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,Introduction 

This paper will begin by presenting general observations on the recent 
evaluation of SkFMP Senegal. Additional comments concerning SRFMP Senegal 
will then he proei Led wh i ch will bring added input to tihe evaluation 
report and serve as the hasis for a project extension discussion. The last. 
part of the paper will propose a scenario for project ,:,Lensioi 
activities. 

General Observations on SRFMP Senegal Evaluation 

- Given a very limited amount of time, the evaluation team was 

nonetheless able to cover all the major areas of Pro.ject activities 
over the last Lhr'cc years. Fur the most part, their observations 
correctly reflected the Project results and impact. 

- Due perhaps to tic amoun t of information to by digested and the 
diverse requiremrrts of tihe eva luation scope of work many of tre tLeams 

fintdings, corclusions, etc, were presenrtced in a hap-hazard manner. 
Their firdings could have been better' developed and presented in :a 
more coherentL way. 

- The team was able Lo successfrlly ascertain the impact of SIRFMI, 
programs through t.hi " inLterviews whici con\'inced Lhr'm as to its 

usefulness. However, thcy lid not document the conitents of these 

inter'views sufficiently in order to convey the many examples (given by 

the business owners) or how tLie financial managementi systems and 
program are henefiLLing the SMEs. For example, many SMEs have taken 

conrcrete steps a fLer Wuraying ,mnlysed their finarcia]iat. ins itno)rier 
to reduce costs and improve efficiency. 

- The evaluation tInam exaggerated ire "home office" perccntagc of costs 

ir that they allocated onre hunrdred percent of overh]ead to this 
category. It would h moe realistic to spread tire overiiad costs 

evenly over the different categories (home office, expatriate, ard 
local).
 

The following findings of tihe Leam were particularly pertinert : 

- That the Itnventory AccountLing Ti'ainiig and Follow-ut, Unit must receive 

continued support inrorder for to it to develup into a self-sufficient 
unit with a clear maridate from the GOS. 

- The imporLtarce of "follow-up" and the practical "hands-on" trai|ritrg 

approach. 

That SRFMP and ACA should not try to get intimately involved with the 
CESAG at this time. 

That it is difficult to ascertain the impact of SRFMP programs ill 

terms of employment generation ard increased profits - however it is 

possible to document the value of the programs in terms of improved 
management dcecisiois, bet t.r organisation and discipline, and 
increased savings.
 

The SRFMP Senegal should continue "parallel" to A.C.A. but not doing 
the same things. (A proposed scenario of this relationship is 

presented later in this paper). 



Addi , i o alljnput,; to t.- -v:: uat.i n el-urt 

1. 	 -The Project activities have resulted in tile "instiLuLionalizat.ion" of 
fill. mgt. systems in over 120 SMEs. They are "instiLut.ionali:sed" il 
the sense that., miost. of the SMt-s will cont title to use theUm on a 
permanent. basis. 

2. 	 There has been ilstitutional izaL ion of improved in venttory accounting 
practices in several hundred GOS services nationwide. These practices 
shou I d continue as long as newly assigned inventory accouintants are 
trai ned. 

3. 	 SRFMP Senegal combines systems developmemt, training and fol]low-ul) 
into what are termed "financial management improvemen L programs" 
(FMI Ps) . These programs i mipl icate the benef iciaries ill all Iphases to 
insure that systems and training are appropriate and p.,ractical. The 
fundamental program objective is to have "successful iml)lementatioi of 

-t-ns bene i ci ar" in _ 'Simiroved manns 	 by L ies the ir ] 

SRFM P (and ACA) d if fe-en t iate t.hemselves in Lhis way from other 
instit utions who provide academic type training or whose consulting 
efforts result iii difficult to apply recommendations. 

4. 	 The FMI Ps crea Le a close working relationship with large numbers of 
SMEs which can be expanded into other areas of assistance if desired. 

5. 	 SRFMP has (leveloped 'MPs in four different business sectors (five if 
you include ACAs houLiques ). In each sector, a "training/consulting 
group" made up of repc'-se(ntat, i es from the sector, has been developed 
to assist in progriam implemecntation and to help ensure cnitini ty of 
services beyond Project termination. 

