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PROJECT

A. Project Goals and Objective!

1. Goals

• improve Morocco's economic condition and ~dd vitality

to ita private sector

• instill entrepreneurial habits among owners of par­

ticipating small businesses
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• porvlIado BlIlull blisinetH:lmtm that credit i. not the

automatic or the only solution to their problems .

• persuade smal~ businessmen that efficient management

can help them to incr~ase profits and to manage their

money better

• introduce management extension services as part and

~arcel of small business development strategies

• address the p+oblems of unemployment and balance of

payments deficit

2. .Q.2jectiV08

.train and develop a cadre of ten management consul­

tants offering free on-site advice to 120 small manufac~

turing businesses in CasaQ1anca and Marrakech
• increase profits and improve the performance for 120

small businesses over thirty months (alternatively, to in­

crease employment, stock, equipment, or sophistication)

• allow small businesses to be able to measure their
own progress ;

• s~rengthen the capacity of h6st-country institutions

to assist small businesses

• sustain dialogue between the project staff and approp­

riate GOM ministries as a means of advocating policy changes

in favor of small· businesses

B. Tar£let Group

• businesses in Casablanca (80) and in Marrakech (40)

• businesses in several sub-sectors jUdged as most

promising for expansion

• businesses that have established themselves and have

proven their viability for at least five years

• businesses with limited access to credit and man­
agement assistance



• !.Jut:linossos with ownors etS producinCj lOanagt;Srt:l or

participatinQ managers

• businesses willing to open up their books to out­

side consultants

c. Project Approach: Subsector v. Classical Management

Research projects on small scale enterprise devel­

opment traditionally emphasize a firm's performance and in­

ternal characteristics over external constraints. This

familiar management approach asks how does a company improve

a given situation with the tools on hand? Insofa~ as this

project seeks to make small businessmen better managers, the

approach is on the money.
While useful in gaining firm-oriented, internal

information, the traditional approach does not put in relief

key issues of enterprise development. It fails to look at the

systems in which small b~sinesses operate. Where the manage..a
•

ment approach is weak, the subsector approach is strong -

stressing the interdependency of economic units. As sUb­

sector analysis has not yet displaced conventional wisdom,

a summary of the approach may be needed for clarification.

A subsector is the sum of various paths through the

production-distribution system for one product or a group

of related products. Three aspects figure in a production­

distribution system: functions, co-ordination, and actors.

Functions are the sequential Iljobs to be done" in production

(ag., in elothing - spinning, weaving, printing, and

sewing). Co-ordination means linkages, how the functions

proQress, through (1) a chain of decisions in a hierarchical

structure, (2) sale of a product on a spot market, or (3) for-,
ward market sale, entailing orders and sub-contracting.



Actoru aru the systolll participant~. Thuir roles rt:.lveal
vertical integration (the number of functions under one

decision-maker) and horizontal concentration (the volume of

product handled by anyone producer for any particular

function) •

Inherently dyn~nic, subsector analysis emphasizes how

the actors and actions fit together. Strengths and weak­

nesses of the differemt production-distribution channels

determine changes in the sUbsector.
In "systems" parlance, a small producer can succeed by

focusing on areas where the production-diDtribution systom

L is bunched up (one actor can handle a wide range of. func­

tions) or by running a few of the steps in a more complex

system. In the first instance, future prospects depend on

how well simplified arrangements hold their own against

competition from more sophisticated systems. In the second,

vertical linkages are key: backwards to input suppliers and

forward to wholesalers, retailers, and final consumers. Here,'
small producers must .stak6 their claim against alternative
production channels.

Nothing new here. Yet in small scale enterprise de­
velopment, the advantages of the subsector framework lie

l in its capacity to zero in on SOIllO central issues in small

busineDs viability, ex~ninc small producers in the context

of their aystom of vertical linkages, and compare that

system with alternative, competing ch.annels. The subsector

map, a central tool for the approach, presents the subsector

landqcape apd clarifies the position of small enterprises

within it. An example is included in the Appendix.

