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T F C H N 0 S E R V E
 
lechnoscrvc is a private, nonpr)fit organiz.ition. We 

provide training and technicai assistance to enterprises
Comprisd) f' large numbers of rural peop)le. Wc call them 
"ColI~IIuInitN7-baISed"conmnit-b~lcI
eterprlises." 

'i'hesC C()ml1I UlitV !-,'lsd enterprises principally re­
late to agriculture; ()ur training helps them to increase
 
productivity, impre()c their marketing, and enhance their 
overall managemcnt. 

The resuits Of this assistance include jObl creation,

increased levels ()f income fo(,r needy people, and overall
 
improvement in living conditions, without creating

dependence 
onO utsiC Issistance. 

",Cchnoscr\c was foundCd in i968. We work in Africa 
and Latin America. We Currently have a staff of over 150 
persons, made up pril narily of highly-qualified citizens of 
the nine co(untriCs vhere e o)peratc. 

TXchno)sCrvC is funi-cC by church organizations, indi­
vidulls, foundsations, corpoations, host country institu­
tions, and the U.S. Agency for International Development. 
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"Nuts and Boits" business 
skills form the core of Tech-
noserve's enterprise devel-
oprnent process. 
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A PRIMER OF SUCCESSFUL
 
ENTERPRISE DEVELOPMENT-I
 

One Organization's Practice 
Thomas W Dichter, Technoserve Inc. 

INTRODUCTION 
We're often asked what we do at Technoserve. Even after a discussion of such 
broad phrases as, "Improving the wvell-being of low-income people through a 
process of enterprise dcevelopmntci..", a:1 perusal of our annual report, some 
people seem to remain a little frustrated, as witness the second question:
"Y s, but what do you really DO?". This paper is an attempt to describe the 
step,.; themselves, how wc work, and a little on why: (Wekwent into more detail 
on that subject in the first paper in this series, A PRLIME.R OF SUCCFSSFUL
 
EA'7TR PRISE DEl EI.)11EAT-I.. )AI ORGb AVZA 77ON ' PRIA'CIPLES.)
 

Besides the implication that we have not done as good a job as we should
 
have in explaining ourselves, there are two other reasons why what we 
do 
seems less well-understood than wed like. They both reveal some interesting 
assumptions about enterprise development. 

The feedback we get from both our field offices and here in the U.S. 
suggests to us 1tat people in the development field do not find an easy con­
text into which we caln be fit. This may be so because of what we do not do: 
We do not lend money, or man age credit schemes. We do not give away equip­
nment. WVe do not deal in any tangible commodity at all. And we are not a 
community development organization in the sense commonly applied in the 
1970's and 80's. Yet wc arc a Pri\atC Voluntary Organization with much the 
sane overall objectives as our colleagues. 

The second reason is that our work on a day-to-day level is neither very
glanmorous nor Cel10tionallh I oving. The core of hllchnoscrv's work is com­
prised of basic "Iluts aid bolts" skills. The truth is, helping an agricultural co­
operative design an accounting system is less moving than providing medical 
treatment to starving children. 

Nonetheless, we think what we do is effectivc in promoting the long­
term development goals that most organizations today agree upon. We see 
our work as cost-effective, rcplicablc, and leading to local enterprises which 
sustain thCmsClvCs as viable businCsses after we leave. Furthermore, we think 
the long-term social, cconomi,: and political impact of a viable aigricultural 
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enterprise sector in the Third World 
is great, and is exactly what is 
needed in many countries right now. 
While the "nuts and bolts" are not 
very sex; they do work. 

THE VIABLE ENTERPRISE: 
The day-to-day business of 
Technoserve is business 

Technoservc's day-to-day prac-
tice is based on.a core operational 
principle: that the enterprise should 
be a well-run, viable business. We 
assist groups in organizing their 
agricultural activities into successful 
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businesses, and help failng (or 
failed) enterprises get on their teet 
and become successful. To that cx­
rent, our work can bc said to be 
strictly business. Many of the skills 
we hope to transfer to others are 
those one would pre.,imably learn 
in a program at a business school 
with a specialization in agribusiness. 

Technoserve offers ;,ssistan:e 
in these skills cvCn though it sees 
successful enterprise development 
as taking place within a context 
that encompasses considerably more 
than business skills. But it is practice 
we ire talking of here; thaL is, the 
"how" of what we do. At that level, 
we focuS on the busines!: enterprise. 

Our motivation is not profit 
for Ourselycs, but profit for those 
we work with. While our short­
term mea'sureC of Success isthle Via­
-
ilit\
of the enterprise, this is tied 
to the larger, social, economic andolitical conltext surrounlding tile 

enterprise. We hold expectations
 
that the viable agricultural enter­
prise will have positive effects on
 
the quality of lili of the owners of
 
the enterprise and those around
 
them. l3ecause we are non-profit

and get our mone\' from outside 
the arena of our work, we can vork 
with different kinds of clients and 
in different ways than a for-profit 
managemcnt services company Cal. 
Were we a company like Deloitte,
 
Haskins & Sells, or Coopers &
 
L
lybrand, for exmple, we would do 
our work for our clients, get paid 
:in leavc. Tile key underlying dif­
fcrence is that we arc out to get 
others to develop their enterprises.We could do it fIr them, nowerver 
Itis important to recognize that we 
come to them fully equipped with 
the skills they will need. But, be­
cause of our larger social goals and 
what we have learned about the 
development of enterprises, we 



choose not to do it for them, but to 
help them to do it. This takes much 
longer. A for-profit company couldn't 
look its smckhoklers in the eve if it 
operated at ihC speed an :It the 
level \ do. It w%';uld not and could 
not take on the clients wc do, no, 
work with them in the wa' we do. 

Thc other essentiAl contextual 
diffcrence is that b':t\ccn the Third 
Wo'ld en'ironment o" business 
development anrd the Inusiness Cnvi-
ronment in ildUStlializCo countries, 
While there are similarities, there 
are also diff'rent opportunities and 
different constraints. 

A PRiMER-PRACTICE 

Why do businesses and enter­
prises fail in the first place? Dun 
and Bradstrcct has made a stab at 
the causes which generally underlie 
blusiness failures in the U.S., saying 
th:'t these include "incompeterce, 
lack of experience, neglect, fraud 
and disaster Certainly these causes 
underlie business failure in the 
Third World as well. We would add 
several othcr factors which ire 
perhaps specific to the Third World 
context. 

The first of these has to do with 
our target population. For the most 
pat, Technoserve works with people 

woare not 'business-mindedl." 
This does not mean that they do 
not think in economic terms, but 
only that they do not have the 
"habJits" of bu'siness. 