6. 	 The FMI Ps meet a felt need for better organisation and mlanagement. 
which is crucial in the current Senegalese cultural and economic 
env i ronmen t. 

7. 	 There is currently a "waiting list" of at least 10 business sectors 
who have requested Fl IPs. These include: agricultural enterprises, 
metal and wood workers, restaurants, craftsmen and jewelers, 
hairdressers, and pharmacies. 

8. 	 The GOS is curren~t.ly solliciting the SRFMP to assist them in tLheir 
restructuration progriam by coordinating efforts Lo strcamline their 
fin. mgt. systems. The r-equest to assist in this sensitive ar-ea is due 
t.o the relationships and trust developed during the inventory 
improvement program.
 

9. 	 SRFMP Senegal is currently tile only "non-financial", management 
assistance program to SMEs in the Sahel (according to a recent survey 
conducted by the Club du Sahel). 

10. 	SMEs currently participating in the FMIPs are requesting additional 
technical assistance from SRFMP in areas complementary to fil. mgt.

11. 	Many businesspeople from tihe regions have requested that. FM]Ps be 
developed in t.heir areas. 
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Proposed Scenario for Proicct. Ext(rJsion 

This section will present a proposed scenario for a Project extension. 
As suggested in the evaluation, "the Project" and A.C.A. would continue"parallel" to one another, pursuing different but complementary
objectives. The secL.ion will begin with a brief description of ACAs 
proposed activities during the life of a Project extension and wi'l then 
present a more detailed description of proposed Project activities during
this time. 

ACA Activities 

Under the proposed scenario ACA would continue the work that SRFMP 
started by inplementinzg FMIPs in a variety of business sectors. Their 
experience over the past. few years has enabled them to master the hasi(c 
methodologies involved in Lhtis activity. In 1990, they will complete and 
perhaps expand .heir current work with boutiques. It is Ikllely thant tMh(,y 
will also begin FM]Ps iW, t,' oi(er sect.ors with two different; (ollors. 

In addiLion, ACA will h' as isting USAID and Lhe MiniLry or Hleallh 
to manage the disbmrsempnts for a number of training and development.
nctiviLies. This is a "side-line" activity for ACA which should lelp it. 
mai ntain a basic revenze level. I t is also an area where thv are 
developing a very uniq ue ,et.iuhodulogy. 

ACA will try to diversify its funding sources in order to dev'lop a 
wider client base. This will help ensure their continued existence in the 
future. Areas of potential, in addition to those ientioned above, include 
developing an FMIP for local PVOs (lperhaps with funding from t he upcomn ing 
1VO project) as we]ll as t1rainiig services for Lhe Peace Corps. 

Project Extension Activities 

The proposed activities of the Project during an ex tnsion cover four 
major areas. These are: 1) developing complementary management assistance 
programs for SMEs who are in the current FMIPs; 2) expanding management
assistance programs to SMEs in the regions (using Peace Corps volunteers); 
3) technical assistance to ACA, and; 1) tcchn ical assistance to the GOS.
 
After each acLiviLty is described, the .eLnLtative objective t.o be at t;ined
 
will he presented.
 

0 

I. Developing complementary management assistance programs 

Under this activity the Project would take advantage of the close 
working relationships it has developed with SMEs to introduce new forms of 
management assistance. This assistnnce would be based on helping each SME 
to define and achieve its objectives, goals, arid strategies. 

The methodology would involve creating a dialougue with SMEs 
(currently in an FMI IP) in which tlhe trai ner/consu1tant would help them to 
define where they want L.o go with their business. Are they happy with what 
they're doing now? Do they wanut to expand or devulop a new product lilne? 
These type of questions would be discussed and the result would be the 
development of concrete objectives. At this point the trainer/consultanl. 
would help the business owner map out a strategy to achieve t.hese 
objectives. This might involve a savings plan, a new marketing strategy, 
better operational procedures, and/or a loan. In each case the objective
of the assistance program would be to then help the SME implement its 
strategy.
 

