f a VP sets aside falr
shares of contract profits for leaver touls and equipment, in some fields,
like carpentry and masonry, this capita} may represent as little as ten

percent of that needed to get a successful enterprise off the ground.



79

In the meantime, the situation is being 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, respectivel
Little counselling or follow-up assistance is generally given to leavers,
much less intensive supervision. HMany VPs do work hard in pressuring
local institutions and businesses to purchase products from their leavers,
but tils can often run into confiict with their efforts to secure contract
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. Hith greater resources of its own, NCCK, as a progra
innovator, would choose to focus on this last problem in particular and
on follow-up assistance and supervision, in general.

Undugu and Maseno 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. HWith 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, in terms of buth
" time and professional expertise.

Based upon cases such as these, as well as upon the lessons learnec
from their faflures, the orginators, instructors, managers, and adminis-
trators of the VP program have developed various ideas for program reform
in the follow-up area. It is clear, above all, that the VPs must 1imit the
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 manager 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 period of two or three years, leading to some form of self-
managenent for the entire group or the splitting off of self-reliant sub-
groups.

4. Revolving Leaver Loan Scheme. 1n 1975, mainly through the ef-

forts of NCCK, a loan scheme was established to provide 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 Freedvm from Hunger
(Canada), NOVIB and CEBEMO. Total loan capital is roughly $135,000.

The program is structured around a revolving loan fund, with
credits disbursed through local management committees. The local
comnittees first apply to the central VP support unit for funds; requests
are assessed and apuroved by a central finance committee within the VP
uuit in Nairobi. A1l 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 committees, 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
receiving loans, is also required, The report must also contain repaynent
information.

Approvals on the loans themselves are made by the local conmittees.
Decisjons 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 CEBLIO and HOYIB Toan
funds s only now being undertaken. The following fiqures are therefore
only estimates drawn from interviews and require verification. Of the 220
operating VPs, about 190 have applied for loan funds and about 70 have
received such funds. Based on various estimates, the average grant is
probably about $1,500. The number of individual loans made was not as-
certainable. Sample data available from reports from fesrteen VPs
show that most loans are made to working groups with between seven
arid nine members, the loan average being about $475 to these groups,
or roughly $60 per group member.

Seventy-five percent of the loans disbursed, however, are said
to be related to agricultural activities. This is no doubt due to CEBEMO':
requirement that its funds be used for agricultural production. Of the
remaining loans, the trade areas most conmonly receiving credits (in order
of incidence) are carpentry, tailoring, masonry, home economics, and
Jeatherwork. Uy and large, leavers from urban VPs and those trained

in non-agricultural areas elsewhere have 1imfted access to these loan
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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 committees, according to some external guide-
lines. Interest rates cannot exceed two percent per annuin, and most
VPs lend at one percent. There is a further encouragement tha! no
interest be charged on loans repaid within eighteen wonths. Repaynent
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 preblem does not 1ie with the VP-leaver groups thenselves,
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On the other hand, virtually everyone interviewed mentioned
that there in fact 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 repor;ing; 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 discussicn 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 in local training and production, VPs also serve as centers for
informal adult and community education {most notably in the fields of
literacy, nutrition education, and conmunity development) and as focal
points for the introduction of appropriate village technologies. These
additional functions have for the most part accrued naturally to VPs,
since they constitute centers of comnunity participation and operate
in‘a flexible, informal atmosphere. .

G. Impact. The impact of the Viliage 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 comwnities 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 decentr;lized in Xenya. Likewise,
the establishment of a similar number of community-based management
comnittees wou'ld appear to have further democratized development efforts
at the local level. Although grezter public-sector involvement has led
to a tighter structuring of the training program itself, the program has
remained @ gignificant innovation within the Kenyan educational system and
has been accepted on equal footing with the country's formal education
program., It has positively influenced many communities 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 conmunities 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 {s 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 increasing the awareness of
comunities 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 beneficiaries -- the trainees and the leavers,
In 1979, the program turned out approximately 9000 young people (at the cost

of approximatety $150 per trainee per year in national and foreign funds) trained
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While exact figures on YP-leaver incomes on a national basis were
not available, 1t was 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-tyained 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 Mowbasa and Hairobi earn, in most 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
be, in most cases, lower than those of thelr salaried counterparts.
1t 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.

1V. Assessment and Analysis.

The Village Polytechnic program in Kenya is a unique and im-

purtant attempt te 1ink non-formal vocational youth training with
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collective self-enployment within the context of increasing local
self-reliance. While the program is focused primarily on rural
areas, it operates 1in 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 fa;ing enterprises in many trade
areas in primary cities, however, much of what can be learned from
the VP program might better be applied to enterprise-support ac-
tivities in less-cencentrated centers of activity:

These lessons, which cover program orientation, administration,
and methodology, are presented as follows:

1. Community orientation. The VP program is designed to ac-

complish much more than the training of youth, the generation of em-
ployment, and the development of enterprises. In addition to fts
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. 1Its creators and current sbonsors 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 conmittees, through which the participation of a cross-section of
community leadership is achieved, 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
ard meet local demand. 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
movement at the community level which spread without large-scale
outside support.

2. Decentralized program administration. Closely related to

the community orientation of the VP program is the decentralized nature
of fts administration, In the early years, the VPs were run as indi-
vidual program units responsible for their own vperations, with HCCK
as a promoter and coordinator of activities, as well as an initiator
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 prograem per-
sonnel, VP managers, and trainers who enjoy working with youth, As is
its normal 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 thelr 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 formality in training and a decrease in local
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participation and support. This shift in emphasis points to the {m-
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 iatter 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
youth, Hence, the interview and selection process is established 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 is determined during an initial probationary period
for trainees. At least in principal, fees are kept low and income is
generated by and for the trainees during training in order to decrease
individual financial strain. Despite problems in these two areas, the

VPs seem to have been successful in retaining most of the poor, unskilled

entrants and transforming them into artisans with competitive skills.
4. "Work-directed" training. The key to the VP traintng program

itself is its "work-directed" methodology. The attempt {s made to place
trainees in as 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 mark2table 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, frainees arc given experience

in working and producing together in groups.

5. Link between training and self-employment., It is this rccog-

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 1in 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 -- {.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 rootéd in both the original goals of the VP
program and in practical business sense. The VPs were seen from the

start as a means by which to increase community self-relfance. Rather thar
having them go off to the primary cities to find urskilled, wage employ-
ment, young people would be trained to meet the needs of their own rural,
peri-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 qive contractors greate
security; and 6) to allow for easier follow-up technical assistance from

VP trainees and other institutions. WYhile these methods of job creation

appear to work well when adequate follow-up support {is extended, the fact
that approximately two-thirds of employed VP-leavers initially or even-
tually opt for salaried employment is witness to the difficulties facing
your.: people considering self-employment.

7. Assistance to work groups. There is strong reason to believe,

in fact, that most young VP leavers are not ready to effectively manage
their own enterprises without intensive supervision over a period of time.
In part, this is due to the fact that the VPs provide trainees with, at
best, only introductory bookkeeping and managerial assistance. Principal-
1y, 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
mznagement 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 by 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, and equipment which they were not able to finance
from their minimal returns from VP contracts, HCCK established the Revolving
Leaver Loan Scheme as a new credit system. In terms of assistance method-
ology, this decentralized scheme is well adapted to the needi of the leavers,
with an average ican size of $60 per qroup member, low interest rates to
assist in enterprise start-up, flexible credit terms, and unly personal
guarantee requirements (i.e., group quarantees or co-signatures). The

scheme would appear to work well were it not for the poor administrative
capabilities of the local mangement comnittees charqged with managing the
fonds at the local level. What is clearly needed, and currently being
cunsidered by the government, is the exercise of greater adninistrative

control over the program while intensive managerial assistance is extended

to the various committees,
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In this second area, NCCK would like to increase the availability of tools,
equipment, and other inputs to such groups, provide them with more inten-
sive techaical and managerial assistarce, and perhaps hire technical per-
srnnel who could help supervise new collective enterprises on 3 regional
basis. At present, however, NCCK has onl; one person engaged in VP sup-
port activities, and fts ability to accomplish these tasks will depend

upon the arqanization's success in finding the required resources.
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The group is headed by Mr. Fred Lamphear, an agronomist who
holds a teaching position at the University of Nairobi in addition to
his role as director for ICA projects in East Africa. ICA's Kawangware
program is headed by Mr. Gene Boivin who has worked in comnunity 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-school teachers and three
health workers.

a. Relationship with other projects. Aside from relations wit

inlernational funders, the project did not appear to have a continunus
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 in Kenya.

b. Role of beneficiaries, The stated ICA methodology relies

almost entirely on conmunity mobilization and participation. As will be
described later (see Project Activities), local participation in Kawang-
ware is structured through two integrated organizational networks: local
"guilds" (cooperatives) and a federatfon called the Kawangware Cooperative
Society. Both planning and implementation of development projects are re-
portedly carried out through these bodtes. Leadership meetings are held
once per week; additionally, there are open "marathon” community
sessicns 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 11ve-
stock purchases; and contributions from World Heighbors (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 vperating overhead in Kawangware, including administration and
promotional expenses, is estimated to be $37,000 per year.

E. Beneficiary Characteristics. The direct benefictaries 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 te the urban center
in hopes of finding work. Unable to secure such employment, they have turned
to the small-business and urban-acriculture opportunities offered by the ICA
project. Hhile 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 comnunity, TCA begins with an
intensive program of gathering information from local residents called a
“Consult.” [CA personnel arrive in fairly large numbers (about 30 in the case
of Kawangware), having pald 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 inhipit human development.
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After collating information follected through the "Consult,"

a comprehensive development plan is drafted. A1l areas of implementation
are outlined on the basis of this plan, which is approved by the community
at their reqular meetings. WHhile the community upgrading is viewed 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 income-neneration projects. The generation of
employment and {ncome are accomplished through small business and urban
agriculture projects.

2. Small business. Four distinct industries are presently operatin
They are: 1) a construction cooperative which employs 18 people to construc
low-cost houses, market booths, etc., in the community; 2) a metal fabricat
enterprise,which is a privately run.metal-box business employing 20 people;
a handicrafts cooperative employing 30 women (mostly on consignment basis)
in the production of bananz leaf baskets and other artifacts, and 4) a sewin
(garment) co-op which employs ten people.

With the exception of the metal enterprise, all of the above
mentioned enterprises were instituted through ICA's promotional, training
and ongoirg managemant programs. A central finance and accounting office
has been opened in order to manage ICA finances and to serve as an ICA fund-
fng channel. This office is nominally under the board of the general co-op
society, but is managed 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 in materials 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 inactive. The most significant accomplishuent
has been to convince some local retaflers (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. A1l loans are made in-kind and do not carry an interest rate.
The metal industry has thus far utilized approximately $1000 in credit,
and has made timely repayments of all loans received.

J.Urban agriculture. Given e fact that Kawangware township it-
self contains 900 hectares of land (uf which only 200 hectares are densgly
populated), and that most residents are recent migrants from rural areas,

2 highly labor-intensive agriculture project has been developed as an attempt
to generate employment. The scheme is based on single-acre units being
workad 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 befng cultivated and sceded. Given the full-year growing
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
singie-acre units (and therefore 25 people) and an additional sixth acre which
is planned to be utilized conmunally for anime.l-husbandry projects. Each

farm 1s 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 in operatfon as well as a demonstration
farm,which also serves as a training site. The program trainers and faru
managers select the five separate teams at each farm unit, [tis felt that,
ideally, each team should have two women and three men, each with adequate
basic skills in one of the following arees: management, marketing, crops,
livestock, equipment, or irrigation. An effort is made 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. Additiorially, weekly meetings are attended by all
farm employees, and every three months there is a "celebration” in which
the entire agricultural sroject unites to assess and evaluate agricultural
progress. Participation by all members is encouraged.

The project is managed 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 is provided 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, frrigation, English and literacy are the subjects
currently being taught. Training facilities are extremely simple and are
designed to operate as an actual working farm. As most of the trainees

are illiterate, the training is carried out informally ard experientially;
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trainees tend tc 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-
poried and said to be due to residents' interest in securing urban factory
work. [ICA now maintains, however, that 30 trainees enrol} each month and
25 are finally selected to join teams ~- the other five eitler dropping

cut 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 estimeted at $3067 and the balance, or profits, should therefore equal
$417. 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 reported that the two existing farms 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 Naivcobi export
market is said to be sufficient to absorb all current and future bean pro-
duction, the prices paid for the beans fluctuate from a high of $2.15 per box to
to a iow 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 is deemed the wiost feasib
with potential profits at $916 per five-member team per year, and will cor
tute the first addition to the current bean production.

G. Future Plans

Currently, ICA plans to expand the agriculture scheme by six acre
{one farm) eack month over the next two years. The consequent increase in
employment through this scheme is estimated to be 26 people per month, or
approximately 650 people over twn years. It believes that incomes to the
farm workers can increase to a total of $67 per month thrcugh a combfnatio
cash-crop and animal production. 1In addition, plans call for an expansion
ihe smali-business scheme, the initiation of low-cost housing (with conco
growth in construction employment) and the strengthening of the community’
orgunization.