Tlhev do not know how to 
estaiblish and maintain the relation­
ship bt wci rational choice, risk, 
the cultiva.tion of opportunities andbusiness sticce';s. In fact, hat is 

often starkly absnt from those 
who ire running the agricultural 
enterprises we work with is a sense 
of choice at all. Thus, One Of the 
key reasons for agriculturally re-
Ialtcd business fi.ires in the Third 
WoTld may be one we "industrial­
iea folk wold inever bother to 
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consider a reasol at all: the lack of 
the very habit of reflection on what 
it takes to succeed, .C.a mind-set, at 
consCiousness tha.t there Ire nleth-
ods, procedures, a body of knowl-
edge, which hiv- to0 do With Stan-
dard aspects of bustiIess, In short, 
"incompetence, lack of experience, 
neglect, fraud and disaster," and all 

"As we walk the land towards the 
cattle barns with :Ifew If the co-
01 nICnIbei'S and tlle VOnIIg liVe-
stock mnager, it is hard to beheve 
that there :ire probicnls here. 
There is green palStUl'e land e'er\'-
where :an1d watr lOwing ill :alun-
dac~ilc, alhm(1st enhlarrassinglv 
colling dovll ill torrellls froill 
tile iolulltains ahoV'. Ilealtliv 
loobking Ihlolstein cattle graze in 
green plastures. Blut, :is we walk 
and tile 'chiniscrevc !icvisors talk 
to the co-op nilcmibers, it becomes 
clear that the situattiol is not 'hat 
it seems. This co-op was folrmed 
in the Agrarian Reli rli novmenint 
four yc'ars ago. Its present ibleliibei'-
ship is composed oh lorilielr 
eimiploy'ees of tei ex-land owlier. 
The group consisis of",- mciii-
hers, and has over 5i0 Ihlares of 
land. Mains of the inciiibcrs Lo 
ilit think like owners, bULt still 
like wioI rkers. Their foreri O si 

were of ten highly specialized. 

Thus, pl:radclxicallv ill spile of 

tile fact that tile'e ar'c"calpli-
siunes," Iie di Il n :lUtOlliaticallv 
COIP' eclipl e viilwih all inboiiri 


:ibilitv to fariii. 


There is pnC v (If01, wlir, hut it is 
inCffiCiCilt\ 1Scd. The irrig:atioun ~ 
ditches ieed to be lailililled-
they arc rapidly dte riirt iiig, and 
the control ol the waler nlcds to 
he imlprolved. 'The biggest phyvs-
icAl problem is tile deterioration 

oil tle pastlureI a ild. These p1is-

[tres need 10 be relClvcl au1 the' 

deterioration is not visible cintil 


the other D & 13 causes of failLre 
ire exacerbated in the Third World 
by tile lack of this mind-set. 

TAke the case of a "lchnoserve 
Project in El Salvador; an agricul­
tural cooperative. IIcre is an excerpt 
fromihe field notes of a hom'tlle 
office staffer visiting the prv;ject 
with two field office advisors who 
regularly work with the cooperative: 

its it; late. ()nlv tie educated
 
agronomist or Lxperienced farmer
 
call tII that it is happening, aud

(Ine of the wavs he can tell is by
 
looking at the statistics on pro­
clctiOln. tL t here there :are no
 
figures which would have told
 
tile story of de terioratilng field.
 
So, the members see ()ill' whaz I
 
see. The' be
hlieve that, because th1e
 
field is green and looks fine, it
 
therefore must he fine. Since rec­
ord keeping is not understood
 
here, there is ro data which could
 
tell them that'w\hich their eyes
 
C.1anlIlt see, nor do tile\, really
 
ulderstan-ld (or hav'en't until very

recently) that such dakta arc to be
 
kept so that they will tell i story
 
about dhe State of tilet laiid and the
 
enterprise, and offer choices
 
which the in aage ille Should
 
conilsider making.
 

..'liC '1CinIsrve advisoir talks
 
firilily to the f1trillers, :elling them
 
thlit they will eve ntually have to
 
(,)ile to grips with tile Probleml
 
and lia'ke Sim huelaid choices. lie­
cause thlieir pastcures are ceitcriir­
atilig, tihcy will either have tIo
 
reduce their costs or reducethilrLir
 
prIdlucti iio.11d inline. Alld either 
\\,; i\ \ will hle to find soille 
way to let tile pISI r l:ind rC­
cver', perhiaps hly lttintg Sime to 
olthter rises (suich is planting cane). 
Since "Ichiioscrv' has ()ily been 
working with this grOLip for nile 
in nitlis, lie ilO IiOIl Of Li ilig (1a. 
tol l probllems isanalyze and Siol\'( 
still le'" 
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Helping farmers become 
businesspe, ple is a time-
consuming process. In the 
Third Wold there are many 
factors which make agribusi-
ness riskier than elsewhere. 

Business is inherently risk' 
under the hest 0cI circumstances. If 
business-inded people in the U.S. 
can flil,then c)mm)n selse wvould 
sugg9est that the situa tio)is v"lStlV 
more prohlematic in heli Third 
\\iorld, where Ol(n-bLsineCs people 
are in chargc, where technical 
p11Vlfs ire compounded by : 
lack )ffundamcntatl business con-
cepts, and where ibis in turn is 
CollmntlehCd 1)\ a lack of the very 
underpinnings of"business under-
standing (like a sens, that events 

an11d prbiems can be co ntr(olled, or 
the no tion o",planing). This is tile 
first iiiaj r difference th-at 'lhchln ­
serve flcCs. 

A ran1h(1n SamIplillg of "l1chno-
serve assisted en terprise and th . 
ptroblcms hcy LIcc illustratt.[C the 
point further: 

0 A rabbit production project 
in Ohana aimed :itproviding a 
chCir)Cl" source (1"OfIaCt than bCCf 
or poultry, ,nenterprise "start-up" 
in which the participants have never 
run a hksiness, who k-nowv next to 
nothing aibout the product or its 
ma.lrkct. The group bcgills the prc-
ess with hanicaps known in ad-
van1cC that would inmcdiately" 
cripph: most husiness people trying 
to mai<ke a go of such a project. The 
part of the cou. ttry where the lpr,)-

jcct is located suffers from a very 
badly deteriorated infrastructure; 
fuel is scarce, transportation is a 
problem, constructiol materials are 
costl.; and climate poses hcalth 
risks for the initial group of ra)bits 
introduced. The project is begun 
because *i'chnosec'\', has analyzCd 
the market and sees the potential 
for a viable cnterprise. It also agrees 
to stick with the group until it can 
1vnigetie business oi itsown.
 

From the outset, it was ex­pectcd that a percentage of the ini­

til grolp of aliall.ls would not 
suvivc. 1ut an tincxpcctCdl' large 
pcrccntag: of the ralbbits died, and 
rcphccment iroVCd more tile­
consullillg than expected because 

f breeding difficulties copll)oundCd 
by feeding difficulties and other 
factors. The mmc:-ibers of the group 
did not understand wdhat to do; 
solutions were slow in coming as 
trial and error cxperimcnts were 
painstakingly Undertaken. 