In using subsector analysis, several guidelines

merit following. Focus should be on the subsector map be­

cause it can identify sectoral weaknesses and spark discussion

of issues confronting the sector. As the analysis leads



progressively to a fuller understanding of production .

channels, it must be open to new loads as they appear.

The scope should be broad: although this project iS,focused

on small manufacturers, understanding the roLe of all pro­

duction participants is necessary. The work should revolve

around a core of subsectors; the narrower the task, the easier

to grasp the different channels in a subsector, their weak

points, and opportunities for improvement.

Subsector analysis, in part an exercise in information

gatheri,ng, leads to conclusions and implicatiolls about where

and how to improve a subsector's performance. Information to

collect includes:

• general characteristics: raw materials, transpor­

tation prices, and financial markets

• structure: degree of vertical integration

• performance: employment, income distribution, pro­

duction and transaction costs; inventory control, financing,

and management

• historical development: to clarify present forces at

work

• expected patterns of change: in structure and performance

The overall aim is to identify opportunities for im­

proved performance. Subsector analysis, in a straightfor­

wnrd and l~gical way, spacifies which in~erventions will

lead to abetter performance all\ong the firms ina 9i ven sec tor.

The centr~l difference hetween the management and

subscctor approaches, then, is to whom the analysis is

aJdro9scd. Subsector work, admittedly policy oriente~, is

geared to\'lards thost3 who set the rules and authorize projects.

Hanagement work is , of course, shop-oriented.



For this projoct, neither approach alono will Buffice.

The need for the management approach is self-evident. The

subsector work will complement the management focus by

enabling project staff to view individual firms as part of a

iarger production system, highlighting some crucial issues

in small scale enterprise development, and placing internal

problems in a wider perspective- which are most urgent and

which have an external component. Policy benefits, moreover,

are a unique contribution of the subsector framework:

project staff, with a detailed knowledge of several sub­

sectors, can submit to policymakers recommendations on

where and how to relax constraints and to offer incentives

to firms within the subsectors.

CRS' Tunisian project operates with a synthesis of the

two approaches. CRS' initial sectoral research revealed that

the two approaches are similar over a range of issues in

~roblem-8olving for individual firms. The problems oncoun­

tered during site visits to' target firms, problems indica- .

tive of those to be addressed in the project, were management

challenges that quickly gained an ux'ternal dimension (ie,

problemR with raw materials, technology, labor, and demand).

This integrated approach is not just an acadomic

l nicety, but rather a reflection of one of this project's

main assumptions:. that internal management problems can be

profitably viewed in a larger context and that small enter­

prise development need~ to address e~~ernal policy con­

siderations. The management-subsector synthesis, in turn,

defines prqject objectives, determines ben~fits, and frames.
the content and style of the project work.

Even a glance at the above approach and objec~ives

reveals the parallel betweftn this project's intent and the

four pillars of USAID's development strategy: private sector

development, institution building, policy dialogue, and
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research/technology transfer. There i8 no step or stage of

this project that is not right with the private sector. The

sure and constant collaboration will prepare it to

serve as a catalyst to expand the range and efficacy of

private assistance to small businesses. The subsector

approach will yield a mass of information on needed policy

changes for small businesses. Finally, the transfer of

modern management methods to Moroccan small businesses.

and the transfer of entrepreneurial habits to their owners

is, cert~inly, a technology shared.

D. Project Implementation

CRS proposes to select and to train ten university

graduatetJ and to assign them as management consultants.

These consultants will not only offer free advice to par­

ticipating companies, they will also assist businesses in

acquiring loans (if the firm has a clear need for borrowed

capital) and will call in butside expertise to handle prob­

lems beyond their ability. The project will foster com­

petition among the firms and the conSUltants, efficient

management within the firms, and co-operation between

small businessmen and small business consultants.

