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Preface

This Case Study is the fourth and last in a series which the
Replication and Dissemination Department at Technoserve undertook
to produce in 1986. The first three (two from Latin America and
one from Africa) each dealt with & single project. This fourth
study deals with a program rather than a single project, and
discusses that program as it has worked in two different
countries. It is also more discursive regarding the reasons why
such a program makes sense in Africa as a whole and in trying to
illuminate the problems in implementing it. As such it
represents a transition towards a series which will deal with
programmatic issues, commodity sectors, and regions of
development rather than with single projects.

The case has been written Wwith two audiences in mind. We hope
that this procedure works here. “irst we wish to communicate to
others in this field why we think such a program is not only
necessary and timely, but in fact critieal in Africa. But at the
same time, we are self-critical about some of the conflicts our
own organization has faced in managing such a program. Hence,
our second audience, ourselves, may conclude that a BAS type
program, given Technoserve's present structure and priorities may
not be something for us at this time. However, I make no such
recommendation, believing that it is an appropriate program for
Technoserve, and that conflicts could easily be resolved were
there greater commitment to the BAS program as a key element in
Technoserve's program mix.



Chapter I

Executive Summary

The Business Advisory Services Program in Africa was begun by
Technoserve in Ghana in 1979. The program was formally designed
to provide limited services to local non governmental
organizations (NGOs) and community groups or other entities with
the potential to have a positive impact on improving the lives of

low income people, primarily through efforts geared to economic
improvement.

Tnese services included those which are classically associated
with modern business: general management advice, accounting
systems design, reviewing administrative structures, assistance
in recruiting personnel and advice on remunera*tion, as well as
services which would be associated only with the non profit
sector~- assistance and advice in fundraising (including review of
proposals, feasibility of prcject plans and so forth) and finally
assistance in locating specific needed technology and equipment.
In general we think of such services as "nuts and bolts", very
important, but very bas1ic,

Originally, the Ghana Business Advisory Services was 100¢ demand
driven - we had been asked by USAID to fill an urgent need for
such services. The original concept was therefore an ad hoc
response to a problem. When the initial project was formalized
as part of Technoserve's Ghana program, it was restricted by
Technoserve Management to 2 fixa2d percentage of its Country
Program, initially in Ghana, then later as BAS was introduced in
our Kenya Program (BASIG and RASTE respectively). We were very
clear in wanting to assure that the Business Advisory Service
would be a Secondary aspect of the overall Technoserve program in
Africa. The primary part, Technoserve's main line of work, would
continue to be the promotion of and long-term integrated
assistance to medium scale agriculturally related community
enterprises. From the beginning there was a clear perception of
the need for the BAS in Afriea and vet a firm decision to 1limit
the company's willingness to meet that need.

The argument for that limitation was and remains our concern to
use our resources cost-effectively., With a professional staff
and a product that consisted entirely of the skills our staff had
to offer, we knew from experience that such a staff was best used
in long term = on the job, fairly concentrated applications.

To justify such assignments, the applications had to be ones with
the potential for economic and social impact of some scale.

Wnile such resources could be effectively used in very short
term, consultative types of situations which the BAS offered, the
danger was present in a BAS, because of the extent of the need
for such services, that our resources could be easily squandered.
Hence the controls on the BAS.

The original conception of BAS justified our engaging in it on
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two grounds. First we saw that we could fill some of the need.
This was the external justification. But in order to do this we
had to see some internal advantage to our organization that would
somehow contribute to our main work. The BAS seemed a means to
identify new primary projects. It also seemed a means to make
efficient use of staff who were between long-term assignments,
Finally, it was seen as an effective way to train new staff.

If BAS were to be launched in the developed nations as a
profit-making entity there would be no story to tell - just one
line: "Company sells business services to clients." Nothing more
would be needed since it would he a fair assumption that most
readers would understand all that this entailed.

But Africa is a fundamentally different environment and the
services provided to unsophisticated clients are being provided
by a not-for-profit company with a clear mission to assist in
long term African development. As a resuylt the services are both
more and less than what the words describing them suggest. They
cover other, underlying functions. Because of the nature of the
environment, what we were really offering through the BAS was 3
catalyst service, an information service, a legitimizing

service, and most important, a brokering service.

For these reasons, %telling the Business Advisory Services Story
is useful to those interested in development projects in Africa.
Business Advisory Services illuminates the issues involved in the
management of enterprise development and/or even project
development in general in Africa. Through it, ve see many of the
conflicts that are endemic to PVO's trying to work in Africa.

In Sub-Saharan Africa, the need for what the BAS has to offer is
so great, that to run a Businsass Advisory Service, as we have,
with the caveat that it be a secondary (and thus inevitably
"second class") priority in our overall program poses an almost
impossible challenge to its program managers. Because of the
knowledge that it is Secondary, and hecause the work we try to do
on the continent is so difficult, it is natural for program
managers to pay less attention to such a program and hence allow
general standards of selection and practice to fall below those
that are applied to the primary program. The tendency to allow
the BAS to become a "catch 11" progcram was slmost built in from
the start. That tendency is reinforced by the common day to day
characteristic of many development agencies to be erisis
managers. With BAS it aften became easier tc just respond to
requests than to think about the appropriateness of the response.

Hence for awhile, the BAS in Ghana and in Kenya lost rigor,
became fragmented and lost the thread of what constitutes the
best of Technoserve. The fact is that it becomes almost
impossible to see the larger picture in an environment where
needs are such that any hole plugging at all seems to be of some
positive value, and thus is sufficient motivation and feadback to
have one continue in the same direction without stopping to
question it. The BAS Program is an excellent way to see this
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because its origin is purely demand driven.

The demand is continuous. Interestingly, so many of the cases
where the Business Advisory Service intervened, needed not
integrated and complex interventions, but rather a mere one or
two day "surgical” type intervention in order to make a large
difference, sometimes even a critical one. This has been
something of a surprise for us. On the one hand, such immediate
positive feedback is a welcome change from the normsal
frustrations of develcpment practice. But on the other, the
danger is that we can be easily lulled into just churning out a
great many of these and, hecause the numbers start to look good

on paper, beginning to think we are accomplishing more than we
are,

The broad lesson learned is that to be even minimally successful
in promoting rural development an organization has to go into an
endeavor with great care, rigor and full commitment. With even a
subtle compromising of such intentions, it becomes extremely easy
to become fragmented and lose the thread.

The story c¢f the BRusiness Advisory Service Program for us is
therefore, internally, a useful mechanism to reinforce what we
intuitively knew. For an external audience, the story of the
Business Advisory Service Program shows lessons learned about the
sequence of development and growth among local community groups
(both local NGOs and other kinds of groups) in their relation to
the environment in Africa, and affirms how great a need there is,
in spite of its challenges, for a program like this.

In particular, the study is timely because of the current
increase in awareness of the need to strengthen the management
and administrative capabilities of local NGOs. There is a danger
that this awareness will result in a focus on fundraising,
relations with the Northern PVOs, and much talk of Program
priorities and philosophies. TIf that ocecurs, an opportunity

to get things started on the right foot will have been lost.
What this study shows is that the old adage of "first things
first" applies everywhere. First, organizations must get their
basic machinery working - the nuts and bolts need to be attended
to, and with care. Such efforts are all-important, however
unglamorous they may seem.

The question is: How can such efforts be efficiently managed? By

whom? And What do they need to be connected to and integrated
into?

T



Chapter II

History and Chronclogy of the BASIG Program (Ghana)
A. ORIGINS - GHANA 1079

The Busincss Advisory Services concept originated in
Technoserve's Ghana Program in 1979. That first program ras
called Business Advisory Services in Ghana (BASIG). (Whun Kenya
and Zaire started similar programs they were referred to as BASIK
and BASI7 respectively.)

The original BASIG, began as an almost purely demand driven
program. In fact its origin could be cited as a textbook
example of that much desired pattern.

In early 1975 USAID /Ghana put together a paper for a project
called Farmer Associations and Agribusiness Development (FAAD),
The project would grant about 2 million dollars of USAID money to
be channelled through local PVOs who would help farmers create
associations geared to the establishment of agricultural rel ated
businesses. The goal of the project was to increase productivity
in rural areas, therety providing jobs, income, better health,
general improvement in the quality of 1ife - all of which in the
mid 1970's had become the standard expectations of U.S. foreign
ald after the so called "New Directions” mandate of 1973 had come
into being. [IThe "New Directions" mandate generally refers to
the shift in emphasis towards more of a focus on the poor and an
ideological shift towards what some have called the
"distributional objective". This resulted in programs which were
hoped to have a positive effect on, among other things, income
distribution and land tenure.]

The FAAD project was designed to grapple with the hard practical
issue of how to actually implement the New Directions mandate.
Ambitiously, the FAAD concept was an attempt to do all aspects of
the New Directions at once. USAID wanted to multiply the
projects' effects and have its money be managed by loecal
organizations, getting itself out of the actual business of
running projects. The new basic assunptions included, most
prominently, the ideas that 1) local involvement was important;
2) that the grassroots levels had to be reached and 3) that PVOs
(Private Voluntary Organizations) could do the job., It was also
expected that after a few years of such projects the wider social
and long term developmental benefits would begin to fall into
place. The grandest of these hopes was that the countries in
which the new directions were to be applied would be positively
furthered along the road to democracy, and accordingly would show
improvements in social equality.

The guiding image hehind this new mandate seems in retrospect to
have been one of a great build-up in momentum which would sweep
upward (towards societal perfection), all that was funnelled into
its path. Moreover, this would happen organically, without
violent revolution. The inherent mechanics seemed to be modeled
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on those of the chemieal reaction. One talked about "catalysts",
"unplanned effects", and "absorption" of new skills by indirect
beneficiaries.

It is clear that this was a time of great hope in development. In
Ghana alone USAID had 30 to Y0 professionals. As one of our
staffers at the time described it, "Those were heady days. Money
was readily available, and AID people in Ghana were under the gun
to get projects going."

Technoserve was one of seven PVOs which expressed interest to
USAID in 1975 in presenting sub-project proposals under the FAAD
umbrella. The others were Agricultural Cooperative Development
International (ACDI), YMCA, YWCA, Catholic Relief Services (CRS),
Christian Council of Ghana (Christian Service Committee) and the
Ghana Rural Reconstruction Movement.

At the end of 1977, Technoserve's proposal was approved for work

in the sugar Syrup industry. We received a $500, 000 grant for
three years.,

Very soon after Technoserve began its work it became clear that
the other sub-project grantees were having varying degrees of
difficulty getting their projects going, and, in a couple of
cases, even reaching a satisfactory conclusion to the initial
proposal process. In early 1078, USAID came to Technoserve and
asked us to assist the other PV0Os which were to be given the FAAD
grants. We were to provide management assistance, help in
shaping proposals, and generally help to get these other
organizations to a level of mastery of the nuts and bolts of
organization and management without which, everyone was now
realizing, they would of course not be able to get very far with
their sub-projects.

In a word, USAID saw its grants threatened and asked Technoserve
to help rescue its investment. 1In late 1978, Technoserve
formally incorporated this service into its role in the FAAD
grant, under the name BASIG. A Preliminary Project Report was
submitted internally to the Technoserve Management Committee in
February 1979 for approval of BASIG as a full-fledged part of
Technoserve's portfolio in Ghana.

USAID acknowledged the value of Technoserve's services. The

May, 1980 USAID evaluation of FAAD (project # 641-0072) by
Dimond, Fuchs-Carsch & Warren notes: "A spin-off of the original
project was the design of BASIG, the Rusiness Advisory Service in
Ghana, which provides technical and managerial advice and
conducts feasibility studies for other PV0s, for private
companies, and for local groups...." (p 66). '

The report goes on: "Technoserve has played a major facilitative
role in technical and managerial services for other FAAD PVOs,
assisting with feasibility studies, the design of information
acquisition activities, ete.; clients have included GOVA, GhRRM,
CSC, APPLE, CRS, as well as PEA, YWCA, World Education, MIDAS,
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Salvation Army. In 1979 189 man days were spent in an advisory
role to other FAAD PVOs through BASIG. This service, along with
Mission support, is improving the capacity of PV0Os to handle
complex projects." (p 68)

The August 11,1980 USAID Project Evaluation Summary notes: "FAAD
has given rise to two positive unexpected benefits that will
contribute significantly to the role that PVOs can play in
Ghanaian development. The BASIG program of one of the FAAD
sub-grantees, Technoserve, provides technical consulting services
to other PV0Os and Government institutions. The need for these
services arose in large part from the problems FAAD sub-grantees
experienced in implementing their projects. The spirit and
intent of FAAD, as expressed in the Project Paper, explicitly
precluded such technical support from USAID. This wise provision

has led to the highly desirable effect of the PVO comnunity
helping itself.n

And USAID/Ghana Mission Director W. Haven North, in a memo of
12/3/80 noted:

" One of the U.S. PVOs has been providing administrative and
technical support services to the indigenous PVOs, which have a
wide range of needs in proiect implementation."

This last, rather understated summing up of BASIG suggests that
these "administrative and technical support services" were Seen
as useful, if unexciting, afterthoughts; services which were
not originally considered important enough to be built in to the
FAAD concept at the outset.

Nonetheless, as the record shows, such services; the basic nuts
and bolts, eventually were admitted as the sine qua non of the
project. The other PVOs (and the ones we assisted, a2s the 1list
above indicates, were not all local) could not implement

projects if they were unable to manage their own houses. If, for
example, the books couldn't be kept properly, or the vehicles
maintained so that field trips could be made, then projects would
be unlikely to get off the ground, much less ultimately succeed.

Through the FAAD project, Technoserve had discovered a market
that it was in a perfect position to serve. That market,
furthermore, had come to us. BASIG was originally market and
demand driven. No better or more natural confirmation could have
existed to "feedback" to the organization that what it does is
valuable and useful.

It is of more than passing interest to note that today, seven
yeai's later, development ideology has shifted so much that market
place criteria are now central in development program design and
that improvement of the management of the organizations which
provide development assistance is now recognized as a widespread
need.



B. TECHNOSERVE TRIES TO INCORPORATE BASIG TNTO ITS ENTERPRISE
DEVELOPMENT PHTLOSOPHY.

By 1979, Technoserve was 10 vears old and was beginning to learn
a few things from the mistakes of its early years. One of those
lessons was the conviction that, as a small organization, it
could only be of help to the Third World, if it kept a clear
focus on one thing, and learned to do it well and thoroughly.
That "thing" was enterprise development, which was then becoming
further refined as enterprise developnent in rural areas, with
agricultural or agriculturally related enterprises as the
sub-specialty. This was to bhe Technoserve's main 1line of work.