Besides the p:oblcn of hygiene, 
the underlying key to both the 
disease and production problems 
was accurate record keeping. 
Knowing when to cull, when to 
bred, when to isolate sick tabbits, 
which factors contribute to disease 
and which are more important than 
others all depends on keeping 
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accurate records. Simple enough, 
But this provCd a very difticult task. 
Technoscrve's o)n-site advisor could 
not turn things aroun)td l'rOver 18 
nonths. 

PnA multiplc scrvices co-op ill 
Pai.am Wvhich (p:rates sevral 
agricultural entcrprises hIl it,;
mCm-
bers as well Issc\cral stores which 
provide low cost goods, has been
losing mioey dly in its ()perl-
tions. The initial pr()blCm tli ()iut 
to be an inahility to take a pr()pcr 
inventoryv I lcCC g()()(s :areC ptlr-
chased which (in retail parlance) do 
nlot "III()W"" ;lCI nln)IIe'V iS tied up
in unllproducti\'c w\s. 'The concept 
of an ilvent(rv s Imhas to be 
introduced to the grm)tp. 

A rice pro)duti)n c()()pcrativc 
in Ghana. Pr( blcnis include in-
secure land tCnuC, crop dCstruc-
tion dCe Is) p)or pest con-ps, 


trol, pO(,r water management, very 
pool infrastrUct uiC, lack ()Imanage-
ment experience, comnpetiti(n, 
changing government po)licies, and 
lack of access to markets. In addi-
tion, tile group does not know 

how to open a bank account. It 
finds difficulty in knowing how to 
find its way around in the bureau­
cracy. Hence, all the other problems 
re cyacerhated. "Ichnoservcmust 

first act as a broker to make essen­
tial connections betven the coop­
erativc and the "system.' In the 
process, the group gains confidence. 

•A pear scluash coopcrative in
Costa Rica. This group h:is decided 
to enter the export market. In so 
doing, they have begun to encounter 

)roblemsof qulity control in con­
tc:lding with n international nar­
ket with which they have no exper­
ience. The need to bring quality 
control up to international market 
standards represents a quantun 
leap in termis of the co-op's think­
ing. They have to analyze things 
differently Among other things, 
they discover that they have no 
v'iable system for keeping their 
truck on the road. Its cxcessi\,c time 
in the repair shop is part of their 
inalbility to maintain consistent 
product qluality Technoserve bc­
gins by helping them set up alvehicle 
ma1:1intCllanlCC schedule. 

0 A vegetable production co­
()pcrIti\,c in Panama. The problems 
of this group incIItdC not under-
Standing thle dimlenlsions of their 
market and, more concretely, lack 
of technolo)gy to preserve their
 
product (O(nio.s) so Isto get it to
 
market timed to the best price. The
 
group would have the resources to
 
get this technology in place, it
 
turns out, if it vere to fore()go the:
 
plalnnCd Pu3r1chase( of a vehicle.
 
Technoscrvc begins hy showiljg 
them how to w'cigh the oppor­
tunity Costs of the two options. 

* A tomato production and 
processing cooperative in .lSal­
vador. After much effort, this group 
has 11an1aged to constrUCt a mod­
cr processing plant. Now there is 
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serious concern about tile con- by a visit from tile count' exten­
tinuity of the Sulpply of raw material. sion agent. But in Third Worl con-
Technoserve is \vorkiig with the texts, such approaches are inade­
group to teacb them h( )'v to analyze quate. They do not solve problems 
their market aind lo)k f()raternri- of inexperience and lack of confi­
tivC so)trcCs ( )lsuppl. dncee, nor problems having to do 

In atddition to these internal with political instabilit,, an unfavor­
problens, an11imp)rtant fct(or which 
thlrcatenII businesses in the Third 

able ecollo)lic poslicy environment, 
nor problems of inadequate com-

World is political instahilitv: some- munity participation. 
thing we in the \\V'st 1ma' be able to\ Why then, do \'C begin by say­
grasp intNllectuallx; but hvC not ing that the bLsileSS of"lhchno­
really' experienced. Thiis is often serve is business? 

Teaching low-income farmers 
to run a profit-making busi-
ness Is helping them to join 
the very system they have 
been unable to "beat." 

tnder-estimated as aImajor colstrailt. 
Finall x;perhaps the most ill-

port'nt external cons'raint fliced by 
meany' Third World entcrpri.es is 
the iladequltC economic policy 

Because, in our Vi'V\, busiIess 
skills are very often the key missing 
ingredient in mally development 
efforts. "Ibo many Third World or­
ganizations and enterprises (includ­

enVir( )nment in wlhich the\' must ing many local PVOs) are effectively 
conLduct their agricufltural busi- crippled beCause they are not masters 
nesses. The policy environment of nuots-and-bolts skills, including 
factor is only now beginning to he basic "housekeeping" skills like 
widely aipprcciated. as a major con- accounting, inventory control, rec­
straint to development. ord keeping. Many do not know 

We start, therefore, by emphl- how to register as cooperatives, do 
sizing that l'honoserve's task of not know how to prepare a loan 
enterprise development must be application, or keep their vehicles 
understood as taking place within a running. F.vcn some local branches 
context composed of \'aried num- of international PVOs do not have 
bcr of constraints, some of which the skills needed to prepare an 
are, in the litcral sensc:, cxtra-ordi- annuatl budge0. 
nary .lust to be a\vare Of this initial The argument is often made 
fact co nstitutes, in itself a crucial that, in many l'hird World naticns, 
lesson learned, low-income - ople are oppressed 

In addition to these business- by an "elite" business class. Some 
related problems, there ire general developmnrit theorists argue that 
problens of community health, the answer to this problem is to 
lack Of educaLtion, local problems raise the consciousnIess of the pIs­
of tribal, political and cultural diver- ants. TRchnoserve's ansver to the 
sity,;problems, in short, which can- problem is to help the peasants ac­
not be solved )\'business skills (luire the very same skills the "elite" 
alone. In the West, : fiiling busi- bIusiness class possesse:s, anid thus be 
ness can be rehabilitated with some in position to compete with them. 
well-targeted interventions, su':h ;'s The lnternational Development 
those a management ser'ices con- field is a storm-y enough sea in 
suiting comlpany might provide, which to try to foster change. For 
Likewise, an agriblusiness or the Teclnoserve, these basic business­
operations of a snall group of related skills provide an anchor, not 
farmers who have technical prol)- just for us as an assistance agency 
lemIs, can be significantly assisted but for our clients. All !he com-
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fuLllnit' dCevepmlelCt skills in the
world, important as they are, will 
accomplish little without this set of 
skills as the anch( )r In additiol), 
because the \'.ale ()f these skills, 
once instituted, is iinmecdiatcly 
apparent to tile mellbers (of ;i client 
enterprise, the\' I)colc tile key 
binding agent in the conmmnit\ 
dcevClopmnt process itself'. 16 

nlldCrst:nd this. 0)le needs to get
into the dtis of our field assis-
ta nce practice. 