Honth One

CRS, MENA consultant Dr. Steven Davie~"

recruit for the positions of Chef de Projet and Assistant

Chef de Projet. The i~eal candidate for the first is a



Moroccan businessman wi th broad nlanagerial experience,

strong organizational $kills, an excellent grasp of the

Moroccan ~conomy, and an appreciation for the viability of

small businesses. The Chef de Projet will be responsible to

CRS/Morocco. The Assistant Chef de Projet will

have, in addition to organizational skills, a degree in

accounting.

The Chef de Projet, CRS, Dr. Steven DaVies,

will interview univoroity graduates for the position of

management consul tanto 'rhu selection cri teria will be

academic and professional experience, enthusiasm for working

with small businesses, and a willingness to market manage-

'-- ment services among prospoctive clients who are oft.en skep­

tical of modern managoment practices. We want consultants

willing to get their hands dirty and to work on-site with

their clients. Based on the profile of the Tunisia project

consultants, we expect the Horoccan candidates to have a

M~ster'8 degree (typically in manag~nent), Borne work ex­

perience with small businesses (either through summer intern-.

ships or a few years work After leaving school), and to be

in their late twenties? The job announcement will be placed

in newspapers and business reViews, stressing the affili­

ation with 001. Project staff will conduct first and second

t round interviews, the latter using the case-study method to

asseos the candidates' analytical an~ problem-solving skills.

In the end, they will select ten candidates.

The Chef de Projet; in collaborat~on with Dr. Steven

Davies, the OOI representative, and Mr. Noerrdine Moalla,

the Chef de ...Projet for the Tunisia project, will (1) BoJ act

the several sub-sectors fron which the participating firlJls

will be chosen, and (2) develop the curriculum for the

training program. Mr. Moalla's contribution on the last point

will be p&rticularly valuable as he 'Hill have had nine months

of experience with the Tunisia project before this one begins.
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The ideal image of the subsectors to be chosen would

be thos8 which expand continuously in export industries,

using indigenous capabilities, and are open to technology

transfer. The subsectors, moreover, would be growing, but

still labor-intensive and capital-saving (particularly in
I

Iterms of foreign exchange). The skills and capability

:level of labor, howe~er, couLd still be upgraded as the

'sector evolved.

In practice, th~ subsoctors will most likely share some,

but not all, of the qttributes of the ideal. Several impor­

tant 9uidolinos in picking the subsectors are:

• growth prospects and productivity increase: the sub­

sector would have a positive income elasticity, so that it

would benefit from increased national income. Alternatively,

growth can occur when subsectors reduce costs and decrease

prices. Price elasticities will, of course, determine

whether benefits accrue to producers or to consumers.

• employment generation and labor ~raininq: subsectors

with labor-intensive production methods can generate con­

siderable employment from a given growth. If a subsector is

also competitive in acquisition of new machinery and in

increased labor skills, it is a good candidate for promotion.

• proqressivene~9: targeted 9ubsectors should bo able

to introduce new products, to increase the quality of existing

product~, and to do both at a small, labor-intensive level.
I •

Th~Be prioritie~ focus on growth in production and in­

come beca~se, ultimately, that is the projectts goal - to

increase the level of economic participation of 120 firms.

Months two throuqh six
;

The ten selected candidates will undergo a concentrated

five month training period, with heavy emphasis on the



particular subsector in which each will be working. In

order for the consultants to b~ effective analyst~ of ~heir

clients' needs, they must have a good grasp of the technical

characteristics of the business, its normal and potential

marketing channels and procedures, sources of credit and cap­

ital, and institutional and regulatory contexts. Dy focusing

on individual subsectors, the training program will enable

the consultants to become general diagnosticians for their

specific sectoral clients.

Although the subsector focus might require the con­

sultants to track down some informal, micro-enterprises, the

project's 120 participating firms will all belong to the

modern, forlllal sector. \'11111e CRS has no llifficulty with, a

non-registered firm participating in the project (that is,

after it has become'registered), we do make a distinction

over size. Given that this is a loanagement project, and

m~nagement implies a level of sophistication, micro-enter­

prises are too loosely and too arbitrarily structured to

profit from the consultanfY services this project offers.