A key tenet of this concentration was also gradually bheing
articulated - developing viable and sustainable enterprises was
extremely difficult and thus required concentrated efforts over
time, perhaps three or more years per enterprise. Such efforts
required building staffs of technically competent people who
would remain in their positions for 1long tenure, thus improving
and honing their skills.

BASIG had started as an informal response to a need expressed by
USAID and other PVOs. But because the Chana Country Program
staff and some Norwalk staff in the Africa division recognized
that we had accidentally come upon a "market niche" almost tailor
made for Technoserve, it seemed to make sense to formalize BASIG
as a part of the Ghana portfolio.

In February 1979, BASIG was submitted to the MNorwalk home office
of Technoserve for upgrading to full project status. The paper
which was submitted to Norwalk's Management Committee presented
the concept as a logical adjunct to the Technoserve portfolio.
The goal would be to "strengthen development afforts which are
targeted primarily to small business and agro-industrial projects
in the rurzl areas of Ghana." The idea was to "broaden the
impact of (Technoserve's) work through the provision of such
services when not constrained by the service demands of its own
projects or the limitations of available resources, human and
financial.”

The document continued:

"Only through this type of service will Technoserve have the
opportunity to transfer its acquired capability and thus
potentially multiply and expand the impact of its development
program efforts.”

Hence the link between BAS and the rest of Technoserve's program
was the premise that development does not proceed in a vacuum,
and that if it is to proceed, there have to be means to build the
capacities of organizations all over the country to mount
projects effectively. We were seeing the need for a
cross-pollenization process with our organization as the honey
bee. By helping to change the overall environment in which
development was taking place, we would in turn be helping our
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primary and long term clients, and creating potentially more
viability in new and future clients.

We already knew that the kinds of skills Technoserve could muster
were important keys to the development process. But through the
demand for our services that the FAAD grantees manifested in that
first year, we also learned, to our surprise, how rare those
skills were amongst fellow development oriented organizations.
When money was around (as it was in the mid 70s) organizations
could get hold of it to do good things, but if they did not know
how to administer it, it would be wasted. The fact was, that
many of the funded organizations had no real capability to do
what they were funded to do. From basic housekeeping, 1like
preparing a draft budget, or setting up a vehicle maintenance
plan to broader capabilities 1ike recruiting or selecting
personnel or even conceptualizing a project in the first place,
or setting priorities or goals- many of the grantees had little
or no experience. Yet, on tne basis of good intentions and
because of the push for New Directions money to get out to the
Third World, they were on the verge of heing granted hundreds of
thousands of dollars. (This is the classic and persistent problem
in development assistance -of programs being supply driven.)

Technoserve moved to fill the void. Tt saw a matech between need,
capability and opportunity. But we went in quite reluctantly, in
fact. Given the good marks we were getting from others and the
obvious value of our services, it would have been natural to get
carried away with BASIG. Norwalk headquarters cautioned against
this. There was also skepticism about the long term pay-off of
such a program. Nonetheless, it was decided to allow BASIG as a
formal part of the portfolio in Ghana, but with the strong
reminder that the organization would keep its eye solidly on the
ball of long term intensive assistance to agricultural related
enterprises. This was its main business and would remain S50.
Right from day one, therefore, limits were imposed on RASIG.

In its original conception, BASIG was to limit itself to 7 key
areas:

- evaluation and assessment of ongoing economic activities

- fe~sibility analyses (e.g., market, supply etec.)

- management consulting

- financial planning

-~ services in support of conferences, seminars, etec. which foecus
on economic or business related activities,

- identification of technical requirements and sources of
information

- advice in the sourcing of capital goods.

As the headings Suggest, there is a 1ot of room under each to do
all kinds of things. This became more clear later but even at
the outset, there was recognition that limits in tvpes of
activities were not enough - there would have to be limits on
time and budget.




BASIG activities a3z a whole were not to exceed 30% of the
operating budget for Technoserve's program in Ghana. Services in
excess of U person days per month to any one development agency
or community group would require reimbursement on a sliding scale
basis (ability to pay).

C. THE EMERGENCE OF CONFLICT BETWEEN FUNDAMENTALLY DIFFERENT
PRINCTPLES OF DEVELOPMENT.

The original BASIG concept had to have limits imposed on it by
Technoserve Management in Norwalk, because in the first
instance, it was immediately recognized that there was a
potential practical conflict around the use of staff,

Technoserve's main line of work -the promotion of and assistance
to agricultural community based enterprises of significant scale-
required substantial staff interventions. A full enterprise
project could involve the direct management of an enterprise for
a couple or more years, the training of counterpart personnel,
and the involvement of perhaps as many as U Technoserve advisors.
These investments of resources were (ideally) made to enterprises
which had the potential to become economically viable and provide
income and jobs to more than just a few people as well as to
create backward and forward economic linkages. We did not want
to have BASIG become the tail wagging the dog of these primary
enterprise development projects. Yet, obviously the very same
staff members would be involved in both kinds of activity. Would
we be able to control staff time so that BASIG would not exceed
its proper share of such time?

Above all, BASIG was not to get involved in hands-on
implementation of projects. This was the key to its restricted
nature. It was to remain an advisory service, a consulting
service. To cross the line between advice and implementation was
to cross the line between BASIG and the rest of Technoserve's
work.

Not surprisingly these practical conflicts were merely the tip

of the iceberg -~ indications of deeper conflicts about principles
of development. The pluses and minuses of the BAS concept

emerge from these conflicts, as we shall see later on.

Technoserve had learned for example, that being forced to live
with the results of one's advice made an enormous difference in
the kind of advice we gave and explained what success we had had
so far. This was why in our main line of work, we not only stuck
around for the implementation of what we were recommending, but
got directly involved in it. To take an arm's length stance (the
usual stance of consultants) was scmething we increasingly were
opposed to. We are after all a non-profi% organization, and
though we offer "management services" of the same sort for-profit
organizations do, our motivation and commitment is radically
different than theirs (ultimately our product also differs in
significant ways). It is known that many for-profit management
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consultants do not bother to ever find out whether their advice
was taken, and consequently do not learn in any rigorous fashion
whether they were right or wrong. They therefore do not
necessarily learn how to improve their product. And yet, here,
under some aspects of BASIG, we were proposing to do something
quite like what our for-profit "eonsultant" cousins do - go in,
take a look, give advice, and get out.

Still, the need for BAS in Ghana was palpable. BASIG was demand
and market driven and that coincided with another important
principle we had begun to accept as key. Also, we were becoming
more and more convinced of the importance of "nuts and bolts" and
saw that sometimes only a few of these nuts and bolts -
fundamental building blocks of skills and knowledge- were needed
to get an enterprise going or back on its feet, So, in a
somewhat unarticulated way, we justified BASIG as an experiment
with good potential multiplier effects and began to embrace a
concept that is the opposite of the principle of integration of
advice and implementational responsibility- the idea of a
surgical intervention, a catalyst, an intervention that, however
small, might be "just enough" to make the difference.

Recall 3. 30 that ocriginally, the focus was to be on OTHER PVOs,
not on projects themselves. We were to be enhancing the capacity
of others to implement their projects. Only with the project's
formalization a year later into an "official" part of the program
mix in Ghana did BASIG become a service available directly to
local groups and enterprises of all kinds.

Once at that point, BASTG had built into itself a way out of the
dilemma in that any tendency tc do more than just intervene on a
consultative basis was taken as a sign that here might be 32
potential project for Technoserve's main line of work- a full
scale enterprise development intervention. Thus, in theory at
least, if Technoserve were called upon to take responsibility for
project design, planning or implementation, the request or
invitation would be kicked up to Technoserve's normal project
procedure and out of BASIG, thereby making the client eligible
for a more integrated kind of technical assistance.

Later cn, we would begin tc see this aspect of BASIG- the
possibility of identifying new projects, @s a more central reason
to continue the program. By 19862 "New Project Identification"
became one of the main justifications for a BAS program in
Africa.

D. ORGANIZATIONAL ADVANTAGES FOR _TECHNOSERVE ITSELF IN STARTING
BASIG.

There were practical reasons for starting BASIG that had to do
with the nature of some dilemmas that Technoserve was facing in
Ghana at the time. In a 3/6/79 memo to the Executive Committee
of Technoserve from the Africa Division we see that part of the
raison d'etre of starting BASIG had to do with the general poor
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state of things in Ghana:

" As you know, business and political conditions in Ghana are
such that we do not feel we can justify starting any more
traditional TNS "enterprises" at this time. The BASIG consulting
project will nevertheless allow us to share our know-how in
Ghana, hold open our options in that country and further
decentralize our activities.”

We were looking for new ways to keep our hand in in Ghana and
ramain effective. BASIG began to seem like a logical way to do
this. Especially since, it was seen rather early on in the
project that RASIG was a low risk way to take & look at potential
full fledged enterprise projects. Through suen limited
assistance, even if we were once removed from actual projects by
working with 1local PVOs, we could get to know new areas, new
groups, and have the time to see whether or not a potential full
scale project was in the offing.

And of course we had the staff capacity to address the demand
that was responsible for the origin of BASIG. Technoserve could
not have, and would not have begun the program if we had not had
at the time 6 very solid professionals on the Ghana staff. But
there was a side advantace to us as well. Four of these 6
seasoned professionals were expatriates who were new to Ghana.
BASIG quite naturally became an efficient way for these newcomers
to gain a variety of experiences in short time.

E. THE EARLY WORK OF BASIG - INTERNAL CONTRADICTIONS EMERGE

We had anticipated the danger that BASIG could become too

large a part of the portfolio; that it could be the tail wagging
the dog. We knew in theory that it might draw some of our
principles into conflict.

But once established, practical day-to-day realities gradually
emerged and we had to learn to continue working within the
contradictions, without necessarily resolving them. Naturally,
the implications of some of these were not fully seen until
several years later.

1. How to Say 'No" - The emergence of the "catch-all" syndrome.

This problem arose naturally. Not knowing quite what the nature
of a particular group's problem is before taking a look at it, it
is difficult to say no to a request for assistance at the outset.
In our main line of work this does not present a problem. Rut in
BASIG, because the time spent understanding the group's problem
is also time spent analyzing it, we can end up providing
assistance before having really decided to do so. Alternatively
time spent understanding a problem may be equal to the time
allowed to solve it, or some other group's prohlem. Because
BASIG is a short-term assistance, this can raise the opportunity
cost of even investigating requests for assistance. Thus
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selec'ion rigor is sacrificed. One can get trapped into doing
things that are inappropriate for BASIG.

Since an assistance crganization is by its nature in business to
assist others, those others naturally keep coming to its door,
regardless of whether the fit is right. Since Aall kinds of
requests were almost always coming into Technoserve/Ghana, the
existence of RASIG made it tempting and in fact sensible to
investigate them under the BASIG mandate, a mandate which we had
not had before. Thus immediately, as of July, 1979, we already
started to put more under the BASIG umbrella than the original
project mandated. (i.e., more than just working with local pvos
and community groups).

Technoserve staff believe that all inquiries should be responded
to promptly, politely, and with an honest attempt to see if there
was a fit between what they needed, what we coculd offer, and the
opportunity cost of those cases when their need and our skills
matched. BASIG began to alter our formulae for determining
opportunity cost since once formally launched as a legitimate
activity, it now became possible to place a small request on the
Technoserve docket which before would have been turned down. As
BAS evolved in Ghana and la:cer in Kenya, this characteristic
began to become a problem,

A few examples from the first year of operations are
illustrative. Here is a sample of both appropriate and
inappropriate requests:

July, 1979- Gbekson Engineering - a metal products company
“equested Technoserve assistance. Request appeared to be
inappropriate for Technoserve. We implied that in our
reply and noted also that due to shortage of petrol a visit
was not possible.

December, 1979 - Gbekson Fngineering persists. Technoserve
agrees to meet with them in order to more formally explain
why it cannot help. Meeting is held and some advice given.

October, 1979 - G.A. Deku, a private owner of a pineapple
project, sought advice on export problems. Technoserve
responded with a letter inviting Mr. Deku to the office,
Discussions held.

November, 1979~ Samben Coop Farms requested help on sugar

syrup production. Technoserve responded by asking to meet
with the group in Accra office. Meeting held and specific
advice was given to the group.

November, 1979- World Education seeks help on technical aspects

of charcoal production. Advisors meet with World Education.

November, 1979 Paramount Chief Bassaw, through World
Education, seeks advice on the sourcing of a sugar cane
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crusher. Analysis of the use of the crusher done before
giving advice on sourcing.

March, 1980~ Chief Kwesi-Tandoh IV seeks advice on cassava

production and processing. Analysis of his group's operation
undertaken.

2. The Nature of Supply and Demand Compromises Selection Rigor.

In some of these cases, no input was made until a meeting was
held, during which some general advice was given. 1In others,
substantial staff time was put in on the request response itself
( one half to one and a half person days). The determinants
seemed to be whether we were in a position to help rather than
whether the group itself or the commodity or enterprise itselrf
was an "appropriate one". Tn Short the rigor of selection that
we cried to bring to our regular work (where, if the group was
not properly constituted, or not of a certain type, or if the
commodity was not agriculturally related, we deemed the project
inappropriate) was not applied here. We were free to offer our
expertise, as CONSULTANTS, to most, i€ not all comers.

3. Limiting Time - The-One-Thing-Leads—to—Another Syndrome.

In the case of Chief Kwesi-Tandoh IV, for example, our analysis
of the group's cassava production operation showed, among other
things, that the Aroup was having a chronic problem with the
v-belt on the grindineg machine. Our enmgineer on staff drew a
diagram of how to align the v-belt on the cassava grinder. He
drew the diagram in such a way as to be understood by the
operators and followed up with some on-the-spot training. This
turned out to be a key step to solving the group's production
problem. Tt took perhaps one and half person days time. Rut
while we were at it, since we had had to take a broad brush look
at the whole operation in order to discover that problem as a key
one, we couldn't help but note some other problems. TIn effect we
could not just walk away having solved one problem, when we had,
or thought we had, answers to some others. We therefore
contributed those as well. This took additional time.

In another case, we were asked to provide impartial guidelines on
salary scale to a local PVO. This seemed initially something
simple and short. PRut we saw quickly that it couldn't be done
properly without conducting a survey of local practice. FEven the

somewhat informal effort we conducted took considerable time to
do.