ENTERPRISE DEVELOPMENT 
IN PRACTICE 

\Vhnl a r.qest for assistance comes 
to a 'l'chno)scrveCfIlice, aIlengthy 
series of pr)cccldures is set in 
motio n. Thsc arI hasicall\' busi-
ICss prc()ccItres Which Woiuld he 
liolilirit any f,-profit busincss-
. " "pcsn investigating a Potentiil 
lle'ger paltner, 0or co nsiotcring tilhe 
needs ofl ittcntial client, ()r look-
ing at details of ;i po ssiblc invest-
ment . First o i ll, a quick rcsponse 
is called for. ,\lMst ofl' ir ficM ()ffficCs
have te fleans ind the c)olmlit-
'Imntto respiemd within 2 to) 3 

weeks of recci\ing a request. This 
is fast, gi\'en the limited persomnnel
rcsolrec's at the disposal of the 
offices. (This quick response time is 
inlitselfan aspct C tie assistance 

program. e aref-(-h lding to atpro-

fOssional staciird noit 
 Olnl\' be.caLSC 

it is 'hiat we elieve in f'or our-

sCl\'Cs, but bcCausC WC rCognizC 

the implicit tIuth l( the notion 

expressed by "character is action"-we believe that prolessionalism is 
transmitted to othc'rs by heing pro-
fessional ourselve-s.) 

An individuttal r ;I tean ofacfvi-
sors will visit the enterprise and 
engage in informal discussionsabout 
its needs and the wa. Technoserve 

works. If all parties agree that a fit 
seems likcl, data will start to be 
collected. lcchnoscr\.c will need to 
answer certain questions to make a 
finail decision to undertake the assign­
ment. The client gr,.)up is also en-
CoLrIged 1t rIisC (uestioIs ahott 
whether lT'chnoservc is the appro­
priate agency t() go) to. 

On lichnoserve";side, wvC want 
to know, anong other things, v'hatlocal initiative is present? What 

orgianizational potential has heen 
demonstrated? Is there good local 
leadership? Ilas mnagcment capa­
hility been demonstrated? Is local 
debt capital available? Are there 
locaIll\ available technical kills? Isthere potential nmrkct acceptance 
for the grop)'s pIroLucts? What is 
the competition or the likely com­
petition? What are the production, 
pr(cessing, and infrastructure Coil­
straints? What are the governicnital 
an1d h)cal institutional constraints? 

In short, we want to know whiat 
the prospects are f')r this enter­
prise. Given the ;aswer.s to these 
and other qtILCstions, what are the 
chances that this enterprise will sie­
ceed? Iecalusc our \\rwork dcmands 
intensive human resources over long 
periods of time, we Cannot af'ford 
to \\'aste these inputs. This means 
We sometimes turn down requests. 

Most importantl\; we know that 
-1an outside Issistancc organization 

cPanno)t reallh create motivation inlothers, unless subhstantial seeds Of' 
motiation and fertile grounld ire 
already present. It is best, in fact, if 
people re s motivated as possible 

before \e begin otr assistance. So 
wc look for tangible signs of that 
motivaition. One is the amount and 
kind of eqlity that the members
 
have, or are willing to invest in the
 
enterprise relative to what they
 
possess (cash, land, buildings, crops, 
livestock, machinery). 



The analysis of problems and 
goals Ina community based 
enterprise must be partici-
patory. This often means the 
first stages of the project 
move slowly. But the long-
run payoff is worth the extra.time. 


In addition, we will ask ques-
tions which give us a feel for the 
potential socio-econonic impact 
on the wider community We w\'ill 
want to know what the likely in-
crease in the marginal productivity 
of the target population is going to 
be. What is the potential for in-
creased income of the target pOpu-
lation? What is the potentil for 
increased use of local raw materials 
as a result of the enterprise? What 
is the potential for increased owner-
ship participation among the local 
population? In general, we will 
consider other backward and for-
ward economic linkages and a wider 
range of possible social spin-off 
effects, such as impacts on eduLca-
tion, health, and population. 

PARTICIPATION 

To get at these impacts, we 

need to go further afield than just 

the enterprise itself We need data 

on the social miake-up of tile coni-

nunitv in which the enterprise is 

based, as well as a deeper Under-

stanlding of what the groLups expec-

tations really arc. Getting this data 

is also a way' to ensure tile success 

of the work we are about to do. We 


want to make sure tle constraints 

are known in advance, that Ismuch 

reality is taken into account as 
can 

be. Technoservc learned the hard 

way (through failure) that the time 

must be taken tip fronr to engage in 

this process. We want tile venture 

to succeed-to have tile capacity to 
sustain itself after our intervention 
is over. This is, after all, "good hIusi-
ness." We even use language bor-
rowed from commerce. In the course 
of the process of getting tile com-
munity to make a commitment to 
the process, we say we want them 
to "buy in." 

A PRIMER-PRACTICE 

Tile first step in this partici­
patory process would likely call for 
us to engage in discussions with 
the group or tile group's leadership, 
to make sure tle)' understand what 
we are about. Then we need to 
make progress towards getting the 
full commitment of the group. Two 
main approaches are used: 

First, a series of evaluation 
sessions, which nay he formally or 
informally structured, i.e. they lay 
take place under a tree in Ghana in 
the form of casual conversations, or 
they imay take place in a room in 
Panamlla where a group leader nanip­
ulates flip charts, hlackhoards and 
printed agendas. In either case, the 
objective is to ensure that the co­
operative menbers are thinking 
through the needs they have stated 
and the data they have initially
 
given to us.
 

These "diagnostics" are aimed
 
at educating tile groLup to think
 
more carefully at)(ut tile conse­
queiices of their decisions. More
 
importantl, tile\, are a way of hav­
ing tile group become committed 
to the process, to "own" it. After all,
the enterprises we work with are 
not owned by single individuals. 
They ire "comlunity'-based";that
 
is, owned by a group of people.
 

These groul)s, more often than not,

ire not in clear unison as to tile
 

objectives and functions of the
 
enterprise the\, collectively own.
 

For example, a group has pro­
vided data which shows that 30%
 
of the neml)ers have children under 
five years old. They are confronted 
with this: "OK, this is one of your 
social characteristics. But w'hat 
does this mean for y'our lives and 
your business decisions? You say 
you want to Iuildl a road, begin 
exporting new agricultural prod­
ucts, establish a processing plant. 
This will mean hornowing X amount 
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Members of the enterprise 
can be sure to be committed 
to the assistance process if 
they "put their money where 
their mouths are. 

of moneCx But with So mnynV chil-
dren under five years old, yoL Will 
need to see to their future for some 
time to come. Given y(our Other 
Wishes, 'ill yoLr present plan lead 
to .\ourcontilud ability to fced 
our children?" 

The group disctI,;sCs the ma-,ltter 
nlld CoIcludCs tlllt indeed they 

heeVCbeen Wishing t6r to )LImuch 
at once. 