-3



If the SME needed improved operational procedures, for example, a 
methodology would be applied to he 11) them in this area. If a loan was 
needed, the trainer/consultanLs cou 1(1 help the SME develop the project. 
proposal and then put t.hem in contact with a financing institut,i on (i e. , 
the USAID credit project. or a local PVO). A variety of methodolo;;ies would 
be developed by the Proj ec t to help the SMIEs in the necessary are.a of 
management, assistance. ( t should be noted that thiis form of a-ssist.ance 
would be dif f icull, to implement, w i thou L the relationship of ill st. and 
colrfidence hat. lius Leel (lveloped wi th tile SMEs t.hrough the FMI P. ) 

With this acti vit y, Lhe ProjecL would be o the " research and 
developiment" eud of new forms of mgt . technical assisLance. Once the 
methods are developed and Lested through implementation the Project can 
"turn over" the methodologies to ACA or other groups intcrested ill 
promoting the development of SMEs. At that point there would be much less 
trail and error requirel and a group like ACA Would be able to make clear 
proposals to a fi nancing agency as to what they could accomplish ill a 
given period of t.ime. 

A tentaLive objecLive for a two year extension of tile Project would he 
to assist at. leat. 50 SMEs t.o define, dlevelop and successfully implement 
their business strat.egies. The IIeCthodo logiCs (level oped by Lhe Projecl. 
during implementat. ion ,'oH.]dL also be "in1s.itut.ionalised" wilhin, ACA, the 
Lrainer/consulLing groulls ill ecC] sector and possibly oLher inmst i tt ions 
as well. 

II. Ex)anding Mana.qminn t.Assistance Programs to SMEs in Lhe Re gions 

One of the ma.jor act.ivitties of t.he Project during an exLension would 
be to expand and dovelop managemnent assistance programs in tile regions. 
The SRFMP has al ready developed FMIPs for tailor shops ill the towns of 
Kao lack , Ziglinc hor, and 13igon a. Tb is was made possi hi by the lise of 
Peace Co rps vo lulltLers (IPCVs) who serve as; SRFMP represent.yives in these 
areas. 

The PCVs receive training by SRFMP ill "training of train|ers" as wel l 
as in t.he basic fill. mgt. systems before returning to their towns to 
con tact relevant businesses. The SRFMP consuiLant/trainers tlen assis¢t. the 
PCV to organise a training workshop. Purlng the workshocp two or lhmre-c 

participants are i nv ited to assist tile PCV in follow-up ald fut.ure 
trainin ' activities.. Tius, a consulLing/training team is formed in each 
town. The PCVs come peridically to Dakar to participate in follow-up 
visits and training activities. SRFMP staff then assist them to replicate 
these activities in Lheir Lown. This methodology has permitted SRFMP to 
provide fin. mgt.. assistance to over 60 SMEs in the regions thus far. 

A tentative objective for a Project extension would be to expand 
management assistance programs in Kaolack and Ziguinclhor and establish new 
ones in at; least four new towns including, for example, Fatick, M'Bour, 
Thies, and Tivaouane. As new FMIPs are developed for different business 
sectors in Dakar they could be transferred to these regions. The 
complementary management. assistance mentioned earlier (under Objective I) 
would also be applied in the regions. Finally, there would be many 
possibilities for synergy between the mgt. assistance programs and tile 
credit activities in these areas notably the USAID credit project and 
local PrOs. For all these activities the Project would play a coordinating 
role. 
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Negotiations have already been concluded with the Peace Corps in 
Senegal to provide volunteers for this work under their new "small 
enterprise development." (SED) program. The SRFMP Team Leader has been 
sollicitcd to assist in the desion of this program, especially for the 
futurc urban based PCVs. 

The objective after two years would be to have diverse mgt. assistance
 
programs in all of the aforementioned towns along 'ith an established
 
Peace Corps program that could support them. By this time there should he
 
several experienced volunteers who can assist the Peace Corps with the
 
program management. Formulas will also be developed so that ACA can
 
provide an on-going support role to the program in the form of training
 
and technical assistance.
 

III. Technical Assisthnce t.o ACA 

Under an extension, the Project will continue to assist ACA in its 
development as a professionjal, self sustaining institution, possesing a 
variety of t.echnical assistance capabilities to improve malagelen t in the 
public and private sector. This will he accompllished in the followiiig 
ways: 

- Organisation Develotment- As ACAs activities grow the Project will 
assist them in developing the most: appropriate organisationa 
structure for their needs. It will also assisL. them in developing 
interna] l)rocedurces and management systems. 