The range of services performed immediately became very broad -
from administrative and managerial advice, to legal services, to
engineering design, to locating equipment, to acting as a broker
for funding, to conducting feasibility studies and so on. The
commodities we dealt with represented an even broader range. We
responded to reaquests from groups or individuals involved in road
construction, fuelwood, 1ake fishing, shrimping, cocoa, solar
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energy, tailoring, cane weaving, blacksmithing, sugar cane, rice,
pottery ete. We were beginning to see the extent of the demand
for what we had to offer, and beginning to understand that there
was more to "husiness advice" than the seven functions listed
under the original RASRIG manocate,

Some of these additional functions emerged in cases where our fit
with a request was clearly inappropriate. For example, several
times w2 were approached for a gift of funds to buy a tractor or
a diesel engine. We would say no, but in some cases, in the
course of saying no, the meeting resulted in us discovering that
the group did not in fact need the machinery it was asking for,
(Pointing people towards facing their real problems, became
another function that the RASTG program could offer,)

In other cases where the request was inappropriate for BASTG's
formal mandate, we did in fact make an input if we saw that our
weighing in would be the sine qua non for the particular group or
entity making the request. For example, The Caanan Coop Food
Farmers Society, an estahlished group that seemed to know where
it was heading and how to get there, came to Technoserve to say
that they were unable to obtain tractor services from the
Ministry of Agriculture. Technoserve, through 1its connections,
was able to successfully put through the request to the Ministry
on behalf of the society. T1f such a smal}l input ~an make such a
big difference, why not go ahead and help?

We usually provided such services because it was often the case
that to spend time analyzing whether or not the request was
appropriate when giving the service niight take less time than the
analysis. 1Initially it seemed to us that such selection was ar
absurd luxury,.

F. A MAJOR PLUS OF THE FTRST YEARS - THF DTSCOVERY THAT SOMF,
PROSLEMS IN DEVELOPMENT ARE FASTLY SOLVFD,

For the most part, the contradictions which emerged in the first
year of BASIG did not seem seriouvs. The tendency to become a
kind of catch-3al1l project was checked bhecause the organization
held so strongly to the precept that our main business was
developing agricultural enterprises of significant secale with
numbers of equity shareholders and owners. Later on, some of the
early tendencies became more of a problem. Rut in the first
couple of years, we were more interested in the positive
surprises. The successes were rewarding to « staff accustomed to
frustration. We were often surprised by the degree to which
short, "surgical", low-resource inputs could make big
differences. We were also seeing how well the more subtle level
of RASIG type services fit the environment (the extent to which
BASIG was a catalyst service, or a brokerzsge service for
example).

We had been convinced, as are most practitioners of development
work, that one of the major errors in development to date had
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been the underestimation of the amount of time it takes to
accomplish anything.

The Business Advisory Rervices Program seemed to indicate in its
first couple of years that certain kinds of problems are solved
in an extraordinarily short amount of time. We also tend to take
the view that an integrated approach is the only insurance
against project failure, that one must take a systems view, and
that it makes 1little sense to attack only one symptom without
looking at the entire system which may contain hidden problems
which ultimately threatern the whole. By contrast, the Business
Advisory Services Program indicates that a few days' work of a
surgical, of minimal-intervention nature, doing just a 1little
bit, will often solve serious problems, basic bottlenecks or
stalls in the system. Providing the glue, the knitting together

of loosely-structured fabric, can make all the difference with an
existing project.

A1l in all, the first vear of BASIG was very positive. Certainly
the work we did for and with other PVOs had a significant
multiplier effect. The smaller interventions, even those where
fixing a v-belt led to other things, were still a tiny part of
the expenditure. At the least they helped a few folks out, and
at the most may have made significant contributions.

George Metcalf, Technoserve's fenior Vice President at the time,
summed up BASIG's contribution by the third quarter of 1079 as
follows:"

" Gregg Wiitala (Technoserve's Ghana Program Jirector at the
time) estimates that our work with PVOs in Ghana resulted in
their receiving under the FAAD project, grants totalling some $3
million. Given conditions in Ghana, the BASTG program not only
seems appropriate for Technoserve, but extremely valuable to the
PVOs receiving assistance. Total number of people benefitting
from Technoserve's work with these organizations is incalculable,
but must be regarded as very significant. A1l of the activities
I have checked on in the files relate t> agencies whose own
project and activities are in accord with our corporate purpose
and project criteria. Their capability is considerably less than
Technoserve's in almos: all cases, and tleir vulnerability in
attempting to operate in this environment is much higher than
ours. Technoserve therefore is providing a very valuable service
in favor of the U.S. foreign assistance program by facilitating
to the extent humanly and organizationally possible appropriate
evaluation and provision for services to PVOs to make good use of
the funds they receive from FAAD and other donors worldwide."
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Chapter III

The Business Advisory Service Concept Moves Across Africa to
Kenya. The RAJTR Program.,

The BAS concept, tailor-made *¢ fit the demand in Ghana was not
originally seen as something to be adapted ts other country
programs.

But the Ghana experience was making the BRAS concept look to some
in the organization 1ike a candidate for other countries and
roles. From a broad corporate mission perspective, the RAS
program made it possible to test the waters in new commodity
areas and new community enterprises at low cost and low risk. Tt
was thus a mechanism to seed and identify new projects. This
potential was becoming more attractive to Technoserve as it
deepened its understanding of the tricky nuances of the
enterprise development process, particularly the matter of
community commitment to the enterprise.

The long term viability of a3 community based enterprise depended
greatly on the degree to which the community participants and
owners really had a stake in the enterprise (either through their
labor or their money or other resources), ITn a start-un
situation, there are many small steps to take before a new
venture begins to look 1ike an enterprise to which people might
want to attach their hard earned equity. Sueh ventures are
perfect candidates for a Business Advisory Service. And through
the Business Advisory Service kind of assistance, Technoserve has
a chance to take a much more thorough look at whether cor not the
apparent commitment of 2 group to a venture is real.

The BAS concept also began to show its value for the internal
cohesiveness of an organization like Technoserve. As a training
vehicle it was invaluable in that it gave new staff or staff new
to a country a variety of experience in relatively short time.

Eventually we began to see the BAS concept as a way to explore
Technoserve's entry into a new Country. Tt had clear advantages
over the old ways. Tt is 3 mechanism which allows results to be
seen fairly quickly. This is important in establishing
credibility in a new country. Tt also is a protective coloring
in that the profile is low, the extent to which one's neck is
sticking out is limited. Where politics are unstable, this
characteristic is helpful. Fxpectations on the part of local
officials can also he held in check until such time as the
organization has its feet more firmly planted locally.

Finally it is a way to nold the organization together in "bhad
times", bad times being a situation where appropriate mainline
projects cannot be located, or if found, cannot be funded or y
staffed. This can result in existing staff being short of work.
As a strategy to keep a program going, when conditions for
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full-fledged enterprise work are not right, the Business Advisory
Service is a way to lay low until times improve.

In 1980, when one of the Techrioserve's expatriate staff members
in Ghana was moved to Kenya, he brought the RAS concept with him.
Kenya staff was not keen on the idea, mainly because at that
time, Technoserve/Kenya's professional staff were fully
committed. The Kenya program portfolio at that time was solidly
community hased agriculturally related enterprises. There was
simply no room for a BAS in Kenya (BASIK = Business Advisory
Services in Kenya).

Nonetheless, the BAS idea was encouraged by Mike O'Donnell, who
had worked with it in Ghana. Through a questionnaire it was
determined that there might indeed be a need for such services in

Kenya in such 3 way that Technoserve's overall Kenya program
could be strengtheried.

A BASTK project came into being in Kenya in mid 1081, Tt was
seen initially as a mechanism through which to transfer our
project experience and management capabilities to other
development entities locally.

The markets for BASIK were ranked as follows:

1) - other enterprise development organisms and organizations, 2)
organizations which had as their goal the improvement of living
standards and 3) the service sector for number 1) and 2).

A. BASIK'S WORK WITH BOTH TNTERNATIONAL AND LOCAL PVOs.

Like the origina?l program in Ghana, when BAS was applied to other
PVOs it proved to be relatively free of the contradictions we
have discussed earlier. (Those appear when the Business Advisory
Services concept is applied directly to beneficiary groups
themselves; community enterprises, local businesses, small

associations of one kind or another.) Here are some examples of
BASIK's work with PVOs.

Foster Parents Plan

Technoserve/Kenya reviewed Foster Parents Plan's guidelines for
assistance to small enterprise projects. This was a one davy
review of a set of documents with an eye to adding the benefit of
Technoserve's experience in the field. Specific details of the
FPP guidelines were commented on and certain changes in emphasis
were recommended.

CARE/Kenvya

TNS/Kenya reviewed a proiject proposal on goat raising as a
women's income generation project for CARE/Kenya. This
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assignment involved several discussions and visits between staffs
over a period of months. Technoserve made specific
recommendations based on its expertise and experience with both
enterprise development and livestock as a commodity. Here we
acted almost purely as consultants. Several aspects of our
advice were not acted upon.

Church World Service

Church World Service asked for BASTIK assistance in analyzing
three potential candidates for their project support in Uganda.
Because of the nature of the projects and our previous experience
both in Uganda and in that commodity area, we were able to be of
some assistance,

Meals for Millions

Meals for Millions asked for RASTK assistance in helping them
recruit a director for their Kenya Program.

PACT (Kwaho)

PACT (Private Agencies Collaborating Togetlter), a U.S. based
consortium of PVOs requested BASIK assistance on behalf of one of
its clients in Kenya- a3 Kenyan PV0O called KWAHO (Kenya Water for
Health project). PACT was supplying part of KWwAHO's funding and
wanted BASIK to help KWAHO to set up a financial planning and
reporting system, which led in turn to other work for the
organization.

These kinds of interventions are small bhut they represent an
important step away from an old syndrome among organizations in
development, the unfortunate habit referred to as "reinventing
the wheel". Through RASIK, Technoserve has been able to offer
other ormanizations the benefit of specific experience as well as
help strengthen some of these organizations.

B. BASTIK'S WORK WITH COMMUNITY GROUPS- A QUESTION ARISES ARQUT
DEPENDENCY

Removad from the actual day~-to-day work in development it is
easy tc talk about dependency as the key reason for the failure
of many development projects. Theorists talk fairly easily about
the need for the conception of projects, and the motivation for
carrying them ont, coming entirely from the grassroots; we are
warned about the dangers of doing things for people. Tdeally we
would all like to find a formula to avoid dependence. Rut in
practice the lines are not so clear hetween creating dependence
and helping.

For Technoserve, again, our main line of work was seen as fairly
clean in this regard. Ry carefully selecting enterprises which
had demonstrably strong motivation and commitment, by ensuring
that the transfer of skills was resl and lasting, we had
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developed some keys to reducing dependence on our outside
assistance. But BAS, because of the non-interventionist aspect,
and the deliberately short term of work associated with it, could
not avoid an accusation of dependence. We were in fact very
often doing things for others, and e =»n when we began to try to
do short term training under BASIK, it was still too short to
produce clear-cut lasting results. The daily dilemma is of
course that the needs are often so great that one does not stop
to think about this issue, nor perhaps would it always bhe
anpropriate to do so.

Here is a letter to one of TNS/Xenya staff members following a
speech which our staffer had given about our main line of work:

"Dear Mr, 0'Donnel?,

T was among the participants of the Action Aid Kenya Senior
Staff conference at Kanamai when you delivered a speech
there... Your lecture stimulated me to develop a very high
level of confidence in your policy of doing the work in a no
nonsense style rather than the common ineffective way of

rendering advice while standing aside with both hands in
your pockets."

The original limits of the BAS concept are thwarted constantly by
the TNS practice of "doing the work in a no nonsense style" - g
practice that results not merely from a compulsion to keep one's
hands busy, but out of the reality of working with structures
that are missing so many essential parts. Tn order for progress
to be made, these nuts and bolts kinds of things have to come
from somewhere. The situation is roughly analogous to the
mechanic being called to adjust the carburetor in a vehicle and
discovering that the battery is dead. Before he can proceed he
has to charge the battery. 1In this way we found ourselves
filling in gaps with whatever is needed, whether it fits the
mandate strictly or not, or whether it appears likely to create
dependency or not. 1In the final analysis we did not worry too
much about the issue, since many instances of "dependency" seemed
to be unavoidable, and even at times, a necessary part of the
development process.

SALTLICK

Here is case where BASIK performed a subtle legitimation funetion
as well as an actual service. A local PVO, the Semi Arid Lands
Training and Livestock Improvement Centres of Kenya (SALT LICK)
made an informal request for Technoserve assistance in April,
1983. This group wished to acquire a ranch to use as a training
site, but of course had no funds with which to do this. The
group reeded help to raise money.

Geoff Burrell of our Kenya staff went up to the offices of SALT
LICK at Mutara. As a result of his visit, the group made 3
formal request to Technoserve under RBASIK. The group saw us as
able to put together the appropriate data and supporting
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documents to make a coherent proposal for fund raising with which
to acauire one of several possible ranches in the area. We
agreed, under BASIK, to study the ranches and put together the
funding proposal. 1In addition, we agreed to present the proposal
to Ford Foundation and Barclays Rank among others on behalf of
SALT LICK,

Typically, such an arrangement leads to a greater involvement
than originally anticipated. Resides the expertise needed to put
together and write the original prooosal, Technoserve also had
the logistical and clerical ability to reproduce and file these
proposals, additional roles it took on once it was clear that
SALT LICK did not have those capacities. From 1083 to the
present, Technoserve therefore also became a de facto clerical
service for SALT LICK. On 3 regular basis, the head of the group
would write to Technoserve asking for copies to be prepared and
forwarded. For example, a July 11, 1085 Jetter asks:

"Could you please prepare for me four SALT LTCK proposals
for me to collect on 22rd July on my way to Furope to meet
donors."

We see Technoserve, under the BASTK rubric, playing many roles.
First legitimizing the Rroup's plans by fleshing out its concept
with data and solid argument, then writing its proposal, then
lending credibility by introducing the proposal and acting on the
group's behalf (brokering); then by acting as an implied
guarantor for the group by appearing to stand behind it. The
actual services included the feasibility study and research
itself, as well as keeping the proposal on file, reproducing and
binding new copies as needed by the group.

Limuru Foys Center

Limuru Boys Center is a non-profit agricultural school! near
Nairobi which brings in as students a highly motivated group of
poor boys selected from all over Kenya. BASIK was asked for help
in devising a stock contrel system, developing financial
projections and installing an accounting system and training
personnel in its use.