The principal stimulus for this arowth will come from the credit
systems that will b2 established by the ATI loan. The Kawangware cooperat
society will lend at commercial rates to the cocperative farms, to the
four group enterprises, and to the wholdsaling unit. ATI's loan to the
Society will be interest-free and will be repaid over 12 years. The {intert
and capital repaid on loans made to groups by the Society will form a revol
loan fund. About $61,300 is being made available for Society Lending and @

Toan-guarantee 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 1ts work, one discovers a traditional, but well-though
out, community development methodology. Local needs are elicited in compre

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 establislment 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 community in compre-
hensive fashion, social services and local organizing are planned in coordina-
tion with proyrams of economic development in various sectors. Given the
general level of poverty within the community itself, the stated economic
goal of the program is to generate sustained growth within the whole cCom-
munity, and thus income and employment generation are not viewed as ends in
themselves. This comprehensive methodology seenms very well suited to the
general upgrading needs of Kawangware,

2. The program is somewhat difficult to judge in regard to total
fmpact, as the focus of the interviews and stte visits was upon only {ts
employment and income generation 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 conmunity, they
are not actually impressive. Furthermore, most of the enterprises created
have resulted from such intensive and continuing ICA invelvement in planning mar-
keting and management that it is difficult to tell how viable these enterprises
actually are.

While a rather low impact in job creation {s understandable
within a comprehensive comunity development scheme in which a high percentage

of {nputs are releqgated toward citizen mobilization and organizational develop-
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ment, solid achievements in these latter areas are not highly evident in
Kawangware. Neither the public works nor the kousing schemes have been
implemented to any recoqnizable extent, and the central cooperative
society has yet to assume a significant role.

3. In part, implementaticnal problems must be attributed to the
sheer difficulty of attempting to implement a fairly comprehensive, communi
upgrading methedology among very poor, low-skilled clients. In such circum
stances, it is difficult to expect any inmediate results. At the same time
however, ICA*s implementation methnds seem to some extent, questionable, Tl
most basic problem seems to be the dearee to which central control over the
developmient program {tself in Kawangware is exercised by ICA. For example,
while policy control over the economic development 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 through an ICA finance unit,
which handles all accounts and pays hoth staff and participant salaries,

Hhile some degree of cantralization and facilitator control is
fnherent to any development intervention, in this case central control seems
to be inhibiting the independence and potential self-reliance of the client
enterprises. Hith 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 pronoted in this manner. This calls into question the impact
of the program under ICA's stated goal of promoting self-initiated and
self-generating development.

4. De: te its implementational problems, the program does demon-
strate some {1 -zv2. ‘ng concepts and techniques in promoting income
generation at this economic level. For example, given the fact that
Kawangware is a rather fsolated settlement, and thus possesses a self-con-
tained internal econamic system, the attempt to “export" locally produced
goods to generate influxes of capital into the community is a necessary
step in generating economic growth. AL the same time, cvery 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 recruitipg problems have
occurred -- the latter perhaps heing due to ICA*s promotional methods rather
than to a lack of lecal interest -- the scheme seems to be highly practical
and well thought out. As the majority of residents are essentially rural
people, work in agriculture 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 empluyed per acre, the scheme s highly
labor intensive.

Since land that can be used for cash crop production is acces-
sible to many African squatter commnunities -- especially those in peri-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 refiects the unstable market conditiq
tor this crop. This befig the case, the experimentation with lucally
consumable cash crops which fetch somewhat lower but more stable prices
may prove more worthwhile 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 high, the scheme has not yet been imple-

mented and thus no assessment can be made.



1. Project Identification '

tame: Tanzania Small Business Industries Development Organization (SIDO)

Principals: Mr. B, Mramba, Secretary General
Wr. Magala, Director nf Planning
Mr. D. Rulagora, Director of Training
tir. J. Lunyungu, Hire Purchase Officer

Consultant: Fred 0'Regan, The Development GAP

11, Setting
Tanzanfa is one of the poorest developing nations,with 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
inﬁwdiate neighbors, Kenya and Zambia. As a consequence of its modest
extrartive wealth, Tanzania inherited comparatively little in terms of
infrastructural, financial, and organizational development at independence.
Most of Britain's colonial enerbies 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 regard, Tanzania has been jokingly
referred to by observers as being one huge integrated development project
rather than a nation; in fact, the pervasiveness of Nyerere's influence
is such that it is difficult to explain any government program without

setting it within the Tanzanian socialist context.

108
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Tanzania's major national goal {is to 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 B0 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 commissions and political party units
of Chama-Cha-Mapinduzi, the national political party. The national development
agencies, therefore, are usually more technica} than promotional in nature
as compared to thelr 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 1s exercised centrally. The
end result is thus a mixture of centralization and decentralization in all
development activity. The most relevant point to be considered is that 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 domairs, they are not usually charged with direct outreach and
promotional activities to the same degree as their counterparts in other
African countries. Most development endeavors, including small production
units, are expected to arise out of the decentralized promotional apparatus
in place at regional and community levels.

Yanzania has not experienced as high a level of urban growth as have
many African nations. This is in part cue 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 docs, of course, continue despite
controls, and the problem of urban settlements is probably undcrestimated
by th: government, Large comnunities with substandard housing and services
exist 1n 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" is not 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 of 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 productfon, stronger support to other economic sectors

(especially agriculture) and, ultimately, local cooperative self-relfance.

II1. Project Description.

A. Program Goals. The Swall 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 conmunity 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 commercial (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 SID) is expected to coordinate
all activities with his ministry and other appropriate government entities.
(See Ceneral 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
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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 terms of SSI assistance are to upgrade
local skills (hoth technical and managerial), introduce and d:ffuse 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 {through a
central purchase and supply 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 p]anning -~ including the planning and
development of industrial estates, It also plays a strong advisory role with
the National Planning Comisslon in the latter's formation of long-term

industrial strategies.

C. General Structure and Operations

1. Organizational Structure and Staffing. As a parastatal

orqanization, SIDO is headed by a ten-member board of directors, composed
of public ministry officials, party members and artisan association
Yeaders. (Diaqram #) iilustrates the structure of the organiza-

tion.) The staff is headed by a fieneral Secretary and by the directors of

*Small-scale industry.
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four departments: Accounting and Financial Administration; Research and
Planning; Training; and Marketing. The General Secretary, Hr. Basil
Mramba, has headed SIDO since its creation. Me holds a degree in poli-
tical science and has had over ten years experience in employment programs.
The department directors are highly qualified technically; most have
masters degrees and over ten years of work experience. SID0 has about 55
nezTassional engineers and over 40 economists, most of whom are either
industrial economists or marketing experts. Staff salaries reflect
those of the government in general in being rather low. The highest
grade professionals may earn approximately $500 per month (President
Nyerere earns approximately $550 per 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
economist/coordinator, a marketing expert and an industrial engineer.
These SIPO teams are backed up by SIDO's central administrative and techni-
cal staff in Dar-es-Salaamwhich consists of about 40 professionals.

raining staff number approximately 180 and operate either in travelling
teams (for village and on-site training) or out of the twelve Training-cum-
Production Centers (TPCs) operated by SIDO. Other professionals are engaged
in economic and physical planning, equipment and material procurement,
industrial estate management, and goods and services procurement for govern-
ment agencies. Total SIDO staff, including non-professionalr, totals rouahly

100, 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
development agencies, both public and voluntary. Its closest working re-
lationships are with the Hinistry of Labor, to which clients may be re-
ferred for technical and vocational trainina, 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 tende:
for the purchase of goods and services from small industries. As has been
stated, SIDO works in close coordination with all regional and conmunity-
level development-promotion entities, including district and regional de-
velopment conmissions, local political party leaders, village and urban-
community councils, local churches and artisan associations.

SIDO receives volunteers from a number of countries -- the
U.K., West Germany, Japan, tlolland, and all Scandanavian nations., Volun-
teers usually have technical backarounds 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 SIDO 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 S100 plays mainly
a technical role, direct beneficlary 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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SID0's activities, and it could therefore be assumed that those processes
do impact 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 governument budget for 1978-79
show international grants to SIDO totalling $3,484,770 (mostly from Scandanav-
ian countries) and loans totalling $1,543,111 (from Horld Bank and SIDA).
These figures are probably lower than actual current support, as they do

not include in-kind equipment and organizational support assistance.

SIDO'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 willion in recurrent operating expenses and $16 million in project
developaient expenditures. The majority of development support allocations
are targeted for the developwent of "larger smsll 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
rmillion for small-scale production-unit equipment and raw materials., The
large capital expenditures allocated to physical development and equipment
reflect the agency's movement toward "larger small industry" developaent 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 preductfon units was confirmed personally
by SIDO's General Secretary.

E. Beneficiaries. There is currently no specific SIDO program aimed
exclusively at the urban sector. Its policies emphasize a balance of urhan
and rural service delivery. At the present time, however, about forty per-
cent of SIDO's clientele are urban based and a trend in this direction will
be strenqthened by the current planning of new industrial estates for either
secondary towns or peri-urban areas.

SIDO clients include niembers of all Tanzanian ethnic and religious
groups. While exact figures on client incomes upon entering the SICO pro-
gram were not available, they were cited as being less than $40 per month
on'average and as low as $5 per month in the case of school leavers. Al-
though criteria for client selection differ by program, it was repeatedly
emphasized by staff members that, consistent with all government policy,
primary consideration in all cases is placed 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 in Tanzania outside the commercial sector, this
is no 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 small 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 ail SID0 clientele.

F. Project Activities

1. General Appraach. SIDO's activities in support of SSI creation

and growth are broad and comprehensive. In all cases, its promotion and
service delivery is recponsive in nature and planned on the basis of an
assessment of a) local SSI assistance needs and b) local demand for SS!
goods and services. These assessments are continuous, and are done on
both a general and case-hy-case basis, For example, when SIDO first
inftiated activities it carried out surveys of urban-based SS[s to elicit arti-
san views on assistance needs., The majority of responses to this survey
indicates that tools, equipment and raw materizls were the most fmmediate
needs of small producers, and SINO has in large part focused on the
delivery on these inputs. SIDO continues to elicit local artisan needs on
a regional basis, both formally through surveys and informally through
regu iz contact with clients.

At the same time, surveys and assessments of local demand tor
different SSI goeds and services are carried out to identify local marketing
potential of various goods 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 cut on each SSI which
is seeking assistance. These studies,or “profiles,” for gqal}artisan groups

take into account local demand for the products in question, the skill
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levels (both managerial and technical) of the artisans, and the appropriate-
ness of the technology being utilized in praduction. Additional considera-
tion is given 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 smal1l industry
is viable and to form a base of information upon which appropriate assistance
inputs are determined.

SID0'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 creating small industries to fulfill local demand. [In the latter case,
data on local demand 1s reviewed and, if certain necessary products are not
being locally produced, SIDO will directly promote the creation of appropri-
ate industries -- often on 1ts 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. In this work, SIDO will plan

the appropriate production process for the industry in question, 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” in regional industrial estates or small village or 1ncal
urban-comnunity production centers. SIDO will often recruit workers for
these new industries through advertisements and published notices which are

sent to local development commissions, training institutions, representative
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conmunity 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. 1In all cases, economic need, together with
some experience or training in a related skill area, forms the basis for
selecting individuals for inmediate employment. The determination of need
is based on one's level of income, nunber of dependents, age, and family
educational and financial background.

In many cases, skills training must precede the establish-
ment of such industries. In such instances, trainees are recruited from
local communities to attend either reqgional vocational training institutes
or SIDO's Training-cum-Production Centers with the understanding that they
will return to their respective communities 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 B,000 new comnunity-level industries nationwide.
These smalier, local-level industries employ from five to seven workers in
rural areas and ten to fifteen in urban comunities; 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 development 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 ecarlier, SIDO has allocated large amounts of capital for industrial-
estate industries (see Funding). While labor-intensive, these larger small
industries are more heavily capitalized, in terms of equipment and physical
plant, than their smaller, community-level counterparts., They are created
to qenerate 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-1ink 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 the estate,
employing between five and forty-five people, or an average of twelve per
industry. Taken together, the three operating industrial estates incorporate
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 qrants 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 Is often
retained on a full-time basis to oversee production and management and provide
ongoing training to workers. 1f Tanzanian experts are not available for the
particular industry in question, expatriates are used (often as part of a
foreign assistance proqram) while a Tanzanian is trained. Management and
accounting assistaynelis provided to these industries by industrial-estate
staff. Assistance in the form of equipment and raw materlals is provided
through SIDO's equipment hire-purchase proaram and raw-materials supply divi-
sfon (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 elther 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, and are promoted through radio and newspaper advertisements and frequent
contact with all local development, administrative, and political entities.
The promotional information distributed by SIDO explains the assistance
services available and urges potential beneficiaries to contact regional 5100
promotional teams either direci’y or through local development conmissions,

SIDO 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 maximum 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. SID0
policy, however, 1s to assist all needy Tanzanians engaged in self-employment.
Therefore, when individual artisans 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 SIDO and local develop-
ment agencies are continually organizing groups of artisans in the same

trade areas to form collective production units.