One of the primary project goals, moreover, is to invigorate

the private sector. Micro-enterprises simply have too many

internal constraints to growth. The promotion of micro­

enterprises normally does not lead to an expansion of

individual firms.into larger, modern firms, but usually

results in the proliferation of identical, very small

firms. That would not ~e the intent of this project.

The subsector training program will be an inter-active

learning p~ocess between the industries and the consultants

the consultants learnina the aspects of the industrie~ while

also making contacts and preliminary judegem~nts on

growth potential. Learning the most important and obvious

aspects firtit, the consultants can let the more academic

aspects follow as neelled.



This five month period will actually be a simultaneous

effort to learn how to be a consultant, to l~aster the workings

of a particular subaector, and to assemble a portfolio of

participating firms. The ~ubDoctor approach to this work is

vital. For the Tunisia project, Dr. Steven Davies has designed

a model for the project's start-up period, integrating class­

room learning, subsector field experience, and participant

selection. This model, described below, will be incorporated

into the Moroccan project.

'"Phase I: Identifying the Suhsector: This four week session

will have the consultants create the subsector map, to

(. identify participants, linkages, steps, and vertic.al inte­

gration. The first two weeks will be devoted to classroom

training (style and content of the consultnats' work,

use of sectoral data, case study mathodolo9Y, analyzing a

small business and its problems). The training for the first

period will also include role playing to accustom the con­

sultants to interviewing and to prepare them for a variety

of reaction~ from busine~smen. In the second two weeks,

the consultants will begin interviews and research on the

subsector map. Throughout the Rubsector research period,

interviews will La (joarod towards three groups: (1) support

l. institutions: lawyers, suppliers, exporters, and other

consultants; (2) production-distribution participants other

than target firms: retailers, importers, and wholesalero;

and (3) target firms: possible proje~t participants. A

~easonable breakdown of the time spent interviewing would

allocate ~O% of interviews for the first group, 30% for the

second, and 60% to target firms. The consultants will be

continually interviewing towards Phase Three - final

identification of participants. By the end of the first two

weeks of subsector work, however, the consultants should be

able to ~dentify the production-distribution channels,



write up a first roport on differont firmh' probloms,

and collact six possible firma for tho projoct.
The next .six weeks will cover Phaso Thlo: tIn(}er9tanlUnq

the Environment, RulAH, and Information Flow • The aim of

this phase is to clarify the larger setting in which the

individual firms operate. The first two weeks will encompass

additional classroom training on the various institutional

relationships affecting small businesses: fiscal, admin-

,istrative, banking, and legal. During the next four weeks,
. '

the consultants will interview support institutions, continue

small business interviews (identifying six more candidates

for the project), locate technical consultants fo~ the

subsectors, and report on the Bubsector environment - S0urces

of external constraints and support.

The last segment is Phase Three: Comparative Hori­

zontal Analysis. The consultants will examine firms' in­

ternal structure, conduct, and sources of probl~ms. After

looking at firms individually, they will compare them across.

different sizes and produttion paths, observing structural

differences(horizontal analysis). A:i in the other phases,

the first two weeks will involve classroom training, this

time on personnel maOa(Jelllont, a brief review of accounting,

procedures, and a second look at small business management

style and problenls. During the noxt six weeks, the consul­

tants will line up 120 participating firms, begin to identify

the problems within tl)em, and write ~p the initial Bubsector

report. During the last weeks, particularly, the consultants

will be c09tinually clarifying their picture of the subsector.
through interviews. This process will, in the end, result

in the accuJnulation of a subsector portfolio and ~ report

on the problems facing the several subsectors.