Here is a case where the BAS concept has worked out ideally.
Technoserve input has been minimal, as intended, and even though
Limuru has been a repeat client over a period of 2 years or so,
there is real transfer of skills taking place, and 1ittle or not
dependency. The stock control system, once learned, remains in
place and contributes to Areater efficiency of the institution.
The value of financial projections is now accepted by key players
in the school. And the new accounting system has taken hold and
works. One of Technoserve's accountants makes a repeat visit
every month or so, for as little as 20 minutes or a half hour, in
order to monitor the new system and assist with any questions.
These visits are being phased out as it becomes clear that the
school parsonnel handle the system well. Limuru and RASIK worked
well together in part because Limuru personnel were clear about
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their needs, were committed and motivated to 1learn.
Missionaries of Charity

One of Technoserve's first RASIK projects in Kenya was for the
Missionaries of Charity on a two-acre plot of land 20 kilometers
from MNairobi. This plot was overgrown with weeds and very poorly
maintained, and the Missionaries of Charity were extremely short
of funds and could not get funding for the small center that they
had established there for destitute and retarded children. There
was a well, but it was not functioning. The Missionaries of
Charity had hoped to get 2 grant to begin some construction but,
very simply, construction was not possible at the site because no
concrete could be poured without 3 steady source of water.

Technoserve put in a pump, fixed up a pipe system with drainage,
and almost directly as a result, a half-million dollar donation
for construction was made possible. Here is a4 case where a small
intervention of short duration was all that was needed to break
the bhottleneck.

C. SOME BASIK CLIENTS RECOME FULL SCALE TECHNOSERVE ENTERPRTSE
DEVELOPMENT PROJECTS.

In the six years to date of the BASIK program, seven, or 5% of
the total clients assisted (137) became full scale Community
Based Enterprise projects. For these alone, the project can be
said to be justified internally.

Ilkerin

Tlkerin Loita Integral Development Project is an example of 2
BASIK client which bhecame 2 major long term project for
Technoserve. Through a Dutch Volunteer, Technoserve originally
was requested to help in repairing a water pump and generator on
the ranch associated with the project. At the same time, through
another local PVO we learned that the project was having
accounting and financial planning problems, and was in need of
advice on their livestock rearing program.

The project, originally set up by the local Catholic Diocese, was
established to improve the 1lives of the local Masai people in the
Loita Plateau. From 1973 on it had been supported by a2 Dutch
Catholic PVO (CEREMO). The project's principal activities were a
local store for consumer goods, a store selling farm inputs, a
dairy co-op, a tannery handicraft production unit, and a 2000
acre ranch which raises improved Sahiwal cattle for sale as
breeding stock.

Under BRASIK, Technoserve was able to get to understand the
dimensions of this complex project and see clearly where it could
be of use and estimate what would be required. Having engased in
a relationship initially of 1imited tasks and duration gave
Technoserve the chance to check on the realities behind the
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problems manirest in the initial request. When Technoserve
approached the group with its recommendations for a full
intervention, it knew what it was talking about and had a plan
which was based on 3 realistic assessment of the needs.
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Chapter TV

Business Advisory Services in the Present Day African Context.

The last two chapters have heen a description of the Technoserve
BAS experiance in two countries in the early years of the
program. We have touchad upon a few contradictions which our
experieince brought out. These were discussed mostly in terms of
their relation to Technoserve's overall program; the perspective
was largely an internal one. The larger external perspective;
the value of a Business Advisory type of service in Africes and as
a necessary part of the overall development process, is now
needed before we proceed with this study. This chapter puts the
concept more interpretatively into its larger context.

The idea of offering business advisory and related services to
local PVOs (NGOs) and small community groups - i.e., to the
grassroots directly, is more revolutionary than it may seem.

First of all, such services and the skills behind them have
traditionally been offered by the "big boys" in development, the
World Bank and other multilateral and bilateral organizations.
Likewise, they have employed those skills in the service of big
clients - in effect, whole countries. Budgeting analyses,
feasibility studies, commodity sector studies and the like have
been conducted at the macro-economic level.

As these development agencies began to lose faith in the presumed
inevitability and ubiquity of the "trickle down" of the benefits
of such large scale interventions to the poorer people of the
developing world, they sought wavs to make their moneys and
programs berefit poor people more directly. Not surprisingly
they encountered problems.

Especially when they tried to create and foster intermediary
institutions which could guide the process, the multilateral and
bilateral agencies discovered enormous gaps and missing links.

For example, in the World Bank's efforts to create lending

schemes for small and medium scale enterprises, gaps like the
following were noted:

- The institutions involved lacked motivated personnel needed
to analyze the potential of the enterprises.

- The institutions involved lacked the capability to develop the
technical assistance needed to approve decisicns on

everything from loan collateral to equipment selection and
sourcing,

- The institutions involved tended to be too centralized.

- The institutions involved tended to be too politicized.
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A recent major report from the World Bank sums up these and other
problems:

".. help for small enterprises should not be confined
strictly to the provision of finance. Tt was believed that
small enterprises suffered not only from a lack of access to
finance, but also the ability to effectively utilize any
finance should it be made available. They needed cuitable
technical and managerial assistance to prepare projects for
investment and overcome operating problems."

"Since the Rank principally provides foreign exchange the
help offered usually consisted of financing a number of
foreign advisers to provide technical assistance to small
enterprises. However, there is clearly a 1imit to the amount
of assistance that such expatriate advisers can deliver in a
cost effective manner and the absorptive capacity of
recipient institutions. There is also a clear dilemma if
advisers confine themselves to an advisory role and insist on
working through their 1local counterparts, then their
effectiveness will depend on the quality of the counterparts.
On the other hand, if the advisers operate independently,
they may achicsve more effective results in transferring their
knowledge and experience to a limited number of small
enterprises, but after they leave, l1ittle remains other than
improvements in the small number of enterprises they helped
directly. Yet another problem is a tendency for expatriates
to overstay. This prevents possibilities for loecal staff who
could have the capacity to take over, and the most capable of
these people may become frustrated and leave... Finally
expatriates are both expensive and unable to understand local
conditions quickly, which makes their use very expensive for
SSE programs, which by their nature should be low cost
operations in order to be reproduced on a large scale. Tt is
clear that the Bank, as it is currently organized, does not
have any comparative advantage in this role." (p. 33 in J.
Levitsky, Review of World Bank Lending to Small Fnterprises,
Sept., 1985.)

It is not only the '"'>r1d Bank which has no capability in the role
of advising at the grassroots level, but most large development
agencies,

Because the experience thus far in providing solid technical
assistance further down the scale has been fraught with problems
for the World Bank, its report is not sanguine about finding a
successful model of how to accomplish such a goal. For example,
in three countries the Rank experimented with setting up "service
centers" which were expected to provide training and technical
assistance. The Bank concluded that:

"... five years after.., it is still too early to judge
whether they have fulfilled expectations. Moreover, all
evidenca of other multilateral and bilateral funded service
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centers (in Pakistan, Kenya and Turkey) shows them to be
costly investments that are grossly underutilized."

Clearly the Technoserve RAS program has something to offer. Tt
1s very much ir. iine with the Bank's concept of a service center.
From the point of view of the assisting organization, an
operation like RAS overcomes many of the problems the Bank has
cited, providing the service is founded on an organizational base
such as Technoserve has. The BAS service has been
non-political, non-profit, largely staffad by nationals who are
permanent staff members of the organization and experienced in
their specialty as appliied to grassroots elients. Finally, it has
been low cost, and relatively highly used.

Secondly, from the point of view of the recipients of the
assistance, they are betier served by a BRAS type of mecdel than by
anything the Rank has tried. 1In order to understand that we need
to examine the current circumstances of community proups, smal?l

farmers, small farmer co-ops and associations and other technical
assistance "targets".

There are two relatively new circumstances at the African
grassroots which seem to be rarely acknowledged in general
discussions of the developmental dynamics of the continent.

1. The formation in the last 10 to 15 years, of local aroups,
associations and other juridical entities which are in existence
either to help others develop or to directly develop local
elements of the economy themselves.

2. The general effect on local 1life and expectations, of over 20
years of the active presence of what could be called the
development industry, a phenomenon that increasingly can be said
to be a kind of backfire effect.

These relatively new circumstances should in theory answer the
need for greater integration of the grassroots with the rest of
society. TIn fact, they often result in further disintegration.
Hence the need for a type of business advisory service, with a
broad range of functions, is greater than ever.

A. THE CORE PROBLEM IN AFRICA - LACK OF INTEGRATTON OF SFECTORS.

The dynamies of much of Sub-Saharan Africa today can be l1ikened
to a kind of reverse synergism., TIn synergy we expect that the
whole will be greater than the sum of its parts. Tn present day
Africa, the reverse is more often true - the sum of the parts is
greater than the whole- the parts added together still do not
constitute an integrated whole. Many of these countries can be
said to be essentially unintegrated. There is no Single system.
There are many different parts within the system. They rub
against each other without connecting, like tectonic plates
underneath the surface of the earth, each from different
geological eras and composed of different strata. Thus (to
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switch metaphors) when one talks about the "fabric of society",
that can be said to exist only in some abstract large cultural
sense. More likely, in down-to-earth reality, a typical
Sub-Saharan African country is a conglcmeration of many different
pieces of cloth, all of which together do not constitute a
fabric.

To the extent that the nation holds together it is held rather
thinly. 1In part, a "nation" in sub=~Saharan Africa is held
together by inertia; having been constituted as states upon
independence, many new African nations hang on to nationhood by
force of habit, aided by such abstractions as a constitution,
and/or the seemingly flimsy symbolism of a name, a flag, a
currency, a postage stamp, a national airline. Time has also
reduced the options for change available to existing nations.
Generally, the status quo as of 1070s has become more fixed
because surrounding nations and the international system of
geopolitics now permit less encroachment, and wars of secession
(Katanga, BRiafra) seem not to have worked. Tnternal strife can
continue and erupts, bhut eventually things settle down and the
ante bellum entity is reconstituted. Tn any case, people's
references in every day 1life are narrower: more likely to be
family, tribe, region, town, village.

In these fragmented entities, there are threads which weave their
way through society, not so much integrating the parts as Ssimply
making some connections between them. The thresads which seem to
be almost universal in Africa are those which answer the need of
people to make connections to the mainstream world of the
monetized, market economy which increasingly pervades even the
remotest parts of the continent. A common one that seems to work
well is that which forms the informal {sometimes underground or
even illegal) economy. Variants of that thread are smuggline or
the semi-legal labor market. Threads 1ike these, for many
people, answer the immediate need for one key to that mainstream
economy - cash income. This set of "informal" or undereground
threads seems to work quite well and efficiently, often more so
than parts of the official or formal economy.

B. THE RISE OF THE DEVELOPMENT INDUSTRY AND THE GROWTH OF LOCAL
GROUPS.,

The set of connecting threads that interests us here is a little
different. It does not work quite as well. Tt is above ground.
It is comprised more of groups than of individuals. But it
arises from exactly the same need to connect to the mainstream
market economies. This is the development industry; probably
the only continent-wide industry.

In the short space of no more than 20 years, there is now hardly
a village in Africa that has not been direetly touched by some
part of that development industry. 1In some African countries
(e.z. Kenya , Ghana) there are hundreds, if not thousands of
small communities that have had direct contact with outside

~PT



"development practitioners". A very large percentage of these
have been private voluntary organizations. These PVOs or "non
governmental organizations" (NGOs)Y, as they are referred to in
Europe and the Third World, have been most adept in reaching the
village level. They are also the growth sectcr of the
development industry.

Such NGOs alone now account for 10% of total development
assistance. Estimates today indicate there are at least 2000

such organizations channelling assistance from the first to the
Third Worild.

But of much more importance is the rate of increase of local NGOs
In the Third World itself in the last decade; that is NGOs formed
locally by and for the indigenous people. These reach directly
to even more thousands of communities., Various estimates
Indicate that there are now between 10,000 and 20,000 local NGOs
in the developing nations. In Kenya alone, the growth of what
one observer calls "local associative structures" has heen almost
fourfold in the last 5 years (from about 100 to over 370 in
19RR).* (¥see p. 4, Hendrik van der Hei jden, "Developmental
Impact and Effectiveness of Non-Governme-tal Organizations: The
Record of Progress in Rural Development Co-operation", NECD,
Paris, 1085,)

Though in the short term, there has been surprisingly little
measurable economic impact given the size of this vast movement,
it is of greal importance in the long term. The evolution of
such local groupings and their connection to the development

industry probably constitutes one of the major forces for change
in Africa.

Particularly for the poor and uneducated, access to the political
and economic system hus become more and more an arcane
construction of luck, personal clout, and above al1l knowledge.
The system, now, is not the tribal seat, which local people could
see, know and understand, but somathing relatively unknown and
far away in the capital city. Because these new "associative
siructures" are not out for private gain, they can act as
protectors by getting the poor into the system. The danger is
that if they are unable to accomplish this bridging function,
there are plenty of actors around who want to and will prevent
it. As one development worker has put it:

"Others with a 1little more education, knowledge and
experience of how things work - how to ohtain credit, who to
see to get a permit, what to do about transport, how much to
pay in bribes- would soon take over, and no ore would stop
them." ##(%¥* n 12 Millwood and Gezelius, "Good Aid" A Study
of Quality in Small Projects" SIDA 1085.,)

We are also becoming aware of the actual costs for poor people on
the margins of society who do try to gain access to the system.
People have to pay for gifts to officials, (not always easy to
characterize as "bribes"), they have to pay for transportation to
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get to the systenm, they often have to pay a scribe to fill out
forms for them, and there is also the opportunity cost in lost
time that these efforts take. Some studies of small loan
programs for example, suggest that these "transaction costs" of
trying to do business with the system can often equal or be
greater than the interest that small farmers will pay on their
loans.

But, the process of helping others gain access to the system, not
to mention the progress of local development projects themselves,
whether run by outsiders or by the people themselves, has not
been going along very well so far. The fact is, that once many
of these local Aroups are formed, they lack the necessary
know-how to do what they set themselves up to do. They do not,
for the most part, know how to take the next steps.

The most basic need for these local groups is to learn the nuts
and bholts of management; habits like an accounting and
bookkzeping system, so that one can follow the money one is
charged with and make decisions about its use; a knowledge of
planning, a sense of what to do to hire someone, an ability to
administer and maintain a system that has in it things (like
vehicles) which break down. These habits are learned. We take
them for granted. But one of the great hidden problems of
Africa, especially with this important sct of connecting threads
that is a key to grassroots development is that thousands of
these "local associative structures" lack these habits.

By learning these habits such groupings can play an tmportant
role in African development. Tf the nation state system is to
grow and mature in Africa then eventually more and more people
must have a regularized connection with the structures that exist
in the mainstream market economy; a connection that can be
counted upon to be accessible by right of one's citizenship alone
rather than simply because of a tribal or family connection.