One might think that this par-
ticipatorv pro cess is I to 'iuit Iaic 
addition to the \'holc practicc of 
enterprise development. In fact, x' 
ire finding that to do it right is 

eXt1eCIV tilnlC-CO)1suLnlinag. In re-
cent projects in PCru, for CXam1lplC, 

"lchnoserve spent close to one 
'car helping somC groIups work 

through the diagn(stic pro)cCss. 
When one realizes that the process 
is also the process of transforming 
the mlajority of a grioLp'S very think-
ing on the subject of Lheir livCli-
hood, it seems, in flict, like I rcla-
tively short period of tien. 

We ire learning that this carc-
fIt!up front illput is worth the time. 
Once the implementation begins, 

\C see the pay-off in that little tilc 
is wasted in later questioning the 
tasks involved in moving towards 
the goals. But, before the actual 
implementation pr()cess forllyi\" 
begins, there are two more kev 
steps which need ') undertaken. 

SETTING A FEE 

The principle of "You Don't 
Get Something for Nothing" 
In addition to participat()ry tech-
IliuCLes to get 1client group's corn­
mnitmcnt to the enterprise develop­
llent process, we believe strongly 
in IbIusinCss principle which is 
aimed at the same goal-the client 

group has to pt so)ncthiig for our 
services. 

It took several tries to arrive at 
this central principle of Tchno­
servc's operation. It is i perfect 
examnple of how businCss is the 
anchor for what Technoserve does, 
and is also a1good example of how 
what wc do is simple and straight­
forward-in this instance it vis so 
deceptively simple that we missed 
it for a number of years. The prin­
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ciple is that people take seriously 
that which they have to experience 
some discomfort to obtain. This 
seems to be universal. Tht Cvolu-
ti')n of 'lIechnoserv, in this respect,
is a story of movement from the con-
voluted to tihe simple and straight-
forward. At first, 'Iichnoserve be-
lieved in be~ing kind. Poor peol)le 
shouldn't have to pay for our serv-
ices. After all, we ire ,non-profit, 
aid our services are paid for by 

our donor. Still, we saw thtit it 

would be "meningful" for our 

clients to give so(mcthing. 


Man}' a1lternativ'es were tried: 
p.yrnents in kind, deferred 
eniltS,pttynieits conditional onl 

later profits, and so forth. In the 
end, lichn)scr\'s policy became: 
"Pa in cureCx; pa' AS \'O)L go. If 
you don't pty \'t don't pla" As to 
how much to na.x;thit is negotiated 
on a sliding scale basis, with the 
single criterion that it be: enough to 
be felt b' tile group. WeCalsO came 
to see that to allow p:.ynent later-
"'hen \'ou can"--is pIternalistic. It 
is what a prent say's to a child. \Weo 
also sav that paoymients in kind 
(food, lodging etc.), ci uld cross 
into a cultural no-mn:'s land, where 
our understanding that such pay-
metlS were sacrifices Vould ilOt 
match their understanding that such 
things Ire social obligations, hospi-
talities, rather than sacrifices, and 
hence with no0)connection between 
thcl and the pr)iect. 

Also we learne.d that the )roject 
process itself required breaking it 
uI) into smaller pieces. First, xve 
perform part X of the assigned and 
agreed upon tasks, and then wc 
perform part *'l'his meant that 
payment for each discreet part
should be concurrent with per-
fornmnce, and not ita later datc, 
\Vitlout that concurrent ):rynient, 
we 1o1tnd, people tended to lose 

A PRIMER-PRACTICE 

the connection. With "pay as you 
go," people feel the crunch at the 
sane time istie reasons for it 
are present. 

SIGNING A CONTRACT 
The principle of "Cutting 
a Deal" 
Contracts ire now developecd­
again, the process is inchored in 
businesslike arrangements. Teclno­
serve has contrictual procedures 
which have e\volcd over the years. 
These are talilor-made to the speci­
fics of different countries, but fol­
low several general types. 

Way-useWkIS menioranda of under­
stainding isfirst steps, then letters 
of agrecmenrt, full scrvice contracts, 
maniagemcnt and training contracts, 
and monitoring agreements. I'hese 
represent different stages of the 
process of our work with the group. 
Tlhese contracts ire real and serve 
the purposes that contracts do every­
where. Tley specify the obligations 
and responsibilities of the parties, 
and they create aM naraof legitimacy 
to the endeavor--giving it a seri­
ousrIess of purl)ose which it would 
lack if nothing existed on liaper. It 
should be made clear itthis point, 
that Tchnoserve transacts con­
tracts with all tie grou)s with which 
it works, a group of 15 small f rm­
ers with very few assets, iswell :is 
with aIrather large, well-estaiblisled 
group. 

ACTUAL IMPLEMENTATION 
OF THE ASSISTANCE 

Giving the Customer "Good 
Weight" 

Finally, the implementation phases 
begin. 

In a larger project, the first 
step will be a business plan. This is 
a technical documnnt that Techno­
serve's higher level exl)tts need to 
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Some enterprises require a 
direct management role on 
the part of the assisting 
agency. 

produce. Btit, herc again, 'lechno-
serve opei'ates under a h ndicap-if 
a maanagelent services outfit were 
to contract to do a business plan 
for ,apoorly rull '.,-. compally, they 
would :almost certaily halvemaccess 
to alccurtr data Ifrn0 their client. 
This is often not the casC with 
rchn( )serw's clients. 

A I)LsinCss )lan can o1ny' be IS 
good as the data gi\'cn t') the pla:n-
ncrs. Ihowc\'er, since lack )f in.II-
agCleent, alcco)tltntillg a1nd( general 
business CxpCriCncc is exactly the 
set ()f pr )blCms which Thchi o)scrvc 
is callCd up( to)soOlVe, WC aire nt)1.1 
slrprisCd when we find aset of'bo( ks 
which do no)t ma)ke uch sense.ini 

()ur .couiitntS otftln ha.vc to 
spend weeks rcconstructilng the IC-
counts of an enterprise bfoeC wC 
can begin to writ tile )Lsi ss 
plan. This isno an Casy process 

and helc, aIgalin, \vc cross into) a1 
realm that takes tLIS iwyf' lIusi-
nCSS as usual. For, to be able to do 
this d:ta rec()nstrticlo on, requires a. 
rapport with key pcoplc in the 

enterprise--:t subtle abilitoto delve 

without thrCatCling that, we'vc 

found, is not so )fething C\'Ce'\' ac-
countnt11 n)rinlh' cO mCS equipped 
with. 