3. Orqanizational, Managerial and Technical Assistance.

a. Organizational and management assistance. Once contact

{s established with the beneficiary group -- whether 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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private, worker-managed partnership. This is done to qualify them for re-
celving bank credits for working capital or equipment, as well as additional
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
agents and low-interest credits from national cooperative banks. Over the
last four years, however, SIDO has begun to promote worker-partnership
structures along with cooperatives, According to staff, SIDO has made this
change beczuse of the complex regulations and bureaucratic "red tape"”
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 structures

and administrative systems. SIDO has concluded that cooperative structures

can work well for larger, more established groups of producers which can
benefit from centralized administration and inputs. Given current Tanzanfan
regulations and controls, however, it does not feel that the co-op System
lends sufficient flexibility and autonomy to small production units in
their formative stages. Such units muct often alter their production and
management styie until an optimum system evolves,

In many cases, therefore, a worker-partnership arrange-
ment has proven to be more approrpiate, especially for new groups of arti-
sans who are 1 -t used to working together. While these partnerships have
many of the democratic elements often found in cooperatives -- such as
elected, chosen or rotating managers and equal incomes -- they also have
greﬁter flexibility then co-ops in achieving Tegal status (the

registration process, for example, {s faster and less complex) and in-
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stituting and :)t<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 21so be noted
that, over time, worker-partnerships can change to cocperative status.

While the client group is gaining legal status, SIDO
field staff continue to assist it in designing and implementing a managerial

and production system, The group is usually advised to select members to

be charged with accounting and management responsibilities, with the number
of individuals selected for these functions varying with group size; for
groups of less than ten, however, members do not serve in an 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 make local SSIs as independent as possible
in the shortest period of time, delivering increasing levels of assistance
to these units as they continue to demonstrate their feasibility at each
stage of their growth. Initial on-site accounting and management assistance,
provided by either S!03 ur Department of Cooperatives field staff, focuses on
a simple "in-out" cash accounting system. After management assistance is
initiated, clients can be referred to the regional training institutes of
either the Department of Cooperatives or the Ministry of Labor for further,
more intensive skills upgrading. The decision to refer clients for

intensive training is made on the basis of progress made by the production
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group as a whole. Continued training is provided through local, small-
group courses conducted by Department of Cooperatives agents. As the group pro-
gresses further and more sophisticated assfstance is required, one to three memb
charged with management dutics may be referred for more intensfve training.
Such training is free of charge to clients and usually of three months'
duration.

SID0's management and accounting assistance program has
recently intensified. Initially, it relied 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 is currently

fnitfating 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. Currently all such materials

are available only {in English.

b. Technical assistance. SIDO's technical assistance is

provided, in conjunction with management and accounting assistance, by re-
gional field staff and, when necessary, by central technical staff and/or
consultants. It is planned on the basis of the initial feasibility profile
of the client unit, which details its particular technical assistance needs.
Its focus is generally on the design and organizatfon 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 spe¢ialized groups. On site assistance then focuses
on these sub-units. As the production unit progresses and enlarges,

selected members may be referred to SIDD 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
teols, equipment and physical plant, Recommendations are made regarding
new toolsand equipment needs, leading in some cases to applications by
clients to SID0's equipment hire-purcha: e program; raw material needs are
handled in a 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 pl;nt within an industrial estate
or referred to a bark 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 S1D0 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 specfalizations 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 equipment needed to upgrade a local
construction unit, while a specialist in agro-processing may be assigned
to a particular region for one yecar to provide assistance to a number of
local food-canning industries.

At the same time, one of SID0's major goals is to act as

a conduit for the transfer of technology -- both internationally and
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intranationally. This role is played in a number ways. The research and
planning division s continually monitoring technical developments in labor-
intensive production processes and equipment that are relevant to Tanzanfa'
consumgr and industrial needs. Technological information is assessed and
disseminated to SIDO regfonal 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.

SIDD also has an appropriate technology research, develop-
ment and dissemination unit in Arusha. This unit develops A.T. equipment
(much of it energy-related), introduces these innovations to local villages
and SSIs, and evaluates their efficiency and adaptability in local,
usually rural, environments,

As a further effort to introduce production technologies,
SI00 sponsors and coordinates “sister industries” projects with
Scandanavian countries. In this program, small industries are initiated
with the assistance of established firms from the gonor nations.

The types of industries promoted in this program include a foundry,

a cutlery production unit, and an eyeglass manufacturing unit. Equipment,
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 is essentially part of SIDO's
"larger small industry" development program, but fs cited as a major
technology transfer and training effort, The largest concentration of

these industries -- twelve to fifteen -- is in the Arusha region.

4. Provision of Materials and Equipment. All transfers made unde

SID0's loan program are made in-kind in the 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

initia) research on SSI needs (undertaken in urban settings) identified
tools, equipment and raw materials as the primary needs of artisans.
Second, it is SIDO's intent to encourane client groups to rapidly become
independent. In the general secretary's words, SIDO attempts to “wean
clients from our assistance as soon as possible.* It is 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. In line with
this policy, Tanzanian national banks are mandatcd 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
requirenents are in some cases too conservative. Regional field staff
assist clients in approaching 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 capahility, and
{ts financial history. The application must first be approved by the local
District Development Commission; it is then passed on to SIDO headcuarters
where it is reviewed by senior technical staff. The approval decision is

made on the basis of client need and the overall capability of the applying .
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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 secure the loans. Once an application is approved, the client signs
a repayment guarantee in the presence of a magistrate., In case of default,
the equipment is repossessed by SIDG and made available to other groups.
Simple tools, cuch as manual equipment for carpentry, tailoring and shoe-
making, are provided in kits, Such kits, as well ac cimple 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 is required on all hire-purchase
loans. This cash down payment may be borréwed from banks. The balance
of the loan is repaid over a five-to-seven-year period, depending on the
size of the loan and the cash-flow projections of the work group; there is
usually a one-year grace period. Repaynents 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 is demanded of all clients
Repayment {s monitored by regional teams and managed centrally {n Dar-es-
Salaam. Faflure to meet payments first refults in an inquiry by field
staff; failure to meet two consecutive payments results in an official
warning letter, Continued failure to make payments finally results in the

repossession of equipment,
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Approximately fifty equipment loans are made to production
units each year and, as of Hay 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 te
$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 SIDO's loans have been in arrears at one time or another,
and there have been only three defaults resulting in repossession,

\thile 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, ma‘ze qrinding and vegetable canning for the purchase of
simple tools and equipment. The types of groups recelving 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
peri-urban areas, while 31 have been made n Dar-es-Salaam. [hese figures
do not include $360,000 in credits have been made available in 1978-79
to seventeen industcies on the Arusha estate from a special Swedish loan

fund.

*Villaqe-level industries are usually worker-partnerships,
but may also he cooperatives,
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SID0 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 in a bank as insurance of payment upon delivery. Roughly $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 chemi-
cals, such as dyes. The program operates as a revolving fund, but not on

a credit basis. Clients place orders through District Development Commis-
sfons 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 total
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. SIDJ offers both technical and mangerial training.

The types of training offered and the selection criteria for the acceptance
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of trafnees 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 gcared toward self-eployment in trade areas
which address local economic needs. As part of thuir ongoing activities,
regional promotional teams assess both artisan training needs and demand

for different goods and services at local levels, On the 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 upgrading
artisan skills while insuring 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
regional vocational cetners operated by the Ministry of Labor. In these
cente.s, training in elementary accounting and management is given along
with technical skills training. In recognition of the increasing need for
management training among SSIs, plans are currently being made by SIDO to
form its own mangement training institute. The institute would provide
training to production-unit managers and develop training materials for

use in lacal-level training and on-site assistance.
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b. Technica) skills training. SIDO technical training is

carried out for the purpose of both skil) 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 vocational centers or
through on-site group training provided by SIDO technical trainers.

Basic skills training is focused on youth, especially
school leavers. Most of this training is provided through Training-cum-
Production Centers (TPCs). There ere currently twelve such centers located
in regional capitals. The courses in each TPC are determined by SIDO
regional teams, which recommend the adoption of certain courses on Lhe
basls 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 a certain
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 ensuriﬁg that the investment made in training
will result in the availability of necessary skills and products in loesi
communities, and that there is local conmitment to the development of SSls,

TPCs differ from Reqional 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 beqin to produce marketable goods and services
after the first three months of training. Income from the marketing of

TPC products covers approximitely 30 percent of SID0's youth-training costs.
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This defraying of costs 1s considered to be crucial, since all training
in Tanzania is free to participants and all costs are absorbed by the
government.

Beginning trainees recefve at least six months of training,
and training can last up to two years. MNo certificates are awarded to
trainees upon course completion, as the program is meant to be {nformal,
After training, the trainces are expacted to return to their communities
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 commnities and to offer assistance,
especially ir 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 tctal number of
trairees currcnily 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
Time manufacturing.

Training 1n heavier industries, such as foundry and cutlery
work, is carried out through apprenticeships within industrial estates,
Currently, SiD0 employs six highly 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, SI00 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



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 assistonce by securing
subcontracting arrangements for small industries and by offering tenders
for government procurement of SSI products, Subcontracting is arranged
mafnly 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, SI100 accepts orders trom 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 distribyted to field staff and advertised in newspapers.
Preferance 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 can make use of SI00
assistance in acquiring raw materials,

7. ﬂgggig[gigi. SID0 has a special program through which it as-
sists artisans in the production and marketing of handicrafts. A handi-
craft division within SIpo 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 wakes tvols 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 -- HANDICO (Tanzanian Mand-craft Marketing
Corporation). HANDICO is an {independent corporation with a board of
directors composed of participating artisans, tourist officials and
SIDO marketing personnel; thae Board s chaired by SIDO's director of
marketing. This firm searches out domestic and international markets,
accepts orders from wholesale and retail dealers, and fills these
orders through bulk purchases from artisan production units throughout
Tanzania. .

HAHDICO attempts to increase artisan productivity and incomes
through identifying profitable 1ines of handicrafts and then ordering
these products in bulk from the production groups. The groups are then
able to systematize their production around a few items for whirzh a market
is guaranteed and make bulk purchases of raw materials to fill orders.
Major {items marketed by HANDICO include wood carvings, batiks, tie-dye
fabrics and (lothing, traditional baskets and Jewelry.

HANDICO currently employs approximately 40 people, and has
average monthly sales of $54,000. MHandicrafts are purchased from over
400 artisans, and there are 245 people currently being trained in handi-
craft production -- both within TPCs and {n apprenticeships with experi-
enced craftsmen,

-G. Fulure Plans

SIDO is currently finalizing its next five-year plan, which covers
SSI development 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

mi1}ian 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 Job;. Over 3000 small, comnunity-level production units will
also be developed through a total investment of $13 million, with the
expectation that at least another 9000 jobs will be generated in the
process. Sixty percent of SI1D0’s support activities are slated to be
focused on rural areas and forty percent on urban and peri-urban areas.
Based on past experience, it is expected that half of SID0's finances
wiil 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, SIU0 can receive and utilize
funds earmarked for specific projects or sectors as long as they conform
to established goals and pulicies. Thus, funding specified for use in
urban or peri-urban areas could be utilized by SI00 in carrying oui its
future plans.

M. Impact

According to SIDO estimates, up to 5000 small industries have

been assisicd aither 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-
cefve technical skills training. Calculating that all program beneficiaries
continue to receive some degree of 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 performance or collect figures on client
incomes., (Data on client pérformance. however, is currently being col-
lected as part of an evaluation scheme.) Varlous estimates by SIDO staff
place small-production-unit worker incomes at between $60 and $75 per
month, In addition, SIDO estimates that ten percent of Tanzania's GNP

is produced through such industries.

Short site visits were made to the Dar-es-Salaam industrial estate and
an artisan-production cooperative comprised of over fifty work groups in
central Dar-es-Salaam. In both sites, and particularly in the case of the
artisan cooperative, clients certainly appeared to be representative of the
urban poor, and relations between SIDO staff and clients were excellent. Ad-
ditional interviews with SIDO 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 industries is presented in the

following points:

1. SIDO represents a relatively large-scale effort to promote the
development of small-scale industries on a natfonwide 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 promotes 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 inpossible to analyze SIDO in



139

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 agencies and organizations in the Tanzanfan systam. [Its success,
therefore, is largely dependent on the success of the whole Tanzanian
development model.

An erormous amount of research has been done on this model, and
a prolonged discussion of the strengths and weaknesses of Tanzania's de-
velupment process is beyond the scope of this analysis.* There are, how-
ever, two salient points which should be noted. First, there are few
countries in which public policy suppurts development of and by the
poor tu the same extent as fn Tonzania. 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 «f promotional and
organizing activities at Inral 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's 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 Development,” by R, Blue and J. Heaver
(Rep;int 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
SIN0's promotional efforts. Still, in pursuing its SSI assistance efforts,
S100 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 is due 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 promote 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 beneficlaries
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 free to select appropriate assistance methods as it sees fit. This
autonomy has allowed SIDO to develop its assistance methodology 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 the type and amount of assistance to be delivered
on a case-by-case basis.

5. SIDO attempts to promote as much independance 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. 5ID0 also limits its involvement in
these areas because of the policy- and instfitutional-support mechanisms --
such as "people-directed” bank lending policies and regional marketing
facilities -- which are in place in Tanzania. Illowever, as stated previously,
piroblems 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 ard outside support for SSI development.
It is also important to note SIDO's problems wiih promoting the creation of
new production units in cooperative form which will 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 {n other countries, it may be preferable not
to convert work groups of very poor peopl. Into cooperatives during their

formative stages of development.