This impersonal nexus eventually would partially replace the
personal one if the system is to evolve and grow along the lines
that we associate with economic growth.

For good or bad that is the direction that the people of the
continent want %o move in and they at this point can do no more
than grope along the path tuwards it. The present jury rigged
connections that people make (combinations of the impersonal and
the personal nexus), however we may marvel at their ingenuity and
innovative "craftsmanship", won't do. They continue to keep the
majority removed from the structures that be, and grant them
little control over their limited resources and 1ittle access to
the sources of growth.

In order to gain that access, the people do not so much need
others to come in and "raise their consciousness" as much as they
need a map and an honest broker. Tn spite of the growth in
numbers of local NGOs, they haven't yet been able to play that
role.
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Many local NGOs and organizations were really set up and
registered as formal groups or projects so that they could have
Juridical status and thus be in a position to accept funding.
This is not to say that they do not exist to sincerely help
others, but that no thought has been given to how to do it.
Often they register, set up committees, hold meetings, elect
officers and then sit dead in the water. Because they lack any
c'ear cut plan or set of objectives, they do not 4o well in
attracting funds.

If the absence of management skill is so great among the educated
peuple who form many of these groups, it is even greater among

those who are the members of community groups and rural community
enterprises.

C. LOCAL COMMUNTITY GROUPS, ASSOCTATIONS AND NGOs NEED A BAS TYPE
SERVICE THAT HAS NO STAKE 1IN TPE SYSTEM,

For those on the margins of the system (and in Africa, the
marginals are the majority) who seek to connect with both a
mainstream "wor1d" market and a modern nation state, there is

not much hope, in tha short term, that they can themselves learn
the skills which will enable them to get around. The hope in the
short term is that honest brokers will guide them. These honest
brokers can either be the loecal associative groups themselves
(which need to be taught the discipline and control of management
and thus are likely clients for the RAS) or the outside Business
Advisory Service, as provided by an organization 71ike
Technoserve, which can act as the honest broker directly on
behalf of the poor.

It is important to distinguish hetween traditional "brokers" in
the system and this new type we are talking about. The
traditional broker exists everywhere, but in fact is as much a
"gatekeeper" as a broker. These gatekeepers of the bureaucracy

can use these inefficiencies of the system to keep out those they
wish to.

There need to be brokers who know the system; know how to get
around in it, but have no stake in that knowledge~ who do not
sell it for a fee. This brokering service with its map, can
take a group of marginal people, and accomplish a seemingly
simple task like registering a group of farmers as a cooperative,
something which is as easy as filling out a form in this country,
but in the Third World, can in fact be close to impossible if the
system succeeds in intimidating you. BRut we also mean
"brokering" in a much larger sense. It can mean several subtle
but important other functions, such as acting as an agent, as a

guarantor., as a legitimizer, or a lender of credibility to a
group.

The Business Advisory Service has, at its core, this hrokering

function. It needs to be seen in the context we have depicted
above. 1In the most neutral sense, it is what it says it is,
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merely a service. But through its catalytic function in the kind
of environment which exists in Africa, it is an essential
ingredient, 1Tt 1is an unglamorous, almost pedestrian kind of
intervention, but critical nonetheless.

D. THFE NEGATIVE SIDE OF THE GROWTH OF THE DEVELOPMENT INDUSTRY -
THE BACKFTIRE EFFECT = CAN WRAREN A BAS TYPE SERVICE.

The need for a RAS in Afriecs is great. But operating such a
service is highly problematic. One problem is the bHackfire
effect of the growth of the development industry and the
accompanying local associative grouns.

The broadened reach of the development industry has increased the
awareness by rural communities everywhere that a development
industry exists and that it can, first and foremost provide
THINGS: money, food and other commodities. This impact is
palpable. (Interestingly, this is one impact that is barely
acknowledged in the literature on development.) No one who has
worked in development assistance in the Third World recently can
deny that people's expectations of outsiders have been shaped by
years of such assistriice.

In short what has happened is that people now expect Things
rather than Skills. Sadly this effect has been created by those
who now wish to see self sustaining entities in the developing
world, and it is skills that create such entities, not things,

The core of the problem for the Business Advisory Service, a
service which does not give away things is the difficulty of
overcoming expectations about things, When what one has to offer
is knowledge or connections or advice.

-31-



Chapter V

A Typology of Business Advisory Services.

As Technoserve's Business Advisory Service has evolved, it has
become more difficult to categorize. It is a service by
definition; but, is it management services? Financial services?
Is it even development? Tgs it community development? Ts it
working at the gzrassroots in the usual sense?

Business Advisory Services is difficult to place because it is 3
new kind of animal. Tt cannot be thought of in the Western sense
as purely and simply the service sector and, in the Third World
sense, it is not the community development sector or grassroots
development sector because of the short duration of the
intervention. Part of it is clearly a nuts-and-bolts service (or
a repair service) for groups which have started out wrong or have
gone wrong--a group with energy and ideas but no mechanisms for
implementation, or with no control of finances, or no knowledge
of how to take the next steps, or a group which has decided it
needs something that, in fact, it does not really need, or needs
something it is unaware of needing.

Mike O'Donnell, Technoserve's first BASTK manager in Kenya says:
"Busdiness Advisory Services appears not to be very innovative
because it is so nuts-and-bolts oriented. Just in the same way
that firemen don't get credit for putting out fires, it is hard

for people to see that a Business Advisory Services Program is
significant and important."

The way to convey that is by showing the different possible
functions it does and can perform.
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A. ACTUAL SERVICES PERFORMED.

Between 1979 and 1985 the two RAS projects, BASIG and BASTK,
provided services to a total of 242 separate projects/clients.
(In addition there were repeat services to those same clients.
That number is not included in the 242 )

Table T
New Projects Assisted
1979 1980 19R1 1982 1082 1984 1085% Total

Ghana 29 na (total new projects R1-85 =66) 105

Kenya na 2 27 27 29 26 26 137

* 1st half of 1985, Number of projects which became full
Community Based enter-prise Projects after assistance
under BASTK is 7 (5%)

We have data from both Ghana and Kenya for 1981 through the first
half of 1985, During that period BAS services were provided to
clients of the following type:

Table TIT

Business Advisory Services Client Type
Ghana
Number per year

17081 1682 1083 1084 1985 Total

Private enterprise 2 - - 1 2 5
Community owned enterprise 5 5 h 3 2 20
Community group 2 3 R 5 5 23
Local PVO 2 - 1 - 2 6
Local training or educ.in-

stitution - - - - - -
Local social welfare or de-

velopment institution - - - - 1 1
Government body 1 - - - 1
International organization - 1 - - - 1
Local association 3 - 1 2 - 6
International PVO 1 - - 2 - 3
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Table TTI
Business Advisory Services Client Type

Kenya
Number per Year

(Represents no. of new clients per year- Does not include new
service to old client)

1980-1981 1082 1983 108y 1985 Total

Private individual 2 2 1 - - 5
Private enterprise - 3 3 2 - !
Community owned enterprise 7 1 5 1 2 16
Community group y uy 3 8 R 27
Local PVO 1 R y 2 1 11
Local Training or edu-

cational institution 2 P 3 2 12 12
Local social welfare or de-

velopment institution 1 1 2 2 3 9
Bank 1 - - - - 1
Government body uy 1 1 2 2 10
International Organization - 2 1 2 2 7
Local association 1 1 1 2 - 5
International PVO 1 It 3 2 5 15
Savings & Credit institution 5 ? 2 1 - 11

The variety and distribution among the types are greater in Kenya
than in Ghana. There are two reasons for this difference.

First the environments are different. There are, for example,
many more international PVOs, organizations, and local PVOs in
Kenya than in Ghana. Secondly, the skill distribution on staff
is different in the two country programs. In Kenya, for example,
we had more accounting and financial skills than in Ghana. This

led to our working on a number of Savings and Credit institutions
as BASIK clients.

The actual services performed in these cases divide up fairly
well among the seven categories for which the BAS concept was
originally approved by the Management Committee. Breaking these
down a little more finely we can show the services performed in
both Ghana and Kenya in the following table:
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Table TV

Actual Service Performed

1981 1982 1983 1084 1985

G K G K G K G K G K

Aceting Systemjinstall & Train - 9 - X -7 Loy - 8
Mngmnt System (Job definition,
job costing, admin structure 1 8 1 R 12 - - - -
Specific training assignment in
Accting or Mngmnt 1 2 - - - - - 3 - 1

Internal audit - 1 - 1 - 1 - - - 1
Analysis of operations - 3 - 2 - - - - - -
Analysis of existing aceting - 1 - 1 - - - - - -
Analysis o€ market - 1 - 1 - - - - - 1

Recruitment of personnel 1 1 - 1 1 2 - 1 - -
Fngineering 3 1 - 2 1T 3 1 0 - 1
Sourcing, procuring,locating 7 2 h 3 9 - 2 3 b 2
Project feasibility study - n - 5 2 R 2 2 - -
Project business plan analysis - - 1 3 - 5 1 1 - 1
Review fundraising proposal - - - 2 - 1 - 4 - 1
Rewrite fundraising proposal - - - - 3 - 2 - 5
Facilitate fundraising 2 - - - 8 2 - - - 1
Sector analysis - 2 - 3 1T - - - - -
Concept paper - ? - - - - 1 - -
Contract negotiation or

other legal service 5 3 3 1 & 1 2 - b1
Seminars/meetings - 1 - 1 - 3 1 1 - 2
General advice 1 - - 1 - U 1 5 - 3
Pre-project organizing - 2 - 7 - 7 - 12 <

But there are two levels of function and many of the Technoserve
Business Advisory Services projects embody those two levels. The
first is the nominal function, as reflected in Table TV above,
such as help in solving legal questions, or help in registering a
group as a cooperative, or help in designing an accounting and
bookkeeping system.

The second level is the underlying function which is very often
the critical factor that is missing in an organization or group's
composition. This underlying function may also indicate
something about what is missing in the relationship of groups to
the rest of the elements in their society - keys to integration.
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B. STX DIFFERENT CATEGORIES OF UNDERLYTNG FUNCTION.,

1. Tnformation and Knowledge

The first is information and knowledge; that is, generally
speaking, providing knowledge that is of a critical nature to a
group that is either too new, too small, too unsophisticated or
generally too inexperienced to have it on its own.

In practice this can mean reporting on conditions,"ﬁrovidinq
commodity expertise, reviewing policy regarding a particul ar
strategy, conducting feasibility or market strategy studies, etec.

There is an important aspect of this function that we could call
"reality therapy". This is especially important to those groups
which might think that all they have to do is be legally
constituted, acquire an office, a vehicie and a couple of people,
and they're in business. Often what these groups have set out to
do is, in fact, not feasible. No comparztive advantage, say, 1in
its choice of enterprise, exists, and it is of critical
importance, when such groups come to Technoserve for assistance,
that we first ask the key question: "Ts what yen plan to do a
sensible thing?" Tn some instances, we have convinced groups that
the choice of enterprise or the scope of activity that they

wished to engage upon is either not realistic, or will not make
money.

2. Legitimation

The second underlying function type could be called
"legitimation". This is something that is of great importance in
the Third World. Grassroots groups, groups of poor people, even
groups who might be considered middle c¢lass Tack credibility in
the eyes of authorities. They are nct given the benefit of the
doubt in the competition for funds or opportunities to do what
they wish to do, and very often what is needed is simply some
aura of respectability, sophistication or credibility. This is
more than publie relations. 1In fact, it has nothing to do with
publiec relations. Tt is a matter of recognizing that, in many
transitional Societies, modernizing societies, developing
societies, this is a key missing 1ink for those who wish to
integrate into the mainstream structure. The fact is, many groups
increasingly seem to pe seeking ways to horrow legitimacy.

3. Acting as 3 Bonding Agent or Guarantor

Here what is needed is very simply a guarantee that those who
wish to take a chance on a small group with an investment of some
sort or another are going to be taking less of a chance by dint

of the fact that a respectable agency, however defined, stands
behind that group.
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For example, in Kenya, under the BASIK program, Technoserve has
provided that service to the Kenya Laikipia Ranch and Training
Center under the Semi-Arid Land Training and Livestock
Improvement Centers of Kenya program. Here is a letter from

a major international bank's London Head Office, dated July 20,
1984, to their correspondent in Nairobi regarding the Kenya
Laikipia Ranch Training Center:

"Further to my note of 18 July, I have made some initial
inquiries and I found no objection in principle to the

' Development Fund considering support for the proposed
scheme. There is, of course, no commitment to support
at this stage, but T think the committee would be glad
to consider a mix of grant and 1loan support subject to
the availability of a Technoserve study indicating
viability. Yours sincerely....."

4, Brokering

This is a major category of underlying functional service that
Technoserve has found is often critical to small groups trying to
gain access to the resources in developing societies. Brokering
really is a fancy term for providing connections- from
introductions of a match-making sort between grcup and possible
funding source to finding out how & group can locate a particular
commodity that it needs to get itself going, anything from a
waste product such as spent brewer's mash to parts for a diesel
engine, and any guidance through the bureaucratic system,
ineluding any hand holding that may be necessary.,

Obviously, the brokering can also cross over into legitimation,
particularly as what is often needed to grease the wheels of the
bureaucracy isn't solely a bribe, as is often thought, but very
often knowing who to see and having some legitimacy in the eyes
of that individual. An example of a combination of such
functions is as follows:

In March of 1983, when two of Technoserve/Kenya's advisors were
in Mombasa, the management committee of a small savings and
credit society (Harbours Cooperative Savings & Credit Society,
Ltd.) sought out the two advisors and asked for assistance with a
taxation problem which was quite vexing., Their audited accounts
had indicated tax liability of over 200,000 shillings, which they
could not understand. Technoserve agreed to look into the
matter. Examining the audited accounts, they discovered that,
according to the circular on cooperative taxation issued by the
Commissioner for Cooperative Development, the principles used in
the computation of the tax were wrong. Technoserve, at that
point, passed the problem on to the Provincial Cooperative Office
of Coast Province, requesting that they act on behalf of the
savings and credit society.

In June, Technoserve was informed that the Ministry had taken no
action. At that point, Technoserve felt it reasonable to send

-37 -



two of its staff to Mombasa to resume the assistance. The staff
met in June 1983 with the principal assessor of Coast Province
and his deputy. During the course of those discussions, it was
discovered that the tax offi-e hag been basing its assessment on
a different Ministry of Cooperative Development's circular than
the one in Technoserve's possession and, although much of the
content was identical, the critical points of difference were the
source of the excess tax liability.