Learning about the subsector and searching for partic­

ipating firms cannot occur in a discrete, sequential fashion:



the tHo c~nnot be di vorctlu. Tho ilbovo Illodel, thOftifora,

:integrates trRining, participant selection, and sub~cctor
I

I understanding. He believe that instead of a ,,,,eek,-by-week

"things to dolt, the preferable approach is to map out in

advance the staging of the preparation period, and most
importantly, to specify what the consultants should know

by when. This integrated approach has several advantages in:

• easing pressure on the instructors and the con­

sultants by splitting up the classroom sessions

• allowing sufficient time to select firms

• increasin~ the consultants' interest: classroom
and field experience will each supplement the other

• giving the consultants an "in U with firms: merel~

asking questions is less offensive than offering i~nediate

advice

• providing the consultants with a complete picture of

the workings of the subsector

The' time spent fillil1.g a subsector portfolio is really

time spent "marketing ll the project among potential can­

didates. This work will involve (1) convincing interested

owners of efficient management's value in raising profits

and managing money, and (2) explaining the bonus fund. The

interest of the project is to select participant firms from

as wide a group as possible, focusing solely on those with

the greatest need for management assistance and the least. ,

means to pay for it. The consultants must ensuro that as many

possible candidates are evaluated before the final selection.

All firms m~eting the project's eligibility criteria should

have an equal chance to participate. The human aspect, more­

over, is crucial in establishinC) rapport and judging a

businessman's willingness to participate and capacity to take

risks. The marketing period is designed to be labor-intensive:

knocking on doors.



In addition to intensive cloor-to-door Rolicitin<J,

the marketing periou will clevote particular attention the

ncp's loan portfolio as a source of particij)ating firms. The

project could enlist both problelll firms, those that have

demonstrated growth orientation in applying for a loan but

are encountering rlifficul ties \d th repuyment schedules, and
new loan applicants. The underlying aim ,""ould be to improve
existing clionts and and to off(jr bettt!r future clients

through the project's management extension services. Thi's

additional method of attracting participant firms will use

the credi t problem to get at the manageulent problem.

The entire selection process will guided by various

eligibi11 ty cri tari a concerning the portfolio composi ti~m

and the style of participating firms. The portfolio selec­

tion has two main dimensions. Firat, participating firms

should be distributed throughout the subsectors. Consul­

tants should select from the widest possible candidate pool.

This means that no firm in our target group is a priori

incluued or excluded. Our cOlllmitment to impartiality in

the solection process touches upon 'the 1 ssue of a women in

development project com11onent. cns, without a ctoubt, will do

nothin~ to exclude women froln the project, either as con­
sultants or as owners of participating firms. The project

will consider job applicants and owners of candidate firms

on merit alone, regardless of sex. Secon~, the portfolio
will reflect two management structure categories.

, ..
Managers typically handle the following functions:

input procurement, production lOanagelllent, marketing, per­

sonnel, finance and accoulltinq, and external relations.

These activities are all in direct contrast to production

labor. The complexity of each activity, moreover, varies

with the size and nature of tho firm. The different combi­

nations of such activities define lnanagement categories.

...



In tho fir~t cate~ory, Producer-Manager, the owner

spends a substantial amount of timtt on~alJo(l just in pro­

duction labor. Management functions are simple, some non­

existent. In the second category, Participating Manager,

owners are no lon~er enUC:l<jeu in production activity them­

selves, but are solely respon~ible for management functions.

The owner is often the unly worker involved in "input Jlro­

curement, plant supervision, anu marketing. The consultants

will attempt to divide their portfolios equally betNeen the

two categories.

The second eli<Jibility criteria concerns the entre­

preneurial traits of the owner/manager. Beyond demonstra­

ting a willingness to co-operate and to collaborate,

the ideal candidate for this prdject would be the original

owner of the firm, a self-made man, who has built up his

enterprise from a small capital base which he accumulated,

most likely, from years spent in production labor. A means

assessment test is important. We want only those firms that

cannot afford managemen"t consultancy services without under­

9ping serious hardship. eRS abide~ by its policy of working

only with the underprivileged. In this project, we do not

seek firms that channel assets into the personal fortune of

the owner, but rather those that re-invest continually. Above

all, we look for firms in the process of growth and change.