142

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 terins seem very appropriate tu 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, s designated to facilitate eventual self-employment among its trainees
and the independence of the eﬁterprises which are forned. While this ap-
proach to the training of vouth 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 comnunities, Tanzania has opted to
recruit locally, provide training in regional centers, and then have trainees
return to their communities 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 reqard.
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In short, there is one central technical element which appears
to be related to SIDO's apparent success in assisting employwment 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 attempting to spur widespread economic development of, by, and for

the poor with the 1imited resources available.



1. Project Identification

Name: Artisan Training and Credit Program of the Centre
National de Perfectionnement des Artisans
Ruraux (CNPAR), Uoper Volta

Principal: Mr. Da, Director

Consultants: Fred 0'Regan and Rick Boudreau,
The Development GAP

IT. Setting
Upper Volta is a rural society whose limited urban areas are charac-

terized by recent nigration and a marked dependence on agriculturally
related activities for survival., In good years, the ninety percent of the
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 farmers and to encourage the
development of improved tools and other implements which can be manufactured,
maintained, and repaired in rural areas and small towns.

Key to the govermment'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
fncrease in rural cconomic activity. At the same time, most Voltaic
artisans practice their craft on a part-time, seasonal basis with very

Vimited tools and often without a fixed, secure workshop. Without
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access to the necessary 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 natfonal economic strateqy.

1I1. Project Description

A. Goal. The 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 craftsmen;
-- provide trainees with basic, improved equipment
and techniques to establish or iwprove

their workshaps ;

-~ provide in-kind credit for additional tools, raw
materials and workshop-construction materials; and

-- provide follow-up technical assistance and market-
ing services.

B. Erief Description and History. The Artisan Program, which

began in 1970, is carried out by three organizations: the primary institu-
tion responsible for training, CUPAR; a recruitment and extension agency, Le
Service d'Assistance, Consell et Soutien (SACS); and a marketing-as-
sistance agency, Atelier Regional pour 1a Construction de Material Agricole
(ARCOH). With assisiince from the UNDP and the I1LO, CHPAR was establisned
in 1971 to provide training to local artisans. Training centers were
established in the urban centers of Quagadougou and Bobo-Dioulasso, 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.
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CHPAR is in the process of establishing regional centers in
Dedougou, Diebougou, Ouahigouya and Fada N'Gourma to facilitate the
provision of follow-up assistance and to allow the training program to
respond more inmediately to local needs. CHPAR has also submitted a
proposal te USAID to improve the program's capacity to provide rural
artisans with loca) training and follow-up management assistance. Spec-
ifically, the project would help CHPAR to build, equip, and initiate
operations in three regional centers and to develop a follow-up business
managemant effort based on the innovative work done by Partnership for
Productivity (PfP) in the eastern regional developuent district of the
country.

C. Organizational Structure, The Artisan Training program, with

a total of eighty employees, is under the direction of the National Office
for Employment Promotion 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-menber 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 upyrading of workshop facilities. ARCOH subcontracts
with the graduates of the training centers for the provision of goods and
services to the Voltaic government. Upper Volta's Regional Organizations
for Developuent (ORDs), which are integrated, administrative units for
regional development, nominate local artisans for participation in the
program. Another organization, SAED, is developing appropriate technology
prototypes to be disseminated and tested through CHPAR and SACs. Accord-
ing to current expansion plans, PfP will provide on-site managerial

assistance in the eastern development region to artisans who have completed
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training. Figure 1 depicts the institutional relationships of the program,

Ministry of
Labor

l

Employment Generation

Office of
t

D. Funding. Although the UNDP and the Government of Upper Volta
initiated the project, a number of other donors have also contributed
funds. These include the European Common Harket Fund, USAID, the
European Ecumenical Council, AID Suisse, and the Morld Bank. 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 verifi . e relatively
small size of the credit fund -- about 336.600 lent out wnually --
prevents it from generating a margin with which to cover training and ex-
tensfon costs. llence, the program remains dependent upon outside contribu-

tions.
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E. DBeneficiary Characteristics. The peovple recruited for this

program are male farmers, age 20-35 with families who live at a sub-
sistence level and earn approximately $50 annually from their work. They
are illiterate, but are usvally established, part-time traditional crafts-
men, working as masons, carpenters, well diggers, blacksmiths or motor-
bike repairmen. {lhese are basically one-man enterprises with 1imited

or no access to credit, technica) assistance, appropriate equipment

or management assistance.

F. Project Activities.

1. Recruitment, Every year the government's regional develop-
ment organization: (ORDs) nominate artisans for the training program ac-
cording to the specific needs they see within the reqion 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;

-- he wust be between the ages of 20 and 35;

-- he must be married, with a family (although
this criterion can be waived); and

-- the village leader must agree to him going, since
the village cares for the family during the training
period.

Formeriy, when the selection process was completely in the
hands of the OROs and the above criteria had not been set, only twenty
percent of the trainees went back to their villages and tuwns,with most
remaining in the primary cities. Now, with the addition of the above
criteria, and the authority of SACS to reject ORD nominees and recruft

trainees on their own, the nuber 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 {n
Ouagudougou and Gobo Dioulasso graduated from the program prior to the
adoption of stricter selection criteria.

buring the training period the trainees receive scholarsiips
of approximately $40 each per month from the government. Of tais,
they must pay $15 to the center, leaving the individual with a $25 monthly
stipend on which to l1ive. As this sum is not sufficient to cover all
1iving 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
varfous regions is expected to alleviate this problem.

The training focuses upon the introduction of more efficient
and productive tr-hnologies such as metat 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 traipees are also taught how

to construct and/or repair much of their own equipment. In seeking to
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ensure that the pregram 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 fnstructors
at the two centers are graduates of the program.

3. Technical Assistance. Once they return to their local com-

munities, the graduates are visited once every three months by an extension
agent from tie SACS regiona) team. In addition to coordinating credit
activities {which are Visted in the following section), the extension

agent reviews the graduate's workmanship, If poor workmanship or tech-

nical problems are discovered, the agent will review some aspects of the
training and give the graduate further on-site assistance. This on-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 from SACS, ARCOM (the marketing agency) contracts with graduates
to fi1l government needs, It receives order from all ministries and
determines which orders can be filled by local artisans, It then offers
contracts, in the form 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 volume of production of the artisans, most of whom have not
pursued their craft on a full-time basis; (i) to stimulate Yocal demand for
artisan goods and services through allowing the artisans to demopstrate
their ability to produce useful products and to function as an established
enterprise; and (ii1) to provide clients an opportunity to use government

purchase orders as a means of securing working-eapital credits.
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5. Credit. Trainees graduating from the CHPAR centers become
eligible to apply for loans upon their return to local communities. As
part of thelr 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 the CNPAR centers. The centers purchase
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 perfods have been qdopted 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 is due to the program's intention to introduce
more permanent workshop facilities and a relatively higher grade of tools
and equipuent in this trade area,

As clients have 1ittle 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. ODefaults, which result
in the repossession of equipment by SACS, are reported to be infre-
quent, and this was attributed in large part to the threat of social disgrace
to the client within his community upon the repossession of equipment by the
government. [t was reported that,in cases where repossession has occurred,
the disgrace to the artisans has been such that they left the community.

The only major problem with the credit program occurred in 1976 when loan
repayment rates plunmeted due to chllection problems involving the field
staff. A foreign expert who originally managed the credit fund was rehired to
fmprove administration and it was reported that repayment rates have since
returned to normal.

6. Future Plans: Technological Assistance. One of the highest

priorities in the future development of the CNPAR program is to further the
introduction of new technologies at local levels through utilizing the net-
work of artisans who cre trained and return to their comunities. For

this purpose, an appropriate technclogy {A.T.) workshop is now being organized
to develop prototype A.T. implements such as animal-traction plows and more
efficient wel) puimps. This center will fully coordinate its efforts with

the CHPAR training centers,which will introduce these prototypes to trainees
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and teach them to either produce and/or repair them. It {s 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 fmple-
ments, especially in the areas of agricultural production and well-dizging,
both of which are crucial to the survival of the majority of the population.

[}

G. Assessment and Analysis

Hhile hard figures on the results of the CNPAR program were
not available, discussions on program performance were ield with both CHPAR
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 nas proved to
be popular at local levels, as there do not seem to be any recruitment problem
despite the fact that local communities 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 in Africa. First, its comprehensive
approach to service delivery scems well thought-out and quite appropriate
to the program's major goal of creating viable, fuil-time, artisan enter-
prises in towns(;;J“;{llages. 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 seens
to operate flexibly and with a mininum amount of bureaucratic detail. In
comparison with most public-sector, SSE-assistance programs, the implement-
ing agencies in the CHPAR structure operate with a significant degree of
autonomy. 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 conrdinated, 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 seens 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
exauple, loans to blacksmiths average BOOZ of the annual incomes of clients.)
At the same time, the extension of in-kind credits 1in the form of tools, equip-
ment and construction materials, cnsures that, without ifwmediate supervi-
sion, clients -- most of whom are absorbing credit for the first time -- will
make appropriate use of the loans.

However, there do seem to be drawbacks to the methodology of the pro-
gram in terms of its potential replicability in more densely populated urban
areas. As the major goa) 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 se, it is delivering intensive

training and follow-up services on a breoad, 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 manageria) and technical assistance than upon extended
technical training. At the same time, most of the urban-based prograns
examined 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 depends upon 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 farmers, and upon their self-percefved need for
the products of CNPAR-trained artisans. While the 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 scrvices
produced. Hopefully, the reportedly high loan repayment rate of the
program is a reflection of increased artisan incomes generated through lccal
sales rather than 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 comwnities in planning
and implementation. While the program has been promoted successfully among

artisans, it is essentially a top-down effort. Local needs arc determnined



156

by regional authorities, and there s 1ittle evidence to indicate that
local populations are consulted in this process. At the same time,

CHPAR  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 CHPAR effort has proved to be generally effective
to this point, it would seem that a futuke expansion of its scope and aims
to increasingly involve local comunities will be necessary to assure that
local technanlogical and product needs are validly assessed,and that local
residents clearly understand that the program is designed to benefit them

as well as the artisans.



I.  Project Identification

Name: Fomen in Development Project (WIN-Swaziland)
Ntonjeni, Swaziland

Principais: Ms. Schmelzer
United Nations Uevelopment Program
tibabane, Swaziland
Ms. L. Vilakhazi

Project Director
Ntonjeni, Swaziland

Consultant: Fred 0'Regan, The Development GAP

I1. 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 econony 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
Mozambique are not friendly, and little trade takes place hetween the two
countries.

Swaziland is a very traditional nation in that it is governed by King
Sobhuza 11, his traditlon{l advisors, and local Swazi chiefs who retain great-
er authority than do local administrative officials and are therefore crucial
in the planniny of development projects. Roughly 05% of the Swazi people
are located in rural areas and most of this population lives on the fifty-
five percent of the land that is nationally owned. The majority of the
urban population is found in Manzini 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. HWhile 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 farming and migrant employment -- largely in South African mines.

Given both the extreme economic dualism of Swaziland and its dependency
on the South African econony, it is widely recognized that the need exists
within the country to pursue self-reliant forms of development 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 opportuniticvs to local women who

account for most of the local economic activity which currently takes place.

111, Project Description

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 the nation. The program has
the additional purpose of improving general living condltions at local levels
through the introduction of new technologies and through the establishment

of day-care centers for proeschool-age children.

B. Organjzational Structure and Staffing. lhe project was initiated

by the United Mations Office of Technical Cooperation (U.M.0.T.C.),which
continues to provide the major part of the financial and technical assistance
needed to sustain current activities. However, as the program is meant to
serve as a prototype in Swaziland, a strong effort has been made to recruit
indigenous staff and to integrate the program with ongoing national deve lopuent
efforts. The wonen-in-development program currently operates independently

but coordinates its efforts with the Ministries of Agriculture, Health and
Education, with local district development officers and with local traditional
chiefs in the area. It also receives technical advice on enterprise manage-

ment and marketing from SENCO (The Swaziland Smal) 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 the pro-
Ject. These inciude a project director, a project administrator, an income-
generation expert, a marketing expeit, an agricultural expert {volunteer),

a carpenter and five community 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.K.0.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 conmunity development.

In addition to the women's employment project itself, there has also
been developed a Village Technology Unit (VYTU} 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 wachines,
raised cooking platforms, solar cookers and water filters,

C. Funding, The current operating budget for the program is ap-
proximately $200,000 per year. Most of this is currently provided by U.N.0.T.C.
However, plans call for the government of Swaziland to contribute approximately
$165,900 during tie next two years of the program as the project moves
toward complete nationalization.

D. History and General Approach. U.H.0.T.C., together with the U.H.

bavelopment Program (U.N.D.P.}, initiated this project in Swaziland fn 1976, At

that time, discussions were held with the Swazi governnent on the possibility of
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implementing a prototype women-in-development project which could be repli-
cated elsewhere 1n the country. Hutual agreement was reached, and it was
decided to initiate the project at Htonjeni, a community of 12,800 people
located near Pigg's Peak, a district capital in the northern section of the
country.

U.N.0.T.C. provided an expert to initiate the project and to train a
Swazi counterpart to serve as the pemmanent director of the program. 1he
project began with an outreach effort that was undertaken to establish
contact with local conmunities and to assess the development needs of the
area. Ihis activity produced three major results. First, incomes in the
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
in South African mines. third, 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. [t was therefore con-
cluded that an income-generating project should be initiated among local
viomen to complement the low incomes derived from male migrant work and to
increase the production capacities of the local communities.