It was agreed, off the record, that the copy in Technoserve's
possession was the comprehensive and probably the original one,
and again off the record, it was agreed that Technoserve's
interpretation of the circular was correct. However, without
higher authority, the assessor and his deputy noted that they
were not able to change the present calculation base. Still, and
this is critical to Technoserve's role as a broker, they did
agree to refrain from issuing assessments and demands to the
society, and stated that they would refer each succeeding case to
higher authority until the matter was resolved. As a follow up,
Technoserve instituted proceedings to draw the attention of the
Commissioner for Cooperative Development to this problem, so that
the two authorities could meet to resolve and clarify the issue.

Here is another example, this time a mixture of intelligence and
brokering:

St. Julian's Center, a facility owned by the Church of the
Province of Kenya has 14 acres of grazing land which the new
Center Director would like to develop as a commercial farming
activity to serve as a demonstration unit for small-scale farmers
in the area. This is a classic and almost textbook perfect
candidate for the Business Advisory Services Program as conceived
originally by Technoserve.

Here is a local, non-governmental organization of a private,
voluntary nature--a center sponsored by a church--which is to
develop a project that would have impact on local, small-scale
agriculture. This meets our criterion of potential impact on
low-income people. Tt also meets the client criteria of being a
local, private, voluntary organization or of similar type, and
has an enterprise component, is rural focused and agriculturally
focused. Tt also, clearly, has an institutional development
aspect, to the extent that we can help this center become more
able to implement its desired project, that will, in turn, give
it the ability to do more of the same later on.

The new Director comes to Technoserve with the idea of starting a
dairy farm; however, because he is not a agriculturalist and not
a business man, he lacks both the technical and the business
information needed to get such a project going. Following the
request, one of Technoserve's staff member- visited the Center.

The first intervention consisted of a long advice session in

which strategy was decided upon. The Technoserve advisor, a
specialist in dairy, suggested that a low-capital investment
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grazing operation with about 7 cattle would be appropriate. The
Technoserve livestock specialist, with years of experience in
grazing in Kenya, knew that a zero-grazing operation would not be
a good idea, because of its dubious commercial viability without
free family labor and higher technical requirements. They also
discussed potential activity such as vegetables and poultry, and
it was agreed that Technoserve would assist by first finding
appropriate building designs and costing infrastructure such as
fencing, piping and other equipment. Tt was also agreed that
Technoserve would look for the appropriate technical information
on dairying, and convey all that to the Director.

Here we provided intelligence (and some reality therapy) as well
as brokering the connections between needs and sources.

5. Continuity or Follow Up

A fifth category of underlying function is what we might call
"econtinuity" or follow up. This is the least used area, but one
of importance nonetheless. We define it as providing to a group
the ability to assess its own progress. This comes under the
brokering heading in the largest sense, but is really a kind of
making connections within an organizations. TIf one could put it
this way, it is a matter of helping a group connect up with
itself and its own stated goals in a more explicit way.

6. Control

The sixth and most important area--the one that probably accounts
for most of the activity under the Business Advisory Services in
Kenya Program--is control.

Probably the most widely acknowledged general fact of life in
developing countries is the lack of people's ability to control
their own lives. This is a matter that is critical not only to
the small community group, but also to the loecal PVOs and,
indeed, some of the local branches of the national or first world
PVOs. There are obviously political realities involved in the
issue of control; there are some aspects of the problem that
people and organizations can do little about. But there is a
surprising degree of control that ecan be exerted and learned of
the "nuts and boits" sort.

Technoserve in Ghana gave assistance to a major American PVO
which found itself ill-equipped to manage its vehicle maintenance
program, Technoserve helped it to rethink and redesign a program
of vehicle maintenance that would work for it so that its
vehicles could stay on the road, thus enabling it to accomplish
its work. This is an instance of helping a group gain greater
control over its resources.

By far, the largest number of BASTK projects we have done were in

providing bookkeeping and accounting systems. Controlling the
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money 1is, in many cases, controlling the ultimate outcome of the
project. Probably the most garden variety missing link in small
comnunity efforts at self-help, at enterprise, at income
generation, at any kind of grassroots development effort level,
is the lack of an accounting system or overall administrative
management structure.

In the accounting systems work we conducted under BASIK in Kenya
we provided and installed small enterprise accounting systems for
community-based groups whiech had no professionally trained
personnel at all.

One could say that we function as a specialized accounting
firm, with the difference that we don't want to establish a
retainer-type permanent arrangement with our client, but rather
are committed to leaving the client with a functioning system.
We charge little or no fee, and we know the market and the
environment of the small Third World community group. For that
market, we provide a kit. (See Appendix A, for examples of the
elements provided in the accounting area).

Table V, below, breaks down the BAS projects in Ghana and Kenya

from 1981 through part of 1985 along these underlying function
lines:
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Table V

Service Type - Underlying Function

Numbers of projects

81-R2 R1 82 83 |y RS
Ghana K F N
Information & Knowledge U 10 15 12 11 8
a) Reporting on conditions 1 2 ? - - -
b) Providing expertise 5 ? 8 9 ] 7
¢) Reality therapy 1 1 by 1 2 1
d) Policy review - ] 1 2 1 -
Legitimation 3 2 ? f 3 2
a) Lending credibility/image 3 - - n 1 2
b) Polishing image - - - - 1 -
c¢) Lending sophistication - 3 2 1 -
Bonding Agent (Guarantor) 10 E; 2 5 - 2
Brokering 42 9 6 7 5 5
a) Tntroductions/matchmaking 9 1 2 ? - 1
b) Handholding ! 1 - - - -
c) Connecting needs & sources 8 6 3 u 5 2
d) Bureaucracy guide 17 1 1 1 - 2
Continuity (Follow-up) - 1 - - 1 -
Control (accounting/management
systems) 1 13 9 5 A R
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Chapter VI

The Evolution of the RAS Frogram- With Time Some
Contradictions Recome Problems and new Pitfalls Emerge

A. KAPNYAMISA (KENYA): A CASE OF CONTRADICTION BETWEEN TWO
STANCES -~ THAT OF CONSULTANT AND HANDS-ON ADVISOR.

Technoserve in Kenya had heen working with a local PVO called the
Appropriate Technology Advisory Committee (ATAC) under RASIK for
some time., ATAC had steered many of its clieats to Technoserve
especially for short term help in setting up accounting and
bookkeeping systems for small community groups, most of which
were women's income generation projects.

A group of women near Eldoret, the Kapnyamisa Women's Group, had
contacted ATAC whose director brought them into contact with a
new Rritish PVO called Africa Now. Discussions began between the
Kapnyamisa Women's Group and Africa Now regarding a soft loan to
help the group start a posho grinding mil1t. ATAC, knowing of
Technoserve's work suggested to Africa Now that we do a
feasibility study of the posho mill to see whether indeed it
could become viable.

Technoserve, in early 1984, under BASTK, visited the area anc
conducted the feasibility study. On the basis of this study
Africa Now gave the loan to buy the equipment.

This work started off in classic BAS style, with Technoserve
playing the role of provider of knowledge, broker, and
guarantor. Tn effect we had two clients at once, the women's
group and Africa Now. We were acting as the agent of a small,
newly formed, Furopean PVO (Africa Now) which needed to find a
viable candidate as a first project. Tt wanted to be sure it
would not grant money to something that wouldn't work. It felt
vulnerable, and basically unfamiliar with the territory.
Technoserve also inadvertently took on the role of protecting
Africa Now's investment. OQuite naturally, in the course of
providing our expertise and knowledge to Africa Now we had come

into contact with the Aroup several times and got to %now the
situation rather well.

It soon became obvious both to us and to the group that there was
considerably more for us to do than merely take a look at its
plans and give advice. Inevitably our involvement grew. And
since we are looking for potential new agriculturally-related

enterprises with a significant community base, we kept our hand
in.

With the money for the posho mill machinery now available, the

matter of its procurement and installation Joomed next. We made
some recommendations about how the equipment should be installed.
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By early 1085 the machinery had arrived and installation had
taken place. Tnevitably, as soon as a project moved from
planning to implementation, whole new sets of problems emerged.
The group itself now needed help. That need had become urgent,
since now there were day to dav problems having to do with actual
operations. Technoserve could no longer, in good conscience,
stand around giving advice with its hands in its pockets. There
was no other source of help for the group and an implied
commitment had been made to Africa Mow. Stil11l under the RASTK
rubric, Technoserve began {0 take on a hands-on role in the every
day details of this project.

Technoserve Kenya project advisor Mex Xirui and another
colleague visited the project in early March, 1085, The mil1
had been poorly installed and was not working. The Kapnvamisa
group had found someone to re-do the installation. Technoserve
staff met with the 6 committee members and Chairlady to learn of
two major problems. First the delay in purchasing the mill due to
the time it took for the women to raise the shares that they had
agreed to - that is, their own private contributions, and

secondly the installation of the machine by someone who botched
the job.

Alex Kirui's trip memo reads:

"We informed the women that: a) Technoserve would be
representing Africa Now for this project and therefore will
be corresponding between the women's gronup and Africa Now.
b) That as Africa Now representative Technoserve would 1ike
to see proper operation and maintenance of the mill in order
to meet the objectives of serving members and at Lhe same
time generating income. The following things must he
undertaken:

i) mounting and commissioning be properly done.

1i) speeds and pulley sizes bhe adjusted to suit the
requirement.

iii) oil bath on air cleaner, ensine o0il and filter be
changed.

iv) service procedure/schedules be followed and operator
instructed by Mr, Singh to do what is routine,.

v) That the women's group send a request to Technoserve for
accounting systems implementation and purchase of necessary
stationery.

vi) The group emplovs a bookkeeper and that Technoserve be
requested to train the bookkeeper and do the budget.

vii) The group should have a starting capital of shs. 000/
- towards payment of fuel, salaries, parts l1ike oil filter,
grease gun ete."

Technoserve began an involvement with the group that was
obviously leading to something much more than originally intended
under BASTK. We began talking of praduating the Kapnyamisa group
into full project status as a Community Rased Enterprise. The
criteria looked appropriate. We had been involved in getting the
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enterprise going. We did the Teasibility study and had indicated
that the concept could work. The group was of significant size
(us shareholding members) and there is real eaquity in the
entarprise spread among the owners.

We were on the cusp of the dilemma of having to get much more
deeply involved since the very things we had discovered as
lacking are things which the group cannot do for itself or buy
for itself or get from any other source. Tn order be sure of
the success of advice that was, in the first instance, our own,
we needed to become active participants in the enterprise and
take the next steps.

Excerpts from memos tell the story for the next few months, until
June 1985, when the Xapnyamisa Women's Group signed a Letter of
Understanding with Technoserve which officially made this a full
fledged, though small, Community Based Fnterprise under

Technoserve's main project system. This removed it from the
BASIK roster.

Alex Kirui and Technoserve accountant Rachel Mwandia visited the

project on April 25, 1985, Aley' trip memo includes the
following:

"Rachel and T visited Kapnyamisa Women's Group on Monday,
April 22nd. Rachel started training of the bhookkeeper on
Tuesday. The training started with sorting out the group's
income and contributions, both by members and other donors,
and their expenses at October 31st, 1984, it being agreed
that October Vst would constitute the end of the financial
year for the group."

"T was informed that since the posho mill started operation
on April 'st, 1985, the Fxecutive Committee has not met. T
asked them to hold 3 meeting as soon as possible to discuss
the following points: 1) Formalize milling charges and mode
of payment. 2) Set working hours of the mill each day. 2)
Pass a resolution that al1l money received from milling be
banked and withdrawn from bank and maintain imprest cash in
the office. U4) That the Treasurer make regular checks on
financial transactions and be reporting to the Fxecutive
Committee regularly."

"I asked them to send Technoserve a copy of the minutes of
the meeting."

"T asked them to set up a sub-committee to prepare a
schedule on shareholding, and to open up a proper shares
register.”

"The group had 5,740 shillings at the end of March before
paying Mr. Singh 1,800 shillings for re-commissioning the
posho mill and purchase of a pulley.... Since the group
had known that they did not have enough money required for a
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start of the business, they had requested their l1ocal MP
(Member of Parliament) to raise money for them. The MP
agreed, and the official opening ceremony of the mill will
be held on Saturday, April 27th, 19085, This ceremony will
be presided over by the MP, and will hold a "harambee"
(fundraising). T recommended to the women that part of the
money raised should be placed in the standard bank deposit
account towards maintenance of the mili . "

"The group had employed a bookkeeper with a Form IV standard
of education who had previously heen unemployed. She was
employed on a salary of 200 shillings per month. She has no
previous experience in accounts. Rachel implemented the
accounting systen and trained the new bookkeeper.

"When the meeting was about to close, the women requested
that Techrnoserve give them a lecture in business management
as this wasg a new area for them. They found from our
discussion on the above points that they had neglected their
mill as an income Fenerating activity. They apologized for
having not taken a keen interest in the management of the
mill. They assured me that after our meeting there was a
renewed interest, and that they will take more time to
participate in the management of the mill."

A week later, Rachel Mwandia filed her trip report about the week
that she spent at the Kapnyamisa Women's Group:

"The women were not prepared for our visit, and quite a lot
of our time was spent idle. The group, at the moment, is
disorganized, and the Committee members 1ack seriousness,
This meant that I could not get my work done as I would have
liked. The Committee members are also involved in personal
business and other activities, so they <o not seem to have
much time for the group's activity. A bookkeeper has been
hired by the group at a salary of 200 shillings a month.

She seemed to me to be very slow at learning, and she's also
very forgetful. T would explain things to her and, in a few
minutes, she'd have forgotten them. This may mean I may have
to go back there soon to see how she's getting on. T showed
her how to keep the bank cash books, the imprest cash book
and the cash sales day hook. After discussion with the
Chairlady, we decided on an imprest fund of 1,000 shillings.
I showed them how to operate the imprest cash system and how
to fill in the petty cash vouchers. T also showed them how
to fill in the payroll and payroll summaries. T did not go
on to the income and expenditure accounts and balance sheets
because I felt the bookkeeper was not ready for that. T
could see that, even doing the hooks up to the trial balance
Stage was difficult for her. This was as far as we got, and
I think T may have to g0 back very soon to check on the
group."