The AllK Rabbit l)roject in 
Ghana is an example of a typical 
business lla. It is eor 30 pages 
long. It contains within it a l)c\v-
clopment Plan, : ,\hrketing Plan, 
an11Operation Plan, and IlFin:ncial 
Plan. It IlakCs pt)OicCtioIs Of inputs
(livestock, shar'choldcrs Cquit); 
bank loans, beginning livestock 
v'alue, etc.) and otItputs (employ-
mCnt, sales, feed pi)oductio, fees, 
slatries and wages, salcs ii i,2o le, 
eCndiig I!vCstock value',, tC.). It 
includes a v-ariance aa'sis of end-
of-fiscal-year projections. It includes 
projected qi iarterly performance 
indicators and key )b~jecti\'Cs sched-

ules by month. 
The marketing plan is matrixCd 

aCr[*cording to three catcgorics (prior­
itv market, sccondary market and 
Io\wV pri()rity narket), noting the 
possibilitics (I,() di!,_rent rabbit­
related pl'oducts for ClCvCn differ­
ent markets. l:-(or and llalagc­
inclnt c()sts are ;il,,zed, as are 
Sallit:tiol, hCahlh and disease pro­
py\'laxis. It is ()\'ious that a plan 
like this C:nn11t. be lndrCtak.Cl c.Is­
uall',: It requires atgreat dea.l o(work. 
In ho )th the Africa and Latin Amer­
ica divisiol)s 04 lclIntO)scrvC, the 
simpl)Cst uLisinCss plan takes 1I)oIt 
three person weeks of tinle. The most 
co)nplex Will iivW)vc up to f0r 
peirson mo)ths of work. (Note that 
this is a.further key to *WLchnoscrve's 
collllitlment to being sharply 
f()cused, ad to its growing aware­
nCss of1the cumulatti\'C effects anId 

1',tCentialls of its experience -buisi­
iess plans and( )tiher aspects of olr 
operations are lladc easier and less 
time Co)nSlm ing ]hv dint )f knlw­
ing the territor. The first \cgctabl)c 
pr i)ducti on c o)tpcrativC bIusinCss 
plan takes longer than the fourth or 
fifth.) 

As implementation begins in 
earnest, the process becomes less 
formulaic- ICnext steps Will de­
pond vr\y much on the specifics o. 
the grn)up, the nature of the corm­
moditv concerned, the types of 
pro)blems an11d the agreements made. 
Some examples: 

a) A maximum intervention 
example. i, the case of the Turk­
ana Fish ri inan's Coo pcrative Society 
(Kenya), the agreement made calls 
for a direct man.llagellelnt role by 
'l'chnoser\'c. ()ur a'viso)rs quite 
literally took tvcr the direct man­
agemcit of,the cntci)t ise. Let's 
make this clear: l'hey are not stand­
ing to the left or the right of the 
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managing director's chair, giving 
Ihim advice. They arc sitting ill his 
chair, and hc isgone. This is radical 
surgcr. 13ut, tile naiturC of the prob­
lems called for it. And the agree­
ment negotiated betwccn Tcchno­
serve and the Society gave '"chno­
scrvc the authorit\' to take over in 
such a way that l (cnoscrvc'speople 
havc real power to hire and fire, 
with the pcrmissi i of the Minister 
of Cooperatives. They also have the 
keys to the cash hox. In short, in 
every functional respect they arc 
the managl ent of the enterprise. 

The interesting thing, howcver, 

op.; ," 

. . .. ., .is that they are not. The\ are sec­
onded to the SociCt, hut remain 
o,ntirely onl Tehserve's payroll. 
These arc Kenans, trained in ac­
counting anrd management and 
with years of experience with Tech­
noserve (Kenva), who manage to sit 
in positions of authority Decause 

the previous occupants of their 
positions Were unale)C to resist the 
temptations of the cash )ox, in spite
of being higher paid. These Tech­
noserve staff members mLust now 
handle tricky personnel, manage­
ment, financial and other issues 
without being, themselves, cor­
ruptCd. Moreover their objective is 
not just to turn the Society around 
and show a profit at the end of the 
year, or to turn dividends back to 
the members tr tlv: first time in 
the history of the Society" but to 
enable the Society to operate on a 
'sLustainrd b:;sis without Techno­
serve, to train a staff and. member­
ship which will be permanently 
ensconced in the Societ, to see, 

'' ';'iq 7 GI over time, a viable enterprise in the,community: 

0 , ,,.many 

k " , 

This is a large order, requiring 
1 skills, but again it is rooted in 
business. The details of the agree­
mnt call for Tclnoscr\,e to install 

new accounting, financial tod 
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stock control systems, and train the 
staff in the use of these systems. 
Among other things, the agreement 
also calls for an analysis of the 
administration and of the factory 
operations of the Society These are 
concrete tasks. Thcy form the core 
of the intervention. 

b) A "standard"intervention 
example: Take the case of Plan Dc 
Amayo Coop in El Salvador: Here 
the intervention takes several stages, 
none oC which involves a direct 
management role. The initial Assist-

ance Contract calls for 20 person
months of assistance in a 19 cal-
endar m<onth period. The first stages
include specifi(', direct advisory 
services in technical areas of the 
following coininodities: livestock 
(dairy), sugar cane, corn and \'ege-
tables. The purpose here is to pie-
vent further deterioration in these 
production arCas. The central task
is a consolidation plan for the co-
operative as a whole, and this will 
be undertaken as an ()ltcome of the 
advisory services vis-a-vis the speci-
fic crops and production areas. 
Within these two general plans lies 
a range of activities, including in-
formal training of personnel and 

tile institution of certain basic man­
agenent information systems.

l)uring the first wee. for cx­
ample, Technoserve provided the 
livestock manager with a very 
simple 1- per form on which to re­
cord the l)roduction of the dairy 
herd, the breeding records of each 
cow, and so forth-a standard type
of form in usC in dairy farms every­
where, but one which was not in 
use at Plan de Amayo. Again the 
theme is simpnt~licit, nuts and bolts. 
Whatever magical changes occur, 
arise from the;e sources. 

The form itself, slightly tail­
ored to the particular character­
istics of the co-op's herd, was 
printed with the name of the co-op 
at the top. Prior to this form the 
cooperatives system consisted of a 
"back of an envelope" type of thing 
on Which an occasional random 
entry would be made. Our simple 
paper form, in this case, was not 
the beginning of the record-keep­
ing system, but rather the whole 
thing, all at once. The livestock 
manager could immediately Frasp
the use of the form after only a few 
hours of conversation about it. 
More importantly, he grasped the 
wider implications of this kind of 



record keeping-that it is the key 
to control of the livestock enter-
prise. lb get that concept across inl 
one week, as Ilchnoserve did, is to 
create a minor rcV'olutiOtn in thinking. 

c) A minimal intervention 
example: In "'chnosere''s Africa 
division, a business advisory scr%'-
ice experiment has bCCn underway 
in three countries for some time, in 
which specific services are offered 
to small enterprises :ad/()r local 
PVOs or other organizations. The 
principle involved is that of multi-
plication. By helping 'l lcal IVO to 
get on its feet financially and organ-
izationally; it will he in a better 
position to help )thers. Because 
the needs of somc of these client,, 
are extrcmely s)cific, full-fledged 
interx'enti(ns are not nccessary For 
this reason, Tchnserve does not 

count these intervenations as full 

projects. Still, the samc funda-

mental business and dcvco)pmental 
principles are at work. 