The next step in the development of the project was to again initiate
outreach, through the use of comunity development personnel, to elicit
the participation of local women in the 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 participatfng 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. While 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 imnediate returns.

E. Project Activities.

1. Training and Production. Prior to the initiation

of training activities, a study was undertaken by the project's employment-
generatio~ expert to identify specific products which (1) did not require
extensive technical training for their manufacture, (11) could be produced
within homes using simple tools and/or machinery and (1i11) could be marketed
readily. The initial product lines identified included crochet vork,
mohair spinning, sewing, patchwork, batik work, rag-toy production, and
sisal weaving,

After these product lines were identified, local women were recrufted
on a self-selection basis to begin training and production, The different
product ideas were discussed with local women, and the community develop-
rent workers explained to them the varying degress of technical proficiency
tnd time commitment 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. A} training was under-
taken in groups and emphasis was placed on producing marketable products
as soon as possible, The women were introduced to the manual techniques
in, for example, crochet work or mohair spinning and began producing
products for sale within three months, 'Hith some product lines, such as
sisal mats, production for sale began fimediately. The training was ini-
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 group 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 stabflized and the participants become more
skilled in management., At the present time the manayement and marketing
functions of the project are coordinated by the staff.

After the tirst year of training and p;oduclion activities {as of
January, 1979), the program had formed 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 the northern district);
patchwork (employing six and producing aprons, quilts and placemats for
local sale); knitting (employing four and producing jerseys and socks
for Swazi policie); tie and dye (employing two and producing fasnion wear);

ray toys {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). Mhen these groups were initially formed, salaries were
paid by the project out of its training budyet. After the first few months
of production, however, salaries were covered completely by sales, and

the borrowed funds used for initial salaries were repaid.

2. Credit. During the initial training, simpie tools and machines,
such as wooden spinning wheels produced by the VIU, and, when necessary,
raw materials, such as mohair wool for spinning and finished cotton for
crochet work, were made available to trainees on a credit basis. To
initiate this in-kind credit scheme, $20,000 was set aside from the train-
ing budget as a revolving equipment and raw-material loan fund. The tools
and equipment have been retained Ly the work groups who entered into group
repayment agreements for the loans., Interest .'arged on the loans is seven
percent per annun and amortization periods are quite lengthy. Figures on
the size of credits for equipment and materials were not available, hut loans
were reported to be very small, as in all cases the equipment consists of
simple tools and swall, manually operated machinery. Repayments for raw
materials are deducted regularly from the groups' income from sales.

3. Marketing. Various channels have been established by the project
staff to market the products from the women's work groups. These include,
a retail sales shop located in the Village Technology Unit's showroom in
central Pigg's Peak; a sales bonth in the main market in the capital of
Mbabane; exhibitions at the annual Swaziland trade fair; and direct sales
Lo two retail stores in Johannesburg, South Africa. In addition, contracts

have been established with local primary schools for the purchase of
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school uniforms and with the Swazi police for knitted sweaters

and socks. While sales volume has Leen 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,

Harketing 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 fmmediately to over forty members
organized into three groups, but sales volume could not suppurt this
number.  The group had to be cut down to fifteen, with the remafnddr
Joining the sisal-work and spinning groups. To counter future problems
in sales, a marketinc 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, fmpact
As of January, 1979, the project had directly created employment

for 178 wonen, with 195 othar women 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.
Incanes to participants vary widely according to product lines. The

highest incomes were reported in the areas of knitting (3%52/month), sewing

($31/month) , patchwork ($31/month), and tie and dye ($36/month), The

lwer incomes were reported in the areas of batiks ($19/month), crachet

work {39.75/month}, toy making ($10/month) and sisal weaving (35,75/month),

Ho figures were available on the mohair spinning group. The averagye

monthly income per participant is approximately 312.50. This income

complements the current incomes of the participating women's families,
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representing 3 new increase to families of approximately forty

percent.

V. Future Plans

Further production-group development in the program will focus upon
more 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 identify potentially viable agricultural industries and to begin
trainfng and tecknical assistance. It was reported that beekeeping, pig-
raising and silk-worm propagation are being examined as future possi-
bilities, along with the cultivation of groundnuts and other cash crops.
Food-processing and -preservation industries are also being considered.
At the same time, the project’s marketing expert will be attenpting to
expand marketing channels to all regions of the country.

As the project has spurred the interest of the Swaziland government,
current plans call for the gradual expansion of the proyram to other
secondary towns in Swaziland and the appointment of a national commission
on wonen. It was reported, however, that the project's staff wish to further
solidify the project at Htonjeni before ewbarking upon an expansfon to

other localities. Expansion, therefore, will be very gradual.

vI. Assessment and Analysis

Although litonjeni is essentially a rural area, it borders a secondary
town and its residents, in many ways, are representative of the burgeoning
jr=vi-urban populations located near secondary cities and towns in Africa.
Although these populations are rural and traditional in nature, they are

in a state of transition from subsistance econonic life to a greater
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dependency on, and involyement in, the formal cash-economy. In this
sense, the beneficiary population of this program has much in comion
with, for example, the population being served by NCCK's urban program
in the secondary cities in Kenya. Also, the program‘s major goal of
assisting clients in the transition to more formal and organized produc-
tion and trade activities is common to many of the programs identified
in this study, The means of assistance utilized in the program would
therefore seem relevant to an analysis of income-generation assistance

anung peri-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. Furthermore,
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, the entire WID program has been extremely well
prormted. Direct contact with the target conmunity was initiated
early on, local development needs were carefully assessed, and local .
viomen viere invited te participate in both the desiyn and the implementation
of the program. dnile 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
Jocal women have perceived to be their own nceds. The pursuance of this
responsive approach, together with the use of indigenous personnel $n
both administrative and promotional positions, has no doubt ccitributed
to the local popularity of the program.

At the same tire, the project has grown slowly and, for the most
part, its inputs have been carefully planned. The establishment of day-cas
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. Tﬁey have proven to be either complementary to existing skills
(for example, sewing and patchwork) or easy to adopt by the participants
(for example, mohair spinning 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 misdirections as it moved forward -- and to
establish contacts and relationships with appropriate governmental
entities. In turn, this approach has allowed the program to enhance its
popularity nationally and to elicit increased government suppart 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 stemmed from the participatory
aspects of the project itseli and its popularity within the conmuni ty.
That is, the effort to satisfy the tnmediate incove needs of the rela-
tively large number of women who were motivated to participate in the
program led to an overcrowding in some production areas and, consequent-

ly, to a marketing bottleneck in certatn product 1ines. However, the
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program has manajed to mitigate the problems inherent to this dilemma.

This is evidenced by the fact that, despite the shifting of some

clients from one production area to another, forty-percent increeses in
participant-family incomes have been maintained. Also, the strenythen-
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 domestic sales
channels, is a positive siyn. This is particularly true in regard to the
latter adjustwent, 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 yenerate incomes for the ipcreasing number of women who wish to parti-
cipate in the production groups. The fact that marketing problems have
occurred 1n a well planned project in which at least some analysis of de-
mand- was undertaken priar to the selection of product lines, and in which
various marketing channeis were directly established, points to the diffi-
culty faced in attempting to establish viable markets for relatively isolated
peri-urban populations. ‘

A rough estimate of the cost of delivering services in this pro-
ject would currently average approximately $1000 per year per «lient.
However, this figure iy based on both start-up costs and current oper-
ating costs, and the number of direct beneficiaries will probably double
over the next year or two. Thus, the average cost per client should

decrease significantly in the future.



1. Project Identification

Name: Indigenous Business Advisory Service (IBAS)
Banjul, The Gambia

Principals: Momadau Gaye, Director (in training)
Frank Ii. Ford, Chief Technical Advisor (1L0)
Han van der Ven, Assistant Advisor (IL)
Paul Sevier, Project Manager, Farafenni* (Peace Corps)

Consultant: Fred 0'Regan, The Development GAP

I1. Setting
The Gambia is a small West African nation with a population of

500,000. The country virtuaily consists of two extensive banks of The
Gambia River,with 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 Ganbia has had an agricultural
economy based un one cash crop (groundnuts), and little attention has
be~n given to the development of an indigenous, non-agricultural enter-
prise sector, The nation is pért of Lhe 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 the em-
ployment opportunities available to Gambians in both the urban and rural

sectors,

111. Project Description

A. Goals. IBAS was created to alleviate overdependence on a pre-
carious agriculiural econony, to develop and upgrade a weak inforinal

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.
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specified in the Five Year Development Plaa, 1976-1980. Its specific
goals are: (1) to establish ftself as a permanent institution providing
advisory services to local enterprises, especially those which produce
goods or deliver productive services; and (ii) to create possibilities
fos further expansion of the private sector and increase employment
opportunities in both rural and urban areas.

B, Brief History and Description. IBAS was initiated in 1976

viith the assistance of the U.H. Development Program and the International
Labor Office (ILO), which continue Lo vrovide a significant portion of
Lie assistance needed to sustain operations, The program principally
consists of a business advisory and extension service whizh offers on-
.1te managerial assistance, short training courses, and the promotion

of a credit suiuae which is implemented largely through the Gambian
banking system,

C. Organizational Structure and Staffing. [IBAS is a program of

the Gambian Ministry of Economic Planning and Industrial Developuent,
altiough it operates aulonomously as a parastatal organization. Its
mijor relationships are with (i) the 1.0 and UNDP, from which it re-
cefves technical assistance and vehicles; (ii) the Gambian Commercial
and Develomuent Bank, which provides credits to IBAS clients from ¢
$400,000 line of credit from the World Bank; {ii1) the U.N, Capital
Development Fund, which has provided a loan guarantee scheme to cover
1BAS-approved loans; and (iv) the Peace Corps, which currently provides
three volunteers to the program,

The program is still in its developmental stages and receives
heavy technical support from Lwo resident ILO technical advisors who
presently manage the project while training Gambian counterparts. The

Peace Corps volunteers are in charge of delivering managerial assistance to
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clients,until they complete the training of Gamhian staff who will
eventually take over this responsibility. Two of these volunteers
are in charge of the program's operations in Basse and Farafenni,
the two towns other than Banjul in which the program operates. Five
out of the nine staff members are therefore expatriates.

The program's annual operating budget is approximately $50,000, exclud-
ing oxpatriate 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 government has also
capitalized a revelving loan fund for IBAS of $29,000.

0. Beneficiary Characteristics. The beneficiaries of the pro-

gram are relatively small-scale entrepreneurs in areas such as black-
smithing, welding, tailoring, auto mechanics, baking and fishing. In
terms of annual sales, the size of the assisted businesses ranqes from
$1000 to $75,000. The larger enterprises assisted are located mostly
in Banjul, while the smallest client enterprises are mainly located in
Farafenni and Basse. The majority of the clients outside of Banjul are
t11iterate, as is ninety percent of the population in lhe Gambia, and
have had little or no formal education.
E. Project Activities.

1. Promotion and Selection. Clients are elther contacted

by the local IEAS advisor or come to the local [BAS office on the
recomendation of a third parly, often an existing 1BAS clienl. Criteria
for tentative selection are several, the wost important being Gambian
citizenship, an existing market for the enterprise's goods or services,
and client cooperation with IBAS {n 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 is undertaken, 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

in bookkeeping, budgeting {including the separation of social and
business funds), banking, Fostlng and pricing, and advertising. It
is delivered through thrice-weekly site visits, and is meant to pre-
pare clients for the receipt of credit.

3. Semi-Formal Business Training for Clients. Initially,

classroom-type business classes for IBAS clients were not thought pos-
sible. Attempts to start such a program proved unsuccessful in Banjul,
primarily due to the logistica) problem of grouping clients together

at a selected time on a certain day. Such efforts, however, proved
successful in Farafenni and Basse, growth centers considerabiy smaller

in size and denser than Banjul., Over a seven-month period in 1978, twenty-
two weekly business lectures were given to IBAS clients in Farafenni.

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 topics 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 tota] Farafenni

clients. Although this lecture series was considered successful, the
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degree of assimilation by, and ultimate value to, the clients was diffi-
cult to measure. This serfas was due to be repeated in the fall of 1979,
4. Technical Pyristance. The provision of technical assistance
to clients by IBAS has been nf a basiz 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 an the proper usage of hand and power tools.
5, Credit. One of the IDAS' major roles has been in promoting
and supervising credits. After the IBAS agent finds that the clieat
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 the Gambian Commer-
ctal 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";
(1) there must be clear evidence of a market for
the client's products or services; and
(111) the enterprise's pro-forma financial statements
and its cash-flow analysis must be reasonably sound.

Once a determination of ioan size is made, an application
form is filled out. ' The client is also required to open a bank account,
if he or she has not already done so, and to set aside a cash sum equal
to ten percent of the total loan as his or her contributfon toward en-
terprise improvement.