In June, even though things wi‘a the group did not look very
promising, Technoserve and thr Kapnyamisa Woman's Group signed a

—45-



Letter of Understanding which provided for Technoserve tc provide
the following services: An advisor would bhe assigned to the
group from the 1st of July, 1085, until the 1st of August, 108A,
Technoserve would provide a maximum of eight days of assistance
per month in the areas of budgeting, business planning, training
of bookkeeping staff, monitoring performance, inspecting milling
records and the state of machinery, marketing and maintenance of
other assets, analysis of financial viability of projects or
activities that the group may request. One of the stipulations
in the letter is that, if Technoserve's recommendations
consistently meet with no action, Technoserve would have the
right to suspend the monthly visits. For its part, the Kapnyamisa
Women's Group agreed to provide to Technoserve complete financial
statements and other reports each month, permits Technoserve to
perform an ivuternal audit of the group, if warranted, and allowed
Technoserve's personnel access to the mill and staff to
accomplish the tasks specified.

At the same time as all this was taking place, Africa Now in
London had been requested to take a look at two more possible
posho mill enterprise projects in Kenya and, turned to
Technoserve to look into these to conduct pre-investment
feasibility studies.

From Technoserve's point of view, in mid-1085, the possibilities
of working with women's Aroups who were operating posho mills
seemed very attractive for several reasons: First, women's groups
which had considerable difficulties in the past and which
Technoserve had found considerable difficulty in working with
(along the lines that Rachel mentions in her memo above)
appeared, nnnetheless, to be stronger than they had been. Posho
mills make sense because, in general, they see a quick return on
investment. Third, Technoserve was Actively looking for more
potential community-based enterprises that were 2griculturally
related. The milling of posho seemed to fit that need.

Finally, this is a commodity area which Technoserve knew and
could serve well.

One has to stop here and ask whether, through the limited
consulting role provided through BASIK, we didn't fall into one
of the contradictions brought up earlier in this study.

Did we cross the line hetween handholding and dependence? At
one point in the BASIK part of our work with Kapnyamisa, we were
really doing the essential task of providing much needed support,
to get the group going. This kind of psychological hand-holding
can he essential. But obviously by the time we decided to do
more hands-on work in accounting and in training of the
accountants, we had already created some dependence.

This came about in part because we may not have taken a hard look
at the degree of motivation that the group had, to learn what we
felt it needed to learn. The process of having them "buy in" to
that learning was thwarted in part by the short term nature of
our original assistance, and in part by the fact that our
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original client was not the group itself, but Africa Now.

As for Kapnyamisa, here is a group, formed in 1979, hasically for
the purpose of raising money, with no business experience,
looking year after vear for a way to get funding to start
something. The something is y as it turns out, not something
they felt the nee” to start. They looked azround and saw others
starting posho mills and said, ok, let's do that too. The 1loan
was forthcoming bhut the women were in fact not pleased with the
conditions that seem to come with it. The "harambee" fundraising
event they wished to hold was for the purpose of raising money to
pay off the loan so that they need not listen to all these
outsiders, including us, who were demanding some sort of business
rigor from them- something, as the memo from Rache® indicates,
they weren't prepared to give.

Secondly, as the reports indicate, the project needed for a lot
of prodding to get it going in spite of the fact that it seemed
to have real potential for financial viability (as the
feasibility study showed). Here we come to the key problem of
control and the crux of the issue of when it is necessary to take
ones hands out of the pockets and jump into a very full
involvement in an enterprise. At the time we did the feasibility
study, we were doing it for someone else- Africa Now / Kapnyamisa
Group. We did not at that time think we wonld be living with the
results of our study. Now a year later, we are getting involved
in the project directly. From this stance things look different.
It is possible that we are now taking into account and Seeing
aspects of the group that .how a less sanguine picture than the
one we had seen originally.

Perhaps a solution to this type of problem is vo design a series
of Business Advisory Services which would involve a graduated
series of services, each with a different magnitude of
involvement.

B. THE MUMBERS GAMF - A FALLACY TN THE ASSEMBLY LINE CONCEPT -
THE CASE OF BASTK'S REPLICATION OF ACCOUNTING SYSTEMS WORK.

By 1984 the number of accounting system installations

performed by BASIK was growing and the length of time spent with
each was decreasing. Concomitantly, the importance of the
interventions was diminishing, BASTIK really was becoming a kind

of assembly line project, without much judgement beineg exerted as
to the worth of each response.

Some inefficiencies were becoming apparent.

Rachel Mwandia and Harrison Munyoki, both accountants working for
Technoserve, were by late 1984 spending the bulk of their time
assigned to BASIK. Recause the daily work of BRAS in Kenya was
more and more becoming the installation of accounting system
"kits", Rachel and Harrison had become in effect itinerant
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accountant/trouhleshooters. They were spending increasing
amounts of time tiravelling. Furthermore, these accounting system
installations were not taking hold as well as hoped. This meant
we had many requests for repeat assistance to the same set of
clients. This pushed up the numbers of "eclients assisted" each
year, even though the assistance was often a repeat of the same
thing done before. Table VI, below, shows the record of client
repeats from 1981 through the first half of 1085,

Table VT

Number of Business Advisory Services Clients Receiving Services
Repeatedly,

Kenya - 10R1-1985

Twice 36
Three to five times 14
More than five times 10

They made the following comments about their worlk:

"The way we work is that we end up having a roster of
regular clients. Like Kamuthanga Homecrafts, for example.
This is a community group that has several operations
including bakery and tailoring shop. We've been out to see
them 3 to U times in the last year and a half.

" For the accounting systems, we sit with them and watch
them do the work. We wateh and ask questions. Then we
correct what they are doing and ask them to do it again in
front of us.

" Lots of the bookkeepers we work with have had only primary
school. Sometimes, their schooling was a long time aro.
There are language problems too.

"Take the Bomani Women's Bakery. Between the two of us we
have visited them at least ten times. We fly down there (to
Mombasa). Tt costs money to send us and we have to stay
overnight as it doesn't make sense to come back the same
day.

" The key variable for whether our work takes hold is the
level of commitment on the part of the group. They have to
agree to follow the structure of the accounting system or we
really cannot help them. A Letter of Understanding helps
but the group has to be serious.

"Often we go bhack to 3 group for a follow up visit to see if
they are using the system properly and we cannot even find
the people. We have to chase them down. They are supposed
to send us monthly accounts. We rarely get them.
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" Really, some of them need help constantly. Some of the
groups got together because they wanted to do something.
They apply to the Ministry of Social Affairs for
registration and a small grant and then are left on their
own. When we come in we try to install a system that will
help them get control. Rut it has to be down-to-earth.
Many of these women are plain scared of the formality of :he
accounting system. The forms themselves scare them off.
And here we are telling them they need to purchase account
books and sometimes the cost of the account books is more
than the income of the project.

" Once we get there, we always get involved in other
"informal" things which take up more time and the more we
ret involved, the more they ask of us.

"There's also a lot of "social work! involved. It's very

hard to teach these people. We get called upon to put in
these systems and the we have to push it at thenm
constantly."

Rachel and Harrison are pointing to a program caught in a rut.
The BASIK program had taken on a life of its own: A group would
request an accounting system. Since the input required was
initially minimal and fit the letter of the BASIK guidelines
(under 5 days of assistance per month) there was no inclination

to stop and ask whether the input was useful in the long term or
cost effective.

Technoserve was beginning to lose sight of the ball of BAS in

Kenya, letting it roll ahead of its own accord. Change was
needed.

Peter Macharia took over BASIK in July, 1985, Aware of its
problems he talked of the changes necessary:

"I think that in the main we have learned that these
accounting systems for community groups are not the right
thing for us to be doineg in this way. We have to change. We
have to concentrate more on a whole management package,
however small and use the same standards we apply to larger
projects. We hope to have fewer BASTK clients, hut which
have bigger impact rather than so many of these smaller
things.

" There has to be some balance. Tt doesn't make sense to

spend 20,000 shillings helping an organization with a 5000
shilling capital base.
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C. THE LIMITS OF OUR CONTROL .

Lodwar Villagze Polytechnic.

Lodwar is the district headquarters of Turkana District in the
arid North of Kenya. This District has been the recipient of
large amounts of famine relief aid, provided mostly hy
Scandinavian relief agencies to the nomadic Turkana people. These
people, traditionally supported by livestock, had their
livelihood wiped out by a ten year 1long period of drought. One of
the efforts made to assist in the transition to different sources
of livelihood was begun by UNDP/FAO and the Kenva zcovernment.. The
effort was to start a minor irrigation cluster scheme in the
Katilu region. Funding for this was eventually taken on by
NORAD, the Scandinavian agency.

To help young Turkana people acquire the skills necessary to find
employment in their own areas, Lodwar Village Polytechnic was
started. Tts curriculum consists of the teaching of metalwork,
welding, carpentry, and vehicle repair. About 150 students
attend the school and some who have finished have started
Successful businesses. The success of the school prompted the
government to upgrade it to full Folytechnic status and funds
were provided to construct workshops and more classrooms, etc.
With the increased complexity of the school's operation NORAD
approached Technoserve to assist in improving the financial and
management control of the institution and train Polvtechnic staff
to operate the new systems,

A complete system was designed including a schedule of accounts,
document flow chart, cash flow variance report, cash flow
forecast, vehicle log boo', internal transfer voucher, invoice,
cheque payment voucher, versonnel time sheet, job card, payroll,
pay slips, vehicle monthly report, sub-contract monitoring
report, payroll Summary, budget, stock control card, stock
summary, balance sheet, trial balance, and income and expenditure

account. Artwork suitable for offset printing of these forms was
also provided.

Under BASIK this project was quite complex and time consuming.

We had done, and were prepared to do a professional job at Lodwar
which meant at least two to three months time to fully train the
relevant people to operate the systems. However, for political
reasons, the school insisted on reducing the time we spent there
- basically because they did not 1ike NORAD having in effect
forced us on them. The result was that in spite of all the
preparations we made and the design work, and the intensive

effort we did put in on the job, the trainees were not fuily
trained.

On a visit to the site in June, 1985, Technoserve accountant
Henry Otieno reported that: " The accountant had tried very much
to maintain control and keep books of accounts under the
principle of the new system which was installed by Technoserve.
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However he contemplates that the time he spent with Rachel during

the implementation was not enough to enable him to grasp all the
techniques.”

Here again, a lesson we had learned znd applied in our main line
of work - that people must buy in to the program if it is to
"take" - was not fully applied under RASTIK. Duye to internal
disagreement among the 2nd and 3rd parties involved here, our
work was not permitted to be done the way we knew it needed to. -

D. QUALITY WORK AND APPROPRIATENESS OF CLIENTELE GET CONFUSFED AT
TIMES,

National Museums of Kenya

Here was a case where Technoserve did extremely high quality work
- really going the extra mile - but did not give sufficient
thought to the value of the work in fostering our overall
corporate mission. 1In part this was because we thought, at the
beginning, that the assignment was very simple and short - a
common trap in the BAS.

The request for some help in looking for weaknesses in the
financial and control systems of the National Museums of Kenya
ended up being a very technical analysis of a major national
institution. Naturally once staffers began looking at the system
they realized that there was more involved than had originally
been thought. Given the prominence of the museum in Kenyan 1ife,
it might have been harmful to Technoserve to back out. 0f
course, fthe complexity of the work, the technical aspects,

though challenging, were not at all beyond Technoserve's
capacity. The problem was spending the time.

In the end, BASIK produced a detailed 25 pape report which took 2
weeks to compile, after two staffers had spend a total of 2.5
person weeks interviewing various aspects of the museum's
operations and understanding its problems. This included visits
to the Institute of Primate Research and to museum operations on
the coast in Mombasa and Lamu, as well as of course time spent
with museum administrators in the central museum in Nairobi.

What was happening in Kenya, simply, was not the failure of the
BASIK concept, but the fact that the project was simply not being
tightly managed. This is traceable in part to the original
mandate. which made it clear to the staff that RAS was not, and
was not supposed to be, more than 2z side line, in effect- a3
secondary thing. Ouite naturally, this led to it receiving less
attention than it should have. But ironically, it was beginning
to creep up and consume more and more staff time, and become a
larger and larger part of the overall portfolio, in terms of time
spent. TIn Kenya, a couple of starf were assigned primarily to

BASIK. Here for example is the time spent by one of ther, in
1984,
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Table VII

Sample of one BAS staffer time allocaticn
Based on time sheet for HM
11 months of 1084

Kenya
Project Days % of total
Kamuthanga uy 32
Bomani 25 18
Kibera 18 13
ATACH 2 23.7
Lutheran Churech 3 2
KWAHO 1 7
Birunda g 2
Marugi 2 1.4
Lumani 2 1.4
unnamed 8 5.7
TOTAL 139 100.0

¥ ATAC may represent several small assignments

In Table VIII, helow, we show the overall summary of staff time
for 5 years under BASIK.

Table VIII

Business Advisory Services Staff Time
Kenya

1981 1982 1983 1084 1085 Total

BAS as % of Program 2 10 0.5 1.4 23,3 12.9
% of staff assigned 1.2 67 56 59 76 75
% of primary staffer's

time spent on RAS 10.9 b7 31 71 73.4

% of CPD's * time spent 2.4 10.2 R, R 11.6 10,6 8.3
average % of time spent

on BAS by all staff

assigned to BAS 4,3 10.8 15,3 20,2 33.6 16,8

* CPD = Country Program Director.

The pattern is obviously one of a growing percentage of time
spent on RAS as part of the overall country program. Still, as
Table IX, below » shows, the original restrictions on BAS in
terms of numbers of days allotted to clients, were continuously
respected. 67% of projects under RASIK received 5 days or

less assistance per year. 1In short, what Table VIII reflects is
simply that the overall number of RAS projects continued to
increase well beyond original expectations.
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Table TX

Distribution of Assistance Days per Year

Kenya
Assistance Number of Projects receiving this many days
Days 1980-1983 Period (%)
Less than 1 day 10 12 %
1 18 17.6%
2 15 17.6%
3 5 5.9%
4y 8 Q.4
5 u b 749
6 3 3.5%
7-10 6 7 9
More than 10 days 3 3.5¢%
NA 16 19 4
Total 85 100 ¢

(N.b. Average is 3.25 days per project per year; Median is 2.l
days)

The phenomenon is common to both RAS programs in Ghana and Kenya.
Table X, below, sums up the growth of the BAS program in terms of
its percent of total time spent in both country programs.

Table X
Business Advisory Services as Percent of Total Program
10R1-1985

(based on employee time sheet records)

1981 1982 1983 19RY 1085

Ghana 26.3 5.3 12.7 37.4 ug*
Kenya 2 10 9.5 13, 33, 3%*
* - first 6 months

*% - first 9 months

We have suggested several built-in reasons why these BRAS
activities began to grow, and have raised the issue of BAS's
internal position in Technoserve's "corporate culture" - a
secondary line of work which therefore was less carefully
watched.