Tatke the example of the Kugcria 
Wollcn's Grou I) in a1smn1all town 
outside Nairobi, Kenya. A group of 
uneducated local women made the 
decision to exl)and their social club 
into a small enterprise with the 
long-term goal of helping tile corn-

munit V Their intention was to sell 

bread and cakes, !nd d(o some tai-

loring as sources of revenue. Thcy 

came to Technoserve's Business Ad-

visory Service, having been made 

aware by a friend that they were 
sorely lacking any means to make 
sense of the monics they expectedl 
to take in, or account for what 
would be going out. 

With an investment of approx-
imately four man days of vork, one of 
Technoserve's Kcn\'an alcc uLIntants 
designed a schedule of accounts 
for the group: a document of some 
20 pages. The design was based on 

A PRIMER-PRACTICE 

a day's visit to the group, during 
which an informal discussion took 
place ahout their intentions, re­
sources and abilitics. Because Toch­
noscrve/Kena had done such sched­
ules for similar groups before, the 
accountant kne\v more or less, what 
problens would he encountered 
and wvas able to design the sched­
ulC of accounts rclatively quickly 
What is remarkable about it is that 
it is, at one and the same time, to­
tally faithful to sophisticated
 
accounting principles, and simple
 
enough to be appropriate to the
 
group's ability. 

The magic lies in the basics. The 
very fact that the activities of the 
g-oup were put on paper for them 
- hat the\, werc organized into a 
schedule of accounts-put into 
perspective, for the group, their 
entire operation. They could see 
relationships between things which 
they had no sense of before. With 
this simple nuts-and-bolts inter­
vention, the group was ready, to 
be-gin its work. 

In the case of full projects 
which have contracts, a monitoring 
agreement will be entered into at 
the end of the contracted period, 
during which the relationship be­
tween Technoser.'e and the enter­
prise is gradually dilinishCd, until 
the enterprise is running on its 
own. Here again, the line between 
business )Lrity andI social softness 
blurs. Often, bCcause of the nature 
of the relationship established, it is 
tacitl\ understood that the group 
may get informal help from Tech­

noscrve over and above what is in 
the contract or agreement. 

Trhcse kinds of interventions 
are fairly typical of the range for 
Technoserve. Technoservc could not 
take on the kinds of assignments it 
does, if it did not have a staff of 
trained professionals and if, as an 
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organizatio)n, it did not have an 
explicit commitilmlet to profcssion-
alisrn. Our staffing pattern is de-
signed to reinforce the pr()I'ssio)n-
alism of the orgaizaItion. 

The C(re staff in eachC( )tlntrv 
is composed of experienced prol-
essionals--acco(untaits, mnulagers, 
a1gr(onlists. T'hIese skills tOliC 
first. Tihe social ind collllllnlil 
development skills, which we ac-
knowledge is extrelcl\, ilportanl, 
.ire nonctheless seco1ndatry skills, ill 
the sense thilt w. c:an1 hire people 
wN'ith)tlt th C l :Is ] ng Is til\ hv:\,e 
tile other skills, and then trlin them 
in tile Comllniluinit\' de'Vlohpnlt 
skills. 

"Love 'em and Leave 'em" vs. 

Living With the Results of 

One's Work 
There is :ill irony with respect to 
tile (ueStion of which aspects of 
'echlloscrVe's work are iialOgOUS 
1t busiless and which are not. 
Technoserve cdiffers frm1 1111inge-
illcnt services co')iimpany Or ill cxten-
sion service ill tha.t it is more 
accountablC to its cOnStitueCncv 
than they-it is in I position w'here 
it muLst live with tile results Of its 

decisions. A mle:icment services 

conliiny typicallh; will ievise a 

l)lan, leave it oin the CEO's desk, get 
paid and go. The: extecnsion agent,
likewise, gives his idvice to tihe 
farmer ind lea\ -s. By co ntrist, 

Technoserve's mijor interventions
 
are so involved id so long-term 
aInd, ilost inlp rtlitly, so handl(.s-
on, that it is not recally p)ssil)le to 
take such ,I OncC-rCilloCd stance. 

ihe decisiolns mnade telnd to be 
thought iboluIt much mo10re ill termis 
of an;s if"stance--as if the per-
son making the decision hiid an 
e(uity Iositi( n ill the vent ure, and 
the kind of periminent responsibil-
ity that goes with it. In falct, the 

partcipatory I)I-OcCss is consciously 
designed to foster that kind of "is 
if" stance on the pairt of the assist­
ing Igelncy. The coperitives mcm­
bers lld the Iechnoscr\,e idvisors 
ire maiking dccisi()ns ()gether, ini­

plemcntintg to)sc decisions and to­
gether livilg with tile results. The 
na'lturC Of the decision maIdC is qual­
itativelv difret when ima1dc ill 
this way. \ve areinot salyiIg thait 
consultants hiVC n lsy time of it, 
or :ire less responsible. It is not in 
eas\' 111atter to recoillend al COursC 
of action to somll.olle else, eeCi f 
one will nIt be irolnd to see til 
resuilts. But, silply kinowing Ill), 
one will haive to see those restits 
Ind adjust tileim if initia1l judgments
p)ro)vt unwise, teinds to nmake peol)le 
think ill i different way 

In sLm, business is essential in 
l'chnoscrve but it is not Iechno­
serve's essence. If this were the 
Only basis for oLIr work, we would 
he ineffective in helping to solve 
the problems which are spe~ci:il to 
enterprise de\'elopment in1 the Third 
\Xbrld: the coiceptual gaps, the 
lack of bIasic business a1nd m:inage­
ment skills and the social, cultural,
 
political anld econolic policy con­
str'aints which Often lie behind low
 
pr'oductivitNy These tproblems re­
quire more thin just good business 
alnd mlnagement services. They re­
(luire a cleair understanding of 
development. 

FOUR REALIZATIONS 
THAT UNDERLIE OUR 
PRACTICE OF ENTERPRISE 
DEVELOPMENT 

1. The ThirdWorld has Changed 
Man), people in the West still view 
dceveloplent aissistaince (foreign 
aid) in terms of m)oneN, things, or 
food-tangible comlodities. These, 
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it is assumed, are what stand be- tchInicials, and a1great dCel of
 
tween the undcrdeveloped nations ultappCd human energy in the
 
and the developed. This belief, countries in which wc work. All
 
which reflects the ideology of re- are either under-used, ovcr-IsCd, or 
distributio)n (behind such wide- misused(I-in a w( rcl, existing rc­
sprcad notions as the New Inter-
 sources aire mismamaged. "herclorc,
national Econ(omic Order), is rc- iemoservc ap)lies itself to foster­

altCd to an( )ther, dccply held ing orgamizational, planning, man­
aIssuLption, which is thlt under- agemcnt and related skills in the
 
devel )pcd nait iis are funll~melnt- ComImunitv-baiCsCd enterprises 
we
 
allylpoor and lacking in rCsOurcCs, work with.
 
both human and natural.
 