The loan application is first approved by the field person,

who forwards it to Banjul. [t s then reviewed, first by senior IBAS
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staff, and then, 1f the Yoan is’to be made by a Gambian bank, by an
efght-member board composed mostly of Gambian government and banking
officials. This hoard represents the U.N.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 gquarantee 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 revoiving loan
fund with in-house approval. This loan fund was established because
of problems encountered with the banking system, even vhen utilizing
the U.H.C.D.F. loan guarantee mechanism. The Gambian Comnercial 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 comwercial 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
Mav 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
credits were for tucls and equipment purchases and workshop upgrading,
although in many cases the credits vere used for combined hardware and
working-capital purposes. In tenns 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,
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Credits drawn from the IBAS 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 pwrposes and averagina $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 arca. These loans range in size
from $150 to $2500 and average roughly $1000 per loan. They have been
made to much smaller enterprisas 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 $8000 per year in gross
sales and range as low as $500 per year in total volume.

The vast majority of loans are to individual entreprencurs,
The one exception to this is in Farafemni, where eight fishermen, with
the help of the IBAS agent, formied an association and received a group
credit of $12,000 for the purchase of outboard motors, nets and other
equipment.

6. Handicraft Marketing. 1In 1978, IBAS created a cooperative

to promote the production and sale of indigenous handicrafts. This
organization, The Gambian Artisans' Marketing Cooperative, Ltd. (GAMCO)
now has approximately 400 member artisans: half of these nembers are
individual artisans and the other half belong to member groups. The
society is managed by a Peace Corps volunteer who is training a Ganmbian

counterpart. Tunds 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 $5.00.

Using a core staff of five, GAMCO assists member artisans
fn production -- through limited technical assistance and advice on
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. GAMCO 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 menbers from its central fund; so far, three short-term loans
of $35 each have been made to members for the purchase of tools., These
loans have been made at B-percent interest.

The ¢raft products qf members are retailed by GAMCO at 30 percent
above production costs, Crafts sold for export, however, are sold at only
5 percent above cost, as GACO has only recently begun to export and is
attempting to gafn access to secure markets. GAMCO sales are currently
about $7000 per month and its operating expenses are rougihly 17 percent of
total sales. ilet profits 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 expansioq 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.H.D.P. and the [.L.0. plan to terminate mnst of

their financial and technical assistance by 1982,

V. Assessment and Analysis

As is obvious from the sales volumes and loan absorption capacities
of IBAS' clients, the program is assisting mostly well-established entre-
prenedrs 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 fncomes 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 {mproved equip-
ment by clients}; and fts analysis of both the marketing potential of
client products and the general health of the enterprise prior to the
extension of credit. In gencral, the inputs of the program seem to be
well planned and well coordinated, and the staff appears to be technically
competent. At the present time, however, both this program and the ap-
parently well-managed GAMCO handicrafts program are almost totally de-
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 the long-term prospects of the program.
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Hhile the program seems to be meeting its goals, it is somewhat
questionable to what extent its gencral methodology is applicable among
less established, poorer clients. This is a fairly conventional small-
scale enterprise-assistance program which is delivering intensive one-
on-one services and arranging relatively large loans at a cost of roughly
+1000 per client. Most of the programs identified in this study which
assist smaller clients, coacentrate less on delivering such intensive
individual services and more on group-enterprise formation. In this
regard, it s interesting to rote that in Farafenni, IBAS has been suc-
cessfully promoting group formation among posrer clients for the purpose

of facilitating the extension of training and credit.



I. Project Identification

Hame: Centre d'Education a la Promotion Collective (CEPEC)
Yaounde, Cameroon

Principal: Fr. Paul luchs, Director

Consultant: Fred 0'Regan, The Development GAP

I1.  Setting

Camervon is often referred to as a microcosm of all of Africa., [t
has 5ath Anglophone and Francophone regions, exhibits great ethnic and
religious diversily, and possesses climatic zones which range from the rain
forests of the south to the arid Sahelian plains of the north. While the
majority of Cameroonians live in rural areas, urbau growth has become a
burgeoning phenomenan. Yaounde, the capital, has experienced an annual
growth rate of tuelve-to-fifteen percent in recent years. Uouala, the
nation's largest city, is growing at a slightly slower pace. Bath cities
contain large squatter settlements with thousands of small artisan indus-
tries and petty-retailing enterprises,

While little formal assistance, whether it Le in the form of credit,
technical assistance or training, is currently reaching the lower end of
the informal sector in either Yaounde and Douala, some very promising
assistance efforts have recently been initiated in both cities. The artisan-
assistance projects of CEPEC in Yaounde and the Institut Papafricain pour le
beveloppeuent (1PD) in bouali, for example, are programs waich are passineg
effectively through their develuprental steges and hold great promise for
getting sustained assis.ance down to the poorest level of saciety. CEPEC's
activities will be doscribed below, with 1PD presented in the following

raport. 179
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I11.  Project Description

A. Goals. CEPEC's major purpose is to assist in community
development efforts which are based upon authentic African socio-cultural
and economic realities. HWorking on the basis of somewhat complex intel-
tectual underpinnings, CEPEC is active at the local level in the areas of
animation, comunity training, and organizational development. Its objec-
tive 1s to enable conmunities to identify, plan, execute and evaluate

their own development projects.

8. Organizational Structure, Staffing and Funding. CEPEC was

formed in 1970 as part of the Catholic Church's attempt to promote collec-
tive, self-defined development at the comuunity level. It is an independent,
self-administered organization, legally attached to the archdiocese of
Yaounde. It enjoys the active support of Archbishop Jean Zoa, who is

noted as a dedicated supporter of development amongst the urban poor. Focus-
tng on Yaounde and the surrounding rural areas, the organization works in
close conjunction with the local bLranches of the Ministry of Social Affairs,
the flinistry of Youth and Sports, and the administrative offices of Yaounde's
city govermuent. A1l of its actvities are planned and coordinated with these
goveramental entitites. Often, the government borrows CEPEC's training

staff to work in its cwn community programs. Similarly, CEPLC enjoys work-
ing relationships with other non-governmental organizations, including BASE,
another Catholic development organization, through which 1t receives part

of its funding; FEMEC, a Protestant organization with which it has Jjointly
outlined funding plans for local communities; and IPD, with which 1t has
established training seminars for local comuunity trainers and with which

it will continue 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 animateurs, vorking directly with conmunities. Rev. laul
Fuchs, a French development expert, has headed the organization for the past
two years. CEPEC's operating budyet for 1978 and 1979 is approximately $165,00
Funds are raised fror private international sources (mainly Hlicercor), Virom
the archdiocese of Yaounde, and from the local comwmmities, waich coatribute
15 percent of the resources necessary for CEPEC's airect support activities.
CEPEC, however, is ncitier a Tunder nor an intermediary financial conduit.

C. Project Activities. CEPEC's comunity development approach con-

sists of several phases. [irst, animateurs initiate contact with poor local
comunities and begin to organize group meetings within the community.
At these meetings, which are held over a period oi taree to four
months, the basis for ongoing support from CEPEC is discussed in the [frame-
work of the conmunity's willingness and ability to invest time and resources
in the collectiv pursuit of local-level developnent.

In the second phase, an intensive comuunity training program is begun,
This training stage, which lasts from nine nonths to one year, consists of
conmuni ty-development skills training. The animation training is aimed at
the participants' acquisition of (i) a comprehensive understanding of the
social, physical, and economic "milieu” of the community, and (if) sufficient
knowledge and will to work collectively -- across ethnic and religious
lines -- to solve problems. The comnunity development training focuses
upon methods of colleclively fdentifying and prioritizing development needs

and planning effective strategies to meet these needs. Concurrent with the
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conmunity training, CEPEC focuses upon the identification and training of
potential conmunity l:aders. Emerging neighborhood and community repre-
sentatives are given intensive preparatios in community-action and organiza-
tional-developwent techniques. Leadership training, formerly held at
CEPLC's training center in Yaounde, fs now held in the community as an
extension of the normal comunity iraining program.

The beginning of the third, or operational, phase overlaps with the
conclusion of the traininy phase. At this stage, the attempt {s made to
form both a permanent community training facility, staffed by locally
trained trainers, and a comunity development organization with its basis
in neighborhood representatives who are selected on a block-by-block or
similar sub-unit basis. As the operational phase progresses, the communi ty
is expected to further elaborate development needs on a practical, sectoral
basis and to begin to identify specific initiatives or projects to address
them, CEPEC emphasizes the utilization of comwnity financial, material,
and human resources, although it does attempt to identify sources of outside
support where necessary, CEPLC's final goal is "community self-autonomy"
tn development, a condition in which a community has attained both social
cohesiveness and economic self-sufficiency. CEPEC's recognition of the 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
commmities,

As an vutgrowth of its. training, promotional, and facilitator roles, CEPEC
is now either delivering or securing assistance in various sectors, includ-
ing the artisan sector in Yaounde. Utilizing one full-time staff person, who
coordinates his efforts with four German and Dutch volunteers, CEPEC

is currently involved in: (i) the formation of an artisan organization;
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(i1) the creation of a cooperative for primary-goods and materials pur-
chasing, in conjunction with the Yaounde Union of Caisses Populaires
{Credit Unions); and (ii1) marketing research on the demand for artisan
goods and services. To complement its promotional work, CCPEC is in the
process of recruiting a technical production and marketing 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 decmed viable by marketing surveys.

Mthough it is involved in three quartiers in Yaounde, most of
CEPEC's artisan-promotion efforts have centered on Le Briqueterie, 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 comunity organization and
training in Le Briqueterie, as this conmunity has virtually no formal organiza
“tional structure. CEPLC is also working with the Yaounde Union of Caisse
Populaires to strengthen the community's only credit union,vhich is quite
weak at the present tinme.

fiiven what it perceives to be a virtual vacuum in the 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 development projects, with planning controlled by representative
conmunity-action conittees. CEPEC has had continuing discussions with IPD
about th:t organization becoming more directly involved in artisan support
activities and the training of conmmunity field workers in Yaounde, as well

as in Dowala,
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IV.  Assessment

As a promotional agency working in comnunity organization and general
group training, CEPEC, by inftial assessment, appears to be effectively lay-
ing the basis for urban community development in those areas in which it is
involved, Its programs for community training are planned with precision, its
staff of Camervonian trainers'is appropriate for the task at hand, and its
relations, both within the communities in which it operates and with local
government, arve said to be excellent. By all accounts, it §s the most active
organization directly enyaged in conmunity development in the quartiers
of Yaounde -- and it is deeply comnitted to this task. Although it is not
specifically an SSC-assistance organization CFPEC's initial efforts in the
artisan area seem to be very well thought out and potentially quite effec-
tive. Its focus on market analysis for the identification of viable product
lines, for example, scems quite sound given the marketing problems encounter-
ed in many programs at this level, and its gradual approach to building up
a genera) technical assistance capacity as part of its community 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.



I. Project Identification

Hame: Institut Panafricain pour le Ueveloppement ([PD)
Douala, Cameroon

Principals: Mathieu Gracia, Director, Central African Division
Alain Lafitte, Econontist

Consultant: Fred 0'Regan, The Development GAP

II. Setting
Unlike Le Briqueterie, the community upon which CEPEC (see previous

report) is focusing its assistance, Zone llylon, the focus of IPD's involve-
ment in artisan assistance, is an extremely pcor but well organized settle-
ment. Hith a population of over 100,000, this squatter community in Douala
has organized a conmunity 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 commwnity is
currently engaged in a self-initiated planning process which it hopes will
lead to a comprehensive community-upgrading program. Although Zone Hylon
is not noted as a commercial, artisan center, it does, in fact, have an
active, internally oricnted artisan sector geared mainly to the provision

of services, such as tailoring, shoe repair, and auto repair.

I11. Project Description

A. Goals. IPD is a well-known, private development 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.”
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B, Brief Description and History. In its fourteen years of

operations, IPD has concentrated its efforts on training {primarily
of development facilitators, but also ameng organizations and com-
munities) and action-oriented development research. In recent years,
however, it has become increasingly interested and involved in direct
consultation in the areas of 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.

. General Structure

1. Organizational Structure. IPD's policies and general op-

erations are governed by a council of twenty prominent international
menbers, the majority being African. A general secretary, appointed by
the board, is headquartered in Geneva. There are four geographically
and administratively distinct IPD components:

IPD Central Africa - Douala, Cameroon (French Speaking)

IPD West Africa - Buea, Cameroon (English Speaking)

{PD Sahel - Ouagadougou, Upper Volta (French Speaking)

IPD Program Support Service - Douala (Lilingual)
Plans are presently being considered for the establishment of an
additional branch for Last and Southern Africa, probably in Hairobi.
Hith a combined staff of approximately forty full-time professionals
and thirty part-time or affiliated consultants, the Central Africa
Division and the Program Support Service make the Douala branch the
largest single IPD unit., The core staff is diverse in temms of both
nationality and spectalization. The majority are Africen with expertise
in such fields as economics, management, sociology, agronomy, family

cconomics, and comunity organization and development.
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D. Project Activities.