The selection process "'i 11 be the JllOst difficul t part

of the project. It 1,9 alAo the llIost impor-tant. Obvious

hurdles inclu(]e:

• a. long tradition of secrecy over real profits

• ignorance of modern mana(jell\en t practices

• obuer.;,sion \\lith credit as a panacea

, reluctance to admit that mis-management is a problem

, hesitancy to take advice from college graduates with

little real experience

!
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• lack of entrepreneurial hahits, particularly risk";'

taking and optimism about the future

In frank recognition of the impending challenges,

the soloction process }I;:\O been carefully tailored to ensure

that within the time envisioned, the consultants can enlist

just 120 firms wi th the requ1 s1 te hustle amI drive which make

them ideal candidates for this project. Aspects favoring

on-time and satisfactory completion of the marketing period

·include:

• a large selection pool (casablanca and Harrakech)

for a relatively slnall nWlluer of firms (120)

• the integrated training/marketin<j period wfll allow

the consultants to interview a range of possible partici­

pant firms wi thout ma};:ing any project cOllllni tment

• the counterparts will provide leads on candidate firms

Honths seven throllQh .thirty-six

During this period, each consultant will lead his

client firms to better performances. The consultants will

engage in a variety of activities: establishing and main­

taining a working relationship \'lith the client firms over the

life of the project, teaching the client firms general man­

agement methods, keepi ug pennanen t fi.! es on each firm, and

writing occasional roports to be llsed for policy dialogue.

Host of th~ timG the consultants will be loJith the firms; the

remainder will be spent with relevant support institutions

or in report writing. In addition, one day every two months,

the consul tant~i "Ii 11 assolllbl e for a fullo\V-up di BCli ssion wi th

the Chef de Projet.



The COnSIJ 1tnn tti Rholilo he afl ftC ti ve as poss! bl e ! n the

businesses they conRult because the firlll's problems must be

determined from internal procedures and external relations,

both informal. Firm owners, moreover, will learn most dra­

maticCllly from actions takon un their behalf than from

empty recommendations. 'J.'he cOlwult ..nts will be part advisor,

part "agent" for the firms. Working wi th the owner.q to solve

problems, the consultants must be supportive, listen well,

gUide their client8, and sometimes, take the initiative in

problem-solving. In fulfilling their obviously delicate role,

the consultants should avoid two extremes: either merely

spouting advice or allowing the owner to take a back seat in

improving llis firm.

The consultants will no doubt advise the small bus{ness

owners that they seek loans or colltract anditional, more

specialized consultancy Aer~ices (eg., marketing, production,

quality control). In order to keep this project from be­

coming one in which the consultants simply tell the bus­

inessmen they have to spend more money, the project will

guide the businessmen thrbugh the lo~n procedures and allo­

cate bonuses to the most dynamic firms. This should demon­

strate our confidence in the sOlall husinessmen themselves

and in management advice as a valid way to help them. In

practice, the project will not only aovise businessmen

what to do, but \Vill al1'lo help shoilicter the burden of the

added c9st entailed in following the consultants' advice.

The lo~n assistance process is straightforward - intro­

ducing small businessmen to available sources of credit

that they n~~ght not have known about, refining loan appli­

cations, and walking them tbl'ouqht the loan process. This

would be undertaken ideally in concert '"i th a DCP repre­

sentative, to ensure the parti~ipating firms acceleratecl

and simplified access to credit.



The bonus fund is a rewar~/incentive oystem to 'foster

risk-taking. 1'1\0 Chef de Projet and visiting project spec­

ialists (Dr. :steven Davies and the Tunisia Chef de Projet)

will grant in-kin~ bonuses to the firms an~ the consultants.

In developing a formula to evaluate the performance of

participating companies, the best approach is not to use a

cumbersome mathematical equation applied equally to all

firms, bu~ rather to measure the perfor/nance of individual

firms around a core of goals. The consultants and the owners,

together, will set goals for the firlll. The firms will then

be jUd'.led by the difficulty of IJoals set and,the owner'::!