But there are other reasons for the growth which have more to do
with day-to-day circumstances. We were, in Kenya as in Ghana,
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finding an infertile environment for solid Enterprise Projects.
Increasingly we began looking to the BAS activities as an
identification mechanism for potential new main 1line projects.
Thus the rise in RAS is 3 function of the decrease in regul ar
projects and the greater effort to search out new ones. Table
XI , a summary of the justifications for responding to BASIK
requests in the 2 year period (R1 -83) supports this.

Table XI
Justification for taking on BASIK (Kenya) clients

1981 1982 1083
Good will (undefined future enhancement

of program) 8 A 6
Potential for exposure to policy making
levels 8 4 1
Entree to new sector, area, constituency 3 5 8
Potential for becoming a major project R 6 R
General public relations ~ 2 2
Potential for long term multiplier effect
benefitting low income people 9 3 2
Charity 3 1 -

In those same years, an analysis of the projects done under BASIK
suggests that most of them were in fact appropriate ones under
the original mandate. Of those that we did not put in that
category, 15% or so were of very minimal intervention, 12% were
instances where we merely provided some basic information.

Table XII shows the scope of interventions.

Table XTI

Scope of BASTK interventions (Kenya)
Numbers of Projects

1980-R3 1984 .85

Information level only 10 R
Minimal intervention 1R 24
Appropriate intervention in keeping

with Program mandate. 50 17

Greater level of involvement than
originally envisioned or other-
wise inconsistent with mand ate. 12 3

It is also useful to understand how many of the clients came to
the BASIK program. We see that in the 1080 to 83 period the bulk
of the clientele (of those we have information on regarding how
they came to BASIK) were referrals (UU clients/projects). Of
those, about a third were referred by staff members, Norwalk
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home office, or a private contact. The rest, a little over
two-thirds, were referred by other PVOs, USATD, the Government of
Kenya (GOK) or another client. In some of these cases,
responding to the request may well have been expedient for

reasons of good will, or general publiec relations. Table XIII
shows this pattern.

Table XTITT
How BASIK (Kenya) clients came to Technoserve
1980-10983
No reliable information 2y

N

Came to Technoserve on their own

Referral by staff or private contact 11
Referral by other PVO 13
Referral by other client 9
Referral by U,.S.A.T.D. 2
Referral by GOK office 6
Referral by Technoserve/Norwalk ?
Responded to Technoserve questionnaire 1

E. THE CASE OF GHANA - RASIG TAKES ON THE FRUSTRATING ROLE OF
DEVELOPING NEW PROJECTS.

In Ghana, the broad pattern of growth of the RASIG program
through mid 1985 was roughly similar to that of RASIK in Kenya -
that is BASIG too began to become a larger and larger part of the
overall courtry program in terms of staff time , and yet, as with
Kenva it kept generally within the mandate in terms of number of
assistance days given to most projects. Table XTV shows RASIG as
a percentage of overall program in Ghana, and Table ¥V shows the
distribution of assistance dats per year,

Table XIV

Business Advisory Services Staff Time
Ghana

1081 1982 1983 1984 1985 Total

BAS as % of Program 26.3 5.2 12.7 37.4 47,8 25.5
% of staff assigned 71 u3 20 75 50 &6
% of primary staffer's
time spent on BAS 6R 10.7 98 100 100
% of CPD's time spent 12.5 & 28,2 29 31.4 20.5

average % of time spent
on BAS by all staff
assigned to BA3 41 R 63.1 51 R2.5 50
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Table XV

Distribution of Assistance Days per Year
Ghana

Assistance Number of Projects receiving this many days
Days

1981 1082 1983 1981 1085 Total
1 I l 5 1 1 15
2-5 5 2 R 27
6-10 3 - 2 1 3 9
11-20 1 1 6 2 2 12
21-30 2 - - 2 1 5
31-40 1 - - - - 1
4150 - - - 1 2 3
51-60 1 - - - - 1

What is different about RAS in Ghana is that growth has not been
steady (1982 and 83) were relatively low years for BASIG. When it
jumped up in 84 and R5, it also became a larger user of more of
the staff, including in this case, close to a third of the CPD's
time (Country Program Director). Yet the number of projects
under BASIG receiving a low number of assistance days remained
large - it's just that a few projects in R4 and 85 began eating a
rather large number of assistance days. These were efforts to
search out and create new Community Based Enterprise projects -
always tha2 main line of our work. Tt was largely these which
took up the time of the Director.

(N.b., the average project length for BASIG however, did not
increase over the five year period. Table XVI shows this.]

Table XVT

Average BASIG Project Length
In Days for a Given Year
Ghana

1981 1082 1983 T0RY 1985
Days 1.6 3.8 6.4 9.2 8.3

What was happening here was that our Ghsna program was trying
hard to stay afloat in a time when the country was also
desperately trying to work itself out of its lowest ebh ever. In
the course of that effort, BASIG had to shift more to exploring
new project opportunities and some of the work done under that
rubric was extensive, in the hope that it would provide openings
towards new community enterprises and new projects.
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Chapter VII

Conclusions

A._COSTS

Has the Business Advisory Service been expensive to operate?
Table XVII gives us a starting point for the discussion.

Table XVII

Business Advisory Services Job Costs
Ranking among projects in the respective countries

January 1982 through June, 1985 (42 months)
in $ U.S. per month

Least expensive Most expensive BAS project BAS rank

project project (1st = most

expensive)

Ghana $2053 $2939 $2053 6th of 6
Kenya $3545 $6131 $4374 5th of 11

n.b. travel costs in Kenya 2t least double those of Ghana

The answer would seem to be that it has not been, relative to the
rest of the portfolio in the two countries.

But it is more important to assess cost in terms ¢f the type of
services offered and compare our costs with those of a
profit-making company offering similar services (in name) to
those the BAS has offered.

The fee rate structure of an actual firm (of international
reputation) operating in Kenya assumes billable days of only 140
per year. Qur BAS assumes 230 days. The for-profit firm also
assumes an overhead figure of 30% of gross payroll cost, and
computes a profit contribution of 20% of total daily rate. The
total daily rate for services similar to those Technoserve has
offered in Kenya under BASIK works out to about $450.00 per day
(in U.S. dollars) at the exchange rate used at the time the above
rate structure was current.

Technoserve's BAS work, when it was billed at all used a fee rate
of about $150 per day. But of course, most of the time, we were
not paid by the client at all.

The key point here is not absolute cost however, but the fact
that traditional providers of such services would not take on
these clients in the first place, whether they could pay the
freight or not. Such providers are simply not geared to working
at the level that much of BAS has concentrated on.
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B. LESSONS LEARNED.

The major lessons learned have been the following:

1. The grassroots African environment has changed in the last
decade. In many countries, development itself has become an
industry; a major source of employment, income, and motivation
for many otherwise marginal groups or individuals. In one sense,
much of the business that exists for PVO's who wish to reach
small community groups has been partially created by them and for
them. This sector has tremendous potential for d:velopment in
Africa. However, in most cases, local groups are not ready for
the next steps that need to be taken. What is ne ded is a
disciplined approach to solving problems which ¢ . come from the
techniques of management and financial orra-fzat on.

2. If a community project has not in some .y b come something
the community itself (or a key part of it) is v 1ling to put
substantial energy into it is unlikely that out;ide technical
assistance will take hold in any sustained way. Offering
management assistance of short duration to sma’l groups can
become a vicious cycle very, very easily. The line between
dependence and independence becomes quickly unclear, and a PVO
with an inclination and the ability to help can get caught up in
a cycle of helping to start things going, then rescuing, then
restarting to the point where dependency has been created. A
solution to tnis problem would appear to be the exercise of what
may appear to be harsh judgements about whether a group can
absorb certain skills. 1In short, one has to sometimes say "no"
to requests for assistance, if certain criteria appear to be
absent.

3. At the same time, very short or min‘mal interventions can be
remarkably useful for some groups and can make a real difference.
Yet here again, if there is no internal strength in the group to
take advantage of the intervention and get on with the tasks at
hand, the impacts of such "breakthrough" types of assistance will
end up being rather random.

. Integration at the small project (BAS type) level must be as
great as that at the full project Community Based Enterprise
level. Likewise, the care in selection of the short term
intervention target must be as great as that of the main line
long term assistance projects. The rigor, the professionalism,
the caution, all need to be equally applied to the smaller
intervention. Just because something is a small intervention and

might only be a matter of five days, it does not follow that one
can throw away those five days.

5. The BAS program described here confirms our view that there is
a2 sensible and logical sequence to enterprise and organizational
development. The lesson can be summed up as "First Things
First". New, immature, small community grocups, enterprises or
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other "associative structures" cannot make a go of it if they
Skip the important first definitional stages of their growih,
They must start with an attempt to clarify why they exist; for
what purposes and then make an assessment of how to reach those
goals. They cannot then move forward without first setting up
some "nuts and bolts" mechanisms and systems for carrying their
mission forward.

6. The BAS program also reminds us that giving advice and
assisting in the implementation of those recommendations are two
different things and may in many cases be hard to reconcile.
Generally, technical assistance is most useful when those
offering it can stay around long enough to see what happens next.

T. To the extent that BAS tried to train people in accounting
and other management areas, we discovered that these skills
require on-the-job training approach. Furthermore, the more
unsophisticated the trainee, the more an on-the-job approach
makes sense. Finally, that approach must be applied fairly
intensively.

8. The notion of a service center for business advice, contrary
to the pessimistic outlook expressed by a recent World Bank
report about such centers, can work. If such centers are staffed
by a well-run organization which uses well-motivated, trained,
permanent, national employees and the program is carefully
managed, such a concept can work cost-effectively.
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TECHNOSERVE
MEMORANDUM: TK-613
TO, Eric Pi{nkarton
FROM; H. tinyoki/H. Otiano
DATE: 14th May, 1985
SURJ. Training & “Inplamentation of Accounting Systems
At CPX Diocesa of Eldoret/Parishas

Our visit to tha diocess from the 15th - 28th of April, 1985 was
for the intantion of implemanting tha sccounting system for the parishss
that had forwardad theip raquests.

Thie did not procead smoothly as wa had originally anticipated in
our plans, bascausa of thg following rvascna:
ka) ®he clocasan Accountant we had previously trained during our first
vigit to hanala thg diocess accounts had mauve 8Os changes on thg
petdoda we had covermd with him during his training period that
necasaitatad;-
1. mviewing anc checking the doces he had used and the effacts
thay had csadcandnthg
2. re-doing ths bank reconciliation stetemsnts.
3. re-writing of ledger sheats
4. aseisted in copiling trial balance for the firat six months
backlog.

(b} The diocass had not arranged or brisfed the parish treasururs on
who Tachnoserve was, whan we were to visit them and for what purposs.
As a result of (b) above we asked the diocasa to arrangs for us some
Saminars vhich did giva us a chancs to introduce Tachnossrva as wall
28 thassyatem, ’ T

Abthoughtthare was Communication problem, dus to location of the
parishes, the arrangmants were succassfully done and on tha 20th April,
1985, we conductad two Saminars simultaneously one in Eldorat and another
ona in Kapsabat.
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Ouring the Ssminare we reached good understanding with the Treasurers
end visiting dates ware fixsc for ths bsginning of week that sndad on the
268th April, 1985.

Achievemants Botwgan 22 - 26th April, 1985

Batwasn 22nd - 2Sth April, 1985 we managed ‘o visit and train
Tressurvre who keep racords for the following parishes.

1. St. Barnabes

2. Nandl Hilla

3. Olossoe

4, Molban Zing

5. St. Pauls parish

6. Kip-Kabua

7. Turbo

8. Sergoit

8, 6t. Mathews

10. Kap-Kanur -

We managed to initiate the writing of the abave parishes cashbooks
according to the new system cffeotive from Jmuary 1985, end we had also
the opportunity to demonstrete to the Treasurers how to compile monthly
ratum forms for the diocess.

The training seemsd encoursging dus to the Corporation we have from
the Treasurers but requirgs further follow-uw.

On the 27th April, 1985 wa had another Seminar in Kitals which was
attsnded by fige Treasurers from:

1. Kongosis

2. St. John Elgon

3. St. Likes

4. Kapenguris

5. St. Pauls

Lastly on the 28th April, 1885 on our way to Nairobi we had a mesting
with Inabkoi Treasurer.
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Ous to time factor we were unable to do any prectical Job with

ths fiva Tressursrs we met on tha 27th Aprﬂ. ard the Nabkol Treasurer
on the 28th April, apart from introducing Technossrve, tha ocystam that
includes the requirements from source documants to the standard forme
dasigned for tha purpose of the gystam. We hope when given a furthep
time we shall ba abla tg cover tham in training, including thoss who
shall have eent thair raquasts batwsen now and than.

Genaral Ohsservation

The diocese as an Inatitution should have a guiding menagemant
policy that cordinatsa tha Diccea/Parishes/Churches, and if there 1s, it
i not well communicata.

Ouring the Sgminars we had discusaions with tha Treasurers where
they expressed freely the problama thay are sncountiting and theas was
880n to ba a nead that tha dincess an an Institution should formulats
soms policies which go along with ths new accounting syatem.

1.8. - Thare should ba & line communication #from the Pishop - Diocssan
Accountant - parish Treasursr - to Church Treasurars in the
managemant of funds.

- Thewe should be a guideline on the opermticn of budgets and

budgetary control up to church lewsl.

- There should be a guidaline ag regards a proper systam of

callaotion of cas.h from churbhas, parishes, dioccass.
- Thees should bs a propsr-guideline in thg handing over to new
Treasurers ' ‘

= There should be & guidaling in tha paymant of allowances/selariss
8z therw are cases whers sam vicars decide on thare own what
allowences or slariss to be paid to them,
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Same of the banafits that would ariss {# tha policias arg put in are:

(1) The managemant reporting systsm will bg improved.

(2) Thows will be increased motivation of all those who are involved
in church work as an arganization that goes from the diocsse to
church lavel. )

{3) It will halp to ensurg that these are padne for every activity
within tha diocess.

(4) The abjectivas of the diocase will be olgar.

There neems to ba a naed that soma of this policies should bg part
of the syatem as it ig baing installed to enzble tt succead, henca the
particddption of the bishop 1 the training of the Treasurers, vicars
end the church leadsrs.

Conaolusion
Out of tha aixtaen requsests wa have gona through thers 1s nead
that further follow-ups and training programms be arranged as prinisd
out in the sarligr paragrapha, and for thig tg succeed wa shauld have
reliable vehicles preferably 4 wheal drive bacause of tha nature of
roads.

We alsc have to put forward at this stage that during this trips
we managed to do rmore parishos because we borrowed one Diccgss vehiols
otherwise due to distancas between tha parishas wa could have dong lasa.