1. Training. [PD training for development professionals
is of Loth short- and long-term duration. The short courses are
usually offered as two- to six-week seminars in specialized areas,
efthar as refresher or introductory courses in distinct topical areas.
Thesc seminars, which are arranged and specifically adapted at the
request of private and public development agencies, are held el ther
at IPD, at the requesting institution, or in a particulur community.
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 iPD 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) in the
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 ZAPL, a Horld Bank-
supported Cameroonian rural development program;

c. a series of project management seminars for staff
members of the Ministry of Social Affairs and involved community
leaders;

d. a development management seminar for the Catholic
Bishops of Cameroon and their inmediate -taffs; and

c. a planned series of training programs for peasant

associations, to be implemented with FEMEC (Cameroon's major Protestant-



188

church developnent organization), BASE (a leading Catholic development
organization, and ZAPIL.
As previously noted, IPD and CEPEC have discussed collaborative
work in the SSE sector and plan to coordinate their efforts in the futuve.
Formal, longer-term training is aimed at the creation of develop-
ment cadres for the prowotion, planning, execution, and evaluation of local-
level development. Since the program‘s creation, IPD has graduated over
2,500 diploma-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, axecution, and evaluation; participatory planning for re-
gional development; management 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 conmunity 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. Research_and Consultation. Upon request, IPD also serves as a

research and consultation resource for local communities, making avail-
able its professional staff for assistance in the conceptualization,
planning, prometion, and execution of lecal-level projects. 1PD personnel
will often act in an intermediary capacity as well, helping communities

to tdentify external sources of financial and technical assistance.

This support may evolve from student involvewenl in a certain conmuni ty
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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 comwnity or development organiza-
tion. In Edea, for example, Professor Cosno Dikoumwe, & former presi-
dent of IPD, is currently involved in an exploratory, action-oriented
study to integrate community development activities with the ongoing
industrial development in that area. Following the completion of the
research, IPD hopes to assist ip the planning and initiation of an inte-
grated comwunity development project in Edea.

In Zone Nylon, IPD has been actively involved for the past four
years, primarily in small-scale enterprise and artisan activities.

IPD's support activities in Zone llylon are headed by M. Allain Laffitte,
an econoniist specialized in enterprise management., Up to fuur profes-
sional staff are involved on a part-time basis in development support
activities in the Zone.

IPD's relationship with the artisan sector in Zone tiylon began
through a process of participatory action research (“Enquete Participa-
tion") initiated by IPD staff and students. In this process local arti-
sans and community residents were brouyht together to determine what was
Important to them to knuw about artisan activities and how such informa-
Liun could best facilitate the future development of the comsmunity. Out
of this grow a research process based on interviews with a cross section
ofe Zone Hylon's artisans and a general economic analysis of the scctor.

Munong the findings of this rescarch are the following:

(i} many of the artisans interviewed are not entrepreneurs
Ly choice; rather, they are rural people who have come to the city to
seek secure employment and, failing to do so, have adopted self-cmployment

in trades in which they can quickly begin to generate income:
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(ii) there is severe overcompetition in certain trade
areas, such as woudﬁorking. tailoring, and minor struction, which
require 1ittle capital investment to enter; and

(i1i) growth, in terms of employment and income within the
Zone's artisan sector, is dependent upon a lowering of costs in the
purchasing of raw materials, increased efficiency in production astong
artisans, a greater diversification of artisan product lines and the
establishment of more marketing channels outside of the in’ormal sector
in Zone Nylon itself.

As an outgrowth of its initial research involvement, IPD began
assisting the artisan sector in Zone Hylon. Working in collaburation
viith the Yocal office of the Ministry of Social Services and with the
Zone's Conmunity Action Committee, IPD has (i) helped to organize an
artisan association to represent local producers; (ii)} promoted produc-
tion groups for the purpose of forming credit guarantee mechinisms and
buying raw materials in bulk; (iii) delivered management and acecounting
assistance to local artisans; and (iv) helped identify and introduce new
product Vines. To complement its direct assistance efforts, IPD is con-
ducting an ongoing marketing analysis of the Douala area to datermine
viable artisan products, while, in collabordation with other organizations,
engaging in a promotional campaign to influence middle-class Cameroon-
ians to purchase indigenously produced goods, The organization is also
assisting o local Dutch volunteer in upgrading the administrative ond
lending capacities of the Zone Nylon credit union.  The union,
which was formed through the efforts of the conmunity action conmittee,

has reportedly male great strides over the last year and has begun ex-
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tending small loans te artisans. Details en this lending program,

however, were not available,

V. Assessment

IPD's assistance has been delivered through the efforts of
Alain Lafitte, a staff economict who lives in Zone Nylon, alony with
other interested staff mewbers and a number of students who are
specializing in employment and income-generation assistance, Although
this assistance effort is not a formalized one, in that it does not
have distinct operational and administralive units and a specific
bodget, it seems to be rendering important assistance to an artisan
community which would otheiwise not be served.

IPD brings to this effort a wealth of competence and experience
which is greatly appreciated in Zone lylon, It has sensitively estab-
lished a sound wo}king relationship with the community's representative
council,and its assistance has therefore become an integral part of
Zone Nylon's total upyrading effort. In addition, IPD's strateqgy
of assisting in the build-up of tocal organizations, such as the Zone's
artisan association and credit union, to implement future development
activities within the artisan scctor constitutes a sound approach to
enhancing self-reliance within the community’

A though IPD has not souqht funding to formalize and expand its
assistance efforts in Zone Hylon, it has conlinued to provide services
on an informal basis and to assist in locating additional sources of
financial and technical assistance for Zone ilylon's artisan community.
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 forwal artisan-assistance
program in Douala and Yaounde involving these organizations would cer-
tainly present an excellent opportunity for international donors to

parlicipate in an effective effort in this sector.



Summary of Findings and Conclusions

1. Central Problems lacing the Very Poor Self-Enployed

The majority of the very powr in African cities are urban squatters,
and most of this growing population is cowposed of essentially traditional
people from rural areas. This is particularly true of those in the newer
settlements i and eround primary cities, as well as those in secondary
cities. As the growth of the formal econumic sector has not heen suffi-
cient to sbsurb this growing number of job seekers, most seek employment
through some form of petty trade or artisan activity.

As such organizations as the ilational Christian Council of
kenya (HCCK) and the Institut Panatricain pour 1o Deveioppemant (1PD)
in Cameroon, have discovered, many of the poorer artisans and traders
in squatler seltlements engage in entrepreneurial activity as a matter of
survival ratner than choice and, in some instances, would prefer secure vane
employment i7 it were available. In addition, the very poorest of those
engaged in econvmic activity -- that is, those who are the focus of this
study ~- luck general familiarity with the workings of the cash economy,
posscss extremely low productive skills, and are therefore not truly
competitive even within the informal sector. Furthernare, they lack
access to secure premises, potentially profitable marketing sites, and
assential services, and have litLle or no collateral with which i tever-
age financial assistance,

Given the fact that the very poor in urban Africa ar. concerned pri-
marily with the day-to-day survival of themselves and their dependents,

are often not entrepreneurs by choice, and face severe economic limitations,
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most of the progroms identified as actually reaching this Yeve) aim pri-
marily at assisting clients to achieve some measure of economic security,
Horking 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 some minimal level of inmediate income to as many 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-heing and make use of "harder," more formal
types of enterprise assistance, Of the programs identified, most work to
provide this {lrst stepping stone in improving the living conditions of the
poor.

As is well known, African government economic policies have not favored
the informal sector. Most countries have traditionally favored export-
led development together with formal-sector production 2ctivity, which has not
had significant impact cn urban uncriployment.  Only recently (in the
past decade}, have they begun to support informal-sector businesses, In
general, houever, national licensing, registration, tax and credit policies
continue to inhibit informal-sector activity, thus further isolating the very
poor from meaningful economic opportunities. For example, in order to legally
establish a dressmeking shop in Mombasa, Kenya, two clients of the NCCK pro-
gram had to pay a total of $956.00 in registration fees and taxes and for man-
datory dispusal services. Such a sum is far above what can be afforded by
the ponrest artisans and traders,who, if they cannot borrow the money, are
forced to operate illegally and become subject to police harassment, In

the case of petty retailers, zoning requlations in most primary citias
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inhibit their access to central, potentially profitable sites, forcing
them to compete amongst themselves in very low-income areas.

While the rasearch carried vut in this expluratory 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 either operated
by, or were at least originally initiated by, private development organiza-
tions. In most countries, conventional public-sector agencies were found
to focus upon comparatively well-established, more stable enterprises which
possess assets significantly higher thah those of the very puor,

This absence of public support -- ho*h at the policy and program level --
in the areas of informal-sector employment generation, in particular, and
community economic development, in general, renders extremely difficult the
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, anterprise-improvement ser-
vices, As is demonstrated in the case of HCCK in Kenya, such comprehensive
assistance can be delivered, and delivered well, but not without a considerable
conmiitment of time and resources on the part.of assisting entities.

On the other hand, in Tanzanfa, the Small Industries Development Or-
ganization (SID0), a government agency with Jimited 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 urder 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
fnvolvement. This resulted in the government incorporating the program
#ithin the Ministry of llousing and Social Services., ;ICCK has also success-
fully elicited the irvolvement of the fairobi City Council and the Kenyan
Department of Cooperatives in its housing and employment programs. Similar-
1y, the Centre d't-lucation a la Promotion Collective (CEPEC) in Camercon
works in close ccllaboration with the Ministry of Social Services in that
country, even to the point of lending staff to the linistry for certain
projects. )

The close collaboration which these organizations maintain with govern-
ment agencies and officials allows them tu play an iwportant advocacy role
with the public sector, Most of these organizations use their collaboration
with public agencies to demonstrate both the need and the viability of
working with tie self-employed poor. This advocacy role may prove to be a

significant factor in stimulating widespréad public assistance to the urban

poor.
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I1. Assistance Methudology

The majority of the programs.identified as reaching extremely poor
urban populations exhibit strong socfal emphases. For the rost part,
they are not primarily small-scale enterprise programs in the conventional
sense of the term. Many, such as NCCK's Urban Conmunity Improvement
Programne and the Institute for Cultural Affairs' (ICA) kawangware upgrad-
ing scheme in Kenya and CEPEC's program in Cameroon, are essentially com-
munity developmuit programs which have adopted enterprise assistance as a
conponent of their total efforts. In general, these 5rograms -~ including
those which are engaged exclusively in delivering enterprise assistance --
emphasize increasing of incomes and production among the poor as crucial
to immediate survival snd the attainment of individual and family security.
These economic objectives, however, are viewed as means toward greater
ends such as "increased self-reliance” (SID0), "an enhanced feeitng of
self-worth” (NCCK), and "qreater community awareness and control over de-
velopment" (CEPEC). )

In part, these goals reflect the social and political values and conmitmen
of the people and organizations working with the very poorest sectors of societ
More impurtantly, however, the aduption of more comprehensive assistance
abjectives 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, in an
integrated manner, a wide range of services in such arecas as housing, health,
nutrition, and literacy together with their employment-generation assistance.

To ensure that priority needs are indeed addressed and that local resources
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are mobilized on a sustained basis to help meet these needs, most of the
programs also elicit beneficiary and/ur comunity 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 IPD activities
in Cameroon, and the UN-supported Women in Development (WID) program in

Swaziland are illustrativ of vhis point.

A. Qutreach and Promotion

Perhaps the key element identified in the programs which are extend-
ing economic essistance at this level is a sound component of outreach and
premotion in local urban slums. As the very poorest of urban artisans and
traders are {1literate, isovlated 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 communities.

In the ciase of SIDO, for example, the agency dovetails its technical
and managerial assistance with the ongoing, urganizational work being under-
taken by public officlals in comuunities throughout Tanzania. In other
countries, where such broad organizational efforts among the poor are not
in evidence, virtually al} of the programs researched have developed close,
personal cuntact with clients through the establishment of cutreach programs

of their awny 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 myinstream of society, do not normally seek outside
assistance, and therefore must be reached directly within their own com-
munities. Secend, 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 in self-supporting economic
activity; the establishment of comnunity-based programs makes possible
intewsive contact and follow-up with rlieats on the part of staff. Third,
the highly localized focus of these programs alluws finstitutions to gain a so
working knowledge of communities and to identify their inmediate, priority
needs -- both economic and social,

This knowledge appears to be essential to the design of service programs
which effectively address these needs; Lo the st*mulation of commnunity or-
ganization and action to carry out such programs; and to the identification o
those lncal residents who are legitimately in need of income-generation
assistance and who can be trusted to effectively utilize the assistance given,
This approach builds » base for an agency's employment-generation efforts,
while building up confidence and trust in the program among local residents.

The specific outreach and promotion techniques utilized were found to
vary from program to program. The model adopted by NCCK in its urban-upgradin
and employment-generation work presents, perhaps, the soundest approach, with
highly qualified social workers and community aducators, who are recruited
from local communities and trained by NCCK, forming the basic outreach

channels through which all services are promoted and, in part, 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 communities.
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 foruation of local-level management
commiittees, provides a good example of this approach. In most programs in-
volving expatriates, such as CEPEC and YID-Swaziland, a decided effort is
made to both nationalize the staff and decentralize the decision-making
and policy-formulation processes to directly involve lucal residents. The
Africanization and localization of programs appears to be essential to en-
sure that local needs are identified and addressed, that local residents
of poor communities 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, NCCK, and WID-Swaziland projects, to artisan associations, such

as those organized by IPD and SIDO. The most consisteat, 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 Lhe poorest of the self-employed
for a number of reasons. These include: .

1) increased efficiency in the use of staff time. Given the in-

tensive assistance required at this level, significant numbers of clients

could not be reached on an individual basis by arganizations with 1imited

resources. Grouping has allowed for the extension of direct, specialized

assistance to clients which otherwise would not have been possible without
enormous tncreases in cost.