--.' willinC)neSB to take risk~ to achievn thorn.

In practice, the nequonce woul~ be as follows: the

consul tantB and the owner s map ou t g0<11 s for the fi n\ ovor

the life of the project and identify Illoaflurable indicators

of progress towards the goals. Project management will assess

the difficulty of each firm's stated goals. The consultants

will compile a permanent re~ord of rliscussionR with the..
owners and progress towards the goals •. Project management and

specialists will award the bonuses during mOllths sevon,

eighteen, and thirty-six. All bonuses will be in-kind

awards: for example, subsidizing attendance at a small bus-

l iness seminar, purchase of a new piece of machinery, or

contrac ting more speci ali zed cOIH;ul tancy nervi ces.

The first bonus will reflect the firms' willingness

to co-operate, to share information, td'set objectives,

and to work wi th the consul tants. I\S all part! icipating

firms will, haye met these criteria, the first bonus will he

divided equally among all the firms and will serve as an

incentive to keep them wi th the projl~ct. The Becond and

third bonus !leriods will use the risk-ti::lking cri terion. In

recognition that busineBRes may nut be able to attain their

stated goals Lecause of external factors and perhaps not for



lack of harl1 WO}"l< an\\ illltidt!VCI, thcl projuct will rewiard

the businessmen for taking a risk, whether or not it turns out

profi table for him to i13ve clone so. The bonus fund shares the

riuk with the businessman. If he uloses", the bonus will holp

lessen the cost, Two guidelines are illlportant here: (1) The

consultantR will advise risk-taking prudently. Given their

knowledge o~ the sUbsector, the consultants will be able to

judge which problems the firms can tackle and which goals can

be met. In all caRes, risks advocated should Le sensible and

reasonable so that if the firm loses, the loss is sustainable.

(2) The individual owncrn have to put themselves on the

line and be willing to take risks. This project seeka to

instill entrepreneurial habits among small businessmen; risk­

taking is an important one. This project is as much a challenge

for businesses as it is a service for them. Just as there is

no free lunCh, there are no free consultancy services. Owners

of client firms are not passive participants. Although the

firms may not pay in cash for the consultan~y services, they

pay in the coin of time li~tening to the consultant, the
0-

willingness to disclose information ~o him, and the resolve

to follow his advice and take a chance. This project is not

a management dole for 120 companies, but an invitation to

entrepreneurship.

The rules governing the supervision and the distri-

bution of tho bomis fund will bfl ll\uUO, subject to USAID

approval, by Dr. S·~even Davies and the Chef B de Projet for

Tunisia and Morocco. Th~ system developed for Tunisia, how­

ever, allocates bonuses to all participating firms,with the

best performing firm receiving the largest bonus and the bottom

ranked firm receivinu the smallest. As a rule, the top quar­

ter of the firms share 40% of the honuo fund, the secon~

quarter split 30%, the thircl qUqr~or 20%~ and the bottom

quarter divide the remaining 10% of the funo.



The unconrtitional cash bonuses for the consultants

in the Tunisia project will be alloc~tod ut thu Bwne time as

the company bonuses. The Chef de Projut will Dot goals and

measurable standards for the con ..~ul t",nts~ their progress in

m~eting these targets will be the criterion used in allo­

cating their bonuses. EXilloples of ~uch targets include:

writing a subsector paper, assembling a portfolio of firms,

establishing a file on each firm, maintaining rapport with

clients, and settin9 realistic goals for the firms.

The company bonus fund will Le used to persuade reluc­

tant businessmen to open up their books to oubddo con­

sultants and to take risks. The two bonus. funds'will, to­

gether, help to stilllUlc.lte competi tion not only all"long the

firms, but also among the consultants.

~1onth thirty-seven

Durinq thi8 month, fi~al project evaluation will be

conductod. Idoal project continuation- would be the counter­

part's commitlOent to extend the project's services.
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