- New "Product'" Dvevejopent- As mentioned in Objective I the Project 
will serve as a rscnrch and development arm for ACA by devel ping, 
through implementation, complementary forms of mgt. assistance to
 
SMEs, In this activity, the Project would use, when possible, ACA 
personnel who are not. employed full Lime by ,CA. This will in:sure 
institutionalisatioi within ACA and will also serve t.o employ the
 
consultant/trainers unt.i] such Lime that ACA has enough activities to 
integrate them full time.
 

- Market Development- The Project will assist ACA to identify and 
negotiate contract relationships with institutions interested in their 
services. 

- Quality Control- The Project Team Leader would also review ACA work as 
it develops to ensure that it meets high standards. This would 
include, for example, reviewing any new systems and training plans 
that ire developed as well as preparing ACA consultant/trainers for 
international missions. 

A tentative objective by the end of a two year extension would be for 
ACA to have its own office, staff and equipment as well as a diversified 
client base that will enable it to have enough activity to employ six 
professionals (not including the support staff) on a full time basis. 
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IV. Technical Assi.taJI_ to t.e Government of Sene6l (.GOS) 

Under an cxLension the Project. would continue to support the 
institutional development. of the GOS Inventory Accounting (IA) TrainiJg 
and Follow-up Unit (TFIU). Experience is showing that this is a long-term 
effort, especially in lt, current COS environment where job insecuritv 
abounds. ItL is necessary, however, to help complenient the exevnsive 
training that has already .ake, place wi th addi tional follow-up 
activities, as well as .o tin new inventory accountants as they are 
ass i gned. 

Efforts will be made to gain an official status for the TFU along with 
its own budget and resources. The Project will assist the TFU as well in 
developing training and follow-up programs that will complement the .kills 
and abilities they have already aquired. 

The Project wIould also respond to the current requests by the COS L.o 
assist them to streamline certain aspects of their fin. mgt. systems. 
These requests hay! come based on the positive relat.i onships dve lopcd 
through the IA activity Under this scenario the Project would choose an 
area that could he addressed with a modest amount of resources and effort 
(unlike the IA). The Project, would also investigate the possibilities of 
using an expanded TFU to assist in coordinating this activi ty. 

A tentative objective at the end of a Project extension would be to
 
have a self sustaining TFU with its own resources and budget capable of
 
providinmg a variety of training and consulting services to the GOS. Also,
 
that the GOS will have an improved fin. mgt. system (to be identified) 
along with people t.rained to implement it. 

Necessity For A Project Parallel to ACA
 

There are several arguments in favor of having a "Project" parallel to
 
ACA. These will be developed briefly in this section. The arguments assume
 
that the majority of the aforementioned Project activities and objectives
 
are acceptable.
 

The current Team Leader would need the same kind of flexibility and 
authority as currently exist under SRFMP in order t.o successfully 
implement the activities and achieve t.he aforementionied objectives. This 
could be, done, howev'er, with a more "st reamlined" structure. There ae 
many other operational advantages to having a "head office" including the 
ability to diffuse certain problems by referring them to a "ligher body". 
The Project structure also eliminates the need for USAID to provide 
administrative support.
 

A principal danger i" "fusing" proposed Project activities within ACA 
is that it would compromise the development of ACA as an autonomous local 
institution. By taking on t.he diverse responsibilities associat.ed with the 
aforementioned Project. activitiies, ACA would be involved almost. fll Lime 
in their implementation. Tiits would prohibit them from developing lFMIPs iA 
many of the business sectors that are waiting for them. It would also 
inhibit their ability to develop a diversified client base. 

At present, ACA is developing confidence through their ability to 
implement FMIPs indepeiidantly. This confidence will grow as they 
successfully implement more and more. A large grant to ACA, of the size 
necessary to implement the aforementioned Project activities, along with 
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the presence of the current Team Leadvr within their organisation, would 
compromise the independance of ACA. ACA personnel would still feel that 
they were part of the Project. This could inhibit their 
institutionalisation. ACA shares this perception and would also prefer 
that if the proposed Project activities are funded, that they be
 
implemented parallel to their organisation.
 

'' 