2) the sharing of skills and management responsibility among

clients. Given the extreme!y low production and management skills exhibited

by clients at this level, the formatfon of groups is viewed by most agencies
as an effective means of facilitating the.informal sharing of whatever skills
exist among group memhers. This is clearly evident, for example, in the
group training techniques of the Village Polytechnic program, in which
second- and first-year trafnees 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 amoag clients. 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 vartable 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 formation is seen as the most viable alternative in securing credits,
Thus, in the majority of cases, those programs which directly extend credit
as part of their assistance (e.g., NCCK, ./1D-Swaziland and SIDO) utilize
group guarantees as the normal means of loan securement, while those pro-
grams which do not extend credit (e.q., 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-cunfidence and political lever-

2ge. 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 place during this
transition period. In addition, grouping facilitates broader organizing
efforts amony the poor to enable them to establish a collective basis for
leveraging increased public assistance.

In general, 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
conmunity, in general, Emphasis is placed on actually reaching this level
of the population and identifying legitimately needy peonle. NCCK, for
example, will identify individuals with great need of income, but with no



203

actual skills or trade specialization, and encourage them to form groups
while product ideas are introduced and assistance is delivered. At the

same time, 1t wil) identify potential clients with experience in the same
trade area, such as uysed-clothes retailing, and similarly encourage them to
form group enterprises in order to recalve managerial and fipancial assistance
A similar policy is followed by SIDO in Tanzania. On the other hand, in the
case of training programs, such as the yP 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 Technica) Assistance

On the basis of the programs examined, 1t would 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 organlzations.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 myy already possess,

delivering technical assistance and, in some cases, limited training to help
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fmprove and stabilize local ventures. This is quite evident in the employ-
ment efforts of NCCK, SIDO and WID-Swaziland among the adult poor. Similar-
ly, where training courses are offered, as in NCCK's Tototo program, an
emphasis is placed on skill areas familiar to clients in order to minimize

the amount of time and financial costs involved in raising clients to a com-
petitive skill level. Petty retailers aside, therefore, the mjority of en-
terprises promoted or assisted by these programs operate in skill areas close-
ly related to traditional African economic activitias. These include, for
example, sewing and patchwork (supported by HGCK), various types of handicraft
production {NCCK, SID0, and WID-Swaziland), and urban and peri-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 in new trade areas,

As the technical assistance objectives of most programs enphasize en-
terprise formation, improvement, and stabilizaticn, rather than vapid enter-
prise growth, managerial assistance delivered to client grcups usually fo-
cuses on the attainment of "adequacy” in bookkeeping, 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 ef%ectlve
technique utilized in the establishment of a financial system within encerprises
at this level is the physical division of cash income into different bags or
boxes which represent separate accounts (NCCK). The use of such a system en-
courages the separation of personal and business income and encourages re-
investment in the business (overcoming one of the biggest prodlems encountered
among clients) and the setting aside of funds for eventusl loan repayment.

Such a technique also surmounts the problem of 111iteracy among the clients.
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As most of the clients are assisted in groups, some programs, such as
S100, focus management training and on-site assistance on a sub-group charged
with specific management and bookkeeping responsibilities. Others, however,
such as the NCCK and Village Polytechnic programs, focus their assistance --
at least at the beginning -- on the entire group and encoursge a rotation of
group leadership and management respons ibilities. 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 (1) 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; (11) the systematization of production and sales functions; an
{111} the upgrading of client production skills. These ongoing assistance
activities do not differ from those normally assocfated with formal, small-
scale-enterprise programs. ihat is different about programs operating at
this economic level, however, is the Intensity of personal contact and fol-
low-up that 1s apparently necessary to improve clients' economic progross.

In most cases, program promoters and administrators stressed the need to
patiently "stay with” clients until an adequate level of enterprise stability
1s achieved.

This approach is evident in most of the programs examined. The {nci-
dence and intensity of perscnal contact by field staff with clients in de-
Tivering assistance 1s quite high in most of the programs which seem to en-
Joy some measure of success,while problems seem to occur in cases where in-
tensive follow-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 in improving 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 in the 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 is an 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 conpetitive disadvantage. To counter this,
programs either assist in the identification of stable marketing channels or es-
tablish central markets for the goods produced by client enterprises. NCCK
and SIDO, for example, have established central handicrafts marketing cor-
porations and local tourist stores which purchase and retail client craft
guods. For non-handicraft products, the Tanzanian Government has established
reglonal 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 ass'sted
in locating and establishing a secure, accessible premise and are advised
on ohtaining 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 exawple, can be highly variable, pro-

ducing {nstahility 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 problenms, 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 indigenous products.

Perhaps the most feasible approach adopted by some programs is to care-
fully identify the demand for skills and products within local commun i tids
and then match the areas of training and enterprise promotion to these needs.
In this way, at least some degree of marketing feasibility is established
for the goods and services to be produced. 1In the Village Polytechnic pro-
gram, for example, local management commil ttees are required to assess the
Tocal need for particular skills before selecting the training coursés to be
conducted in the community's yp, 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 fn-
creasingly realized the need to do so.

In all probability, marketing problems will continue to form the greatest
constraint to economic growth 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 s an even Targer 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 bufferine 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 limited research conducted in this study, two elements df
assistance appear to be present in programs which have enjoyed some degree
of success in grappling with the very difficult problem of imarketing. These
are: 1) an emphasis on the identification of local needs and consumer de-
mand, on the one hand, and the matching of local skills and areas of enter-
prise developnent 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

Wiile 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 comorehen-
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.q., 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 clfents 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 cautfous approach to credit extension, most of the
programs f{dentified 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 fs the granting of in-kind credits in the
form of tools, equipment and raw materials to production groups. SIDO, for
example, employs thls‘practlce 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 cretits are made, but close supervi-
sfon is exercised over the expenditure of the lvan menies. HCCK, for example,
assists retailers with small cash credits for the purchase of stock, but in-
sists on documentation of stock purchases for draw-downs on loans and also
monitors the clfants' respective bank accounts.

Accarding to most program adminisirators 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 fleld staff. In addition, it is felt that the Assurance of proper
credit utilization will result in lower default rates. The evidence of Jow
rates of default in such programs as SIDO and NCCK seems to confirm 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 numbers 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 flaxibility 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 flexibtlity is exercised in two essential ways.
First, collateral requirements in most programs are satisfied simply by per-
sonal, usually group, loan guarantees. Such polictes allow virtually assetless
clients to participate in a 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 varfous forms. To begin
with, the interest rates charged on loans made by most agencies vorking 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 tu the desperately

poor to allow them 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 pertods together in order to determine affordable monthtly
repayments for clients. NCCK, for example, adjusts fts 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-
1y long amortization period (three to six months) to allow the client a
miltiple turnover of the loan capital. Larger loans for tools and equipment
carry amortization periods up to two and one-half years in order to lower
monthly repayment requirements. Similarly, SIDO is able to extend relative-
Iy 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
in many cases, and amortizes loans over a five-to-seven-ycar period. Both
the WID-Swaziland and the ICA-Kawangware projects demonstrate similar ap-
proaches to the provision of. credit.

Generally therefore, it would appear that no single element of a credit
program, such as the loan size or iInterest rate, can be identified as the
key factor in successfully lending to very poor clients. Hoth 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 supe-vision. Similarly (although little
evidence of this was found in the programs examined), it could be argued that
higher interest rates could be chargad with a further lengthening of repay-
ment periods. What does seem to be critical, however, is the flexibility which
these programs demonstrate in being able to adapt both the size and terms of
loans to fit the specific income levels and repayment capabilities of clients

al this level.
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III. Organizational Characteristics

Consistent with their community-based orientation, most of the programs
examined maintain relatively decentralized organizational structures and
decision-making processes. NCCK, for example, extends significant decision-
making responsibility to its social workers and comunity educators. In
determining both the type of assistance to be delivered to clients and the
pace at which 1t is to be delivered, the field staff recelve technical advice
from program administrators, but do not operate according to any strict
mcthodology. Similarly, local artisans and craftsmen who serve as trainers
in the Village Polytechnic program receive some technical guidelines, but
are extended considerable latitude in structuring their informal courses.
SIDO, a1though a government agency, alsao extends considerable responsibility
to its regional promotional officers upon whom 1t depends for the planning
and delivery of services in the critical area of enterprise formation.

In general, while final decisions regarding, for example, the approval
of credit to clients, do not rest with field staff, these people exercise
great responsibility in initially seledting clients to assist and in deter-
mining the most appropriate means of assistance. In most cases, no strict
requirements regarding elther 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, in each case, the Lest way of de-
livering assistance to them.

Such program decentralization seems to be necessary in the attempt being
made by most of these agencies to directly reach the very poor and to flexibly
respond to client needs. Equzlly important, however, seems to be the relative-
ly high degree of autonomy possessed by most of these programs which allows them

the flexihbility to adopt whatever development strategy is deemed 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 2gencies. Those public agencies which do seem to be
reaching this level, such as SID@, are parastatal corporations and are dir-
ectly answerable to their own boards rather than to large ministries. Mos.,
of the program administrators intervieved mafntained that the adoption of
a bureancratic organizational structure, with prescribed selection criterfa
and heavy staff supervision, would decrease overall efficiency and severely
Vimit their ability to reach and assist the very pour. This seems to be true.
Basic to the decentralized approach adopted by most organizations is the
employment of competent and conmitted field staff who find work among the
very pour to be professionaliy veWarding and who vork well without intensive
supervision. In the case of both NGCK 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 be highly committed and seemingly very competent. The
ability of such programs to recruit and maintain such dedicated staff is un-
doubtedly a4 crucial factor in their success. No doubt the comuitment of such
agencie . to meaningfully assist the very poor, together with the operational
latitude they extend to personnel, contributes greatly to their ability to
sttract 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 same time, most of these organizations take pains to recruit staff
from within the communities in which they operate. This is done to maximize th

possihility that staff will be hoth knowledgeable of, and comitted to, the
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development of local communities. This is particularly noticeahle in the
Village Polytechnic program, within which local artisans, who are very know-
ledgeable of local materials, imarkets, etc., carry out training and follow-
up activities. Similarly, SID0's youth training and handicraft production
programs folluw a similar pattern of Yocal trainer recruitment, while all
local comunity educators in the NCCK, MI1D-Swaziiand 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 NLCK, 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 iiwe senfor administrative personnel
in these programs began as local-leve! 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 urban program and the UID-Swaziland program, fcr example, came out
of community development backgrounds, wnile 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 respdnsive. connunity-level
focus in the planning and implementation of service programs, which in most
cases seem relevant to the immediate needs of the very poor. As these
personnel systems reinforce this critical program 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
peri-urban peor. These programs display some common characteristics
which seem to constilute 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 viithin poor
comnunities;

~- an active involvement of loce) commiiities in the design and
implementation of the program;

-- a flexible and respunsive 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 staqges;

-- 2 highly flexible credit program that can adapt both the size
end terms 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

-= elther the identification or establishment of rarketing conduits

for the goods and services produced by client enterprises,
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{n the short-term it would seem that international assistance aimed
at this sector should focus on the appropriate expansion of existing
programs ond upon the coritinued technical upgrading of the assisting'
organizations, In most cases, 1t would seem that strategies calling for
rapid implementatior of large-scale assistance programs should be
avoived. This recommendation is based on two considerations. First, such
extensive efforts require considerabla public policy and program support
currently not found in most African countries, As demonstrated by the
programs studied, such support might best be generated through successfu)
demonstratiun and a continuous effort to pull in and involve public
agencies on a program-by-program basis, Second, in most cases the insti-
tutional capacities, in both the private and public sectors, needed to
deliver large-scale enterprise assist;nce among the very poor in Africa
simply do not yet exist. In this light, it would appear clearly prefer-
able to bolster the income-generating efforts of existing indigenous

development institutions.

dhere institutional capacities are lacking, outside organizations
could be calied in to assist in the establi.hment and development of
new, indigenous institutions.- Tha work of U.H:J.T.C. in the 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 is the
addition of income-generation components to existing programs, such as communi-
ty development or housing schemes, which already possess sound outreach
and promotional networks in squatter communities. For example, in Lusaka,

Zembia, the program of squatter-settlement upgreding initiated by the
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American Friends Service Committee (AFSC) and now operated hy a totally
Zanbian staff has strong capabilities in conmunity 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 th's matter under consideration.

In rendering financial assistance to existing, indigenous programs, such
as those eramined 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 socfal
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 temms 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 conmercial 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. Thus, 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 prograrms are nat self-financing, given the
level of preparatory work among the very low-skilled clients of these pro-
grams, many of whom are recefving and managing credit for the first time.

The specific upgrading needs of these prograns vary. HCCK, for
example, needs to provide more technical back-up to community-based staff

engaged in enterprise formation, especially in the secondary cities. The
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Village Polytechnic 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 inadeduacies 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-
technic program scem due to the excessive training loads of local trainees
vather 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
nunber of trainees pe: 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, HOLY [ield staff have bLeen quite success-
ful in delivering assistance to enterprises during their formative stages, but
they are currently spread too thin to be able to deliver more intensive mnana-
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 recommendation is consistent with the con-
clusion that the most effective way to assist the self-employed poor in urban

Africa 15 to assist, at their own determined pace, thoce indigenous African
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development organizations which have their roots in poor urban and perf-

urban communities.