\X' d(on't think thesC assunIp­
tions are va.lid. L.ookilg 
 ItaCtLll 2. People Are Self-Interested
 
conditions :nd(C need.s in mny 
 Humas are complcx beIings. But
 
dcCl()piilg lat il)is it dav' (aln in- we 
.ire, evcrvxwhcre, regarcless of
 
ductiVC i)proach) leals t() 
 cliffer- Culture, generally motivatdco. by self­
eilt colclusio)n. The i)iCCilt ll\ inerest. Recognizilg, this has led is 
Third \'orld has chalgld. It is less to aIbasic priirciplc in oti work: 
I)(r iin I'eCs)lrc'C..S (fillnciall, ph)'s- oweirship. We believe that owner­
ical :a( hl n) thal generally shlip is a fuinidamntlal kind (i stakc 
tll()Lght. 'lk\'Cnt\ vveal's :ago, for cx- aind motiVation. If ti mcmbers of
 
amle, there was relative'l little ill etcrprisc own it and cain he
 
oitsilC fhinncial aid avail to 
 helped to grasp the implicltiolls of
 
mnlt'v 
 hirl \'orlCl nlto)ls. 'lid)I', that ownrshi ) (lot aitoilmatic h)"

w\hile thCi'c is ,l:WA's AInC C tlr :ti" I cians fo)r pet)pl)C wtho have
 
more tnitc Im 1greacdll is :avaiil- riarl' 0VllCyon111\'Iling), 111C i'eSllt­
ilC. Moire impt irtaintly ;I
aie\\ gCen- ing C'neCrg\' the'\' Will Pit inltO the

el'Ititll tCiClucatCC vi()lllg Coi)plC enterprisc is great. \M2 think that
 
exists in \'irtluallv' every 'I' ird (iw\nCshi ) inlcluding its man v'ri-
World rat it in. I] nan1andl lfilcialA :ttnis. as a basis ftoi' dC'vchl)lm it,

resot'ces dl i misin, p0)ssibilii ics 
 is moire likely to ACnlalnlry

fo)r challge illay :ill he. lll()It'e prcscnt 
 than other SysIlls whcc owilet'­
in mtire places illn wc thiik. ship) is ntit alhtiwed. I istory' seems 

The C\'idLc''L' sgg(' t, lll(i'C 0 our

inl ml ' h grea n this tranlates ino workiig oil]\'
 

10 eto ()ble .iC.For I''ioserv'e
dtodav 

is (or orgaini.tiz:i t:al. tnanalgenllwiltt with Cilerpris s that are conlltiilil,­
and blusilcs skills which w'ill CllhlC based (ow\ne'd). 
these counlries to tnakc bCtter lsC 
of' tilr itCtrs tn, n(ow\'have. 
Especialll ' in aigricultural )roCluctiol, 3. Short-Cuts Tend Not To 
there is grt owing e\'idencC' tha.t many Work Out 
cointries iw()%-slifferillti'tfroll fld There has oftti becn a conlraclic­
shortages Ceoull, with alppip))riatc ti i iin mallny dCevClt)ping natills 
ClliclgCs in ConnliC )()licy • andI bctw'n trying 1t avt')idl bcoC ing
improivetlnlens itl organ izaitinli and Clependenlt and tryilg too hard to 
illnill:iglnicllt,be SIltsf-SIcicat in be' sClf-sufficint. 'lhe resulit in the 
fnod. first few clccacl(:s of nlewly inde-

We t'egularl' sCC )otlntially , IplClent na lion has o11(21i ll allften 
CrtilC lall, availaiblc flinds, traincd attempt to skip stel)s, imitate 

TECINOSERVE * FINDINGS '86 9 17 



FINDINGS '86
 

18 * TECIINOSERVE * FINDINGS '86 

others, ignore others' lessons, and 
control too much that cannot or 
should not be controlled. As a re-
still, inyde'ehlo)ing countries 
have made large mistakes. But now 
they ire beginning to acknox'ledgc 
that there are fewxsh ort cuts to 
developlent. "Ihchnoservc ext ra-
polates this lesson to the level of 
the enterprise, and hence concen-
trates on basic nuts and bolts skills. 
Along with this lesson comes the 
recognition that time is necessary 
for change to occur. No shortcuts 
not only ieans not skipping tile 
basics, but also mcans tliit things 
will take tine-often longer than we 
hope. \Ve try to plan ,iccoodingl\-. 

4. The Basics of Business and 

Management Seem to be 

Universal 

"ManalgenlCt" as a subject matter 

has come full circle in recent y'ears 
in the \West. It has g )ncfrom nt tling 
to clailing that llll~lgclcnt is a 
science, to claiming that it is an 
'art," to claiming that it i.; ."ty!e."' 

and now btck to)s(nne extr:u rdi-


hit ma1.n 
wihich most pe(ple knew All ali)ng. 
Books like "Mn search ofl::ccl-
l " (Peters aInd \ILVterntn) and 
"The O, ,Ailite .Mlanater"claim 
to have identified the kc\s to sie-
cCss in modern managemcnt. Whatt 
is surprising about these keys is that 
there are no)surprises: the- is 

narily sinlplC iitters 1)f Iact, 

nothing ilthe[. "l'hse keys-ew 

,ire simple ati tiley w)rk becluse 
their basis is Ituman psyc-hology 
Ind. lsoseem tonliti'.atioll. The\' 

apply to business enterprises every­
where we halve worked. 

For examtple, five keys that 
emerge from Peters and \Waitcrian's 
book ire: "Getting back in touch" 
(also known ,is Matnagcmcnt l3 
\Vilkinig Around). "'xiting for the 
customer,'. "Fostering individual 
comllitment ,''.liking innovative 
action," and "Instilling uLiqule 
v'a1lues." These keys can be adapted 
to the enterprises we work with in 
the Third \World. When mlnagers 
of"lhird \Wrld agriculural enter­
prises learn keys like these, they dio 
becole better mn:iiagers. Not stLir­
p)risingly, tile ficedback the\, get 
when employing those keys tends 
to elilina.te whatever cultural re­
sistances tiley miaiy have hald about 
using thCl. 

Otier so-called innovations in 
ltodcrn nlallgemnciit aire universal 

in their very essence. For examle, 
fair treatment seems tobe ecluallv 
apprecited c\cry\here. When meme­
hers an(i emplees of inenterprise 
feel that there is fairness on the 
part ofthc mnagers, work improves. 

In flict We see SLCCessful enter­
prises isremarka ly sin ilar w'her­
cer the\'are. 'here ire things
 
which tend to miake them aill work
 
better, and similar things which
 
ac'c( )unlt f r then11n)t doing w'ell. 

The fact that got d lanage­
mlent and bu(siness skills are similar 
in different places makes thel 
lorelmcnable to the skills trnsfcr 

process. That CCr'ainly helps LSkeep OUr eve oil the pnrcess of 

helping otiers' enterprises lo better. 
BeCauLtSe, Iswe hope w, halve shown 
here, th1:t CL.Jd'av 'ris complex indl 
involved. 
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